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Our goal

Moving from a SACSCOC monitoring report 
toward a Culture of Continuous Improvement 





Growth

VCU undergraduate 
enrollment increase 
since 2000 

*State Council of Higher Education for Virginia, E05 
**National Center for Education Statistics 

National 
undergraduate 
enrollment increase 
since 2000 

51% 

41% 



Define important terms

Assessment: practice of identifying expected 
outcomes, assessing the extent to which we 
achieve these outcomes, and providing 
evidence of improvement based on analysis 
of the results  (SACSCOC)  
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Where do we start?  

Frame



Frame

Jan 2015 Jul 2015 Jan 2016 Jul 2016 

Formal monitoring 
request from SACSCOC 



Understand

What impact does this have? 

How do others see this? 

What is the consequence if nothing 
changes? 

How do we see this situation? What is 
happening? 



Explore the desired state

What might get in our way? 

What approaches might we take? 

How will we measure success? 

What would we like to see happen 
here? 



Plan

Who can support us in moving 
forward? 

What first steps could we take? 

When will we begin? 

What specific actions will help us 
achieve our goal? 



Frame

Jan 2015 Jul 2015 Jan 2016 Jul 2016 

Formal monitoring 
request from SACSCOC 

Annual assessment 
process established, 
training workshops 
commence 

Annual 
assessment  
year 1 kick-
off 

Assessment 
Academy year 
1 kick-off 



Assessment Academy



Assessment Academy



Assessment Academy

This approach 
allowed us to see the 
results of our 
actions. 

Assessment is a tool 
that encourages an 
improvement-based 
mindset 

100% 100% 



Story Wrap-Up

Jan 2015 Jul 2015 Jan 2016 Jul 2016 

Recognition of compliance 
from SACSCOC 

Formal monitoring 
request from SACSCOC 

Annual assessment 
process established, 
training workshops 
commence 

Annual 
assessment  
year 1 kick-
off 

Annual 
assessment  
year 1 close, 
year 2 kick-
off 

Assessment 
Academy year 
1 kick-off 

Assessment 
Academy 
year 1 poster 
session and 
close 



Transition



Recasting our lemons

Assessment 
can yield 
actionable 
insights 
about our 
work 

Administrative 
assessment is a 
compliance 
exercise 

Adapted	from	Haizlip	and	May:	Apprecia5ve	Prac5ce:	Building	on	your	strengths	to	boost	performance,	2015	



We can’t improve because…

 

“…we are too regulated to change 
the way we do things.” 

“…our team is skeptical/exhausted 
by constant change.” 

“…X or Y stakeholder will never 
work with us…  

“…we are too busy putting out fires.” 

“…we can’t make a real difference.” 

“…we don’t have buy-in from 
leadership. 



Getting Curious

1.  Frame 
- Where should we start? 
 - Where should we focus? 

2. Understand  
- What impact is this having? 
 - How do others see this 

issue? 

Adapted from: John H. Zenger and Kathleen Stinnett. The Extraordinary Coach: How the Best Leaders Help Others Grow 



Getting Curious
3. Explore 
 - What would we like to see 
happen? 
 - How will we measure 
success? 

4. Lay out a plan 
 - Where will we begin? 
 - Who can support us 
moving forward? 

Adapted from: John H. Zenger and Kathleen Stinnett. The Extraordinary Coach: How the Best Leaders Help Others Grow 
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Debrief

What works about 
this exercise? 

What changes would make 
this exercise more useful 
for you? 



References:
•  Anderson, D. & Anderson, L. (2010). Beyond Change Management: How to achieve 

breakthrough results through conscious change leadership. San Francisco, CA. Pfeiffer, an 
imprint of Wiley. 

•   Zenger, J. and Stinnett, K. The Extraordinary Coach: How the best leaders help 
others grow . New York: McGraw Hill. 
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Introduction 
 
“Change management consists of a[n] [inciting] side and a [sustainability] side. The [inciting] side entails all 
the processes, systems, strategies, tactics, and technologies that will help implement the change. The [sustaining] 
side involves cultivating the behavioral and attitudinal changes that will allow the [inciting] changes to take 
place successfully: persuading, reassuring, and communicating; identifying and addressing emotional reactions; 
influencing and motivating; leading to instill changes and inspire people to rise to the occasion.” 

– Jayme Alexandre Dias de Lima from “Managing Change: Winning Hearts and Minds” 
 published in the Balanced Scorecard Report, January-February 2009 

 
Assessment, the “practice of identifying expected outcomes, assessing the extent to which we 
achieve these outcomes, and providing evidence of improvement based on analysis of the results,” 
is administered through the Office of Planning and Decision Support (SACSCOC Principles of 
Accreditation, 2012, p. 16). Examples of this practice are reported to SACSCOC through 
Comprehensive Standard 3.3.1 which is viewed holistically as “Institutional Effectiveness.” There 
are five competency areas in this standard:  

• 3.3.1.1: educational programs, to include student learning outcomes 
• 3.3.1.2: administrative support services 
• 3.3.1.3: educational support services 
• 3.3.1.4: research within its educational mission, if appropriate 
• 3.3.1.5: community/public service within its educational mission, if appropriate 

 
In January 2015, VCU was placed on monitor by SACSCOC for non-compliance in standard 
3.3.1.2. As Figure 1 below illustrates, we have successfully demonstrated compliance with 
SACSCOC, completed year one of a preliminary structure for assessment across Finance and 
Administration units, and completed year one of a grassroots assessment enhancement program 
(see Assessment Academy below).  
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The next step toward institutional effectiveness at VCU is to ensure that planning and evaluation 
processes lead to improvement and inform a culture of continuous improvement (CI). To that end, 
representatives from the Office of Planning and Decision Support work in partnership with senior 
staff in the Finance and Administration divisions to develop, deliver, and sustain an assessment 
process as part of the standard operations and strategic functions of the units within these 
divisions.  
 
Vision and Goals 
 
The ambitious vision for Finance and Administration is operational and strategic excellence as 
illustrated in Figure 2 below. This vision is supported through initiatives, processes, and practices 
that leverage partnerships with senior staff throughout the finance and administration divisions. 
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The goals of administrative assessment are as follows: 

1. Maintain compliance with SACSCOC, which requires that the institution be able to 
demonstrate our practice of institutional effectiveness. 

2. Leverage this requirement to yield  
a. operational and strategic efficiencies; and 
b. divisional and cross-organizational alignment, accountability, transparency, and 

communication through an integrated and structured approach. 
 
Institutional Alignment and Initiatives 
 
Administrative assessment aligns with academic assessment as illustrated in Figure 3 below. This 
structure, as part of an integrated planning structure (in development), will achieve the goals 
detailed in the previous section.  
 

 
 
HR Redesign 
Planning elements are currently being coordinated with the HR Redesign Project Office and 
through work with the Performance Management sub-committee.  
 
New Budget Model 
Efforts toward integration of planning and budgeting are currently supported in collaboration with 
the Director of Budget and Resource Allocation through work on the Benchmarking sub-
committee, a working group affiliated with the New Budget Model Task Force. 
 
Assessment Academy 
The Assessment Academy supports both goals of administrative assessment. The nine-month 
academy is held annually, creating a cohort of academic and administrative teams who work 
together to develop and administer an assessment project. Participants produce an assessment 
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“case-study,” a narrative providing context, and protocols for the project.  These materials are 
collected in an Assessment Library that comprises materials to support assessment for inquiry and 
improvement, including the Assessment Institute case studies.  
 
Assessment that Matters Board 
The model for Assessment that Matters (ATM) board is a balanced learning and service model. 
Members serve for two-year terms structured to educate members about IE/CQI and serve as 
evaluators for work-product from the Assessment Academy. 
 
Next Steps 
 
With leadership in place, we are poised to move ahead toward the vision of demonstrated efficiency 
and effectiveness in our administrative services units. With executive sponsorship for an integrated 
planning model, the vision of strategic and operational excellence, and the institutional assessment 
structure, senior staff and Planning and Decision Support can continue to integrate CI into the 
culture of the Finance and Administration divisions.  
 
Important Terms 

• Institutional Effectiveness (IE): “The institution engages in ongoing, integrated, and 
institution-wide research-based planning and evaluation processes that (1) incorporate a 
systematic review of institutional mission, goals, and outcomes; (2) result in continuing 
improvement in institutional quality; and (3) demonstrate the institution is effectively 
accomplishing its mission.” (SACS Resource Manual for the Principles of Accreditation, 
2012. p. 16) 

• Administrative Services Units: Planning and Decision Support defines administrative 
services units as those reporting in to Finance and Administration divisions as well as the 
Office of the President. This is a working definition and is subject to change. 
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