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Foundations of Excellence® Implement Overview  

Welcome to Foundations of Excellence (FoE) Implement. This process will provide a 
structure for your institution to plan, monitor, and assess the implementation of 
recommended action items that emerged from the FoE self study. Although full 
implementation of the FoE action plan will likely take multiple years, the Implement process 
is divided into four phases that are designed to span one calendar year. During the year your 
Gardner Institute advisor will continue to support your institution as you begin implementing 
your plan. Your Implement liaisons will submit reports on each phase to your Gardner 
Institute advisor.  These status reports can be constructed within the implement tab in 
FoEtec platform. The reporting cycle for the phases will be determined collaboratively by you 
and your Gardner Institute advisor. Generally, however, reports will be submitted on a three-
month cycle from the date on which the Implement process begins.  

The components of Phase I constitute an overarching approach to implementing the action 
plan. The liaisons and steering committee will work together to create this approach. The 
sections in Phase I include the information about the steering committee, the major action 
items that are part of the overall action plan, the timeline, and responsible parties for 
implementing action items. This phase also promotes the development of communication 
plans to keep constituencies informed of plans and progress.  

The Phase II includes separate sections for each of the major action items. The separate 
sections enable working groups to focus on the components of implementing actions for 
which they are responsible. The platform provides a place to define “intermediate 
milestones” and steps for implementing the action item, as well as one for the related  
costs. There is also a section to record the assessment plan for each of the outcomes of  
an action item.    

The Phase III report provides an opportunity to bring together the steering committee to 
review and update implementation progress since the Phase II report. It also prompts the 
consideration of the implementation steps for the next three-month period. 

The Phase IV report prompts review of the overall activities regarding implementation of the 
action plan, reflections on progress made, and identification of issues that still need to be 
addressed for long-term sustainability of the implementation plans. The Phase IV report will 
constitute your final report to the Gardner Institute. 

Gardner Institute Support 

The Gardner Institute staff will support your institution during FoE Implement in a manner 
similar to the support provided during the FoE self-study process. Your Gardner Institute 
Advisor will serve as the primary contact when you have questions or want formal or informal 
feedback. You and your Gardner Institute might establish times for regular video chats or 
calls. The formal feedback process for FoE Implement includes written feedback on each of 
the four Phases followed by a conference call. Informal feedback or responses to questions 
can occur at any point the institution wants. As always, the whole Institute staff is available to 
provide support as needed. Technology support for the FoEtec Implement platform is 
provided by Rob Rodier, rodier@jngi.org, and Ethan Campbell campbell@jngi.org.   
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Process Webinars 
The institute will provide scheduled Orientation/Phase I and Phase II webinars to discuss the 
structure of the process and allow for liaisons to share their progress and questions. 
Additional webinars will be offered for liaisons to share implementation progress and issues.  
Institution specific webinars will be provided upon request. Dates, times and registration 
information for the webinars will be posted on the Announcements in the FoEtec platform. 

FoE Implement FoEtec® Tab 
Instructions and templates for each of the phases of FoE Implement are contained within the 
FoEtec Implement tab. Your institution will continue to have access to the password-
protected FoEtec site where you may enter your institution-specific implementation plans.  
All of the institution’s current FoEtec users, members of the self-study task force, will be able 
to view the information and the institution’s liaisons will be able to add as many individuals to 
the platform as desired. Each new member added will automatically be sent an email with 
link to set-up their own password for the site. The FoEtec platform is accessed by going to 
the John N. Gardner Institute website http://jngi.org and clicking the Login button.  

Many institutions have reported on the importance of having an open process for the self-
study. The ability to view the progress and documentation in FoEtec is an important 
component of that open process. It is arguably even more important for the implementation 
process to remain open, because so many people have invested time in developing the 
action plan. Using the FoEtec Implement phases is a way to maintain that openness, as well 
as having a structured approach to implementation. 

Setting Due Dates for Implement Phases 
 

Selecting “edit due dates” at the bottom of the 
Implement tab allows the liaison to enter new due 
dates for the four phases of Implement to fit their 
institution’s schedule.  Considering the institution’s 
academic calendar and other commitments the 
liaisons and steering committee can determine a 
realistic timeframe for the reports. Once the action 
plan has been finalized it may take one to three 
meetings of the steering committee to complete 
Phase I. While the general notion is for the phases to 
be quarterly reporting, Phase II may take more time 
than some of the other phases. 

Phase I Implement  

Phase I is designed to help your team think through the process of implementing the whole 
action plan. It will help you to establish an overall timeline for implementing action items and 
communicating about the implementation progress to the institution’s community. 

In Phase I, you will establish your implement steering committee, summarize major action 
items that constitute your overall action plan, and develop ideas for sharing the action plan 
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with those who need to know about it and/or approve it. It also encourages you to develop 
strategies for continuing communication about the overall plan and action steps to various 
stakeholders. You likely return to for guidance and edit aspects of Phase I throughout the 
implement process. 

Part A. Implementation Team (FoE Implement Steering Committee) 
Much like the FoE self-study process, successful FoE action plan implementation requires a 
team approach with clear roles and responsibilities. While the institution may not need as 
large of a task force, it will benefit from a steering committee specifically charged with 
overseeing the implementation of the FoE action plan. Implementation of major action items 
may be assigned to existing institutional units or committees, new implementation 
committees, or undertaken by the steering committee. The steering committee should have 
the same type of balanced representation of academic and student affairs as the self-study 
committee. The groups charged with implementing specific action items should be 
represented on the steering committee. The steering committee will provide coordination and 
oversight of the implementation effort.   

Please update the list of individuals to serve on the FoE Implement Steering Committee. By 
default the FoE self-study liaisons were continued as liaisons on the Implement Steering 
Committee. If the institution will use different liaisons for implementation, please let your 
Gardner Institute Advisor know so the liaisons can be updated in the platform. The 
Dimension Committee Chairs were also automatically populated as members of the 
Implementation Team. If these individuals will not be working on implementation, the liaisons 
can remove the Implement Team role from their profile by going to “manage roles and views” 
in the Administration tab. Any FoEtec user you wish to be added to implementation can be 
given the Implement Team role by the liaisons. Consider the following as you create the 
implementation team:   

1. FoE Implement Liaisons will be the leaders of the steering committee and will have 
primary contact with the Gardner Institute Advisors.  

2. Successful implementation will depend on maintaining a balance between academic 
affairs and student affairs (faculty and staff) on the steering committee. 

3. Individuals, who have been assigned to lead implementation of a major action item, 
should be included on the steering committee.   

4. If committee membership changes, update the implement team by adding and deleting 
members’ Implement Team role. If new members did not already have FoEtec access, 
add them as users. 

Members can be added one at a time or as a group by uploading a CSV file. Required 
column headers for the file are First Name, Last Name, Email Address, Phone Number, 
Title, and Role. Implement is an active role code that can be used in the CSV file.  A sample 
file with preset headers may be downloaded. The following table is created from the 
information added: 
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Part B.  Summary of Major Action Items within Overall Plan 
The FoE action plan is usually comprised of action items drawn from the recommendations 
in the FoE self-study final report. When taken together, these action items form an overall 
plan. To achieve success, institutions need to identify the goals and objectives of each 
action item and the parties responsible for implementation. If your institution entered final 
action items into FoEtec as the comprehensive report was finished the action items will have 
rolled into Part B. The action items may not be in FoEtec in the final form; in this case they 
can be uploaded into Part B. If your institution’s action plan from the final report identified 
major themes of recommendations, the Steering Committee may need to meet and clarify 
the major action items and their goals/objectives as a starting point for this work.  

1. List each of the major action items from your Foundations of Excellence final action plan 
that will be part of your overall Implement action plan.  If the items did not roll over from the 
final report section they can be added individually or imported from a CSV file into Part B. 

2. Describe the goals/objectives for each action item. The goals/objectives represent the 
desired end state when the action item has been fully implemented. In other words 
goals/objectives address the following questions. What do you want to accomplish? How 
should behavior be different or better after you have fully implemented the action item?   

3. Indicate the projected start and completion dates for each action item. Some action  
items may be completed in a relatively short time, while others may require several years  
to fully implement. Dates may be entered as a specific day or more general format. As  
more detailed implementation plans are developed for each action item these dates may  
be adjusted.  

4. Indicate if the action item is / will be connected to any major institutional initiatives such as 
the institutional strategic plan, reaccreditation efforts, quality initiatives, general education, or 
other major efforts. 

5. Add items as needed; delete any item that the committee decides not to pursue. 

 

Part C.  Sharing and Approval of Overall Implement Action Plan 
To be successful FoE Implement action plans should be shared and when appropriate 
approved by various parties at the institution. The overview and approval process (including 
budgetary approval) will vary by institution.  Likely bodies with which to share, and/or get 
approval for, the action plan might include the Board or Trustees, the Faculty Senate, the 
Faculty Union, Staff Senate, or Student Government. 
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The table in Part C provides a place to list any individuals/groups that need to be made 
aware of, and/ or whose approval is needed for the overall plan. This step will help ensure 
that the FoE action plan has been approved and is supported by key stakeholders and 
decision makers. Please add entries as needed.  

 

Part D. Communication Plan 
Ongoing communication is at the foundation of successful FoE plan implementation efforts. 
Part C asked about initial FoE action plan sharing and approval. For the plan to be 
successfully implemented and changes integrated into the culture, there must be frequent 
and continuing communication to relevant constituents and stakeholders.  

1. The communications included in this table may be about the progress on the overall FoE 
Implement Action Plan or about the implementation actions or changes in relation to a 
single action project; for example, communication about FoE plan implementation for 
alumni, an update to faculty and staff on the status of the implementation plan, a 
message about a first-year teaching workshop for faculty, an update on advising 
changes for students, etc. 

2. The audiences will vary depending on the communication and how widely the message 
content impacts institutional constituents and stakeholders. The communications may be 
directed toward the administration, faculty, staff, students, alumni, board members, 
and/or external constituents. 

3. The communication channel is the method by which the message will be shared; for 
example, presentation at an all faculty/staff convocation, meeting of the faculty senate, 
student newspaper, alumni magazine, e-newsletter, press release to area news outlets.     

4. Planning the timing for a series of communications helps to insure that there are not long 
gaps, which may produce the sense that nothing is occurring, or that there aren’t too 
many communications occurring at one time.  
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Part E.  Integration of the FoE Action Plan  
Part E asks questions about how the FoE action plan is connected to other institutional 
initiatives. If you have indicated connections for individual action items entered into Part B, 
you do not need to restate them here. However, this section gives you the opportunity to pull 
the information together for the overall action plan. It also includes a question which prompts 
consideration of using the plan or individual components to seek funding.   

1. How is the FoE action plan connected with the institution’s strategic plan? 
2. Will the FoE action plan implementation be connected with the institution’s accreditation 

efforts?  If so, how? 
3. How might / will you use the FoE action plan as the basis for seeking external funding 

(gifts, grants, etc.)? If you plan to do this, please describe what you intend to do or what 
you have already done. 

Part F.  Phase I Summary Report 
Part F provides a summary of the steps taken and next steps that are planned for the 
implementation process. It also asks for a reflection on challenges to implementing your 
action plan. There are similar summary reports for each phase; these questions can be used 
as a stimulus for your steering committee to review progress and make adjustments in your 
plan for next steps. 

1. What steps have you already taken to implement your major action items? 
2. What steps will you take between now and the submission of the next status report?  
3. Based on your efforts to date what challenges or barriers do you foresee in 

implementing the FoE action plan? These could include finances, personnel, space, 
institutional politics, and others. Is there help you need from the Gardner Institute in 
addressing these challenges? 

Phase II Action Item Implementation  

Phase II involves the development of a specific plan for implementing each of the action 
items listed in Phase I Part B. The work on the individual action items may be completed by 
different individuals or groups charged with implementing specific actions. The template 
should be completed for each of the action items in the FoE action plan; however, the action 
timeline may lead to development of some action items before others. The plans for all of the 
items do not have to be completed before feedback is requested. The Implement Team 
should be encouraged to review and add to the communication plan from Phase I as they do 
their work on Phase II. 

Information entered into Part B of Phase I about each of the major action items will roll into 
Phase II so that it is available to the individuals working on developing the specifics of 
implementing an action item. The opening page of Phase II shows a listing of action items 
and their goals. By clicking on the description of an action item, a page opens to access the 
sections associated with implementation of that action item. The description, 
goals/objectives, responsible parties, and dates for starting and completing the 
implementation roll into this view from Part B of Phase I. 
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Completed implementation plans for any action item can be downloaded as a rich text file 
(RTF) document. These documents can be shared outside of the system or used in whole  
or part to create budget requests or for grant proposals. By going to the Phase II listing  
for all items an RTF can be downloaded showing the implementation plans for all items in 
one document. 

Part A. Milestones, Action Steps, and Timeline. 
Successful implementation of complex action items requires the identification of key 
intermediate milestones and specific action steps to reach each intermediate milestone.  

1. Identify the key intermediate milestone(s) that are a part of implementing this action 
item. Each milestone may require one or multiple action steps. 

2. Identify the steps and actual or projected date for completion of each step.  
3. There may be a single person or a number of individuals responsible for each step. 

Indicate the person(s) responsible for each action step. 
4. Add as many milestones and action steps as needed. 
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Part B. Costs 
Action items vary in terms of their budget implications. Some action items have no costs, 
beyond the time commitment of those making the changes, (e.g., changing the content of 
admissions letters or developing a philosophy statement). Other action items may have more 
consequential budget implications related to equipment purchases or new personnel 
positions (e.g., establishing a new center with a director and staff). Budget implications often 
impact the timeframe for implementation. 

Review milestones and action steps in order to project the costs for implementing this  
action item. 

1. List each cost including both one-time expenses such as equipment and continuing 
expenses such as salary.  

2. Enter possible funding sources for the budget items. Are the funds to come from the 
institutional or unit budgets? Will the funds be existing money that is being reallocated  
or new money? Might the funds come from external sources (e.g., grant, foundation,  
or gift)?  

 

 

 

Part C. Assessment and Evaluation Plan 
Assessment and evaluation are at the core of any continuous quality improvement effort, 
such as your FoE action plan. The purpose of the evaluation efforts is to determine the 
extent to which each of the action items is reaching its goals and objectives. A good 
assessment plan should help you identify if the action item is having the desired impact 
and/or if adjustments need to be made to improve the impact of the action item. It may take 
some time before intended outcomes are realized; therefore, it is desirable to use 
intermediate as well as outcome measures.  

1. Start the consideration of the assessment/evaluation plan for this action item by 
reviewing its goals and objectives.  

2. The outcome measurements will most closely reflect the changes in behavior or 
organizational function that match the goals of this action item. Outcome measurements 
will help the institution know if the goal is being realized.  

a. Examples of outcome measures: 
i. If an institution implemented an early warning system with the goal of 

realizing improved course grades for students in specific gateway 
courses, the outcome measure would be the semester grade average 
for students (in aggregate and perhaps by subpopulation) in the courses 
included in the effort. 

ii. If the goal of implementing a transfer center is to increase knowledge 
about transfer and the number of students who transfer, outcome 
measures might include surveys of student knowledge of transfer and 
the number of student transfers based on Clearinghouse data.    

b. Questions to consider: 
i. Are there existing measures that will capture the outcomes? 
ii. If not, what can you measure to capture the changes envisioned?   
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3. Intermediate measures provide ways to assess the components of the action item or 
behaviors that may lead to the desired outcome. These measures provide a way to 
determine movement before the outcomes measures are available.  

a. Examples of intermediate measures: 
i. If an institution implemented an early warning system, with the goal of 

realizing improved course grades for students in gateway courses, 
some intermediate measures might include student attendance, levels 
of student use of academic help resources, levels of faculty involvement 
in identifying student needs, grades trends on assignments in courses, 
etc. 

ii. If the goal of implementing a transfer center is to increase knowledge 
about transfer and the number of students who transfer, the 
intermediate measures might include the numbers of students visiting 
the center and the number participating in the transfer fair or transfer 
visits sponsored by the center. 

4. For both the outcome and intermediate measurements address the following: 
a. What approach will be used to capture the data? The assessment approach 

may use surveys, student information system data, Clearinghouse data, or other 
types of data.  

b. Indicate when the institution plans to administer the assessment tool or conduct 
the analysis. For example, if the institution wants to collect data from a survey, 
this column should reflect the projected dates for the administration of the 
survey. 

c. Indicate the data source for your outcome measure. For example, if your 
institution is seeking to improve course outcomes in high-risk, high-enrollment 
gateway courses, please indicate the source of the course outcome data, such 
as an annual aggregate grade report generated by your institutional research 
department, or data sources provided by your registrar, and/or some other 
outcome reporting mechanism.  

d. List the person or office responsible for generating or maintaining the 
information that you will need. 

Please consider the following questions in regards to your assessment plan: 

1. Describe how the measurement results will be used for improvement purposes? 
2. How will you share the measurement results with other stakeholders?  

Part D.  Summary Report for Action Item  
Please provide your perspectives on the situation associated with implementation of this 
action item. 

1. What have you done to implement this action item? 
2. What challenges do you foresee in the implementation of this action item? 
3. What help, if any, would you like from the Gardner Institute as you implement this  

action item? 
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Phase III Implementation Progress 

As a result of the planning during Phase II there should be a clear plan to move forward on 
implementation of individual action items.  The Phase III report is designed as stimulus for 
your steering committee to reflect on the implementation progress. In the Phase III report 
you will provide an update of your progress since the Phase II report. You will also project 
your implementation plans for the next three-month period.   

General Situation Summary / Report 
1. What is the overall status of the implementation of the FoE action plan at your 

institution? 
2. What progress has your institution made since your Phase II communication with your 

advisor at the Gardner Institute?  
3. What (if any) challenges is your institution experiencing as it implements its action plan? 
4. What are the key action items for the next few months (the period spanning the time 

between now and the submission of the fourth status report)?  
5. Please share any other information that you want the staff of the Gardner Institute to 

know / use as they assist you with your institution’s implementation process. 
6. Is there any evidence that suggests you need to make any modifications or changes in 

your approaches, timing, communication strategies, etc?  

 

Phase IV Reflection and Future Planning 

The Phase IV report will constitute your final report and will include an overall summary of 
your implement activities, reflections on progress made, and issues that will still need to be 
addressed for long-term sustainability of your implementation plans. 

As a prelude to the Phase IV report consider having a retreat or series of meetings with the 
Implement Steering Committee and other key players to reflect upon progress to date, 
lessons learned from the Implement process, and to plan for the coming year. The questions 
in the Phase IV report can serve as agenda items.  

There are two parts to the Phase VI report: 

Part A. General Situation Summary / Report 
1. What is the overall status of the implementation of the FoE action plan at your 

institution? 
2. What progress has your institution made since your Phase III feedback from your 

Gardner Institute advisor? 
3. How has your institution addressed the FoE implementation challenges identified in the 

last update discussion with the Gardner Institute?  
4. What (if any) new challenges is your institution experiencing as it implements its FoE 

action plan? 
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Part B. Reflection and Application to the Future 
1. Sharing and Approval 

a. When considering the sharing and approval processes identified in Phase I Part 
C, what did or did not work well? 

b. Did any groups need more information; were any groups missed? If so, which 
ones? 

c. From what groups, if any, did you experience resistance, and what did you do 
and/or need to do continue to do to address that resistance? 

2. Implementation Team 
a. How has your implementation team changed (in membership, perspective, etc.) 

over the past year? 
b. How might the composition of the implementation team need to change in the 

year(s) ahead to help your institution successfully continue to implement its 
action plan? 

3. Timeline 
a. Based on your institution’s experiences with the action plan implementation, 

what changes, if any, are needed in your timeline outlined in Part B of Phase I? 
4. Assessment 

a. What has your institution learned from its assessment and evaluation of action 
items?  

b. How has that information been disseminated and applied to action? 
5. Communication 

a. To what degree have your communication efforts (outlined in Phase I) been 
effective?  

b. What changes/additions should your institution make in its communication plan 
to help enhance the future success of these efforts? 

6. What other considerations / observations about the long-term success of your 
institution’s action plan would you like to share with the staff of the Gardner Institute? 

Final Thoughts 

The overall goal for Foundations of Excellence Implement is to facilitate an institution’s ability 
to be able to implement their action plans to a high degree. We hope that the implementation 
steps and plans developed the year have enabled substantial progress on the action items 
identified for immediate implementation. We also hope that the actions and reflections taken 
as a part of all of the FoE Implement phases have prepared you to continue implementation 
for the remainder of your action items. 

While the FoE Implement support is designed to last for a year we recognize that full 
implementation of the action plan is likely to take several years. We hope that you will 
continue to use and modify the implementation plans that were developed through this 
process and implement your plan to a high degree. While the official contract with the 
Gardner Institute will end, the members of the Institute staff will continue to be interested in 
your progress. We welcome continuing contact and are willing to assist when we can. 

  

 


