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VITAL FOCUS ACTION PLAN

1. INSTITUTION:   Charles Stewart Mott Community College

2.  PRIMARY CONTACT FOR VITAL FOCUS PROCESS (PERSON & E-MAIL):

Steve Robinson, Mott CC AQIP Coordinator robinson@edtech.mcc.edu
3. KEY DATES FOR VITAL FOCUS:

AQIP Discussions & Decision:  May 2005


AQIP Application: Before August 29, 2005


Vital Focus Kickoff Presentations: Discussions with year-round employees during 
summer, 2005, with major kick-off presentation at Welcome Back Breakfast and Activities, 
Sept. 1, 2005, with follow-up contacts and meetings.


Constellation Survey: Week of September 26, 2005


Conversation Day: Friday, November 4, 2005


Prioritize/Develop Conversations: Top 10 determined by February 13;
proposed 5 – 6 
Action Projects by March 27, 2006.


Strategy Forum: May 17 – May 20, 2006


Post-Strategy Forum Conversations: Spring and Summer, 2006

4. PEOPLE, COMMITTEES, OTHER GROUPS TO INVOLVE IN PROCESS:

The core leadership of the AQIP transition attended the Vital Focus training in Lisle, IL.  The President has created a coordinator position, filled by a faculty member.  The AQIP Coordinator will work with the Executive Director of Institutional Research and the Emeritus Dean of Curriculum, who will serve as an Accreditation Consultant and has more than 30 years of experience as an NCA CE and team chair.

· AQIP Coordinator, Exec. Director of IR, and Accreditation Consultant

· President’s Executive Cabinet

· Exempt (non-union) administrators (Executive Deans, etc.)

· Elected Union Leadership

· Groups of “leaders” identified AQIP Coordinator and others

· Accreditation Recommendation Committee

· Steering Committee formed from groups above

· Academic Affair Admin Council

· Student Service/Business Operations managers

· Committee for Excellence in Teaching and Learning (CETL )

· Committee on Assessment of Student Learning (CASL)

· Student Government

· Academic Affairs Systems Task Force (STF)

· Corporate Services Department

· Continuing Education

· Workforce Development

· M-TEC Board (Michigan Technical Education Center) at Mott CC

5. CURRENT READINESS OF COLLEGE (HESITATIONS & ENTHUSIASMS, DRIVERS & BARRIERS, TIPPING POINTS):

MCC is uniquely prepared to engage in a self-assessment activity such as Vital Focus.  First, Mott CC has organized large focus groups of citizens and employees.  During the development of the 2001-2006 Strategic Plan, several community forums were hosted and moderated by College employees.  Mott CC also took a leadership role and organized a community conversation of 1,500 residents for Governor Jennifer Granholm.  Second, Mott CC has used the 9 AQIP categories for strategic planning, as well as the Academic Affairs planning process.  Third, a solid commitment exists from the President and the Board of Trustees.

· A portion of the College’s employees are already familiar with AQIP approaches, although those who are most familiar are primarily administrators and some staff.

· A large percentage of the College’s employees have heard of AQIP. They are not entirely familiar with AQIP but have some rudimentary concept.

· A core group of approximately 25 people, representing all bargaining units (There are 6.) is enthusiastically supporting the move from PEAQ to AQIP. About 20 of these people attended the AQIP Colloquium at the Annual Meeting in 2005.

· The six people attending the workshop in June really understand Vital Focus at this time and are prepared to do a great deal of communicating.

· The coordinator of AQIP at Mott CC is a well-respected faculty member with established and proven leadership qualities.

· In creating and maintaining the College’s strategic plan, AQIP categories and approaches have been used consistently for five years without any significant opposition or criticism by any college constituency.  Without knowing the terminology involved, a large contingent are familiar with general AQIP planning practices.

· Representatives from Mott CC have attended several MITQIP meetings and have gained insight from other college’s experiences.  This practice will no doubt continue and become greater.

· Certainly a successful and effective introduction to FV and its major parts will be a tipping point.  It will be necessary to win people over to participate in Constellation and Conversation, but this challenge needs to be taken seriously and not seen as a barrier but as a necessary and important step.

· Several presentations have been made on campus regarding AQIP by Mott CC people and presenters from other AQIP colleges in Michigan.

· The Board of Trustees has voted unanimously to use AQIP as the College’s method of maintaining its accreditation.

· The current mood of the College’s employees appears positive toward participating in quality processes and new approaches.

· We’ve done similar projects in recent years

· We have solid staff/functional areas in our infrastructure

· Continuing Education and Corporate Services at Mott CC have carried out the ISO 9000 process and have been approved, thus providing a group of College people with extensive experience with quality tools.

No institution will be free of barriers and hesitations.  Mott CC employees have a long institutional memory.  In previous years, various initiatives were launched and abandoned, leaving employees with a sense of cynicism.  Fortunately, most of these experiences pre-date the current administration; however, individual memories of the College’s past failures to follow through linger in the minds of many employees.  On the other hand, none of these incomplete initiatives involved accreditation. During our efforts with Vital Focus, we will be constantly aware of these institutional memories as we move forward in the process.

· There currently appears to be no organized or even unorganized opposition to the College becoming an AQIP school, but it is certain that there will be some disgruntlement and opposition.  This opposition is not expected to be large, but it may be very loud.

· We will be challenged by the logistics of closing the College for an entire day.  Our committee views Conversation Day as the equivalent of “family time,” i.e. turning the television off and sitting together for a meal/family meeting.

· Planning processes at Mott CC have a tendency toward long timelines

· Vital Focus efforts, especially Conversation Day, pose a planning challenge for the academic calendar, including Midterm/Registration/Grading issues

6. PLAN TO INTEGRATE VITAL FOCUS INTO CURRENT GROUPS, PROCESSES, INITIATIVES, PLANNING SYSTEMS:

The most significant integration will be between Vital Focus and the 2006-2011 Strategic Planning Process.  The President is committed to make Vital Focus the opening stage of the development of Mott CC’s new strategic plan; the AQIP Steering Committee will work closely with the President’s Office to closely align the two processes.  A number of other processes, including assessment, program review, and departmental planning processes will need to be integrated as well.  

· Mott CC’s current strategic plan for 2001-2006 is based on AQIP categories and processes and involved surveying constituents outside and inside the College. A “Town Meeting” approach was used to gather information.  Thus, MCC has had some experience with drawing widespread participation into data gathering efforts.  VF has not been used, but the idea of pulling everyone together for discussion and evaluation is not new to Mott CC.

· Vital Focus and AQIP will be the foundation of our new Strategic Plan.  It will allow us to conduct a thorough review of the internal College community’s perceptions, and we will have to identify methods to solicit a layer of input from the external community.  With these two layers of information, we will build a Strategic Plan for 2007-2011.

· The College certainly intends to use VF as a vehicle to arrive at areas of focus for strategic planning.

· There are many standing committees and groups within the College. Ongoing communication will take place with these groups, with the initial major contact being our “Welcome Back” activities before the Fall semester begins. Our initial efforts will be to familiarize everyone with the concepts and plans for VF and especially the Constellation and Conversation Day.

· Presentations will be made to many of these groups during September, including Academic Divisions, Departments, unions, and others.

Much of this integration cannot be specifically planned or determined until the Steering Committee begins to meet and do its work to prepare for Constellation and Conversation Day.

7. IDEAS FOR REALLY MAKING VITAL FOCUS UNIQUE, POWERFUL, MEANINGFUL AT YOUR INSTITUTION:

Mott CC is primed for an activity such as Conversation Day.  Most recent college-wide dialogue has been keenly focused on the subject of College finances, the state of Michigan’s economy, and State appropriations from the Michigan Legislature.  Our campus is prepared for serious discussion of issues other than budget, and the discussion of these issues may provide a sense of relief from the past few years of monetary focus.

· Mott CC is currently planning to have a week-long “walk around” during which VF Committee members will walk the halls, stop at offices, and encourage people to do the Constellation Survey and make the process as upbeat as possible while trying to garner greater participation.

· There will be ongoing information regarding results distributed to everyone at the College and its extension sites, demonstrating that use is being made of data gathered – the participants are being heard.

· A Web site is being developed that will present all the material (fit to print) that we are gathering and focusing on grouping with the hope of stimulating thought and conversation before Conversation Day

· Plans are being put in place to close classes and most other areas at the College for a full day dedicated to VF Conversation in early November, emphasizing the importance of attendance and participation.

· There is lots of discussion of gimmicks and possibilities for making the process as much fun as possible.

· Identify common areas of greatest concern and which present the greatest opportunities - shared priorities College-wide;

· Bring together shallow and deep perceptions of problems;

· Define campaign elements to bring college-level understanding of future College needs e.g. using student learning data to support decision-making;

· Develop ideas on how to support innovation and agile thinking and behavior;

8. DATA TO BE INTEGRATED INTO PRIORITIZING AND DEVELOPING CONVERSATIONS:
In preparation for the 2000 comprehensive visit, Mott CC made a structural commitment to the collection and analysis of institutional data.  The Exec. Director of Intuitional Research leads a department of four professionals charged with the task of developing and maintaining data systems to provide a basis for decision making at the College.  It will be critical for Mott CC to ensure that no one is threatened by data or pushed into being defensive. Results regarding key priorities will be made public within the college to provide encouragement for conversation.  Doing so will require considerable thought and planning.  There will be an understanding, or so we hope, that this process is establishing priorities and key initiatives for the College’s and different areas’ planning processes.

Data from the Constellation will be used to identify groupings of issues designed to stimulate conversation by asserting some priorities that appear in the results.  Data collected during previous projects and initiatives will include:

· 2000 Strategic Planning detailed documentation;

· 98-99 Employee Survey, done for Self-Study;

· Academic Affair Planning Retreat brainstorming documentation;

· Mott CC Enrollment Management Plan;

· Current planning brochures (01-06 Strategic Plan, Annual Key Initiatives);

· Silverstone Management Consulting Leadership Needs Assessment results;

· 98-99 Blue Ribbon II report;

· Student Survey data;

· Cost/Revenue reports, including the Academic Affairs program priorities process;

· 7 year Financial Projection reports;

· Labor Market/Environmental Scanning data;

· State Performance Audit report;

· Previous external consultant reports including Gennet and Gay, Alfred and Carter;

9. PLAN FOR POST-CONVERSATION DAY CONVERSATIONS AND DISCUSSIONS:
The core leadership of our AQIP transition has identified two specific goals for post-conversation day discussions and prioritization.  We will narrow the list of potential action projects to 10 by February 12,2006, and finalize the 5-6 for the Strategy Forum by March 27, 2006.  A specific plan for these discussions will be designed and implemented by the Steering Committee in the coming weeks.

· Material from the Conversation Day will be analyzed and synthesized in a manner leading to categories and groups for continued conversations among the College’s organizations and by the steering committee.

· Follow up reports will be given electronically as quickly as they become available.

· Academic Divisions and other areas of the College will be asked to discuss the findings and make comments or ratings at their regular meetings.

· Efforts will be emphasized that help us move toward the ten to twelve major activities or priorities from which the half dozen can come that will be taken to the Strategy Forum.

· Disseminating frequent electronic newsletters and updates to the web site.

Our committee envisions a “funnel” approach to the post-conversation day and prioritization phase of our AQIP transition.  With Conversation day being the large opening of the funnel, we imagine smaller and more specialized groups of employees working to consolidate, narrow, and prioritize the data collected into potential action projects.  As a general principle, the amount of communication concerning the decision-making process will increase as the discussions become more specific.  In other words, as smaller groups are created, greater communication will be necessary by the Steering Committee.

	Day/Month
	Task
	Notes/Outcomes

	Submit Application prior to August 26th, 2005
	Make Decision on AQIP & Complete 

Application
	Board has approved.  Leadership Team prepares Application July through early August.  President confirms Application and intent.

	May through August, 2005
	Kickoff, Communicate Vital Focus Process
-emails

-letters

-strategies and approaches
	· Kickoff to commence at Welcome Back Breakfast
· Letters from Academic Affairs V.P and President to all employees in mid-August

· All-campus email from the President regarding kickoff

· Design and begin using local logo

· Maintain AQIP Calendar in Outlook to ensure availability to all employees


	September 1-23, 2005
	Prepare College for Constellation Survey
-emails

-letters

-flyers/instructions

-plan for comments
	· Strategy similar to an election campaign - “get out the vote” type approach

· Emails, letters, notices on Info Channel

· Newsletters: College Connection, Library Newsletter, Faculty Forward, VP Update Newsletter, Board Summaries, 
· Website content including specific pages, highlights and links

· I.R. office staff will process comments to ensure confidentiality and appropriate handling


	Dependent upon Facilitator availability

	Phone Conference regarding Conversation Day
-inform campus of Facilitator, including biography

-discuss location, logistics, human resource needs
	· Publish materials about who the Facilitators will be and their purpose
· Location will likely be the College’s Ballenger Fieldhouse
· President’s office takes lead on logistical planning, along with the College’s Events Office

· VF Leadership Team and Noah’s Ark group will identify workers for the Conversation Day activities

· Specific plan for closing the College for Conversation Day, including communication with students


	Week of September 26th through September 30th 
	Conduct and Support Constellation Survey

-reminders

-help desk


	· Have survey link on college Website
· Conduct a massive “walk-around” campaign for the entire week

· Tracking completion rates, tied to some kind of incentive or reward

· Mid-week reminders from President via email and voicemail

· College Help Desk and Call Center staff will be prepared to answer questions

· Hot-line for support will be available


	October 3rd, 2005 through November 1st, 2005
	Communication post-Constellation and pre-Conversation Day

-e-mails

-letters

-meetings

-plan for post-CD discussions
	· Emails, print material, web site content etc. regarding survey results and statistical summaries
· Discussions at divisional, departmental and executive levels, including Leadership Team and Noah’s Ark group giving reports if requested

· Continue communication campaign regarding participation in Conversation Day

· Continue planning for late Fall/early Winter discussion after Conversation Day

	October 10-28, 2005
November 3, 2005 (Dress Rehearsal)
	Prepare materials & copies and staff for Conversation Day

-table materials

-photocopies

-supplies

-post-CD plan
	· Measuring Tape give-away with our local logo
· Printing Office prepares materials following President’s Office staff directions
· Supplies are purchased

· Computer equipment prepared; installed and tested on Dress Rehearsal day

· Events Office arranges food, tables and coverings

· Be in contact with Facilitators

· Arrange for music, decorations etc.
· Order shirts

· Fully train all runners and other helpers
· Conduct Dress Rehearsal and other planning meetings


	November 4th, 2005
	Conduct 

Conversation Day

-see logistics sheet
	· College Closed for the day
· Ensure Warm Cookies for the afternoon are available

· Follow the consultation of Facilitators
· Use round tables accommodating 6-8 people, and be certain table groups are diverse

	November 7th -December 12th, 2005
	Communication plan

Post-Conversation Day & prep for Next Discussions
	· Use all available media to communicate initial results as soon as possible
· Remind everyone that there will be more conversation and prioritization



	November 7th -December 12th, 2005
	Plan for Post-conversation Day prioritization discussions

-added data

-strategies, approaches

-use of comments
	· Process Conversation Day data and comments

· Review previous Strategic Plan detailed information

· Provide copies of summary information for all supervisors and managers, for use at various meetings

· Ensure Web Site is up-to-date at all times

· Initial planning for the design and development of the Systems Portfolio database system


	January 16th through February 13th, 2006
	Plan for Development of Action Project Discussions

-strategies, approaches

-identify team for Strategy Forum
	· Take Conversation Results to all internal constituents, including students, for review and discussion
· Forming a Steering Committee, if it has not been done previously

· Identify potential Strategy Forum team members (to include President, member of Board, Leadership Team...)
· Develop system to determine the Top Ten college priorities - work done by Executive Cabinet, Leadership Team and Steering Committee



	February 14th through March 27th, 2006

May 17-20, 2006 (Attend Strategy Forum)
	Detailing action projects for 5-6 priorities emerging from Vital Focus: create Strategy for Action Workbook.

Communication plan preparing college for Strategy Forum and the potential for impact on Action Projects

-attend Strategy Forum


	· Draft potential Action Projects, based on the priorities identified in earlier steps
· Review by entire employee group in meetings and college Forums
· Use feedback from employees to refine Action Projects

· Maintain constant communication with entire college throughout the process

	June through early August, 2006  
	Bring back feedback from Strategy Forum; refine and collectively agree on 3-4 action projects


	· Ongoing reports to entire campus
· Final review of Action Projects by Executive Cabinet, Board, Steering Committee, other employee groups

· Leadership Team describes and publishes information regarding final Action Projects Plan
· Presentation at Fall 2006 Welcome Back Breakfast about final Action Project plans

· Fall semester forums and planning meetings to garner support, understanding and specific department/division level buy-in
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