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Introduction and Background
Since the beginning of 2020, the landscape 

of higher education has undergone numerous 
transformations, prompting several studies and 
articles to delve into the critical role of faculty 
buy-in (Interfolio, 2020). Faculty buy-in is a funda-
mental concept in higher education, referring to 
the acceptance and enthusiastic engagement of 
faculty members in institutional initiatives, chang-
es, or programs (Brooks & Hughes, 2024). The 
author suggests that collaborative commitment is 
essential for implementing and sustaining various 
educational reforms, such as curriculum revisions. 
The significance of faculty buy-in cannot be over-
stated, as it directly impacts the overall success 
of initiatives aimed at enhancing student learning, 
curriculum advancements, and pedagogical in-
novations. Research by Kit et al. (2022). suggests 
that faculty members are more likely to align their 
teaching practices with institutional goals when 
they are involved in the decision-making process, 
thereby fostering a more cohesive educational 
environment.

A comprehensive study conducted in 2022 
highlighted the critical importance of securing 
faculty buy-in as a foundational element for 
enhancing faculty engagement in various stu-
dent success initiatives. Authors (Kit et al., 2022) 
stated:

Many initiatives and innovations in higher 
education fail primarily due to a lack of 
involvement and buy-in from key constit-
uents. Indeed, research suggests that 
securing faculty buy-in is crucial to increas-
ing faculty engagement in student success 
initiatives, such as first-year programs, 
program assessment, and the expansion 
of online course offerings (para 6).
The research highlights that successfully 

overcoming the inherent resistance to curricular 
changes is not a one-time effort but rather neces-
sitates ongoing and sustained engagement from 
faculty members.

Theoretical Framework
In higher education, embracing change is 

essential, and Kotter’s model (1995) can offer a 
constructive framework for guiding a change 
process, such as faculty buy-in. At the heart of 
this approach is the need for a collaborative spirit 
among all stakeholders, particularly our invalu-
able faculty members. In his seminal 1995 pub-
lication, Leading Change, Kotter identified a set 
of standard obstacles and frequent missteps that 
often fail in change efforts. He recognized that 
organizations often underestimated the complex-
ity of managing change, resulting in disjointed 
approaches and unsustainable outcomes. In 
response to these challenges, Kotter articulated 
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a structured and comprehensive framework to 
provide organizations with a clear roadmap for 
navigating the intricacies of transformation. His 
Eight-Step Change Model, See Figure 1, outlines 
a systematic process that includes creating a 
sense of urgency, forming a powerful guiding 
coalition, developing a vision and strategy, com-
municating the vision, empowering employees for 
broad-based action, generating short-term wins, 
consolidating gains and producing more change, 
and anchoring new approaches in the organiza-
tion’s culture.

Many authors, such as Miles et al., advocate 
that Kotter’s model is practical guidance and 
emphasizes the importance of addressing the hu-
man aspects of change, ensuring that employees 
are engaged and feel supported throughout the 
transformative process. As such, Kotter’s frame-
work has become a fundamental reference point 
for organizations seeking lasting success in their 
change initiatives. The Eight-Step Change Model 
(1995) comprises the following stages:

1.	 Create a Sense of Urgency: The impor-
tance of acting promptly to address press-
ing challenges or seize significant opportu-
nities.

2.	 Build a Guiding Coalition: Assemble a 
group with the influence and authority to 
lead and support the change initiative.

3.	 Form a Strategic Vision and Initiatives: 
Develop a clear vision to direct the change 
effort and outline the strategies to achieve 
it.

4.	 Enlist a Volunteer Army: Encourage a large 
group to drive the change by demonstrat-
ing enthusiasm and commitment.

5.	 Enable Action by Removing Barriers: Iden-
tify obstacles hindering progress, empow-
ering others to execute the vision.

6.	 Generate Short-Term Wins: Plan for and 
create visible, unambiguous successes as 
soon as possible to build momentum.

7.	 Sustain Acceleration: Use increased cred-
ibility to change systems, structures, and 
policies that don’t align with the vision; hire, 

promote, and develop employees who can 
implement the vision.

8.	 Institute Change: Anchor new organiza-
tional culture approaches to ensure sustain-
ability.

Figure 1 
Kotter’s 8 Step Process

However, Mouazen et al. (2024) argued that 
clear communication of a compelling vision for 
the future is essential, enabling everyone to un-
derstand the objectives and expected outcomes 
of the change. Additionally, empowering faculty 
by removing obstacles hindering progress is 
crucial for enabling meaningful action. Together, 
these strategies help build robust support among 
faculty, ensuring they are invested in the insti-
tution’s transformation efforts. Kotter’s Model of 
Change (1995) can serve as a guiding framework 
to support faculty buy-in for curriculum change. 
As faculty members actively participate in the 
change process, they can foster a sense of own-
ership over the initiative, which is vital for its 
success and student outcomes.
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Literature Review: Creating  
Buy-In Across Stakeholders

Identifying key stakeholders in a higher educa-
tion setting is crucial to the success of curriculum 
development and implementation. Key stakehold-
ers at any institution include students, faculty, and 
various levels of leadership, which may comprise 
program directors, department heads, deans, 
and even executive staff. Other outlying stake-
holders may include student support staff across 
the institution. For this article, stakeholders were 
divided into three groups: students, faculty, and 
higher-level institutional leadership. Creating 
buy-in across various levels of stakeholders in 
higher education is crucial to any curriculum 
development initiative for several reasons, includ-
ing, but not limited to, improved curriculum qual-
ity, increased support and ownership, enhanced 
resource allocation, improved student learning 
outcomes, and a stronger institutional reputation 
(Kezar et al., 2025)

When developing a quality curriculum, it is es-
sential to survey various stakeholders about their 
perceptions of the curriculum’s purpose. Students, 
faculty, and staff of all levels offer diverse per-
spectives about what should be included in a 
comprehensive curriculum. Taking these diverse 
perspectives into account provides a level of 
relevance and equity to the new curriculum. It 
also helps keep the new curriculum relevant to 
the institution and engaging to both students 
and faculty. Involving the various stakeholders 
in initial curriculum development also leads to 
increased support and ownership. Conducting 
a series of listening tours with faculty and staff 
is one way to allow these vital stakeholders a 
chance to voice their ideas and, in turn, hear what 
they think most impacts students’ learning. Haile 
and Mekonnen (2024) suggest that including as 
many stakeholders as possible in the initial curric-
ulum development brainstorming process creates 
a sense of shared vision and reduces resistance 
to implementation. Surveying students about 
current curriculum strengths and weaknesses is 
another way to involve this group of stakeholders. 

Including both student and faculty ideas in what 
the curriculum should include improves students’ 
learning outcomes and creates a greater level of 
relevance to the new curriculum.

Involving the highest-level stakeholders, often 
referred to as the executive staff, is also import-
ant for creating a buy-in for the new curriculum. 
One of the main reasons to include this level, if 
possible, is to enhance resource allocation. If the 
new curriculum is going to need an increase in 
funding, buy-in and support for that curriculum 
will need to come from the highest level (Wyner, 
2021). Ensuring that these stakeholders under-
stand the importance of the new curriculum and 
support its full implementation can lead to addi-
tional institutional resources being allocated to 
the new curriculum. Including this level of stake-
holder also contributes to the level of ownership 
across the institution. A new curriculum can help 
create a stronger institutional reputation, which is 
something that executive staff and leadership will 
be interested in pursuing.

In addition, involving faculty in curriculum de-
velopment is a key ingredient to creating buy-in 
for a successful implementation plan. Using an 
interconnected model of professional growth is 
one way to involve faculty in curriculum devel-
opment while balancing their concerns that may 
hinder buy-in. As such, it emphasizes the impor-
tance of collaborative learning and professional 
development for faculty (Witterholt et al., 2012, 
and Beverly, 2025). This model highlights the 
interconnectedness of teaching, learning, and 
professional growth, which is directly supported 
by the team-based approach. Many others, such 
as Burrell, Cavanagh, Young, and Carter (2015), 
Ellis et al. (2019, and Sousa & Fontão (2025), 
discuss team-based curriculum design as a 
catalyst for change. The research demonstrates 
that actively involving stakeholders with diverse 
expertise, as advocated in the broader discussion 
of stakeholder buy-in, can lead to significant im-
provements in curriculum quality, faculty develop-
ment, and ultimately, student learning outcomes. 
Faculty bring subject matter expertise to the 
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development process. When balanced with an 
experienced curriculum developer, this can lead 
to a curriculum that not only includes the neces-
sary subject matter information to be taught but 
also design principles and best practices. The 
study acknowledges that many faculty members 
may lack formal training in pedagogy (Burrell, 
Cavanagh, Young, & Carter, 2015).

Using a team-based approach to partner fac-
ulty with instructional designers involves faculty 
in the development process, creating a higher 
sense of ownership, while also balancing faculty 
time needs and workload, which can be a signif-
icant concern for many faculty members when 
approaching a major curriculum change. As far 
back as 2015, research has highlighted the signif-
icant benefits of teamwork, including increased 
creativity, shared responsibility, and improved 
problem-solving. Burrell et al., 2015. These bene-
fits are directly linked to the positive outcomes of 
stakeholder buy-in, including increased support, 
shared ownership, and enhanced collaboration.

As the leading consumers of any course cur-
riculum, students are also stakeholders who can 
provide valuable insight in the curriculum design 
process. Ensuring that students understand the 
importance of a curriculum to their overall pro-
gram progress is crucial for creating buy-in to a 
newly implemented curriculum. Williams (2023) 
discusses the importance of student collabora-
tion in curriculum design. Williams argues for the 
inclusion of student perspectives in curriculum 
design to enhance the relevance and effective-
ness of educational programs. The easiest way 
for a student to believe in the relevance of the 
curriculum that they are responsible for learning 
is to give them a voice in its creation. This can 
increase the level of engagement, create a great-
er sense of shared vision, and ultimately lead 
to increased support for a course based on the 
ownership students feel in its creation. However, 
how can students be involved in the develop-
ment process?

The Chronicle of Higher Education (2023) 
explores how students can shape the design of 

their courses. The article highlights several ap-
proaches, including providing feedback through 
course evaluations, engaging in direct communi-
cation with instructors, and participating in aca-
demic committees. Also, the article emphasizes 
the importance of student input in creating more 
effective and engaging learning experiences, as 
well as the benefits of a collaborative approach 
between students and educators, while stressing 
that student involvement can help learners reflect 
on their learning process as well as help design-
ers determine which assignments work best for 
meeting outcomes. While the methods outlined 
by the Chronicle of Higher Education may involve 
students during or after the new curriculum has 
been implemented, these processes to hear their 
thoughts offer valuable insight into how to im-
prove a newly designed curriculum.

Ultimately, buy-in across stakeholders is vi-
tal. Securing the support of all stakeholders in 
leadership is a fundamental aspect of ensuring 
the success of any faculty buy-in initiative. This 
engagement can be fostered through organized 
discussions that encourage open dialogue, pro-
ducing the following results:

Higher Education Leadership
•	 Enhance resource allocation
•	 Creates ownership across institutions
•	 Develops a stronger reputation

Faculty
•	 Balances concerns with development
•	 Implement Team-based design
•	 Utilizes subject matter expertise

Students
•	 Enhances the relevance and effectiveness 

of programs
•	 Creates a sense of shared vision
•	 Supports Student Success
Implementing strategies that consider the 

perspectives of higher education leaders, faculty, 
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and students can provide an opportunity for 
continuous improvement and offer insights that 
faculty and other staff of the institution may not 
have considered in the original curriculum design.

Practical Implications
Incorporating faculty buy-in as a strategic 

goal for curriculum development necessitates a 
change process. The following are key practical 
implications:

•	 Collaborative commitment is essential 
for implementing and sustaining various 
educational reforms, such as curriculum 
revisions

•	 Faculty members are more likely to align 
their teaching practices with institutional 
goals when involved in the decision-making 
process

•	 Many initiatives and innovations in 
higher education fail primarily due to a 
lack of involvement and buy-in from key 
constituents

Successfully overcoming the inherent resis-
tance to curricular changes is not a one-off effort 
but rather necessitates ongoing and sustained 
engagement from faculty members (see Figure 2).
Note: Cycle can be repeated.

Conclusion
Successful curriculum development and im-

plementation in higher education hinges on 
fostering buy-in among key stakeholders: stu-
dents, faculty, and all levels of institutional lead-
ership. This requires a collaborative approach 

that values diverse perspectives and actively 
seeks input from all involved. Involving students, 
faculty, and leadership throughout the curriculum 
development process offers numerous benefits. 
Collaboration enhances the relevance and equity 
of the curriculum, increases support and own-
ership, facilitates resource allocation, improves 
student learning outcomes, and strengthens the 
institution’s reputation. Team-based approaches 
are particularly effective in fostering buy-in and 
addressing the unique needs and concerns of 
faculty. By providing opportunities for collabo-
rative learning, professional development, and 
shared ownership, these approaches enhance 
the quality of the curriculum while addressing 
potential resistance from faculty. Furthermore, ac-
tively involving students in the curriculum devel-
opment process is crucial. By providing avenues 
for student feedback, institutions can ensure that 
the curriculum remains relevant, engaging, and 
responsive to student needs.
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