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Preface

Institutional Assessment Charge

In August 2000, Erie Community College began a process to create an overall , _
Institutional Assessment/Feasibility Study to assist in the creation of a Master Plan.. The
long-range objective was to position ECC as the “Leader in Workforce Devel " in
Western New York. Action taken on the basis of this project will provid¢ citizens and
businesses with opportunities for education, training and/or upgrading of skill sets.
Outcomes of the study include both long and short-term strategic recoftimeridations and
plans for specifically identified Focus Areas that are congruent with ECC’s vision,
mission and core. - '

'

The Purpose of This Report

Thepmposeofﬂxismpoﬁistopresentapicmreofwhatgeémightlooklike 10-15 years
in the future to enhance the College’s position as a leader inyworkforce development for
Western New York. TR

This systematic study is about the future of Erig/Community College. As an institutional
~ assessment and feasibility study, it approaches the fifture strategically, based on the input
and involvement of people who work and study at ECC, people from outside ECC, and
from data about the college, the community andexamples of other similar institutions.

The study is not a Master Strategic Plan; rather, it is a strategic identification. A strategic
plan starts with a particular situatioft. then Works out into the future through extrapolation
and responsiveness to existing cofiditiotis, opportunities, and constraints. In contrast, a
strategic identification is a sysx:mapproach to describing some desired future state.

In this case the timeframe is 15, y3ars. '

The importance of this sty is that it allows one to transcend shorter-term perspectives,
as well as immediate personnel and political is sues, so all constituencies can assist in
defining a picture of fhe uture that meets the vision and mission of the institution, and of
the region it serves, These pictures should initiate further thought and not be taken as
final plans or proposbls.

That is what this study has done. By drawing on a wealth of data and scores of
individuals, thé réport provides a snapshot of what ECC might become. The project’s
purpose can bg summed up simply: While traditional planning often identifies the
reasons why an institution cannot do things, strategic identification identifies a clear,
shared Sense of what could be. With the shared sense of the future, the institution can
uridertake the processes of planning and acting to achieve the goals.
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attributes it might require to have been judged a successful community college for the ' O

(\"I;he study’s value is that ECC can establish a timeframe 15 years out, identify what
gion, and develop a shared sense of purpose among its constituents for the long-term:

have parameters, as does this report. For the purpose of the study, theassumptlonsﬁ)t

\ Often this process is referred to as ‘working backwards' from a goal. Yet, all plans must
ECC are the following:

B

1. ECC will exist as an accredited institution of higher educatmxy )

2. Erie County & the State of New York will have some :elauonshlp with ECC.

3. ECC will have high quality, easily accessible locations in Erie‘County, with
brick and mortar decisions being driven by the mission. -

4. ECC will offer flexible, educational and training programming and student
servxcesthataxerwponsxvetoﬂxeneedsofﬂleoommmntyatthatﬁme,and
those needs that are emerging. Examples of flexible programming today: 2-4
programming/Distance learing/Partners with pdvate und public sector/Career
ladders/Certification programs.

5. Academic programming and student service$ Bedehermmedby“thenwds
of the times” and not limited to a single or.multiple campus, or a day or
evening format.

6. ECC will be increasingly dependent omglierative sources of revenue other
than tuition or county and state subsfdy.

7. ECC will have a highly qualified unionized workforce, involved in decision- s
i O

9. ECC will increase its diversity\in student enrollment and workforce.

Uses of this Report N
ThxsrepoﬂxstobeusedbythcadmmnsuanonandBoatdofEneCommunnyCouege
the office of The Executivesf the County of Erie, the Erie County Legislature, and other
interested constituents olf BCC‘;:& determine direction and focus for specific details of a
Master Plan for Erie Community College.

This report should be iised as a base for the first steps of long-term planning, including
the consideration’of suvh issues as resource allocation; faculty recruitment, retention and
development; dm;lcuhnn enhancement; facilities maintenance, renovation, repair, and
construction; stuleiit support; administrative support; revenue enhancement; and all other
aspects of longerterm planning.

Next Steps

The néxt steps should be in-depth Scenario Modeling to explore a variety of academic,
facility and location configurations to determine which best supports the fulfillment of
) ECE; 's Mission, Vision and Values. In-depth Scenarios will help guide investment
‘dezisions in both the near and longer term and after a preferred scenario is chosen, lead to _
the creation of a detailed Master Facilities Plan. @
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O 6 Major Focus Areas

In this study there were Six Major Focus Areas: Facilities, Alternative Revenue,
Curriculum Currency, Economies and Efficiencies, Support Services and Technology

The project methodology facilitated the creation and selection of 128 moommcudanons
from ‘three specific sources in the focus areas listed above,

1. 32ofthe lZSteoommendationsmbasedontheworkomeAm
Teams, representing a variety of constituents from Western New York.
'Anenensxvesenesofoonsensusbmldmgsaslonswetempdﬂctedmeach
ofdle6FomsAmsto|dennfyhlgblevelsu'ateglcmmllﬁes,atmhmes
andchmceensucsofwhatECleghtlooklikemﬂ:enext 10-15 years.

A total of 232 participants' mpresenhngmostmﬁ_{oroon@xentgrmpsm
Western New York examined ECC from the Six Major Focus Areas listed
above to create their recommendations.

2. 79 of the 128 Recommendations come fpom the input of consultants from
the Resultants International, Inc. Project Management Team who
bring experience and expertise from Both inside and outside of the
Westen New York region, and _ ./

3. 17 of the 128 Recommendations wege from Wendel Duchscherer, the

O consultants who conducted the Facilities Audit.

Wlmtmakesthsass&smentmdthemb!uwemmpondlﬁ‘emntﬁomothermsmmnt s
reports is that Resultants Internationa), Inc has engaged a wide variety of constituent
groups from the community AT‘I'HEBBGINNINGtopartncxpate in the creation of

alternatives rather than trying to get copstituency buy-in AFTER the recommendations
were presented. i

_ o
Thisprojectfowsesoncmaﬁn V[SIONofwhatECmeghtlookhkethmughtheeyes
of Western New Yorkers, afig, with experience outside of WNY.

O

! K listing of all participants appears in the ADDENDUM beginning on page xxix.
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Creating A Preferred Future

Erie Community College has many options and opportunities as it defines its preferred
future fifteen years ahead of time. Across the many conversations during this 5

Institutional Assessment process a series of underlying themes emerged that capture the
essence of the future for the college.

Clearly, the next fifteen years holds uncertainties. Therexsnocrystalballlimtdlummata
the future. Nonetheless, strategies and scenarios can be crafted that make the futare more
attractive than it might otherwise be. For purposes of this study, the Mjgsion gnd Vision
are assumed to remain constant, the nature of the governance systems.are assumed to be
similar to today, and the current funding sources are assumed to remigin the same.
Changes in any of these would result in significant shnﬁsth:ouglmntheoollege, of
course.

Yet,evenmthasmmpﬂonsofstabxhtyofcertama:eas,chaﬂges demographics,
regional and state economic circumstances, political pnondbs, ition from many
new sources, changing patterns of consumer behavior, curriculum — whether in
content or delivery — all will assure the next fifteen years to be dynamic and eventful.

0verﬂ1emanymoﬂhsofd&ooﬂechonmdmeeﬁﬁésﬁmunpuonsabmnwhatECCw

and how it will operate began to emerge. By adilressing the below, ECC can shape its
future.

1. Will ECC craft a strategy thatldm to its market (reactive strategy) or will
it seek opportunities to shape its'¢nvironment (proactive strategy)? Is ECCa
community leader, shaping the region and defining workforce and economic
development, for instance; or 14.it a strong community citizen, responding to
market forces; ornsttm:épmdenmfmarketforoes deciding on its own what to
offer? - N s

o
A

2. Wil ECC wait _mp& of a situation’s uncertainty is reduced before
making key d yng or will it make decisions based on its mission and vision
and accept thf ﬂq.k? Part of the answer to the question depends on ECC’s sense
of what it s.heuld look like: for example, what is ECC’s optimal size,

demogmpbi@, program mix, space utilization pattern, internal resource allocation
model, #1d'So forth.

3. Will ECC maintain the same operating model that it has or will it shape its
operations to meet the needs of the region? ECC’s current operating model is
an Interconnected college with three campuses and one administrative structure.

A, The question for the college is what model best reflects its aspirations? Should

_ the college be centralized, decentralized, interdisciplinary, departmental, regional

" or some other model? How many campuses should ECC have, with what type of
.. govemnance structure and scope of responsibilities?
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4. Wil ECC address issues through traditional higher educatiom models or will -
it address them through shared governance? Traditional academic planning
starts with internal consideration and applies them to students and markets.
Shared governance includes students, community, and outside expertise as well as
all the internal constituents. Scenarios are built rather than positions defended: .~
uncertainties are viewed as opportunities more than as reasons not to act,

5. WIill ECC create a decision-making model that adapts to the changes in the
region or will it rely on traditional higher education models? Traditional
higher education models are calendar driven, routinized, and risk-averse. Market
based models rely on just-in-time decision making, much like whiit.08curs in
continuing education programs. ‘I‘heyalsorelyontheabllltytowaliocatemtemal
resources if necessary and to experiment. n

ThebtﬂkofthisstudyaddmsswhatECCmightbedoingﬂlemﬁﬂeenym. Each of
these five areas helps to define how ECC will address the next fifleen years.

With a difficult economic and demographic landscape facing the Buffalo metropolitan
area, ECC’s future has the potential to make a significant ce in the lives of
thousands of people. The stakes are high, and the fifteen-year clock is ticking and
according to Peter Drucker; “The best way to predict the future is to create it!”.

.

Four Processes ECC Must Adopt 4 s

Specifically, for ECC to achieve its fistre vision as revealed from the collective insights
of hundreds of local constituents reqﬁigep'adopﬁng the following 4 processes:
1. Adaptive stab "‘E\\CCmusthaved;eabdnytochangeasneededmthom
losing its sense megtny and purpose.

2. Focused DKtersfﬁcaﬁon. ECC must have the abxhty to offer many programs
and servicgs;to tiany different types of people, in many different ways and
still manigah a’laser-point focus on excellence.

3. New 'Ibolsin Old Frameworks: Techhology, partnerships, and new
facilitiesare three new tools that ECC may have in the future. However, the
~care mission is excellence in teaching and learning, a framework that is
'timel&ssandendming.

4. Process-Driven Decision-Making: Clear processes leading to clear decisions
v are essential in times of change. What is called for now are decisions that are
driven by the vision of what ECC could be in the future.
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ECC Must Be Ahead of the Time

In the context of ECC’s aspirations and Western New York’s needs, ECC will indeed
have to be a leader, an innovator, and a community partner. ECC decisions will oftef
have to be ahead of the changes in society. For example, knowing that there will b2
increasing numbers of non-English speakers in the region may well mean creating,
English-as-a-second- language programs for adults before the demand is felt, ghus, ™
expanding a market in new ways. Andtodotlnsreqmesmsutlmomlm

ECC'’s future success will ultimately be found in the alignment of ) ,ptﬁoesses,
people, technology, and performance with the needs and expectations.of all,
constituencies. Theorist John Maxwell created a concept called “The Law of the
Catalyst.” As applied to ECC, theoonceptmlghtbestatedas“smmleollegesmake
things happen that lmpmve the whole region”™

ECCcmhelpshapetheﬁmneofWemNewYodgbmltxequiresaccepnngnskand
stepping out with vision.

Y o~

Consultant’s Commentary

SN
'

This institutional assessment has resulted in foﬁf‘mpabk conclusions :

1. ECC is a critically important part of the regional educational framework.
No other institution does what EQGdos as well as ECC does it, and in the
manner that ECC does it. 4,

2. ECCisacrlﬂcalparto{buhloandWesternNewYork’sfutnre As the
economxclandscapeshxﬁg_,ECChastheabmtytobethereglonalpost -secondary
institytion most monsiblq for assuring timely, excellent education and training
service throughout & persgn’s life. The role of the urban community college is
just now emerging adross America. In a nutshell, one might accurately state: “No
great city exists Without a great community college.”

3. ECC’s gr@h&s rests on two foundations. The first is the college’s own
aspirations to éxcellence. The second is the region’s respect for ECC’s
missior amd operations. These two are linked. Occasionally, people in the focus
groupis said that ECC is “just a community college,” implying that colleges are
somehow lesser institutions that universities or that people come to ECC because
they have to, not because they want to. This type of comment misses the point
-abotifthe role of an urban college. Understanding that role, promoting that role,
and celebrating that role will be a major part of the emergence of ECC as a

/", nétional community college model and as an integral part of the Western New
- York educational and economic scene.

PREFACE Vi



O

Exie ity College Institutional Assessment/Feasibili Final 2002

4. The fature of ECC is one that can be shaped by all the members of the ECC
family communicating and working in the best interests of the citizens whom -
ECC serves. While all institutions can be inwardly focused and shorter-term irf
perspective, ECC has the opportunity to rise above the daily grind mentality o
achieve a longer term good for the region. One of the most important parts‘of
shifting mindsets from the day-to-day to a broader panorama is to develop.a
shared sense of institutional literacy, an understanding by the entire ECC fisiiily
of how the institution works and where it is going. In an academic efivironment,
process is often as important as the outcome, a fact of college life that
occasionally baffles non-academics, but nonetheless a reality of American higher
education. In this spirit, many of the recommendation began with'groups
discussing the future and communication with others. ,

Four Significant Points of Constituent Agreement-

maewmmanyaxeasmwhxchvanousoonsumentssawanxdealﬁnmdlﬂ'erenﬂy.
However, of greater relevance than differences, aré pojnts of consensus. In broad-
brush terms, thiere were four significant points ng among all constituents
about the future of ECC. Consideration of any’ suggestion or recommendation in this
or any other planning process, including the <ongidération of the location and/or
expansion of facilities, must take the followmg points into consideration. These
points are, in alphabetical order:

l ) Access and Participation;..] lns to remain accessible to all the
region’s citizens. 'l‘h;g,gcc“sl ility includes, but is not limited to,
financial access, phy curricular access, transportation access,
and enrollment acoess With open access, students and community
members can participate in the wealth of ECC’s educational, training,

cultural, entertzinment, and community development offerings.

2. Educatiopal Exc&lence All constituencies indicated that the integrity
and relevance of ECC’s mission are founded on educational excellence.
Whethércredit or noncredit, on-campus or distance learning course,
excellence was at the heart of teaching and learning. A student’s ability to
coriipete successfully for a job and the region’s ability to compete in a

“economy are both considered to related to ECC’s educational

3. Student Success: From a student’s first experience at ECC to graduation,
certification, or participation, each student should find hers or his own
levels of success. Further, the student’s success has to translate to the
advancement of the student’s academic or career goals and to ultimate
success as a participant in society. ECC serves and will continue to serve
diverse populations, so providing an appropriate supportive environment
will mean everything from residency on campus to accommodating senior
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N

citizens, to serving students with disabilities, to serving a diverse ethnic
population, from athletics and other student activities to academic o C)
organizations. #

4. Workforce and Economic Development: ECC'’s regional missionis
directly linked to workforce development, which in turn relates to,
economic development. To these ends, ECC’s dual responsibilitics
include responsiveness to regianal economic and quality of life.needs and
leadership in assisting in the definition and preparation of pew cargers for
a dynamic marketplace to help create a New Western New"-’fgwrk.

Pfesidgnt, Resultants International, Inc.
., May 2002
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