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As part of its intention to provide open and comprehensive communication of its efforts to reorganize Academic and Student Affairs, the Shoreline Community College Administration is pleased to address the following list of “Instructional Reorganization Guiding Principles” posed by the SCCFT Executive Board, Local 1950, on February 26, 2013. 


1. Instructional reorganization should support the College’s Strategic Plan, and the ways in which it does so should be articulable and articulated. 

The Administration’s reorganization efforts support the College’s new “Strategic Plan” in the following ways:

Initiative #1: Increase enrollment, retention and completion

Goal: Increase enrollment, retention and completion, particularly in relation to international, online, and veteran students. 

With the addition of a Dean of Learning Technologies and Academic Resources, the College will have a high-level administrator to oversee enrollment, retention, and completion efforts for online students.  Specifically, this Dean will lead enrollment strategies as outlined in the Virtual College Strategic Business Plan which includes enrollment targets and a list of potential new completely online academic programs.

Furthermore, within the new organization the VPASA will lead efforts to form an ad hoc committee for student retention.  This committee will have oversight responsibilities relative to enrollment, retention, as well as completion of degrees and certificates for all students.

Goal:  Increase K-12 collaboration and pathways to completion.  

Within the framework of the reorganization model, the Dean of Learning Technologies and Academic Resources will work in tandem with the Dean of Student Affairs to increase K-12 collaboration and pathways to completion; the former will focus primarily on academic affairs, while the latter will devote effort to counseling and outreach.  K-12 relations will become a major responsibility of both Deans.

All academic divisions will work with the Dean of Learning Technologies and the Dean of Student Affairs to increase K-12 relations and pathways to completion.   

Goal:  Improve access to and quality of academic advising including an emphasis on International, ESL, and Developmental Education.

The new organizational model is based in large part on the way we advise students.  The new Liberal Arts Division, which is the result of merging the Humanities/Arts Division with the Social Sciences Division, advises almost exclusively transfer students.  The Applied Professional Studies Division advises primarily career students in Health Sciences, Business, Criminal Justice, and Education.   Finally, the STEM Division advises those who focus primarily on the interrelated subjects of science, mathematics, and technology.   
	
Goal: Manage college enrollment, retention, and completion to increase SAI points. 

As stated above, the new Dean of Learning Technologies and Academic Resources will act as overseer of enrollment, retention, and completion of all online students and the new ad hoc committee for retention will serve as an oversight and advisory body for the entire college.  

Initiative #2: Leverage community engagement

Goal: Close the skills gap by developing instructional programs to meet industry needs 

The new Dean of Learning Technologies and Academic Resources will perform needs assessments for local industry to help the College tailor programs to meet such need.   

The Dean of Workforce Development, Continuing Education, and Transitional Studies will increase workload from the current 80% to 100%, thus devoting more time to leveraging community engagement.  In particular, more time will be devoted to tailoring instructional programs to meet the needs of local businesses and industries.

The Dean of the STEM Division will work to expand and leverage the existing Automotive Technology and Manufacturing Technology programs, both on the local, national, and international levels.

Goal: Develop business partnerships and community relationships 

The new Dean of Learning Technologies and Academic Resources, the expanded position of the Dean of Workforce Development, Continuing Education, and Transitional Studies, and the Dean of STEM will work to develop business partnerships and community relationships.    

Goal: Increase resources/revenue 

The College will reduce its general fund expenditures by eliminating one Dean position (reduction from 6 to 5 deans).  

The Dean of Learning Technologies and Academic Resources as well as the Dean of Workforce Development, Continuing Education, and Transitional Studies will have major responsibilities relative to increasing resources and revenue; the former will accomplish these tasks by helping to implement the Virtual College Strategic Plan, whereas the latter will locate new revenue streams on the local, state, and national levels.

The Dean of the STEM Division will leverage existing programs, particularly in Automotive Technology and Machining, in terms of contract work with educational institutions and industry, both domestic and international.


Initiative #3: Develop physical / technical infrastructure and human resources

Goal: Empower staff and faculty through employee training and professional development 

One of the new duties of the new Dean of Learning Technologies and Academic Resources will be to oversee faculty professional development.  Traditionally, this area of the College has had little or no general oversight.

Goal: Improve infrastructure to appropriately meet current and future campus needs, both technological and physical 

The new Dean of Learning Technologies and Academic Resources will have primary responsibility for gathering information from instructors on their classroom technology needs as well as keeping records of those needs for current maintenance and future improvements.

Goal: Review and streamline the college’s administrative processes 

All of the changes represented in this reorganization are intended to streamline the college’s administrative processes to some extent.  With the merger of the Humanities Division and the Social Sciences Division the College will realize potential savings in time and effort relative to the work of support staff.   In addition, the new Dean of Learning Technologies and Academic Resources will help facilitate faculty professional development efforts, classroom technology oversight, as well as learner support (tutoring) oversight.  


2. Instructional reorganization should support student learning, and the ways in which it does so should be articulable and articulated. 

The reorganization plan supports student learning indirectly and tangentially by facilitating faculty work and providing currently unavailable oversight functions as follows:

Student Advising:  The reorganization model provides a more logical way of relating subjects.  It is organized primarily around how we advise students:  Liberal Arts Division (transfer students), Applied Professional Studies Division (career students), and STEM Division (science / technology students).  The current model artificially separates the Arts / Humanities from the Social Sciences, which provide the majority of courses relating to general education requirements. 

Improved Curricular Alignment:  Many improved curricular alignments are achieved through the new organizational model including, but not limited to, the following:  Criminal Justice and Education (Applied Professional Studies); History (Liberal Arts); Philosophy (Liberal Arts); Physical Education / Athletics (Student Affairs); Transitional Studies (Workforce / Continuing Education); and World Languages (Liberal Arts).   

Oversight of Tutoring Campus-wide:   The new Dean of Learning Technologies and Academic Resources will fulfill an oversight function for all tutoring efforts, something the current model fails to address.

Faculty Professional Development:  The current organizational model offers no oversight of faculty development, a function that the new Dean of Learning Technologies and Academic Resources will fulfill.   Improved faculty development translates into improved student learning.


3. Decisions about instructional reorganization should be based on data that support articulated rationales for such reorganization. 

To be sure, there are no known data sets that prove the efficacy of one organization over another.  It is important to note, however, that this is true for the current organization as well as the reorganization model.   

However, there is a clear rationale for making these proposed changes, which are listed by category as follows:

· Budgetary considerations:   The reorganization model eliminates one dean position, specifically the Dean of Social Sciences.  This position is currently funded with a faculty salary (Economics Instructor line) consisting of $67,950 and $20,000 in temporary, unspecified funds.   With the elimination of this position, the salary returns to supporting a full-time faculty position and the additional temporary, unspecified funding is removed.   Therefore, administrative costs to the College are reduced by $87,950.  As a result, this move reduces the number of deans from 6 to 5.   We then add one dean position (Learning Technologies and Academic Resources), which is funded entirely (salary and benefits) through online course fees.   Therefore, we retain 6 dean positions for the cost of 5.

However, we do incur the following expenditures to make the model work below the dean level.   We add one new Assistant Dean to the Liberal Arts Division and retain the existing Assistant Dean from the current Social Sciences Division.   The two Assistant Deans will provide the Division Dean adequate support of this larger Division.  The cost of a three-quarter 1/3 faculty release time is approximately $20,000.  The other expenditure is the need to promote two support staff positions, which will cost approximately $10,000.  Total expenditures will be $30,000.  If we subtract this amount from the administrative position savings realized by eliminating one dean position, we realize a total cost savings of approximately $58,000.
            
· Curricular alignment:  The proposed reorganization model provides a more logical way of relating subjects.  It is organized around how we advise students:  Liberal Arts Division (primarily transfer students), Applied Professional Studies Division (career students), and STEM Division (science / technology students).  The current model artificially separates the Arts / Humanities from the Social Sciences, which provide the vast majority of courses relating to general education requirements. 

· Learning Technologies and Academic Resources Division:   A qualitative data set was collected during discussions of the Reorganization.   A particular set of needs surfaced, including the need for oversight of student support functions, the need for better organization of faculty professional development, as well as the need for oversight of classroom technology.  All of these responsibilities will be assigned to this new Dean position.   

In summary, it is of paramount importance to note that the proposed model achieves both cost savings and better curricular alignment through a minimum of change to the existing model.   


4. Addressing student retention and the student achievement gap are college-wide responsibilities and should not be limited to a single division. 

The reorganization plan does not limit the responsibility for addressing student retention to any one Division as was the case with one of the sample models (Model #2 that included a Core Studies Division).  This responsibility is shared across all areas of the campus community, including academic divisions, student affairs, student support services, and the administration.   

One of the outcomes of holding a series of forums across campus to discuss reorganization is the emergence of a clear need to address student retention and the student achievement gap through our organization.   What several groups indicated, directly or indirectly, is the need for an ad hoc committee to discuss these issues and to report its findings to a variety of other campus groups.   The VPASA intends to start a process for forming such a committee as soon as the reorganization is finalized.   The committee would be formed in the Spring Quarter of the 2012-2013 school year and would start its work in Fall Quarter of 2013.   


5. Academic programs and academic services (such as libraries and academic learning centers) should report to academic deans. 

The reorganization plan calls for academic learning centers to report to academic deans.  We are referring specifically to the directors of the Math Learning Center and the Writing / Learning Studio as well as other smaller tutoring efforts focused on more specific subject areas.   However, as a result of various discussions about the reorganization, it became apparent that the College could benefit from administrative oversight of our tutoring efforts, looking at our learner support as a system rather than disparate, unrelated efforts.   The Dean of Learning Technologies and Academic Resources will assume this function.

The Library will come under the same Dean for the following reasons:  The Library does not relate to just one Division as it appears to do now, but rather should have direct contact with all Divisions, particularly the three major “Academic Divisions” (Liberal Arts, Applied Professional Studies, and STEM).  Because the Library plays such a central role in the academic life of the College, it is recommended that librarians attend the meetings of all three Academic Divisions on a regular basis, not just one Division as is the current practice.   One final change relative to the Library within the reorganization pertains to the VPASA, who intends to serve as a special advisor.


6. Academic learning centers should be located with their academic disciplines. 

The reorganization plan locates academic learning centers within their academic disciplines.  Therefore, no change will occur relative to the current organizational model.  Please see the response provided for Principle #5 for a more detailed explanation.


7. Instructional reorganization should prioritize the cohesion of academic disciplines over organization based on instructional modality. 

The reorganization model preserves the cohesion of academic disciplines but allows for a division dedicated to the online instructional modality that supports these same academic disciplines.  This oversight function of the Dean of Learning Technologies and Learner Resources serves as a support to the three academic divisions; hence, this Dean will not schedule classes nor hire faculty.   The creation of this new position mirrors a trend nationwide to add a higher level administrator to oversee and lead this important function.  The following is just a sampling of community colleges nationwide that have already created such a position:

· Assoc.Vice President of eLearning & Innovation, Cuyahoga CC, Cleveland, OH 
· Dean for eLearning, Community Colleges of Spokane, Spokane,WA
· Dean for Distributed Learning, Genesee Community College, Batavia, NY
· Dean of Distance Education & Academic Technology, Chemeketa C. College, OR
· Dean of eLearning, Tidewater Community College, Norfolk, VA
· Dean of Professional Development and eLearning, Central Piedmont C. College, NC
· Dean of eLearning, Hinds Community College, Raymond, MS
· Dean of Instruction, Distance Learning, and Supervisor of Instructional Services &  Associate Dean of Instruction, Distance Learning and Professional Development, Coastline Community College, Fountain Valley, CA
· Assoc. Dean for Distance Education and eLearning, Seattle Central CC, Seattle, WA
· Associate Dean, eLearning, North Seattle Community College, Seattle, WA


8. Instructional reorganization should not increase faculty workload nor adversely affect faculty working conditions. 

The reorganization neither increases faculty workload nor adversely affects faculty working conditions.   For example, there is no need for any faculty to switch offices, and most reporting mechanisms remain intact.

The following is a list of disciplines that remain in the same division and retain the same reporting structure:
 
· Science, Technology, and Mathematics Division (STEM):  No changes.
· Health Occupations, Accounting, Business, Business Technology
· Humanities/Arts and Social Sciences, although merged, retain most of the associations supported by the current structure
· Workforce Development & Continuing Education
· Student Affairs Division evinces only two minor additions

The following is a list of the five (5) significant changes from the current organizational model to the reorganization model, including the rationale for each:

· Merger of current Arts/Humanities with Social Sciences into the new Division of Liberal Arts:  This newly configured division houses almost exclusively transfer disciplines and, therefore, advises mostly transfer students.   As the largest of the six divisions, it will have a stronger voice in terms of advocating for transfer issues in relation to the current two division arrangement.  

· Movement of Criminal Justice and Education from the current Social Sciences Division to the reconfigured Applied Professional Studies Division (formerly HOPE):  Neither of these disciplines is a Social Science; rather, they are both professional programs that either 1) prepare students for immediate employment in the field or 2) prepare students for a baccalaureate program in these specialized fields of study.   Therefore, their student focus is more akin to that of the health professions and business administration.

· Movement of Transitional Studies (I-BEST, ESL, ABE) from the current Humanities Division to an expanded Workforce Development, Continuing Education, and Transitional Studies Division:  I-BEST and ABE already have a strong association with the current Workforce and Continuing Education Division, so moving these areas to the newly configured division is both a natural and logical choice.  In regard to the ESL Department, it has three natural alliances:  1) Developmental English, 2) I-BEST, and 3) International Education.   The new model allows for the associations with I-BEST and International Education to continue as they do under the current model.  The only change is the separation of ESL from Developmental English.   Regardless of this change in reporting structures, the ESL Department is still perfectly capable of working side-by-side with Developmental English regarding the transition of one level of English language proficiency to the other.   The VPASA is willing to assist with facilitating any changes that will be needed to continue the smooth functioning of these two vitally important faculty groups.

· Movement of Physical Education and Athletics from the current Health Occupations, PE, and Business Division to the Division of Student Affairs:  The College has a history of aligning PE and Athletics with the Division of Student Affairs.  Athletics is a natural part of Student Life and Student Development; PE is a discipline that relates well to Athletics, although the former is credit-bearing and the latter is non-credit and extracurricular.   The meeting that occurred with representatives of the PE/Athletics functions indicated full acceptance of this change.

· Movement of Academic Resources (Library) from the current Social Sciences Division to the new Division of Learning Technologies and Academic Resources.  See explanation provided under Principle #5 above.  
 

9. Instructional reorganization should not increase classified staff workload or adversely affect classified staff working conditions. 

The reorganization neither increases classified staff workload nor adversely affects classified staff working conditions.   A detailed chart of the new organization shows each level of the six divisions, starting with the Dean, then the Assistant Deans, the Program / Department Chairs, and finally the support staff positions.  To make the proposed reorganization model work, two support staff positions will receive a promotion (See Principle #3 above for an explanation of these promotions and the economic impact).


10. Instructional work should not be less efficient after instructional reorganization than it is under current instructional divisions. 

Instructional work under the proposed reorganization model is more efficient than it was under the current organization.   For a further explanation of efficiencies, see the explanation provided under Principles #1-9 above.


11. Instructional reorganization should result in no net increase in operational expenses unless there is compelling, documented, and articulated need for such an increase. 

The proposed instructional reorganization creates no net increase in operational expenses.   In fact, it generates a cost savings as indicated the in the response provided under Principle #3 above.


12. There should be sufficient time available for all campus constituencies to review, discuss, and provide meaningful feedback about proposed instructional reorganization models.
Sufficient time has been allotted for all campus constituencies to review, discuss, and provide meaningful feedback about the proposed instructional reorganization models.  Accordingly, the Administration has adhered to and will continue to honor the following timeline:
· December, 2012:  Faculty provided Academic Deans ideas for reorganization
· January, 2013: Deans presented faculty ideas to Dean Team and two models emerged
· February 13, 2013: VPASA presented rationale and two sample models to Faculty Senate
· Late February through March: VP visited an assortment of Divisions, Departments, and Committees:
–eLearning Department (February 15) 
–Student Affairs Division (February 26) 
–Library/Learning Resources (February 28) 
–Humanities Division (March 1) 
–Science, Math, Technology Division (March 1) 
–Social Sciences Division (March 4) 
–College Council (March 5) 
–Classified Staff Union (March 6) 
–Strategic Planning Committee (March 6) 
–Business/Business Technology Department (March 7)
–Health, PE, Business Division (March 19)
–Workforce Education Division (March 20)
–COPE Committee (March 21)
–SEEK Committee (March 27)
· Early April: Faculty input reviewed and proposed model announced campus-wide
· Mid-April through Late-May:  Campus constituencies provide VPASA input on proposed model
· Late May-Early June: Final decision announced and changes to existing organization begin
· July 1, 2013: New organization takes effect





