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The following report of my observations and comments is designed to assist you as you move into the next phase of Vital Focus, the Summary Report.  My report is based on a review of the following data:

· Information gathered via input from nearly 300 faculty, administrators, support staff and administrative staff during Red Rocks Community College’s Campus Conversation Day on October 19, 2004;

· Constellation Index (CI) data from 259 faculty, administrators, support staff and administrative staff;

· My conversations with Red Rocks Community College leadership and the RRCC Steering Committee.

Red Rocks Community College:  Strengths and Opportunities
Ultimately, the purpose of this report is both to summarize the events of October 19, 2004 and to assist Red Rocks Community College in the ongoing process of possibly gaining membership in the Academic Quality Improvement Project (AQIP), most specifically the creation of a Strategy for Action and the selection of three-four Action Projects to bring to the Strategy Forum.  The long-range goal, should RRCC decide to go with AQIP, is re-accreditation of Red Rocks Community College.  Please note that the comments and observations recorded here are part of the peer-review process central to AQIP, and most importantly, they are intended to complement the interpretation and analysis by RRCC itself.  Peer review provides an outsider’s perspective on the current climate at RRCC, but nothing is as important as the views and opinions of those closest to the situation—the leadership, the steering committee and the stakeholders at RRCC.  The combination of the CI, along with Campus Conversation Day data and peer input from facilitators, is central to quality improvement through AQIP.

Red Rocks Community College has a variety of strengths, and those strengths were readily identified by Campus Conversation Day participants on October 19, 2004.  Some of the following strengths seemed most apparent:

· A remarkably high degree of consensus across the staff, administration and faculty on what matters most and what RRCC does well;

· A very clear mission to provide students the education and the environment necessary to succeed;

· An action-oriented culture that recognizes the rapidity of change and that has addressed change in the form of new technologies and new opportunities for students;

· A pride shared by many at RRCC in being an institution that is student-centered and an institution ready to lead the way with new approaches, such as AQIP.
· A strong sense of purpose in serving the students in the immediate vicinity—and beyond.

· A new campus leader and a remarkably friendly, caring environment.
RRCC is a forward-looking institution with evidence of success, particularly with students.  RRCC has, over the past year, held a series of meetings to determine those possible projects that the institution might pursue and successfully gathered a large percentage of employees at Campus Conversation Day.  The combination of RRCC’s unique history and offerings, breadth of programs, preparation for four-year programs elsewhere, and an action-oriented approach situates RRCC as one of the top two-year institutions in Colorado, but also allows the institution to further strengthen its competitive position within Colorado and the surrounding states.

· Three important institutional processes—student services, basic education, innovation, and instruction—are identified by a large number of people as good examples of how quality improvement has already been applied at RRCC;

· Several benefit differentials between types of employees appear to be focal points pulling energy away from other vision-critical activities;

· Most of the examples of collaboration seem to be within RRCC, with fewer oriented to external communities;  

· Many of the respondents to the CI—as well as respondents during Campus Conversation Day—indicated concern over communication issues, advising and long-range vision for the institution. 

Red Rocks Community College:  What Will Make A Difference?

The Constellation data identified four Process areas to look at for big impacts:  Planning Continuous Improvement, Building Collaborative Relationships, Measuring Effectiveness, and Leading and Communication.  These areas were supported by the AQIP Principle themes of Helping Students Learn, Accomplishing Other Distinctive Objectives and Understanding Student and Stakeholder Needs.  All of these could be broadly described as focusing on developing systems across the institution that could identify specific areas for improvement, relying on cross-functional teams to make decisions based on evaluative data.  Though Building Collaboration, for example, is a potentially high impact area, it was quite evident during Conversation Day that many people believe collaboration does occur effectively.  This apparent conflict between the data and the voices of employees during Campus Conversation Day does not present a problem.  Instead, it presents an opportunity.  Clearly, the two ways of collecting data—survey and open dialogue—are tapping into different dimensions at RRCC.  Collaboration is not the only issue where there is likely disparity between data and dialogue; advising activities arose more than once during Campus Conversation Day, but did not appear as an overwhelming issue in the survey.  Many of the Provocative Propositions that we were able to hear during Campus Conversation Day addressed issues of recognition, communication and involvement.  The positive impact for RRCC, should any of these important issues be pursued as Action Projects, is potentially very high.  Additionally, continuing the process and collectively working toward identifying those Action Projects with the most potential impact can and should address some of the important processes and principles noted here.

Red Rocks Community College:  What Is Done Well?

One of the most striking aspects of Red Rocks Community College’s CI data was the relative agreement between statements rated as most important and those being done well.  Six out of 10 statements rated highest were the same for both, indicating that the campus community clearly recognizes and values the same things.  There was generally very good agreement across the different groups of people, and most of the AQIP Process criteria and Performance Principles were rated within a relatively narrow range of scores.  The areas that emerged as higher were those that focused on Red Rocks Community College’s mission to educate and serve the student population.  Indeed, students and student needs emerged consistently throughout both the CI and the dialogue generated during Campus Conversation Day.  The RRCC community obviously recognizes its important obligation to students, so in that respect Red Rocks Community College is ideally positioned to take advantage of the action-oriented approach central to the AQIP model.  

Red Rocks Community College:  What Matters Most?

Answers to this question (What matters most?) and all subsequent questions indicate strong agreement across the many different groups on campus.  Thus, there is a strong foundation of consensus from which Red Rocks Community College can build, the purpose of both Conversations 1 and 2.

From the CI data, most of the AQIP Process Criteria and Performance Principles are similar in importance.  In other words, RRCC seems to recognize all of them as important components in achieving its mission.  A commitment to student learning and quality of instruction is very strong based on both the CI and Campus Conversation Day data.  Red Rocks Community College’s strong track record of student preparation and emphasis on people is also very important to most.  RRCC obviously takes great pride in its history, its unique offerings and the commitment of faculty and staff to students.  Within the working environment, the CI revealed that people feel trusted to do their work effectively, but they also feel that their contributions are not always valued, rewarded or acknowledged.  Indeed, dialogue during Campus Conversation Day indicated that both faculty and staff were eager for reward systems, were desirous of a more action-oriented approach and sought greater communication both across campus and within divisions.

Building Collaborative Relationships emerged as a very important topic.  Campus Conversation Day brought out some interesting and potentially important differences in perceptions on the effectiveness of communication and collaboration at RRCC.  If RRCC decides to focus energy on improvement of external collaboration and communication systems, it will be vital to explore those differences from the bottom/up and top/down to determine what people want to hear about and how they want to hear about it.  With the new leadership on campus—and the strong sense of energy and engagement during Campus Conversation Day—this observer believes that RRCC is more than capable of taking on some unique and meaningful projects related to both collaboration and communication.
Red Rocks Community College:  Recommendations
Several areas appear to be open for improvement opportunities.  Among the most important are these:

· Identification of those areas that cause the most annoyance is a good beginning.  Which are addressable now and which are the result of miscommunication/lack of communication?  In all cases, consider open dialogue to maximize the ability of groups to work together and recognize each other’s strengths.  Consider acting quickly on a few of the “quick fixes” so that employees see how committed leadership is to the process.  More on this in the next section.
· Careful study of the issue of communication must be considered.  What are the real core issues?  Why is communication consistently cited as a problem?  

· The idea of RRCC as an institution that recognized core instructional values was a sub-theme throughout Campus Conversation Day.  This topic is one that might promote continued engagement of all in quality improvement initiatives.

· Building Collaborative Relationships was an area of great opportunity according to RRCC respondents taking the CI.  How will Red Rocks Community College plan for future improvements?  How will the institution become even more action-oriented—and oriented to stakeholders’ needs?

· Planning Continuous Improvement was another important area of opportunity according to RRCC respondents.  How will the leadership at Red Rocks Community College address areas of concern related to future improvements?  

The energy and desire to proceed with AQIP and to nurture an environment of open communication and action was apparent during Campus Conversation Day.  It is very important for everyone involved in the process to maintain that energy and commit the resources to continue the momentum into the future.
Red Rocks Community College:  Quick Fixes
During RRCC’s Campus Conversation Day, employees identified a very large number of “quick fixes” for campus leaders to consider.  While only some of the suggested “fixes” were potentially “quick” in nature, it is worth reviewing the larger categories that emerged:  Campus Appearance, Communication, Photocopying, Miscellaneous, Personnel, Processes and Technology.  The breadth of this list—and the great variety of suggestions within each category—indicates to this facilitator that Red Rocks Community College employees are not only concerned about the institution, but are also actively engaged in the process.  This list alone will provide RRCC decision makers with much to consider.
Red Rocks Community College:  Next Steps
By the end of Campus Conversation Day, this observer felt that even those who entered the hotel with a healthy skepticism were eventually engaged and participating in a very important, open dialogue.  At the close of the day, RRCC’s Interim President Cliff Richardson detailed the next steps for the institution.  Key to continued progress is more discussion and a commitment to the creation of a Strategy for Action and Action Projects.  The next steps in the process include some of the following:

· Wide availability of the outcomes to date through a posting on the web;

· Discussion of the Provocative Propositions through department meetings and other meetings;

· Collection of data/responses from student groups after they have had an opportunity to read the Conversation Day report.  Consider focus groups and possibly even other “open dialogue” events.

· Identification of realistic “quick fixes” that emerged from the day and, hopefully, quick implementation of those “fixes” where possible.

· Careful consideration of all Provocative Propositions, as well as thoughtful articulation of messages related to those propositions.  All proposals are important, but only a handful can be addressed at one time. 

· Engagement of the Steering Committee and other groups on campus to discern the initial set of potential Action Projects.

Now that the Vital Focus aspect of the process is nearly completed, the RRCC Steering Committee should meet again soon to make sure that the initial plan for continuing the process still seems best and most effective.  It is now time to turn data and dialogue into action projects for the future.  Red Rocks Community College is ideally poised to do just that and to build on the insights it has acquired through the Vital Focus process.

