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How did we get here and where 
are we going?



“Michigan is the wild, wild West.”

2011 2012 2013 2014 2015 2016 2017 2018 2019 2020

MTA MiGPI 1.0

Study of GPI 
Cohort I



What did we learn from early 
implementers?



What we Learned from Early Implementers

What institutional characteristics supported the implementation of 

Guided Pathways?

▪ Collaboration between academics and student support services

▪ Supportive and engaged leadership

▪ A culture of innovation and evidence (supported by data)

▪ Alignment with other institutional reform efforts

How was implementation supported by technical assistance provided 

through MCSS and cross-college collaboration?

▪ MCSS as a Change Accelerator

▪ MCSS as a Technical Assistance Provider

▪ MCSS as a Facilitator of Collaboration



Spoiler Alert!
These things are all still important.



“Michigan is the wild, wild West.”

2011 2012 2013 2014 2015 2016 2017 2018 2019 2020

MTA MiGPI 1.0 MiGPI 2.0

Study of 
Mentor 
Circle 

Colleges



What did we learn from GPI 2.0 
Mentor Circle colleges?



The Study

Cross-college focus groups (16 participants in 2 focus groups)

Interview/focus group at each mentor circle college (25 participants)

How did the colleges organize the work of implementing GP?

What supported their implementation of GP?

How are they maintaining and continuing the work of GP?



Organizing the work of Guided Pathways

Collaborative Leadership (co-leads from “the two sides of the house”)

▪ Helps with cross-campus buy-in

▪ Important to have different perspectives

▪ Challenges with associating GPI roles with college positions

“We have different strengths, 

so we really complemented 

each other.



Organizing the work of Guided Pathways

Committees and Working Groups

▪ Steering committee with subcommittees/working groups

▪ Steering committee size varied widely (3 to 30+)

▪ Start big and then narrow down OR start small and then add

▪ Importance of active engagement in committees

“The committee has grown in size 

exponentially, because as you do 

the work, you realize that certain 

voices were missing from the table, 

so we added them in.”

“We kind of started with everybody, 

and now we’ve whittled that down.” “We just kept inviting these outside members into 

being part of the steering committee, and I don’t know 

that that was the way, because they can attend the 

meeting, but if they can’t make connections to how 

what we’re saying related to how they would change 

operations in their own office, then they fall into that 

group of people who are on the committee but aren’t 

actively engaged in what the committee is doing.”



Organizing the work of Guided Pathways

Committees and Working Groups

▪ Campus-wide collaboration

▪ Centralized versus diffused planning and decision-making

“Everyone had an opportunity to share 

their ideas and there was a lot of open 

sharing, a lot of creativity, and we had a 

lot of flexibility to implement ideas that 

were bounced around.” 

“New friendships developed along with a 

better relationship with advising, and I think 

faculty got a better understanding of the 

issues that advisors were facing, because 

in many ways the advisors are the front line 

people, and I think it really created a lot of 

good will and better communication 

between positions that previously had been 

in silos.”



Organizing the work of Guided Pathways

Committees and Working Groups

▪ Embedding GP work into standing committees

▪ Possible disadvantages of creating GP-specific committees

“We would take it to the curriculum committee 

and the committee would go through their 

processes, but the curriculum committee was 

never pathways, it was always reacting to 

pathways.  Their job hadn’t changed, so they 

weren’t getting things like the role of pre-

requisites or the importance of developmental 

education reform…each committee tried to just 

keep doing their work the same way.” 

“It was embedded in the 

process, so the work got done.  

Otherwise it could have taken 

years to get stuff done, so this 

worked really well for us.”



Organizing the work of Guided Pathways

Changing Roles and Responsibilities

▪ Few colleges added new staff as a result of GP

▪ Changes in role of advisors (shift to case management model)

▪ Idea that everyone is responsible for student success under GP

“We quickly found through some student interviewing early on that students have no 

idea that their supervisor on the maintenance team isn’t an advisor.  So that lightbulb 

moment happened, and we made sure everyone knows how to do the basics and also 

knows when to hand off…Now they have some tools in the toolbox to point people to 

the right place or put in an early alert that says ‘my student employee on night shifts 

says that they’re really struggling with their math assignment this week.’  Everybody is 

an advisor, and everybody is a support specialist now, and they have the toolkit to do 

that, and I’ve never seen that happen before anywhere I’ve worked.” 



Supporting the work of Guided Pathways

Institutional support

▪ Active support from college leadership is critical for momentum

▪ Turnover in college leadership can be a hindrance or a help

▪ Very few colleges had financial support (including release time)

“Because of 

changes in 

leadership, we 

often found 

ourselves having 

to start back at 

square one” 

“If you know that you have the 

institutional support, that this is 

important, we need to keep this 

ball rolling, we need to keep it 

moving forward, the players 

may change but the focus is still 

there, and that’s what keeps the 

momentum going.”

“They want us to do all of 

these things, but there isn’t 

really the support to get it 

done, so we’re kind of sent 

out into the woods to 

gather the wood and build 

the huts but without college 

commitment.”

“If we don’t have the resources and the ability to really move it forward, then it really 

becomes a struggle, and it becomes something that sucks some of the joy out of it.” 



Supporting the work of Guided Pathways

Support from Other Michigan Colleges

▪ MCSS as a facilitator of collaboration

▪ Learning from each other was often more valuable than learning 
from national experts

▪ Different colleges are especially strong in different areas

“It’s helpful for those of us trying to 

get our faculty to do crazy things, 

to say ‘hey this is going on all over 

the place,’ and having that 

network and camaraderie really 

helps them see they’re not in it 

alone, but that there’s a lot of 

support and resources that we can 

tap into through the Center.”

“They brought us 

together 

strategically, often 

in creative ways, 

and engaged us 

in meaningful 

conversations.” 

“I think it’s been really 

powerful in a decentralized 

state to have that network, 

knowing we can call the 

Michigan Center for Student 

Success and say we’re 

looking for a sister 

community college that’s 

done some good work in X.”



Supporting the work of Guided Pathways

Support from the Scale of Adoption Assessment (SOAA)

▪ Collaborative process

▪ Helpful in identifying where there’s still work to be done

▪ Opportunity to see and share progress

▪ Some felt it was too “checklist-y”

“I think the piece that I truly 

enjoyed the most was the 

dialogue and working through 

and assessing where things 

were at and where you 

wanted them to be and where 

those gaps were.”

“I really love 

the SOAA.”

“We are making progress, from our first one to the one 

we did most recently, wow look at the progress we 

have made, and we should pat ourselves on the back 

a little bit.  So, I thought the tool was good in that way, 

to focus us, to share information, and then see the 

realizations of what we had done.”



Continuing the work of Guided Pathways

Maintenance and Quality Improvement

▪ When one thing changes, it sets off a cascade of other changes 
that need to be made

▪ Many colleges are creating maintenance plans with schedules

▪ Some colleges explicitly incorporated GP into their strategic plan

▪ Onboarding new staff to GP

“If someone changes 

a program, what’s 

the trickle-down 

effect, and who is 

maintaining it, and 

how often should 

things be reviewed?”

“Once the change is in place, that’s your 

new reality, like if you create a new 

Saturday routine, eventually you get it 

down and it’s just your Saturday routine.”

“All of these 

things have to 

be maintained.  

You can’t just 

put it out there 

and then say ‘oh 

well, it’s good.’”

“I believe that the work will continue, and 

I think it will actually become more robust 

because of our strategic planning.”



Continuing the work of Guided Pathways

Concerns about Sustainability

▪ How will the end of MCSS GPI 2.0 affect individual college work?

▪ How can colleges shift the work of GP committees into the normal 
operations of the college?

▪ What happens if key GP staff leave?

▪ What additional financial resources are needed?

“I am afraid that it’s not 

going to continue to be 

at the forefront of 

change, and I just don’t 

want this to be 

something we did and 

then it went away.”

“We really need to sit down with individual groups and 

help them see what they do from a Guided Pathways 

lens, and that requires some really clear, really focused 

explanations and diagrams of what that means for 

different parts of the college.”

“As I look at the SOAA, I think we need some money to 

make all this happen.”



Continuing the work of Guided Pathways

Initiative Fatigue

▪ Mentor circle colleges are involved in many MCSS projects and 
additional reform efforts at their individual institutions

▪ Those involved in the various projects often don’t communicate

▪ Some colleges view GP as a distinct reform/project rather than a 
broader framework or lens for approaching student success

“We kind of 

suffer from this 

phenomenon 

of ‘oh what’s 

this next shiny 

thing we’re 

going to go 

after’?” 

“Different people on the 

campus are involved, so 

there’s no connection…It 

feels like a lot of different 

little things, and I didn’t 

really know what our other 

people were doing with 

the transfer work.” 

“There are a lot of moving parts, but if 

you understand the overall structure and 

philosophy of it, it makes a lot of sense.” 

“When you’re overwhelmed, you’re not 

at your best, that’s just the reality.  But if 

we know that this is another component, 

it’s not really new work on its own.”



Losing the 

Forest
for the 

Trees



Mapping

Pathways

Getting Students

on a Path

Keeping Students

on a Path

Ensuring Students

are Learning

Align projects/reforms with the SOAA



Guided Pathways as a Building



Guided Pathways

Guided Pathways as an Umbrella



Math pathways

Meta-majors and 

program maps

Placement 

reform

Website 

redesign

Case management 

advising

Early alert 

technology

Culturally Responsive 

Teaching

Career 

Counseling FYS



Meta-majors 

and program 

maps

Various reforms as building blocks
(you’re building Guided Pathways!)

Dev Ed 

Reform

Career 

Counseling

Advising 

Reform

New 

Technology

Instructional 

Reform



Guided 
Pathways

Various initiatives as puzzle pieces
(the picture on the puzzle is Guided Pathways!)



Various reforms as mosaic tiles
(but the picture is Guided Pathways, not a horse)

Dev Ed 

Reform

Advising 

Reform

New 

Technology

Instructional 

Reform



What Next?



“Michigan is the wild, wild West.”

2011 2012 2013 2014 2015 2016 2017 2018 2019 2020

MTA MiGPI 1.0 MiGPI 2.0



“Michigan is the wild, wild West.”

2011 2012 2013 2014 2015 2016 2017 2018 2019 2020

MTA MiGPI 1.0 MiGPI 2.0



My Personal Thanks

I’ve learned so much from the Michigan colleges and look forward to 

learning more.

You may not get to see the impact, but colleges outside of Michigan 

benefit from your work and what we’re learning from that work.

Seriously, people are probably getting tired of how often I say “So, 

some of the colleges in Michigan are doing X…” or “Here’s how one 

college in Michigan solved that problem...”



Questions?
colemanevaluation@outlook.com



Take a break!



Paige Eagan

Kalamazoo Valley

Dawn Coleman

Evaluator

Barbie Hoag

Oakland

Ashley Van Heest

Jackson

Chris Engle

Mott

Panel Discussion


