CHABOT COLLEGE
PROGRESS REPORT 

RESPONSE TO ACCREDITATION TEAM 

MARCH 2003 RECOMMENDATIONS

1.
The team recommends that the district and college establish coordination, collaboration, and communication processes that will clarify administrative policies and procedures that pertain to overall college and district operations.  The team recommends the district office and the college define roles and processes and written procedures for planning and budgeting, as well as for other common functions.  Other common functions to assess for coordination of operations and service include, but are not limited to, human resources, information technology, instructional programs, economic development and research.  A useful collaborative model already exists for enrollment management.  Similar collaboration may facilitate increased communication and information, as well as improve operational efficiencies and effectiveness, desired outcomes expressed by many employees.


Because the Chabot-Las Positas Community College District (CLPCCD) is comprised of three working sites:  the District Office, Chabot College, and Las Positas College, Chabot College's response to this recommendation and the actions and activities that impact the college must be coordinated by the Chancellor with the two College Presidents.  The Chancellor and her top administrative team spent a day with an outside consultant to review the District's relationship with the Colleges and how it could be improved, including the areas of finance/budget, duplication of instructional programs and services, and human resources.  In addition, the group discussed which services should be provided by the District, which should be located at the Colleges, and how best to make that determination.  The specifics of progress-to-date in the areas of Business Services, Human Resources, Information Technology Services, Educational Services and Planning, Economic Development, and Institutional Research are found in the District's Progress Report (Reference 1).

2.
The team recommends that the college re-establish an ongoing, cyclical, comprehensive program review process, as part of the Institutional Planning and Budget Council.  The program review for instructional programs and student services needs to be tied to institutional planning and resource allocation.  Program review should be linked to the valuable information generated by the enrollment management process.

A program review process has been designed, and the first stage of it is being implemented during the 2004-2005 academic year. The two stages of implementation include a preliminary year of laying the groundwork, followed by regular program reviews on a two-year rotation, so that within a six-year period all of the college’s programs will have undergone thorough review. The preliminary year is necessary because of the unique features of Chabot’s design for program review: the basic program review concept is that the object of review will be defined by the learning pathways of Chabot students (Reference 2). Thus, by definition, Chabot’s program review process will be interdisciplinary. In order to take adequate time to ascertain clearly the interdisciplinary shape of each program cluster that is to be reviewed, the entire college must engage in a clustering process involving study of the student population taking courses in each academic discipline, the other courses those particular students generally take, the services they access or should access, and the learning challenges they face as they pursue their pathway. The college has initiated this preliminary year of study, through an orientation of the faculty on August 20, 2004. Faculty and staff within each discipline have begun work on the study and must report their preliminary findings to the Program Review Committee by October 15, 2004. This work will lead to articulated clusters whose faculty and staff will attend workshops in the spring term to prepare for the formal program review process.

The program review process itself is designed around assessment of student learning, and incorporates enrollment management information: the questions about student access and success that have formed the core of enrollment management discussions at the college for the last few years, also form the core of the program review study. The program review study is broader and longer-term, however, and also incorporates perspectives from the community and from associated disciplines, and a broader range of data on student learning.

In addition to counseling faculty and other student services staff participating in the clusters described, paralleling this process, Student Services will be reviewing operations through the Student Services Assessment Plan.  The obvious purpose is to make individual units or service areas more effective in supporting student learning.  To accomplish this, not only the service delivery of units must be examined, but the interrelatedness amongst the student services units and with instruction.  The Student Services Assessment Plan will focus on student outcomes, with guidance from Accreditation Standard IIB for student support services.  During 2004-2005, the first year process, Student Services faculty and staff will be developing mission statements, unit plans, objectives, and student learning outcomes for their particular unit or program.  They will be determining their data needs for the "evidence" to evaluate and measure the achievement of these outcomes.  Along with college-wide engagement in the preliminary year process, student services programs will participate in the full program review process beginning in 2005-2006 (Reference 3). 

A Program Review Committee has been instituted, which will monitor the process, receive reports from the programs, and interpret those reports to the Institutional Planning and Budget Council and the Academic/Faculty Senate. Program review information will thus form the basis of college planning priorities related to academic and student support programs. IPBC will relay these priorities to the College Budget Committee for implementation through the budget development process.

3.
Similar to the previous team recommendation, the team recommends that the college complete its work related to planning and governance, including the completion of the Strategic Plan and the integration of planning and budget.  The college needs to complete the task of linking the institutional and financial planning processes.  The college is further encouraged to clarify and codify governance structures, roles, processes and responsibilities.  


During Spring 2004, IPBC initiated a college-wide review of the college vision, mission, and values statements in order to guide the college and strategic plan's focus on student learning and to provide three distinct types of statements.  Throughout the Spring, a subcommittee of IPBC solicited individual and group input, and brought rolling drafts to all college-wide councils and senates until a final draft was approved by IPBC in May 2004, ratified by College Council in July 2004, and approved by the Board in August 2004 (Reference 4).

Through the Institutional Planning and Budget Council (IPBC), the college has developed an 18-month cycle and timetable with steps for integrating all aspects of planning with the financial planning processes (Reference 5).  The Strategic Plan 2003 to 2006 was completed in early Fall with priority objectives established annually (Reference 6).  The Chabot College Shared Governance and Collegial Consultation Process document has been adopted to clarify and codify governance structures, roles, processes, and responsibilities (Reference 7).  Additionally, effective July 2004, the college reorganized administratively, further clarifying allocation of responsibilities for all administrators (Reference 8).  IPBC is charged with overseeing the College Budget Committee, the College Facilities Planning Committee, Program Review Committee, Institutional Technology Committee, and Institutional Research and Grants Development.  Because of the extensive work being done by these groups, the IPBC is developing the processes by which all representatives can become informed decision-makers for the allocation of college resources to impact institutional outcomes and effectiveness.

4. 
The team recommends that:

a) The college develop a mission-centered, comprehensive, educational master plan that balances student and community need with instructional program integrity, and that the college establish criteria for course offerings and schedule programming.
The college has created a flowchart describing its educational master planning process (Reference 9), which has been approved by College Council and widely distributed in the college community. It indicates that the college’s planning is thoroughly recursive, beginning with community input and formulation/revision of mission, vision, values and goals, through program development and program delivery, through data gathering on outcomes, finally to data analysis and formulation/revision of goals and action plans. A comprehensive calendar for the college planning processes has also been developed, to help relate the various processes which affect or implement college plans. The remaining pieces of the educational master plan, still to be developed, are unit-level plans (out of program review and enrollment management discipline plans) and processes for synthesizing these unit plans into interdisciplinary or college-wide goals and objectives that can guide the formation of the college’s annual budget.  Upon conclusion of the Preliminary Year Process for Program Review in Spring 2005, unit plans will be formulated based on each program’s report. These plans will be updated annually, for use in the enrollment management process, curriculum planning, capital outlay prioritization, prioritization of full-time faculty hiring plans, and in IPBC’s formulation of budget development guidelines/priorities.

b) The college adopt a policy and implement a formal procedure for program introduction, reduction or elimination and that program review is re-implemented.

In conjunction with program review, processes for program revitalization/discontinuance and program introduction have been drafted with input from faculty, and was presented to College Council. The revitalization/discontinuance process takes into account the college’s overall educational master planning process, providing for a comprehensive needs assessment and outcomes evaluations in a staged process that culminates in findings and recommendations by the college’s chief instructional officer, and hearings before the Institutional Planning and Budget Council and the Academic/Faculty Senate. Recommendations from these bodies will be made to the college President, as to whether a given program is discontinued or initiated, with explicit follow-through to ensure that continuing employees and students are treated appropriately.  The draft process for program introduction is similar in design, but with a more flexible timeline.

Formal implementation of these processes awaits consultation with Las Positas College. The two sister colleges have been directed to coordinate the development and implementation of processes for program discontinuance and reduction, since the balance of offerings is an important consideration for the district as a whole. The Chancellor has indicated that the District Enrollment Management Committee (DEMC) could serve as a venue for considering and recommending program proposals from either or both colleges, since it has functioned in a similar fashion during the implementation of the enrollment management process for the two campuses. Discussions between the two colleges have just begun, however, so it is anticipated that implementation of the processes for program revitalization/discontinuance and program introduction may not occur until late in the 2004-2005 year.

c) Through discussions about the meaning of the associate degree and the philosophy of general education, the college should reach a timely resolution about high unit requirements for general education and graduation. The last accreditation team also made this recommendation. Additionally, the college should reach a resolution on general education requirements for the associate degree, and the approval mechanisms for the American Cultures requirement.  

A mechanism for review and approval of courses to meet the American Cultures requirement, developed by the Curriculum Committee with opportunity for input from the American Cultures subcommittee, has been adopted (Reference 10).

Concerning revision of general education requirements for the associate degree, the Chabot College Curriculum Committee spent a great deal of time and effort during 2003-2004 re-assessing requirements for both the A.A. and A.S. degrees, as well as the number of relatively high-unit majors. The Committee also conducted additional research to determine the impact of any changes in A.A. requirements.  After reaching a preliminary conclusion in mid-spring 2004 that A.A. degree units should be lowered, the Committee’s work was forwarded to a district-wide task force that had been created to address academic issues affecting both colleges, since it was determined that any change to the Chabot A.A. would require a change to the same degree at Las Positas College. The district task force met several times over the summer of 2004, and is poised to assist the colleges in agreeing on changes to the A.A. degree. The task force has begun to formulate some common district-wide learning goals and general education philosophy that the A.A. and A.S. degree requirements of both colleges will embody and fulfill.

At its most recent meeting (September 3, 2004), the District Task Force adopted the following as guiding language to assist the two colleges to work together on the revision of G.E. requirements:  "The colleges will create a pattern of General Education for the A.A. and A.S. degrees based on college-level student learning outcomes.  The foundations of this pattern will be the mandated Title V eighteen (18) units plus additional requirements as determined in the colleges, for a maximum of 26 units.  The District-wide Curriculum Council will review the colleges' proposals and recommend a final proposal to the Chancellor by May 2005."

When added together with the discussions of general education requirements that had occurred in previous years, the work of the last eighteen months represents a considerable effort in coming to terms with the high numbers of units many Chabot students must take in order to get an A.A. degree. Supporting documents include the May 13, 2004 and May 8, 2003 Curriculum Committee Reports to Senate, the August 26, 2004 Resolution of the Academic/Faculty Senate, the September 2, 2004 Resolution of the Academic Senate, and the September 9, 2004 Timeline approved by the Academic Senate (Reference 11). The result of these discussions is as follows:

1. Effective with the Fall 2004 curriculum cycle, new majors that have more than 18 units must include a justification for the number of units attached to the Statement of Rationale, when these proposals come to the Curriculum Committee.

2. All programs whose major requirements for the A.A. exceed 25 units have been asked to consider proposing an A.S. degree pattern to the Curriculum Committee.

3. Academic divisions have been asked to review and justify the number of units in their majors, taking both institutional learning goals and program student learning goals and objectives into consideration.

4. The Curriculum Committee will appoint a task force in Fall 2004 to investigate options for proficiency testing in mathematics. Once a test has been identified and implemented, the Committee recommends that students have the option of meeting the mathematics proficiency requirement by achieving an appropriate score on the proficiency test.

5. The college has formulated a revision to the requirements for the A.A. degree, which has been proposed to the district-wide task force for action and for reconciling with any proposals presented by Las Positas College. The September 2, 2004 Senate Resolution details the AA degree revision.  

6. The Chancellor has directed that both colleges reduce A.A. requirements by at least 3 units, and that changes be effective in Fall 2006 in order to accommodate the different catalog cycle at Las Positas College.  The Senate has approved a timeline that addresses the timeline established by the Chancellor.  

7. By the end of the Fall 2004 semester, the college will adopt a succinct set of overall learning goals that will apply to all students, to form the basis of a comprehensive, college-wide learning assessment plan. It is anticipated that the full learning assessment plan will take a few years to complete. When complete, it will include student learning outcomes and appropriate assessments at the course, program and degree levels. It is furthermore anticipated that this activity, and concurrent activity in other aspects of education master planning (community needs assessment, industry-based revision of learning objectives, etc.), will likely result eventually in a further re-casting of the college’s A.A. and A.S. degree requirements.  After college-wide learning goals have been adopted, and learning assessments have been devised and implemented, it will be possible to ascertain with greater assurance whether Chabot graduates have actually accomplished the intended learning—and based on that information, the college may wish to consider further revision to the general education requirements for both A.A. and A.S. degrees.
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