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Cultural 
pain points 
in NC-C 
transitions



Starting point—
Remove structural divides, task list

Unite noncredit 
and credit 

departments

Coordination, 
communication

Policies, 
procedures

Systems Job 
descriptions



Culture’s 
impact on 
collaboration

Adhocracy 
culture

Clan 
culture

Hierarchy 
culture

Market 
culture

https://www.forbes.com/sites/tracylawrence/article/organizational-culture/
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Culture 1: 
Adhocracy

Culture identifiers

Entrepreneurial

 Innovative

Creative

Risk taking

 Flexible

Low shame

Strategies

Experiment

Run with scissors

 Flat structures

Creative problem 
solving

6The 4 Types Of Organizational Culture—Which Is Best?
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Culture 2: 
Clan

Culture identifiers

 Family

Collaboration

Teamwork

Community

Mutual trust

Loyalty

Strategies

Employee 
involvement

Mentorship

Professional growth

 Investment in 
employees
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Culture 3:
Hierarchy

Culture identifiers

Quality control

 Internal efficiency

Reliable operations

Chain of command

Strategies

Prioritize stability

Efficiency determines 
process

Consistent 
implementation 

Transparent decision-
making
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Culture 4:
Market

Culture identifiers

Results-oriented

Competitive

Bottom line/metrics

Strategies

Continuous 
improvement

Reward excellence

Reward 
targets/goals met
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Waterfall activity: 
Cultural strategy

1. Which strategy do you think would work 
well to support your NC-C work at your 
college?

2. What would be a first step to take to 
implement the strategy?



Systems Thinking



Systems 
thinking

1. Inclusivity

2. Engagement

3. Recognition and support

Note: Revisit configurations regularly; revise 
as needed for tasks at hand

https://katherinesandersphd.com/three-ways-to-use-systems-thinking-in-higher-education/
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Inclusivity 
across the 
system

1. Broad sample, cross functions 

2. Target folks with in-depth understanding

3. Goal: common understanding

4. Deliberate working groups
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Engagement 
throughout 
the process

1. Define problem

2. Allow definition to change

3. Stakeholder/subject matter experts change

4. Potential solutions
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Recognition 
and support

1. Skills

2. Logistical support

3. Clear vision/mission

4. Timeline

5. Leadership amplifies group’s message
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One more element of systems: Bridgers
What they do

1. Curate partners/stakeholders

2. Translate across stakeholders

3. Integrate efforts

How they do it

1. Mutual trust

2. Mutual influence

3. Mutual commitment

Why Great Innovations Fail to Scale

https://hbr.org/2026/03/why-great-innovations-fail-to-scale


Waterfall activity: 
Systems Thinking

How might you use Systems Thinking in your 
NC-C transition work?



Structures/Alignment



NC-C 
structural 
differences

1. Recruitment/marketing

2. Enrollment

3. Payment

4. Post-completion life*

5. Data collection



Collaboration vs Dis-integration, systems

Duplicated 
employer contacts Muddy messaging Calendars

Program approval
Duplicated systems 

for enrollment, 
advising

Unclear path to 
ongoing education 

& training

Taylor, C. Y. (2025, December 1). When two divisions share one mission: Solid moves to align CTE and workforce development. LinkedIn. https://www.linkedin.com/pulse/when-two-divisions-share-one-mission-solid-moves-cte-taylor-ph-d--
hkgrc/?trackingId=e4bld%2FBORn3%2FGDqp523UEw%3D%3D 



Duplicated 
employer 
contacts vs 
culture

1. Adhocracy—pitching fast/custom training

2. Clan—hoarding relationships

3. Market—competition, first on scene wins

4. Hierarchy—slow, siloed outreach



Duplicated 
employer 
contacts, 
employer 
experience

Employer experience

1. Competing colleges within one college

2. Multiple contacts

3. Conflicting messaging

4. Confusion about offerings



Duplicated 
employer 
contacts, 
“One Talent 
Partner” model

Cultures are intentionally leveraged: 
Adhocracy – rapid solutions 
Market – clear ROI 
Hierarchy – quality & pathways 
Clan – relationship continuity 

Employer experience:
1. One coordinated entry point 
2. Clear, layered solutions: 
 Short-term training + long-term pathways 



Muddy 
messaging

Website says both: 
“Short-term training leads to jobs quickly” 
“Complete a 2-year degree for career success” 

Different names for similar programs 
(certificate vs. credential vs. badge)

No clear pathway from NC-C

Internal competition for the same students



Muddy 
messaging,
alignment fix

Blend cultures & Align messaging 

Adhocracy + Hierarchy= fast and high quality 
pathways

Tagline: Start quickly. Build credentials that 
last.

Market + Clan = career outcomes with 
student supports

Tagline: Gain skills employers need. We 
guide you every step of the way.



Waterfall activity: 
NC-C structures/alignment

Which NC-C conflict have you addressed at 
your institution, and how did you overcome it?



Case Study San Jacinto College 
(Texas)

https://publications.sanjac.edu/general-information/student-information/student-grades-records/credit-examination/credit-
examination.pdf
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San Jacinto, 
NC-C 
transitions

Removing Structural Divides

1. Reduce student process burden

2. Digital mechanisms

3. Zero CPL fees

4. Reduce requisite hours for CPL transcription

5. Mapped NC-C courses

https://tacc.org/sites/default/files/2023-11/san_jacinto_college_align_adapt_achieve-
lessons_in_the_transformation_of_non-credit_to_credit_pathways.pdf
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San Jacinto, 
Lay 
Groundwork 
& Manage 
Change

1. Workgroups

2. Document rationale

3. Templates

4. Training

5. Manal

6. Common language
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San Jacinto, 
Mapping 
Workflow
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lessons_in_the_transformation_of_non-credit_to_credit_pathways.pdf
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Waterfall activity: 
NC-C organizational 
practices

1. Having seen the complexity of San Jacinto’s 
process map, which NC-C transition 
organizational practices will need the most 
mapping? 

2. Which colleagues will you want to engage 
in this process?



Resources on Org Culture/Structure
Organizational Culture

https://www.forbes.com/sites/tracylawrence/article/organizational-culture/

Systems Thinking
https://katherinesandersphd.com/three-ways-to-use-systems-thinking-in-higher-education/

Bridgers
https://hbr.org/2026/03/why-great-innovations-fail-to-scale

San Jacinto
NC-C project
https://tacc.org/sites/default/files/2023-11/san_jacinto_college_align_adapt_achieve-
lessons_in_the_transformation_of_non-credit_to_credit_pathways.pdf
Credit for Prior Learning (CPL) info
https://publications.sanjac.edu/general-information/student-information/student-grades-records/credit-
examination/credit-examination.pdf
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