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Mission 
 

White Earth Tribal and Community College 
is an institution of higher learning 
dedicated to academic excellence 

grounded in Anishinaabe culture, values, 
and traditions. 

 
 

Vision 
 

Gibimiwidoomin Gidinwewininaan Niigaanakeyaa 
“We are carrying into the future the way that we were given.” 

 

 

Values 
 

The Anishinaabe Seven Grandfather Teachings serve  
as the values for the College 

 
** Respect ** Love ** Courage/Bravery ** Honesty ** 

Wisdom ** Humility ** Truth 
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STRATEGIC PLANNING 

The purpose of strategic planning is to set overall goals for the College and develop a plan to 

achieve them.  The process of strategic planning is about determining the direction in which we 

want to take the College as well as identifying obstacles that may get in the way. This requires a 

shift from day-to-day operations/concerns to a broader and longer-term plan with departments 

and staff working together to achieve the goals.  An effective strategic plan will include processes 

to define:  1) Where are we now? 2) Where do we want to go? And 3) How will we get there? 

 

The management of a strategic plan entails a systematic coordination and alignment of resources 

and actions items that transform the plan into results.  All strategic plans should be adaptable to 

changing conditions.   

 

Strategic planning should provide clarity, direction, and focus for the College so all staff understand 

our purpose (mission), what we want to achieve (vision) and how we are going to get there (the 

plan).  The plan should drive organizational alignment.  

 

For some time now we have recognized that staff of the College are working very hard.  However, 

the hard work is not moving us forward.  In a session with Naabek in early 2019, we defined this as 

“moving our canoe forward”.  It is as though we are all in a canoe, trying to get across the lake – 

everyone is rowing very hard, but we’re turning in circles and not truly moving forward to get 

across the lake.   

 

An effective strategic plan allows the organization to be more proactive rather than reactive.  It 

clearly defines our goals providing for an alignment among departments to understand the 

direction we are going (getting our canoe into sync so we can cross the lake).  Ultimately, it 

increases operational efficiencies and allow our College to grow as we define growth. 

 

The White Earth Tribal and Community College 2020-2030 Strategic Plan is designed to guide the 

direction, strategies, objectives, and priorities of the College and then align resources to 

accomplish the actions necessary to meet them.  
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THE 2020 PLANNING PROCESS 

 

The 2015 Strategic Plan was scheduled to expire in 2020, although planning began early, the 

process was interrupted by COVID-19. The process included: 

 

• August 2019 – All Staff Meeting to review the past and vision the future 

 

• December 2019 – COT and Cabinet Review & SWOT Update with Wiya & Associates, LLC 

(Deborah & Ron His Horse Is Thunder) 

 

• Spring 2020 – Community Survey conducted 

 

• Fall 2020 – Strategic Planning Sessions with Indigenous Collaborations, Inc. (Paul, Lesley, 

and Sidney Kabotie) 

o All Staff, Faculty, and COT September 3 & 4 

o COT and President September 30 

o All Staff, Faculty, and COT October 30 & November 6 

 

• Reference Documents 

o 2015 notes and results 

o Trending information: internal and external 

o Regional workforce development 

o IEC Annual Report 

o Student surveys: internal, CCSSE, SENSE, iCAT 

o External reports: AIMS, IPEDS 

o HLC review 

o Faculty & student reflections 

o Monthly departmental reports 

o Community survey 

o Updated SWOT analysis 

 

The final sessions were facilitated by Indigenous Collaborations, Inc. in multiple sessions with all 

staff, Faculty and COT Members invited to participate in a consensus fashion. Due to the COVID-19 

pandemic, the session was spread out over various days via Adobe Connect. The sessions were 

challenged by technology and connectivity issues, but overall, most were able to participate.  

 

The results of the sessions are a new ten-year strategic plan for WETCC to help execute choices 

and actions required to meet strategic goals. The plan is adaptive and flexible to respond to the 

changing environment which is particularly important considering the plan was created during the 

coronavirus pandemic.    
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The process completed with Indigenous Collaboration, Inc. was spread out over multiple days and 

included the following steps: 

 

STEP 1:  Overview, Organizational History & Current Environmental Scan 

All participants in the session helped to create a snapshot of the history of WETCC over time and 

the current reality of where the institution is at now. 

 

• History Grounding WETCC’s Vision: 

o Tribe exercising sovereignty and self-determination 

o Growing pains – state of flux, multiple buildings, presidents, staffing, and 

accreditation 

o Growing up, “We’re not a play pretend college” some old practices became 

not acceptable anymore 

o Maturing – Adaptable – At this time expressing our creativity to navigate 

through obstacles with hard work and dedication of staff and students 

 

• Current Reality: 

o Environmental Scan: Basic Data 

o Environmental Scan: Positive (+) Trends  

o Environmental Scan: Negative (-) Trends 

o Environmental Scan: Advantages 

o Environmental Scan: Recent Accomplishments 

 

STEP 2: Long Term Service Offerings 

On September 30, 2020, the Council of Trustees met to with Indigenous Collaboration, Inc. to 

prioritize the academic offerings of the college. Priorities for academic programming (in no 

particular order): 

 

• Workforce development 

• Two-Year programming 

• Certificate programming 

• Customized training 

• Community workshops 

 

STEP 3:  Practical Vision 2030 

Collectively participants created consensus vision statements that describe the desirable WETCC 

results. Participants wove an optimistic picture of how strategic development should impact or 

support, advance or positively impact WETCC in the next ten years.  
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The center represents elements that provide strength and balance and serve as a contextual 

backdrop as compelling, longer-term goals (the vision).  The five statements under the arches (the 

sides) represent supporting elements and explain what we plan to change or have an impact on in 

the next two years.   

 

 

 

 

 

 

 

 

 

 

 

 

STEP 4:  Underlying Contradictions (Obstacles) 

Contradictions Swirl – This helps us to define where we are spending opportunity; s a contextual 

map to remember the nexus distractions and where our energy is being spent, using up 

momentum or opportunities. The center of the swirl represents issues most distracting. 
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STEP 5:  Strategic Goals for 2020-2022 

Participants in the workshop developed potential actions that could be taken in the next two years 

(detailed in the full Strategic Planning Report). The action elements were woven into strategies to 

launch the vision activities and actions that address the contradictions to create a strategic 

approach to the work moving forward.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Strategic Opportunities are depicted in the arrowhead with the tip representing items that create 

breakthrough opportunities for WETCC; at the center are items that produce critical mass in the 

effort; at the end are the strategies which create lift and provide stability to assure distance in the 

trajectory of the work.  

 

 

STEP 6: Implementation Workshop 

Recognizing that meaningful change is a long-term effort that requires the coordinated, persistent 

involvement of many to launch the work that paves the way for community readiness, asset 

deployment and collective support and contribution to the process, all participants were asked to 

identify what work needs to be done to move each of the strategies ahead.  Each participant was 

also asked which piece they will commit to working on to support the group’s efforts. 

 

The processes were facilitated in a consensus fashion with all staff, faculty and COT members 

present having a voice in the priorities established.  
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The original teams were fashioned after a three-sisters companion garden which has been the 

center of Indigenous traditional agriculture. Seeds are planted to support one another, and the 

crops benefit from one another; corn provides the stalks for the beans to climb, beans provide 

nitrogen to the soil and the squash spreads along the ground blocking the sunlight while helping 

to prevent the establishment of weeds.  All three crops can be dried and used for food year-round. 

The Corn provides carbohydrates and dried beans are rich in protein and have amino acids which 

the corn does not. Squash provides additional vitamins and minerals creating a diet that is 

complete and balanced.  

 

Implementation is based on the prioritized accomplishments derived from input of the participants. 

The accomplishments were brainstormed by everyone first and then organized into groupings that 

correlated tasks. The first three implementation targets were decided in the final planning session 

with three teams selected to focus on the top priorities: 

 

1) Capacity Building 

The Corn Team selected “Promoting Marketing” as their first quarter strategy 

 

2) Educational Programming 

The Squash Team selected “Strengthening Programming” as their first quarter strategy 

 

3) Traditional Community Education 

The Bean Team selected “Revitalizing Culture” as their first quarter strategy 

 

Participants agreed the cultivating partnership aspect of the priorities is overarching and reaches all 

aspects of the efforts. 

 

Considering the entire world was amidst a pandemic at the time the planning was completed, the 

original teams were designed to be a reasonable starting point to provide a learning experience for 

the team members in working together, organizing, trust building, and team building ideally 

intended to: 1) give everyone an immediate role to be proactively involved and 2) determine the 

roadmap for coordinated effort going forward based upon the priorities. 

 

Implementation Sheets were completed by each of the teams for the first quarter (three-months) 

of the new strategic plan and are included in the final documentation.  
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THE PLANNING PROCESS GOING FORWARD  
 

The 2020 strategic planning process left the overall WETCC vision and mission unchanged. Once 

the process was completed with Indigenous Collaborators, the President’s Cabinet finalized the 

implementation and assessment processes to execute the new plan.  

 

Recognizing the bulleted ideas in each section (Vision, Contradictions, Strategies) are ideas by 

individuals and are helpful in garnering the consensus of the group, they themselves do not 

necessarily represent consensus. Some of the bulleted items may be great ideas in and of 

themselves, but in general, they are standalone ideas. The focus will be on the consensus 

statements in each section. 

 

VISION 

 

The vision establishes destination points that describe what the efforts are striving towards. 

 

• Towards Student Success 

• Providing support services through partnerships that enrich student experience and 

empower students to succeed 

 

• Towards Academic Excellence Grounded in Anishinaabe Culture, Values, and Traditions 

• Financially secure to expand and foster dynamic growth 

• Our community is bilingual and thriving by practicing our traditional ways of life 

• Stakeholder informed programming that meets the needs of the community 

 

• Towards Holistic Well-Being of Staff and Faculty 

• Staff and faculty capacity to provide holistic student-centered experiences 
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CONTRADICTIONS 

 

The contradictions highlight obstacles we know exist and therefore we can consider how to 

overcome or eliminate them as barriers. 

 

• Undefined vision leads to ununified sense of purpose which contributes to wearing multiple 

hats and high turnover 

 

• Commitments of College to develop infrastructure is hindered by limited ability to access 

funds 

 

• Trauma 

 

• Channel of communication with community doesn’t highlight programs offered or quality of 

education college provides 

 

• Recruiting qualified professionals is hindered by uncoordinated outreach, messaging, staff 

support systems and housing 

 

 

STRATEGIES FOR 2020-2022 

 

The strategies are actions participants thought of to move towards the vision and/or address the 

contradictions.  

 

• Revitalizing Culture 
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• Promoting Marketing  

 

• Cultivating Partnerships 

 

• Strengthening Programming 

 

• Connecting Housing 

 

• Securing and Increasing Funding 

 

• Developing Institutional Research 

 

Implementation accomplishments do not necessarily line up one-to-one with the vision, 

contradictions, or strategies, but are informed by them. By referencing the plan regularly, we can 

ensure accomplishments over time address as much of the vision, contradictions, and strategies as 

we can. The lists included in the plan provide context to consider as we continually work on the 

implementation plan.  

 

Since the future is not concrete, the implementation calendar is not concrete either, it is intended 

to be a working, living plan. As WETCC progresses forward, unexpected changes will occur, and 

the priorities will be adjusted accordingly. Additionally, some efforts will extend past one quarter 

and some even past one year, some efforts will need to be added to adapt to the changing 

environment and some may drop off.  

 

The calendar will be reviewed on a regular basis (at least quarterly) to arrange accomplishments as 

appropriate for where we are at that moment. Accomplishments will be stated in S.M.A.R.T. 

(Specific, Measurable, Action-oriented, Realistic, Time-limited) format.  
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Teams 

 

The Creation of Teams 

 

Teams will be determined on an as-needed basis, aligning with the current state and overall 

accomplishments realized as a result of the strategic planning efforts.  Teams will be designated by 

the President upon consultation with the President’s Cabinet. 

• A new team may originate from a suggestion.  

• New teams will evolve from the completion of efforts as we proceed forward. 

• New teams will be determined necessary when the internal or external environment 

changes. 

 

Team Membership 

 

As we proceed, team members can “cross pollinate” and join multiple teams, but all employees are 

required to be on at least one team. Leadership and participation with strategic planning teams will 

be incorporated into the annual performance evaluation for all employees.  

 

Supervisors may determine some staff may are designated to participate on a specific team when 

the area of expertise is required. 

 

Team Facilitators 

 

To ensure continuity and cohesiveness with the objectives and strategies defined and to ensure 

alignment with the overall strategic goals, members of the President’s Cabinet will serve as 

Facilitators for each team created. 

 

The Facilitator is assigned by the President to ensure strong communication is maintained within 

and among teams. The Facilitator will provide monthly updates to the President and COT and will 

act as: 

 

• Initiator – Lead the creation of new teams 

• Communicator – Ensure efforts and accomplishments are communicated 

• Motivator – Ensure teams maintain momentum 

• Guide – Providing guidance throughout the group processes and steps  

• Supporter – Provide support for everyone to do their best 

• Task Master – Keeping the teams on track 

• Bridge Builder – Create and maintain a safe and open environment for sharing ideas 

• Instructor – Teaching team members 

• Reporter – Gather and compile regular updates 

• Praiser – Praise participants for good efforts, progress, and results 
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Facilitators for the initial accomplishments planned include: 

 

Marketing Plan – Special Projects Director 

Student Mental Health – Academic Dean 

Food Security – Community Extension Services Director 

Ojibwe Language Certificate – Community Extension Services Director 

Ojibwe Language Daily Terms – Community Extension Services Director 

Trade and Medical Certificates – Academic Dean 

 

 

Implementation Sheets 

 

Teams will use the Implementation Sheet introduced by Indigenous Collaborators, adapted for on-

going use (see Implementation sheet attached).  

• The designated “champion” of each team is responsible to provide updates to the Team 

Facilitator and President’s Assistant so information can be maintained in a central location. 

• The President’s Assistant will maintain the timeline calendar and a record of activity for all 

teams which is shared throughout the organization.  

• KPIs will be determined by the teams and added to the College dashboard by the 

President’s Assistant. 

 

Communicating Progress 

 

The President’s Assistant will serve as the primary coordinator of teams to collaboratively track 

progress and will:  

• Track which team(s) each staff member participates with.   

• Share strategic planning information with all new staff.  

• Notify teams of a new staff member(s) who will be added to a team.  

 

An “All Staff meeting will be held at least bi-monthly for all the teams to provide an update on their 

progress.  

• Staff can provide suggestions and feedback. 

• Development of new teams can be determined. 

 

Funding 

 

As efforts are defined, budgeting must be considered. The fiscal year for WETCC begins on 

October 1st of each year. The annual budgeting process begins in May and continues through 

September when the final budget is reviewed and approved by the Council of Trustees.  
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The budgeting process will include funding requests for goals and objectives if funding is needed 

from the College general fund. A funding request from the College general fund must be 

submitted to the appropriate Facilitator no later than June 30 of each year.  

 

Any grants sought for fundraising are required to follow the grant policy in place 

 

Assessment 

 

The assessment of results is a critical factor for the College.  Following the completion of each 

implementation sheet, a summary of outcomes must be completed. The outcomes will include 

feedback and input from the team as well as what was learned, what went well, what could have 

been better, findings, and/or suggestions for future consideration. The Facilitator will assist with 

ensuring the overall assessment is completed. 

 

Annually as of September 30th of each fiscal year, results and assessments for all teams will be 

compiled for the Annual Report which is completed by the Institutional Effectiveness Committee 

(IEC).  IEC will include accomplishments and assessments of each team’s strategies in the annual 

report.  

 

Assessment of results can include:   

o Benchmark measures (direct or indirect) of accomplishment or progress 

o Analysis on how the results align with the vision, contradictions, and/or strategies 

o Data to support the results obtained (surveys, quantifiable results, etc.) 

o Important information gained from the efforts 

o Suggestions for improvement going forward 

o Summary of results (reflection) 

o Additional insights gained that might impact the results or the results of other strategies 

 
OVERARCHING KPI’S  

Key performance indicators (KPIs) are metrics that can be tracked, measured, and analyzed. KPIs 

are benchmarks used by WETCC to measure progress.  Each overarching KPI impacts the entire 

organization. The initial KPIs were determined by the President’s Cabinet.  

 

1) Academics 

• Student to Faculty Ratio: Academic Dean, each semester 

• Grade distributions: Each semester 

• Grade point average: Each semester 
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2) Student Success – Associate Dean of Student Services 

• Enrollment: Semester to semester 

• Student Head Count: First day of semester, census date, last day of semester 

• Student FTE: First day of semester, census date, last day of semester 

• Average age of students: Census day of each semester 

• Gender status: M/F students census day of semester 

• First Generation Student count: Census day of semester 

• Credits Attempted: First day of semester, census date, last day of semester 

• Credits Completed: Last day of semester 

• Retention: Semester to semester and academic year to academic year for each semester 

• Persistence: Percentage of students returning for second year, each semester 

• Drop Out Rate: Each semester 

• Graduation rates: Academic year to academic year with details on the amount of time to 

graduation, completion rates by cohorts of 100%, 150%, and 200% 

• Tuition Rates: Year to year 

• Financial Aid: Number and dollar amount of aid, scholarships, and grants awarded to 

students each semester 

• Tuition Waivers: Each semester 

 

3) Financial Indicators – Director of Finance 

• Revenue: Fiscal year separated into quarters 

• Expenses: Fiscal year separated into quarters 

• Budget to actual: Overall and each division 

• CFIs: HLC Composite Financial Indicators year to year 

• Administrative cost per student: Semester to semester 

 

4) Other 

• Staff Tenure Rate: Human Resources, bi-annual 

• Staff Turnover Rate: Human Resources, bi-annual 

• External contacts: Marketing, monthly 

• Partnerships: Each department as documented in monthly reports 
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Restate the Key Performance Indicator 
to be included with organizational KPIs 

(Objective) 
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WETCC PLANNING OBJECTIVES 
 

Accomplishment/Objective 

 

Special Considerations  Collaborators  Team 

 

 

 

 

 

    

    

Resources Needed: 

 

 

 

  Champion: 

 

Facilitator: 

 

 

KPI: 

 

 

State the desired accomplishment(s) in S.M.A.R.T. format 
 
 
 
 
 

 
 
 

Implementation Steps When Who 
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