
Don’t Get Blown Away by the Winds of Change…
Building Organizational Structures that Support Strategic Goals



Introductions
Members of the Joliet Junior College – Program Improvement Committee

• Karen Roberson RN MSN, Assistant Professor of Nursing

• Dan Warning, Associate Professor of Automotive Technology

• Linda Smith, Chief of Staff Office of the President



Learning Outcomes
• What strategies does it take to organize change and facilitate a 

sustainable culture of improvement?

• What mechanisms need to be in place to engage and develop academic 
and support programs?

• How do you identify and embed solutions that stabilize direction as 
barriers and competing demands develop?



Individual Reflection

What do you think are the biggest obstacles to sustained effective 
strategic direction at your institution?

Take 1-2 minutes



About the College

• Illinois Community College District 525, Joliet Junior College was founded 
in 1901 and is the United State’s first public community college.

• Offers pre-baccalaureate programs for students planning to transfer to a 
four-year university, occupational education leading to employment, adult 
education and literacy programs, and workforce development services.

• Serves approximately 15,800 students.



The Illinois Community College Board, as the state coordinating board for community colleges, 
administers the Public Community College Act in a manner that maximizes the ability of the community 
colleges to serve their communities.

Program Review

The purpose summarizing college program review submissions at the statewide level is to support 
campus-level planning and decision-making related to:

• Assuring the continuing need and improving the quality and cost-effectiveness of 
instructional programs;

• Assessing, improving, and updating programs on a regular basis;
• Discontinuing programs when there is no longer sufficient demand, quality cannot be 

maintained at an acceptable level, or they are no longer cost effective; and
• Identifying best practices, exemplary innovations, and program issues that need to be 

addressed at the state-level by the ICCB

http://www.ilga.gov/legislation/ilcs/ilcs3.asp?ActID=1150&ChapAct=110&nbsp;ILCS&nbsp;805/&ChapterID=18&ChapterName=HIGHER+EDUCATION&ActName=Public+Community+College+Act.


 Member of one of the six regional accrediting bodies in the United States, served by the Higher 
Learning Commission (HLC). 

 HLC is an independent corporation that accredits degree-granting post-secondary educational 
institutions in the North Central region, which includes 19 states. 

 By being recognized by the U.S. Department of Education (USDE) as a gatekeeper agency, the 
Commission agrees to fulfill specific federally defined responsibilities within the accreditation 
processes.

 Criterion Five of the HLC accreditation process outlines the connections an institution should have 
between assessment and planning activities.

 Joliet Junior College was one of the first 30 colleges accepted into the HLC AQIP accreditation 
pathways in 2000.

 Since that time the college has maintained its commitment to quality and continuous improvement.

We identified a lack of synergy and connection in our data to 
decision and planning methods.

Higher Learning Commission (HLC)
Criterion Five. Resources, Planning, and Institutional Effectiveness

https://www.hlcommission.org/Criteria-Eligibility-and-Candidacy/criteria-and-core-components.html

https://www.hlcommission.org/Criteria-Eligibility-and-Candidacy/criteria-and-core-components.html


Improve programs by developing our culture of evidence and creating more 
synergistic structures and processes.



Culture of Compliance…

…Reactionary rather than Strategic



How do we. . .

Collect the 
Information? Convey value?

Embrace a 
priority 

college-wide?

Foster data-
based 

evaluation?

What do we do with it all once we have it?



Resources for Change
Built on a familiar 
mechanism – ICCB 
Program Review

Focused on a college-
wide, inclusive 

approach

Converted the five-year 
cycle to the Annual 

Program Update (APU)

Cultivated universal 
leadership support



Area Specific Templates Created



Template Example



In Pairs or Groups



Assessment and Planning Cycle

Jan-
May

•Annual kick-off 
•Write unit/program story - APUs

June-
July 15

•Create shared direction - subdivision reports
• Identify division focus – division reports



Assessment and Planning Cycle

July 15-
August 15

•Write college-wide story - Education Plan

Before August 
30

•Review and adopt - President and advisory 
team

•Communicate back to college community



APU APU APU APU APU APU APU APU APU APU

Annual Division Reporting

Division Level Planning

AA SD AS HR IT COM Others

Inside the Education Plan



The Emergence of Meaning…

http://www.jjc.edu/institutional-research/Pages/Education-Plan.aspx
http://www.jjc.edu/institutional-research/Pages/Education-Plan.aspx


Assessment and Planning Cycle

Planning 
Connection

• Inform Financial/Master Plans

Planning 
Connection

•Operationalizes and informs progress of 
Strategic Plan goals



Employee Survey 
PACE

Employer 
Survey

Environmental 
Scans

Student Scans 
CCSSE/SENSE

Strategic Plan
2016-2019

Strategic Plan
2020-2023

Strategic Plan
2024-2027

Institutional Planning

Financial Plan and Master Plan

Community 
Survey



The Barriers We Faced
• New flavor, idea fatigue, nay-sayers.
• Transitions in key leadership roles.
• Distrust – why do “they” want to 

know?
• Acceptance of priority.
• Overcoming the silos.
• Data integrity, availability and how 

we used it.



Practicing Full-Circle Communication



Keeping the process “Alive”
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Division of Administrative Services



PROGRAM NAME Automotive Service Technology 
 

PROGRESS OVER THE PAST YEAR 
 
Programmatic Improvements and Goal/Outcome Achievement  

OUTCOME/GOAL  
List all Program Learning Outcomes 
(PLO). 
Copy program effectiveness goals 
from your FY15 Action Plan. 

ACTIVITY – What was done? 
Report changes related to PLOs - NOT routine 
activity. 
Describe IMPROVEMENTS/CHANGES made to 
program activities and processes.  

RESULTS /IMPACT – So What? 
To what extent was each outcome/goal achieved? 
Describe evidence of the impact/change. 

Increase total number of 
completers to 130 by spring of 
2016. 

Completion of all Gen-ed courses as well as 
program courses was emphasized during 
advising sessions. All students were given 
specific instructions on how to apply for any 
certificates they had earned as well as the 
degree. 

The total number of completers went from 120 
December 2015 to 158 December 2015. An increase of 
nearly 32%.  
From December 2010 to December 2015 there has been 
an increase of 493.75%. 

Increase female enrollment 10% 
by fall of 2016. 

Promotional posters were developed and 
distributed to promote female enrollment in 
the program. 

Pre-enrollment numbers for the fall of 2016 indicate a 
preliminary 200% increase in female enrollment of all 
new automotive students entering the program fall 2016. 

Develop plan for improved direct 
entry into workforce.  

This will be a multi-year project beginning 
with a conversation about aligning employer 
and student expectations at a panel 
discussion to be held at a national 
automotive trade conference spring of 2016. 
This will be followed up by discussions with 
local trade organizations and businesses.    

Results of the trade conference discussion will be used to 
shape the discussion with local entities. Progress will be 
reported in the spring of 2017. 

Create 1 new industry partnership 
by the fall of 2015. 

This goal did not receive the required 
attention for success because during the fall 
of 2015 tremendous strain was put on the 
automotive program due to one faculty 
member missing half of the semester 
because of injury.  

Partnerships resulting in material aid were not realized. 
There was some success in developing non-automotive 
career opportunities with industry partners interested in 
further developing pathways for program graduates into 
these industries.  

 



Opportunities and Collaborations
• Cultural issues need to be recognized and resolved.
• Too much to do, not enough resources to do it.
• Relied on anecdotal evidence, instead of measurable evidence.
• Growth is needed in strategic thinking.

Patient Persistence Prevails



Learning Outcomes Met
Outcome Strategies/Mechanisms/Solutions

What strategies does it take to organize change and 
facilitate a sustainable culture of improvement?

• Shift focus from compliance to strategic.
• Build on familiar and mandated processes.
• Adopt a broad view of education planning.
• Lead from both directions.

What mechanisms need to be in place to engage and 
develop academic and support programs?

• Connect actions to institutional goals/ priorities.
• Everyone given opportunity to tell their stories.
• Annual reporting timeline to keep everyone 

engaged.
• Progress board tool to build focus and awareness 

of goals within area and communicate progress.

How do you identify and embed solutions that 
stabilize direction as barriers and competing 
demands develop?

• Take the time to understand cultural barriers.
• Build transparency through shared data. 
• Create an environment that encourages growth 

and development.
• Communicate consistently and frequently.



Questions?
Contacts:

Karen Roberson
kroberso@jjc.edu

Dan Warning
dwarning@jjc.edu

Linda Smith
lasmith@jjc.edu

mailto:kroberso@jjc.edu
mailto:dwarning@jjc.edu
mailto:lasmith@jjc.edu
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