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Southwestern Oregon Community College 

fulfills the educational and cultural needs of 

our diverse communities by providing 

equitable access to exceptional teaching and 

learning in a collaborative, engaging, 

sustainable environment, which supports 

innovation, lifelong enrichment, and 

contribution to global society. 

 

In 2020-21, when the strategic plan was 

formally adopted, leaders outlined a set of 

guiding principles that were flexible enough 

to navigate the depths of the global public 

health crisis through which they emerged.  

As the pandemic’s effects on Southwestern 

became clear and external conditions began 

to exhibit preliminary signs of waning, 

leaders identified several strategic priorities 

to carry the mission through the end of the 

strategic planning cycle in 2027:   

 Student Success 

 Enrollment 

 Equity 

 Capital   

The guiding principles—intentional 

excellence, lifelong learning, student 

centeredness, and collaborative 

innovation—were named formally as 

institutional values that continue to underpin 

the college culture. 

Since the adoption of the new Priorities, the 

strategic process of evaluating the internal 

and external conditions to establish desired 

trajectories for growth has been iterative and 

participatory.  Countless formal and 

informal conversations with the Executive 

Team and the College Council, as well as 

with key working groups such as the 

Institutional Data Team and the Student 

Success Committee, have yielded a set of 

indicators to measure how well each priority 

is achieved, along with goals for continuous 

improvement.   

During the developmental process of 

identifying these metrics, the first ever 

college-wide Planning Day inaugurated the 

new budget planning season under the 

mission-based budgeting model.  At that 

time, these key performance metrics were 

nearing the end-point of their evolution and 
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refinement cycle, and had been coming into 

use over a period of many months or longer.  

Departmental-level action planning, 

however, is not about hitting a metric—the 

organizational equivalent of teaching to the 

test.  Rather, strategic action planning is 

about tangible, on-the-ground changes that 

make an intentional, and meaningful 

difference in each of the strategic priorities.  

An important result of the day’s activities 

was broad recognition of similar tactics, 

objectives, and ideas that surfaced across 

departments to advance the mission.  A 

follow-up event for collaboration planning 

rendered three institutional goals that 

emerged almost universally as an organic 

framework from which to hang new 

initiatives, special projects, and 

interventions that require new resources:   

 Foster a culture of care to serve 

students and staff;  

 Develop a campus-wide approach for 

ongoing professional development 

for all staff; and  

 Increase collaboration and 

communication across the college 

and all work groups. 

 

Measuring the Mission 

The new key success indicators for each of 

the Strategic Priorities do not represent the 

whole of all data points necessary to 

understand the depths of the mission.  

Rather, these metrics have been selected to 

work together to tell the story of the student 

and the college experience.  Many of the 

measures are combined metrics, made up of 

several components that are examined 

separately by the respective bodies and the 

leaders and staff in departments responsible 

for them.  These metrics represent 

immediacy in student outcomes, with many 

focused on near term antecedents to longer-

term results.  The short-distance focus holds 

the attention of the campus community on 

the individual steps required for learners to 

reach their overall goal. 

Each of the measures are supported by one 

or more intervention or broader campus 

initiative, with more in the works following 

Planning Day.  Success of these efforts is 

evaluated by changes in a strategic success 

indicator or one of its component parts.  The 

evaluative process is more complex, though 

holding the metric at the fore encourages 

faculty and staff to visualize the effect of 

their personal actions on student 

achievement. 

Goals for continuous improvement illustrate 

movement and progress.  A departure from 

prior annual summaries based on 

maintaining a fixed outcome, each strategic 

indicator is accompanied by an aspirational 

target to achieve by the end of the strategic 

planning cycle in 2027, with incremental 

progress goals for annual improvement.  

Summarized on a three-level rubric, 

achievement of the annual rate of progress 

“meets” the goal; inadequate progress 
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“needs improvement”; and negative change 

“does not meet” the annual goal.  Goals for 

the handful of indicators that require near 

perfection annually, or are already at a 

satisfactory threshold, are based on 

sustaining achievement. 

 

Student Success 

The heart of the mission, Student Success is 

the number one priority at Southwestern 

Oregon.  Defined as promoting student 

success with an engaging and supportive 

learning environment in and out of the 

classroom, the first of four indicators 

combines degree completion, transfer, or 

retention at three years after students 

become degree-seeking.  The remaining 

three indicators of student success are nearer 

term, focused on early progress after one 

year of becoming degree seeking:  

Continuing, graduating, or transferring; 

completing a sufficient number of credits to 

make meaningful progress; and completing 

gateway math and writing courses, which 

are required of all degree and certificate 

programs. 

Evidence of achievement of Student Success 

is mixed, with half the indicators exhibiting 

adequate annual progress.  No progress was 

evident between the 2022-23 and 2023-24 

reporting years in the rate of student success 

at three years.  Moreover, negative change is 

exhibited for first year continuation, 

transfer, or completion, and for credit 

accumulation of full-time learners.  In 

contrast, clear improvement is evident in 

credit accumulation among learners who 

began part-time, and the rates of gateway 

math and writing completion.   

While sustained improvement is required 

beyond the time horizon of the strategic 

plan, the precursors to degree completion 

generally signal a positive outlook if the 

energy and ideas continue to flow from the 

campus community.  For instance, in fall 

2023, the United for Student Success 

campaign was launched to nurture student 

persistence and retention, with an emphasis 

on individual ownership and stewardship by 

staff.  By winter term, United for Student 

Success was partnered with the Caring 

Campus project to provide staff with 

structure and support to feel empowered in 

their responsibility for student success.  A 

series of related interventions include a pilot 

project to provide incentives and support to 

complete gateway math courses while 

increasing credit accumulation and 

encouraging persistence. 

 

Enrollment 

With a mission to serve the community 

broadly, stabilizing enrollment and 

expanding educational opportunities in our 

district is measured by a combination of 

four, multi-part and individual indicators of 

restoration and growth.  Indicators reflect 

Southwestern’s wide range of student 
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populations with diverse academic needs, 

including new degree-seekers, learners in 

non-credit courses, and matriculation of 

nondegree seekers.  Under the principle that 

students can succeed only if they stay 

enrolled, measures for this priority also 

include first-term persistence, and the rate 

that students apply for financial aid to 

ensure that all who are eligible receive direct 

support to stay enrolled. 

Enrollment also exhibits mixed evidence of 

success.  With half of the indicators meeting 

the annual goal, the outlook is hopeful.  The 

number of new, degree-seeking students has 

increased seven percentage points since the 

baseline measurement, rapidly progressing 

toward pre-pandemic numbers.  While the 

number of students enrolled in non-credit 

courses did not increase at a sufficient rate 

to restore pre-pandemic headcounts by 2027 

if sustained, at 17 percentage points, 

improvement was substantial and the pre-

pandemic level of non-credit participation is 

still within reach.  Matriculation rates of 

nondegree-seeking learners actually 

declined among high school students 

enrolled in Southwestern’s College Now 

programs, though exceeded the 2027 

aspirational target among learners 

transitioning from GED completion.  

Though first-term persistence did not exhibit 

change from the baseline year to the current 

reporting year, the rate that new degree-

seekers applied for aid edged up a whole 

percentage point. 

Several initiatives and pilot projects have 

been introduced to increase and stabilize 

enrollment and access across populations.  A 

number of new degree, certificate, and 

nondegree credential programs have been 

developed in partnership with our local 

workforce organizations, including the 

addition of a one-year PN certificate to 

accompany the two-year RN degree 

program in nursing, applied associate’s 

degrees in agroecology and human services, 

an early childhood apprenticeship in 

partnership with the Southern Oregon 

Workforce Investment Board, and a pre-

apprenticeship program in heavy equipment 

operation.  The community choir has finally 

resumed in winter 2023-24 after an extended 

intermission that began during the 2019-20 

academic year, an important resource, even 

if non-revenue generating.  In addition, grant 

funding has been secured to pilot test 

compressed courses between terms to 

increase persistence from one term to the 

next, and to recruit and retain in-district 

learners who identify as male, one of the 

populations that experienced 

disproportionate enrollment losses during 

the pandemic.  The college also received a 

Title III grant that will support enrollment 

and retention efforts, including purchasing 

software for course scheduling.  

Comprehensive initiatives such as United 

for Student Success and the Caring Campus 

project will shore up the access and 

persistence components that are necessary to 

stabilize enrollment. 
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Equity 

Southwestern’s mission is only meaningful 

to the extent that all learners have an equal 

opportunity to succeed, regardless of the 

experiences and resources that have shaped 

them and bring them to our doors.  While a 

culture of equity is practiced one-on-one and 

requires deep, critical self-reflection, 

evidence of equity accumulates to student 

outcomes.  To identify and reduce equity 

gaps through evaluation and use of data, 

measurement of equity compares outcomes 

across groups, applying a single, mid-range 

indicator of success:  retention, completion, 

or transfer at one year from becoming 

degree-seeking.  One-year overall success is 

an important predictor of longer-term 

success, and is a meaningful timepoint with 

its own antecedents and results that can be 

observed while students are still enrolled. 

Preliminary analysis of a range of student 

metrics highlighted six sub-populations of 

students to monitor success systematically, 

including learners age 25 and older, learners 

who identify as Hispanic or Latino, learners 

who identify as American Indian or Alaska 

Native, students who received a Pell Grant, 

those who enrolled less than full-time for 

their first degree-seeking term, and learners 

who identify as male.  For each student 

group, first-year success is compared to the 

rate of success for all other learners.  These 

six groups are not the only sub-populations 

that are important, but rather a starting point 

to guide analysis of equity outcomes and use 

of results in accordance with current 

conditions.  As data are examined to 

evaluate special projects and concerns these 

categories may need to change. 

The true aspirational target for equity is a 

difference in first-year success of less than 

three percentage points when comparing the 

primary population to all other students in 

the cohort.  For some groups the difference 

in outcomes is substantial and likely will 

require ongoing effort beyond the time 

frame of the strategic plan to achieve parity.  

In those cases, the identified target for 2027 

reflects one percentage point improvement 

per year, though the end goal remains parity, 

plus or minus three percentage points 

difference across groups.   

Differences in first-year success improved to 

meet or exceed annual expectations for all 

but one population of students, learners who 

received a Pell Grant, which exhibited no 

change between reporting years.  

Historically, at many institutions Pell Grant 

recipients often succeed at lower rates than 

the greater student body, though until 

recently, the opposite has been the case 

Southwestern.  With changes in the student 

financial aid needs analysis formula, Pell 

grant eligibility is expected to shift and 

outcomes for this group will need to be re-

examined and monitored closely. 

Participation in Achieving the Dream has 

helped shine a spotlight on equity since 

2013, laying the groundwork for more 
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focused projects.  Special projects such as 

inclusive housing to foster gender equity, 

Open Education Resources to reduce 

financial barriers for course materials, a new 

project to move data-into-action for 

parenting students, the newly formed 

Campus Care Team, and regular events and 

learning opportunities developed by the 

institutional IDEA Committee (Inclusion, 

Diversity, Equity, Access).  In addition, the 

college has partnered with Oregon State 

University on a grant to increase retention of 

Tribal students, particularly with a focus on 

natural resources and forestry pathways.   

illustrates the range of work undertaken to 

ensure students with unique needs have the 

support and resources for success.  

Currently, participation in NWCCU’s Data 

Equity Fellowship has begun the process of 

identifying needs and use cases for an 

internal equity dashboard that will afford 

actionable data for staff across departments.  

Together, these and other projects are a 

cohesive and responsive embodiment of 

Southwestern’s equity framework, with 

inertia generated by United for Student 

Success and Caring Campus. 

 

Capital 

Enhancing capital through stewardship of 

human, fiscal, technological, and structural 

resources, represents the assets and 

infrastructure required to accomplish the 

other three strategic priorities that are a 

direct reflection of the mission.  Capital 

success is measured by two human capital 

outcomes, six fiscal capital outcomes 

spanning both general operations and 

development, and two technology outcomes.  

Many of the Capital success indicators are 

new, developed through the extensive 

participatory and iterative process to 

coalesce into a unified picture of Capital 

success through seemingly infinite data 

points used across a number of departments.   

Overall, annual progress was achieved for 

seven of the key indicators, with positive 

results across all realms.  Human Capital, 

represented by employee satisfaction and 

median tenure as an estimate of the 

condition of the workforce, achieved success 

on both metrics.  Notably, results of 

employee satisfaction, measured by the 

overall positivity rating on the annual Great 

Colleges to Work For survey improved by 

10 percentage points from baseline. 

Fiscal Capital success is measured by two 

indicators of the strength and flexibility of 

financial resources, two indicators of general 

fund revenue optimization, and two 

indicators of development productivity.  

While the strength and flexibility of 

financial resources have been taxed heavily 

in recent years by unexpected effects of the 

pandemic, the net operating margin ratio and 

the primary reserve ratio have both 

progressed toward recovery, meeting their 

annual goal.  Results are less clear for 

maintaining general fund revenue generation 

within the budget target.  The ratio of 



 

Mission Fulfillment Annual Review 
February 26, 2024 

Page 7 

reimbursable FTE to the state allocation 

improved from baseline but still fell short of 

the target, and general fund billing credits 

were further off target during the current 

reporting period than baseline.  

Development productivity was among the 

strongest successes, exceeding targets both 

in annual fundraising for the endowment and 

in scholarships awarded. 

Originally isolated as a freestanding 

strategic asset and simultaneously identified 

as one of the four core Capital resources, the 

iterative process of defining key 

performance indicators has consolidated 

Technological Capital into the compendium 

of Capital assets and infrastructure that 

support Student Success, Enrollment, and 

Equity.  Summarized by technology security 

and availability, and support for students 

indicated by the quality of services, these 

metrics are new and not yet available in full.  

Evaluating security and availability requires 

a pair of indicators:  total uptime of key 

resources and a summary of breech 

attempts.  Each of these metrics is made up 

of a number of smaller values, some of 

which have been used for routine system 

monitoring for well more than a year, and 

others only recently available.  Preliminary 

estimates suggest technology security and 

availability are meeting goals, though these 

results will be updated as new monitoring 

tools and resulting data are brought into 

production.  Monitoring for quality of 

service has not been routine or systematic.  

New procedures and data collection are in 

development to improve the efficiency and 

effectiveness of technology support. 

As with Student Success, Enrollment, and 

Equity, a range of initiatives and special 

projects underly Southwestern’s 

commitment to Capital success.  A series of 

new technology tools and procedures for 

student payments and purchases have been 

adopted to reduce expenses to the college 

and students alike while improving 

effectiveness of revenue collection.  

Investments in building security provide a 

safer environment for the entire campus 

community without additional workload to 

the facilities or security staff.  New 

construction projects and land acquisition 

make better use of existing structural 

resources both for academic and workforce 

development courses, including a food 

truck, a new fire tower, and renovations for 

dental assisting, paramedicine, computer 

science, and forestry and agroecology.  

Improved procedures have been introduced 

to account more accurately for student 

participation that generates noncredit FTE.  

New performance management tools that 

will support employees are underway, and a 

new professional development series that 

emerged during Planning Day and its 

follow-up collaboration planning will 

provide tangible skills for staff in all 

departments to support and retain students 

more effectively.  A sizable investment in 

cybersecurity has already proven its worth, 
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preventing a major security breech before 

any damage could be done, thus keeping all 

systems intact without disruption and all 

data safe. 

 

The Story these Numbers Tell 

The past few years have been rough on 

higher education, especially public, open-

access institutions.   

Results for Student Success are likely to 

remain volatile as many learners within the 

time frame of analysis experienced a 

disjointed educational experience between 

2019-20 and 2022-23, including those who 

opted out altogether and may experience 

new challenges of unexpected learning loss 

as they consider returning.  The early 

indicators, however, lend an air of stability 

and recovery to the overall message—

contingent upon sustaining the momentum.  

Uniting for Student Success and Caring 

Campus must become fused with the 

underlying artifacts and assumptions of 

doing business across all departments.  

Capacity for academic supports such as co-

requisite courses and basic needs may need 

to expand. 

The intersection of demographic and 

pandemic-caused enrollment declines has 

been breathtaking globally, for institutions 

as well as for the long-term health of 

learners and their communities.  While 

enrollments are beginning to rebound at 

many peer institutions, recovery has been 

slower at Southwestern.  New growth, 

however, is budding.  Results of enrollment 

outcomes suggest the time is now for 

buttressing capacity to serve new learners in 

new ways.  With educational attainment in 

Southwestern’s service district resting at just 

30 percent of adults age 25 and older 

holding a two-year or more advanced 

degree, our community is fertile territory for 

expansion of both academic and workforce 

programs.  Technical assistance and support 

from the Rural Guided Pathways project that 

began in 2022 will assist in developing a 

structure to enable learners to weave more 

seamlessly between evolving workforce and 

academic credit goals, and back again.  Even 

on the brink of spring, postsecondary 

education is not baseball.  To build it does 

not mean they will come.  Recently 

expanded resources in marketing and 

recruitment will assist in helping learners to 

reframe what education can mean personally 

in the fluid and flexible pathways that seems 

to be emerging from the students 

themselves. 

Evaluation of two core mission priorities—

Student Success and Enrollment—took on a 

fresh face in 2022 when the Board of 

Education committed to learner-center 

practices that stir a sense of belonging 

among the entire campus community, 

welcoming and cultivating a diverse student 

body and workforce (BP 5300 Equity 

Statement).  Perhaps the biggest 

accomplishment has been to attempt to 
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measure mission equity in a meaningful 

way.  That it should be led by a largely 

privileged team, without tokenizing or 

sidestepping critical stakeholders, has been 

daunting.  Initial results suggest existing 

programs and resources to support learners 

with unique needs have been effective.  The 

real message from the results, however, is 

that these data are an incomplete 

representation of how equitably the mission 

is fulfilled.  These results do not reflect 

every underserved or marginalized 

population at Southwestern, nor the nuances 

afforded by data that capture experiences 

that are not easily quantified.  The process 

of monitoring, evaluation, and learning is 

core to continuous improvement, and 

perhaps the best tool to learn how to 

measure the mission equitably. 

The infrastructure and assets that support the 

mission are largely adequate, or improving 

adequately.  The special points of light 

bolstering Student Success—offered by 

development especially—cannot, by 

themselves tip the direction on the 

fundamental challenge of revenue 

generation that has floundered during the 

recent period of unpredictability.  

Enrollment outcomes suggest a new 

direction may be imminent, though the lag 

period of funding will continue to stymie 

resources in the near term.  Yet to be 

revealed is the effect of the state’s new FTE 

distribution formula that is scheduled to go 

into effect in the coming year, still untested.  

Continued monitoring of the early indicators 

of Student Success and Enrollment 

discussed in this report will assist in 

developing interventions that improve 

learning and completion, as well as revenue 

under the new formula. 

 

Overall, Southwestern is fulfilling its 

mission, one student at a time.  The path 

forward will not be easy, but the evidence is 

optimistic and the staff are united in the 

vision. 
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