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ACCREDITATION TEAM VISIT

CHABOT COLLEGE

March 24-27, 2003

INTRODUCTION AND SUMMARY

Chabot College is a comprehensive California community college, which primarily serves the residents of Alameda County in the East Bay including Castro Valley, Hayward, San Leandro, San Lorenzo, and Union City.  Chabot is one of two colleges in the Chabot-Las Positas Community College District, which was originally established as the South County Community College District.  Chabot opened for classes in September 1961, and it moved to its current site on Hesperian Boulevard in 1965.  The college currently serves over 15,000 students.  

The Chabot College revised mission statement was approved in September 2001: “Chabot College seeks to provide quality educational opportunities and offers traditional and nontraditional methods of learning and student support services.  The college encourages sensitivity to all cultures and respects diversity amongst students and staff.  The college also provides academic programs, technical and career vocational programs, transfer education programs, general education, basic skills instruction, English as a Second Language, and community and continuing education programs.”

The last comprehensive evaluation of Chabot College took place in March 1997.  As a result of that visit the Commission asked the college to provide a report with a limited visit in one year.  The interim report focused on three recommendations:

(1)
Evidence that clearly written procedures are on file, which connect the institutional budget allocation process to strategic planning priorities.

(2)
Evidence that organizational issues in student services have been addressed to establish accountability and responsibility.

(3)
Evidence that clear delineation of roles and relationships between the college and the district functions is in place with special emphasis on business office and planning functions.  

In addition, the team made 12 other recommendations.  Following the 1997 visit the college prepared a midterm report.  In May 1998 a two-person interim report team visited Chabot College to validate the progress the college had made regarding the three recommendations.  At that time, according to the visit and report, Chabot College was making positive strides toward resolving these issues but there were still concerns regarding the lack of overall strategic planning.  Chabot College also completed its midterm report, which was accepted by the Commission in January 2000.  

On March 24-27, 2003 a 12-member accreditation team visited Chabot College for the purpose of validating the college’s application for reaffirmation for accreditation.  Prior to the visit, a six‑member team visited the district to assess the role of the district in relation to the colleges. The six-member team consisted of the two team chairs plus two additional members from each of the college teams.  The teams’ assistants provided support for the district team.   The district provided a self study of its functions, which had to be integrated into the college reports for both Chabot and Las Positas since only colleges are accredited.  The district self study only assessed those standards, which were at least in part, a district responsibility.  Unfortunately, Chabot College did not respond to some standards in any detail since they believed they were a function of district. (Standard 9.C.2, 9.C.3).  Furthermore, the Chabot self study did not take into account the district analysis. 

Overall the Chabot team and the District/System team members visited more than 60 classes and labs and talked to 154 people at the college and the district including about 29 administrators, 39 classified staff, 23 faculty and talked informally to 55 students.  The team also held two open meetings with four team members at the college and one open meeting at the district office.  During the three open meetings, 33 people took the opportunity to express their opinions.  The District/System team met with the chancellor, the vice chancellors, seven members of the governing board, and seven other staff.  The team also reviewed written documents from the district and the college.

The 2002 self study was co-chaired by a faculty member, selected by the Academic Senate, and the Accreditation Liaison Officer, who is also a dean.  Each standard committee included faculty, classified, and administrators, who also served as resource persons.  The faculty team chairs were appointed in spring 2001 following a collegewide meeting on accreditation.  The teams were formed in fall 2001 and people volunteered to be on a team.  Anyone who attended a standard meeting was considered to be a member of the team. The self study was written during a period of difficult faculty contract negotiations and administrative turnover.  After the second draft was printed, the faculty participation dropped to a minimum level during late spring 2002, and they did not come fully back into the process until the contract was settled in September 2002. The Faculty Association encouraged the faculty to stop participation following the second draft.  During that time there was an interim president, no vice president for business services, an interim vice president for student services, and an interim vice president for academic affairs. A new president, vice president for business services, and a vice president for student services were hired during the time the self study was being written.  There is still no permanent vice president for academic affairs.  Standard 7.A.1 delineates some of the issues with the administrative turnover.

The self study includes a section on eligibility requirements, and the team concurs that the college continues to meet the requirements.  The self study is lengthy and includes a discussion of history in some of the standards even though some of those issues had been settled (see Standard 2.5).  The self study also provides descriptive summary and self evaluation, though sometimes the planning agendas are not well related to the self evaluation. There are inconsistencies between the self study and the planning agenda (10.C.2, pages 290 and 291), where they begin a discussion of structure and processes for budgeting at the college and district; but the planning agenda only addresses the allocation model.  Other inconsistencies occurred between the self evaluation and the planning agenda in 10.B.6, 7 and 8.  The role of the faculty acting as a Senate or as an Association as they relate to the level of faculty involvement and participation on college committees is difficult to understand, and the planning agenda is not closely tied to the self evaluation.  This same comment about the relation between the self study analyses and plans appeared in the 1997 report.  Finally, there appear to be personal opinions that are expressed in the self study without supporting documentation, and individual names are used in the study rather than position titles.  In one case the college did not respond to a standard, 7.D.2, related to employment equity because they believed it was no longer relevant since the passage of Proposition 209.  

The Planning Summary at the end of the self study is organized into themes, though those themes are not supported by any other documents and were not related specifically to the strategic plan, which is currently under development.  The documentation provided in the team room was not always complete and some of the documentation was weak and in the form of emails.  For example, the classified contract was not available and the “Master Plan Update 1997-2010” was missing many pages.  The documentation regarding the Institutional Planning and Budget Council (IPBC) was not included in the supporting documents, though when asked, the college provided the documents.  This same criticism about documentation also appeared in the 1997 report.  Because of the changes in college leadership over time and inconsistent responses from interviews, the team found it very difficult to validate parts of the self study or to assess the status of some of the shared governance committees, especially those related to planning, program review and budgeting. Standard Four supporting documents were not current though the college provided the documents when asked.

Commendations

The team commends the college for the quality and dedication of the staff.  Everyone we talked to expressed their commitment to the college and to the students.  The students we spoke to all have a high opinion about the quality of the college, the faculty and the support services.

The team commends the college on the progress it has made in creating a new user-friendly college website for students.  The college website provides a one-stop-shop for current and potential students who seek information about the institution. (Standard 2)

The team commends the college and district for coordinating and articulating distance education through the “districtwide education committee.” (Standard 4)

The team commends the college for participation in a collaborative district-college technology planning process that has produced significant gains in technology support within the district. (Standard 6)

The team commends the college for improving computer support and access across campus with the centralization of support services and additional computers available for open student use in the Library. (Standards 6 and 8)

The team commends the college and the district for the perseverance and teamwork of the maintenance and operations staff in keeping buildings and grounds well maintained and clean in spite of severe staffing shortages in the area and an ever increasing number of facilities.  The team commends the college and the district for the ongoing quality and depth of their facility planning, which looks forward to the next five years. (Standard 8)

The team commends the college for its staff development program, with a broadly representative committee and a robust variety of campus-based activities that will continue to enhance staff members’ skills even as state support for staff development diminishes. (Standard 7)

Recommendations

The following recommendations are in priority order and are also located in the first standard where a citation appears.

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. (Standard 3.B.1, 3.B.2, 3.C.1, 3.C.2, 3.C.3; 4.D.1, 4.D.2, 4.D.6; 5.10; 6.7; 8.5; 9.A.1, 9.A.2, 9.A.3, 9.A.4; 10.B.1, 10.B.2, 10.B.3, 10.C.3, 10.C.4, 10.C.5, 10.C.6)

2.
The team recommends that the college re-establish an ongoing, cyclical, comprehensive program review process, as part of the Instructional 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. (Standard 3.A.4, 4.D.1, 5.10)

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. (Standard 3.B.1, 3.B.2, 3.B.3; 4.D.1, 4.D.2, 4.D.6; 5.10; 6.7; 8.5; 9.A.1, 9.A.2; 10.B.1, 10.B.2)

4. 
The team recommends that:

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

· 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. (Standard 4.A.2, 4.A.3, 4.B.2, 4.B.3, 4.B.4, 4.C.1, 4.D.1, 4.D.2, 4.D.4, 4.D.6)

5.
The team recommends that the college and the district devise and implement a regular and timely evaluation for administrators. (Standard 7.B.1)

6.
The team recommends that the college and the district complete in a timely manner the review of hiring practices for all categories of staff and assure that those practices are clearly and consistently communicated and used by all who participate in hiring. A hiring manual under development may address this. (Standard 7.A.2)

7.
The team recommends that the college and the district revisit the relevance of Board Policies 4006 and 4012, with a systematic rededication to the principles of equity and staff diversity inherent in those policies. This review should result in clear delineation of responsibility for all activities resulting from that review. (Standard 7.D.1, 7.D.2)

EVALUATION OF THE COLLEGE

USING ACCJC STANDARDS

STANDARD ONE

INSTITUTIONAL MISSION

Response to Recommendations of the Previous Team

Previous recommendations on Institutional Mission 

No recommendations
Observations

The most recent mission statement was developed in the fall 2000. The development of the mission statement followed a meeting of the Chabot College Institutional Planning and Budget Council (IPBC), and an opening day workshop in the fall 2000. The mission statement was reviewed by the Academic Senate and by the Curriculum Committee.  Campus communications and two open meetings allowed for input and revisions of the initial draft of the mission statement.  The Institutional Planning and Budget Council adopted the mission statement in March 2001, and the board approved it in September 2001. The mission statement appears in the college catalog.  (Standard 1.1)

Classified staff, faculty, and students indicated they had an opportunity to participate in the review of the mission statement. Despite having the opportunity, relatively few classified staff and faculty actually participated in reviewing the mission statement. 

The mission statement emphasizes the comprehensive nature of the college. It mentions innovative and traditional instructional methods; and it recognizes the diversity of the students, and the community served by the college. In support of the mission statement, the spring schedule presents students with a variety of general education courses and sections, and transfer-level courses offered at different times of day and week. There are several sections of writing and ESL, programs in vocational and technical areas (nursing, dental hygiene, welding), Puente, Program for Adult College Education (PACE), and Daraja. The college offers traditional face‑to‑face, online, M/W, Tu/Th, and a few Friday and Saturday offerings. Math and English faculty recognized that more basic level math, and English sections should be offered, but recent budget cuts have had an impact on the number of sections.  The Academic Senate president indicated that the president of the college is committed to increasing the number of sections offered. The senate president also indicated that one of the new hires in the English department would be teaching basic skills English.  (Standard 1.2)

Faculty who teach in the math and physics department indicated that there are enough math sections, but retention is a problem in the entry-level math courses. Drop out rates in the fall contribute to many students looking for sections in the spring, and the budget situation led to fewer sections.  

The college conducted an accreditation survey, which had a 35 percent response rate.  The self study reported that thirty‑three percent of the college staff, faculty and administrators feel that the mission statement does not guide planning and decision making.  However the self study neglected to report what the rest of the respondents believed.  “Respondents of the survey also agreed that the college fails to evaluate how well its mission and goals are accomplished (42 percent of those responding).”  The relationship between the mission statement and planning is not clear.  Faculty, classified staff, and administrators agreed that planning is lacking at the college. All of the staff interviewed on this standard mentioned the EMC as the one active committee.  (Standard 1.3)

The planning agenda indicates that the mission statement is a living document that will be reviewed regularly by the IPBC.  (Standard 1.4)

Conclusions

The college meets Standard One in general.  After reviewing the available college documentation, and after interviewing faculty, administrators and students, it is evident that the college has a mission statement. Students are satisfied with the quality of instruction and with the support they get from their instructors. Review of the mission statement needs to be connected to other planning processes at the college. 

Recommendations

None

STANDARD TWO

INSTITUTIONAL INTEGRITY

Response to Recommendations of the Previous Team

That the college improve its strategic planning process, linking its planning with budget development as well as the establishment of goals, priorities, and expected outcomes.  (The college addressed this under Standard Two, however it is better addressed under Standard Three and has been moved to that standard for a response.)

Observations

Chabot College provides information to its constituencies, students and the public through three principal venues: the college catalog, class schedule and the college website.

The printed college catalog is produced and updated yearly.  It serves as a resource document for students and includes pertinent references to general institutional information including admissions and registration, academic policies and procedures, student services, student organizations and activities, student rights and responsibilities, program requirements, and details regarding curricular offerings.

The college has received national and state recognition for their college catalog and two marketing brochures.  The catalog received first place nationally for the cover design and user-friendly content.  In addition, they received first and third place in the state for two of their marketing brochures for the athletic program and the degree and certificate programs. 

The class schedule outlines the registration procedures and gives a detailed list of course offerings.  The information in the class schedule is also available on the Class-Web, and it is accessible by the students and staff from computers both on and off campus.  In addition, the individual divisions and programs disseminate information through the Financial Aid Handbook and programmatic information through brochures, pamphlets, and fliers.

The college is commended on the progress they have made in creating a new user-friendly website.  The college website provides a one-stop-shop for current and potential students who seek information in this electronic format.  The Student Accreditation Survey indicated that a high percentage of students agreed the information was clear and that it was easy to register online.  The website serves as a repository for relevant collegewide information (online catalog and schedule, steps to registration, financial aid, and campus policies) as well as additional useful resources such as links to commonly used forms, the academic calendar and international student information.  (Standard 2.1)
Board policies describing academic freedom and responsibilities are published in the college catalog, faculty handbook, board policies manual and on the college website.  Interviews during the accreditation team visit indicated that fundamental academic principles are being upheld and have contributed to fostering an environment of intellectual growth. The accreditation survey, team interviews and classroom visitation confirm that the faculty presents material in an objective manner, and distinguishes between fact and opinion.  In addition, both the faculty and students interviewed by the visiting team indicated that the code of conduct standards related to academic honesty is clear and understood.  The code of conduct standards are addressed in several publications such as the printed college catalog and board policy, and it is on the college website. (Standard 2.2, 2.3, 2.5)
Policies regarding equity and diversity are available in a variety of college publications.  The spring 2003 class schedule, college catalog and the college website have a section that clearly outlines and supports the college’s policy on non-discrimination.  In addition, the college mission statement affirms its commitment to equal access to all student populations.  Team interviews found that the general campus climate is one of respect for issues of equity and diversity. (Standard 2.6)

The college’s athletic program is conducted in concert with the regulations and guidelines set forth by the state and regional athletic organizations charged with providing the structure and standards for community college athletic programs.  Team interviews confirmed that the institutional focus is on the “student” component of the student athlete and as such, the program is attracting students with leadership skills and academic talent to compliment their athletic ability.  The coaching staff is trained on an annual basis regarding recruitment, eligibility, financial aid, and academic progress regulations.   It was evident to the visiting team that honesty and integrity are foundational values of this program. (Standard 2.7)

Team interviews found that the college strives to maintain honesty and integrity in complying with the Commission’s requirements.  The college began the self study in 2001 and made the process accessible through its web pages and through representative groups reviewing the standards.  Section 2.9 focuses on institutional “policies, practices, and publications to ensure integrity.”  The college responded to this substandard by describing the Institutional Planning and Budget Council  (IPBC) and other committee structures.  The self evaluation of this section focused on the lack of people in key roles and the role of the publication specialist.  The team found that although there are reporting relationships between committees, there has been no permanent leadership to oversee the implementation of the recommendations from these committees.  Because of the lack of permanent leadership, it has made it difficult to evaluate and revise institutional practices and publications on an ongoing basis.  Board policies are revised at the district level.  The team found that some key leadership positions have been filled, and board policies are now being continually revised when appropriate during the year, the college catalog is revised annually, the class schedule is revised three times per year and publications are reviewed as needed to ensure integrity.  

Results from several surveys of students found that the college could do a better job in “getting the word out” about its mission, programs and services and that is was difficult to find information about the student services.   The team found, however, that this feeling related to the old college website that made it extremely difficult to access information about the college.  Team interviews with staff and students found that they are now very positive about the new college website and the user-friendly access to information about the college.  (Standard 2.8, 2.9)

Conclusions
The college meets the Standard Two expectations for institutional integrity in carrying out its role and responsibility in the provision of postsecondary higher education to its service area.

The college is to be commended for the exemplary way in which it is updating and improving information that it presents on the college website about programs, faculty and staff. It represents itself clearly, accurately, and constantly through its various modes of information delivery.  In particular, the college website is user-friendly, easily navigated, and content-rich.  As a medium for information dissemination, this website is useful, functional, and effective.  It is suggested that the college continue to develop an inclusive process for the regular and systematic review, coordination, and revision of the college website.

Institutional integrity in the form of academic freedom, the pursuit of truth, and the dissemination of knowledge is valued and fostered on campus.  When issues of academic integrity and freedom do surface, faculty appropriately conducts debate regarding these areas. The ethical conduct, management and oversight of the college’s athletic programs further exemplify the commitment of the college to the ideals of integrity. 

The formal decision-making bodies of the college are organized into reporting relationships although those relationships are not always fully understood as noted in Standard Ten.  They evaluate and revise the institutional policies, practices, and publications to ensure integrity about its mission, programs, and services. There has, however, still been a lack of permanent leadership that has made it difficult to effectively make many decisions and progress toward its goal.  It is suggested that the institution address the replacement of these positions so the institution can go forward in marketing itself to the students, staff, faculty and community.  

Recommendations
No recommendations

STANDARD THREE

INSTITUTIONAL EFFECTIVENESS

Response to Recommendations of the Previous Team

That the college improve its strategic planning process, linking its planning with budget development as well as the establishment of goals, priorities, and expected outcomes.  
The previous visiting team recommended that the college improve its strategic planning processes and link planning with budget development and the establishment of goals, priorities, and expected outcomes.

In order to link planning with budgeting, the college combined two committees, the Institutional Planning Committee and the Budget Council, into a single Institutional Planning and Budget Council (IPBC) responsible for linking planning to budget development.  The Budget Committee, which advises the college president on budgeting priorities, is a subcommittee of the IPBC.  The IPBC has focused on strategic planning and the Budget Committee has focused on budgeting priorities; there has not been regular discussion about the link between planning and budgeting. It is unclear how budget development will be influenced by the IPBC or the Strategic Plan. Members of both committees admit that the relationship between the IPBC and the Budget Committee needs to be developed.

Some steps have also been taken to establish measurable goals and expected outcomes.  The new Strategic Plan will include action plans with performance indicators.  However, the extent to which measurable outcomes are an integral part of the new plan is not clear.

Observations

Chabot College has an active Office of Institutional Research which produces regular student satisfaction survey reports, Student Characteristics and Outcomes reports, Partnership for Excellence outcome reports, faculty/staff survey reports, and other documents.  The coordinator of Institutional Research serves on the Institutional Planning and Budget Council, and the office developed an extensive environmental scan to inform the preparation of the college’s 2001 Strategic Plan. The office has also been instrumental in developing the current draft of the new Strategic Plan.  (Standard 3.A1)

The Office of Institutional Research is staffed with one full-time coordinator, one full-time research analyst, and a part-time web/database programmer.  Until recently, the office had clerical assistance as well.  Historically, staffing for institutional research has been partially dependent on matriculation funds, but funding for full-time positions has moved away from categorical funding. (Standard 3.A.2)

Planning has been sporadic. The original Strategic Plan was developed in 2001 but never implemented.  The new college president has initiated a new round of strategic planning, coordinated by the IPBC. Some faculty members feel that the results of the earlier planning process were discarded and planning was restarted from scratch, wasting valuable work. The new effort is expected to be completed by May 2003, but there is no ongoing planning process with a defined planning cycle.  The current planning effort appears to have had input from appropriate segments of the college community. There is a mechanism in the current effort to include performance indicators in action plans, but the focus of the process is on the creation of a viable planning document and not on the establishment of expected institutional outcomes. (Standard 3.A.3, 3.B.1, 3.C.1)

Supporting information for planning in the team room was somewhat sparse.  Documentation of the work of the IPBC was not supplied to the team until the afternoon of Tuesday, March 25.  Additionally, the Master Plan Update 1997-2010 document was missing nearly 50 pages, skipping from page 57 to page 103.

Program review for instructional programs and student services programs is not active.  The most recent program reviews on file are from 2000-2001.  The program review cycle is designed to include a “down” year during the preparation of the accreditation self study, but the college does not expect to continue program review in its current form. College representatives believe that one reason for the lack of activity in program review is the administrative reorganization of 1998 and the subsequent high administrative turnover.  

Program review has been unofficially replaced, at least in part, by the college’s enrollment management effort.  A Chabot College faculty member initiated enrollment management with a special projects grant funded by Partnership for Excellence funds.  The college Enrollment Management Committee is a contractual committee outside the governance structure that coordinates the enrollment management effort.  Enrollment management incorporates objective measures of program productivity, including faculty workload and success by equity group.  Each instructional discipline must complete an annual enrollment management plan and enrollment management is being extended to student services.  Currently, neither enrollment management nor program review is integrated with planning.  The IPBC plans to include enrollment management goals as well as program review under the new Strategic Plan, but the relationships between these evaluation efforts and the plan itself are undefined. (Standard 3.A.4, 3.B.2)

There is no evidence that educational, financial, physical, and human resources planning are integrated.  The college’s Master Plan, last updated in 1997, was primarily a facility plan.  The current Strategic Plan focuses on academic issues and is not tied to facilities planning or budgeting.  The Budget Committee is supposed to report to the IPBC, and there is some sense that the IPBC should approve the budgeting priorities developed by the Budget Committee, but there is no formal policy connecting budget development with strategic planning goals.  (Standard 3.B.3)

There is no evidence that information from evaluation and planning activities is used to communicate matters of quality assurance to the public.  (Standard 3.C.2)

Institutional research does not undergo formal evaluation.  Institutional planning is not formally evaluated but is revisited sporadically, depending on the interests of the administration.  Evaluation processes such as program review do not appear to be reviewed formally or informally.  (Standard 3.C.3)

Conclusions

The previous team’s recommendation that planning be strengthened was addressed only at a minimal level.  Some progress has been made in adding performance indicators to strategic planning, but the current draft’s use of performance indicators is sparse and indiscriminate. The college has not identified institutional outcomes and cannot yet evaluate how well it is accomplishing its mission.  Planning, evaluation, and institutional research are not evaluated by a formal process. The link between planning and budgeting has not been addressed.  Administrative turnover has made addressing this link difficult, but turnover is not a sufficient reason for neglecting this important recommendation. 

Institutional research is well developed and supported by the college.  Although some concern was expressed in the self study that institutional research is not tightly linked to planning, the team found that the Office of Institutional Research contributes substantially to college planning.

Evaluation of programs and services is inconsistent and not integrated with college planning.  Program review is not being conducted in instructional services or student services.  Enrollment management efforts have replaced program review, at least in part, but the enrollment management system is not as comprehensive as the former program review process.  

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. (Standard 3.B.1, 3.B.2, 3.C.1, 3.C.2, 3.C.3; 4.D.1, 4.D.2, 4.D.6; 5.10; 6.7; 8.5; 9.A.1, 9.A.2, 9.A.3, 9.A.4; 10.B.1, 10.B.2, 10.B.3, 10.C.3, 10.C.4, 10.C.5, 10.C.6)

2.
The team recommends that the college re-establish an ongoing, cyclical, comprehensive program review process, as part of the Instructional 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. (Standard 3.A.4, 4.D.1, 5.10)

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. (Standard 3.B.1, 3.B.2, 3.B.3; 4.D.1, 4.D.2, 4.D.6; 5.10; 6.7; 8.5; 9.A.1, 9.A.2; 10.B.1, 10.B.2)

STANDARD FOUR

EDUCATIONAL PROGRAMS

Response to Recommendations of the Previous Team

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.

In responding to the first recommendation, the 1999 midterm report stated that the college did not agree that this was an appropriate recommendation and also cited the high level of remediation necessary for some students to reach college skills level as a reason for the large number of units. However, remediation is not a part of the general education or the major preparation.  In spite of the contention in the midterm report, the Curriculum Committee has initiated work on the issue again although no progress has been made yet.  Discussions during the visit indicate that some members of the college believe it to be a valid issue.  Between the midterm report and the completion of the self study, a subcommittee of the Curriculum Committee was established by the Academic Senate to address both general education Title 5 concerns and the number of required units.  At the end of spring 2002, the subcommittee was disbanded and the Curriculum Committee itself assumed the responsibility for this issue.  Work was resumed in spring 2003.  A preliminary report will be delivered at the end of the spring 2003 with recommendations possibly by December 2003.  This recommendation has not been fully addressed. 

The second recommendation has been addressed, although full implementation is not yet achieved.  A complete administrative reorganization was carried out in 1998.   Since then changes in administrative leadership positions and key positions being held by interim administrators have had a destabilizing effect.  Within the past year, the positions of President, Dean of Instructional Technology, Vice President for Student Services, and Vice President of Business Services have been filled permanently.  The Vice President of Academic Affairs should be filled by the end of spring 2003.  There are still two interim positions, Dean of Special Programs and Dean of Public Affairs, which need to be filled in order to complete the permanent leadership necessary to accommodate changing student and program needs.

The aspect of effective articulation included in the second recommendation has been addressed through some changes in the reporting relationship for the articulation officer.  The duties are now assigned to a counselor with 67 percent reassigned time for articulation duties reporting directly to the Vice President, Student Services.  An extensive range of articulation activities addresses the recommendation to assure effective articulation with four-year colleges and universities.  

Observations

Chabot College has an extensive array of instructional offerings including almost 100 degree and certificate programs that are described in the catalog and in flyers.  The catalog lays out the programs in a coherent design showing recommended course sequences for the major over the length of the program.  The instructional offerings are supported by a wide variety of specialized counseling and support services designed for specific student populations and educational needs.  These include learning community programs such as Puente and Daraja, Program for Adult College Education (PACE), distance education, Interdisciplinary Studies in Letters and Sciences (ISLS), Writing Across The Curriculum (WRAC) Center, Language Center, Math Lab, Americorps/Teacher Preparation Program, High Tech Center for students with disabilities, Quest program for older adults, and the Tutorial Assistance Program.  A comprehensive high school outreach program assigns counselors to high schools and, through an early decision program, provides high school seniors full matriculation services including orientation, assessment and registration. Students speak highly of the dedication of their faculty and of the high quality of instruction.   (Standard 4.A.1, 4.A.5, 4.B.1, 4.B.3, 4.D.5)

General education requirements are described in the Chabot catalog with 29 units required for the Associate in Arts degree and 19 units for the Associate in Science degree.  Area A of the general education program requires students to demonstrate competence in oral and written communication and critical analysis/logical thinking that may be fulfilled by English 1A or 52A plus a course in critical thinking selected from English 4, 7, 52B or 70.   Students may demonstrate quantitative reasoning skills through a mathematics proficiency requirement fulfilled by satisfactory completion of elementary algebra or a higher level math course.  In addition to the areas mandated by Title 5, Chabot’s general education requirements for the AA degree also include three units in health education, two units in physical education, six units in American institutions, and an American cultures requirement.  The AS degree permits students to select either the health education or American Institutions requirement and only one unit in physical education. (Standard 4.C.2)

Counselors work closely with students to develop student educational plans that assist students in meeting their educational objectives as efficiently as possible.  Some counselors expressed concern about the high unit requirements that frequently extend the time that students must spend at the college well beyond two years. (Standard 4.D.4)

Addressing the need to prepare students to live in a multicultural society, the college adopted an American Cultures graduation requirement for the associate degree.  Students fulfill this requirement by taking one course identified as meeting this requirement; this course may also be counted toward simultaneous fulfillment of another graduation or disciplinary requirement.  Following the University of California, Berkeley approval model, the American Cultures courses are approved at either the course level or the syllabus level.  The college has found this mode of approval problematical for counseling, scheduling, and articulation reasons.  Thus, a subcommittee of the Curriculum Committee was formed to recommend solutions to the issue.  The American Cultures subcommittee is scheduled to report to the Curriculum Committee at the end of spring 2003 semester, with a final report due by the end of fall 2003 semester. (Standard 4.B.2, 4.B.4, 4.C.2, 4.C.3, 4.C.4)

The Curriculum Committee has a well-defined process to review new and modified course and program approvals as well as considering overall educational program issues.  A new comprehensive Curriculum Committee manual was developed for this year and provides excellent guidance to all involved in the curriculum development process.  The recommendation from the previous team to address the large number of units required for the associate degree is currently being studied by the Curriculum Committee, which has compiled a list of the total number of required units, and found that over 40 percent of majors, in combination with general education requirements, require more than 60 units.  The Associate in Science degree, which requires only 19 units for general education, provides a lower unit option for some students; however, some of these majors still require close to, or more than, 60 units.  With such requirements, students have little or no ability to take electives or to explore curriculum.  Although the Curriculum Committee is exploring the issue, it is not evident what outcome will be achieved by the study.  Additionally, the Academic Senate has charged the Curriculum Committee to explore issues surrounding the placement of courses into general education for the Associate degree and for transfer.   It is acknowledged that the committee has already researched the requirements of other community college.  Discussions are scheduled to resume in spring 2003; a preliminary report is expected by the end of spring 2003 with a final report by the end of fall 2003.  (Standard 4.B.4, 4.B.5, 4.B.6, 4.D.2, 4.D.3)

In past years, in an effort to achieve FTES growth, a proliferation of courses occurred.  This created many sections with low enrollments, which led to the cancellations of courses and the reduction of offerings in some programs resulting in problems for students who could not get necessary classes. The Counseling Department uses a variety of mechanisms to assist students who find themselves unable to complete a program:  waivers, substitutions, or creation of Individualized Occupational Majors. No formal policy or mechanism exists for program suspension or deletion, but the college has used accepted college consultation processes recently for the suspension of the Inspections Program.  This included department and division review, followed by Curriculum Committee review.  Students are also informed of the change by letter and about other local colleges that provide similar programs.  (Standard 4.A.2, 4.A.3)

This year a new enrollment management process, based on student access, success, and equity measures, has been implemented.  Using tools developed by Information Technology  (IT), longitudinal enrollment and FTEF data have been provided to each discipline.  Using a variety of criteria including class fill rates, FTEF was allocated to each discipline.  The result was an overall reduction of FTEF for the 2003-2004 academic year and a reallocation of FTEF where a need was indicated.  Areas with unmet student demand such as basic skills were assigned additional FTEF through this process.  This discipline-based process attempts to arrive at an appropriate balance between productivity and course offerings.  Next steps for the Enrollment Management Committee are to develop IT tools for tracking students individually and by cohort and to assess student success.  During the visit, the team observed many unoccupied classrooms, which raised questions about optimizing facilities usage and classroom allocation procedures. 

Since the completion of the self study, significant progress has been made in instructional technology and distance education.  A new dean of instructional technology was hired in spring 2002; and, in collaboration with the college and district IT committees, the dean has developed systematic planning and processes for IT.  The Distance Education Committee, a subcommittee of the Curriculum Committee, meets regularly and provides technical assistance for distance education course developers including assisting them in preparing their materials for course approval.  The Curriculum Committee has implemented thorough Distance Education (DE) approval processes to assure the quality of DE curriculum.  The campus IT infrastructure has been completed with all classrooms having live Internet connections and a few smart classrooms in place; equipment has been purchased this year to increase the number of smart classrooms.  An IT plan has been created that will permit the orderly acquisition of IT equipment as funding becomes available.  Technical support for IT has been coordinated so that all staff now reports to the Dean of IT, and all areas receive equal levels of support. Both PC and Mac platforms are supported. A Webmaster and IT designer to support distance education are now in place.  Blackboard has been selected by the district to provide the online platform for DE.  (Standard 4.A.4, 4.D.7)

Some years ago, the college developed a faculty-driven program review process.  All instructional programs have gone through the process at least once.  Dissatisfaction with lack of integration of program review into overall institutional evaluation and planning was expressed in the self study.  No new program reviews have occurred within the past year.  No requests have been received by the research office for program review data; and the most recent program review calendar provided to the team was dated 2000-2001, indicating that program review is not active.  Program review appears to have been partly superseded by the new Enrollment Management process though this may not have been the intent.  The Enrollment Management process provides a quantitative decision support system for FTEF allocation and better scheduling to maximize FTES; it is intended to include elements of access, success, and equity and to apply to instructional and services equally.  The team could not determine if a conscious decision has been made by the college that the enrollment management process should supplant or supplement the program review process.  Neither is it clear how enrollment management would meet the accreditation program review requirements.  However, the Chabot president noted that enrollment management was not intended to replace program review.  The IPBC, because of its central role in planning, seems to be the appropriate place for a renewed effort on program review. (Standard 4.D.1, 4.D.2, 4.D.6)  

Chabot College has a clearly defined policy for transfer of credit from other colleges and universities.  The policy may be found on page 145 of the 2002-2003 catalog.  This policy applies also to the transfer of credits from Las Positas College.  Student wishing to apply courses taken at Las Positas College to degree or graduation requirements at Chabot are evaluated in the same way as if the courses were transferred from colleges outside the district.  The college does not have a reciprocity agreement that honors the completion of requirements at the sister college.  Attempts are made to coordinate curriculum between Chabot and Las Positas College, but in some cases agreement cannot be reached, and then different course numbers or rubrics are chosen.  There is no formal mechanism for consideration of district curriculum issues.  For those students who take classes at both campuses, lack of a coordinated curriculum creates difficulties in meeting their requirements.  (Standard 4.D.4)  

Conclusions

The college is not meeting the program review requirements for this standard.  The quality of instruction at Chabot College adheres to high standards as attested to by students who spoke with the accreditation team and as observed by team members in classroom visits.  The college has an effective and active Curriculum Committee process with strong faculty leadership, active participation, and ad hoc subcommittees to address specific curricular issues such as distance education, unit requirements for degrees, the American Cultures requirement, and general education Title 5 review.  Discussions on these issues speak to a high level of professional involvement about the quality and nature of the instructional program.  Rather than attempting to resolve issues singly, the college might consider initiating a collegewide dialog about the meaning of the Associate degree and the philosophy of general education. These discussions could also provide the foundation as the college begins discussions about student learning outcomes.  Currently, the college uses the traditional methods of final grades, transfer rates, and persistence as measures of student outcomes.  Further definitions and measures of student learning outcomes and assessment will need to be considered.   

The new enrollment management process has brought an entirely new focus to programming course offerings and has made a very good start toward a new approach to the program of classes.  The use of user-friendly reports by each discipline implies that broad-based decision‑making based on actual data will become the norm.  Reviewing the mix of classes to assure a balanced curriculum that meets student needs as well as ensuring curricular integrity should be implemented.  Additionally, course scheduling patterns by day, time, and room should be analyzed to assure that adequate course selections are available for students throughout the week and to maximize facilities utilization.  Additionally, the Enrollment Management Committee should take into consideration information from the outcomes of student assessment.  The outcomes of fall 2002 assessment showed that 78 percent of entering students placed below the English 1A level and 63 percent at the elementary algebra level or below. However, many students were unable to enroll in sections appropriate to their placement.  

Many excellent activities are occurring in the instructional program.  These need to be coordinated into an orderly, integrated whole that sets standards for decision-making, clearly delineates the processes, timelines and responsibilities, and sets goals and objectives for the near- and long-term.    

Three areas of Standard Four have not yet been fully met; these are 4.A.2, 4.B.3 and 4.D.1. Ongoing Curriculum Committee and college discussions should resolve Section 4.A.2 within a reasonable time framework so that students can complete their programs in a reasonable time.   To fully meet 4.B.3, the college needs to identify and make public expected learning outcomes for its programs and assess student achievement of these learning outcomes.  Since program review is not currently occurring and no plans seem to be in place to continue program review in some fashion, the college is out of compliance with 4.D.1.   The college will need to address this accreditation requirement.

Recommendations  

See recommendations 1, 2, and 3.

4.
The team recommends that:

· The college develop a mission-centered, comprehensive, educational master plan that balances student and community need with instructional program integrity, and the college establishes criteria for course offerings and schedule programming.  

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

· 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. (Standard 4.A.2, 4.A.3, 4.B.2, 4.B.3, 4.B.4, 4.C.1, 4.D.1, 4.D.2, 4.D.4, 4.D.6)

STANDARD FIVE

STUDENT SUPPORT AND DEVELOPMENT

Response to Recommendations of the Previous Team

That the college considers all student services staff needs within the context of total institutional plans and budget development.

That the college addresses the allocation of space for student service programs within an implementation plan and adequate fiscal resources

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.

The college has responded to the previous recommendations by:

· Combining the Academic and Student Services Councils and making the joint council responsible for looking at issues that affect both areas, including hiring needs.

· Developing and implementing a Student Services Facilities Plan and expanding the space for the Children’s Center, Financial Aid, Workforce Development, and Tutorial areas.  In an interview with the Vice President for Student Services during the site visit, she reported that the college is in the process of updating the Student Services Facilities Plan in preparation for a bond election scheduled for March or November 2004. 
· Developing and partially implementing a Student Services reorganization plan that takes into consideration the appropriateness of areas of responsibility and accountability.
Observations

Admissions policies are published in the college catalog, class schedule, student handbook, and on the Chabot College website and follow practices that conform to those policies. (Standard 5.1)

The college provides all prospective and currently enrolled students current and accurate information about its programs, admissions policies and graduation requirements, social and academic policies, refund policies, student conduct standards, and complaint and grievance procedures.  This information is found in the class schedule, Chabot College catalog, student handbook, various flyers, as a part of orientation sessions, and on the Chabot College website. (Standard 5.2)  The fall 2001 Student Accreditation Survey indicated that only 35 percent of student respondents agreed that grievance procedures were available to students, and only 53 percent indicated that they know how to report racist, sexist or other behavior.  However, several students who were interviewed during the accreditation site visit stated that they would contact the administration office if they wanted to file a grievance to inquire about the process.  And although only 37 percent of students surveyed indicated that written information regarding “student services is easy to find,” several students who were interviewed stated that they thought that information was reasonably available. (Standard 5.2)

All polices and procedures are not currently posted on the Chabot College website and indexed to facilitate use.  Staff who were interviewed during the site visit indicated that the website was being upgraded to provide more easily accessible information on the college. In other discussions regarding the website, students indicated that the site is very useful now. (Standard 5.2)

The information in the self study on Standard 5.3 does not specifically address the standard and provide evidence that the college has a process to identify the educational support needs of its student population.  Rather, it cites the Student Characteristics Report and the Student Outcomes Report provided by the Office of Institutional Research as the justification for the array of services it provides.  

The college involves students in planning and evaluating student support and development services through their representation on the Board of Trustees and committees that develop policies and procedures that effect students, and by conducting regularly scheduled Student Satisfaction Surveys. (Standard 5.4)

Admissions and assessment instruments and placement practices are designed to minimize test and other bias and are regularly evaluated to assure effectiveness.  Policies and procedures for the evaluation of assessment instruments were reviewed during the site visit. (Standard 5.5)

The college did not understand the focus of Standard 5.6, which deals with whether it provides appropriate, comprehensive, reliable, and accessible services to its students regardless of service location or delivery method.  Their response was a generalized statement about the number of services offered to students (34) and satisfaction levels.  However, it is evident from other sections of the self study that services are available to students who are enrolled in online and television courses.

The college, in keeping with its revised mission statement, creates and maintains a campus climate, which serves and supports its diverse student population.  The fall 2001 Student Accreditation Study indicates that over 70 percent of the student respondents believe that the general campus environment is one of respect for the wide range of diverse populations on campus.  This perception was validated through interviews with students and staff during the site visit.  In addition, the president of the Associated Students of Chabot College (ASCC) submitted a written communication to the site visit team in which she described her positive experiences at the campus, the “diverse array of friends” she met, and her observation that Chabot “provides opportunities to all individuals.”  A variety of programs are offered to support the diverse student population including the Daraja and Puente Projects, the Disabled Student Resource Center (DSRC), the Extended Opportunity Program and Services (EOPS), the International Students Program, and the Quest Program. (Standard 5.7)

The college supports a co-curricular environment that fosters intellectual, ethical, and other personal development for all of its students and encourages personal and civic responsibility.  Its commitment is demonstrated by its revised mission statement, which states that “the college provides resources and programs that help students develop a sense of civic and social responsibly and a commitment to life-long learning.”  The correspondence from the ASCC president cited above also mentions the impact the college has had on helping her become a lifelong learner. (Standard 5.8)

The fact that student records are maintained permanently, securely, and confidentially, with provision for secure backup of files, regardless of the form in which those files are maintained, was confirmed during the site visit.  In addition, implementation of an optical scanning system for student records, which was discussed in the self study, was verified. (Standard 5.9)

There is minimal evidence that the college systematically evaluates the appropriateness, adequacy, and effectiveness of its student services and uses the results of the evaluation as a basis for improvement.    It is not clear which programs receive external, internal, or no review.  Various student services programs (i.e. Daraja, Puente) are described as successful in the self study with no specific documentation of success.  As stated in the self study, “not all student services programs undergo a regular process of self evaluation” and  “the institution as a whole does not specify intended outcomes or discuss the achievement of outcomes that are documented.” (Standard 3.C.2, page 99)

Conclusions

The college is satisfactorily meeting this standard with two notable exceptions that are related to the college’s weak and disjointed strategic planning and evaluation processes.

There does not appear to be a process in place to identify the educational support needs of its student population beyond the review of information from the Student Characteristics Report and the Student Outcomes Report.  While students do voice concerns, there appears to be a lack of data which helps identify what support needs should be provided.  Secondly, student services programs are not evaluated on a regular basis through the internal program review process or through external program audits. (Standard 5.10)

Recommendations

See recommendations 1, 2, and 3.

STANDARD SIX

LIBRARY AND LEARNING RESOURCES

Response to Recommendations of the Previous Team

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

The written response minimally addresses the previous team’s recommendation. Responses primarily address library planning rather than an overall instructional support plan to bring instructional support materials and services up-to-date.

Observations
Core information and learning resources available include library, media, technology, and distance education services. The library alone provides access to over 120 computer workstations for student use. In addition, there are over twenty additional computing labs across the campus servicing individual programs. Some of these provide not only access to the technology, but tutoring or supplemental instructional support as well. Overall, information and learning resources are sufficient and widely accessible. Instructional laboratories are also widely available and equipped with necessary equipment for their respective programs. Smart classrooms are being developed throughout the campus and a variety of learning resources are available for special populations. Overall, information and learning resources are adequate for the college’s mission and accessible to students and faculty. The college is in compliance with the respective substandards 6.1, 6.3.

Given the large investment for instructional technology, adequate levels of technology support have been critical for the college. The hiring of a technology dean and district chief technology officer, has improved technology support significantly. A joint district-college technology planning process has been successful in resolving issues around networking infrastructure, agreement on a common distance learning platform, and establishment of Banner User Groups to resolve end user problems and meet training needs. Feedback from faculty and administrators tend to suggest a fairly high degree of satisfaction with support for information and learning resources. (Standard 6.4)

Educational equipment and materials are acquired and maintained at levels to support educational programs. In concept, faculty involvement in the planning and budgeting process occurs through the Institutional Budget and Planning Council, but the process still appears to be evolving and does not  appear to be consistently understood by college faculty and staff. (Standard 6.2, 6.5, 6.7) 

The college has developed joint relationships with other institutions in the acquisition of information and learning resources. This includes library cooperatives with California State University, Hayward, shared online library catalog/circulation system and electronic periodicals with Las Positas College, and adoption of a district common course management system for distance learning. These appear to be cost-effective solutions to leveraging resources between institutions. In a similar fashion, there may be opportunities within the college where decision-making is being made at department levels to better coordinate acquisition of learning resources. For example, a campus level contract for photocopying services may yield cost savings over multiple department level contracts. (Standard 6.6)

Conclusions
The college possesses a solid foundation of  information and learning resources that meets the needs of its student population. Support for these resources are available and adequate. A process for resource planning and budgeting is in place, but could be fine-tuned. An excellent district‑college technology planning model that is collaborative and participative has yielded excellent results in a short amount of time. Overall, the college meets the requirements of Standard 6.

Recommendation

See recommendations 1 and 3.

STANDARD SEVEN

FACULTY AND STAFF

Response to Recommendations of the Previous Team

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

That the college develops clearly communicated processes for determining hiring needs, hiring priorities and equity hiring processes.

That the college develops a long-term campuswide Staff Development Plan tied to college goals and priorities.  The college must work toward securing adequate level of support to assist in the achievement of meaningful professional growth opportunities for faculty and staff and administrators.

The self study reports progress on the recommendation that the district human resources operations be restructured.  A full-time human resources director position has been created with staff support.  At the time of the 2003 team visit, human resources was staffed on an interim basis, with a permanent hiring decision imminent.  The response to the recommendation on processes is still in progress, as documentation describing district policies and procedures for hiring full-time staff is in draft review stage.  The self study cites continuing concern over the hiring process for administrators and in identifying full-time faculty hiring priorities, which “will be linked to the Institutional Strategic Plan in the near future.”  Absent a strategic plan, the link is not yet in place.  The process for prioritizing classified positions is apparently satisfactory, though funding positions is a challenge. The college developed a comprehensive staff development plan, which has relied heavily on state funding.  A strong staff development committee exists.

Observations

After years of turnover in administrative positions, the college is close to completing the restructuring and hiring of its permanent management team.  The self study cites concerns about the ratio of full-time to part-time faculty; for fall 2002, this ratio was approximately 57/43 (full-time and overload faculty to part-time faculty).  The college appears to have insufficient numbers of classified staff, and there are differing assessments of the level and appropriateness of reliance on temporary and on-call workers; maintenance and operations, a district function, is frequently cited as understaffed. Students report occasional long waits in Admissions and Records.  

The college and district have procedures in place to assure that candidates in all categories of staff meet necessary qualifications. Hiring committees lack information about the grandparented system of California Community College Instructor Credentials.  Minimum qualifications are met for academic personnel. Qualifications and responsibilities for many classified positions are being reviewed for currency, with a number of staff having taken on changing responsibilities during reorganization. The self study cites numerous concerns about inconsistencies in hiring practices for administrators, full-time faculty, and part-time faculty.  The anticipated publication of a district hiring document may address these concerns.  Part-time faculty hiring procedures continue to be inconsistent among divisions.  In the responses to both Standard Two and Standard Seven, the self study confirms that the names and qualifications of administrators and faculty are listed in the catalog.  (Standard 7.A.1, 7.A.2, 7.A.3, 7.A.4)

The self study notes concern about administrative evaluation procedures, and there is broad agreement that the process has flaws; there is general agreement that the process needs to be revised.  The combination of cumbersome evaluation procedures and a large number of new administrators leads to some administrative evaluations being deferred.  Procedures and criteria for full-time and part-time faculty were revised in the 2002 agreement, and the Faculty Association is currently pilot-testing new peer and student faculty evaluation forms. Scheduled evaluations are delayed in the transition. Both supervisors and classified staff express concerns about the prescribed district performance evaluation form for classified provided by the human resources office.  District human resources reports that this form cannot be changed without negotiation.  A “prescribed” form is referenced in the agreement but is not part of the agreement, itself. (Standard 7.B.1, 7.B.2, 7.B.3)  

The college has an active, representative Staff Development Committee that has developed procedures for funding individual conference and development activities.  The committee promotes various on-campus training and informative activities. This committee currently lacks a part-time faculty representative.  Much staff development has depended on now unreliable funding from the state, and the self study notes the need to engage more part-time faculty in training.  The Center for Teaching and Learning project conceived as part of a Title III grant was not institutionalized.  The college has institutionalized technology training through IT, and there are other activities such as New Faculty Training, Talking about Teaching, lecture series, and a Classified Senate-developed districtwide classified staff “flex day” during spring break. (Standard 7.C.1, 7.C.2)

Board policy includes language affirming the district’s commitment to fairness and equity in its hiring procedures.  The self study cites numerous concerns about the clear communication of hiring procedures and inconsistencies in hiring part-time faculty. The district is in the process of developing clear, concise guidelines that communicate those procedures.  The set of guidelines are anticipated by the end of the spring 2003 term.    In response to changes in state law regarding affirmative action, the college and the district have ceased implementation of Board Policy 4012 as it relates to a prior Staff Diversity and Equal Employment Opportunity Plan. The self study reports that Standard 7.D.2 “is no longer relevant.” The district human resources office echoed this sentiment, reporting that the district is maintaining the appropriate information on gender and diversity, and does all of the standard recruitment it has always done, but that Board Policy 4012, which speaks to the diversity plan, is no longer relevant. Policy 4006 also appears to be no longer relevant to the college.  Current submittal of a new Equal Opportunity Employment Plan is in abeyance pending receipt of a model plan and policy from the state chancellor’s office. A concern about classified staff members’ access to their personnel files arises from a conflict between current contract language and California Education Code and the Labor Code. (Standard 7.D.1, 7.D.2, 7.D.3, 7.D.4)

Conclusions

The college only partially meets this standard since Standard 7.D.2 was not responded to at all.  The college has a well-qualified and dedicated staff, many of whom demonstrate a keen commitment to the institution and its students.  After many years, the college appears close to having a permanent administrative organization and staff in place to help direct its activities, and in the interim, many faculty and staff have stepped forward to see the institution through times of transition.  The college’s full-time/part-time faculty ratio, while higher than the district average, remains less than ideal; an analysis obscured somewhat by class reductions due to enrollment management.  The college does not appear to have sufficient classified staff in all areas.

Concerns about lack of consistently communicated information about hiring procedures and practices appear to be valid. College staff were, for example, uncertain whether district human resources screened applications for minimum qualifications. The effort to complete and disseminate clear guidelines for hiring procedures will be essential to resolving this issue, especially for part-time faculty hiring, in which procedures vary by division.

By the district’s acknowledgment, administrative evaluation procedures need revisiting.  So, too, do the forms and process for classified staff, through whatever process is required.  The newly crafted faculty evaluation procedures, if implemented in a timely manner, should address concerns in this area.

While decreased funding will negatively affect staff development functions, the college has a functioning, representative committee in place, and there are various efforts at institutionalization and low-cost/high result activities underway.  Continued efforts to involve part-time faculty in training and the campus community will serve both those faculty and the college’s students.

The district’s, and therefore the college’s, response to the elimination of an affirmative action posture appears to have diminished greatly the climate for equal opportunity and commitment to diversity.  Hiring committees receive no training in equity issues, and committees that lack diverse composition may be restructured based on good judgment but not as a result of policy.  The lack of a current Equal Employment Opportunity Plan exacerbates the situation.  Moreover, there is a lack of clarity over whether anyone has actually been officially charged with the responsibility to act as a diversity and equity officer at the college.  Finally, lack of direction from district procedure does not relieve the institution of the responsibility to address accreditation standards. (Standard 7.D.2)

Recommendations

5.
The team recommends that the college and the district devise and implement a regular and timely evaluation for administrators. (Standard 7.B.1)

6.
The team recommends that the college and the district complete in a timely manner the review of hiring practices for all categories of staff and assure that those practices are clearly and consistently communicated to all who participate in hiring through a well articulated hiring procedures manual. (Standard 7.A.2)

7.
The team recommends that the college and the district revisit the relevance of Board Policies 4006 and 4012, with a systematic rededication to the principles of equity and staff diversity inherent in those policies. This review should result in clear delineation of responsibility for all activities resulting from that review. (Standard 7.D.1, 7.D.2)

STANDARD EIGHT

PHYSICAL RESOURCES

Responses to the previous teams recommendations
No recommendations

Observations
Since the last accreditation visit, the college has completed construction on a new bookstore and the new chemistry and computer science facility.  There have also been extensive renovations of Buildings 100 (the library, including a large student computer lab), 2400 (from the old bookstore into the Disabled Student Resource Center), 1600 (technology/engineering/graphic arts), 1800 (Student Assessment Center), 1000 (addition to the ceramics studio), and the conversion of the men’s locker room into a weight-training center.  Currently most of the construction/renovation projects on campus are related to modernization.  Parking remains an issue, as several spaces were lost to renovation/building projects in recent years.  An effort is being made, however, to strictly enforce parking regulations and monitor permit holders more carefully. (Standard 8.1)

The campus is nicely laid out and buildings and grounds appear to be well maintained, in spite of a shortage of staffing in this area. This is especially impressive given the increased size of the physical plant and the fact that there has been no increase in staffing to maintain the campus. Custodial services has instituted a “Team Cleaning” approach, which has allowed them to be able to adequately cover more areas and provide a more consistent standard of cleanliness across campus.  Maintenance requests have been streamlined with a process that involves reporting the request, entering it into the work order system, and having the maintenance supervisor then assign the order to the appropriate staff member to be prioritized and addressed.  This process has made the system more efficient and there appears to be greater satisfaction with the turn around time for those making the request.  A request from the grounds manager to the district to re-classify higher-level grounds workers, in light of losing several highly qualified workers to higher paying positions in local municipalities, was denied.  As a consequence, six positions in the grounds department remain unfilled and are not attracting candidates with the necessary qualifications (Q.A.C. certification or Class B driver’s licenses).  (Standard 8.2)

The Office of Safety and Security was reorganized in 1999 and now operates under the Hayward Police Department, a unique arrangement that appears to be working well.  They have recently been able to institute security coverage 24-hours a day, seven days a week.  A number of safety and security projects have been completed since the last evaluation visit, including, but not limited to, the installation of emergency call boxes in parking lots, expanding outdoor lighting around campus, redesigning landscaping, installation of emergency telephones in all buildings and elevators, enhanced 911 features on campus telephones, and streamlining of the hazardous waste removal process.  Safety and security information is disseminated in a wide variety of methods, including annual reports and Internet access.  A districtwide Security Committee has been formed to help facilitate safety planning and is now working on an Emergency Preparedness Pan.  (Standard 8.3)

The 124-computer lab in the library has greatly increased computer access for students.  The majority of the 22 computer labs on campus, however, appear to be greatly underutilized.  The centralization of technology support services recently instituted seems to have solved a number of concerns that were stated in the self study regarding the consistency of support across campus.  Additional “smart classrooms” have been equipped and planning is moving forward on others.  These are supplemented by portable equipment available from Media Services on a request basis.  Although all full-time faculty have now been issued computers with at least a minimum configuration, there does not seem to be evidence of plan delineating the replacement of technological equipment. (Standard 8.4)

The college has a facilities plan in place that guides construction and renovation projects.  Recent construction and modernization efforts have confirmed that there are continued problems with the process of getting projects from the planning process to a product that satisfies the end user.  An increased effort should be considered with regard to communication among the various constituents, including faculty, involved in the project from the initial planning stages in order to reduce problems which frequently lead to changes and cost over-runs. The bond issue has been reorganized and is going forward, with the approval of all constituencies on campus. (Standard 8.5)

Conclusions
On the whole, the college seems to be meeting this standard satisfactorily.  The college has made numerous improvements regarding facilities and is actively planning for the future.  There was ample documentation to support the information presented in the self study and a number of areas where changes are desired have been delineated in their planning agenda.  Many planning items, however, do not adequately address how they will be implemented, especially those items which require significant fiscal outlays.  Again the connection between planning and finance is not well integrated.

One area of concern is the current under-utilization of computer labs across campus. Currently, there is a great deal of territoriality associated with these labs and this seems to have hampered access to them.  Student access to computers would be greatly increased if a way could be found to make those labs available on a more open basis. There also does not appear to be a cohesive plan in place for the maintenance and replacement of instructional equipment.  Consideration should be given to addressing this issue in order to continue to provide adequate access to instructional equipment in an equitable and consistent manner.

The continued under-staffing of the maintenance and operations unit remains a concern, especially as the physical plant size continues to increase.  The impact that new building and renovations will have on the existing maintenance and operations staff should be considered and accounted for in facilities planning.  There also appears to be some conflict over the duties and responsibilities of regular custodial staff in terms of special events on campus.  Consideration should be given to making this information readily available so that all parties concerned understand where the responsibilities of the custodial staff lies during those events and whether or not prior arrangements need to be made to have additional staff available during those times and, if so, what the cost implications of that might be.

Recommendations

See recommendations 1 and 3.

STANDARD NINE

FINANCIAL RESOURCES

Response to Recommendations of the Previous Team

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. (Standard 7C)

The college upgraded the business officer position to a vice president level and filled it in fall, 1998.  The current incumbent began in 2002.   The College Budget Committee (CBC) now allocates funds to each cost center based on Unit Goals and Priorities and Planning Calendar, which the CBC developed.  While progress appears to have been made in both “the strengthening of the department’s role in management of the college’s fiscal resources” as well as “…defining the relationship between the (college business) office and district fiscal services,” such progress appears to have been limited by significant turnover in all the top college administrative positions since the last accreditation visit.  

Observations

Since the last self study, the Institutional Planning and Budget Council (IPBC) has been established and was initially charged to integrate the budget allocation and long-range planning processes.  The efforts of the IPBC have been directed primarily at developing and maintaining the Master Plan and the Strategic Plan.  Institutional budget planning has not been a primary focus of the IPBC, nor has the “integration of budget allocations with long range planning processes” been completed by the IPBC.  Frequent turnover since the last visit appears to have impeded the completion of a comprehensive linking of financial planning to other institutional planning efforts.  Two of the three senior college administrative positions are now filled on a permanent basis, and a commitment to further strengthen the linkage between financial and institutional planning has been articulated by the current administration. (Standard 9.A.1, 9.A.2, 9.A.3)

Development of a budget allocation process has been the responsibility of the District Budget Study Group (DBSG).  This group developed the Budget Allocation Model, which has recently been modified.  The primary modification appears to be the movement of bargained faculty salary and benefit costs from being allocated within the model to being allocated “off the top.”  The college’s annual financial planning activities are supported by a two-step district policy, which requires that reserves be established against revenues which may not materialize, and that revenue is earned before being allocated.  (Standard 9.A.2, 9.A.4, 9.A.5, 9.B.1, 9.B.6, 9.C.4)

While the allocation of financial resources occurs initially at the district level, the linkage between financial planning and institutional planning occurs primarily at the college level.  The shared governance body responsible for budget planning and development at the college level is the College Budget Committee (CBC).  The college budget allocation model is currently a work‑in-progress.  The college administration expects to link the institutional and financial planning processes at the college level within the next year.  (Standard 9.A.1, 9.A.4, 9.A.5, 9.B.1)

The independent audit for the fiscal year ending June 30, 2001, performed by Arminino McKenna, LLP, contained no current year findings and recommendations.  (Standard 9.B.2)

Currently, the college is endeavoring to establish a new college foundation, separate from the existing district foundation.  (Standard 9.B.3)

Qualifying college employees are eligible for post retirement medical benefits.  The retiree’s cost of participation is a function of their initial date of employment and years of service.   The fund in which monies are reserved to fund this future obligation exists at the district, and is known as Retirees Unfunded Medical Benefit Liability (RUMBL).  As of June 30, 2001, this fund has an unfunded liability of approximately $20 million, according to the independent audit report.  Additionally, the audit report indicates that these retiree expenses were funded on a pay‑as‑you‑go basis in 2000-01. (Standard 9.C.1)

Conclusions

The college does appear to be meeting most of this standard in a satisfactory manner.  Evidence of financial planning, control and oversight are clearly in evidence.  The need to complete the linkage between the budget allocation and institutional planning processes has been documented in the self study and verified during the team visit.  

Budget development and management, as well as the availability of current budget reports and other college financial data, have been improved under the current fiscal administration and since the last accreditation visit.

Recommendations

See recommendations 1 and 3.

STANDARD TEN

GOVERNANCE AND ADMINISTRATION

Response to Recommendations of the Previous Team

That the college examines the effectiveness of its organizational structure in terms of its mission and its priorities and seeks to more clearly define institutional roles at the college or between the college and the district.

That the college improves the efficiency of its committee processes by establishing clear reporting relationships within its committee structure.

Although not a specific recommendation, the team report noted that the perceived inequity of funds was an issue that needed to be addressed.

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 this information throughout the district.  There is still a lack of clarity which is further discussed below.

The college has rewritten its governance policy to clarify its committee structures and reporting relationships.  Councils and committees now include representation from the Faculty Senate, Faculty Association, Classified Senate, and Associated Students. Also, standing committees and subcommittees have been organized to handle campuswide areas of interest The Collegial Consultation Policy outlines the governance structure at Chabot College though the governance structure is not always well understood.

The perceived inequity of funds still exists.

Observations

Standard Ten is also covered in the Chabot-Las Positas District self study and the information from that report needed to be considered in writing the response to this standard.  During this section, there was an inappropriate use of an individual’s name. (Standard 10.B.2, 10.B.3)

There is great hope and optimism being placed in the new leadership of the college and the district office. Without exception, the president is seen as a caring and effective leader, and many also believe that the chancellor is also effective and wants to be fair to each of the colleges.  There is a general perception that things are now a lot better and that the past is over; however, there is still a tremendous amount of unfinished work.  This new hope and perception should help alleviate some of the discontent that Chabot staff have had in the past relative to the district and the board.  (Standard10.B.1, 10.B.2)

The interviews with the board revealed that the board is very conscious of their role in policy, financial health and commitment to the mission of the college and the district. The board establishes policies and evaluates the chancellor, though there is no formal review process in place for the chancellor.  However, many staff at Chabot are still uncertain of the various functions, processes and procedures which are the responsibility of the district staff. (Standard 10.A.1, 10.A.2, 10.A.3, 10.A.4)

Section 7000 of the board policy manual describes the operating procedures for the board and their self evaluation.  The chancellor conducts the board orientation and the board is clearly knowledgeable about the accreditation standards. (Standard 10.A.5, 10.A.6, 10.A.7)

The college still needs to formalize processes and procedures and establish the full integration of planning and budget. The college has yet to complete its planning processes as well as codify certain processes and procedures of committees.  This is attributed to frequent personnel changes in administration over the past years. There are mixed perceptions in the efficiency of changing the current governance structure to one that relies on consensus.  The college also experienced some budget difficulties and a downturn in enrollment since the last accreditation.  The college exerted considerable effort to turn enrollment around and is working on the college allocation model.  The role of the College Budget Committee is still separate from the Institutional Planning and Budget Committee.  This separation is seen as a necessary move in order to continue budgeting while trying to move on the planning issues.  The Institutional Planning and Budget Council (IPBC) is the committee that is designed to link planning and budget though this link has not been developed yet.  The IPBC expects to have the new Strategic Plan completed in May 2003.  The College Budget Committee would eventually report to the IPBC.   (Standard 10.B.1, 10.B.2)

Chabot College experienced a rapid rate of turnover in leadership positions including the president, vice presidents, and a reduction of administrative positions.  These issues appear to be resolved and a new Vice President for Academic Affairs should be announced soon.  During this same period of time the faculty contract negotiations were underway and a new chancellor was named.   Some college staff are still sensitive about the administrative issues but the college is moving forward and working on improved communication with the district. As described under Standard Seven, administrative evaluations need to be completed so that administrators can be evaluated effectively.  (Standard 10.B.3, 10.B.4)

The current governance structure is not always well understood.  The Academic Senate is currently reviewing The Collegial Consultation Policy according to a March 2003 memo from the senate to the president.   Another concern is related to the currency of constituent group bylaws and constitutions.  For example, the self study noted that the bylaws for the Faculty Senate have not been re-evaluated since 1993, although they are currently under review.  The currency of the Classified Senate Constitution is unclear. However, the Constitution for the Associated Students was revised in May 2001.    

With the exception of the district Enrollment Management Committee and the College Enrollment Management Committee, college and district committees are not integrated with overall planning, budgeting processes, or institutional effectiveness, and there are inconsistencies in the perceptions at the college of how decisions are made.  The district Enrollment Management Committee and college Enrollment Management Committee are designed to achieve certain cost efficiencies and productivity via a WSCH/FTE productivity plan, but they are not linked to program review criteria.

The Budget Allocation Model continues to be an issue since it is perceived by many Chabot staff to be unfair to Chabot.  In as much as the current model is a revenue model based on FTES, not an expenditure model, the college stands to gain if efficiencies remain and growth is realized. However, if enrollment management criteria are not linked to long term institutional planning, program review, program improvement or program discontinuance, then the mission of the college may be compromised with the students and community not well served.  (Standard 10.B.5, 10.B.6, 10.B.7, 10.B.8, 10.B.9)

The Chabot-Las Positas District hired a new chancellor in July 2001.  The chancellor communicates to the colleges through the Chancellor’s Council and the Chancellor’s Cabinet.  There is some frustration about the relationship between the college and district as described in the evaluation report conducted by the district and validated through interviews.  Roles and responsibilities of the college and the district are not well defined or well understood by some college staff.  There continues to be confusion about human resources, budget and finance, and strategic planning at the district as it relates to the college.  In addition, the role of the Vice Chancellor for Educational Services and Planning is not well understood. (Standard 10.C.1, 10.C.2, 10.C.3, 10.C.4, 10.C.5)

Conclusions

The new leadership at the district and the college has brought about some positive changes.  Although some issues such as the Budget Allocation Model remain unresolved, there is hope, optimism, respect, and belief that the new president is committed to the institution.  It is generally believed that he is providing a vision for the college, and that things are better than they have been in previous years.

The college is on the right track in its efforts to update and complete its Strategic Plan. The establishment of the Institutional Planning and Budget Committee is a step in the right direction to link institutional planning and budget.   A concerted effort is being made on the part of the president to reestablish committees, improve participation in college governance, and codify governance structures, processes and procedures.  

Recommendations
See recommendations 1 and 3.
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