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Closing the Loop: 
Purpose and Session 
Overview

Purpose

Perspectives

Sustainability

Practicality



Why This Session Matters for Early-Stage 
Institutions

Importance of 
Continuous 

Improvement

Structured 
Documentation 

Benefits

Strategic Integration 
Over Retrofitting

Reviewer Expectations 
and Intentionality



Who This Session Is 
Designed For
• Target Audience

• Cross-Functional Teams

• Psychological Safety and Expectations



DEAC’s Lens and Early-
Stage Challenges



DEAC’s Continuous Improvement Model

Structured Continuous 
Cycle Key Cycle Stages Cross-Functional 

Alignment

Continuous improvement is a required component of compliance with 
DEAC Standard III: Institutional Planning and Effectiveness



Aligning Improvement 
Work to DEAC Standards
All improvement activities should map directly to DEAC standards:

Academic & Outcomes:

• Student Achievement → Standard IV 

• Curriculum Changes → Standard VI 

Institutional Systems

• Mission Alignment → Standard I

• Governance & Ownership → Standard II

• Planning & Effectiveness → Standard III

• Student Support → Standard XII

Every improvement must link to a standard, action, and  measurable 
outcome



Building Evidence for DEAC Compliance

DEAC requires verifiable, 
documented evidence across 

all standards

Evidence must show 
processes, actions, and 

outcomes

Key areas: curriculum, student 
data, planning, governance

Evidence must be continuously 
collected, not retroactive

Organized, accessible, and 
mapped to standards

Evidence 
must demonstrate measurable 

outcomes, not just activity



Why Early-Stage 
Institutions Commonly 
Struggle

Evolving 
Systems and 

Limited 
History

Disconnected 
Efforts 
Across 

Growing 
Teams

Formative 
Challenges, 

Not 
Compliance 

Gaps

Intentional 
Design Over 

Complex 
Systems



Building the Foundation 
for Continuous 
Improvement



Year-One Blueprint for Improvement 
Systems

Phased Development Approach: 
Prioritize establishing templates and 
ownership early, followed by review 
cadence and data collection to ensure 
steady progress.

Consistency and Visibility: Focus on 
achieving consistent implementation 
and visibility rather than perfection 
during the first year.

Completion of Improvement Cycles: 
By year-end, demonstrate at least one 
complete, documented improvement 
cycle with documented measurable 
results to show progress.

Realistic Planning and Expectation 
Setting: Leaders plan 
realistically, allocate effort 
intentionally, and set appropriate 
internal and accreditor expectations.



Must-Have 
Systems to 

Put in 
Place Early

Defined Data Points Review Cadence

Assigned Roles and 
Responsibilities

Accessible 
Evidence Repository



DEAC Standards as Anchors for 
Improvement

Linking Improvements 
to Standards

Simplifying Self-Study 
Narratives

Cross-Departmental 
Improvement

Prioritization and 
Communication



Metrics That Matter from Day One

Focused Early Metrics Actionable Data Insights Gradual Measurement 
Expansion



The Starter Continuous Improvement Cycle

Simplified Improvement Cycle

Strengthening Accreditation Narrative

Closing the Loop

Scalable Repeatable Process



Cross-Functional 
Roles and 

Responsibilities

Faculty,  
Curriculum & 
Instructional 

Design Teams 
Contributions

Operations Team 
Role

Compliance 
Team 

Responsibilities

Institutional 
Effectiveness 

Support



Lessons Learned and 
Practical Refinements



Early Lessons from Initial Accreditation Journeys

Unified Templates 
Importance

Start Small and Build Balance 
Documentation Levels

Positive 
Growth Mindset



Refinements Made Over Time

STANDARDIZING 
DOCUMENTATION

EVIDENCE MAPPING TO 
STANDARDS

COMPLIANCE 
CHECKPOINTS 
INTEGRATION

DISCIPLINED REVIEW 
CADENCES



Micro-Case: 
A Practical 
Improvement 
Story

Issue Identification: Start the 
improvement cycle by 

clearly identifying the problem or issue 
to address. 

Implementing Change: Introduce a 
targeted change aimed at resolving the 

identified issue effectively.

Measuring Results: Measure the 
outcomes of the change to assess its 

impact and effectiveness.

Documenting Outcomes: Document 
the process and results to support 
learning and future improvements.



Evidence, Workflows, 
and Reviewer Narratives



The Evidence Shelf: What 
to Collect and Why
Concept of Evidence Shelf

• The evidence shelf organizes documentation into key 
categories over time for comprehensive recordkeeping.

Key Documentation Categories

• Important categories include curriculum, 
assessment, faculty input, and operations for thorough 
evidence collection.

Routine Evidence Collection

• Collecting evidence as part of normal operations 
ensures accuracy and reduces stress during reviews.



Tools and Templates that 
Support Consistency

Practical Improvement Tools: Change logs, 
program review forms, and meeting notes support 
repeatable improvement processes effectively.

Simplicity Over Complexity: Simple, consistently 
used tools outperform complex systems that lack 
user adoption.

Standardization Benefits: Standardizing tools early 
creates shared expectations and reduces ambiguity 
across teams.



Simple, Scalable Improvement Workflows

Streamlined Workflow 
Stages

Workflow 
Visualization Benefits

Scalability for Growth

This workflow is cyclical and supports ongoing, repeatable improvement aligned with DEAC 
Standard III (Planning and Effectiveness).



What Reviewers Look for in Early-Stage 
Narratives

Clarity of Process Intentional Decision-
Making

Documentation Over 
Time

Alignment Across 
Standards



What Strong Improvement Narratives Have 
in Common

Clear Structure: Effective narratives have a clear and logical structure that guides the 
audience through the story of improvement.

Transparency About Challenges: Strong narratives openly discuss challenges faced, fostering 
honesty and credibility with reviewers.

Consistency in Documentation: Consistent records and documentation support a coherent 
story of progress over multiple cycles.

Demonstrated Learning Over Time: Narratives show how lessons learned from one cycle 
informed actions in subsequent cycles, highlighting growth.



Putting Your Improvement Story on Paper

Chronological 
Storytelling

Link Actions to 
Outcomes

Tie Evidence to 
Standards

Clarity and 
Relevance



Planning Ahead and 
Closing



Planning a 12-MonthContinuous Improvement 
Calendar

Year-Long Continuous Improvement: A 12-month calendar ensures 
improvement activities continue throughout the entire year.

Quarterly Reviews Integration: Quarterly reviews align progress with 
goals, enabling timely adjustments and course corrections.

Sustainable Quality Practices: Ongoing metric monitoring supports 
sustainable quality and readiness for accreditation.



Discussion and 
Questions



Thank you!
Alba Romero: alba.romeroarteaga@pennfoster.edu

Jennifer Wurch: jennifer.wurch@pennfoster.edu

mailto:alba.romeroarteaga@pennfoster.edu
mailto:jennifer.wurch@pennfoster.edu
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