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Abstract

High-impact practices (HIPs)—structured educational experiences characterized by active learning,
faculty mentorship, peer collaboration, and authentic application—have demonstrated effectiveness
in improving student retention, learning outcomes, and degree completion. While early HIP
scholarship focused primarily on individual student benefits, this conceptual framework positions
HIPs as comprehensive organizational change strategies that reshape institutional cultures, resource
allocations, faculty reward structures, and community partnerships. Drawing on foundational student
development theory, meta-institutional empirical studies, and organizational change scholarship, this
framework examines how systematic HIP implementation catalyzes transformation across multiple
institutional dimensions simultaneously. The analysis synthesizes evidence on HIP design principles,
organizational consequences, and implementation strategies, with particular attention to equity
considerations often marginalized in educational innovation discourse. Rather than claiming
comprehensive literature coverage, this framework offers a bounded synthesis connecting student
success research, organizational theory, and civic engagement scholarship to illuminate HIPs'
multidimensional transformative potential. The framework concludes that institutions treating HIPs
as isolated pedagogical techniques miss their fuller capacity to advance educational quality, equity,
and public purpose simultaneously—but that realizing this potential requires structural commitments
extending far beyond curricular additions.
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American  higher education confronts
converging crises demanding comprehensive rather
than incremental responses. Degree completion
remains sharply stratified by race, ethnicity, family
income, and parental education despite decades of
access expansion. First-generation college students
complete bachelot's degrees at rates considerably
lower than continuing-generation peers. Students
from lower-income families face completion rates
substantially below those from higher-income
families (Kuh, 2008). These persistent inequities
coexist with intensifying external pressures: state
legislatures demand accountability for taxpayer
investment, employers question  graduate
preparedness for complex professional work, and
civic leaders challenge universities to contribute
meaningfully to regional prosperity and democratic

vitality.

High-impact practices have emerged as
evidence-based responses to these converging
demands. Originally conceptualized by George
Kuh and the Association of American Colleges and
(AAC&U), HIPs
educational experiences distinguished by common

Universities are  structured
design principles: significant investment of time
and effort, substantive interaction with faculty and
peers, feedback,

opportunities to apply learning in real-world

frequent and meaningful

structured  reflection
processes, public
competence (Kuh, 2008). Research examining
multiple

HIP
learning

contexts, on learning

and demonstration  of
diverse student
institutional

participation

populations
types

correlates

across
documents  that

with deeper
outcomes, higher retention rates, and improved
degree completion, with particularly notable effects
for historically underserved student populations
(Kuh, 2008; Kilgo et al., 2015).

Yet a decade of
experience reveals that HIPs transform more than
individual student trajectories. When embedded
systematically rather than offered as isolated

implementation

enrichment opportunities, HIPs reshape
institutional identities, organizational structures,
and  external  relationships.  Service-learning
initiatives ~ require  institutions to  develop
community engagement infrastructure—
partnership coordinators, liability frameworks,

transportation logistics—that signals organizational
commitment beyond mission statement rhetoric.
scale  demands

Undergraduate  research  at
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recognition of mentorship within promotion
criteria and dedicated space, challenging research
universities' traditional privileging of faculty
scholarship over teaching. Learning communities
necessitate cross-departmental collaboration that
challenges  siloed structures.
ePortfolio

reconsideration of how institutions document,

organizational

initiatives prompt wholesale

assess, and communicate student learning (Eynon
& Gambino, 2017).

Purpose and Scope of This Framework

This  article  positions  HIPs  as
organizational interventions that reconfigure
relationships among students, faculty, institutions,
Rather than

comprehensive literature

and communities. attempting

the
extensive scholarship examining specific HIP types,

synthesis across
student populations, or disciplinary contexts, this
framework offers a bounded conceptual analysis
connecting three scholarly traditions often
examined separately: student engagement and
success research (Astin, 1984; Kuh, 2008; Tinto,
1993), organizational change and scaling theory
(Kezar, 2001; Eckel et al., 1998), and community-
university partnership scholarship (Kuh, 2008; as
applied through service-learning and community-

based research).

The
movements.

framework  proceeds in  five

First, HIPs
contemporary higher education contexts, defining

we situate within
core features and documenting prevalence patterns
data.

organizational

using  multi-institutional Second, we

synthesize evidence on and
individual consequences, demonstrating how HIPs
simultaneously advance completion goals and
institutional transformation. Third, we examine
categories of  organizational  strategies  for
systematic HIP implementation, illustrated with
institutional examples. Fourth, we propose a
capacity-building framework emphasizing
leadership integration, equity-minded design, and
regional partnership. Finally, we conclude with
implications for positioning higher education as a
catalyst for equitable, place-based change in an era
of declining public confidence and resource

constraint.

This framework explicitly does not
claim: (a) coverage of the
voluminous specitic HIP types

comprehensive
literature on
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(undergraduate research, service-learning, learning
communities, etc.), each of which constitutes a
substantial subfield with decades of specialized
scholarship; (b) systematic meta-analysis of effect
sizes  across  studies  employing  diverse
methodologies; (c) international comparison of
HIP higher

education systems; or (d) detailed examination of

implementation across national
discipline-specific variations in HIP design and

outcomes.

This framework does offer: (a) synthesis

of foundational, multi-institutional —empirical
research establishing HIP effectiveness and equity
implications; (b) otrganizational theory
revealing HIPs' institutional  transformation
potential beyond individual student effects; (c)

implementation

lens

framework
and

connecting

pedagogical, structural, partnership

dimensions; (d) explicit equity analysis often
marginalized in educational innovation discourse;

and (e) conceptual integration across student

success, organizational change, and civic
engagement  literatures  typically  examined
separately.

Understanding how HIPs drive systemic
change is essential for leaders aiming to align
educational quality, equity, and public purpose. The
evidence synthesized here suggests that institutions
willing to make structural commitments—not
merely curricular additions—can leverage HIPs to
fulfill multiple dimensions of their mission while
strengthening civic and economic contributions.

The High-Impact Practices Landscape
Defining High-Impact Practices: Core Design Principles

The AAC&U framework
widely recognized HIPs, each representing a
pedagogical approach with demonstrated positive
effects on learning and completion: first-year

identifies ten

seminars and experiences, common intellectual

experiences, learning communities,  writing-

intensive courses, collaborative assignments and
projects, undergraduate research, diversity/global
learning  experiences, service-learning  and
community-based learning, internships and field

experiences, and capstone courses and projects

(Kuh, 2008). While these practices vary
considerably in content, duration, and disciplinary
location, they share structural elements that

distinguish them from conventional coursework.
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Active, applied situates
knowledge acquisition within authentic problem

contexts rather than treating disciplinary concepts

learning

as abstract propositions to be memorized. HIPs

position students as practitioners—conducting

original investigations, designing solutions to
community-identified challenges, creating artifacts
for public audiences. This applied orientation
draws on situated cognition theory, which holds
that learning is fundamentally context-dependent
and that transfer to new situations requires practice
navigating the complexity and ambiguity of real-
world application (Kuh, 2008). The shift from
passive
knowledge represents what Astin (1984) termed

"involvement"—the investment of physical and

reception to active construction of

psychological energy in the academic experience—
which his research identified as the single most
important factor in student development and
persistence.

Meaningful student-faculty interaction
extends beyond lecture attendance and office hour
visits to encompass sustained intellectual
partnership. In undergraduate research, faculty
serve as mentors guiding students through the
iterative processes of inquiry, interpretation, and
dissemination. In service-learning, faculty help

students connect community observations to
theoretical frameworks and disciplinary concepts.
In capstones, faculty provide repeated feedback on
evolving projects, modeling revision processes
central to professional practice. This relational
dimension  reflects  decades of  research
documenting faculty interaction as among the most
powerful predictors of student persistence,
particularly for students who enter college with
limited social capital or unclear sense of belonging
(Astin, 1984; Tinto, 1993).

Terenzini's (2005) comprehensive synthesis of

Pascarella and

college impact research concluded that frequent,
the
classroom represented one of the most consistent

meaningful contact with faculty outside

predictors  of
development,

cognitive  growth,
and persistence

personal
across diverse

student populations and institutional types.

Purposeful peer collaboration builds
academic and social integration simultaneously,
addressing what Tinto (1993) identified as the dual
challenges students must navigate to petsist:
achieving competence within the academic domain

while developing satisfying social relationships.
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Learning communities cohort students through
linked courses, creating natural study groups and
friendship networks that extend beyond the
Collaborative require
negotiation, division of labor, conflict resolution,

classroom. projects

and  collective  accountability—competencies
but

competitive

essential to professional practice often
individualistic,

This
particularly  benefits

underdeveloped in
collaborative
from

academic  environments.

emphasis students
collectivist cultural backgrounds and those lacking
family networks familiar with college navigation,
providing structured peer support that reduces

isolation and normalizes the struggles inherent in
difficult learning (Tinto, 1993).

Regular, formative feedback supports
metacognition and iterative revision, contrasting
with high-stakes summative exams that provide a
single grade weeks after student work is completed.
HIPs incorporate frequent low-stakes feedback

cycles enabling students to adjust their
understanding and approaches before final
evaluation. Undergraduate researchers receive

ongoing critique of experimental design, data
interpretation, and manuscript drafts. Service-
learning students reflect weekly on community
observations with faculty and peer feedback.
Internship  supervisors ~ provide  workplace
performance evaluations throughout placements
rather terminal This

feedback intensity cultivates what scholars term

than only assessments.
self-regulated learning—the capacity to monitor
one's own understanding, identify gaps, and adjust
strategies accordingly (Kilgo et al., 2015).

Structured reflection links experience to
disciplinary frameworks and personal development,
distinguishing HIPs from mere activity. A service
expetience becomes setrvice-/arning when students
what they observed,
connect observations to course concepts, consider

systematically examine
implications for their values, and analyze how
power and inequality shape the conditions they
encountered. ePortfolios institutionalize reflection
by requiring students to curate work across
experiences, articulate growth trajectories, and
synthesize learning across contexts (Eynon &
Gambino, 2017). This reflective practice supports
ability  to
knowledge from different domains and apply it in

integrative  learning—the connect

novel situations—which employers consistently
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identify as among the most valued yet least
developed graduate competencies.

Public demonstration of competence

through portfolios, presentations, community
deliverables, or performances raises the stakes and
authenticity of student work. When undergraduate
researchers present at conferences, they experience

professional socialization and accountability to

disciplinary standards. When capstone teams
deliver recommendations to community partners,
they grapple with real-world constraints,

stakeholder politics, and implementation feasibility
rather than artificial classroom exercises. When
artists mount public exhibitions or musicians
perform senior recitals, they develop capacities to
receive critique and perform under pressure. This
public dimension motivates deeper engagement
while signaling that student learning matters
beyond the artificial confines of the classroom
(Kuh, 2008).

These design principles synthesize decades
of student development theory, from Astin's (1984)
concept of involvement and Tinto's (1993) model
through
integration, to Chickering and Gamson's (1987)

of persistence academic and social
seven principles for good practice in undergraduate
education (active learning, cooperation among
students, prompt feedback, time on task, high
expectations, respect for diverse talents, and
student-faculty contact). What distinguishes the
HIP framework from these earlier theoretical
deliberate
evidence-based elements into scalable, equity-
minded

implementation

contributions is its packaging of

interventions amenable to systematic
Rather than
relying on informal, unstructured faculty-student

and assessment.
interaction that advantaged students with privileged
cultural capital could more easily navigate, HIPs
formalize and democratize access to educationally
purposeful activities.

Prevalence, Participation Patterns, and Equity Gaps

Despite growing on HIP
effectiveness, participation remains uneven across
student populations and institutional types,
revealing equity gaps that undermine HIPs'
potential. National Survey of
Student Engagement (NSSE) data suggest that
substantial numbers of graduating seniors report
completing  at HIP during their

consensus

transformative

least one
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undergraduate career, though considerably fewer
complete two or more—the threshold research
associates with stronger learning gains (Kuh, 2008).

Research  indicates that participation
patterns may differ systematically by student
background characteristics in ways that could
reproduce rather than mitigate inequality. Studies
suggest that first-generation students, students
from lower-income families, and students from
some underrepresented racial and ethnic groups
may participate in certain HIPs at lower rates than
their peers—even after accounting for institutional
type and academic preparation (Kuh, 2008). These
patterns appear to reflect multiple mechanisms:
unpaid internships may exclude students who need
to work for wages; study abroad programs may
favor those with passport access, family financial
support, and capital to navigate
international experiences; undergraduate research

cultural

in competitive environments may privilege students
from college-educated families who understand
how to approach faculty mentors and possess tacit
knowledge about academic norms.

Participation patterns also vary predictably
by institutional type. Research universities excel at
providing undergraduate research opportunities,
leveraging faculty engagement in externally funded
scholarship and graduate student mentorship

capacity. However, research institutions have
historically faced challenges with first-year seminars
and learning communities, which require shifting
resources from specialized upper-division courses
and research time toward intensive work with
entering students (Kuh, 2008). Comprehensive
regional universities often lead in service-learning
and community-based learning, building on historic
missions of regional service and access for place-
bound students. Liberal arts colleges pioneered
capstone and

experiences writing-intensive

curricula, drawing on small class sizes and
institutional cultures prioritizing close faculty-
student interaction. Community colleges have
innovated around learning communities as
retention interventions for students juggling work,

family, and academic responsibilities.

Beyond institutional type, disciplinary
cultures shape HIP prevalence in ways that matter
for STEM fields institutionalized
research  earlier

equity.

undergraduate and more

completely than humanities and social sciences,

elSSN: 3066-8239 (online)

though differ
significantly from archival research or ethnographic
fieldwork. Professional programs like nursing,
embedded field

experiences and internships into accreditation

laboratory mentorship models

education, and social work

standards decades before other disciplines
considered experiential learning essential. Arts
disciplines pioneered capstone exhibitions and
senior recitals as culminating demonstrations of
creative competence. These disciplinary vatiations
scaling HIPs

template

suggest that across institutions

requires not replication but rather

contextual  adaptation  honoring  disciplinary

epistemologies and pedagogical traditions.

Multiple forces drive contemporary HIP
adoption. Accreditation pressures increasingly
emphasize student learning outcomes and
assessment, prompting institutions to adopt HIPs
as demonstrable evidence of educational quality.
Regional accreditors now expect documentation of
integrative learning, applied knowledge, and civic
engagement—outcomes HIPs explicitly target
(Kuh, 2008). Completion agenda policies at state
and federal levels create incentives to adopt
evidence-based retention practices, with HIPs
featured prominently in various completion-
focused initiatives. Philanthropic investments
funded HIP

initiatives, multi-institutional learning communities,

from foundations have scaling
and assessment tool development. Employer
demands for graduates with communication skills,
teamwork capacity, and real-world problem-solving
experience align with HIP learning outcomes,
creating external validation for practices that might

otherwise face resource resistance.

Yet significant barriers impede equitable

HIP scaling. Resource constraints limit the small
class sizes, dedicated faculty time, and support
infrastructure many HIPs require. Introductory
courses enrolling 200+ students cannot easily
incorporate  collaborative  projects, frequent
feedback, or substantive faculty interaction without
dramatic resource infusion. Contingent faculty
employment patterns create disincentives for
designing relationship-intensive courses; instructors
on semester contracts lack institutional support for
community  partnership  development  or
undergraduate research mentorship, and their
status  makes student
difficult  to Siloed

organizational cultures resist the cross-functional

precarious
relationships

long-term
sustain.
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collaboration many HIPs demand, as discussed
further below.

this
powerful design principles of HIPs rooted in

Understanding landscape—the
decades of student development research, their
uneven distribution that may reproduce inequality,
and the structural forces both enabling and
constraining  their scaling—provides essential
context for the organizational framework that

follows.

Organizational and Individual Consequences
of High-Impact Practices

Individual 1 earning and Development Outcomes

HIPs influence multiple dimensions of
student learning and development, from cognitive
gains to civic capacities to career readiness. The
evidence base documenting these effects has grown
substantially, moving from correlational studies to

more  rigorous  quasi-experimental  designs
controlling for selection effects and confounding
variables.

Cognitive and integrative learning
gains  represent  HIPs' most  thoroughly

documented effects. Kilgo, Sheets, and Pascarella's
(2015) longitudinal study using data from the
Wabash National Study of Liberal Arts Education
examined approximately 2,000 students across 17
diverse institutions, employing hierarchical linear
modeling to control for pre-college characteristics,
first-year experiences, and other potentially
confounding factors. The researchers found that
HIP participation during the second and third years
predicted significant gains in critical thinking, need
for cognition (intrinsic motivation to engage in
effortful cognitive activity), and integrative learning
(ability to connect ideas across domains and apply
knowledge in new contexts). Effect sizes for these
outcomes exceeded those for other educationally
putposeful activities, suggesting HIPs' unique
contributions. Importantly, these effects persisted
even after accounting for academic major,
institutional selectivity, and other forms of student

engagement.

Different HIP types cultivate distinct
cognitive capacities. Undergraduate research
develops disciplinary expertise, methodological
sophistication, ambiguity.
Students learn that knowledge is constructed

and tolerance for
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through systematic inquiry rather than delivered as
fixed truths, shifting epistemological assumptions
in ways that support lifelong learning (Kuh, 2008).
Writing-intensive courses improve not only
skills  but
awareness—the capacity to adapt communication
strategies to audience, purpose, and context.

technical  writing also  rhetorical

Capstone projects require synthesis across the
major curriculum, prompting students to integrate
fragmented knowledge accumulated across isolated
courses into coherent frameworks applicable to
complex problems. Diversity and global learning
cultivate

experiences perspective-taking,

intercultural competence, and awareness of
systemic inequality—cognitive-affective capacities
essential for navigating pluralistic democracies and

global workplaces.

Civic and social outcomes emerge

particularly ~ from
though research in this domain employs varied

scholarship

community-engaged ~ HIPs,

methodologies.
documents enhanced civic identity, empathy for

Service-learning
marginalized  populations, understanding  of
structural inequality, and commitment to post-
graduation community involvement. Students
appear to move from charity orientations (helping
the less fortunate through individual volunteerism)

toward justice orientations (addressing systemic

inequities through structural change),
demonstrating more sophisticated analyses of
social problems and their solutions. Some

longitudinal studies tracking students years post-
graduation suggest that service-learning participants
may report higher rates of voting, volunteering,
and community organization engagement than
peers without such experiences, though selection
effects
2008).

complicate causal interpretation (Kuh,

Sense of belonging and institutional
connection improve through relationally intensive
HIPs, addressing what Tinto (1993) identified as
social integration—the development of satisfying
relationships and sense of membership in the
institutional community. Learning communities
create peer support networks and friendship
groups that the
providing academic assistance, social integration,

extend beyond classroom,
and emotional support. For students entering
college without pre-existing social networks—
including first-generation students, commuters,
adult learners, and those from racial or ethnic
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groups underrepresented at predominantly White
institutions—these structured peer connections
appear particularly valuable for persistence. The
mentorship embedded in undergraduate research,
internships, and capstones provides validation and
belonging,  potentially
phenomenon and normalizing
inherent in difficult learning.

countering
the

imposter
struggles

Career and post-graduation outcomes
demonstrate HIP effects that may extend years
beyond degree completion, though methodological
limitations constrain causal claims. Some research
suggests that students who completed internships
and capstone projects report favorable career
outcomes, with potentially stronger effects for
first-generation and lower-income students who
may lack family professional networks (Kuh, 2008).
These advantages likely reflect both  skill
development (communication, teamwork,
problem-solving valued by employers) and social
capital networks,
recommendation letters, insider knowledge of

acquisition (professional

career  pathways).  Undergraduate  research
participants enroll in graduate and professional
programs at higher rates, suggesting HIPs may
function as pipeline mechanisms for advanced
study, though this likely reflects both selection

effects and genuine HIP influence.

HIP
more

effects on career
than

traditional credentialing advantages. Research

Importantly,
outcomes may be equitable
suggests that while attending elite institutions or
earning high GPAs may disproportionately benefit
HIP  participation
appears to provide more comparable benefits
across  student
students who completed multiple HIPs have
shown career outcomes more comparable to

already-privileged  students,

backgrounds.  First-generation

continuing-generation peers than first-generation
students without HIP experiences (Kuh, 2008).
This HIPs
compensatory social and cultural capital for
students whose families cannot offer professional

pattern  suggests may provide

networks, internship connections, or tacit
knowledge about navigating career pathways.
Organizational — Performance  Impacts:  Retention,

Completion, and Cultural Transformation

Beyond individual student outcomes, HIPs
influence institutional metrics that matter to boards

elSSN: 3066-8239 (online)

of trustees, state legislators, and accreditors—
retention rates, graduation rates, and time-to-
degree completion. Multi-institutional research
suggests that students completing at least one HIP
show retention rates notably higher than non-
participants,
academic

even after controlling for prior

achievement, demographic
characteristics, and institutional selectivity (Kuh,
2008). Students engaging in two or more HIPs
appear  to  demonstrate  completion  rates
substantially higher than peers with no HIP
experiences. These effect sizes are considerable in

higher education research, where interventions

yielding even  modest  percentage  point
improvements are considered meaningful.
The  completion effects appear

particularly notable for historically underserved
populations, suggesting HIPs' potential equity-
closing capacity. Research indicates that first-
generation students who engaged in multiple HIPs
showed completion rates approaching those of
continuing-generation students, potentially
mitigating some of the structural disadvantage
typically associated with being the first in one's
family to attend college (Kuh, 2008). Similarly,
students from underrepresented racial and ethnic
HIPs
demonstrated completion rates more comparable
to majority peers than students without HIP
experiences, potentially narrowing long-standing

backgrounds participating in multiple

equity gaps. Students from lower-income families
HIPs appeared to
graduate at rates more comparable to higher-

who completed multiple

income students than would otherwise be
expected.

Important  methodological caveat:
These correlational findings, while consistent

across multiple studies and institutional contexts,
cannot definitively establish causation. Students
who participate in multiple HIPs likely differ from
non-participants in unobserved ways—motivation,
family support, academic preparation, sense of
belonging—that also predict degree completion.
While researchers employ increasingly sophisticated
statistical controls (hierarchical linear modeling,
propensity score matching, fixed effects models),
selection bias remains a threat to causal inference.
The most rigorous studies suggest HIP effects are
but  potentially than  simple
correlational analyses might indicate. Randomized

real smaller

controlled trials or natural experiments exploiting
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in HIP
strengthen causal claims but remain rare in HIP
research.

exogenous variation access would

Beyond these quantifiable metrics, HIPs
reshape institutional culture and organizational
priorities in ways that alter identity and resource
allocation. Scaling service-learning from isolated

course  experiments to general education
requirements necessitates creating community
partnerships  infrastructure—dedicated  offices
coordinating  placements, legal  frameworks
governing liability and confidentiality,
transportation logistics, ongoing  relationship

management with community organizations. These
investments signal institutional commitment to
civic engagement that extends beyond mission
to budget
organizational design. Faculty observe that service-

statement rhetoric allocation and

learning is valued through infrastructure support,
prompting broader adoption. Students recognize

community engagement as central to the
institution's  identity rather than peripheral
enrichment activity.

Similarly, expanding  undergraduate

research from elite honors programs to inclusive
opportunities accessible across majors and student
populations requires research infrastructure
investment—dedicated

space, grant programs funding student stipends and

laboratory and studio

supplies, research  conferences

providing presentation venues, library support for

undergraduate

literature reviews and data management. More
subtly but profoundly,
research prompts
reward structures. When substantial numbers of

scaling undergraduate
reconsideration of faculty

students engage in mentored research annually,
institutions must consider recognizing mentorship
labor within promotion and tenure criteria,
compensating research mentoring through teaching
load adjustments or summer stipends, and valuing
pedagogical scholarship on mentorship alongside
traditional disciplinary research (Eckel et al., 1998).
These changes cumulatively transform institutional
culture from teaching-centered (faculty deliver
content) to learning-centered (faculty facilitate
student development through active engagement

with disciplinary practices).

Learning communities at scale demand
cross-unit collaboration that challenges siloed
organizational structures. When first-year learning

elSSN: 3066-8239 (online)

communities link courses across departments,
faculty must coordinate syllabi, schedule common
readings, and design integrative assignments—
that
typically discourages. Student affairs professionals

collaboration departmental  organization
must align residential life, academic advising, and

co-curricular  programming  around learning

community themes. Registrar systems require
modification to block-schedule students and track
cohort persistence. This structural integration,
while operationally complex, creates organizational
capacity for subsequent innovations. Institutions
that successfully coordinate learning communities
develop collaboration mechanisms transferable to
other cross-cutting initiatives like interdisciplinary
programs, cluster hiring, or integrative general

education reform (Eckel et al., 1998).

ePortfolio initiatives exemplify how HIPs

prompt assessment infrastructure
transformation. Traditional assessment relies on
credit accumulation and grade point averages—
metrics that inadequately capture the integrative,
applied competencies HIPs develop. ePortfolios
enable students to curate artifacts across HIPs,
reflect on connections among experiences, and
articulate developmental trajectories in ways that
transcend individual course grades (Eynon &

Gambino, 2017). Implementing ePortfolios at

scale, however, requires technological
infrastructure (platform selection, server capacity,
technical support), faculty development

(pedagogical training on reflective practice and
formative feedback), and assessment frameworks
(tubrics
ethical reasoning, or civic engagement). These

operationalizing  integrative learning,
investments create organizational capacity to assess
and communicate student learning in richer, more
authentic ways than transcripts allow, potentially
institutions ~ demonstrate

transforming  how

educational effectiveness to external stakeholders.

The financial sustainability case for
HIPs rests on multiple mechanisms. Retention
improvements generate tuition revenue that may
offset HIP implementation costs; each additional
student retained generates multiple years of
revenue while recruitment costs for replacement
students are eliminated. State performance funding
in states allocating portions of appropriations
based on completion metrics makes HIP-driven
completion gains potentially financially valuable.
Philanthropic attraction may follow demonstrated
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success and civic
with HIP

ecosystems may attract mission-aligned foundation

student
institutions

commitment to
engagement; robust
support and individual donations from alumni who
credit transformative HIP experiences with their
develop
sometimes

own success. Employer partnerships

around internships and capstones,

evolving into  corporate-sponsored  research
programs, gift agreements, or preferred hiring
relationships yielding financial and reputational

benefits.

These organizational impacts demonstrate
that HIPs function as more than pedagogical
interventions; they organizational
development strategies that reshape institutional

serve  as

cultures, realign resource allocations, and redefine
external relationships. Leaders approaching HIPs
primarily as student success tactics miss their fuller
transformative potential. Yet realizing this potential
requires understanding the organizational change
dynamics explored in the next section.

Organizational Strategies for Systematic HIP
Implementation

Institutions that successfully scale HIPs

deliberate
extending far beyond individual faculty innovation.
This
organizational responses: cutricular embedding,

employ organizational  strategies

section examines five categories of

faculty development ecosystems, community
partnership infrastructure, assessment systems, and
strategic resource reallocation. The framework
recognizes that these strategies interact systemically
rather than functioning independently—effective
implementation

requires coordinated attention

across all dimensions.

Embedding HIPs Across Curricula: From Boutigue to
Universal Access

Isolated HIP
service-learning

offerings—an  honors

section here, a competitive
summer research program there—produce limited
institutional impact and may perpetuate inequity by
serving primarily already-advantaged students who
the
opportunities.  Systematic  scaling  requires

curricular mapping and intentional sequencing

possess cultural ~capital to seek out

ensuring all students encounter multiple HIPs as
degree rather  than

enrichment.

requirements optional
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Strategic curricular mapping begins
with auditing existing HIP opportunities: Where do
they currently exist within general education and
major programs? Which student populations access
them at what rates? What gaps exist—disciplines
without — HIP student  groups
underrepresented  in year-levels

offerings,
participation,
lacking structured opportunities? This diagnostic
phase often reveals significant disparities: students
in professional programs complete internships and
capstones by accreditation mandate while liberal
arts majors lack equivalent requirements; residential
students participate in learning communities at
much higher rates than commuters; research
university students in honors programs dominate
undergraduate research while the broader student
body remains unaware such opportunities exist.

Armed with diagnostic data, institutions
can redesign curricula to ensure HIP access
through requirement rather than aspiration.
Effective approaches include:

First-year seminar redesign transforms
what are often purely orienting courses into
HIPs
collaborative inquiry, community-based projects,

intellectually ~ substantive incorporating
and ePortfolio introduction. Rather than covering
study skills and campus resources in isolation,
redesigned seminars engage students in authentic
disciplinary or interdisciplinary investigations while
embedding success skills contextually. Students
might investigate local environmental challenges,
conducting field research while learning library
data  analysis,
skills.  This

cultivates intellectual engagement from day one

navigation, and  professional

presentation integrated approach
while providing the academic and social support
first-year students need for successful transition—
addressing both the academic and social integration

dimensions Tinto (1993) identified as essential for

persistence.

Sophomore  research  experiences
embedded within core disciplinary methods
courses democratize undergraduate  research

beyond competitive summer programs. When
research methods courses require students to
and execute

design
however modest in scope—all students experience

original  investigations—
authentic inquiry rather than only those selected
prestigious Scaffolded
appropriately, sophomore-level research develops

for fellowships.
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fundamental competencies (question formulation,
literature review, methodology selection, ethical
research conduct) that prepare students for more
advanced junior and senior research opportunities.
This curricular embedding shifts research from
enrichment activity accessible only to already-
confident students to core disciplinary competency
development expected of all majors.

Junior-year applied experiences—study
abroad, diversity-focused practica, professional
internships—align with major learning outcomes
while  capitalizing on  students' increasing
intellectual maturity and clearer sense of vocational
direction. Some institutions designate the junior
year as the "global yeat," requiting international
diversity
sustained intercultural engagement. Professional

programs schedule clinical placements, student

experience, domestic immersion, or

teaching, or fieldwork during the junior year,
linking theoretical coursework from the first two
years to applied practice while leaving the senior
year for integrative capstones.

Senior capstone requirements across all
majors ensure students synthesize accumulated
knowledge, apply it to complex challenges, and
publicly.
designs vary by discipline—original research
projects in community-based

demonstrate  competence Capstone
sciences,
consultancies in applied social sciences, creative
exhibitions in arts, thesis papers in humanities—
but share the common feature of high-stakes,
authentic demonstration of disciplinary mastery.
Some institutions standardize capstone assessment
using common rubrics (e.g., AAC&U VALUE
rubrics for critical thinking, integrative learning, or
ethical reasoning) while preserving disciplinary
autonomy in content and format, enabling both
local ownership and cross-institutional learning
outcome documentation.

For example, Georgia State University
exemplifies intentional, equity-focused curricular
embedding of HIPs at scale. Institutional leaders
analyzed completion data disaggregated by race,
ethnicity, and income, discovering patterns
HIP  participation. In
response, leadership launched a comprehensive

suggesting  differential

student success initiative embedding HIPs more
systematically throughout undergraduate education.
The university restructured advising to proactively
identify students ready for undergraduate research
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and connect them with faculty mentors,
substantially expanding research participation.

Learning community offerings expanded, moving
from optional programs serving motivated students
to scaled implementations integrated with general
education requirements. Academic advising shifted
from reactive to proactive, with predictive analytics
identifying students likely to benefit from specific
HIP interventions and advisors initiating targeted
outreach. Capstone experiences became universal
requirements across majors, with coordinated
faculty development supporting their design and
implementation. Over several years, Georgia State
documented substantial increases in overall
completion rates while narrowing or eliminating
completion gaps between Black and White students
and between Pell Grant recipients and non-Pell
students. While attributing these improvements to
any single intervention proves impossible in a
institutional
the

coordinated embedding of HIPs as a central

comprehensive  change initiative,

analysts and external observers credit
mechanism alongside advising reform and financial

supportt interventions.

This
positions HIPs not as special opportunities for
students ~ but  as

curricular  embedding approach

exceptional universal

infrastructure supporting all students'

development  toward institutional learning
outcomes. The shift from selective to universal
access  fundamentally reorients institutional
priorities and resource allocation, as discussed

below.

Faculty Development Ecosystems: Building Pedagogical
Capacity and Community

HIPs demand pedagogical competencies
many faculty lack from graduate training, which
typically
knowledge and research methodology rather than

emphasizes content

disciplinary
teaching practice: facilitation of collaborative
learning, navigation of community partnership
complexity, design of project-based assessment,
scaffolding of reflective practice, and management
of the intensified student interaction HIPs require.
Without intentional professional development, HIP
quality Kuh (2008)
termed "high-impact in name only"—and faculty

suffers—becoming what

experience burnout from unsustainable workload
intensification.
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Learning communities for faculty
model the collaborative practice HIPs promote for
students. Rather than isolated individuals designing
courses independently, faculty cohorts co-design
HIPs, obsetve one anothet's classes, analyze
student work collectively, and troubleshoot
implementation challenges together. This peer
learning reduces the isolation many faculty
expetience, surfaces tacit pedagogical knowledge
that experts hold implicitly, and builds institutional
capacity that persists beyond individual faculty
members' careers or departures (Eynon &
Gambino, 2017). Research on scaling educational
innovations emphasizes that sustainable change
requires creating communities of practice—
networks of practitioners who share concern for a
domain and learn how to do it better through
regular interaction—rather than relying on heroic
individual champions whose departure often
collapses initiatives (Eckel et al., 1998).

Illustrative implementation example:
Elon University's Center for Engaged Learning
exemplifies this faculty learning community
approach. The center coordinates ongoing
professional development around undergraduate
research mentorship, service-learning partnership
principles, integrative learning assessment, and
ePortfolio pedagogy. Annual summer institutes
bring together faculty cohorts to design or redesign
courses incorporating HIPs, providing structured
time away from other responsibilities, expert
facilitation, and peer feedback. Participants receive
modest stipends acknowledging the intellectual
work involved and mini-grants funding pilot
implementations. Critically, the center facilitates
ongoing communities of practice extending beyond
initial institutes. Faculty teaching service-learning
courses meet regularly to share syllabi, discuss
community partnership challenges, and analyze
student reflection writing quality. Undergraduate
research mentors gather to troubleshoot issues like
authorship ethics, managing student
disappointments when experiments fail, and
balancing mentorship with faculty members' own
research productivity. These sustained
communities normalize HIP pedagogies, make
previously tacit knowledge explicit and shareable,
and provide emotional support for the challenging
work of pedagogical innovation.

Additional effective faculty development
strategies include:
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Mid-semester  formative feedback
protocols help faculty improve ongoing
HIP courses rather than waiting for end-
of-term evaluations when it's too late to
help current students. External facilitators
(often from teaching and learning centers)
conduct focus groups with students, asking
what's supporting their learning, what's
creating obstacles, and what changes might
improve the course. The facilitator
synthesizes feedback thematically and
debriefs with the instructor, helping
identify actionable improvements
implementable immediately. This real-time
feedback  loop  improves  student
experiences  while providing faculty
valuable data on HIP effectiveness.
Recognition in promotion and tenure
proves essential for sustaining HIP
implementation. When faculty believe
research and publication represent the only
valued work, they rationally minimize time
invested in teaching innovation however
personally rewarding, Institutions
successfully scaling HIPs may revise
promotion guidelines to explicitly value
community  partnership  development,
undergraduate research mentorship, and
pedagogical scholarship (Eckel et al,
1998). Some create parallel recognition
through  teaching awards, endowed
teaching chairs, or teaching professor
tracks  offering  promotion  without
traditional research requirements but with
heightened teaching excellence
expectations. These structural —signals
shape faculty behavior and departmental
cultures powerfully, communicating that
the institution values the labor HIPs
require.

Equity and inclusion training extends
faculty development beyond pedagogical
technique to address how standard HIP
implementations can reproduce inequities
if faculty lack awareness of structural
barriers.  Unpaid internships  exclude
working students; competitive research

application processes may favor culturally
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privileged students comfortable
approaching  faculty; approaches to
service-learning that ignore structural

racism may reinforce rather than challenge
inequities. Effective faculty development
directly addresses these equity concerns,
training faculty to
HIPs,

underrepresented students into research,

design  financially

accessible proactively  recruit

and facilitate difficult dialogues about
privilege, oppression, and social change

that service-learning inevitably surfaces.

The faculty development imperative
highlights that HIP scaling is fundamentally an
organizational learning challenge (Eckel et al.,
1998). Institutions must create structures enabling
faculty to develop new competencies collectively,
recognize and reward the labor this development
requires, and build cultures where pedagogical
innovation is  valued

alongside  disciplinary

scholarship.
Cross-Sector Partnerships and Community Co-Design

Service-learning, community-based

research, and many internships  position

communities as co-educators rather than service
recipients or passive placement sites. Durable
impact requires reciprocal partnerships where
community needs genuinely shape course
objectives, student contributions address authentic
benefit guides the

relationship rather than one-way extraction of

priorities, and mutual

community knowledge and labor for student
learning.

Community-based participatory
(CBPR) this
reciprocity principle. Rather than faculty identitying

research models  exemplify
research questions and deploying students to
collect data from community populations, CBPR
involves community stakeholders as full partners
throughout the research process—ijointly defining
questions that matter to community needs, co-
designing methodologies appropriate to local
contexts, collaboratively analyzing findings, and
sharing ownership of data and dissemination. This

approach  challenges  traditional  academic
hierarchies positioning universities as knowledge
producers and communities as knowledge
consumers, instead recognizing community
elSSN: 3066-8239 (online)
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members' lived expertise and centering their
priorities (Kuh, 2008).

For example, Portland State University's
of
throughout its University Studies general education

integration community-based  learning

program  demonstrates sustained institutional

commitment to reciprocal partnership. The

program requires all students complete year-long
senior capstones organized around community-

identified themes—affordable housing,
environmental  sustainability, food  security,
immigrant  integration, youth  development,

educational equity. Community organizations don't
simply host student volunteers; they serve as co-
educators, helping define project parameters,
providing access to data and stakeholders, offering
ongoing feedback on student work, and receiving
tinal deliverables useful for organizational planning,
grant applications, or advocacy campaigns. The
partnership infrastructure supporting this model
includes dedicated community engagement staff
who broker relationships, negotiating expectations
and managing logistics so faculty can focus on
pedagogical  design. developed
template agreements clarifying intellectual property,

Legal counsel
confidentiality, and liability—removing barriers
that often prevent community-engaged work.
shuttles
community sites, addressing access challenges for

Transportation services provide to
students without cars. These investments signal
that community partnership is core institutional
business, not optional enrichment dependent on

individual faculty heroics.

Effective community partnership practices
include:

Multi-year partnership agreements with
anchor community organizations rather

than transactional semester-by-semester

placements. When universities commit to

three- or five-year  partnerships,

community organizations can plan around
reliable  student capacity, developing
progressively more sophisticated projects
as they learn what students can reasonably
accomplish.  Faculty develop deeper
understanding of community contexts,
designing courses that build cumulatively
rather  than

repeating  introductory

orientations each semester. Students
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benefit from institutional memory and

refined placement structures.

e Community advisory boards bring

community voices directly into course
design and program evaluation, ensuring
community priorities shape course design
from inception rather than faculty
unilaterally determining learning objectives
and then seecking community —sites
matching pre-determined needs. These
boards
mechanisms, evaluating whether student
benefited

partners or merely extracted labor and

also  provide  accountability

work  actually community

knowledge for academic purposes.

e Reciprocal benefits documentation
systematically tracks how student projects
contribute organizational capacity, inform
decision-making, or generate usable
products. Too often, universities promote
service-learning by citing student learning
benefits while remaining unclear whether
communities actually benefited. Rigorous
partnership practice requires documenting
community outcomes: Did the marketing
analysis inform the nonprofit's strategic
plan? Did the policy research support
advocacy testimony? Did the technical
assistance save the organization money or
staff time? This documentation both helps
ensure genuine reciprocity and provides
evidence justifying continued pattnership

investment.

The community pattnership dimension of
HIP proves
demanding, requiring infrastructure investments,

implementation organizationally
culture change around who holds knowledge and
expertise, and long-term relationship commitments
that challenge academic calendars and faculty
turnover. Yet these partnerships position higher
education institutions as genuine civic assets
contributing to regional problem-solving, not ivory
towers extracting talent and resources while
ignoring local needs. This civic dimension connects
to the regional innovation ecosystems discussed in

the capacity-building section below.
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Assessment Infrastructure for Demonstrating and Improving
Impact

Scaling HIPs requires demonstrating their
effectiveness to skeptical stakeholders—trustees
questioning allocation,

resource legislators

demanding accountability, accreditors seeking
learning outcomes evidence. Traditional assessment
approaches—course grades, credit accumulation,
degree capture the

integrative, applied competencies HIPs develop.

completion—inadequately

Sophisticated institutions implement multi-layered
assessment strategies including ePortfolios,
signature assignments, longitudinal cohort studies,

and external evaluation.

ePortfolio systems represent perhaps the
most powerful assessment innovation aligned with
HIP pedagogies. ePortfolios enable students to
curate artifacts from multiple HIPs—research
papers, community project deliverables, internship
reflections, capstone presentations—reflect
these
articulate developmental trajectories that transcripts
cannot capture (Eynon & Gambino, 2017). When

faculty assess portfolios using standardized rubrics

on

connections among experiences, and

operationalizing outcomes like integrative learning,
thinking,
reasoning,

critical intercultural
ethical

programmatic

competence, or
institutions

of
aggregable across courses and cohorts.

generate

evidence student  growth

For LaGuardia
College pioneered ePortfolio assessment at scale

example, Community
across its diverse, predominantly first-generation
student body. Students
communities, service-learning courses, internships,

in first-year learning

and capstones maintain ePortfolios throughout
their enrollment, selecting artifacts representing
their strongest work, writing reflective narratives
connecting and

experiences  to  personal

professional goals, and receiving formative
feedback from faculty and peers. The college uses
ePortfolios for both formative purposes (helping
students track growth and make connections) and
summative assessment (evaluating program-level
learning outcomes). Faculty teaching teams analyze
student portfolios using AAC&U's Integrative
Learning VALUE rubric, which assesses students'
ability to connect ideas across domains, transfer
learning to new contexts, and reflect on learning
processes. Analysis reveals patterns in student

development across critical thinking, written
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communication, and quantitative reasoning.
Longitudinal tracking shows growth from first-year
to capstone-level portfolios. These findings inform
curricular revision (identifying where students may
struggle  with

development priorities (where instructors might

specific competencies), faculty
need additional support scaffolding particular
skills),
educational

funders).

and external reporting (demonstrating

effectiveness to accreditors and

cPortfolio
comprehensive

Critically, LaGuardia treats
implementation as a
organizational initiative rather than isolated
technology adoption (Eynon & Gambino, 2017).
The college

development,

invested in robust

faculty in
pedagogy, formative feedback practices, and rubric-
based provides

reliable platform access, technical support, and data

professional
training reflective

assessment. IT infrastructure
ptivacy protections. Academic advisors integrate
portfolio review into advising sessions, helping
students articulate learning narratives for transfer
applications or employment. This coordinated
and

approach—technological, pedagogical,

advising infrastructure alignhed—enables
ePortfolios to function as intended rather than

becoming compliance exercises students complete

perfunctorily.
Additional  high-leverage  assessment
strategies include:
e Signature assignments standardized

across course sections permit aggregated

analysis of student performance on
discipline-specific or institutional learning
outcomes. For example, all service-learning
courses might require students to analyze a
community  issue

through  multiple

theoretical lenses studied during the
semester, applying abstract concepts to
concrete contexts. Faculty assess these
assighments using a common rubric,
generating data on students' ability to
apply theory across multiple courses and

identifying where additional scaffolding

might be needed.
e Longitudinal cohort studies track
students from matriculation through

degree completion and beyond, linking
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HIP participation patterns to retention,
completion, learning outcomes, and career

placement.  These  studies  require
institutional research capacity to maintain
longitudinal ~ databases,  sophisticated
analytics to control for confounding

variables, and multi-year patience as
cohorts progress. However, they yield
valuable evidence of HIP effectiveness,
enabling  stronger understanding  of
relationships between participation and
outcomes than cross-sectional correlations

allow.
e Collectively, these assessment approaches
generate evidence supporting continued

HIP investment, identify implementation

challenges requiring intervention, and
document educational effectiveness for
external stakeholders. Assessment
infrastructure requires substantial
investment—technological platforms,
faculty training, institutional research
capacity, data  systems—but proves
essential for sustainable scaling and

continuous improvement.

Strategic  Resource  Reallocation — and — Financial

Sustainability

Scaling HIPs requires redirecting resources
from lower-impact activities toward high-impact
investments—an organizationally and politically
challenging reallocation process involving difficult
trade-offs: potentially larger introductory courses to
fund smaller learning communities, reduced course
releases for committee service to support
undergraduate research mentorships, centralized
services to create

administrative community

partnership coordination capacity, or technology-

enabled efficiencies in some domains to free
resources for relationship-intensive HIPs
elsewhere.

Student success-focused budgeting

provides one framework for systematic resource
examination. Rather than incrementally adjusting
prior year budgets, institutions audit
expenditures through a student success and equity

can

lens: Which activities most effectively support
completion  for
Where do

retention  and historically

marginalized students? allocations
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primarily benefit already-privileged populations?
What long-standing practices persist without
evidence of impact? This diagnostic process often
reveals resources devoted to low-enrollment upper-
division  seminars few students,
duplicative
technology expenditures on underutilized systems.

benefiting

student services across units, or

Reallocating these resources toward evidence-based
HIPs defensible
optimizing student success rather than arbitrary

becomes when framed as

cuts.

Illustrative implementation approach:
Indiana University—Purdue University Indianapolis
(IUPUI)
reallocation to expand undergraduate research

employed  data-driven  resoutce

substantially. Institutional researchers analyzed
completion rates and career outcomes by program,
with

demand but modest

identifying majors strong labor market

student success metrics.
Simultaneously, program review revealed low-
enrollment courses and undersubscribed majors
consuming faculty resources disproportionate to
student participation. Leadership redirected faculty
lines from these lower-enrollment areas into high-
demand programs, simultaneously expecting that
faculty design HIP-designated courses accessible to
non-majors. Institutional leaders used savings from
program consolidation to fund a university-wide
undergraduate  research initiative, expanding
opportunities substantially. The initiative provides
need-based stipends helping ensure economically
disadvantaged students can participate without
sacrificing paid employment, faculty development
on inclusive mentorship, and centralized
administrative support for grant applications and

conference travel.

Additional resource strategies supporting
HIP scaling include:

e Instructional capacity modeling to
reserve sections for capped HIP courses
while consolidating non-HIP electives.
Rather than allowing all courses to drift
toward similar entrollments, institutions
deliberately plan for varied section sizes:
introductory courses might enroll 40-60
students to generate resources supporting
upper-division seminars of 15-20 students
engaged in intensive collaborative projects.
This variance

intentional requires
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sophisticated  academic planning and
faculty understanding that not all courses
can be small seminars, but systematic HIP

access justifies the trade-offs.

e Philanthropy and corporate
partnerships provide additional funding
for HIP elements requiring resources
beyond  regular  operating
fund

development,

budgets.

Foundations service-learning

infrastructure summer

research stipends, study  abroad

scholarships for underrepresented

students, or ePortfolio platform licensing;

Corporate partners sponsor internship

programs, fund capstone consulting
projects  addressing  their  business
challenges, or endow undergraduate

research awards. While institutions should
maintain core funding for HIPs rather
than relying on unstable external sources,
philanthropic accelerate

support can

scaling and test innovations before

committing permanent resources.
e DPerformance-based state funding in

states allocating portions of appropriations

based on completion metrics creates
potential financial incentives for HIP
investment. When institutions receive
additional funding for each degree

awarded, for narrowing equity gaps, or for
HIP-driven

improvements in these metrics may yield

timely completion,

revenue. Some states

HIPs

rewarding

direct explicitly

incentivize through funding

formulas internship
completions, service-learning participation,
or undergraduate research presentations,
though these policies also create potential
perverse incentives requiring careful design

to avoid gaming or dilution of HIP quality

for quantity.

The resource reallocation challenge
highlights ~ that ~ HIP  scaling  constitutes
organizational change requiring leadership

courage, transparent data, stakeholder engagement,
and tolerance for conflict (Eckel et al., 1998).
Faculty accustomed to small seminars may resist
teaching larger introductory courses; departments

© 2025 HCI Academic Press



Transformative Social Impact: A Journal of Community-Based Teaching and Research

Westover

facing program consolidation may mobilize
political opposition; students sometimes protest
when familiar courses disappear from catalogs.
this

communication about why reallocation serves

Navigating resistance  requires  clear
student success and equity, inclusive processes
allowing  stakeholder input,

leadership willing to make difficult decisions when

and  sustained

consensus proves elusive.

Building Long-Term Institutional Capacity for
High-Impact Learning

Sustained HIP implementation requires

more than discrete interventions; it demands
organizational capacity-building that embeds
HIPs into institutional DNA rather than leaving
them dependent on individual champions. This
section examines three pillars of long-term
capacity: integrated leadership and cross-functional
collaboration,  equity-minded  design  and
continuous improvement, and regional innovation

partnerships.
Integrated 1 eadership and Cross-functional Collaboration

HIPs
organizational boundaries. Learning communities

inherently transcend traditional

student affairs
coordination;  service-learning  depends
partnerships offices, legal counsel, and community

require academic affairs and

on

organizations; internships involve career services,

academic departments, and employers;
undergraduate  research  integrates  research
administration, library services, and faculty
development; ePortfolios necessitate IT
infrastructure, registrar cooperation, and

assessment office leadership. When these units
operate in silos—the dominant pattern at most
institutions—HIP
fragmented, inefficient, and potentially inequitable.

implementation ~ becomes

Integrated planning structures bring
stakeholders together around shared HIP goals,
creating accountability mechanisms that transcend
individual Effective models
co-chaired by

include

chief
academic officers and chief student affairs officers,
charged  with HIP
participation targets, allocating resources across

units.

executive-level councils

setting  institution-wide

units, monitoring  equity  indicators, and

troubleshooting implementation barriers. These
councils include representatives from institutional
(providing data),

research advancement
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(connecting philanthropic support), enrollment

management (linking HIP  participation  to
recruitment messaging), and student
representatives  (ensuring  student voice in
planning).

Regular review of disaggregated HIP
participation data proves essential for these
leadership bodies. Periodic dashboards displaying
patticipation rates by major, race/ethnicity, income
status, and other equity indicators enable proactive
intervention when gaps emerge. If data reveal that
students

commuter participate  in

communities at notably lower rates than residential

learning

students, leadership can direct resources toward

commuter-friendly ~ formats—evening  cohorts,

online community-building, or family-inclusive

programming. If students from patticular

backgrounds are underrepresented in
undergraduate research, targeted outreach and
inclusive mentorship training can address barriers.
This data-driven approach treats equity as an
operational priority requiring systematic attention

rather than aspirational rhetoric.

Research  on scaling  educational
innovations emphasizes that successful change
initiatives share common organizational features:
cross-functional teams with authority to make
decisions and access to resources; distributed
leadership engaging faculty, staff, and students
rather than top-down mandates; collaborative
that cooperation
competition; and alighment of mission,

structure, and incentives so that organizational

cultures reward over

systems reinforce rather than undermine change
goals (Eckel et al., 1998). Institutions scaling HIPs

successfully exhibit these features, creating
structures that enable rather than constrain
innovation.

Centralized partnership coordination
addresses the reality that most faculty lack time,
expertise, or institutional positioning to develop
and maintain community partnerships. Dedicated
offices potential
partners for mission alignment and organizational
partnership

community engagement vet
capacity,  negotiate agreements
addressing  liability property,
maintain databases of available placements, provide

and intellectual

transportation  logistics, ongoing

relationship maintenance. This centralized support

and manage

substantially lowers barriers to faculty adoption of
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community-based HIPs while helping ensure student deficits, pointing toward systemic
partnership quality and sustainability. Faculty can solutions.
focus on pedagogical design and student mentoring Armed h ) Gt findi
while  specialized staff handle partnership = rme (;Vlt ;Iqll)llty auh it b H_l 10gs,
infrastructure—a division of labor that honors MSUTUIONS can redesign $ removing barriers:
both sets of expertise. Need-based stipends for previously
This integrated, cross-functional approach unpalqbi.r unde\r}(};ﬁd HIPs dhelp Znsure economi
0 HIP traditiona]  Accessibility. en undergraduate  reseatc

implementation challenges
academic organizational structures premised on
faculty autonomy, departmental sovereignty, and
separation of academic and student affairs.
Building this integration requires intentional culture
change emphasizing collective responsibility for
student success, willingness to cede some unit
autonomy for institutional coherence, and
leadership that models collaboration rather than

territorial protection.
Eguity-Minded Design and Continnons Improvement

Not all HIP participation yields equitable
outcomes. As discussed earlier, unpaid internships
systematically exclude students who must work for
wages, reproducing class-based inequities. Study
abroad programs may favor students with passport
access, family financial resources, and prior
international exposure. Undergraduate research in
highly competitive environments can potentially
replicate racialized and gendered hierarchies when
mentorship lacks cultural responsiveness. Service-
learning that sends predominantly White, middle-
class students into lower-income communities of
color risks reinforcing deficit narratives and
problematic orientations absent critical pedagogical

framing (Kuh, 2008).

Equity audits systematically surface these
patterns, disaggregating HIP participation and
outcome data by intersectional identities and
investigating why  disparities
descriptive
background participate in

exist. Beyond
from X
research at

statistics—"students
lower
rates"—equity audits pursue explanatoty questions:
Do application processes advantage students with
college-educated parents familiar with academic
norms? Do unpaid positions exclude working
students? Do implicit biases in faculty mentorship
lead to  differential Do
departmental cultures signal that research is "not

encouragement?

for students like you"? These investigations often
reveal structural barriers rather than individual
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assistantships pay competitive wages, students need
not choose between research participation and the
paid employment they need for living expenses.
When
transportation stipends, students without cars can
When study abroad
programs offer substantial scholarships covering

service-learning courses provide

access community  sites.
airfare, passport fees, and spending money, first-
generation students need not self-select out of
international

potentially transformative

experiences.

Proactive recruitment and inclusive
messaging counteract self-selection processes that
may privilege already-confident students. Rather
than posting research opportunities and waiting for
applicants, equity-minded programs train faculty to
identify promising students in introductory courses
and personally invite their participation. Rather
than generic announcements about study abroad,
targeted outreach to first-generation students and
students of color includes testimonials from peers
with
navigated the experience. Rather than assuming

similar  backgrounds who successfully
students know how to access internships, career

services conducts classroom presentations in
required courses explaining application processes

and demystifying professional norms.

Culturally
training addresses the reality that well-intentioned

responsive  mentorship

faculty may lack awareness of how cultural
differences, implicit bias, and structural inequality
shape mentoring relationships. Effective training
helps that from
underrepresented backgrounds may hesitate to

faculty recognize students
approach authority figures due to prior negative
experiences with institutional gatekeepers; that
what faculty perceive as lack of professionalism
different

communication; that students managing multiple

may reflect cultural norms around

responsibilities may need flexible deadlines rather
than being written off as uncommitted. Training
also  cultivates

mentorship practices actively
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building belonging—publicly recognizing student
contributions, introducing students to professional
networks, and providing explicit roadmaps for
success rather than assuming students possess tacit
knowledge (KKuh, 2008).

Critical pedagogical
ensure service-learning and community-engaged
HIPs than
thinking about marginalized communities. Faculty
preparation
inequality, community cultural wealth, and power

framing helps

challenge rather reinforce deficit

includes readings on  structural
dynamics in community-university partnerships.
Student preparation modules explicitly address
privilege, complicity, and solidarity, positioning
students as learners from community wisdom
rather than experts fixing problems. Reflection
prompts push students beyond feel-good narratives
to grapple with uncomfortable questions about
their own positionality, systemic injustice, and what
genuine solidarity requires. This critical framing
proves particularly essential when students from
privileged backgrounds engage with marginalized
the

rather

communities, helping ensure experience

cultivates  justice  orientation than

problematic orientations.

Continuous improvement
institutionalize equity as an ongoing practice rather

than one-time achievement. Annual or periodic

cycles

reviews convene cross-functional teams to examine
latest participation and outcome data, asking:
Which students are we still missing? What new
barriers have emerged? How do students from
different backgrounds experience the same HIP
differently? What unintended consequences have
our interventions produced? This stance resists
complacency and recognizes that equity work never
concludes—new  student  populations
different drift

undermine initial equity-mindedness, and broader

bring

needs, implementation can

social contexts shift requiring adapted responses.

Importantly,  equity-minded
benefits all students,
marginalized  populations.

design
not only

When
provide stipends, all students gain flexibility to

historically
institutions

choose HIPs aligned with learning goals rather
than
training improves faculty cultural responsiveness,
all students benefit from more skilled, reflective
When pedagogies
consciousness, all students develop capacities for

economic necessity. When mentorship

mentors. cultivate  critical
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navigating pluralistic democracies and global
contexts. The universal design principle applies:
designing for those historically excluded improves

experiences for everyone.

Regional  Innovation and  Place-Based

Partnership

Ecosystems

HIPs higher
institutions as engines of regional vitality when

position education

systematically aligned with community and

economic  development priorities.  Capstone
projects addressing local business challenges may
yield innovations deployable in regional industties.
Service-learning supporting neighborhood schools,
health clinics, or environmental organizations
amplifies

research potentially accelerating discoveries in

community capacity. Undergraduate

regional anchor industries—agriculture,
healthcare,

contribute to economic competitiveness. When

manufacturing, technology—may
institutions intentionally align HIP themes with
regional priorities rather than faculty research
interests alone, students may graduate better
prepared for regional workforce needs while
communities potentially benefit from sustained
intellectual capital.

Place-based
connect multiple institutions, employers, civic

learning  ecosystems
organizations, and government agencies around
shared regional challenges—affordable housing,
renewable energy transition, health equity, food
systems,  creative  economy  development,
HIPs

distributed infrastructure for regional innovation,

educational improvement. become

with students contributing fresh perspectives and

energized effort while developing real-world
competencies.
Industry-sponsored capstones

exemplify potential win-win-win partnerships.
Corporations may fund student teams to prototype
products, analyze market opportunities, optimize
processes, or evaluate strategic options. Students
gain authentic professional experience, potentially
leading to employment offers. Faculty access real-
world problems that may enrich their teaching and
spark

receive

sometimes research collaborations.

Companies potentially  cost-effective
while

and  university

talent
When
office

innovation  services developing

pipelines relationships.

systematically  coordinated—a  central
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brokering corporate partnerships, vetting projects
for  pedagogical  appropriateness, managing
intellectual property agreements—these programs
can scale significantly beyond individual faculty

entrepreneurship.

Regional = commitment compacts
to dedicate
portions of HIP activity toward community-

identified priorities. A university might pledge that

formalize institutional obligations

a certain percentage of service-learning placements
address educational priorities identified as regional
needs. A might
research capstones to support small business
development  in economically  distressed
neighborhoods. These compacts shift the typical
define
communities

community college commit

dynamic where universities their own

priorities  and accommodate
institutional interests; instead, community needs

help

embodying more authentic civic engagement.

shape institutional resource deployment,

Civic innovation labs blur boundaries
between university and community, creating hybrid
students, faculty,
members, and government officials collaborate on
Physically
universities but governed by multi-sector boards,

spaces  where community

complex  challenges. located  at
these labs deploy student researchers and interns
on applied projects—analyzing policy options for
city

effectiveness, designing technologies addressing

councils, evaluating nonprofit program
accessibility challenges, or conducting participatory
action research with marginalized communities.
The labs provide research infrastructure (data
access, technical support, presentation venues)
while helping ensure work serves public purposes

beyond academic publication.

Alumni tracking and talent retention
studies may assess whether HIP participation
influences graduates' decisions to remain in the
region, work for regional employers, or engage
civically in local communities. Some preliminary
evidence suggests that students who complete
place-based HIPs—service-learning with local
organizations, internships at regional employers,
research addressing regional challenges—may
develop stronger attachments to place and remain
locally at higher rates than peers whose college
experiences could have occurred anywhere (Kuh,
2008). For regions concerned with brain drain—

educating talented students who then leave for
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distant cities—this potential talent retention effect
could prove economically significant. Universities
may credibly claim regional economic development
contributions when their graduates populate local
workforces, launch businesses, and provide civic
leadership.

These regional innovation models suggest
redefined conceptions of higher education's public
purpose. Rather than extractive relationships—
students gain credentials and depart, faculty pursue
research agendas disconnected from local needs,
with

potentially

institutions ~ compete communities for

resources—HIPs  can cultivate
reciprocal, place-based commitments. Universities
may function as civic anchors integrating learning,
discovery, and community problem-solving in

mutually reinforcing ways.

This regional partnership dimension
requires  long-term  relationship  cultivation,
tolerance for timescales slower than academic
semesters, and  humility about university

expertise—recognizing that community members
possess invaluable knowledge academics lack.
Building  this
investment, cultural change around institutional

capacity demands infrastructure

purpose, and willingness to let community
priorities help shape university activity. Yet the
potential returns—stronger regional economies,
improved enhanced

community  wellbeing,

institutional legitimacy, and more meaningful
student learning—may justify the investment for
institutions serious about public mission in an era
demanding higher education demonstrate tangible

public value.

HIPs as
Institutional Strategy

Conclusion: Comprehensive

High-impact practices have evolved from
promising pedagogical innovations into potential
comprehensive strategies institutional
transformation and community engagement. The
synthesized in this
compelling: HIPs appear to enhance learning

for

evidence framework is
across cognitive, civic, and personal development
domains; equity gaps in
retention and completion when designed with

potentially narrow

explicit attention to access barriers; strengthen
student-institution bonds through meaningful
faculty and peer relationships; and position higher

education as a regional innovation asset when
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alighed with community priorities. Yet realizing
this potential requires seceing HIPs not merely as
teaching techniques but as organizational change
initiatives reshaping institutional cultures, resource
allocations, reward and

faculty structures,

community relationships.

The institutions demonstrating notable
with HIP
commitments,  as

share common
through  the
examined here. They

success scaling

revealed
organizational strategies
embed HIPs

requirements

systematically into curricular
rather  than

enrichment programs that may primarily serve

offering  isolated

already-advantaged  students, strategic
curricular mapping to help ensure rather than

using

merely encourage HIP participation. They invest
substantially  in faculty development,
that HIPs demand pedagogical
competencies graduate training rarely provides and
that
collaborative communities of practice rather than
heroic individual effort (Eckel et al., 1998). They
cultivate reciprocal community partnerships

recognizing

sustainable  implementation  requires

guided by principles of mutual benefit, shared
authority, and long-term commitment rather than
transactional service extraction. They implement
sophisticated
generating evidence of impact while supporting
with  ePortfolios

assessment infrastructure

continuous  improvement,
enabling documentation of integrative learning
transcripts cannot capture (Eynon & Gambino,
2017). They reallocate resources strategically,
making difficult trade-offs to align institutional
budgets with student success priorities even when
this disrupts entrenched interests.

Most fundamentally, successful institutions
treat HIP
organizational

scaling  as
change
leadership across traditionally siloed units, explicit

comprehensive
requiring  integrated
attention to equity in design and implementation,
and sustained effort over years rather than quick
wins (Eckel et al.,, 1998). This organizational lens
reveals that HIP implementation challenges are not
primarily pedagogical—faculty generally grasp how

to design effective collaborative  projects,
undergraduate research experiences, or
community-engaged  learning once provided

appropriate training and support. Rather, the
challenges ate structural: fragmented organizational
cross-unit  coordination,

designs  preventing

resource allocation processes favoring incremental
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continuity over strategic redirection, reward
systems valuing research and publication over
teaching innovation and student mentorship, and
cultures treating student success as individual
responsibility rather than collective institutional

commitment.
Methodological I imitations and Future Research Directions

This framework's synthesis, while drawing

on rigorous mult-institutional studies and

longitudinal research, confronts several
methodological limitations that future scholarship
should address. Selection bias remains the most
persistent threat to causal inference in HIP
research. Students who participate in multiple HIPs
differ

unobservable ways—motivation, family support,

from non-participants in potentially
sense of belonging, academic preparation—that
also predict the outcomes attributed to HIP
participation. While

increasingly sophisticated controls

researchers employ
(hierarchical
linear modeling, propensity score matching), true
randomized controlled trials remain rare due to
ethical Natural

experiments exploiting policy changes or capacity

and  practical  constraints.
constraints that create quasi-random variation in

HIP access would strengthen causal claims.

Dosage and quality variation receives
insufficient attention in existing research. A
semester-long service-learning course with weekly
differs

dramatically from a one-time service activity

site  visits and intensive reflection
labeled "setvice-learning"; a year-long capstone
differs from a single-semester project. Yet most
studies treat HIP participation as binary, obscuring
how intensity, duration, and implementation quality
moderate effects. Future research should develop
finer-grained measures of HIP exposure and

examine dose-response relationships.

Context dependence likely shapes HIP
effectiveness in ways current research inadequately
explores. Do learning community effects vary by
institutional size, with stronger impacts at large
universities where students might otherwise feel
anonymous versus small colleges where community

Do
students

exists more naturally?
differ engage with

communities similar to versus different from their

service-learning

outcomes when

own backgrounds? Do capstone experiences prove
more valuable in applied fields versus abstract
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disciplines? Examining these contextual
contingencies would enable more targeted
implementation guidance.

Intersectionality in equity analyses
remains underdeveloped. While  research
documents differential HIP participation and

outcomes by race/ethnicity, income, and first-
generation status separately, students often hold
multiple marginalized identities simultaneously. A
first-generation Latina from a lower-income family
may face compounded bartiers different from any
single category, yet most research lacks sufficient
sample sizes or analytical frameworks to examine
these intersectional experiences rigorously.

Long-term outcomes beyond degree
completion deserve more sustained investigation.
Do HIP participants demonstrate stronger career
trajectoties, civic engagement, ot continued
learning five, ten, or twenty years post-graduation?
Do these long-term effects vary by HIP type or
student background? Addressing these questions
requires multi-decade longitudinal studies rare in
higher for

assessing HIPs' ultimate value propositions.

education research but essential

Organizational mechanisms
through which HIPs

cultures and structures warrant deeper examination

change

transform  institutional
using organizational theory frameworks. How do
institutions
resource reallocation? What change management

successfully navigate resistance to

strategies prove most effective in building cross-
unit collaboration? Under what conditions do HIPs
remain isolated innovations versus scaling system-
wide? Research on scaling educational innovations
provides theoretical foundations (Eckel et al,
1998), but empirical investigations applying these
frameworks specifically to HIP implementation
remain limited.

Tmplications for Practice and Policy

For higher education navigating multiple
crises—enrollment instability, completion gaps,
employability concerns, declining public trust, fiscal
constraint, questions about fundamental purpose—
HIPs offer a potential convergence of solutions.
They may address completion challenges through
evidence-based pedagogies that appear to improve
retention and timely graduation (Kuh, 2008). They
potentially narrow equity gaps by providing

structured access to the high-quality faculty
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interaction and applied learning opportunities that

privileged students have historically secured

informally (Kuh, 2008). They may enhance career
readiness  through  authentic = professional
experiences, collaborative skill development, and
capital They potentially

strengthen civic capacity by engaging students with

social acquisition.

community challenges and cultivating justice
orientations. They position institutions as regional
assets potentially contributing intellectual capital to

community and economic development.

Yet HIPs cannot resolve  higher
education's challenges if relegated to marginal
enrichment programs. The fundamental question
facing institutional leaders is whether they will
muster the organizational will to make high-impact
learning universal rather than exceptional—a
question with profound implications for mission
fulfillment, equity, and institutional sustainability.
This framework suggests several priorities for

leaders committed to this transformation:

e Start with equity audits examining which
students currently access HIPs at what
rates and investigating structural barriers
rather than individual student deficits. Use
disaggregated data to identify specific
disparities, then  design  targeted
interventions addressing root causes.

e Invest in

faculty

infrastructure creating communities of

development

practice rather than relying on individual
champions. Provide time, resources, and
recognition for pedagogical innovation.
Consider revising promotion and tenure
guidelines to value the labor HIPs require.
e Build

structures that bring academic affairs,

cross-functional collaboration
student affairs, community partnerships,
career services, and other units together
around shared student success goals. Align
incentives, information systems, and
authority to enable rather than constrain
integrated work.
¢ Design for scale from inception rather
than allowing boutique programs to calcify
around potentially inequitable access
Embed HIPs

requirements helping ensure all students

patterns. into curricular
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encounter multiple high-impact establishes that engagement, interaction, and
experiences. integration predict learning and persistence. The

e Cultivate community partnerships as

genuine reciprocal relationships rather

than unidirectional service extraction.

Invest in partnership infrastructure,

recognize community expertise, and

document mutual benefits.
e Implement assessment systems that

capture integrative learning and applied

competencies  transcripts miss.  Use
assessment data for continuous
improvement  rather  than  merely

compliance reporting,

e Reallocate resources strategically from
lower-impact activities toward evidence-
based HIPs, using transparent data to build
cases for difficult trade-offs. Leverage

performance  funding,  philanthropic
support, and employer partnerships to
supplement core institutional
commitments.

For state policymakers and accreditors, the
evidence suggests several potentially high-leverage
interventions: Performance funding formulas
rewarding HIP participation and completion gap
closure may incentivize institutional investment,
though formulas must carefully avoid perverse
incentives undermining quality. Accreditation
standards requiring documentation of integrative
learning, community engagement, and equity in
experiential education can drive adoption while
preserving institutional
implementation. State appropriations supporting

partnership

autonomy in

faculty development,
infrastructure, and need-based HIP stipends can

community

lower barriers to scaling, particularly at under-
resourced institutions serving high proportions of
economically disadvantaged students.

Final Reflection

This HIPs as
organizational change strategies potentially capable

framework  positions

of advancing educational quality, equity, and public

purpose  simultaneously—provided  institutions
make structural commitments commensurate with
aspirational rhetoric. The student development
theory synthesized by Astin (1984), Tinto (1993),

Pascarella and Terenzini (2005), and others
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multi-institutional empirical research led by Kuh
(2008), Kilgo et al. (2015), and others documents
that these
principles appear to yield substantial benefits,
for

structured  practices embodying

particularly historically underserved
populations. The organizational change scholarship
of Eckel et al. (1998) and others illuminates why
educational innovations often fail to scale and what
conditions may enable system-wide transformation.
The community-university partnership literature
examined here reveals how higher education might
serve  genuine  public

purposes  beyond

credentialing.

The convergence of these literatures yields

a clear imperative: institutions serious about
student success, equity, and civic mission should
consider  embedding  high-impact  practices
systematically throughout undergraduate education,
supported by faculty development infrastructure,
community  partnership capacity, assessment
systems, and resource commitments that make
universal access possible rather than aspirational.
The organizational transformation this requires—
leadership,

equity-minded

integrated cross-functional

collaboration, continuous
improvement, regional partnership—is substantial.
But the evidence suggests the transformation is
achievable and that its potential benefits—for
students, institutions, communities, and democratic
society—may justify the effort and disruption

involved.

For institutions embracing this challenge,
HIPs offer a powerful framework for translating
mission statements into

aspirational tangible

outcomes for students, communities, and
regions—potentially positioning higher education
as a catalyst for equitable, place-based change in an
era demanding higher education demonstrate

genuine public value.
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