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Standard 1:  Institutional Integrity (Now Standard 2)

Recommendation

That the College improve its strategic planning processes linking its planning with budget development as well as the establishment of goals, priorities, and expected outcomes. (1B, 1C, 1D, 6, 7C, 8B).

Response

In 1999, the College hired a Vice President of Business Services, whose job description included the task of integrating the planning process with budget development.  In October of 1999, the Board adopted new administrative rules and procedures which linked the Institutional Planning Committee to the College budget process.  Since that time, the job has changed hands four more times, most recently in January 2002, when a permanent Vice President was hired.

The College has redesigned the Institutional Planning and Budget Council (IPBC).  This committee is charged with the task of coordinating budgeting with the college-wide strategic plan.  The com​mittee reports regularly to the College Council and the Faculty Senate.  The College Budget Study Committee is a subcommittee of the IPBC.  The work task of the IPBC is to:

· re-validate work that has been done;

· open up the process to get more perspective;

· re-validate the themes;

· expand the issues and categorize them under themes;

· create problem statements from the issues resting under each theme;

· evaluate, combine, and prioritize the problem statements;

· develop potential solutions for key problems identified; 

· research the solutions, including identifying best practices;

· prioritize, select and modify solutions;

· set goals; and

· implement top solutions and develop implementation strategies for other ideas by Spring 2003.

Standard 2A:  Educational Programs (Now Standard 4)

Recommendations

That the College review the excessive number of units in some general education areas and in core programs required for the associate degree.

That the College administrative structure be reviewed to determine how to best provide the leadership to accommodate changing student and program needs, including more effective articulation with four-year institutions.

Response

The visiting team noted that some programs require an excessive number of units in both general education and core courses for completion of the associate degree.  Given Chabot’s demographics, however, a high level of remediation continues to be necessary for many students to reach college skill levels.  The Curriculum Committee, along with the Articulation Officer, constantly evaluates both unit requirements and breadth of courses which can be offered for discipline requirements, but no cuts have been made in unit requirements.  In fact, in response to California Community Colleges Chancellor’s Office mandate, the College removed the age limitation from its Physical Education requirement.  As a result, pending further review, all associate degree students must have two units (AA) or one unit (AS) of PE activity to graduate.

The desire to maintain enrollment in discipline areas has resulted in a proliferation of courses.  The College currently has no mechanism within its program review policy either to update course re​quirements within disciplines or to eliminate excessive or redundant courses or programs among discipline areas.  The College acknowledges the desirability of keeping unit requirements as low as possible, but so far has been unable to find a workable method to do so.

However, with the formation of District and College Enrollment Management Committees, we expect to develop a more effective program review process and processes for faculty in disciplines to address the various issues surrounding course offerings and program needs.  In addition, the Faculty Senate has charged the Curriculum Committee to review and propose changes in the General Education policy for the associate degrees.  [R-1]

During the 1998-99 school year, the District and Board imposed upon Chabot College a reorgani​zation plan with the purported purpose of saving money and being more efficient.  By Fall of 2002, however, reorganization is still a work in progress.  In the ensuing years, the College has had a continuing turnover of top administrative staff:  three Presidents (one of whom was interim); three VPs of Academic Services (two interim, including the current one); as of August 2002, a VP of Student Services who served in the position on an interim basis for two years before being hired permanently; and interim deans in one academic division as well as an acting dean and several vacancies in student service areas.  The use of a consulting firm (CampusWorks) to analyze the institution’s technological needs was expensive and controversial.  A new Dean of Information and Technology Services was hired in November 2001.  He is currently in the process of updating the College Technology Plan. 

The newly created Office of Student Life, established by a Dean of Students who later left to take another job, improved activities of student government and solved some problems with student discipline and student participation in extra-curricular activities.  The former Dean also reinstated the Performing Arts Series.  Following her departure, however, the Dean’s position was eliminated.  Many staff members also left, and it now appears that many of the improvements were temporary.  There is good news, however.  The College has a new President.  The Vice President of Student Services is now permanent.  The College is in the process of hiring a permanent Vice President of Academic Services, as well as Deans for Humanities and Language Arts and Special Programs and Services.  A new position, Director of Student Life, was created in Fall 2002, and the position was filled in October, 2002.

On another, more positive note, several areas of Student Services have shown marked improvement.  Matriculation has been connected to Counseling, creating for students a seamless transition from advisement to testing to orientation to educational plan.  Financial Aid services have moved to a larger area, and are looking for ways to serve students more effectively.

One issue which the College noted in the 1996 report, but which was not specifically mentioned by the visiting team, was the policy on Distance Education.  The current iteration of the Distance Edu​cation Policy at the College is very complete, and involves numerous checks and balances that are required by the Title 5 mandate and recommended by the State Academic Senate.  There was some initial vacillation with this process at the time of the accreditation report, and there were some problems created by a few loopholes in the original policy.  The current policy and procedures are much more efficient than they were formerly, and are indicative of the voluminous amount of work that staff have put into this process since the last accreditation report. Currently the College and District are working together to develop and propose a plan for evaluating Distance Education courses.

Standard 3:  Student Services

Recommendations

That the College consider all Student Services staff needs within the context of total institutional plans and budget development. (3E)

That the College address the allocation of space for Student Services programs within an implemen​tation plan and adequate fiscal resources. (3A)

That the College take steps to implement an organizational structure in Student Services that clearly establishes accountability and responsibility, and can be plainly understood by everyone in the institution. (3E)

Response

The College began an effort to address all three of the Student Services issues mentioned by the visiting team—staff needs, allocation of space, and organizational structure—with the reorgani​zation plan and the annual review of the need for new Student Services personnel.  The institutional policy for classified staff hiring has been used annually to determine what classified positions will be hired.  The Student Services and the Academic Services Councils have been combined, and now have the task of looking at issues that affect both areas, including hiring needs.  Unfortunately, for the last two years the institution’s financial situation has not allowed for many new classified staff to be hired, or even replaced.  After the elimination of the position of the Dean of Students and the resignation of the Coordinator of Student Activities in the Spring of 2001, a new entry-level management position was developed, and a Director of Student Activities has been hired.

In response to the second recommendation regarding space allocation, numerous changes have been made.  A Student Services Facilities Plan has been created and implemented.  The Children’s Center has been expanded with the addition of three new classrooms and is now offering evening services.  Financial Aid, Workforce Development, and Tutorials areas have all been expanded.

In response to the third recommendation, the College’s reorganization plan reviewed the appro​priateness of areas of responsibility under Student Services.  As an outcome, the Vice President of Business Services position was created, and Safety and Security, along with Lost and Found, the Bookstore, parking, and food services have moved from Student Services to Business Services.  Under the leadership of the Vice President of Business Services, significant progress was made in restoring funding to under-funded programs and service areas as well as in the funding of staff positions requested after the major Student Services reorganization.  Unfortunately, statewide budget restraints in 2002 have resulted in all departments college wide being asked to cut their budgets by 10 percent, so hiring has been curtailed.  However, the restructured, unified Institu​tional Planning and Budget Council should make it easier for the College to keep the larger contexts in mind when making Student Services hiring decisions.  The College’s hiring policies (faculty, classified, administrative) now have a mechanism by which the two arms of the school (Academic Services and Student Services) can compare hiring needs and make a single prioritized list from which hiring can proceed.

Standard 4:  Faculty and Staff (Now Standard 7)

Recommendations

That the District consider restructuring its Human Resources operations to ensure legal requirements are met and greater accountability, communication and improved service to all District employee groups are achieved.

That the College develop clearly communicated processes for determining hiring needs, hiring priori​ties, and equitable hiring processes.  (4E)

That the College develop a long-term, campus wide Staff Development Plan tied to College goals and priorities.  The College must work toward securing an adequate level of support to assist in the achievement of meaningful professional growth opportunities for faculty, staff, and administrators.  (4D)

Response

The District Human Resources area has been restructured by separating the Purchasing and Human Resources functions.  One staff member has been employed as the full-time Human Resources Director, reporting to the Chancellor.  Another staff member handles benefits and reports to the Human Resources Director.  A new staff member has been employed as the full-time Purchasing Agent, reporting to the Vice Chancellor of Business Services.  Staff survey results suggest, however, that problems still remain in the areas of Human Resources and Purchasing.  There seems to be a breakdown in communication and processing time for such items as job appli​cations and announcements.  There are still no standard personnel policies beyond the collective bargaining agreements and the Board Manual with its Administrative Rules and Procedures.  The institution needs a clear set of personnel policies which address good business practices.

The College has developed and adopted formal hiring policies for faculty, classified staff, and administration.  Using the new hiring priorities, some faculty positions were filled within the last six years with Partnership for Excellence money, growth money, and other sources. Unfortunately, new budget constraints in 2002 could severely restrict further hires, including replacement of staff.

The faculty hiring plan works on the principles of shared governance.  As priorities are established annually through the IPBC and the Faculty Senate, a hiring list is produced and hiring policy criteria are used to determine the order of positions to be hired.  Faculty hiring priorities will be linked to the Institutional Strategic Plan in the near future.

In early 1998, at the request of the College Council, the Classified Senate began work on a Classified Hiring Plan.  Working closely with the College President and the College Council, the Classified Senate developed a hiring plan which was implemented in the Spring of 1999.  This plan works on the principle of shared governance as priorities are established annually through the College Council, and a hiring list for the year is produced.  Each academic area is given a spot in a “draft” order, and as funding becomes available, positions are hired down on the list.  Willing classified employees have had job descriptions changed from ten to twelve months now that the College has gone to a year-round educational calendar.

Responding to the previous team’s recommendations, the College wrote a four-year Staff Develop​ment Plan in 1997 which stated objectives, goals, and priorities for Staff Development activities.  The 1997-2000 Chabot Staff Development Plan grew from plans submitted by units as part of the annual planning process and the revision of the Master Plan.
The focus of Staff Development remains much the same as it has been, but the specific activities and the level of activities change from year to year depending on the level of funding at the College.  This means that the Staff Development Plan is regularly reviewed and revised by the committee so that they may best utilize the shrinking resources provided by the state.  Staff training and utiliza​tion of technology remains a major focus of the Staff Development Committee, but with current funding levels, the College is unlikely to secure “an adequate level of support to assist in the achievement of meaningful professional growth opportunities.”  Creative approaches to staff de​velopment activities which are cost free or cost limited are increasingly being sought.

Standard 5:  Library and Learning Resources (Now Standard 6)

Recommendation

That the College develop an overall plan to bring all instructional support materials, equipment, and services up-to-date for the size of the campus and the needs of the instructional programs.

Standard Five of the College’s 1996 Accreditation Report contained numerous action items which the College believed were required to update the Library and Learning Resources. The Standard chair has provided a detailed list of responses to the recommendations in our self study. These responses are listed below.

Staffing/Services:  In the Administrative Reorganization of June 1998, The Dean of Library and Learning Resources position was replaced by a Dean of Information and Technology Services.  The current Dean returned to the faculty as a librarian.  The new position remained unfilled until November 2001.  The College has also increased the Library’s budget for student assistant hours.  Due to the increased staffing, open hours for the Library increased from 57 hour to 62 hours in Fall of 1998.

Library Infrastructure: The Library’s infrastructure was upgraded by means of a State Deferred Maintenance Grant and State Instructional Equipment and Library Materials Block Grant funding. The project was completed in December, 1999. The project (remodeling the main reading room and mezzanine floors) included the following: 

· asbestos abatement of the ceiling and of the floor tile on the mezzanine floor; 

· installation of new seismically secure lighting system;

· installation of new Datacomm wiring for the Student Computer Facility, the Reference/
Circulation desk and the online reference area;

· installation of carpet tiles in the main reading room and on the mezzanine;

· installation of seismically secure book stacks;

· installation of a new security system.

Self Study Action Plans
5A1:
1. 
Increase Library funding for materials and their preservation.


2. 
Increase the number of group study rooms.

3. 
Set aside funding in the College budget to replace the security system and carpet and to purchase equipment for use by disabled students.

5A2: 
1. 
Implement the College’s institutional master plan goal of increasing funding for 

Library materials collections.

2. 
Continue to look for outside funding to supplement materials and computer resources. 

3. 
Educate the College community to the Library’s funding needs and its declining share of College resources. 

Response

Funding from the State Instructional Equipment and Library Materials Block Grants has restored the library materials budget to the pre-1991 level. However, this level is still at approximately 55% of AB 1725 standards. Efforts to seek outside funding have concen​trated on the equipment needs of the Library Infrastructure projects and not on the library materials needs. 

The Library Infrastructure Project enabled the Library to return use of one room to group study use. Discussions have started on whether to continue to store print maga​zines at the current level; a reduction in the number may reopen another room for student use.

5B1:
1. 
Reinstate the book evaluation program as soon as funds become available. This should remain the first priority of the Library.

2.
Continue to convert periodical titles to the electronic formats such as CDROM or through new Internet Sources, where appropriate.

3. 
Introduce CDROM or other computer formats in the audiovisual collection, when funds become available.

4. 
Reinstate both the annual inventories of the collection and a browsing periodical collection.

5. 
Develop a process to evaluate student library needs of proposed curricula in conjunction with the Curriculum Committee.


Response
The book evaluation program has been reinstituted: subject areas are being evaluated, materials withdrawn, and new materials purchased. The Library, using State Technology Infrastructure funds, has subscribed to fourteen periodical databases that are accessed over the Internet. No library inventory of materials has been conducted. 

The College’s Curriculum Committee developed a form and procedure for faculty to cooperatively work with the library staff in determining student needs for proposed new courses. 

5C1:
1. 
Implement a comprehensive instructional program, which will institutionalize the

 
revised Library Skills and Internet courses.

2. 
Design other instruction courses to serve special student populations.


Response

The self-paced Library course has been re-instituted, with one section being offered each semester. A classroom based Library Skills course has also been developed and is being taught.  Library Studies 3, an Internet Skills course, has been developed and is offered as an 8-week one-unit course once a semester. 

5C3:
1. 
Continue the funding for Library hours, balanced with other needs in the Library.


Response
The College has increased the student assistant funding for the Library. This has resulted in an increase of five open hours weekly.

5D:
1. 
Increase the student assistant funds to reinstate lost services. 


Response:
Lost open hours have been regained. However, periodical book room services have not been restored.

5E1:
1. 
Conduct a system analysis of library and information access needs for the next 

century. The two Libraries (hence, the District) should evaluate all available systems in light of the defined requirements. 

2. 
Upgrade all dumb terminals in the Library to the level of 486 PCs or higher. The

impending redesign of the online catalog software, as well as the increasing need for access to the Internet and the full-text database available from online sources, requires added computing power.



Response
The Library has developed a Technology Plan. Utilizing State TTIP funding, the Library has upgraded the online catalog to the Z39.50 standard and made it available from the Library’s website. The Library has upgraded the OPAC terminals to Windows NT computers, which access the catalog as well as the Library’s subscription databases. Last year, the Library upgraded its electronic classroom and purchased additional internet database subscriptions. 

Standard 6:  Physical Resources (Now Standard 8)

Recommendations

No recommendations were made for this standard.

Standard 7:  Financial Resources

Recommendations

That the College review the structure of the College business office with the goal of strengthening its department’s role in the management of the College’s fiscal resources and auxiliary operations.

In addition, the relationship between that office and the District fiscal services should be clearly defined. (7C)

Response

The College’s efforts to address the team’s recommendations centered on an upgrading of the Director’s position to a Vice President of Business Services position and the hiring of a new administrator with increased authority and staff.  The position was first filled in the Fall of 1998.  Additional staff were also hired for the Business Office.  The rewritten job description strengthened the department’s role in managing the College’s fiscal resources.  The College Budget Council (CBC) has adopted a Unit Goal/Planning Calendar and a Unit Goals and Priorities—Outcomes worksheet which is used by area deans and other managers at the beginning of each planning cycle.  Beginning in the Fall of 2002, the CBC, based on college-wide budget assumptions coming from the College’s Strategic Plan, allocates funds to each cost center.  Each center determines its own spending priorities.

A number of other elements have been established in the College’s planning process: a revised College Master Plan which includes a college-wide Strategic Plan, a Technology Plan, a Computer Learning Center Plan, a Facilities Plan, an Educational Plan, a Matriculation Plan, and a Market​ing Plan.  Having more clearly defined planning and budgeting in place has enabled the Vice President of Business Services to manage the College’s fiscal resources more effectively.  A new Vice Chancellor of Business Services is working collaboratively with Chabot’s VP of Business Services to refine College and District procedures in purchasing, payroll, accounting, and the allocation of resources, and the Allocation Model itself.

As in other areas of administration, the Vice President of Business Services position has had a high level of turnover.  The current VP was hired in the Spring of 2002, following one permanent and three interim appointments.
Standard 8:  Governance (Now Standard 10)

Recommendations

That the College examine the effectiveness of its organizational structure in terms of its mission and its priorities and seek to more clearly define institutional roles at the College or between the College and the District.  (8B, 8C)

That the College improve the efficiency of its committee processes by establishing clear reporting relationships within its committee structure.

[In addition to the specific recommendations made by the visiting team in this standard, the team report noted that the perceived inequity in the allocation of funds was an issue that needed to be addressed.  The College’s response to the team’s recommendations includes these budgetary and allocation issues.]

Response

Under the leadership of the College’s former President and continuing with the new President, the College has addressed most of the issues raised by Chabot’s last self study and validated by the last visiting team.  The College has rewritten its Governance Policy to clarify its committee structures and reporting relationships.  Councils and committees now include representatives from the four constituencies, Faculty Senate, Faculty Association, Classified Senate, and Associated Students.  Standing committees and subcommittees are now organized around campus-wide areas of interest.  These bodies formalize the collegial process, facilitate communication, develop plans and processes, and provide input for the effective planning and operation of the College.

In response to the need for clarification of roles between the College and the District, the District Office has published a table of responsibilities for all district offices and disseminated it widely to staff throughout the District.  In addition, the College Budget Council continues to make its annual request to the District Budget Study Group regarding the disparity in funding between District and College.

The former President successfully eliminated a long-standing budget deficit by a combination of restructuring the District’s reserves and reducing the College’s operating expenses.  Unfortunately, due to shortfalls in state funding, a real disparity in college program costs, and the percentage of revenues allocated to the College based on the Allocation Model, the College is now facing another large deficit, making perceived budget inequities all the more difficult to accept.

Two other activities which have enabled the College to eliminate its long-standing budget deficit, at least temporarily, have been efficient scheduling and accelerated marketing efforts, resulting in increased enrollment.  New marketing strategies have included redesigning the Class Schedule, mailing the Class Schedule each term to our entire service area, purchasing radio and TV ads, and having College personnel present at events such as the county fair, the rodeo, and the business expo.  Additionally, the College has reinstated the “Get to Know Chabot” night and increased contacts with local high schools.  The College also created an Outreach and Recruitment Office within the Counseling Division and hired a coordinator.  These activities are ongoing.
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