Young Women’s Leadership for Social Change:  A Certificate Program at Rutgers University

Rutgers University

Mary K. Trigg

This article describes a certificate program in women’s leadership at Rutgers University that brings together an intensive experience in student civic engagement with a leadership development sequence that trains women college students to be committed leaders who practice leadership in the context of social change.  Sponsored by the Institute for Women’s Leadership and the Department of Women’s and Gender Studies, this two-year, 19-credit program combines classroom learning, community and policy internships, and independent social action projects to give participants a distinctive learning experience that is at once theoretical and practical. The Institute for Women’s Leadership is a unique collaboration of academic centers and units that came together as a consortium around the shared mission of examining and advancing women’s leadership in education, research, politics, the workplace, and the world.
 We believe that ours is a model for an intellectually rigorous program that draws on the rich scholarship in gender studies to re-imagine leadership, to accelerate young women to leadership, and to consider the ways that women’s leadership can contribute to social change.  Since its creation in 1998, the certificate program has served over 125 female students from the Rutgers/New Brunswick undergraduate colleges, many of who represent the first generation in their families to attend college or the first to be born in this country.  We have evidence from our graduates that the program is transformative and one of the most important parts of their undergraduate education at the university.  In this essay I seek to describe the program for others who may want to use it as a model, and I consider the importance of educating young women leaders for social change.

The Certificate Program

The Leadership Scholars Certificate Program is a selective honors program:  students are admitted based on their academic record, on a submitted essay on leadership and policy issues related to their field of interest, and on a peer and faculty interview. The program brings together high-achieving students with diverse intellectual backgrounds and interests who use gender as the lens and women’s leadership as the tool for exploring the policy areas that are embedded in their disciplines.  These policy areas include health, law, politics, work, human rights, poverty, arts/literature/media, and education.  Students in the program select one of these “tracks” to follow, and all of their work in the two-year sequence relates to it, including course work, an internship, and an independent or collaborative leadership project.  This interdisciplinary learning has a strong connection to policy or application; it might be called applied women’s studies.  Fifteen to eighteen students are selected each year (out of 35 to 40 applicants), so that about thirty-five students participate annually in the two-year sequence.  A small program in a large research university, we believe it is a replicable model for other institutions of higher education, and a laboratory for examining what happens when, to use Elizabeth Tidball’s phrase, women are taken seriously. Her philosophy about women’s colleges applies as well to this small women’s leadership education program:

What works for women resides within the wholeness of the environment, originating from a mission in which women are taken seriously.  It has to do with creating a community in which women have a clear sense of ownership, knowing that they make a difference and knowing that they matter and that they truly belong and always will. 

The four goals of the program are tied to a sequential series of learning experiences that seek to cultivate the skills, knowledge, and values that we have identified as our core.  The goals are:  (1) to offer students an opportunity to deepen their understanding of leadership and women’s contributions to social change; (2) to enhance students’ leadership abilities through a concentrated academic sequence and extracurricular offerings; (3) to provide an opportunity for students to learn the issues and problems specific to their disciplinary fields and to develop ways to implement a social action project; and (4) to build bridges between the university and the community by connecting women students with community representatives and  women leaders and providing internships in government agencies, women’s organizations, and other non-profit organizations. Exit surveys we have administered to our eight graduating classes demonstrate strong agreement that the program is meeting its goals.  The knowledge outcomes we seek in our graduates include an understanding of leadership theory; self-awareness; life goal and vision; an understanding of women’s contemporary and historical roles as leaders in many forms; an understanding of the challenges women face in society, the family, and the workplace; awareness of the diversity among women with sensitivity to race, ethnicity, and class differences/similarities; expertise in one selected policy area (listed above), and an understanding of current affairs and leadership challenges within local and global contexts. Students who complete the program (our retention and graduation rate is over ninety percent) earn a certificate in women’s leadership, recognized on their transcripts, that complements their varied majors that include the sciences, the social sciences, business, and the humanities.  Students in the program are racially diverse: over the past seven years, forty percent of the students enrolled in the program have been women of color.  This reflects the rich racial and ethnic diversity of the Rutgers student body, and adds to the multiplicity of perspectives that inform and enrich the program.  It could also suggest that leadership training is attractive to minority students, who face the double challenges of bias on the basis of both gender and race, and may recognize leadership development as something they need even more than do white students.  

The Program Structure

The program develops sequentially over four semesters, and includes both 

curricular requirements and co-curricular experiences, such as an embedded mentoring program, skills development workshops, and a retreat. The three main curricular components include coursework, an internship/field site experience, and a social action project.  We require five women’s studies classes as well as a pre-requisite introductory women’s studies survey course. The required seminars, open only to students selected for the program, provide a “safe space” for students to explore their evolving ideas about the meaning of women’s leadership, community engagement, and social change within the context of their own diverse backgrounds. These small classes typically enroll 15 students who come to know each other well as they progress together through the program. As Ingrid H. Dahl describes in her companion essay in this volume, “A Look into Women’s Leadership: the Duality of Perspective and Experience,” a female-only space that connects gender to political, social, and global issues, along with providing role models, academic advising, encouragement, and the opportunity for young women to come to voice, can be a powerful, potentially transformative learning experience. 

When students enter the four-semester program, they begin with a seminar entitled “Women and Leadership,” taught by Institute director Mary S. Hartman, which explores women’s leadership on the local, national and global levels, and considers why leadership by women has emerged as a major item on women’s “unfinished agenda” for the twenty-first century.  Readings and discussions investigate the current range of themes in leadership studies, including feminist critiques of power; the varied social, racial and ethnic contexts that provide “stages” for leadership; leadership in formal as well as informal contexts including worksites, representative bodies, communities, and households; and leadership in the global women’s human rights movement.  In the final assignment, students are required to interview a woman who is a leader in an organization: the young women in the program begin to think of themselves as leaders, and what this might mean.

In the second semester of the sequence, Leadership Scholars embark on a two-semester practicum, which begins with a 140-hour internship linked to a seminar, and culminates with a social action project.  The seminar, which I teach, focuses on women, work, and community and strives to link theory and practice by combining readings about gender parity (or the lack of it) in the workplace, notions of the ideal worker, work and family issues, young women in the workplace, voluntarism, the working poor, definitions of community, and the interrelationship between women, work, and community, with a work/volunteer experience.  Internship sites include local non-profit, service-based organizations as well as women’s organizations and government agencies in nearby Trenton, Newark, or New York City.  Such internship placements help bridge the gap between university and community, while developing students’ ethical capacities and sense of civic purpose. In some cases these undergraduates reach across difference as they work with constituencies unlike themselves, further developing themselves as global citizens and social actors.
  In the accompanying seminar, students are asked to imagine themselves, in an ethnographic sense, as participant-observers at their “field sites”: I invoke sociologist Patricia Hill Collins’s concept of the “outsider within,” which she used to describe her own location as a black woman in academia.
  Through journal assignments, I challenge my students to use their unique vantage points as both outsiders and insiders to explore their evolving understandings of the ways their internship organizations are structured, who has power and who does not, the difference between the “public face” of an organization and the clientele it serves, and the manner in which gender, class, and race operate in organizations and the workplace.  The seminar also reinforces the importance of young women’s civic engagement and participation in the political process.

Texts I assign in the course include Robert Putnam’s Bowling Alone: The Collapse and Revival of American Community; this book allows students to critically engage with the concept of community, and to think about civic engagement in the context of generation, as well as the idea of social capital.  I pair Putnam’s book with feminist authors critical of his work, including Theda Skocpol, Katha Pollit, and Ann Bookman, who argue that his over reliance on measuring community involvement through membership in volunteer organizations is outdated and overlooks the constraints that women in particular face as they strive to balance work, family, and civic engagement.  I also include books on the history of American women’s community leadership, including Jane Addams’s classic Twenty Years at Hull-House and Paula Giddings’s When and Where I Enter: The Impact of Black Women on Race and Sex in America, to give a sense of the long, rich, and racially diverse history of women’s community engagement and activism.  On women’s contemporary roles as workers and care givers in the United States I require Ann Crittendon’s The Price of Motherhood, Barbara Ehrenreich’s Nickle and Dimed, Phyllis Moen and Patricia Roehling’s The Career Mystique:  Cracks in the American Dream, and Anna Fels’ Necessary Dreams: Ambition in Women’s Changing Lives. We end with a short section on young women’s activism, and read Rebecca Walker’s anthology of writings by diverse young women in their twenties, to be real, along with Jennifer Baumgardner and Amy Richards’s Grassroots: A Field Guide for Feminist Activism.  A deeper goal of mine in the seminar as well as the certificate program is to prepare these high-achieving students for the challenges they will face in their futures as women workers, leaders, and potential wives and mothers, and to give them an understanding of the structural forces that shape the ways American society defines the family, the meaning of work, the value of care giving, and the creation of productive lives.  


In the second semester of the practicum, students create and implement a social action project which builds on the internship and provides a “sphere of action” that requires them to practice leadership.  In early Greek and Latin, the word leadership is derived from the verb to act, and this definition informs the project. In addition, it provides another site for the Institute for Women’s Leadership to demonstrate our belief in our students and their capabilities.  As Elizabeth Tidball writes in Taking Women Seriously, “even outstanding ability needs to be trained, directed, provided with a sphere of action, and rewarded in order to flourish.”
 The student-designed projects reflect the variety of their interests and provide concrete examples of the students’ capacity to transform knowledge into action, and to address vexing social issues such as illiteracy, educational disparities in the American school system, or the health of minority women. Advisory boards, made up of one faculty member and one community member, guide the projects; these relationships connect female students to mentors who can assist them on their leadership projects and guide their personal and professional development as well.  In addition, requiring Leadership Scholars to seek out project advisors acquaints a broader community inside and outside the university with the program and helps build stakeholders.  Each student is awarded a $500 grant to implement her project, for which she is required to write a formal funding proposal (the final assignment in the internship seminar), modeled on one that would be given to a foundation.  In an annual public forum, “Young Women Leaders and Social Change,” held at the conclusion of the projects, students share their leadership lessons, accomplishments, research findings, and challenges with an audience comprised of faculty, staff, and family members.  This is one more concrete demonstration that the Institute, and the community that supports it, takes women students seriously as young scholars and activists.  

Leadership projects teach that “failure” and “success” are not always easy to define, and can lead to the resiliency and perseverance that are demanded of leaders.  Such an experience offers women students the unique opportunity to take risks in a supportive environment; one student described her learning through the project: “I pushed myself into directions towards the unfamiliar.” One model of leadership development described by Karin Klenke includes three components:  challenge, recognition, and support.
  These are described as:  “(1) the challenge of new situations and difficult goals prompts leaders to learn the lessons that will help them perform at higher levels; (2) recognition includes acknowledgment of achievements and rewards for accomplishments, along with resources to continue high performance; while (3) support entails acceptance and understanding, along with the benefits that help a leader incorporate her leadership role into a full and fulfilling life.”  The program strives to include challenge, recognition, and support in its model for the leadership project, which has been consistently rated by graduating Scholars as the most important component of the program.

Developing leadership requires taking risks, thinking big, and believing in one’s self.   One of my challenges as the faculty member overseeing the social action projects and directing the program has been to learn, much as a parent has to learn, when to be quiet, how to stand by and watch when students’ projects “fail” or fall short of their visions.  Some of my students who stumble redouble their efforts and reach the goals they seek; others come to learn that failure is a relative term, and that it is the process that is most important, not the product.  One of my former students, a philosophy major working on poverty issues, interned with the National Congress of Neighborhood Women in Brooklyn, an organization that works with grassroots women on inner city and rural economic revitalization, and developing women’s leadership from “the bottom up.”  Her project was to begin a discussion group among local women who lived in the Memorial Homes public housing project, which HOPE VI, a federal urban revitalization grant program, had slated to be torn down.  She planned to use feminist consciousness-raising techniques to foster community among the women:  she hoped this would ignite activism, and that these poor mothers would take to the streets of New Brunswick to demand decent living conditions for themselves and their children.  She posted flyers in the projects, knocked on many doors, provided cookies, juice, and free childcare, but no one came to any of the three meetings she held.  Her project was “a failure,” and she was very disappointed. But leaders must at times be dogged in their persistence: when we met at mid-semester, we decided she could creatively change her project.  Instead of initiating a poor women’s movement to protest local poverty she would conduct a few interviews with women in the housing project to learn about their ideas on redevelopment, and ways to improve the lives of women and children in the city.  This research laid the groundwork for a Fulbright Fellowship she won the following year to study in Ecuador, where she carried out a similar project interviewing grassroots women in community development organizations. The program’s model of linking theory and practice, along with this young woman’s ability and willingness to reconceptualize her project, proved valuable.  She wrote from Quito the following year:

In my research here I am learning a great deal about the lives of women in poverty as well as applying some of the theory that I learned at Rutgers to my experiences and observations. …I benefited from exploring grassroots women’s issues on a practical level through my experiences in the IWL program. … Although it sometimes feels like a world away from New Jersey, I have discovered that discussions with other women on gender equality—whether it be in a remote jungle community, a poor neighborhood in Quito, or a classroom in Hickman Hall—don’t really differ all that much!”
 

Now, five years after graduation, this young woman leader advocates professionally for women’s grassroots leadership; she is a staff member at the same advocacy organization at which she interned as a Rutgers student.  She recently joined a delegation of women who spoke at the United Nations about global poverty, in the hopes of impacting the Millennium Development Goals.  She remains connected to our program; this past semester she supervised one of our current Scholars in an internship.

The Importance of Women’s Leadership Development in Higher Education


Why does women’s leadership development matter?  What is its importance in higher education and in educating engaged, diverse women citizens for the twenty-first century? Women’s leadership development is based on the premise that women historically have been excluded from formal leadership positions, and continue to be dramatically underrepresented. It recognizes the important roles that women have played in informal positions of leadership, and asks that we examine women’s leadership at the same time that we try to advance it.  It suggests the limitations of exclusive leadership as it has (and continues to be) practiced in arenas where far-reaching decisions are made, and it recognizes the issue of gender differences in opportunities for leadership.    

There are powerful and compelling arguments for why women’s leadership makes a difference and why we should care about the dearth of women in leadership positions, both in the United States and globally.  Women’s leadership can be a vital source of change in an increasingly dangerous world.  “The world needs women to take more leadership,” Charlotte Bunch, Director of the Center for Women’s Global Leadership at Rutgers,
 has written.  “Women at this moment in history bring new perspectives and values to the table that can revitalize and transform debates and options in a globe that is threatened with self-destruction based on past—predominantly male—leadership.”
 The urgency to develop and tap women’s leadership is ever more critical in our post 9/11 world.  A number of scholars have argued that women do bring something different to the leadership table, that they make different kinds of leaders than men.  A recent study of executive women concludes that women’s style of leadership is different from men’s; the authors describe it as inclusive, open, consensus building, collaborative, and collegial.
  Using the perspective of politics, Susan Carroll, Rutgers professor at the Center for the American Women and Politics, has suggested that women political leaders feel a greater responsibility to represent women and their interests.  Drawing on interviews done by the Center for American Women and Politics with women in the 103rd and 104th Congresses, Carroll stated: “Regardless of whether the issue is foreign aid, the budget, or the environment, women public officials frequently examine the issue through a gendered lens, and consequently more often think about the possible impact of the policy on the lives of women and men.”
 

This is the fundamental idea underlying the Leadership Scholars Certificate Program: the belief that women are under represented in leadership and decision-making positions locally, nationally, and internationally, that they face unique and continuing challenges based on their gender, and that women bring something different to the leadership table than do men.  Women’s leadership can challenge structures and systems that oppress and discriminate against individuals and groups on the basis of gender, race, and class.
  Like the work of the Bonner Foundation, our leadership development programs at the Institute are committed to social justice, civic engagement, self-exploration, diversity, an international perspective, and community building, with an emphasis on gender and women’s issues. The continuing under representation of women in leadership is a challenge not only for feminists but also for society at large, because we need the ideas, creativity, and contributions of all of society’s members, not just half of them.   Here in the early twenty-first century, women hold only 15.1% of the seats in the U.S. Congress (14% in the Senate and 15.4% in the House of Representatives); no women serve in New Jersey’s 15-member congressional delegation.  Women are 15.7% of corporate officers in Fortune 500 companies and hold 13.6% of board seats in Fortune 500 companies.
  Redressing the historic and unrelenting discrepancy between men and women in positions of power across the spectrum of politics, business, law, science, education, and the arts, is one of the central purposes of the IWL Scholars Program.  

  
Young women’s leadership matters as well, not only because young women will 

be among the next generation of public leaders, but because society needs their vision, their civic engagement, and their idealism.  The development of women leaders on college campuses is also important because undergraduate women continue to face unique challenges.  A 2004 report released by Duke University on the Women’s Initiative, a study of the status of women at the university, showed that undergraduate women at Duke feel intense pressure to conform to “effortless perfection,” an idealized expectation that they will be “smart, accomplished, fit, beautiful, and popular, and that all this would happen without visible effort.”
 The report described a campus culture dominated by fraternities, where “being ‘cute’ trumps being smart for women,” where some female students suffer from “a claustrophobic sense of failure,” and where body image and idealized standards of beauty reign supreme. The ripple this report created through other college communities demonstrates that these pressures are not unique to undergraduate women at Duke.  One of the initiatives proposed by the Duke administration in response was to begin the Alice M. Baldwin Scholars program, which Duke’s departing president Nannerl O. Keohane envisioned as a way to “seed the campus” with student leaders who are conscious of women’s issues.  


Our own graduates have reported to us that it is still difficult for young women entering workplaces and graduate school. When we asked our alumnae, in surveys collected during the summer of 2002, to reflect on the greatest challenge they have faced since graduating from Rutgers, fifty-five percent responded that it was not being taken seriously in a male-dominated world.  Their comments are instructive to any of us working with undergraduate women in colleges and universities, and suggest that women’s education must include preparation for a world that is still at times hostile to women, and one where they continue to face structural barriers to leadership in many arenas.
  Their candid comments included the following:

Dealing with the fact that I came from an environment that “looked at me” and treated me as a leader and entered the real world, where a young woman does not “look like” or is treated as a potential leader.  Dealing with that fact and trying to change those perceptions has been my greatest challenge.

Interacting in certain realms of the professional world where the majority of leaders are men, particularly older men, who have outdated perceptions of women and don’t take women seriously, sometimes acting patronizing.  

The greatest challenge that I am faced with as a woman leader was accepting the fact that many people are still not open to the idea that women can be effective and great leaders.  In the world of education there are still few women who are in the administrative and policy positions.  

Although it is too early to assess the long-term impact of the program, testimony offered by the graduating scholars in their exit interviews suggest that their understanding of leadership, women’s leadership in particular, has been transformed through the program.  They describe goals that include “generating new ideas to foster social change,” “making the world a better place,” and “freeing oppressed people, empowering future generations, and promoting equality.”
   They believe that women have a different perspective in making decisions, which have been shaped by their roles in society and their different backgrounds and experiences.
  Understanding that advanced education could be an important conduit to power for women, the majority of graduating scholars indicate an intension for future graduate study.  The 2003 evaluation of the program showed that 73 percent of the program alumnae were currently enrolled in graduate programs.

Insights and Best Practices 


We have realized successes and growth over the past eight years of this women’s leadership certificate program at Rutgers University from which other institutions can learn.  We have established a community of engaged, socially conscious young women that continues to ripple outward in impact from our Institute and university.  “The Leadership Scholars Program was so much more than career prep – it was truly a family,” one alumna wrote.  “It prepared me for life after graduation by teaching me to think and understand the world in very different ways.”  Like the Bonner model, the educational model we have developed is intensive, builds from semester to semester, and culminates with a capstone experience.  The certificate program is recognized at Rutgers as an academically rigorous, high quality program.  The relationships we have established with community organizations are beneficial to both of us; from these we have constructed two new Rutgers/IWL programs that include the IWL High School Leadership Certificate Program, piloted this past year in partnership with Snyder High School in Jersey City, and the Community, Leadership, and Service Project (CLASP), piloted in the summer of 2006 in partnership with the Eric B. Chandler Health Center and the Institute for Arts and Humanities Education, both located in New Brunswick, New Jersey, the site of our university.  We have been successful in attracting external, foundation support for these new programs. These exciting new initiatives connect the university with community organizations in shared programs that are fueled by concern for the quality of human life, and allow us to expand our constituencies and our reach from college students to middle and high school students, as well as mothers and children in our local, geographical community.  

In addition, through their social action projects students in the Leadership Scholars Program have created new ideas that have been implemented, such as a Reach Out and Read literacy volunteer program at the Eric B. Chandler Health Center in New Brunswick, which incorporates parent literacy education into the pediatric practice there; a new Rutgers political science course on advocacy that has now spread to other colleges, and a Rutgers service learning program designed to introduce students to the importance of global citizenship through educational initiatives in the Teso district of rural Kenya.  Some of my students have been recognized by the university for their leadership projects, in the prestigious Rutgers University Human Dignity Award, which acknowledges students, faculty, and staff who have made contributions to diversity education on campus.  These include one student who reinvigorated the University’s women’s center and another who founded a campus newspaper encouraging unity among the diverse Asian groups on campus.  Many of our alumnae have gone on to careers that continue the social change work they began in the program.

We have used the program and its emphasis on women’s policy issues as a 

springboard for a curriculum development initiative in the Department of Women’s and Gender Studies.  Through a small Rutgers grant we have been able to offer faculty members funding to develop new, policy-focused courses; these include seminars on Feminism, Policy and the Poor, Gender, Development, Environment, and Women’s Bodies and Health.  These serve as capstone courses for students in the leadership program, as well as senior level seminars for women’s studies majors.  The program has helped attract new students to the women’s studies major and minor; although students in the Leadership Scholars Program would not necessarily be drawn to major in women’s studies and concentrate in a diverse range of disciplines from the humanities, social sciences, and sciences, a leadership program for women, which they can take as a complement to their majors, attracts them and first exposes them to the eye-opening literature of women’s studies. Many of them go on to add women’s studies as a minor or second major. Rutgers graduate students in women’s studies, both M.A. and Ph.D. students, are working with us on shaping our programs, which serve as sites for their own programmatic contributions and research.  For example, one graduate student recently completed her M.A. paper, “Feminist Experiential Learning: A Practicum Report to the Institute for Women’s Leadership,” on her work with Institute staff and faculty members in designing CLASP, our community-based experiential learning program.


In addition to these accomplishments and successes, we face challenges. Women’s education, the study of women’s lives, interdisciplinary scholarship, and the applied work of service-learning continue to be less valued, and funded, than more research-driven, male-dominated, and high profile endeavors in the university like stem cell research or information technology.  The university provides minimal financial support to the Institute for Women’s Leadership or the Leadership Scholars Certificate Program, which is labor intensive and not inexpensive. Incomplete institutionalization has left many of the renowned Rutgers centers that focus on women vulnerable to state budget cuts, and dependent on feminist interventions to stay afloat.  As a recent IWL report to the Ford Foundation noted:

Despite the arduous work of feminist faculty and administrators, “incomplete institutionalization” stems from college and university priorities that fail to take gender and racial diversity seriously, male-dominated committees restricted to PII Professors who too often know little and care less about interdisciplinary feminist scholarship, and administrators and faculty who pay lip service to equal opportunity while remaining cautious in their investment of resources in women’s and gender areas and skeptical of the “quality of mind” of scholars who contest the boundaries of traditional scholarship.
  

Other institutions that hope to learn from our experiences, and create and manage an undergraduate certificate program that includes a strong focus on gender and women’s issues, would be well advised to work closely with the department or program in women’s studies, as well as key academic administrators and top leadership of the institution, and must work as well to attract foundation attention and funding.  Over the past thirty-five years, path-breaking scholars and innovative staff members at Rutgers University have been very successful in creating new institutions, in research and teaching initiatives based on grant support, and leadership development programs funded by external support.  They have been less successful in transforming the university so that women’s education, scholarship, policy work, and leadership development are at the center, or in themselves rising to powerful academic positions with far-reaching decision-making authority. Thus, much faculty and staff time is spent fundraising and lobbying for university support, rather than on the more creative work, including conducting research on the precedents and antecedents of women’s leadership, that would not only move our programs forward, but would also further much-needed national research on women’s leadership.  We have diverted much intellectual and spiritual energy this year to the battle over the fate of Douglass College, the historic college for women at Rutgers University.  

In conclusion, I have tried to demonstrate in this essay the ways that a feminist leadership program that focuses on social change can be a powerful educational experience, a way to work for positive social transformation, and an opportunity for women students to be actors in many communities: their communities of origin and ethnicity, the local community, the state and global community.  Such a program in a college or university offers students the opportunity to tackle important, complex social problems, and to bring a young, female voice and perspective to them. We feel such a program is particularly important for women, who continue to face gender-based challenges and barriers, both in the workplace and society.  By concentrating on shaping young women into leaders, the program emphasizes an ethos of women-centered achievement, in the historical tradition of women’s colleges.  In order for such programs to be successful over the long term, engaged faculty and staff must work to gain institutional support from senior administrators, who direct funding streams, offer university-wide recognition, and the kind of institutional structures that will ensure the permanence of these valuable programs.
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