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The Nature of Transformative Change

Every person, organization, and even society reaches a 

point at which they owe it to themselves to hit refresh—to 

reenergize, renew, reframe, and rethink their purpose.

Satya Nadella, CEO, Microsoft
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Definition
Transformational change is a radical departure from the status quo in an organization, 

leading to foundational changes in the nature of the entity. This can be cultural, 

structural, behavioral, the business model and market, product strategy and even the 

organization’s mission and purpose.

Unlike transactional or incremental change, transformational change requires a deeper 

focus on culture, mission, and motivation, and often goes to the core of why people are 

in the organization to begin with.
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The Simple Reality

• You cannot make incremental changes to your plan when 

every foundational assumption on which it was based has 

changed.

Need Proof?

• Over 1,000 sector closings since 2010

• Over 1,900 site closures across all sectors since 2010



TransformationCollaborative.net

Historical Reality Current Reality

More Demand than Supply More Supply than Demand

Publicly Funded Privately Funded

Monopoly Access Market Access

Exclusive Credential Commodity Credential

Positive Public Opinion Skeptical Public Opinion

Price Elasticity Hard Price Ceiling

Limited Internal Competition Unlimited External Competition

Fixed Academic Calendar Just in Time Offerings

Growing Customer Market Shrinking Customer Market

Policy Driven Market Driven
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Deepening Trends – Opportunity or Threat?

● Decline in 2 and 4 yr enrollments (CC enrollments down 37%!!!)

● Growth in non-credit market

● Increase in number of college dropouts

● Growth in combined program models: Guild, Grow with Google, etc.

● Worsening demographics

● Worsening public opinions about the value of higher education

● Shift away from college degrees as employment credential

● Persistent resistance to proprietary education by some regulatory 

entities and policy elites
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There Are Only Two Ways to Succeed Now

Take Market 
Share

Expand Your 
Market

Value Proposition PSE vs. Higher Ed
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The Biggest Difference…

Policy Market

Then Now

“Your future has relatively little to do with gov’t policy and 

regulation and a great deal to do with market forces.”
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Why Transformational Change Is So Rare

● It requires people to go against their natural 
tendencies.

● It requires a level of transparency, honesty, 
and compromise foreign to most 
organizations.

● It requires a level of leadership commitment 
that most leaders have not experienced.

● It requires skills that most leaders don’t 
have.

● It takes a longer-term commitment than 
most of organizations are used to.

● It’s high risk (although no higher than 
continuing to operate under the status quo!)

Very few executive leaders or 

even leadership teams have the 

bandwidth or ability to run the 

daily operation, manage 

through disruption, and build for 

the future all at the same time, 

let alone build for a transformed 

future. It just demands more 

than most leaders have ever 

had to do. 
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Reinvention is so challenging that, within higher 

education, most institutions will choose to fail over 

choosing to change.
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Strengths of Career and 
Technical Education

Broad
Access

Skills Based

Employment 
Focused

Student 
Centered

Empowerment 

and Social 

Mobility
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What We Keep and What We Change

The Sacred The New

Employment Skills and Applied 

Curriculum
Lifespan Skills and Relationship

Access Workforce Development / Partnership

Student Focus / High Touch Extension of Industry

Career Services Post Secondary Ecosystem

Value Proposition | Product Strategy | PSE Leadership | Market Validation
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Reinventing the Past for a Better Future

Legacy Value Reinvented

Career Skills Non-Credit, Combined, and Stackable

Applied Curriculum Apprenticeship/Internship from the Beginning for All Programs

Industry Focus Workforce Development, Industry Developed Curriculum

Hi Touch Digital, Remote, Low-Friction

Social Mobility Little or No Debt with Life-Long Improvement
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We must redefine how the career college sector brings 
value to students, employers and society. Simply put, we 
win by becoming indispensable.

A New Definition of Winning
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The Case Study

Politics| Growth| Operations| Economics
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Institutions Pre-2015

• Admissions-Minded

• Programs Followed Sector Trends, Not Industry Demand

• Campuses were Dingy

• Faculty were Uninspired

• Leaders were Can’t-Do

• Internal Communication was Minimal

• Student Outcomes Barely Scraped By

• Community Involvement was Non-Existant

• Political Leaders Never Heard of Us

• Unprofitable
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Seven Strategic Goals

1. Reputation and 
Record

2. Community 
Outreach

3. Faculty 
Engagement and 
Staff Morale

4. Enrollments
5. Program 
Development

6. Online Learning 
and Classroom 
Innovation

7. Campus 
Expansion
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Which Wendy’s is Better?
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Which Gym is Better?
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Which Public Transportation is Better?
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Which Doctor is Better?
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Which Aviation School is Better?
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1. Reputation and Record

• Make the schools look great.

• Improve retention and employment rates.

• Add financial advising to improve default rates.

• Stop accepting lame job positions as “placed in field.” 

• Focus on student certification rates.



TransformationCollaborative.net

Certification Rate, 2014-2022

Year AIM Grads A&Ps A&P Rate

Total A&Ps 

Certified

A&Ps 

Certified from 

All Schools

Percentage 

from AIM

2014 1,034 358 35% 7,216 4,210 9%

2015 1,139 450 40% 6,366 3,842 12%

2016 1,215 495 41% 5,856 3,689 13%

2017 1,304 645 49% 6,401 4,033 16%

2018 1,188 715 60% 6,706 4,184 17%

2019 1,450 983 68% 7,360 4,720 21%

70% of Graduates Become Certified 25% of All A&Ps from Schools come from AIM
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Graduate Walls of Fame
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Branding for Certification
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Certification Rate, 2014-2022

Year AIM Grads A&Ps A&P Rate

Total A&Ps 

Certified

A&Ps 

Certified from 

All Schools

Percentage 

from AIM

2014 1,034 358 35% 7,216 4,210 9%

2015 1,139 450 40% 6,366 3,842 12%

2016 1,215 495 41% 5,856 3,689 13%

2017 1,304 645 49% 6,401 4,033 16%

2018 1,188 715 60% 6,706 4,184 17%

2019 1,450 983 68% 7,360 4,720 21%

2020 1,487 615 41% 5,205 3,380 18%

2021 1,528 813 53% 6,929 4,671 17%

2022 1,546 1,231 80% 7,119 4,753 26%

70% of Graduates Become Certified 25% of All A&Ps from Schools come from AIM
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2. Community Service

• 2016:  Require all schools to include community 

service activities including all faculty and staff.

• 2018:  Include students in community service 

projects.

• 2021:  Require all students to engage in 

community service projects as part of their 

educational program.

• 2024:  Enacting paid community service time off 

(20 hours per year) for all employees.
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Service Learning & 
Community Outreach
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3. Faculty Engagement and Employee Morale

• Instituted an employee survey as a KPI.

• Slowly add to benefits each year.

• Company-paid tuition.

• Executive leadership program.

• Created an employee progression plan for all 

employees.
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Seven Strategic Goals

1. Reputation and 
Record

2. Community 
Outreach

3. Faculty 
Engagement and 
Staff Morale

4. Enrollments
5. Program 
Development

6. Online Learning 
and Classroom 
Innovation

7. Campus 
Expansion



TransformationCollaborative.net

Financial History, 2014-2023

($1,713,504)

($6,515,958)

$1,831,832 
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City councilperson, ella ward CCHE



Superintendent of schools, Jared 
Cotton

CCHE



Mayor, 
Kenny Alexander

CNOR



US Senate Candidate, 
Mike Braun

AMI



US Congresswoman, 
stephanie murray

AMO



US congressman, 
Scott taylor

TTT



Mayor, 
Michael Boehm

AMK



State representative, 
Richard Brown

AMK



Governor Candidate, 
Steve Sisolak

AML



Mayor of Duluth, 
Nancy harris

AMA



Mayor of Norcross, 
craig Newton

AMA



Mayor, Two city council members, 
State Senator, State Assemblyman, 

and Field Representative for US 
Congressperson 

AMS



US Senator, US Congressman, State 
representative, Mayor, school board 

VP, and Deputy US Secretary of 
Education

AMM
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• Luria and Scott
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• Kaine
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• Warner
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• Northam 



TransformationCollaborative.net

GET PICTURE OF ALMA ADAMS FROM FRIDAY
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Outreach 
and Support 
for Political 
Leaders
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Seven Strategic Goals

1. Reputation and 
Record

2. Community 
Outreach

3. Faculty 
Engagement and 
Staff Morale

4. Enrollments
5. Program 
Development

6. Online Learning 
and Classroom 
Innovation

7. Campus 
Expansion
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From the Case Study to the Sector: 

How This Can Work for You
Politics | Growth| Operations| Economics
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The Centura/AIM/TT Story

Value Proposition

Partnership

People

Market 
Strategy

The institutions are supported and 

insulated by broadly shared 

interests.
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What Most Schools Need to Do Now
● Rethink your market: It’s post-secondary, not higher ed

● Create market driven product strategy

● Sell workforce development rather than individual 

enrollments

● Reinvent relationship with industry

● Build non-TIV revenue streams

● Dump “one and done” for long-term customer 

relationships

● Explore last two student markets

o 39 million with credits and no credential (InsideTrack

effort)

o Traditionally underserved students

● Deliver compelling value proposition

Post 

Secondary 

Market

Workforce 

Development

Industry 

Focus

Product 

Strategy

Diverse 

Revenue
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Improvements As Perceived by Students

● Combined academic degrees and industry 

credentials

● Short, highly focused skills-based programs

● Much more affordable programs

● Subscription or subsidized models for “tuition”

● Industry delivered programs that will bypass 

higher education altogether

● Easy in and out (low friction experience overall)

● Virtual reality learning experiences

● Much less reliance on loans of any kind
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The Role of Leadership
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Foundational Issues to Be Solved

The Learning

Experience

Diversity

Accessibility / 
Affordability

Relevance

ROI / Value 
Proposition

Workforce 
Development

Sustainability

Business 
Model

Transformation
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Managing the current crisis 
is essential to surviving, 
but purposeful
transformation is required 
to thrive in the next 
normal.
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Summary

• Higher education has struggled before, but 
never faced all of the simultaneous external 
threats that exist today. 

• The opportunity lies in post-secondary 
education.

• Career Education has much in its legacy to 
build on, but it can’t be the way we’ve always 
done it.

• For most institutions, to thrive, and in some 
cases to even survive, they must engage in 
transformative change. 

• The traditional channels of support for higher 
education are themselves broadly incapable 
of supporting transformation, which is where 
the Transformation Collaborative™ comes in.

www.TransformationCollaborative.net

Game Changing Insights

Trends and Research

http://www.transformationcollaborative.net/
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Contact Information

Wallace K. Pond, Ph.D. 
Founder

wallace@transformationcollaborative.net

719-344-8195

Joel English, Ph.D.
Executive VP

jenglish@centura.edu

757-456-5065

mailto:Wallace@transformationcollaborative.net


TransformationCollaborative.net

The Story in Data

The Market | Public Opinion | Consumer Behavior | Economics
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The Current Crisis (It Started 13 Years Ago)

The current crisis is long-

term, severe, existential, 

and we will not return to 

the previous normal when 

it’s “over.”

Painful but 

Temporary

Existential 

Threat

Least Impact
Long Term 

Distraction

Short Term Long Term

Severe

Minimal
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The 13-Year Contraction in Higher Education

● Demographics (Declining Birthrates)

● Economy

● Economics (Cost of Education and Debt)

● Negative Societal Opinions about Higher Education

● Shift Away from Degrees Required for Employment

● Alternatives to College Programs

● COVID-19 Pandemic

o Declines in Female and Minority Enrollment

o Increase in Attrition

o Increase in Family Financial Stress

The 2018-2019 and 2019-

2020 and 2020-2021 year 

over year enrollment 

declines were the largest of 

the entire decade-long 

contraction. 2021 to 2022 

includes an additional 

decline of more than 

600,000 students.
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The Reality of COVID-19

The COVID-19 crisis has been a powerful accelerant of existing trends:

● Higher education as a retail business

● Remote delivery of services and instruction

● Shorter, non-degree programs (CBE, certificates)

● Centralized decision making

● Reduced, long-term public funding

● Move away from the traditional calendar

● Rich get richer; poor get poorer

● Only three states saw an enrollment increase in Fall 2021

The only higher ed sector where enrollment is up is four-year, for-profit institutions.
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Key Data Points

● Steepest birthrate declines in American history over last three years.

● 4 million fewer students since 2010.

● 1.4 million/10% fewer students since 2019.

● 625,000 fewer students since 2021.

● 3 million students leave college each year because of a time-sensitive 

financial crisis of $500 or less.

● Dropouts are up 8.6% since 2019.

● There has been a dramatic decline in percentage of high school grads 

intending to attend 4-yr college from 71% in 2019 to 48% in 2022.

● 70% of college students now say that affordability has affected their 

enrollment plans. 

● 36% of parents took money from their children’s college funds to 

compensate for pandemic related financial challenges.
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Key Data Points

● AWS Educate committed to training $29 million learners for free.

● Adult learners who earn credit for prior learning are 17% more likely to graduate than 

those who do not.

● 39 million Americans have college credit but no degree.

● Average student debt is over $30,000 and 20% of debtholders owe more than 

$100,000!

● 82% of graduates of short-term, non-credit programs say it was worth it.

● 70 million adults have skills through alternative routes, but no college credential.

● Over 50% of Americans no longer believe that higher education is good for society.

● 1,500 schools have closed, merged, or been acquired under duress since 2011.

● Virtually all growth in less than 100 of 5,800 Title IV institutions.
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Non-Degree Program Research
• 62% of adults would prefer a non-degree program over 

any degree program.

• 51% of non-degree programs are offered by non-

college organizations.

• 42% of workers feel that employers’ involvement in 

their education makes for a better learning experience. 

• Alumni outcomes of non-degree programs are higher 

than associates degrees, but slightly less than 

bachelor’s degrees.

• Labor market outcomes (pay and job satisfaction) are 

better for non-degree programs than associate degree 

programs, and the highest value programs are in 

health sciences.

• Adults who combine any college degree with a non-

degree program report the highest quality and value.

Research reported by Strada Education on 7/28/21 

https://cci.stradaeducation.org/wp-

content/uploads/sites/2/2021/07/PublicViewpointCharts-072821.pdf

According to the Department 
of Labor, the average tenure 
for American jobs was down 
to 4.1 years in 2019, but the 
average life span for work is 
60 years. Therefore, a 
college degree has to provide 
value for 15 different jobs 
over six decades!

https://www.bls.gov/opub/ted/2020/median-
tenure-with-current-employer-was-4-point-1-
years-in-january-2020.htm

Strada Education: https://cci.stradaeducation.org/pv-

release-july-28-2021/

https://cci.stradaeducation.org/wp-content/uploads/sites/2/2021/07/PublicViewpointCharts-072821.pdf
https://cci.stradaeducation.org/pv-release-july-28-2021/
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Haves and Have Nots

Once the federal dollars are gone, the post-pandemic 

landscape will resemble the pre-pandemic one, with the 

same pressures, and one of the outcomes from those 

pressures is continued bifurcation, continued strong 

getting stronger, weak getting weaker.

Emily Wadhwani, Fitch Ratings
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What Has Changed

The Market | Public Opinion | Consumer Behavior | Economics



TransformationCollaborative.net

Demographics

• We are in the “trough” of previous declining 

birthrates.

• Below the “replacement rate” of 2.1 live births since 

1971.

• Lowest ever in 2018 and 2019 (1.72), then lower 

again in 2020!

• Freshmen class cannot grow until at least 2040.

• African American enrollment declined 13% from 2014 

to 2019 and minority populations suffered the 

greatest declines in 2020 and 2021.

“Millions of Americans will be 
absent first from the classroom 
and then from the labor market 
because, to put it bluntly, they 
were never born.” 

The Demographic Drought - Emsi

“The rate has generally been below 
replacement since 1971 and consistently 
below replacement for the last decade”

- CDC

https://www.economicmodeling.com/2021/05/04
/demographic-drought/

https://cci.stradaeducation.org/pv-release-may-
19-2021-back-to-class/

https://www.economicmodeling.com/2021/05/04/demographic-drought/
https://cci.stradaeducation.org/pv-release-may-19-2021-back-to-class/
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Negative Societal Opinions 
about Higher Ed

• Gallup Survey (declining 
confidence)

• Pew Survey (headed in wrong 
direction)

• Harvard Survey (student debt is a 
major problem, source of 
enrollment decision)*

• Strada Survey (return on 
investment)

* Millennials under 30 https://cci.stradaeducation.org/pv-release-december-20-2020-insights-from-2020-implications-

for-2021/
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The Economy

• Historically Inequitable Distribution of Wealth

• Highest Unemployment Since the Great Depression

• Hollow Recovery from 2008 Recession

o 57,000,000 moved into gig economy

o 80% of re-employed made less than before the 

recession

o Millions moved from home-owners to renters

• Highest Level of Economic Vulnerability in Modern Times 

(even BEFORE the pandemic)

• 5,000,000 fewer workers in Fall 2021 than Fall 2019

• Over 50% of Americans in 2023 report that their financial 

situation is “precarious.”
https://www.washingtonpost.com/news/wonk/wp/2018/05/25/the-alarming-statistics-that-show-the-u-s-economy-isnt-as-good-as-it-seems/
https://wallacekpond.com/2019/10/06/struggling-through-good-times-why-were-so-stressed-despite-a-strong-economy/

https://www.washingtonpost.com/news/wonk/wp/2018/05/25/the-alarming-statistics-that-show-the-u-s-economy-isnt-as-good-as-it-seems/
https://wallacekpond.com/2019/10/06/struggling-through-good-times-why-were-so-stressed-despite-a-strong-economy/
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Economics of Higher Education
• Tuition has increased 40% in the last ten years. 

• Since 1989, tuition has doubled, after inflation (eight times 
faster than increases in wages).

• Total student debt is now $1.75 trillion (exceeding both 
credit card and auto loan debt).

• Average student debt is now over $32,000 per person and 
roughly 20% of students owe more than $100,000 dollars.

• Half of all borrowers were making interest-only payments 
before the pandemic.

• The combination of time and money required for a 
traditional degree program is becoming untenable for 
many post-secondary students.

• We may see massive default rates when Covid-based 
loan deferrals expire.

• The cost of education has 
exceeded customer elasticity.

• Many students now feel that 
the ROI is either not positive 
enough or is actually negative. 
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Financial State of Higher Ed

• Roughly 1,360 colleges and universities have seen declines 

in first-year fall enrollment since 2009, including about 800 

four-year institutions.

• Nearly 30% of all four-year schools brought in less tuition 

revenue per student in 2017-18 than in 2009-10.

• About 700 public campuses received less in state and local 

appropriations in 2017-18 than in 2009-10, and about 190 

private four-year institutions saw the size of their 

endowments fall relative to their costs.

• 30% of all colleges were operating in the red before COVID-

19.

• 650,000 higher ed employees were laid off in 2020.

https://www.highereddive.com/news/moodys-lowers-higher-ed-outlook-to-negative-amid-coronavirus-crisis/574414/

https://hechingerreport.org/analysis-hundreds-of-colleges-and-universities-show-financial-warning-signs/

https://www.fitchratings.com/research/us-public-finance/inflation-federal-policy-to-weigh-on-us-colleges-18-11-2021

Approximately 1,700 IHEs were 
operating with less revenue than 
expense in 2019, and many of those 
had been in a deficit scenario for years 
prior to that.

As HEERF funding ends, so will the 
temporary reprieve.

https://www.highereddive.com/news/moodys-lowers-higher-ed-outlook-to-negative-amid-coronavirus-crisis/574414/
https://hechingerreport.org/analysis-hundreds-of-colleges-and-universities-show-financial-warning-signs/
https://www.fitchratings.com/research/us-public-finance/inflation-federal-policy-to-weigh-on-us-colleges-18-11-2021
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In the Past, We Were Bailed Out By:

● GI Bill

● Vietnam War

● Community Colleges

● Pell Grant

● Women Entering Higher Ed

● Online

● International

● Military

All of these have been tapped out. CARES Act was temporary.
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2022 Survey 
of 2021 High 
School Grads 
Who Did Not 
Enroll in Any 
Institution of 
Higher Ed
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2022 Survey 
of 2021 High 
School Grads 
Who Did Not 
Enroll in Any 
Institution of 
Higher Ed
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Alternatives to College

Netflix bootcamp in partnership with 

Norfolk State University & 2U

Amazon training programsGoogle certificate training in several areas 

made available to the public, blowing up both 

the degree and tuition models at the same 

time

Growing move away 
from college degrees

Short Courses
● Industry badges & certifications
● Boot camps

On the Job Training
● Ab-initio training
● Apprenticeships
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Straighterline

45,000 Students in 2021


