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This Field Guide provides colleges, higher education systems, and state education agencies with a start-to-finish process to guide 
their own competency-based education (CBE) planning efforts. We developed the guide to address a question often considered in the 
higher education community: How might postsecondary institutions better support learners’ credential completion and job placement 
through more flexible educational offerings and supportive services? The intention of this guide is to highlight the deliberate process 
required to holistically research, plan, and gain buy-in before deciding to move forward with program implementation.

As a key example, the guide will feature the ALIGN project, an intensive 18-month planning process to reimagine a system-wide 
approach to postsecondary competency-based education (CBE) across Kentucky’s 16 community colleges. 

This planning process, developed and led by the Competency-Based Education Network (C-BEN), provided the framework for fully 
engaging faculty and other stakeholders to reimagine how the whole system enterprise, not just discrete interventions or individual 
institutions, can deliver student-centered, flexible competency-based learning models. 

Leaders at C-BEN strategically guided the Kentucky Community and Technical College System (KCTCS) through a planning process 
to ‘think big’ about an alternative learning model that could be responsive to both unprecedented change in the higher education 
landscape and a shifting labor market. 

This Field Guide was prepared by a documentation team—Barbara Endel, PhD and Maggie Snyder—to advance the learning from 
KCTCS’s work for other colleges and systems considering joining the CBE movement.

The guide begins with a Quick Start section to help college leaders, faculty, and staff understand the planning phases of work and  
to share Kentucky’s timeline and outcomes. It includes steps to take to begin CBE exploration. Next, we present the specific  
six-phase process developed by C-BEN and how the process was undertaken by KCTCS. We explore the recommendations the team 
developed as a result of the process. Last, we surface important areas of focus for any college and system as they consider CBE in 
Managing Change, Lessons Learned, and Tools and Resources. 

About this Field Guide
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Quick Start
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The US labor market is increasingly dynamic, demanding new and more advanced skills from workers and requiring most adults to have 
a postsecondary credential. There is also continued acknowledgement of learners’ needs, with one-third of students attending college 
over the age of 25 and 64 percent continuing to work while they are in school.1 The changing nature of work is shortening the shelf life of 
job-specific skills. Without flexible delivery models, many learners will face long-term limitations in their career opportunities. Today’s 
learners are also increasingly demanding an opportunity to connect what they already know with what they can do. That demand, 
combined with a desire to be served by flexible programs that provide quality learning leading to employment and career advancement, 
is something higher education is struggling to undertake. 

“Competency-based education combines an intentional and transparent approach to curricular design with an academic model 
in which the time it takes to demonstrate competencies varies and the expectations about learning are held constant. Students 
acquire and demonstrate their knowledge and skills by engaging in learning exercises, activities and experiences that align with 
clearly defined programmatic outcomes. Students receive proactive guidance and support from faculty and staff. Learners earn 
credentials by demonstrating mastery through multiple forms of assessment, often at a personalized pace.” C-BEN’s Definition of CBE

1Today’s Student (2019). Lumina Foundation. Retrieved from: https://www.luminafoundation.org/wp-content/uploads/2019/02/todays-student.pdf

Why CBE?

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources
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3,127 colleges and 
universities have at 

least some elements 
of CBE (2020 data)

76% of colleges 
believe CBE will grow 

in the next 5 years

60% of community 
colleges have 

CBE programs in 
development

28% of the 3,127 
institutions with a CBE 

program are public 
2-year institutions

The College CBE Landscape
By the Numbers2

22020 National Survey of Postsecondary Competency Based Education (NPSCBE)

KENTUCKY’S RESPONSE

To proactively address these issues, the Kentucky Community and Technical College System (KCTCS) began in fall 2019 to build a plan 
to understand what an alternative education model could look like. In 2020, KCTCS, supported by funding from Ascendium Education 
Group, teamed up with the Competency-Based Education Network (C-BEN) to launch a planning process to explore what competency-
based education (CBE) could offer KCTCS learners. C-BEN is a network of professionals focused on effective, efficient, and equitable 
outcomes for learners. C-BEN starts with the principle that competency is the key to unlocking the talent that learners bring with them. 

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources
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How to Get Started 

 STEP 1:  
Review this Field Guide, which provides insights and information 
to other states, systems, and colleges that may be interested in 
exploring a CBE planning process similar to that of KCTCS. 

 STEP 2:  
Prepare for institution or state-wide conversation by convening 
a meeting with leadership to review the value proposition of CBE 
models and gain buy-in. For technical assistance and consultation, 
contact the team at the Competency-Based Education Network. 

 STEP 3:  
Convene a meeting with the executive team and/or cabinet to 
review the Field Guide and talk through the potential to engage in 
a planning process.

 STEP 4:  
Discuss the value proposition of CBE with key stakeholders, such 
as employer partners, college leaders, faculty, staff, and students.

 STEP 5:  
Design a planning process specific to your institution’s needs. 
For questions about the planning process or for consultation and 
technical assistance, contact C-BEN at www.cbenetwork.org. 
For information specific to KCTCS, contact ALIGN@KCTCS.edu.

For colleges or college systems ready to start planning for CBE models, the following steps will ensure an intentional and research-
based process.

CBE FIELD GUIDE 8

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources

https://www.cbenetwork.org
https://www.cbenetwork.org
mailto:ALIGN%40KCTCS.edu?subject=
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C-BEN’s CBE Model Planning Process and Six Phases
The CBE planning process, consisting of six phases, was designed by C-BEN for any college or system to explore a potential CBE delivery 
model. The team from KCTCS activated a 10-person facilitation team (a combination of system office staff and college faculty and staff) 
to strategically guide the collective group of stakeholders. Faculty and staff across all 16 colleges, including the system office staff 
representing the entire college enterprise, were deeply engaged. 

Project Framing
Work with executive leadership to discuss how a CBE initiative 
could align with strategic goals and create high-level intended 
outcomes, as well as a framework for who should be involved 
in the planning process and communication plans to ensure 
transparency. Secure any necessary resources to conduct the 
planning process. Assemble the structure and leadership team 
needed for executing the planning process and working toward  
the goal of creating an implementation plan.

Vision Setting & Sharing
Convene a broad group of stakeholders, including learners, faculty, 
staff, employers, and state and community agencies, to determine 
how CBE can serve each audience. Based on feedback, create a 
shared vision and value proposition for each stakeholder group 
that should be vetted with the diverse audiences and then shared 
widely to broaden engagement. 

P H A S E

1
P H A S E

2

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources
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Identifying Current &  
Future State

Evaluate the current state and effectiveness of the current model. 
Evidence should be gathered from both academic and non-academic 
areas and from any external partners who can provide insights. 
Facilitate a process to specifically define what a competency-based 
model might look like in both the system and institutions. Define 
key terms by developing a shared lexicon to ensure consistency 
throughout the potential adoption of competencies and assessments 
across the curriculum and departments.

Researching Best Practices
Review existing literature, toolkits, and field guides to further 
develop and expand on ideas for what the competency-based 
model should look like in practice. Participate in fact-finding 
sessions with others who have implemented CBE and investigate 
related activities happening in your region.  

P H A S E

3
P H A S E

4

Performing Gap Analysis
Decide which resources would be needed to implement the 
competency-based model by comparing the current state to the 
desired future state using evidence collected during Phases 3 
and 4. Resource planning at this phase examines all areas of the 
institution to determine what financial, human, technological, and 
communications resources, student supports, and external affairs 
are necessary, detailing by each area why the resources are needed 
to reach the defined future state. 

Proposing Recommendations 
for Moving Forward 

Determine the specific steps that must be taken to move 
from the current state to a competency-based future state, 
placing recommendations in order of priority and completion. 
Recommendations should be placed on an implementation 
timeline, including if a phased approach would be best, along with 
when and how any resources will be procured. 

P H A S E

5
P H A S E

6

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources

C-BEN’s CBE Model Planning Process and Six Phases cont.
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Example CBE Project Planning Timeline

PRE-PLANNING 
The pre-planning timeline and activities are extensive, with at least five months required to complete the preparation needed for CBE 
exploration. While the pre-planning formally begins on this timeline in March 2020, the initial activities undertaken by Kentucky began in 
fall 2019 when the KCTCS Vice Chancellor drafted the initial concept for the CBE project at scale and sought external funding. 

The pre-planning built buy-in among key stakeholders at KCTCS, as well as with key government staff, influential employers, and other 
state agencies. The pre-planning also included engaging in a grant proposal process, building the external consultant team to support 
faculty and staff, and establishing the project’s guiding leadership team. 

Flexible  
learning module/
CBE project 
conceptualized

System self 
assessment/
data analysis

100+ faculty and 
staff organized 
into 4 working 
groups

System review 
of ALIGN Report 
and Final Report 
released

Determine next 
steps

Planning grant 
from Ascendium

New Model 
foundational 
elements 
defined

Vision setting Initial ALIGN  
Report released

pre-planning planning wrap up outcome

march aprilfebruaryoctober october novemberapril september september

2020 2021

This high-level, 12-18 month timeline is an example of how a college or system can engage major stakeholder groups to explore and plan a 
transition to CBE. This model empowers faculty, staff, and leadership across the whole college/system and was used by KCTCS to determine 
feasibility of reimagining a new CBE teaching and learning delivery model. 

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources
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Identifying the Opportunity Window 
As you consider pursuing CBE at your institution or system, it is important to understand the opportunity signals that indicate the timing 
is right to pursue planning for alternative education delivery models. Here are signals that can help your team gauge readiness.  

1.  Entrepreneurial leadership who can identify pressing problems and potential solutions: KCTCS’s Vice Chancellor for Academics and 
Workforce Development had been searching for a way to close workforce gaps in the state. An initial problem he thought CBE could 
address was the translation of skills and knowledge developed via education to actual business needs. He looked for creative ways to 
solve this problem and turned to CBE. Simply put, CBE would allow for education to be distilled into competencies that students and 
employers could understand, communicate, and compare.

2.  A recognition of the changing future of work: This is a phenomenon happening across the country and was a special focus within 
Kentucky to try to better move at the speed of business.  It is key that system and/or college stakeholders consider the implications 
and importance of their role in adapting to meet new learners and fast-changing market needs based on a specific regional context. 

3.  An identified disconnect between labor market needs and the workforce: The need to upskill and reskill the population quickly and 
effectively was evident in Kentucky, driving the need for the colleges and system to be more creative in recruitment and offerings to 
remain viable. The vice chancellor believed that, due to this, there may be increased incentive for the colleges to consider flexible 
educational delivery models, such as CBE.

4.  A link to the statewide workforce development plan: The Kentucky plan prioritized alignment between education and industry 
demands, as well as an integration between P-12, adult education, and postsecondary education to provide lifelong opportunities.

5.  Active external initiatives that indicate similar problem prioritization: Kentucky was selected as one of three grant-supported states 
by the US Chamber of Commerce to pilot their Talent Pipeline Management (TPM) program. One goal of TPM is to ensure citizens can 
build the skills to enter in-demand career pathways via individualized educational opportunities. 

The confluence of these factors increased prioritization in Kentucky for aligning employer, education, and learner interests, defining 
credentials of interest, and building an economy that worked better for more people.

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources

Pre-Planning cont.
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Securing Funding 
While external funding is not a requirement to successfully plan for a CBE process, it can help ensure success and collaboration. 
Kentucky was able to secure external funding from Ascendium Education Group. This was key to KCTCS’s ability to undertake such a 
thoughtful and comprehensive planning process with C-BEN’s guidance. The funding permitted KCTCS to structure a very intensive 
faculty and staff engagement process with the ability to pay stipends to the working group leaders and two Chancellor’s Fellows who 
served on the project leadership team.

PLANNING 
The planning stage was composed of C-BEN’s six planning phases. The timeline above includes key moments when major activities were 
completed, such as when the vision was established by key Kentucky stakeholders and extensive college data was reviewed as part of 
defining the current state. The planning process is described later in this field guide. 

WRAP UP 
The final planning stage in fall 2021 culminated into a set of 17 recommendations made by the six working groups (in total over 100 
faculty and staff and over 200 external stakeholders) and underscored that the entire planning process yielded more than imagined 
about how to enhance the learner experience across the entire college enterprise. These 17 recommendations are discussed in detail 
later in this field guide.

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources

Pre-Planning cont.

The ALIGN project provided us an opportunity to take a hard look at ourselves to determine 
how we can streamline our processes to become more efficient and student friendly. Our goal is 
always to do what’s best for students. It’s extremely important that we support what our business 
partners need as well, which is getting students through the pipeline quickly. That’s why I’m 
excited about the possibility of flexible learning models that can be prototyped and scaled. 
Dr. Paul Czarapata, KCTCS President
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OUTCOME 
The entire process was designed to answer the question: What could a new flexible competency-based education delivery system for 
offering education and student support services look like?  In November 2021, the reimagined CBE model, created by the working groups 
and facilitation team, reflecting the entire planning process was brought forward, in the form of a motion, to the KCTCS executive 
leadership for approval. Because of strong shared governance in the system, this step was needed to ensure the broad endorsement of 
the project to move forward. 

The motion, first and foremost, recognized the outstanding work of the more than 100 KCTCS employees who created the overall 
recommendations. Second, the motion recognized that, in order to determine which colleges wished to implement one or more of 
the ALIGN recommendations, a follow-up effort would need to be designed with a more concrete operational plan spelled out. The 
executive leadership approved both components of the motion.

Given that Kentucky is moving forward, a survey of the KCTCS college presidents in early 2022 will determine which colleges are ready 
to consider implementation of any of the 17 recommendations within the report. If colleges wish to move forward, a cross-functional 
college and system office team will be formed to support implementation.

This is one of the first initiatives KCTCS has worked on that is from the ground  
up where staff and faculty can truly explore before saying yes or no.
Ingrid Washington, Vice President, Student Support Services,  
Gateway Community and Technical College, and Facilitation Team Member 

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources
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Planning Process
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The ALIGN planning process consisted of six phases. These phases were developed by C-BEN and implemented by the ALIGN project 
facilitation team over the course of 18 months to strategically guide stakeholders through a process of inquiry to reimagine teaching 
and learning. The phases activate the decision-theory based process to ensure faculty and staff-comprised working groups could learn 
about CBE, understand the current state of KCTCS data and outcomes, research best practices, and draft recommendations outlining 
how CBE could be considered, if adopted, within its general education, technical education, and workforce solutions offerings. C-BEN 
helped the working groups take into account how the programs and the student support systems, business services, information 
systems, technology, human resources, and other internal systems could be evolved to add flexible CBE models. Importantly, C-BEN 
guided a comprehensive process for colleges to analyze their own data. The data analysis led to the development of comprehensive 
recommendations that span the entire learner experience. 

C-BEN’s Planning Process and Six Phases 

C-BEN is extremely proud to partner with the Kentucky Community and Technical College System and 
lead it through a comprehensive planning process, exploring the viability of competency-based learning.  
Kentucky’s community and technical colleges have long been leaders in innovation. Over the past 18 
months we have supported the system to explore and consider the complex challenges facing learners and 
employers and the skills and competencies needed to navigate a dynamic landscape. 
Dr. Charla Long, President, Competency-Based Education Network

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources
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“This isn’t just a roadmap for CBE; it’s a roadmap leading the colleges to better outcomes.” – Faculty member

Project
Framing

➀

➃ ➄ ➅

➁ ➂
Vision Setting 

& Sharing
Identifying Current 

& Future State

Researching 
Best Practices

Performing 
Gap Analysis

Proposing 
Recommendations

Define project scope, 
establish initial KCTCS 
support, and assemble 

leadership team.

Meet with executive 
leadership to establish 
project vision and share 
with Academic Council 

and Faculty Senate.

Interview stakeholders 
at other institutions, 

review literature, 
and enhance design 

of new model.

Compare current 
state to future needs, 

identify solutions, 
and create list of 
needed resources.

Write a proposed plan for 
potential implementation 
and present to executive 

leadership for its 
consideration. 

Conceptualize the new 
model, evaluate the 
current state, and
define key terms.

Six Phases of the Planning Process

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources
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➀Project Framing

What it is: Work with executive leadership to discuss how a CBE initiative could align with strategic goals and create high-level intended 
outcomes, as well as a framework for who should be involved in the planning process and communication plans to ensure transparency. 
Secure any necessary resources to conduct the planning process. Assemble the structure and leadership team needed for executing the 
planning process and working toward the goal of creating an implementation plan.

How it worked in Kentucky: KCTCS leaders, with consultant partners, established the facilitation team and advisory council and developed 
the timeline and corresponding work plan.  

Your Next Steps: 

→  Create a facilitation team with diverse perspectives that represent college and system office (if applicable) personnel. While your 
team may look different, here are the key roles Kentucky selected for their project team:

 • Vice Chancellor of Workforce Development at the system office
 • C-BEN consultant partners
 •  Two Chancellor’s Fellows for the Future of Work (one representing technical education and one faculty member representing general 

education) who would serve as liaisons between the planning team and faculty 
 • A project manager
 • Documentation consultant partners 
 • One representative from the Academic Council (Chief Academic Officer from each college) 
 • One representative from the Student Affairs Council (Chief Student Affairs Officer from each college)

→  Build an advisory council. This is necessary to ensure the relevance of any proposed model to your local network. Kentucky invited 
organizations like:

 • The Kentucky Chamber of Commerce
 • The Kentucky Council on Postsecondary Education 
 • Employer representatives such as the Kentucky Association of ManufacturersFor the ALIGN project the advisory council had the 
following charge:

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources
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KCTCS ADVISORY COUNCIL EXPECTATIONS 

“The advisory council will meet quarterly to provide substantive feedback and recommendations based on the overarching goals of 
the planning process, which will develop strategies to:

 •  Develop a seamless translation process with business and industry to ensure the skills that are acquired by students at our 
colleges are tightly aligned with the needs of business and industry so that students are ‘job ready.’

 •  Integrate KCTCS’s emerging efforts to evaluate, assess, and award college credit for prior learning/experience to streamline adult 
students through certificate and degree programs, particularly for adults in targeted populations and key geographic sectors such 
as rural communities.

 •  Increase the ability for our students to take ‘on ramps’ and ‘off ramps’ within the KCTCS freeway system of postsecondary 
training and education when new skill sets provide students opportunities within the workforce to up-skill along the way.

 •  Map skills and competencies across career pathways that illustrate transferability of certain skills among different programs of 
study, occupations, and industries, creating flexibility and agility for students as they explore and choose new career fields.

 •  Increase interaction between faculty and students through the online learning system that allows our students to work at a 
personalized pace.

 •  Expand upon our ability to attract and retain adult students who need flexible course offerings as they juggle work, home-life, 
and school.”

→  Develop the timeline and work plan to coordinate with the six key phases of planning and developing CBE models, ensuring at least 10-12 
months of planning time.

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources

Your Next Steps cont.
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→   Structure the working groups. Include representatives from each stakeholder group. This key design principle ensures that the 
faculty and staff comprising working groups can learn about CBE, understand the current state of data and outcomes, research best 
practices, and draft recommendations outlining how CBE could be considered, if adopted, within its general education, technical 
education, and workforce offerings and communicate that back to their colleagues. C-BEN helped to structure several working 
groups with faculty and staff from every college. The groups were:

 Business Process and Services  
 Key topics for consideration include:  
 • Business model tuition, academic terms  
 • Compliance with federal financial aid and accreditor guidelines 
 • Proposed changes to existing state, system, or institutional  
  policies and procedures  
 • Potential funding sources for possible implementation 

  Curriculum and Learning Transformation (with sub groups for 
General Education, Technical Education, and Workforce Solutions) 
Key topics for consideration include:  
 • Guiding principles and approach  
 • Course/content structure  
 • Competency and/or skills framework  
 • Curricular opportunities and priorities  
 • Faculty and staff readiness  
 • Transcription and transferability of learning and competencies

 

 Information Technology 
 Key topics for consideration include:  
 •  Suite of available and needed software and technological 

tools, including Enterprise Resource Planning (ERP), Learning 
Management System (LMS), Learning Tools, Learning Resources, 
Student Advisement, Student Support & Care, Transcription, 
and Security 

 •  Evaluation of interoperability of various solutions 
 •  Right mix of tools to enable ALIGN 

 Student Support Services  
 Key topics for consideration include: 
 •  Understanding targeted learners’ needs 
 •  Best practice interventions, systems, and technology 
 •  Wraparound student support model
 •  Range of services and supports needed
 •  Allowing for local adaptation

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources

Your Next Steps cont.

The way KCTCS designed ALIGN was one of the most  
comprehensive and engaging planning processes I have experienced.  
Dr. Gregory Feeney, Provost at Bluegrass Community and Technical College, Lexington, KY
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➁Vision Setting & Sharing

What it is: Convene a broad group of stakeholders, including learners, faculty, staff, employers, and state and community agencies, to 
determine how CBE can serve each audience. Based on feedback, create a shared vision and value proposition for each stakeholder group 
that should be vetted with the diverse audiences and then shared widely to broaden engagement.

How it Worked in Kentucky: The facilitation team worked with the executive leadership team to name the initiative and establish the 
vision and broad guideposts for the eventual model, such as applicability to all modes of delivery, including face-to-face, online, and hybrid 
models. They also shared the developed vision among college, system, and Commonwealth stakeholders, developed a communications 
plan, and, most importantly, recruited working group members.

Your Next Steps: 

→  Name the project and develop the vision. Kentucky held a series of meetings with the executive leadership to set a vision for the project 
and incorporate a diverse range of perspectives. The resulting vision and value propositions, outlined in a foundational document, 
were shared with stakeholders and those who inquired about the goals of this project. Through C-BEN’s facilitation of the initial vision 
sessions, it was determined that the proposed new model should include the following features:

 • A community that surrounds each learner with the services and supports needed for success;
 • Flexibility to ensure all learners have the opportunity to pursue education and persist to completion;
 •  Instruction that leads to workforce readiness through the demonstration of required knowledge and skills needed by employers both 

now and in the future; and
 • Applicability to all modes of delivery, including face-to-face, online, and hybrid models.

→  Ensure an understanding of CBE among stakeholders. C-BEN shared CBE’s quality program elements with KCTCS during the visioning 
sessions, including:

 • Co-constructed competencies
 • Performance-based, authentic assessments
 • Coherent learning journeys with proactive support from faculty and staff
 • Substantial employer engagement
 • Transparency of learning
 • Continuous improvement processes

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources
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→  Develop a communication plan to ensure all of the major stakeholders groups are engaged, apprised of progress and key findings, and 
can help weigh in if there are decision points.  Below is an example of how KCTCS and the project team communicated about ALIGN.

Kentucky’s Communication Plan 
Recipient Method Frequency

College Faculty Column in Chancellor’s Corner Newsletter written by the 
Chancellor’s Fellows

College discussions and information sharing via campus 
stakeholders involved in ALIGN

Shared monthly during the academic year

 
As appropriate on campus

All Faculty and Staff ALIGN Site: Chancellor’s Office InfoCenter Updated with monthly reports from strands/committees 
and as other documents are added

Academic Council Report from the Facilitation Team and Chief Academic Officers 
who serve in leadership roles in ALIGN

Monthly

Business Affairs Team Report from working group lead or leadership liaison Monthly

Student Services Council Report from the Student Services Support working group lead, 
the leadership liaison, and other staff who represent student 
services on ALIGN

Monthly

Technology Solutions 
Advisory Team

Report from working group lead or leadership liaison Monthly

Advisory Committee Email to committee members with summary of faculty updates Every other month

Executive Team Report from the Delivery and Programs Action Team Chair Monthly via executive team meetings

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources

Your Next Steps cont.
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→  Recruit for the working groups. Create an information sheet for prospective members with expectations of time and duties. Request 
nominations from college leaders. With the ALIGN project, working group leads’ responsibilities were as follows: 

 • Conduct the working group meeting 
 • Engage working group members, and ensure everybody’s voice is heard 
 • Ensure team meets project deadlines 
 • Ensure planning questions are fully answered 
 • Develop and disseminate documents related to working group’s charge 
 • Represent the working group 
 • Write the working group’s proposed implementation plan

CBE FIELD GUIDE 23
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➂Identifying Current and Future State 

What it is: Evaluate the current state and effectiveness of the current educational model. Evidence should be gathered from both 
academic and non-academic areas and from any external partners who can provide insights. Facilitate a process to specifically define what 
a competency-based model might look like for both the system and institutions. Define key terms by developing a shared lexicon to ensure 
consistency throughout the potential adoption of competencies and assessments across the curriculum and departments.

How it worked in Kentucky: In order to identify the current state, more than 100 members of the faculty and staff working on ALIGN 
co-developed a comprehensive internal survey to guide the development of a potential CBE model. The survey tool was designed to 
understand topics such as: (1) any competency-based instruction already occurring, and in which sectors; (2) current student outcomes, 
like retention and persistence rates; (3) an inventory of current courses and number of KCTCS credentials and micro-credentials offered; 
and (4) percentage of faculty with explicit learning outcomes in their courses. This phase also included visioning for the future state and 
defining a shared lexicon among the teams. 

Your Next Steps: 

→  Evaluate the current state. This can be done by looking at existing data and/or creating a survey or another tool to analyze relevant 
topics. Reporting out to all stakeholders with the current state information will help to provide a justification for the need to consider 
change and redesign. Reviewing data will also ensure everyone is directionally aligned. 

ALIGN requires us to think differently about the way we are delivering  
education. This is the kind of dramatic change that we need to stay relevant.  
Dr. Vic Adams, President/CEO of Southeast Kentucky Community and Technical College (SKCTC)
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→  Develop a data strategy. Understanding the current state was one of the most important phases of the project. In order to equip the 
working groups (composed of faculty and staff who may not have current access to a comprehensive data snapshot), this phase had the 
following characteristics:  

 1.  Each working group identified a broad set of questions (e.g., credential completion rates) to understand the current state and set up 
the mechanism to reimagine a new model and/or new model elements to enhance current practices; 

 2.  The surveys strategically identified the following key data: three-year graduation rates, student transfer rates, percentage of face-to-
face, hybrid, and online teaching, percentage of competency-specific instruction taught within current courses, number of overall 
credentials offered throughout the system, student support services most accessed, and several others;

 3.  College surveys were developed and sent to all 16 colleges for most departments to add data points;   
 4.  Data was summarized by consultant partners and system office staff, with working groups meeting to discuss the results and 

implications across several sessions;
 5.  The data strategy significantly turned the course of the project, with the working groups becoming even more committed, given this 

exercise resulted in key insights into areas of strength and areas for possible improvement;
→  Begin to develop the future state model. Use the current state data as a baseline to reimagine the possibilities of education delivery. 

Leave enough time for this component. It took KCTCS approximately two months to analyze data and create their future state. ALIGN 
project members developed a core set of foundational elements that served as a “northstar” throughout the project. 
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KCTCS’s Foundational Elements 
Following the review of data, the working groups came together and collectively developed the foundational elements for its proposed 
model. This work included first securing executive sponsorship and engaging faculty and staff, including the technology infrastructure 
needed, professional development on CBE, and the financial resources to support the possible adoption of the CBE model. Information 
Technology (IT) is indicated between each model element emphasizing the need for potential involvement of IT in every component.

The foundational elements of KCTCS’s ALIGN Model, discussed in detail later in this guide, form the core of the recommendations 
developed by KCTCS working groups. The model elements include:

• A credentialing strategy to ensure academic and economic mobility
•  A shared language to ensure consistency in curriculum and increase employer and learner confidence in KCTCS credential outcomes
•  An assessment repository to ensure learners may demonstrate mastery through authentic assessments
•  Wraparound supports to ensure learners follow a predetermined journey map for the proper learner persona
•  An instructional learning journey to ensure learners will receive a highly relevant and personalized academic experience
•  External engagement to ensure integration of knowledge and resources into daily operations through multi-institutional sector teams
•  Systemic drivers to ensure relevant and necessary variables are in place to power the other foundational elements
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➃Researching Best Practices 

What it is: Review existing literature, toolkits, and field guides to further develop and expand on ideas for what the competency-based 
model should look like in practice. Participate in fact-finding sessions with others who have implemented CBE and investigate related 
activities happening in your region.

How it worked in Kentucky: Researching best practices included two major activities for all six of the working groups:  1) gathering 
information on related activities happening in Kentucky by mapping core initiatives, interviewing key stakeholders, such as colleges leading 
the country in CBE design and implementation, and engaging in communication with the executive leadership team; and 2) researching and 
crafting a literature review. 

Your Next Steps: 

→  Set up panels of external experts to more fully build out your institution’s future state and infuse it with best practices from the field. 
Arrange external panels of faculty and institutional leaders with experience in building and implementing CBE programs in other states. 

→  Conduct a literature review if needed. This step made a huge difference to the ALIGN project’s Curriculum and Learning Transformation 
team and was the missing piece for some team members. 

→  Facilitate a vendor showcase. The Information Technology working group determined that, to best analyze and determine what the 
strongest future state could look like for the design and delivery of a potential CBE model, they would need to sponsor an IT Vendor 
Showcase. This was successful in allowing the working groups, and the system at large, to envision possible technology infrastructure 
updates to support CBE delivery holistically.

The core project of ALIGN is compelling: structure the programming we offer so that it matches the needs of our industry 
partners and then articulate that match. CBE frees our instructors, the subject matter experts, to rethink how to organize 
and teach the skills so that our students can focus their time and energy on what they find most challenging. Unfortunately, 
rethinking course structure often runs up against non-pedagogical barriers, such as scheduling, fees, teaching loads, etc. 
Fortunately, a number of our colleagues in other schools, such as Nicolet College, have paved the way in offering a number 
of programs in a CBE format, and we can learn from their examples to build a system that works best for us. 
Dr. Uppinder Mehan, Vice President of Academic Affairs, West Kentucky Community and Technical College
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➄Performing Gap Analysis 

What it is: Decide which resources would be needed to implement the competency-based model by comparing the current state to the 
desired future state using evidence collected during Phases 3 and 4. Resource planning at this phase examines all areas of the institution 
to determine what financial, human, technological, and communications resources, student supports, and external affairs are necessary, 
detailing why the resources are needed to reach the defined future state.

How it worked in Kentucky: Working group leads and the facilitation team convened an interactive, all-day working session to document 
and capture what was learned from the data collection and what design elements (or ‘must haves’) should be included in the ALIGN model. 
Doing so led to the questions: What do we know today, and what is needed for the future state in this gap analysis framework? The result 
of the working session was the development of a critically important “Summary of Current State and Potential Model,” which enabled 
working group members to conceptualize new model elements.

Your Next Steps: 

→  Identify the gaps. Convene your working group leads to document what was learned from the internal data collection in Phase 3 and 
best practices in Phase 4. It will be important to distill your working groups’ recommendations at this phase and ensure majority approval 
for whatever plan is developed. 

→  Finish fleshing out the future state model from Phase 3 and share widely. In Kentucky, the summary of preliminary recommendations 
was the key driver enabling working groups to conceptualize new model elements after taking a hard look at the data.  

As a professor, one of the most significant learnings from the ALIGN project for me was that good 
teaching starts with the end in mind. By using a backward design in course development, students 
are provided a clear pathway to mastery. Focusing on mastery of competencies allows students to 
feel confident in what they both know and can do. That is the goal of great educators! 
Carla Hornback, Chancellor’s Fellow and Professor of Communication, Elizabethtown Community & Technical College
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➅Proposing Recommendations  

What it is: Determine the specific steps that must be taken to move from the current state to a competency-based future state, placing 
recommendations in order of priority and completion. Recommendations should be placed on an implementation timeline, including if a 
phased approach would be best, along with when and how any resources will be procured.

How it worked in Kentucky: Supported by the working groups’ work and informed by stakeholders over the entire process, working group 
leads and the facilitation team created a set of 17 recommendations that include examples and explanations of the current state, data 
collected that supports the recommendation, the status of the recommendation, and potential barriers with associated solutions. 

Your Next Steps: 

→  Draft recommendations. Depending on your process, the individual working group’s participation is largely complete. The facilitation team 
takes the information gleaned from the gap analysis session(s) and model elements and co-develops a set of recommendations with the 
working group leads. Although each individual working group member may not be in full agreement with each recommendation, the majority 
of working group members must support the majority of recommendations to ensure success in any future rollout. 

→  Socialize recommendations to garner wide-spread support among stakeholders. The draft recommendations should be shared with the 
decision makers at your institution, such as faculty senate/council and other key councils of shared governance. They should also be shared 
with campus leaders to socialize with faculty and staff. 
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Recommendation: Evaluate Existing Certifications and Credentials
Statement of Recommendation 
Existing certifications and credentials should be evaluated for applicability, potential omissions, gaps, and clear pathways. Working group 
discussions centered on the need to determine the relevance of existing KCTCS certifications to employers and noted the importance 
of curriculum review with curriculum committees, employers, and advisory boards for this determination. Working group members felt it 
was essential for an ongoing review of certifications with an emphasis on the value of stackable credentials, state- or regulating board-
required credentials, and those credentials leading to newly emerging job opportunities. This requires collaboration with employers and 
advisory board members who are in tune with the workforce needs of the service region. 

Making It Possible   
Barrier: Although most programs have advisory boards, their level of involvement varies, and many meet infrequently. There is a concern 
that some advisory boards will not provide the feedback needed to make necessary changes. 

Solution: Business & Industry  
Leadership Teams (BILT) should be created for each program rather than utilizing the traditional advisory boards. More information is 
available here.

ALIGN Project Recommendation 
For the purposes of this Field Guide, we are excerpting one recommendation below, with an overview of all 17 recommendations described 
later in this guide. The resources presented in this full recommendation are intended to indicate the level of support required to ensure 
successful implementation of the recommendations. This excerpted recommendation consists of a statement of the recommendation, which 
includes developmental context, potential barriers, and solutions. A summary of all ALIGN recommendations is listed in the  
ALIGN: Recommendations for a New Educational Model to Support Learners. 
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CBE Working Group Recommendations
Over the summer of 2021, the facilitation team prepared a feasible plan that operationalized the recommendations developed in the 
sixth and final phase of work. The recommendations were developed to meet the charge of creating an educational model that provides 
learners with the relevant knowledge and skills needed to meet local, regional, and state employer needs. The final internal report 
included the recommendation, the financial and human resources needed to implement, and sustainability considerations. In this 
section, we present the 17 recommendations for other colleges or systems to consider when exploring CBE.

KCTCS Foundational Model Elements
Each of the 17 recommendations is categorized according to the foundational element from the KCTCS Foundational Model (see image 
below) created during Phase 3. Information Technology (IT) is indicated between each model element emphasizing the need for potential 
involvement of IT in every component. The foundational elements form the core of the recommendations, and we include the model and 
recommendations language here for other colleges to review and consider to support their contextual needs.
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Credentialing Strategy 
1. Evaluate Existing Certifications and Credentials 
2. Design and Implement a Subscription Service Model for the ALIGN model 

Shared Language 
3. Create Integrated Career Clusters 
4. Identify and Define a Shared Competency Set for Credentials

Assessment Repository 
5. Develop Common Formative and Summative Assessment Tools

Wraparound Student Supports 
6. Implement a Consistent Resource Center Experience for Students 
7. Create and Implement a Case Management Model and Develop Learner Personas

Instructional Learning Journey 
8. Develop Contextualized General Education Courses within Integrated Career Clusters

External Engagement 
9. Enhance External Engagement of Key Stakeholders 
10. Structure College Leadership with Workforce Solutions Reporting Directly to the President

Systemic Drivers 
11. Implement the ALIGN Model Using a Phased Roll-out Approach 
12. Provide Targeted Professional Development Opportunities for Faculty to Build Capacity for Implementation of the ALIGN Model 
13. Provide Faculty with Access to CBE Instruction and Curriculum Design Experts to Develop Capacity for Program and Curriculum Development and 
Instruction within the ALIGN Model 
14. Systemically Promote Cultural Diversity and Inclusion 
15. Recognize Faculty Time and Expertise for Responsibilities within the ALIGN Model  
16. Guarantee Faculty Load in First Year of Implementation of the ALIGN Model at Each College 
17. Research, Adopt, and Implement Comprehensive Technology Solutions to Support Students and Staff Throughout their Time with KCTCS
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Credentialing 
Strategy 

Recommendation 1:  
Evaluate Existing Certifications and Credentials

Existing certifications and credentials should be 
evaluated for applicability, potential omissions, gaps, 
and clear pathways. Working group discussions 
centered on the need to determine relevance to 
employers of existing certifications offered by KCTCS 
and noted the importance of curriculum review with 
curriculum committees, employers, and advisory boards 
for this determination. Working group members felt it 
was essential to have an ongoing review of certifications 
with an emphasis on the value of stackable credentials, 
state or regulating board required credentials, and those 
credentials leading to newly emerging job opportunities. 
This requires collaboration with employers and Advisory 
Board members that are in tune with the workforce 
needs of the service region. 

Recommendation 2:  
Design and Implement a Subscription Service Model for 
the ALIGN Model

A subscription service model, with a phased 
implementation, should be created as the financial 
ALIGN model. The ALIGN model should offer courses 
that have a component of measure comparable to 
credit hours, to which a faculty member can receive 
an appropriate representation in consideration of their 
course load and salary implications, overloads, etc. For 
example, a four-month subscription term = a three-
hour class for consideration to a professor’s course 
load, which can then be combined with other credit 
hour courses taught to get the full picture of the faculty 
member’s course load. The same can be the case for any 
subscription term, depending on the course and content.

Feedback in the discovery stage of the ALIGN project 
revealed a desire from companies to have employees 
enrolled in CBE programs immediately, as in the first 
step on campus. With the current recommendation, the 
quickest KCTCS could enroll a student is each month. 
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Shared
Language

Recommendation 3:  
Create Integrated Career Clusters

Integrated sector teams, called Career Clusters, should 
be formed that include Technical Education, General 
Education, and Workforce Solutions. Creating Career 
Clusters should serve to break down silos, supporting a 
single point of entry with a simple admissions process 
and a pathway for students, regardless of their starting 
point. The following should be included:

• System to matriculate Workforce Solutions students
• Repository of vetted assessment tools
• Shared and sufficient access to equipment
• Efficient evaluation for credit for prior learning
• Acceleration of credential to employment

Career Clusters will allow for a centralized admissions 
process and would create a “no wrong door” model. The 
use of a resource center as the first point of contact 
for everyone (as described in Recommendation 6: 
Implement a Consistent Resource Center Experience 
for Students) benefits all learners. In this way, students 
can be directed to potential credit for prior learning 
opportunities, and the resource center can support 
learners to see all the various pathways they can take 
based on what they know and can do. Features in 
this recommendation, such as credit for prior learning 

opportunities, increases the opportunity to assess what 
a learner knows at entrance and find ways to recognize 
this learning early in order to personalize the learning 
journey. Additionally, an initial streamlined application 
process regardless of point of entry could be enhanced 
to ask questions appropriate to meet the learner where 
they are in their journey. All learners, regardless of 
current intention, would complete the intake process 
and have a learning plan on file to ensure learner support 
regardless of the point of entry. This approach allows the 
establishment of a deeper learning community among 
faculty, staff, learners, and sector employers.

Recommendation 4:  
Identify and Define a Shared Competency Set for 
Credentials

Shared competency sets should be identified and 
defined for all credentials. The ALIGN model is 
grounded in the implementation of a CBE approach 
in which students progress by demonstration of 
competencies. One of the foundational elements of 
the new model is Shared Language, including sets of 
shared competencies, definitions, and performance 
expectations; thus, shared language for KCTCS 
outcomes is required for the new model. 
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Assessment
Repository

Recommendation 5:  
Develop Common Formative and Summative 
Assessment Tools

A set of formative and summative assessment tools 
should be developed that can be used by faculty in 
courses if desired. The development of formative and 
summative assessment tools should be a collaborative 
effort among faculty teaching a CBE designated 
course and include the Curriculum Committee as 
determined when the recommendation is adopted 
for implementation. Assessments could be developed 
independently and used by a given faculty member 
if preferred. In addition, faculty with lab courses are 
advised to work together to utilize laboratory facilities, 
making certain each learner has the opportunity for 
adequate access to equipment and facilities so that 
student learning outcomes may be evaluated in a 
formative or summative manner. This repository can 
be especially helpful to new and adjunct faculty to 
calibrate assessments while providing flexibility. 

36
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Wraparound
Supports

Recommendation 6:  
Implement a Consistent Resource Center Experience  
for Students
A resource center, with both physical and virtual 
locations, should be created, implemented, and/or 
enhanced consistently across all KCTCS institutions. 
The majority of the KCTCS colleges have some sort of 
location where students begin their college venture.  
This recommendation enhances these locations to 
a full-fledged resource center for new students and 
current students. The number of staff per center and to 
what extent the center deals with a particular subject 
area will be determined by the local college.
Characteristics of the resource centers include:
•  The center will be a single location, preferably one 

on each campus that is centrally located to multiple 
student services.

•  The center will be staffed by trained personnel who 
will be able to answer most questions related to other 
areas of the college but, when needed, will make an 
“intentional referral” to subject matter experts related 
to financial aid, veteran services, disability services, 
etc. The appropriate number of employees will be 
decided by each home college.

•  Students will know that this is the place to go for 
information or receive guidance.

•  Personnel will have contact information for all non-
academic advisors (case managers) to keep them 
informed, when needed, about one of their students.

•  Computers and printers will be available for students to 
assist them with items such as applications and FAFSA.

•  A virtual center will be on the webpage that will allow 
students to find the same information online as they 
would if they walked into the center.

•  Technology, utilizing AI like Ocelot Chatbot, could be 
implemented to assist students from anywhere. This 
type of technology can answer students’ questions at 
any time.

Recommendation 7:  
Create and Implement a Case Management Model and 
Develop Learner Personas
Wraparound student support and services should be 
provided to all students to assist in the development 
of career pathways and appropriate learning journeys. 
Services should include the utilization of a case manager 
approach with a pre-assessment to assist in the 
development of a career pathway, with a case manager 
serving as a resource to address obstacles interfering 
with student success while maintaining interactions 
with the student to encourage their progression through 
the curriculum. 
A case management model should also be implemented 
for student support from application to graduation. The 
model should offer “intrusive” services through the case 
management approach based upon learner persona and 
identified cluster. 
Learner persona journey maps, supports, and processes 
should be developed. To enhance student success, the 
admissions process should be improved with special 
touches for different groups of students or, in this 
case, student personas. These personas would all be 
identified with a journey map to assist with a positive 
and successful educational experience. 
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Instructional
Learning
Journey

Recommendation 8:  
Contextualize General Education Courses within 
Integrated Career Clusters

Communication between General Education, Technical 
Education, and Workforce Solutions faculty should be 
fostered to determine the most appropriate general 
education courses and assist in mapping broad 
general education competencies to learning outcomes, 
contextualized content, and the development of 
authentic assessments in programs adopting the 
ALIGN model. The proposed model suggests creating a 
single path for all students to enroll, regardless if the 
student is entering for an AA/AS transfer degree, AAS 
degree, or workforce/industry credential. In situations 
where general education courses are needed to support 
programs adopting the ALIGN model, collaboration 
and input from all areas will be beneficial in selecting 
appropriate general education courses. Frank 
discussion and conversations regarding the mapping 
of broad general education competencies to program 
competencies will assist in the contextualization 
of general education courses and development of 
authentic assessments.
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External
Engagement

Recommendation 9:  
Enhance External Engagement with Key Stakeholders

External engagement should be enhanced to determine 
business and industry needs, evaluate relevance of 
curriculum and competencies, and incorporate work-
based learning opportunities across programs. This 
includes the following:

•  Create meaningful business engagement opportunities 
that will support increased responsiveness by 
institutions to specific workforce challenges.

•  Deploy a state, regional, and local approach to 
address economic and workforce needs and 
opportunities for partnership with chambers of 
commerce, workforce boards, professional/trade 
associations, and employers. 

•  Add work-based learning opportunities by relevant 
sectors in programs and require work-based learning 
in all credentials.

•  Capitalize on the existing relationships that Workforce 
Solutions has with employers in the region.

•  Working group teams found that external engagement 
currently takes place primarily through program-
level advisory committees. This should be built upon. 

For example, advisory boards currently meet twice 
per year, but they should be assembled more often 
and include Workforce Solutions at the table. This 
recommendation for enhanced external engagement 
includes the establishment of a structured pipeline 
for regular communication with employers to 
determine needs and embed those into competency 
and curriculum development and evaluate relevance. 
This will allow employers to more clearly articulate 
the knowledge and skills needed.

Recommendation 10:  
Structure College Leadership with Workforce Solutions 
Reporting Directly to the President

The Workforce Solutions leader should report directly 
to the college president. KCTCS should design 
the organizational reporting structure so that the 
Workforce Solutions leader has a clear, consistent, 
and open path of communication to the president of 
the college. Ideally, the Workforce Solutions leader 
should report directly to the college president, putting 
Workforce Solutions on par with Academics (General 
Education/Technical Education) to support the external 
engagement and economic development efforts of the 
Workforce Solutions division. 
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Systemic 
Drivers

Recommendation 11:  
Implement the ALIGN Model Using a Phased  
Rollout Approach

A phased approach should be used to implement the 
ALIGN model across the system. For example, this 
structure may include rollout at four colleges per year 
that implement the new model in three to four of 
their credentials. It is recommended that certificates 
be rolled out first, then potentially full diplomas and 
Associate degree programs. In this way, certificates can 
be a building block or micro-credential that serves as a 
catalyst into a degree program or pathway. 

Phased implementation enables the colleges and 
system to carefully and deliberately develop and 
adapt current courses/credentials to CBE modality. In 
addition, a methodical and phased implementation will 
provide opportunities to learn what does and does not 
work, fine tuning the process of converting credentials 
and implementing the new model. Further, it is possible 
that beginning with certificates and then expanding to 
full diplomas and Associate degrees will better target 
workforce needs and student populations that may be 
the best fit for the new model.

Recommendation 12:  
Provide Targeted Professional Development 
Opportunities for Faculty and Staff to Build Capacity 
for Implementation of the ALIGN Model

Extensive professional development opportunities 
should be provided for faculty to assist in CBE 
competency creation, prior learning assessments, 
robust assessments, and course design. More 
specifically, the ALIGN model will require extensive 
professional development for faculty in backward 
design, flipped-classroom pedagogy, contextualized/
integrated course pedagogy, authentic assessment 
of learning outcomes, rubric development, and 
CBE course management. Robust professional 
development opportunities for faculty will assist in the 
development of competency-based course materials 
and assessments. Professional development should 
be ongoing and include a peer mentor or partner. This 
might include CBE faculty who initiated a course in an 
earlier phase of the ALIGN model implementation.

This is about taking bold steps to help learners  
translate educational experiences into economic opportunity. 
Mike Rodgers, Chief Advancement Officer, Owensboro Community and  
Technical College and KCTCS Chancellor Fellow
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Systemic 
Drivers

Recommendation 13:  
Provide Faculty with Access to CBE Instruction and 
Curriculum Design Experts to Develop Capacity for 
Program and Curriculum Development and Instruction 
within the ALIGN Model 

Access to instructional design experts should be 
available to assist in CBE course development. The 
shift to a new model requires radical changes in 
course structure and delivery. This may include the 
review and revision of competencies and learning 
outcomes in courses and programs. Faculty will require 
continuous guidance and feedback from curriculum 
and instructional design specialists in transitioning 
courses and programs to the new model. This support 
is fundamental for the delivery of high-quality course 
content to an emerging learner population who might 
seek alternate pathways to degree completion. There is 
universal recognition that access to instructional design 
experts would greatly enhance teaching, especially 
when considering the initiation of the new model.

Recommendation 14:  
Systemically Promote Cultural Diversity and Inclusion

Cultural diversity and inclusion should be promoted in 
the classroom and through external advisory boards. The 
strands focused on the need to promote diversity and 
inclusion at all levels using Council on Postsecondary 
Education and demographic data at each institution, 
including the Director of Diversity at each college as 
a key stakeholder. At all levels of the ALIGN model, 
cultural diversity and inclusion must be considered, 

and reaching the underserved learner must be a 
priority. This should happen across all learners, and 
the delivery mode is neutral for this recommendation. 
Implementation of this recommendation should be 
intentional in the ALIGN model and independent of CBE 
modality to benefit all learners.

Recommendation 15:  
Recognize Faculty Time and Expertise for 
Responsibilities within the ALIGN Model

Faculty time should be reassigned, overload 
compensation should be provided, and an adjustment 
in percentages on the Performance, Planning and 
Evaluation (PPE) for internal service and professional 
development for the creation of courses/course 
materials for the ALIGN model should be calculated. 
The new model will require significant faculty time for 
professional development, curriculum design, course 
restructuring, and development of learning assessments. 
Faculty time and expertise should be recognized through 
the use of release time and/or overload compensation 
during the development process.

Further, adjustments in the Faculty Performance, 
Planning, and Evaluation Form during the development 
process should be considered. Faculty use the PPE 
Form annually. Percentages for faculty contributions in 
the areas of position responsibilities, internal service, 
external service, professional development, and 
leadership are approved and evaluated annually by 
direct supervisors of faculty and college CAOs. 
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Systemic 
Drivers

Recommendation 16:  
Guarantee Faculty Load in First Year of Implementation 
of the ALIGN Model at Each College

Faculty load should be guaranteed during the first 
year of implementation regardless of enrollment in 
courses. During the first year of implementation of 
the ALIGN model at each college, courses associated 
with credentials adopting the new model, including 
general education courses if applicable, should be 
guaranteed to be retained on the schedule, regardless 
of enrollment, and count toward faculty load if taught 
by full-time faculty.

Recommendation 17:  
Research, Adopt, and Implement Comprehensive 
Technology Solutions to Support Students Throughout 
their Time with KCTCS

Adopt a comprehensive solution for supporting students 
throughout their time with KCTCS. The solution should 
be one that allows for the student to have a single 
point of contact for all aspects of their interactions 
with KCTCS, including all aspects of student services, 
advising, communications, credentialing, and support 
services. The primary KCTCS administrative systems 
would need to be evaluated against competitors to 
select the most comprehensive solution that can 
support CBE, that is seamless for students, and that 
is intuitive for faculty and support staff. It should 
be a unified and uniform system that allows for all 
technology solutions to be interoperable in a way that 
supports a better student experience. 
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Managing Change
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As noted, the higher education community is under significant 
pressure to change in numerous ways. Various change process 
initiatives, in addition to CBE projects across the country, include 
efforts to: 

→  Increase student-centered outcomes and completion rates

→  Address equity 

→  Become more operationally efficient and effective

→  Align programs to regional employment needs 

→  Recruit and retain college executive team leaders and faculty

→ Improve learner retention and completion 

→  Ensure stronger outcomes for rural colleges and their 
communities 

Effective transformation requires a college or college system to 
consider an enterprise-wide approach to improve and enhance 
organizational models, operating processes, technology, leadership, 
and talent models. As such, the college’s resources must focus 
on more than the project itself; it must also include internal and 
external stakeholder commitment. 

A commonly understood goal of change management is to create 
and support the approval and implementation of new strategies, 
technologies, initiatives, and processes.3 Change management is 
often not a priority in higher education, which can lead to subpar 
results. C-BEN consultant partners, together with the ALIGN 
facilitation team, worked diligently to ensure change management 
was integrated across all six phases of the initiative. 

The following four factors were key components of the change 
management strategy implemented by the facilitation team. For each, 
we outline what KCTCS did and what could have been improved so 
that other colleges and systems can benefit from our learning.
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Building 
strategic 

buy-in and 
political 
support 

with broad 
stakeholders

Designing 
Key Moments 
for forward 
momentum 
at the right 

time with the 
right people

Empowering 
faculty 

voice and 
engagement

Addressing 
Resistance 

through Creating 
Communication 
and Marketing 

Strategies

3Seven Principle for Effective Change Management (2017). Deloitte Consulting, LLP.  
Retrieved from https://www2.deloitte.com/us/en/pages/public-sector/articles/effective-change-management-higher-education.html

https://www2.deloitte.com/us/en/pages/public-sector/articles/effective-change-management-higher-education.html
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Building Strategic Buy-In 
In KCTCS’s context, the Vice Chancellor of Academics and 
Workforce Development was very aware of the need for strategic 
buy-in among the executive leadership team. Initially, the Vice 
Chancellor spoke with his supervisor, the KCTCS Chancellor, 
and got her buy-in to pursue the concept before any funder or 
consultant conversations began. This was important to ensure her 
support and involvement early on. The Chief Academic Officers 
(CAOs) across the 16 colleges were not provided much of an 
opportunity to engage in the early project concept and design. This 
limited endorsement and overall excitement about the potential of 
this work. Some faculty who were engaged in the working groups 
also struggled to be brought along. However, external partners, 
such as employers and other state agencies, were very supportive. 
Eventually, when college data was analyzed, CBE panels from 
other colleges were engaged, and consistent communications were 
delivered, the CAOs’ support increased.

Ideally, the KCTCS team leading this work could have prioritized 
briefings with different stakeholders earlier in the timeline to make 
sure no single group, especially the CAOs, felt left out of key decision 
making at the start of the project. More leaders engaged in the 
process may have facilitated increased initial buy-in from faculty and 
staff at the individual campuses. 

Designing Key Moments for Forward Momentum 
There were several key moments in time that either contributed to 
the positive change management ideals or resulted in project delays. 

The facilitation team included individuals who had a commitment 
to the project and its potential outcomes and were dedicated to 
building rapport and working together. This was necessary to get 
the work across the finish line. What made the team especially 
unique was the addition of C-BEN and the documentation team 
to enable a clear record of events, reactions, and progress for 
both the benefit of KCTCS and other institutions interested in 
implementing similar work. 
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Another well-designed key moment was the presentation to the 
incoming KCTCS president. The new president was selected about six 
months after the project launched. The facilitation team knew that to 
continue the momentum of this project, they needed to secure the 
support of the incoming leader. They built a compelling slide deck 
and offered time for questions and feedback. The president left the 
meeting expressing support, presenting ALIGN’s flexibility as a key 
driver for the system at a CAO meeting in early summer 2021. 

Empowering Faculty Voice 
Faculty were engaged with this work through working group 
participation. At first, faculty who did not engage in a working group 
had fewer opportunities to make their voices heard. In November 
2020, when all four working groups (approximately 100 faculty and 
staff) started to meet, more positive engagement resulted. 

The facilitation team and college leadership circulated information 
about the project, outlining the opportunities and expected 
outcomes for faculty teaching within CBE models. The project 
director and Chancellor’s Fellows made several presentations 
to faculty meetings in an effort to spread information about 
ALIGN. Last, a section about the ALIGN project was added to 
the Chancellor’s monthly newsletter, which is distributed to all 
faculty. This newsletter was cited as enabling a more equitable 
understanding of the project. However, some faculty who submitted 
a survey about the experience at the end expressed that there 
was no mechanism to empower faculty feedback from those who 
were not involved and few helpful ways to address misinformation. 
The faculty Senate Council received regular reports and leaders 
participated in the Advisory Council, but more participation from the 
Senate Council would have also benefited the project. 
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We designed ALIGN to look at everything we are doing from a learner-centered perspective from the ground 
up. We’ve understood that we need to be ahead of the curve and innovate instructional delivery models to 
meet the future of work. As a system of 16 colleges, we must shape the future…or it will shape us.  
Dr. Kris Williams, Chancellor, Kentucky Community & Technical College System
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Addressing Resistance through Communication  
and Marketing Strategies  
There is resistance in any change management initiative. Often, 
resistance to change can be categorized by a lack of clarity or 
understanding, a general disinterest, or fear of the unknown. 
Resistance caused by a lack of understanding could be solved 
through improved messaging or marketing. General disinterest is 
trickier to address, as it often includes a feeling of ‘this too, shall 
pass.’  Further, at the onset of the project, the term “competency-
based education” meant different things to different people, and 
while there was considerable effort to define the term in the 
communications plan, more communication was needed. 

As such, it became clear that the team needed a strategy to allow 
stakeholders to understand the process behind ALIGN and the 
status of the project. In October 2020, the ALIGN project page on 
the Chancellor’s Office internal Infocenter site went live and was 
advertised in the chancellor’s newsletter that month.

The Infocenter site served as the main place for the entire system 
to get updates on the planning and was regularly updated with the 
work to date, videos, and documents.

There was also a special edition newsletter focused solely on 
ALIGN in March 2021. That issue was important because the four 
Delivery and Program Action Team Presidents came together to 
share their support for the work and unpack why it is important 
for KCTCS to focus on “exploring potential models that can more 
efficiently and effectively help our students gain the knowledge 
and skills they need to immediately get a job or transfer and 
ultimately get a job.” They expressed openness to reviewing future 
ALIGN recommendations and offered thanks to the teams behind 
the work. This show of leadership at the college level may prove 
invaluable to the faculty and staff at their colleges as they consider 
moving forward with the recommendations. 
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Lessons Learned
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This was a very complex initiative. The most complicated I’ve seen in my years here, requiring 
extraordinary faculty and staff participation, but we did it…even during a pandemic, we did it! 
ALIGN Working Group Lead 

The documentation of this process illuminated many of KCTCS’s lessons learned, which are important for other institutions and systems 
to consider as they potentially implement this work and/or conduct future planning processes with system-wide implications. 

Begin Engagement Early to Build Champions 
One of the most important lessons learned early in the planning was the importance of communication and cultivating buy-in through 
accurate and well-designed communications. To cultivate buy-in for this work, the facilitation team and original system champion, the 
Vice Chancellor, asked to speak at leadership meetings and work groups across the system. Because of the highly complex nature of 
this project, there were many groups that needed to communicate with their teams and campuses in order for this work to have buy-
in. Through experience, it was decided that leaders needed to be briefed on the project in smaller groups or individually prior to any full 
team meetings to ensure people were on board with the ideas prior to a public forum. When this was not done, it seemed the attendees 
could get more caught up in the details of the proposed planning process rather than focusing on the potential outcomes. 

Similarly, individuals who were not part of the working group or on any cross-campus leadership team were likely unaware of the work 
happening through this project, at least at the beginning. It is important to bring as many people into the work as possible to best facilitate 
the mindset shifts that will enable this work to be successful. KCTCS understood they needed to get the campuses on board to make this 
project more successful. Further, marketing, communications, and human resources were not included in the early planning work, which 
led to delays in processing stipend payments to working group leads and additional time spent creating collateral later on. 

Considerations as you move forward: 

→  Treat all stakeholders with the same degree of care, and work to facilitate buy-in individually prior to any large public meeting.

→  Involve affiliated groups (e.g., marketing, communications, human resources) early in the process to ensure non-duplicative work and 
to save time in the end. 
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Prioritize Project Management 
Strong project management is essential for success. This project mobilized an entire 16-college system statewide and engaged more than 
200 stakeholders in active planning and advisory roles. This is difficult and arduous work. ALIGN had the benefit of a very strong project 
director with deep, long-term knowledge of the system office and college leaders to shepherd the communications and convenings. 

Further, this project is best executed when everyone is aware of their job descriptions and responsibilities. In order to facilitate buy-in 
and encourage the potential of longer-term adoption, the project director and Chancellor’s Fellows need to be in leadership roles with 
full decision-making power for how to direct the work forward. 

Considerations as you move forward: 

→  Develop a comprehensive job description, appoint a project director/manager, and appropriately budget for the time it will take for 
them to support the execution of this work. 

→  Adopt a project director leadership role and create a meeting schedule as early on in the project as possible.

Center Students Throughout the Planning Process 
Just two students were involved in the ALIGN advisory council for this work, and they did not have a substantive role or voice across 
the planning. There were no focus groups with students. For leaders considering adopting this process, we recommend additional 
involvement and checkpoints with students to gain feedback on the various strategies throughout the phases. 

Consideration as you move forward: 

→  Center students throughout the planning process. For example, it would have been useful to have students provide feedback on the 
current state to identify what does and doesn’t work for them with the current education delivery model. It would also be valuable to 
gain feedback on the recommendations, discussing whether the recommendations would meet their needs and encourage persistence 
and job readiness. 
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Engage Faculty Intentionally 
The working groups formed the backbone of the work for this planning process. The involvement and deep engagement of the working 
group members were key in allowing this initiative to meet the needs and expectations of faculty and staff. Some working group 
members raised questions about how the working group participants were decided upon and asked whether enough information 
was provided to the campuses before nominating potential members. Colleges approached the selection of working group members 
differently. Some chose to nominate more faculty, while others nominated more administrators. Faculty suggested the creation of a 
detailed task list that could provide deeper role clarity about expectations.

Due to the nature of working group member nomination and selection, most of the working groups had a representative from each 
college, allowing for voices to be heard from across the system. This allowed for a grassroots approach to designing an implementation 
plan that works for the potential implementers. However, it was also challenging because of the sheer number of people involved. While 
much of this was mitigated by virtual meetings because of COVID restrictions, the number of people involved and the virtual nature of 
this work made engagement across working groups varied. It was even hypothesized that perhaps the working groups had too many 
people involved to actually get meaningful work done. Several of the working groups mentioned that they made more headway when 
assigning small group homework and then coming back together in the larger group to discuss. 

Relatedly, because this work had three Curriculum and Learning Transformation (CLT) sub-working groups, there was an added layer of 
complexity. The CLT group needed to present cohesive recommendations but did not often join in one space to discuss their progress. 
This is mostly because of the large number of people involved across the three sub-working groups. 
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In addition, the working group leads were important facilitators to manage and level up their working group’s work and to be peer 
champions for their college. This dual role is difficult, especially as working group leads were not CBE or change management experts. 
They didn’t have the benefit of strong onboarding, such as specific job descriptions to outline the expectations of their work. They also 
could have been provided stronger direction and leadership for their working groups with more upfront training and exposure to panels 
from colleges already doing CBE work. It is important to empower working group leads to own problem solving and to assist working 
group members in working through doubts and misunderstandings.

Last, working group leads and fellows need to work closely together to ensure integrated communications. The fellows and KCTCS 
project director reflected on the need to work together to build a “finish line plan” to ensure that all the components are explored and 
answered by the time the working group work ends. This big picture strategy was helpful in keeping the project on track. It also allowed 
leaders to proactively communicate with working group leads to keep them in the loop on upcoming tasks and expectations. 

Considerations as you move forward: 

→  Provide additional guidance on working group member selection and the ideal composition of faculty versus administrators. This 
additional guidance could lead to more intentionality around working group member selection. 

→  It is important to balance the need for diverse and representative involvement with the need to complete the work. This composition 
will look different at every institution, so this needs to be discussed intentionally at the beginning of the engagement. 
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→  It is important to share feedback across working groups that are working on similar components during the project. The best way to 
facilitate this will vary based on team structure. That said, we recommend facilitated, semi-structured check-ins to address both 
specific challenges arising and considerations for the whole group to keep everyone on the same page and the ideas cohesive. 

→  Develop job descriptions for working group leads and equip them with the “just-in-time information” and sample communication 
cadence they need to be ambassadors for the work. Working group leads need to be able to drive the work forward on their teams, as 
well as report progress to the project facilitation team. 

→  Ensure a communications schedule is developed and followed at all levels of engagement, particularly between working groups and 
project leaders, to ensure everyone is operating under the same timeline and set of shared assumptions. 

Order the Process Effectively 
There were six key phases the working groups moved through to conduct their work, including: defining the project vision, identifying the 
current and future state, researching best practices, performing gap analyses, and drafting the recommendations. Though these phases 
were presented sequentially, there was overlap among the first four phases, and phases were not required to be completed before 
moving to the next one. The sequence of these phases is important. 

The first sequencing issue emerged in the first meeting with all the working groups. During this meeting, a slide deck was presented, 
including a sample model to help participants begin to think about what their work could result in. Ultimately, the sample model may 
have served to confuse working group members more than help them. The model was presented as a “Proposed model- first draft,” 
which ultimately confused many working group members who thought that perhaps the decision had already been made to move 
forward with this model. 
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Another key moment for sequencing came when researching solutions and identifying best practices. In January 2021, C-BEN convened 
a panel of external representatives who had implemented CBE in their own colleges. This was organized by the Facilitation Team CAO 
representative. To the facilitation team managing the day-to-day work, it seemed too early to engage these experts, as the current state 
data collection had not been completed yet. This was echoed in some of the working group meetings in early 2021, during which there 
were some questions about starting to define or explore what the model could look like and identify key features without the benefit of 
the data and gap analysis. 

Alternatively, some of the facilitation team believed that the CBE implementation panels should have been held earlier as a proxy for the 
draft model shown. It was hypothesized that if they were scheduled earlier, the working groups may have needed to identify and synthesize 
less survey data and could have envisioned the KCTCS model sooner. This could have facilitated greater ground-up support. 
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Considerations as you move forward: 

→  Consider the pros and cons of sharing a draft model. Will it help participants think big about what can be included, or will it limit 
thinking and confuse participants to think a decision has already been made? Consider the language used to describe the model, and 
lean heavily on language indicating it is a “prototype” or draft. Alternatively, it may be useful to present a variety of models, not as a 
menu to choose from but rather as an indication of the varied directions the working group participants could go. This work should be 
about creativity and brainstorming, not about statically moving forward with a particular element. 

→  Be intentional about how to sequence and when to schedule engagement with outside experts. There may be a need to create 
different on-ramps with different working groups depending on how quickly they can grasp what a model can look like. There also 
needs to be adaptability within the working groups and opportunities to pivot based on feedback from participants about what would 
help them succeed. 

Center the Data 
Data gathering was an important component of establishing the current state at KCTCS. The working group teams developed survey 
questions, and the facilitation team implemented the survey across the colleges. This data gathering activity did not take into account 
data already available from the research staff at the system office. There was also some misinterpretation of what data elements were 
needed and reported across the colleges (i.e., some colleges reported data for all students, while others may have included only full-
time students).

Consideration as you move forward: 

→  Define required data elements to establish the current state among working groups and then streamline questions. Check with 
research staff first to review any relevant available data to establish the current state before going through the potentially onerous 
process of implementing a survey or other data collection method. 
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Addressing Today’s Higher Education Landscape 
Community colleges must continue to evolve to best meet 
students’ needs. To make teaching and learning more relevant for 
learners, better meet the needs of business, and for colleges to 
move at the speed of today’s dynamic economy, the field needs 
evidence-based, flexible learning models that produce more 
equitable outcomes.  

The primary goal of this Field Guide is to offer an intensive 
overview of the rigorous planning process brought to the field by 
C-BEN and tested by the the community and technical colleges 
in Kentucky. This guide is designed to support the reimagining of 
competency-based education as a viable, proactive organizational 
strategy in the face of substantial challenges. 

This guide reinforces the power of intensive planning, data inquiry, 
and faculty and stakeholder engagement before colleges make 
a decision to start piloting or implementing new models. For 
postsecondary education systems and colleges interested in 
pursuing major redesign efforts, this planning process is one strong 
strategy to enhance teaching and learning. 

Utility of this Field Guide  
It was our ultimate goal to present the framework for fully engaging 
stakeholders to reimagine how the whole system enterprise, not 
just discrete interventions or individual institutions, can deliver 
student-centered, flexible competency-based learning models. 

To illustrate how other colleges or systems can structure a rigorous 
process, leaders at C-BEN strategically guided the Kentucky 
Community and Technical College System (KCTCS) through a 

planning process to ‘think big’ about an alternative learning model 
that could be responsive to both unprecedented change in the 
higher education landscape and a shifting labor market. 

We think the way Kentucky structured their CBE work is insightful 
for the field. The faculty, staff, and project team learned a lot along 
this 18-month journey. The guide reflects that, sharing what worked, 
lessons learned, and the data inquiry process that most influenced 
their success. We hope the utility of this work is to short-circuit your 
learning curve and reinforce the power of planning. 

What’s Ahead?  Moving from Why to How 
With over 3,000 colleges and universities engaged with some 
elements of CBE, the CBE movement is unquestionably gaining 
momentum. The benefits and return on investment to learners, 
faculty and staff, colleges, and communities continue to 
emerge and show outcomes. For Kentucky, this process already 
yielded great insight into focus areas to address. The next 
steps for KCTCS will be spending 2022 developing a formal CBE 
implementation working group with system office and college 
members. The working group’s charge is to plan and resource the 
operationalization of their CBE model. Because every department 
of the college was intensively engaged in the planning process 
in 2020/2021, the need to build the case for the ‘Why?’ is being 
replaced with ‘How?’  

We hope the insights provided in this guide will jumpstart your 
team’s CBE planning process. We look forward to learning more 
about how you and your college or system are advancing CBE and 
joining this national movement. 
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C-BEN Quality Framework National Survey of Postsecondary 
Competency-Based Education

Agile Work Learn Model Measuring Mastery: Best 
Practices for Assessment in 
Competency-Based Education. 
Katie Larsen McClarty and 
Matthew N. Gaertner. 2015.

Direct Assessment CBE:  
A Blueprint for Community College Leaders

How Competency- Based 
Education May Help Reduce Our 
Nation’s Toughest Inequities

ALIGN: A New Educational Model to 
Support Learners 
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http://www.cbenetwork.org/wp-content/uploads/2018/09/Quality-Framework-for-Competency-Based-Education-Programs-Updated.pdf
http://air.org/project/national-survey-postsecondary-competency-based-education
http://air.org/project/national-survey-postsecondary-competency-based-education
https://www.cbenetwork.org/wp-content/uploads/2020/11/Gearing-Up-How-Competencies-Enable-the-Agile-Work-Learn-Model-FINAL.pdf
https://files.eric.ed.gov/fulltext/ED557614.pdf
https://files.eric.ed.gov/fulltext/ED557614.pdf
https://files.eric.ed.gov/fulltext/ED557614.pdf
https://files.eric.ed.gov/fulltext/ED557614.pdf
https://files.eric.ed.gov/fulltext/ED557614.pdf
https://jfforg-prod-new.s3.amazonaws.com/media/documents/JFF_Chancellors__Report.pdf
https://jfforg-prod-new.s3.amazonaws.com/media/documents/JFF_Chancellors__Report.pdf
https://files.eric.ed.gov/fulltext/ED587410.pdf
https://files.eric.ed.gov/fulltext/ED587410.pdf
https://files.eric.ed.gov/fulltext/ED587410.pdf
https://systemoffice.kctcs.edu/align/
https://systemoffice.kctcs.edu/align/
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ALIGN Project Participants
**Where noted, Community and Technical College will be abbreviated to CTC, and Community College will be abbreviated to CC.

President’s Leadership Team 
Dr. Larry Ferguson, Ashland Community & Technical College
Dr. Sherry Zylka, Big Sandy Community & Technical College
Dr. Koffi Akakpo, Bluegrass Community & Technical College
Dr. Juston Pate, Elizabethtown Community & Technical College
Dr. Fernando Figueroa, Gateway Community & Technical College
Dr. Jennifer Lindon, Hazard Community & Technical College
Dr. Jason Warren, Henderson Community College
Dr. Alissa Young, Hopkinsville Community College
Dr. Ty Handy, Jefferson Community & Technical College
Dr. Cindy Kelly, Madisonville Community College
Mr. Russ Ward, Maysville Community & Technical College
Dr. Scott Williams, Owensboro Community & Technical College
Dr. Carey Castle, Somerset Community College
Dr. Philip Neal, Southcentral Kentucky Community & Technical College
Dr. Vic Adams, Southeast Kentucky Community & Technical College
Dr. Anton Reece, West Kentucky Community & Technical College

Facilitation Team
Dr. Tiffany Denton, C-BEN Senior Consultant 
Dr. Barbara Endel, President and Founder, Barbara Endel Consulting
Dr. Greg Feeney, Provost, Bluegrass Community & Technical College
Dr. Shannon Gilkey, Former Vice Chancellor for Academics and Workforce 
Development, KCTCS
Carla Hornback, Chancellor’s Fellow and Professor of Communication, 
Elizabethtown Community & Technical College
Harmony Little, Executive Director of Credentialing Strategies, KCTCS
Dr. Charla Long, C-BEN President
Mike Rodgers, Chancellor’s Fellow and Chief Institutional Officer, Owensboro 
Community & Technical College
Maggie Snyder, Barbara Endel Consulting, Consultant Partner
Ingrid Washington, Vice President of Student Affairs, Gateway Community & 
Technical College

Working Groups 
ALIGN Faculty and Staff Leads
Business Processes and Services: Joe Mattingly, Dean of Business Affairs, 
Elizabethtown CTC
Curriculum and Learning Transformation (CLT), General Education:  
Greg Rickert, Professor of Communication, Bluegrass CTC
Curriculum and Learning Transformation (CLT), Technical Education:  
Dr. Jill Keaton, Dental Hygiene Faculty, Big Sandy CTC
Curriculum and Learning Transformation, Workforce Solutions:  
Dr. Kim Myers, Dean Community Workforce and Economic Development, 
Workforce Solutions, Southcentral Kentucky CTC
Information Technology (IT): Thomas Rogers, Chief Information Technology 
Officer, Jefferson CTC
Student Services and Support: Steve Woodburn, Chief Student Services 
Officer, Ashland CTC 

Business Process and System Strand Members
Steve Flouhouse, Dean of Institutional Planning, Research, and Effectiveness 
(IPRE), Ashland CTC
Michelle Meek, Chief Financial Officer, Big Sandy CTC 
Jennifer Jackson, Associate Vice President, Business Services, Bluegrass CTC

Kylie Keene, Director of Grants, Gateway CTC
Chuck Anderson, Student Services, Director of Financial Aid, Hazard CTC
Pam Buchanan, Student Financial Aid Specialist, Henderson CC
Janet Gunther, Director of Financial Aid, Hopkinsville CC
Karen Morris, Bursar, Jefferson CTC
David Schuermer, Faculty/Accreditation Liaison, Madisonville CC
Barbara Campbell, Chief Business Officer, Maysville CTC
Rhonda Logsdon, Business Office, Associate Dean, Owensboro CTC
Patrick Mayer, Director of Financial Aid, Somerset CC
Jenn Noble, Associate Vice President, Business Affairs, Southcentral Kentucky CTC
Deb Young, Campus Director, Southeast Kentucky CTC
Jennifer Strout, Associate Dean of Business Affairs, West Kentucky CTC
Jamie Bland, Financial Support Services, KCTCS
Lora Woods, Financial Support Services, KCTCS
Linda Hayes, Executive Director of Centralized Processing Center, KCTCS

Lead: Joe Mattingly, Dean of Business Affairs, Elizabethtown CTC
Leadership Liaison: Sarah Price, Chief Business Officer, Owensboro CTC
Facilitator: Harmony Little, Executive Director of Credentialing Strategies, KCTCS 

Curriculum and Learning Transformation, General Education
Members
Richard Merritt, Associate Dean for General Education, Ashland CTC
Tom Matijasic, Professor, History, Big Sandy CTC
Breanna Phillips, First Year Experience Coordinator, Elizabethtown CTC
Adarrell Owsley, Former Assistant Professor of Developmental Reading, 
Gateway CTC
Don Barnes, Professor, Math, Hazard CTC
Dr. Ken Casey, Professor, Philosophy, Hopkinsville CC
Michael Estes, Department Head, English, Jefferson CTC
Chandy Melton, Faculty Chair, Humanities, Madisonville CC
Brianna Whitten, Professor of English, Maysville CTC
Dr. Micah Perkins, Associate Professor, Math and Science, Owensboro CTC
Scott McClendon, Associate Professor, Math and Science, Somerset CC
Dr. Amy Embry, Instructor, Biology, Southcentral Kentucky CTC
Peggy Conklin, Dean of Arts and Sciences, Southeast Kentucky CTC 
Jason Taylor, Professor, Math, West Kentucky CTC
Michelle Nordin, System Registrar, KCTCS
Julie Gatling Brook, Online Learning Special Initiatives Manager, KCTCS

Lead: Greg Rickert, Professor, Communication, Bluegrass CTC
Leadership Liaison: Dr. Todd Brand, Chief Academic Officer, Ashland CTC
Facilitator: Carla Hornback, Chancellor’s Fellow and Professor of 
Communication, Elizabethtown CTC

Curriculum and Learning Transformation, Technical Education
Members
Dr. Shannon Hankins, Associate Dean for Technical Education, Ashland CTC
Shawn Gannon, Assistant Professor and Program Coordinator, Welding, 
Bluegrass CTC
Steve Gabehart, Associate Professor, Automotive Technology, Elizabethtown CTC
Sarah Smith, Assistant Professor, Early Childhood Education, Gateway CTC
David Frazier, Professor, Computer Information Technology, Hazard CTC
Diane Thomas, Instructor, Business, Hopkinsville CC
Bruce Jost, Division Dean, Business and Technology, Jefferson CTC

Matthew Luckett, Faculty Chair, Applied Science, Madisonville CC
Kenneth Barnett, Instructor, Computer Manufacturing and Machining, 
Maysville CTC
Shawn Payne, Professor and Department Head, GO FAME and Manufacturing 
and Transportation, Owensboro CTC
Cindy Burton, Professor and Program Coordinator, Visual Communication, 
Somerset CC
Renea Watkins, Assistant Professor, Nursing, Southcentral Kentucky CTC
Emily Abrams, Professor, Respiratory Care, Southeast KY CTC 
Dr. Vanessa Lyons, Assistant Professor, Nursing, West Kentucky CTC
Jarod Withers, Former Instructional Consultant, Southcentral/Eastern 
Region, KCTCS  

Lead: Dr. Jill Keaton, Professor, Dental Hygiene, Big Sandy CTC
Leadership Liaison: Dr. Sandra Kiddoo, Former Chief Academic Officer (CAO), 
Hazard CTC
Facilitator: Mike Rodgers, Chancellor’s Fellow and Chief Institutional Officer, 
Owensboro CTC  
Curriculum and Learning Transformation, Workforce Solutions 
Members 
Robin Harris, Director, Workforce Solutions, Ashland CTC
Rachelle Burchett, Director, Workforce Solutions, Big Sandy CTC
Jeanne Devers, Project Manager, Workforce Solutions, Bluegrass CTC
Steve Bratcher, Director of External Technical Training, Workforce Solutions, 
Elizabethtown CTC
Dina Shields, Project Manager, Workforce Solutions, Gateway CTC
Myla Barrett, Coordinator of Continuing Education, Workforce Solutions, 
Hazard CTC
Samantha Reynolds, Workforce Development Training Specialist, Workforce 
Solutions, Henderson CC
Lea Martin, Workforce Development Liaison, Workforce Solutions, 
Hopkinsville CC
Kara Schotter, Division Dean, Allied Health, Jefferson CTC
Mike Davenport, Director, Workforce Solutions, Madisonville CC
David Hatton, Instructor, KY-FAME Maysville CTC
Sheri Plain, Director of Programs, Workforce Solutions, Owensboro CTC
Eric Harris, Apprenticeship Program Coordinator, Workforce Solutions, 
Somerset CC
Sherri Clark, Director, Workforce Solutions, Southeast Kentucky CTC
Stephanie Milliken, Dean, Applied Technology, West Kentucky CTC
Diana Jarboe, Apprenticeship Project Director, KCTCS

Lead: Dr. Kim Myers, Dean Community Workforce and Economic 
Development, Workforce Solutions, Southcentral Kentucky CTC
Leadership Liaison: Alesa Johnson, Vice President of Workforce Solutions, 
Somerset CC 
Facilitator: Formerly Dr. Shannon Gilkey, Vice Chancellor for Academics 
and Workforce Solutions, KCTCS; Harmony Little, Executive Director of 
Credentialing Strategies, KCTCS 

Information Technology
Members
Pam Klinepeter, Director of Library Services, Ashland CTC
Dr. Kathryn Miller, Faculty Chair, Computer and Information Systems, Big 
Sandy CTC

Quick Start Planning Process Managing ChangeALIGN Recommendations Lessons Learned Conclusion Tools & Resources



CBE FIELD GUIDE 62

Connie Rine, Student Center Manager, Information Technology, Bluegrass CTC
Bryan Smith, Registrar, Elizabethtown CTC
Douglas Penix, Associate Vice President, Academic Services Gateway CTC 
Ella Strong, Dean of Innovative Technology, Hazard CTC
Allisha Lee, Campus Director, Fort Campbell, Hopkinsville CC
Joseph Heerdink, Director, Information Technology, Madisonville CC and 
Henderson CC
Brett Cable, Director, Information Technology, Maysville CTC
Dr. Edward Morris, Professor and E-learning Coordinator, Psychology, 
Owensboro CTC
Melissa Adams, Director of Program Facilitation, Project BEAM, Somerset CC
Sherri Basil, Blackboard Coordinator, Southcentral Kentucky CTC
David Clutts, Professor, Developmental Math, Southeast Kentucky CTC
Faith Crim, Coordinator of Online Teaching and Learning, West Kentucky CTC
Chun Cummings, System Director of Student Systems, KCTCS
James Gibson, Learning Management System Administrator, KCTCS
Jeremy Miller, Executive Director of Enterprise Architecture, KCTCS
Christopher Hetherington, Executive Director of Virtual Student Services, KCTCS

Lead: Thomas Rogers, Chief Information Technology Officer, Jefferson CTC
Leadership Liaison: Merrill Galloway, Director, Technology Solutions, 
Southeast KY  
Facilitator: Harmony Little, Executive Director of Credentialing Strategies, KCTCS

Student Support Services 
Members
Nicholas Hites, Former Enrollment Services Recruiter, Big Sandy CTC
Erin Howard, Latinx Outreach and Immigrant Student Services Director, 
Bluegrass CTC
Judy Akers, Director, Admissions and Assessment, Elizabethtown CTC
Dana Franxman, Director of Disability Support Services, Gateway CTC
Beth Pennington, Dean of Retention Services, Student Services, Hazard CTC
Dr. Lavonia Lewis, Coordinator of Retention, Engagement and Student 
Success, Henderson CC
Tiffanie Witt, Registrar, Hopkinsville CC
Elizabeth Teer, Assistant Director, Admissions, Jefferson CTC
Cathy Vaughan, Dean of Student Affairs, Madisonville CC
Sierra O’Cull, Success Coach, Maysville CTC 
Dr. Andrea Borregard, Dean of Student Affairs, Owensboro CTC
Julie Howe, Associate Professor/Librarian II, Library Services/Learning 
Commons, Somerset CC
Shawn Stovall, Director of Career and Academic Planning, Southcentral 
Kentucky CTC
Shawn Lind, Director of Marketing, Southeast Kentucky CTC
Amanda Scheidegger, Veterans Services Coordinator, Student Services, West 
Kentucky CTC
Matt Strother, Ready-to-Work Program Specialist, KCTCS
Natalie Gibson, Associate Vice President, Student Services, KCTCS

Lead: Steve Woodburn, Chief Student Services Officer, Ashland CTC
Leadership Liaison: Angel Prescot, Chief Student Affairs Officer, Hopkinsville CC
Facilitator: Harmony Little, Executive Director of Credentialing Strategies, KCTCS 

KCTCS Chancellor’s Fellows  
Carla Hornback, Chancellor’s Fellow and Professor of Communication, 
Elizabethtown CTC 
Mike Rodgers, Chancellor’s Fellow and Chief Institutional Officer, Owensboro CTC  

KCTCS System Office Staff Leadership 
Harmony Little, Executive Director of Credentialing Strategies 
Dr. Kris Williams, Chancellor

KCTCS Foundation, Inc.  
Ben Moehler, Former Vice President of Institutional Advancement 
Karen Pack, Assistant Director of Accounting and Finance 
Dr. Kay Yates, Associate Vice President for Philanthropy

ALIGN Statewide Advisory Council
Presidential and Chief Academic Officer Representatives
Dr. Koffi Akakpo, President/CEO, Bluegrass CTC
Dr. Cindy Kelley, President/CEO, Madisonville CTC
Dr. Phil Neal, President/CEO, Southcentral Kentucky CTC 
Dr. Teri VonHandorf, Chief Academic Officer/Provost, Gateway CTC

Faculty Representatives
Joseph Mahoney, Professor, Mathematics, West Kentucky CTC, Chair,  
Senate Council 
Barry Phelps, Associate Professor, Science Technology Engineering and Math 
(STEM), Henderson CC, Vice Chair, Senate Council

Student Representatives  
Kara McFadyen, Owensboro CTC, Student Regent, Board of Regents 
Darryl Parker, Hazard CTC

KCTCS Representatives  
Dr. Paul Czarapata, President, KCTCS 
Dr. Kris Williams, Chancellor, KCTCS

Philanthropy Representatives  
Maryann Rainey, Program Officer, Ascendium Education Group 
Bleik Pickett, Program Officer, James Graham Brown Foundation 
Bridget Bloom Ramsey, President and CEO, The Prichard Committee for 
Academic Excellence 

KY Education Representatives  
Dr. Melissa Bell, Vice President for Academic Affairs and Student Success, KY 
Council on Postsecondary Education 
Dr. Jason Glass, Commissioner and Chief Learner, Kentucky Department of 
Education  
Mary Pat Regan, Deputy Secretary, Education and Workforce Development 
Cabinet 

KY Employer Representatives  
Beth Davidson, Executive Director, The Workforce Center, KY Chamber of 
Commerce Foundation  
Alicia McClain, Executive Director, Microsoft Future of Work Initiative 
Todd Schmiedeler, Former Chief Engagement and Innovation Officer, Trilogy 
Health  
Kevin Smith, Vice President, Kentucky Beam Bourbon Affairs, Beam Suntory; 
Chair of the Kentucky Workforce Innovation Board

Working Group Liaisons to KCTCS Shared Governance Councils 
Business Processes and Services Liaison 
Sarah Price, Chief Business Officer, Owensboro CTC

Curriculum and Learning Transformation Liaisons 
Sydney Baseheart, Executive Director of Academic Programs, KCTCS 
Paige Brooks-Jeffiers, Executive Director for Professional Development and 
Innovation, KCTCS 
Alan Lawson, Executive Director of Institutional Effectiveness, Research and 
Accreditation, KCTCS  
Haley McCoy, Executive Director of Economic Development, KCTCS 
Jessie Schook, Executive Director, Workforce Solutions, KCTCS 
Dr. Leah Simpson, System Director of Online Learning, KCTCS 
Dr. Erin Tipton, Associate Vice President for Workforce Solutions, Bluegrass CTC

General Education Liaison 
Dr. Todd Brand, CAO, Ashland CTC

Technical Education Liaison 
Dr. Sandra Kiddoo, Former CAO, Hazard CTC

Workforce Solutions Liaison 
Alesa Johnson, Vice President of Workforce Solutions, Somerset CC 

Information Technology Liaison 
Merrill Galloway, Technology Solutions Director, Southeast KY  

Student Support Services Liaison 
Angel Prescot, Chief Student Affairs Officer, Hopkinsville CC

KCTCS Web Services Team 
Jackie Watson, Director of Web Strategies 
Elizabeth Farnsworth, CMS Administrator & Web Accessibility Coordinator 
Daniel Fukuhara, Developer 
Aaron Eisenberg, Developer 
Hannah Sharp, Intern
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Competency-Based Education Network (C-BEN) is a network of 
institutions, employers, and experts committed to unlocking the 
potential of competency-based learning to ensure education and 
training is more flexible, responsive, and valuable. C-BEN is the 
go-to source on competency-based learning—home to experts, 
researchers, practitioners, and institutional leaders who are 
reimagining education and training systems and helping others 
design and build high quality programs. Through their work, 
C-BEN aims to advance the understanding of competency-based 
learning, accelerate its development and scale, develop and 
maintain quality standards, and remove barriers to its continued 
growth. Dr. Tiffany Denton, Senior Consultant, and Dr. Charla 
Long, C-BEN President, were lead consultants, joined by Amber 
Garrison Duncan, C-BEN Executive Vice President, supporting the 
KCTCS ALIGN project. Dr. Denton is a board-certified behavioral 
analyst with doctoral designation and has extensive experience 
building CBE programs in both higher education and work-based 
settings. Dr. Long, C-BEN’s Executive Director, is co-author of The 
Leader’s Guide to Competency-Based Education and has been 
recognized by The Chronicle of Higher Education as one of the 
Top 10 Most Influential People in Higher Education for her work in 
competency-based education.

Kentucky Community and Technical College System supports its 16 
colleges in their individual and collective efforts for student success.

KCTCS’s mission is to enhance the quality of life and the 
employability of the citizens of the Commonwealth by serving as 
the primary provider of:

→ College and Workforce Readiness

→ Transfer Education

→ Workforce Education and Training

More than half of KCTCS students dream of completing an 
associate degree and transferring to a four-year institution. Others 
want to earn a credential that will lead to a good paying job, and a 
few thousand more dream of getting customized training that will 
help them advance in their field. No matter the path they choose, it 
is KCTCS’s mission to help them succeed.

Ascendium Education Group is a 501(c)(3) nonprofit organization 
committed to helping people reach the education and career 
goals that matter to them. Ascendium invests in initiatives 
designed to increase the number of students from low-income 
backgrounds who complete postsecondary degrees, certificates 
and workforce training programs, with an emphasis on first-
generation students, incarcerated adults, rural community 
members, students of color and veterans. Ascendium’s work 
identifies, validates and expands best practices to promote large-
scale change at the institutional, system and state levels, with 
the intention of elevating opportunity for all.
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