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1:

Project Goal

A:

The goal of this project is to establish a process for aligning staff training w ith identified needs and organizational priorities. Although
regularly scheduled professional development w as cited in our Systems Feedback Report as an area of strength, w e have found that
the professional development system is not fully defined and there are significant gaps in organizational performance that can be
addressed by developing an integrated system for professional development and training. We are therefore in the process of
designing and using w eb-based surveys to identify, offer, and improve faculty, staff, and administration professional development
opportunities.

2:

Reasons For Project

A:

We have alw ays understood the importance of professional development at Bay College, but w e do not have a system in place to
identify the specific topics in w hich our employees require training. This action project is intended to improve the communication
betw een our various employee groups and the human resources office, both in terms of identifying training needs and in terms of
providing feedback on the professional development system and specific offerings. We are attempting to give our employees the skills
they need to improve their ow n performance and efficiency, and thereby, improve our institution as a w hole.

3:

Organizational Areas Affected

A:

Since these professional development offerings w ill be available to faculty, staff, and administration, this action project w ill conceivably
affect every department and program at Bay College. How ever, the human resources office and our M-TEC facilities (w orkforce
development) w ill be responsible for creating the framew ork for this project, so they w ould be most involved and affected by its
implementation.

4:

Key Organizational Process(es)

A:

The most significant change w e are trying to foster is in the level of communication betw een our various employee groups and our
human resources office regarding the training they feel they need to perform at an optimal level. Hopefully, this training w ill allow them
to perform more efficiently and therefore also reduce the stress level associated w ith their position. We are also hoping to encourage
supervisors and employees alike to truly analyze the position descriptions w ithin their department, looking for areas in w hich
employees could be cross-trained or could receive a specialized certification that may improve their range of abilities or performance.

5:

Project Tim e Fram e Rationale

A:

This action project w as originally scheduled to be completed in one year, at least in terms of developing the framew ork that w ill allow
us to efficiently offer professional development opportunities for the foreseeable future. How ever, w e have already found that there
are not many available models at other businesses or educational institutions that w ill fit our needs. We have therefore been forced to
invent our ow n processes in many instances, thereby increasing our estimated completion time by several months.

6:

Project Success Monitoring

A:

The w eb-based surveys that are such a large part of this project w ill also be used to monitor its progress. Qualitative feedback from
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professional development attendees w ill give us information about the quality of both the professional development opportunities and
the overall professional development system. The President’s Advisory Council w ill also closely monitor the training sessions being
offered and the overall success of the action project.

7:

Project Outcom e Measures

A:

One of the problems Bay College has experienced in the past is poor attendance at some of the professional development
opportunities that w ere offered. By having employees indicate the topics they w ant to be trained on, w e are hoping to see attendance
numbers rise. We w ill be using quantitative measures related to employee interest levels for specific topics vs. employee attendance
at these events, as w ell as attendee satisfaction ratings w ith presenters and training content. We w ill also be using qualitative survey
responses to foster communication about training needs and to understand further improvements to our professional development
system that need to be made.

Project Update

1:

Project Accom plishm ents and Status

A:

Over the past year, several major professional development opportunities have been brought to campus. For example, nearly 50
individuals from Bay College and its community partners attended a three-day w orkshop in early August to learn about the principles of
On Course, the textbook and content used in Bay College’s College Success Strategies course that encourages self-reflection and the
development of constructive life skills. Additionally, tw o members of Bay’s faculty offered a new ly designed w orkshop entitled ACL:
Active and Collaborative Learning to 18 instructors. Other professional development opportunities, such as those related to Bay
College’s ongoing information system conversion, w ere either brought to campus or offered to individuals w ho w ere w illing to travel.
How ever, despite the many professional development options that are regularly given to faculty and staff, no comprehensive system
of identifying and tracking employees’ professional development needs has been created. From this standpoint, the major goals of this
action project have not yet been achieved. Fortunately, Bay College has recently completed the bulk of an institutional strategic
planning process that has identified several opportunities for improvement related to employee goal setting and evaluation. It is our
recommendation that these additional improvement efforts be combined w ith this action project, thereby melding an annual evaluation
process w ith constructive goal setting and professional development needs identification.

2:

Institution Involvem ent

A:

The Institutional Effectiveness Council (IEC) w as originally responsible for overseeing this project, ensuring progress w as being made
by those in charge of the project’s implementation. How ever, the role of the IEC w as often unclear and, complicated by a transient
membership, w as eventually dissolved. This left the Professional Development Systems action project w ith little managerial oversight.
Consequently, a single individual w as primarily charged w ith its implementation, w hich of course, w as not effective. How ever, thanks
to a solid institutional commitment to professional development, many opportunities w ere still provided to Bay College employees to
learn new skills and stay current in their field. Therefore, the primary failure w as not in offering professional development, but in
designing a comprehensive system of identifying professional development needs.

3:

Next Steps

A:

As this project transitions from its original goal to a more comprehensive system of employee goal setting, evaluation, and professional
development needs identification, the most immediate next step w ill be the formation of a cross-functional task force that w orks
together to design and implement this project. Providing members of this task force w ith a shared vision of the project’s aims, as w ell
as timelines and additional resources needed for its completion, w ill greatly improve the likelihood of success as compared to prior
efforts. This revised action project w ill also appear as part of the institution’s strategic agenda, w hich w ill ensure long-term oversight
and regular progress reports.

4:

Resulting Effective Practices

A:

The most important lesson Bay College has learned in this process is to provide adequate resources (in this case, human resources)
for the project to be sufficiently designed and implemented. Additionally, after realizing little progress had been made, w e found it
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helpful for the senior management team to look at the goals of the action project from a holistic perspective. After reaffirming the need
for such a project and identifying the need for additional components (employee goal setting and evaluation), it became part of the
organization’s strategic planning process, lending new credibility and importance to the project’s aims.

5:

Project Challenges

A:

The primary challenge Bay College faces w ith this or any action project is providing employees w ith enough time to complete the
necessary tasks. Due to an ongoing information system conversion, six interventions related to Achieving the Dream, several projects
related to a Title III grant, and the nearly completed strategic planning process, the time available for additional project w ork is at a
premium. This w ill continue to be a challenge for Bay College, but that is not to say w e have no strategy for coping w ith it. The new
strategic agenda framew ork allow s for a visual overview of the many projects being undertaken at Bay College, w hich should help
college leaders identify those departments and individuals w ho have too great of a w orkload, as w ell as those areas that could
perhaps lend more assistance to college-w ide improvement efforts.

Update Review

1:

Project Accom plishm ents and Status

A:

The On Course, ACL: Active and Collaborative Learning, and information system professional development activities of the past year
reflect area-defined offerings that w ould meet the needs of specialized staff groups. Those attending no doubt had specific needs
that the w orkshops addressed and hopefully, after participating believed their time had been w ell spent. The specialization of your
professional development opportunities reflects a respect for your faculty and staff, an understanding of their diverse needs, and the
College's w illingness to invest in them. In deed, it show s you value your people, Category 4. It also supports Watts' Cell Theory of
organizational function--people need w hat they need and tend not to participate in things they consider irrelevant to their w ork or
interests.
To tie individual goal setting/evaluation to departmental or division goals, and those to college-w ide goals, ensures alignment of mission
and vision. It also sets the stage for individuals to have a better understanding of their roles w ithin the College structure and w hat
impacts are felt w hen w ork is done, done w ell, or not done. This type strategy mapping does promote systems thinking and interdepartmental communication, another goal of your Action Project.

2:

Institution Involvem ent

A:

Your original goals included analyzing position descriptions to see w here cross-training might be effective or w here special
certifications might be valuable, to foster communication among employee sectors and human resources, to enhance performance,
and to reduce job-related stress. These are lofty goals and nearly impossible to reach across campus all at once. While a crossfunctional approach is generally preferred, a pilot project that could be deployed, refined, and then introduced campus-w ide, might be
more w orkable. This approach could provide the data needed to develop a meaningful professional development program.

3:

Next Steps

A:

The launching of a pilot may make this Action Project less overw helming. You might consider beginning your project design w ith tw o
or three departments representing different employee sectors. A non-threatening w ay of addressing goal setting, professional
development, and subsequent evaluation is through questions that focus on employee motivators, i.e. w hat do you like most about
your job, w hat do you like least, w hat do you w ant to do in the future, etc. Questions of this type also segue nicely into w hat one
needs to do to reach personal goals, hence the professional development piece. This type of approach provides opportunity for
supervisor and supervisee to meet in a non-threatening environment that reflects employee value (Category 4) and supports
institutional operations (Category 6). It also provides for personalized interaction betw een supervisor and supervisee, a key to
employee satisfaction.

4:
A:

Resulting Effective Practices
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A:

Lessons learned are valuable even though the original goals of the Project have not been reached. Once a process is defined,
deployed, and tested, you may have many ideas to share throughout the AQIP netw ork.

5:

Project Challenges

A:

The w ork on this Action Project is moving slow ly but w ith the new emphasis and its connection to the strategic planning process,
measurable progress should be documentable for the 2011 Action Project update. Even a tw o- or three-department pilot project could
represent w orthw hile data that could be translated into a college-w ide program for individualized professional development. It is a
w orthw hile endeavor; good things don't happen easily.

Project Outcome

1:

Reason for com pletion

A:

This project is being closed due to the creation of several mechanisms for determining employee training needs. When this project
w as first created, very little existed at Bay de Noc Community College in terms of w ays for employees and supervisors to identify and
track individual professional development needs. Furthermore, professional development opportunities w ere lacking, leaving the
organization w ith an urgent need to develop systems for identifying and satisfying employee professional development requirements.
Since the beginning of this project, Bay de Noc Community College has integrated an opportunity for identification of training needs into
the processes related to annual goal setting, has developed and administered a faculty needs assessment survey, and has developed
a comprehensive employee assessment document that provides a framew ork for employees to assess their ow n development and
translate those findings into a list of professional development needs. In addition, Bay de Noc Community College has invested
significant resources into on- and off-campus professional development activities, including over $250,000 that w as spent over the
four years of the College's involvement w ith Achieving the Dream. This dramatic increase in the availability of professional
development, coupled w ith the systemic improvements made tow ards identifying employees' current and future needs, justifies the
official closure of this action project.

2:

Success Factors

A:

The development of mechanisms for determining employees' professional development needs w as the primary goal of this project and
has been accomplished in a successful manner. Each year, as employees compile a listing of their annual goals, they w ill now also
have the opportunity to provide information regarding their ow n professional development needs. This information w ill then be shared
w ith that individual's supervisor and w ith the Director of Human Resources. An additional faculty-needs survey and a document for
identifying areas of needed personal grow th are also new improvements made as part of this action project. Another success as part
of this action project is an increase in the number and quality of professional development activities being offered. Recent activities
include bringing an annual On Course Workshop to campus, pedagogical training regarding active and collaborative teaching and
learning, attendance at conferences like the Achieving the Dream Strategy Institute, and the development of college-w ide training
activities during in-service events and at times of new process implementation.

3:

Unsuccessful Factors

A:

This action project took longer to complete than originally anticipated because of challenges related to employee turnover and the
difficulty of implementing processes that are systematic in nature. Fortunately, these challenges did not lead to unsuccessful aspects
of the project, but rather resulted in an extended period of time needed for completion. Because many of the developed processes are
still new , further evaluation of the project's effectiveness w ill occur past the action project's official completion date. As needed
improvements and procedural changes are identified, they w ill be addressed by the President's Advisory Council or another applicable
campus committee, thereby ensuring that the professional development systems implemented as part of this project continue to
function as desired.
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