Engaging Faculty & Staff
In Guided Pathways
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Themes & Takeaways — SSLI #3 Listening Session

» But why pathways?

» Social justice for & against pathways

» Uneven awareness & buy-in, even among leadership

» Hard work with uncertain payoff...and uncertain resources

» Anxiety about impact on job descriptions & professional
Identity


Presenter
Presentation Notes
1) Many expressed skepticism about pathways as the solution to the shared problem community college professionals face as they seek to help underprepared and overwhelmed students persist and succeed. Many said things like, “The problem isn’t lack of clear pathways, the problem is that students get overwhelmed by their lives and can’t persist. They have so many challenges.” This suggests a first-order need for deeper dot-connecting and deliberation around a key question: How do pathways help with the challenges that faculty and staff feel are most critical -- students with complicated lives and lots of academic and non-cognitive deficiencies? 

2) Vocal proponents of pathways in the conversation tended to express a commitment to social justice/equity as the basis of their ‘buy in.’ For advocates oriented by social justice and equity, pathways is viewed as a vehicle for helping the most vulnerable students get rich, contextualized learning from the very beginning, as well as the needed supports along the way to complete credentials in a timely fashion.  On the other hand, some skeptics, also oriented by a strong commitment to social justice, expressed concerns about pathways as leading intentionally or unintentionally to even more narrowed opportunities for those who already have the fewest opportunities.  Underlying question: What really is the relationship between pathways and equity? 
 
3) Even in cases where folks talked about a strong core group of committed faculty and staff dedicated to pathways work, the challenges of extending and deepening engagement to the broader campus community are top of mind for many. Developing strategies to extend the case-making and to build broader ownership of the work itself was raised as a top need, and many had more questions than answers about how to go about this. Beyond the issues related to extending the engagement of the campus community, some raised difficult questions about the challenge of having leadership that is not on the same page or equally committed to pathways. Underlying  questions: What do we do if our president and/or provost aren’t on board? What do we do to expand awareness to a broader swath of our campus community?

4) Across the board, for both proponents and skeptics, there is recognition that pathways work is labor intensive, ongoing work that requires wholesale changes in job descriptions, increased numbers of advisors and high-caliber professional development. Apart from the concerns about what pathways means for individual faculty and staff, there are deep concerns about whether or not it’s possible to marshal the resources needed to make the work work. Underlying question:  Are we really prepared to commit the necessary resources to make our pathways work successful when we’re continuously facing more budget cuts? 

5) Much of the conversation focused on the practical challenges facing faculty and staff implicated in the design and implementation of pathways work.  A wide range of underlying questions surfaced both explicitly and implicitly during this part of the conversations. The most energetic parts of the conversation focused on questions about how faculty and advisor roles will change, what will happen to faculty who are asked to add advising functions, what will happen to lower enrollment courses that may be valuable but that might not make it on to program maps, how will higher enrollment in fewer courses be managed, how will workload impact collective bargaining, and how this work can proceed with such heavy reliance on adjuncts. For this theme, there are multiple underlying questions that should be disentangled and addressed purposefully

Taken together, these themes reflect and give some texture to the input you gave in the March survey about your top needs:
1) Technological tools and infrastructure appropriate to support student progress through guided pathways. 
2) Institutional will and capacity to use data and evidence to design academic and career pathways, monitor student progress, and implement needed improvements over time. 
3) Broad and authentic engagement of college faculty and staff—particularly advisors—in the design, implementation, evaluation, and ongoing
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The Value of a “Pre-Mortem” Exercise

Source: Process Excellence Network
Sonja Armbruster, John W. Moran & Jane Shirley
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A pre-mortem is a collaborative exercise in which an improvement team imagines that their project has failed before it starts. The team then brainstorms all of the possible potential reasons that the project could fail and assigns a probability to each potential reason. For the highly likely reasons of potential failure the team can develop countermeasures to protect the project.

"Research conducted in 1989 (by researchers from Cornell, Penn and University of Colorado), found that prospective hindsight—imagining that an event has already occurred—increases the ability to correctly identify reasons for future outcomes by 30%"[1].

Pre-Mortem analysis should be used on medium to large scale projects that could have a major impact on the institution either financially, politically, or culturally. The project to be analyzed should have a very clear scope, defined improvement goal to be achieved, specific time frame for implementation, and identifiable risks to the organization should the project fail.

This process liberates people who might otherwise be afraid of looking like they’re not a team player, and it helps tap the collective knowledge of the group (which is of course greater than the knowledge possessed by any individual) 
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Creative Risk Analysis: Conducting a “Pre-Mortem?”

® Step 1: What are we focusing on? Be clear about the specific innovation/change effort
you're pursuing and will be discussing in this exercise.

® Step 2: Imagine a debacle. “We’ve looked into the crystal ball and the picture of the
future is grim. The effort has failed. Not only has it failed, but it’s failed completely and
miserably. But the crystal ball doesn’t tell us why it failed...”

® Step 3: Generate reasons for the failure. Each person works alone quietly for 3 minutes
to generate a list of all the reasons they can think of to explain the failure

® Step 4: Consolidate the list. Each person takes turns sharing 1 reason, “round robin”
style, until all of the individual lists have been recorded on a flip chart.

® Step 5: Rank the reasons. Take a few minutes to collaboratively choose the top 3 items
on your list. These are the most likely and serious reasons for failure that your group has
generated.

® Step 6: Reuvisit your plan with these risks in mind. What have you learned?



@) PUBLIC AGENDA

90-Day Plans — Tips for Success

® Prioritize: Based on the pre-mortem, what are your top 3 challenges/priorities right
now?

® Establish goals: Outline the critical few things you must do in the next 30/60/90
days. Be specific. Have a clear picture of success. Don'’t create a laundry list.

® Activities to accomplish the goal: List the steps you'll take to achieve your goal.

® Owner: Specify who is accountable for the goal. It may be you, or this could be a
spot to leverage key experts, partners, etc.

® Due date: State when your goal will be achieved.

® Others implicated: Focus on things that are in your control, but note where you'll
be relying on communication with others to achieve your goal.

® Support/resources: ldentify the things you must have (within your control) to
achieve your goal.
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This is an exercise in your binder that we recommend you conduct back at your home campus as part of your execution of your 90-day plans. This is a useful exercise to engage in after running a pre-mortem. We recommend that both this and the pre-mortem be used with various internal stakeholders.
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