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“In these times of unprecedented turbulence and uncertainty in 

higher education, Dynamic Universities provides all university lead-

ers a clear framework for navigating a path forward by identifying and 

using dynamic capabilities. Strategic plans in higher education must 

provide room to exploit the opportunities that arise from turbulence 

through dynamic innovation.”

David W. Blackwell

Lynn Pippenger Dean, Muma College of Business,  

University of South Florida, and former  

Provost, University of Kentucky

“This is the right book at the right time for leaders in higher educa-

tion. Building deductively on the foundation of Teece’s decades of 

research on dynamic capabilities as drivers of organizational perfor-

mance, Teece and Heaton deliver a fresh and illuminating approach 

for how senior leaders can succeed in today’s extraordinarily �uid 

higher education environment.”

Steven C. Currall, Executive Director and Associate  

Vice Provost for Academic – Corporate Initiatives,  

Harvard University, and former  

President, University of South Florida

“Dynamic and entrepreneurial are not words often associated with 

universities or their leaders but, as Teece and Heaton convincingly 

argue, these are exactly the characteristics they need to thrive in 

these challenging times. This book combines keen insights with 

well-chosen examples to illustrate how dynamic, entrepreneurial 

leaders can help their institutions succeed.”

John L. Hennessy

President of Stanford University, 2000–16

“A masterly exposition of how concepts from business strategy really 

can be applied to educational institutions.”

Sir John Kay

Fellow of St John’s College, University of Oxford
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“Dynamic Universities is essential reading on how embracing the 

ethos of innovation and entrepreneurship enables higher education 

to meet the changing needs of the students and society we serve. 

As we’ve seen at Berkeley, we must be ready and able to question 

the status quo as the pace of change accelerates. An astute analysis 

of powerful trends and a compelling call to action at a time when 

the relevance and societal contribution of our institutions are being 

questioned.”

Rich Lyons

Chancellor of the University of California, Berkeley

“A brilliant roadmap for university leaders navigating unprecedented 

change. Professors Teece and Heaton show how dynamic capabilities 

can preserve the mission of higher education while driving innova-

tion and societal progress.”

José Muñoz, President and CEO,  

Hyundai Motor Company

“The authors have assembled a resilient leadership philosophy that 

will guide universities as they respond to a future of ever increas-

ing uncertainties. Drawing upon case studies and interviews, they 

conceive a brilliant combination of dynamic capacity from the �eld 

of economics and strategic, entrepreneurial thinking from the �eld 

of innovation to illustrate how the ‘Dynamic University’ can thrive 

in our tumultuous times. This book has a sacred place on my office 

desk.”

Albert “Al” P. Pisano

Dean of Jacobs School of Engineering,  

University of California, San Diego
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Dynamic Universities

In times of deep uncertainty, the “entrepreneurial university” needs 

to be able to transform itself, when necessary, to maintain long-term 

evolutionary �tness. Dynamic Universities explores how strategic, 

entrepreneurial leadership can help US higher education institutions 

thrive amid unprecedented challenges. Drawing on the dynamic 

capabilities framework, David J. Teece and Sohvi Heaton provide a 

strategic roadmap to help university leaders identify emerging oppor-

tunities and threats, take decisive action, and sustain competitive-

ness by enhancing, safeguarding, and recon�guring key institutional 

assets – ultimately driving long-term transformation and success. 

Through compelling case studies – including Stanford and Berkeley – 

and interviews with global university leaders, this book offers prac-

tical insights into managing complexity, fostering innovation, and 

building resilient academic ecosystems. It is essential reading for 

administrators, policymakers, and anyone interested in the future of 

higher education.

David J. Teece is Professor of the Graduate School at the University 

of California, Berkeley and a renowned business scholar within the 

spheres of strategy, innovation, and entrepreneurship. He holds eight 

honorary doctorates; has founded multiple programs and startups 

linking business and engineering; and has launched three successful 

�rms, taking two public.

Sohvi Heaton is an assistant professor of entrepreneurship at Bay-

lor University, Texas. She holds a PhD from the University of Oxford 

and has worked at the World Bank and the University of California, 

Berkeley. Her research on strategic management and innovation has 

been published in leading journals, including Strategic Management 

Journal and Research Policy.
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Dynamic Universities
How Strategic, Entrepreneurial 
Leaders Can Strengthen 
Higher Education

David J. Teece
University of California, Berkeley

Sohvi Heaton
Baylor University
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ix

This book was started �ve years ago, well before the 2025 kerfuffle 

involving the Trump administration and a select few top US uni-

versities, most notably Columbia and Harvard. Like many others, 

we disagree with Trump’s tactics, but we do believe that serious 

campus leadership issues have been festering on many campuses for 

some time. We start Chapter 1 on that note, noting that even faculty 

at left-leaning Berkeley have asked, “Do our critics have a point?” 

However, our focus is not on current “this year” events but on the 

long-term issues that were present before Trump and on the many 

that will remain after him.

Our mission is to highlight, �rst, that the leaders of colleges 

and universities, like those of other long-standing institutions, must 

be proactive and not just reactive in managing their institutions. 

While academia cherishes its independence and has often been wary 

of engaging with private enterprise, there is little doubt that univer-

sities today, whether public or private, cannot remain aloof from the 

society in which they exist and which they claim to serve. As we will 

show, they can do this while staying true to the principles of inde-

pendent inquiry and vigorous debate.

The last seventy-�ve years have been a time of stability and 

growing prosperity associated in part with the globalization of the 

economy and of the university itself. However, that stability and 

predictability are fading in many quarters, requiring campus leader-

ship both to adjust to the changed environment and also to take the 

initiative and shape that environment. The higher levels of uncer-

tainty and the speed of technological change that are now upon us 

require much more than the “organized chaos” that may have been 

less problematic in the past.

Preface
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As a result, colleges and universities will have to embrace new 

opportunities – in new classroom technologies, new ways of doing 

research, and new methods of teaching, at scale and in small groups. 

This new environment demands also that the spirit of entrepreneur-

ship take a central place on campus and in the mindset of the lead-

ership team; it is not just business-style entrepreneurship but also 

social entrepreneurship and academic entrepreneurship (by starting 

new programs and schools and shutting down old ones). In particular, 

the long-run sustainability of universities and colleges will depend 

on delivering and capturing value for the campus and society from 

new technologies based on cutting-edge science, both physical and 

social.

Yet for too long, university leaders have been nonstrategic, 

failing to diagnose properly the key obstacles to progress and there-

fore unable to �gure out how to surmount them. It is not enough 

for campus leaders to reiterate goals and have �nancial plans. They 

must be strategic, fully aware of both on-campus and off-campus 

constituencies that they serve, and direct their efforts to the tough 

nuts they must crack to succeed.

As current events show, many university leaders have failed 

to recognize and address the threat posed by noisy factions, often 

from off campus, that choose to use the university as a place not 

to engage in rational debate but to try to bludgeon others into their 

point of view, capture media coverage, and disrupt campus opera-

tions. The raison d’être of the university is to be a place for free, open, 

and reasoned discussion, and free speech needs to be respected and 

cherished. But that means free speech for all, and not just for some. 

Of course, these issues are highly nuanced, and creating the right 

balance is not always easy. Protected speech can lose protection if it 

substantially disrupts normal operations; leads to imminent lawless 

actions; results in harassment of others based on race, sex, religion, 

and so on; or interferes with education. Shouting down a speaker is 

not protected, and as repeated US court decisions have concluded, 

speech codes are impermissible because they chill lawful expression.
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Campus leaders, and trustees in particular, must also look 

beyond their perimeter and work to actively build an entrepreneur-

ship and innovation ecosystem around the campus. Some univer-

sity leaders have already made critical investments in developing 

their neighboring communities, most notably the presidents of the 

University of Pennsylvania, Massachusetts Institute of Technology 

(MIT), and Yale University. More must do so. Such investments tie 

in with broader societal goals for US technology leadership, employ-

ment growth, national security, and, last but not least, campus 

prosperity. The new environment complements the university’s 

more traditional mission and ought to be supported, not suffocated. 

Fostering campus entrepreneurship has shown signi�cant success at 

such great universities as Stanford, Carnegie Mellon, MIT, and more 

recently, the University of California, Berkeley. Making it easier and 

more attractive for graduates to continue with cutting-edge activities 

in the immediate vicinity of campus is a force multiplier.

This book puts forward an organizing framework, developed 

by one of us (Teece), for examining these issues. It is called dynamic 

capabilities. The framework aims to codify how great Silicon Valley 

companies succeed and continue to prosper. Silicon Valley �rms 

operate under great technological uncertainty. Today, colleges and 

universities also confront uncertainty – not only technological, but 

�nancial (traditional funding sources are at risk), demographic, and 

political.

If university leaders ever had a quiet life, it is no more. We 

offer the dynamic capabilities framework as a helpful tool for cam-

pus leaders and trustees to help diagnose problems, design and exe-

cute solutions, and bring about constant transformation. It’s a simple 

framework that is general enough to aid university leaders who often 

have little exposure to management thinking. We hope it helps.
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