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Cross-Functional Inquiry Team (CFIT) Basics 

What is a CFIT? 

Cross-functional Inquiry Teams (CFITs) are comprised of various stakeholders within the college, and 
may include faculty from multiple disciplines, classified staff, site representation, administration, 
students, and others who have an interest in college initiatives. CFITs are designed to do the following: 

● Examine research and local data 
● Explore initiatives 
● Recommend actions in order to improve student success and the student experience 

CFITs encourage various representatives across the college to engage in discussion, inquiry, and 
implementation of activities under the Guided Pathways framework. 

Why do we use CFITs? 

CFITs are developed to explore solutions to problems that exist at the college. The team will be given a 
charge (the identified problem and the assigned responsibilities and tasks expected of the team). Efforts to 
improve student outcomes can be more effective when based in collaborative and data-driven decisions. 
CFITs are a proven mechanism for engaging a variety of individuals in data-driven college-wide work. 

● Standardize and improve processes 
● Give ownership to a project - generate buy-in 
● Build a culture of collaboration among staff, faculty, and students 

● Identify opportunities and strategies 
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Forming a CFIT 

Developing the Charge 

The charge is developed by the Student Success and Support Programs (SSSP) committee and/or college 
administration. The charge should be a clear description of the need identified and include some 
context/background information (e.g. connection to Guided Pathways, strategic goals, etc.). If it is 
available and fitting for the charge, data should be included to clarify the problem and/or need for the 
CFIT. The charge should indicate any particular tasks to be accomplished and/or an expectation for the 
outcome (e.g. a recommendation for action, a process, a document, etc.). The charge should be used as a 
guiding document for the CFIT’s work, something to be revisited in the case the team needs refocus. 

Team Composition 

a. Selection of CFIT Participants 
i. Call-out based on interest in project 

ii. Representation from sites should be considered based on the nature of the charge 
iii. Recommendations for a true CFIT (based on recommendations from The RP Group, 

Career Ladders Project, and Academic Senate for CCC): 
1. Students 
2. Instructional faculty 
3. Counseling faculty and other student services personnel 
4. Classified staff who regularly interact with students during key college processes 

(A&R, FA) 
5. Administrators 
6. Institutional Research 
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Cross-functional Inquiry Teams (CFIT) Process 

CFITs should maintain documentation of meetings in the form of agendas and minutes (to be sent to the 
office of Vice President, Student Services). The CFIT’s team lead should be prepared to provide updates 
on the team’s work at SSSP meetings. The following is a suggested process for beginning a CFITs work. 
The first meeting should include the following general topics for discussion: 

1. Establish team member roles (facilitator, note-taker, etc.) 
2. Review Guided Pathways 
3. Review the charge (and all supporting list items) developed by the SSSP committee 
4. Brainstorm and discuss plan of action/decide how the team will address the tasks in the charge 
5. Decide when student input will be gathered 

Process Overview 

CFIT representatives are expected to attend SSSP to share out the team’s progress throughout the process. 
This is an informal share-out that does not require presentation of tangible evidence of the work but a 
brief narrative of the direction the team is moving, what research has been completed, and the team’s 
general understanding of the project. The following are tasks that should be accomplished following the 
initial meeting (above). 

1. Develop a plan to address the charge 
a. Data Collection 

i. Where will the team look for information (professional organizations, other 
models in existence, personal connections, etc.) 

ii. Student Voice - at what point will it be collected and how? 
b. What resources will your team need to carry out this inquiry project? 
c. Establish a proposed timeline for the team’s work 

2. Attend SSSP to share progress and discuss the project 
3. Carry out the plan to address the charge 
4. Review the results 
5. Discuss challenges (stakeholder buy-in, how to roll-out with resistance, funding, etc.) 
6. Develop a recommended action plan to address the charge 

a. What are the results of the study? 
b. What is the recommendation of the CFIT? 
c. What is a timeline for implementing the CFIT recommendation? 
d. Consider how the recommended plan will be used at all Cerro Coso sites and online. 
e. What is the plan to sustain recommendations and activities after initial implementation? 

7. Present the results of inquiry and the action plan at SSSP 
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