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STRATEGIC PRIORITIES 2015-2020 
Part I 

Last Spring we began a process to engage the full college community in the development of a strategic 
focus for the next 3-5 years. We began this process with thirteen “Listening Tour” meetings held during 
the Spring 2015 semester and attended by 85% of our full-time staff and faculty, as well as several 
members of our adjunct staff and faculty, from across all functions and employment groups.  

The information, ideas, and concerns discussed during the “Listening Tour” have been combined with 
information from research and other recent discussions to help develop our plans going forward:  

• internal and external research, including the recently completed marketing research by Simpson
Scarborough.  

• recent Fall and  MidWinter Days
• conversations with external experts
• recent publications including  the Community College Research Council’s Redesigning America’s

Community Colleges and the Community College Center for Student Engagement’s compendia
of research, each of which relies on findings and research from multiple sources and national
commissions.

The listening tour reaffirmed “Student Success” as our continuing goal and affirmed my proposal to 
quantify goals for our primary indicators – completion, transfer, and enhanced employment. These 
constitute our highest-level goals and we must keep our eye on them, for both internal and external 
purposes. While it is not practical for us to collect meaningful data related to employment, and it won’t 
be until SUNY is able to access Department of Labor data, we do have and can develop additional data 
related to completion and transfer.  

Admittedly, numbers of graduates and transfers are only approximate measures of our students’ 
success and future increases are only one indicator of the value of our work. However, if we do see the 
anticipated increases, we can take it as at least one affirmation that our work is having a positive effect. 

MEASURING STUDENT SUCCESS 

During the Listening Tour I heard frustration with limiting completion and transfer indicators to first time 
full time students and, as you know, I share that frustration. No single measure or array of measures can 
adequately capture the complexity of what we do for our students.  However, we do need to 
acknowledge and track the national measures used by outside entities that assess our work and/or 
determine levels of our funding. We can, and will, also define and/or use additional measures for our 
own purposes, measures that we feel provide a broader and more nuanced picture of our students’ 
performance.  

What does this mean for us and our collective desire to establish quantified goals to guide our planning? 
I am challenging us to increase our completion indicators by 50% within the next ten years.  

SUNY recently engaged all campuses in its EXCELS performance plan and identified specific measures 
identified to track progress related to completion goals. We will use two of their primary measures for 
completion to track our overall progress – IPEDS and SAM. 
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• Completion rates for first time full time students after 4 years (a national IPEDS measure). We 
have multiple years of data for this cohort and used the mean of the last three years’ rates to 
determine our baseline rate of 25.5%. Our goal is to increase that rate to 38% by 2025.  

 
• Completion rates for all matriculated students new to TC3 (full-time and part-time) after 6 

years and who earned at least 12 credits. This new measure, SAM or the Student Achievement 
Measure, was developed with funding from Gates and Carnegie with the endorsement of 
several national higher education associations. Because of the newness of this measure, we 
have only one year of data. For the Fall 2008 cohort, the completion rate by 2014 was 41%. Our 
goal is to increase that rate to 60% by 2025.  

 
While transfer without completion can be a success, we cannot assume that all transfers are positive 
indicators of movement toward degree completion. Additionally, the benefits of completion before 
transfer are becoming increasingly important for our students. A recent study conducted by the 
Community College Research Center at Columbia University found that students who transferred with 
an associate degree were 77% more likely to complete a bachelor's degree within four years, and 52% 
more likely to earn one within six years. The reality of Seamless Transfer within SUNY also makes it very 
advantageous to complete the Associate’s degree before moving on. We must encourage our students 
to complete our degree before transferring to a SUNY Baccalaureate institution. To best serve our 
students, increases in transfer rates must be coupled with increases in completion rates. We will use the 
following measure as our primary transfer indicator: 
 

• Transfer with completion rate for all matriculated students new to TC3 (full-time and part-
time) after 6 years and who earned at least 12 credits. For the SAM Fall 2008 cohort discussed 
above the rate was 27%. Our goal is to increase that rate to 40% by 2025.  

 
The bottom line - the number of completions must increase, the number of transfers who also complete 
must increase, and, importantly, the number of students who fail to achieve either outcome must 
decrease.  
 
These are ambitious goals, ones that will require us to establish a number of equally ambitious shorter-
term goals and transformational strategies to ensure our success. These will be outlined in more detail 
in Parts II and III of this plan.  
 
This is not a matter of working “harder” or “smarter.”  It is a matter of continuing to sharpen our focus 
while we challenge our prevailing assumptions, policies, and practices, inside and outside the classroom. 
They must be redesigned to better align with the needs of our current and prospective students. We 
know that many of our students bring with them needs, habits, skills, and beliefs different from those of 
a generation or two ago and we must find more effective ways to meet their needs. We will achieve our 
goals, not just by finding “better students,” but by finding better ways to serve the ones who choose 
TC3. We simply cannot keep on doing as we’ve always done and expect different results.  
 
 

BRUTAL FACTS 
 
I won’t repeat all the brutal facts outlined in my February memo but I do want to highlight a few that 
cannot be forgotten as we move forward: 
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• The brutal fact about the political environment in which we find ourselves is that higher 
education is no longer seen primarily as a part of the public good nor that we can be trusted to 
do the right thing. We are increasingly being called out to prove our intentions, methods, and 
outcomes. This zeal for accountability has become a public rallying cry that effectively drowns 
our voices in the public arena. 

 
• The brutal fact about funding requires that we recognize that we can no longer expect 

increasing, or even necessarily steady, levels of public funding. And what funding we do receive 
will increasingly be tied to performance indicators defined by external groups.  

 
• The brutal fact about our students is that they arrive without the skills, habits, beliefs, and 

relationships necessary for success and we must accept the responsibility to help develop them, 
inside and outside the classroom. 

 
• The brutal fact about us is that our understanding of the needs that our students bring has also 

not kept pace.  While we may always have the best intentions, our policies, practices, and 
procedures may themselves contribute to the significant challenges that our students face. 

 
 

HOW WILL WE MEET THE CHALLENGE? 
 
While we must recognize the brutal facts, we also must not allow those we cannot change to control us 
any more than necessary. We must develop strategic priorities that will build on our strengths and will 
collectively focus our attention, resources, and efforts where we do have the ability to create positive 
change and where we can have the greatest impact. 
 
This is a pivotal time for us as a community college. We must develop clarity of direction, continue to 
nurture a culture of transparency to foster a sense of trust, and find the energy to move forward in as 
much harmony as possible with our external pressures and requirements. We must examine the 
assumptions behind our current policies and practices and assess whether they are achieving their 
intended outcomes.  
 
We must embrace change. Some of that change will be uncomfortable. Tweaking or strengthening only 
some elements of our work as we’ve always done it is inadequate. We must be open to discussing 
allocation of our resources (including time and staffing), our working and structural relationships, and 
the current roles of our standing groups, including the cross-functional councils. We must engage in 
change that will improve the potential success for all of our students. We must transform or we will be 
left behind. 
 

 
STRATEGIC PRIORITIES 

 
Below are four strategic priorities, formulated from the Listening Tour, other discussions, and internal 
and external research. They are broad, inter-related, support all elements of our organization, and are 
intended to guide the development of the increased supports needed to improve student success and 
completion. 
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• THE FIRST SEMESTER MATTERS: ENHANCED TRANSITION AND FIRST SEMESTER SUCCESS 
 

This has been the theme of many recent collegewide discussions, all of which, coupled with 
extensive research, have pointed to the need for increased understanding of the barriers our 
students face. Framing the conversation as “students should . . .” is not sufficient. How can we 
redesign the transition and first semester experience to increase the success of more of our 
students?  

 
• ON-GOING SUPPORT FOR ALL STUDENTS, ESPECIALLY HIGH-RISK GROUPS 
 

While support for the transition to successful student and academic citizen during the first 
semester is important, the research is also clear that the need for support and guidance does 
not end there. How will we design and integrate policies, programs, and practices that provide 
on-going support and development to our students, particularly those who bring or find 
significant barriers to success?  

 
• MARKETING 
 

We need to approach the concept of marketing holistically, understanding that it is inclusive of 
our curriculum, academic rigor, support services, campus life, and outcomes. It is not just 
advertising. What are the key strategies that will strengthen the TC3 experience in ways that 
will resonate with current and prospective students?    

 
• ENHANCED EVIDENCE-BASED DECISION MAKING 
 

We create a lot of data and information but it is not always readily available and known to all 
who could use it. How can we strengthen our creation, sharing, and use of meaningful 
information to provide guidance to our decisions related to planning and resource allocation?  

 
It is important to again note that the challenges we face and the shifts we have identified in our student 
body are not unique to us. We share these challenges with community colleges across the region, the 
state, and the country.  
 
What is different for us is the level of our collective passion and the exceptional nature of the 
experiences we can offer our students. I continue to have “unwavering belief and faith in the faculty and 
staff of TC3. No community college president anywhere could be more proud of the dedication, 
commitment, and professionalism you all demonstrate daily in your respective responsibilities in serving 
our students.”  Our collective dedication to innovation and creativity is evident in so many recent 
initiatives, including Write to Learn, the new Vector Scholars program, the Network Peer Mentor 
program, the accelerated developmental English curriculum model, and many others. 
 
I know we can, and will, successfully face our current and future challenges. 
 


