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Jeremy opened the meeting at 2:21 p.m., in the absence of a quorum. At Alain’s suggestion, we went through the agenda, treating all items as discussion only until a quorum was achieved.
NEW BUSINESS – PROGRAM REVIEW AND PROGRAM VIABILITY AND DISCONTINUANCE Jeremy reviewed the history of program review.  CSM is unique among the three colleges in that our program review document is a living, working document.  It has become the template for requesting new faculty positions and instructional equipment, and the mechanism for articulating those needs.  Jeremy said he first saw program review as an extra burden, but now sees it as a potent way to give faculty a direct voice in decisions on campus.  Committee on Instruction (COI) chair Stacey Grasso said Skyline and Canada do program reviews every six years, plus a mid-cycle report.  Besides a paper form, their program review includes a presentation to their curriculum committee for feedback.  It is not tied into budget decisions.  Jim said we used to have a six year cycle, which produced shelf documents.  We moved to a shorter, simpler format so reviews could and would be done every year.  
Do we now want to tie program viability and discontinuance (PVD) into program review?  We are going into a budget shortfall, $2.6 million on paper, and will try to cut $1 million this year.  We make cuts only in times of budget crisis, which is too late.  Evaluations take time, and faculty feel under attack.  It would be better to pull PVD into a normal process, not in the context of a budget crisis.  Do we as a group want to do that?  Usually the budget subcommittee starts PVD during a budget crisis.  Are we OK with such crisis management, or do we want a more regular process?  Madeleine asked like what?  Adding a question to program review about the rationale for the program, or comparing enrollments in recent years?  Jeremy said we know which programs are under-enrolled.  English is low because its class sizes are capped.  Perhaps we could have certain programs, say the bottom five, engage in the PVD process.  The process gets people to ask about the future of programs.  Who does the program serve?  Aeronautics lost enrollment because United Air Lines moved its hub from SFO, so airline maintenance training was no longer in demand.  
It is better to craft arguments about continuing a program when times are calm, rather than in an environment of pressure and hostility.  Doing so regularly puts the program in a better position when tough times come.  Articulate reasons to continue the program, and provide a justification for doing so, or confirm the lack of one.  Stacey asked isn’t all that already in program review, with statistics and short- and long-term goals.  Should we have a trigger for discontinuance review?  Jeremy said discontinuance involves research beyond program review, including looking at the needs of the community.  People ignore under-enrolled programs until there is a budget crisis, then seek justification for cuts.  That is administration driven, not faculty driven.  All faculty should have a chance to have input.  Stacey recalled that three years ago, COI conducted the PVD process.  Madeleine suggested having a flag saying if enrollments stay low for, say, five years, the dean will automatically pass the information to COI for discussion.  This would give people in the program a chance to explain why enrollments have diminished.  Jim pointed out college numbers are going down, so a decline in a program would have to exceed the overall decline.  We have to expect a marginal decrease for a while because of demographics.  
Jeremy said to build enrollment we need to retrain faculty in certain areas.  Madeleine said in literature, it is hard to keep enrollment up.  We need to find out what kind of students come and attract them.  Jeremy pointed out 95% of the budget goes for salary, so the most flexibility is in cutting adjunct faculty.  He sees a moral obligation to minimize the volatility of their positions.  What programs, vibrant in the past, are no longer serving community needs?  Madeleine suggested deans keep an eye on things and talk to faculty in such programs.  Jeremy said at present the budget subcommittee does this sort of thing.  The senate doesn’t look at program reviews at all.  Laura said in a program small to begin with, a small drop in numbers can be a huge percentage drop, which is scary.  Understand the context of a program.  Literature and engineering are the culmination of other work on campus.  We want to keep those students.  
Jeremy said we have a program review process and a PVD process that don’t talk to each other.  How about tying PVD to program review so it’s more fluid, and have conversations with underperforming departments in time of calm?  Stacey said in the shorter form now used for program review, some of the boxes for justifying viability seem to be gone.  She still uses the boxes from the previous longer form.  Jeremy said the impetus for him is the administration will have deans cut adjunct faculty.  Sections are where you make your money.  Cutting them cuts ability to bring in revenue.  Rather than cutting because you can, be more strategic.  We want a system where cuts don’t hurt our ability to bring in money in the future.  There is a big disconnect between program review and program discontinuance.  Madeleine suggested we tell deans they must consult with faculty in their program, and report to somebody.  This might make the bridge between program review and PVD, if deans have to report before there is a crisis.  Jeremy said the question is what triggers the deans to act.  Laura said we need an ongoing trigger.  Jeremy said efficiency is a concern.  PVD is a long process.  Maybe we need a committee of faculty and administrators to discuss a mechanism to tie these together.  Madeleine asked whether they need to be tied.  PVD is about whether the program should be axed, not about making it better.  Perhaps introduce something separate on PVD.  Jeremy said we have programs that have completely withered away, but for which we have lots of faculty.  We can’t cut them because tenured faculty must have a full load.  
NEW BUSINESS – PROGRAM REVIEW AND FACULTY HIRING Jeremy argued for having program review due in the spring.  New faculty positions are not announced until January, so our job announcements come out late and other schools hire before we do.  To be more competitive, we should rethink the calendar for program review.  Departments should know whether they’ll have a position, so they can send out an announcement at the beginning of the year.  Candidates for some positions will have gone through two or three job announcement sequences by mid-April.  Math got a head start on its hiring process this year, but English is having to scramble.  Peer evaluation and tenure review are mostly done in fall.  Have program review due in the spring.  Stacey said that makes more sense, and reviews are easier to write because you remember what you’ve done that year.  Jeremy said shoving program review into fall pushes finding new hires way back.  He wants to talk to deans about moving it up, so we know about hires by winter break. That gives time to plan and get job announcements out.  The district has to guess about fundability of positions, because state budget information is slow in coming and we don’t know how many retirees there will be.  Most new hires now are retiree replacements.  Our faculty numbers are slowly going down.  
CALL TO ORDER  The meeting was called to order at 2:57 pm in the presence of a quorum.  The agenda, and the minutes of March 13, were approved.
PUBLIC COMMENT  Alain asked whether the senate has taken any stand on the 39 resolutions ASCCC will consider at Spring Plenary next weekend.  Diana Bennett and Alain will represent us.   
NEW BUSINESS – STUDENT GRADE AND ATTENDANCE RECORD KEEPING POLICY – Faculty used to turn in grade and attendance records to Admissions and Records each semester.  State reporting requirements have changed.  After several years of controversy over what we had to turn in and debate with us about forms, A&R has determined Websmart grades are sufficient, but they’ll take whatever we want to turn in.  Our only legal obligation is to maintain records for one year, the period during which students can file a grade grievance.  Jeremy expressed concerns with that policy.  Adjunct faculty aren’t always back the following year, full-timers aren’t usually here over the summer, and faculty often don’t leave records behind when they retire.  With no records of their interim grades like mid-term and final exams, papers, labs, etc. there’s nothing to work from if a student challenges a grade.  
Points in discussion: Some but not all deans want detailed student records.  Policy on this should be the same in all divisions.  A&R saves money by not printing forms, but the printing costs are simply assumed by the divisions, so the college doesn’t save money.  Some said A&R is the most reasonable place for records, provided they are accessible there.  Maintaining student records is an undue burden on division offices.  Others said division assistants want records available in their office when students come in contesting a grade.  Only the instructor of record can change a grade.  How can a grade be changed in the instructor is no longer here?  The volume of grade change requests is low.  When a student questions a grade, laying out interim grades and showing percentages is usually enough to satisfy the student.  The dean could do that, and if it isn’t enough call the instructor.  A student sent to a dean by a faculty member would feel they were getting the runaround.  The grade appeal procedures should be student-friendly.
More points in discussion:  We don’t have electronic signatures, but Websmart is password protected.  Math/Science keeps student records, Language Arts does not.  Perhaps not everyone needs to give those records to their dean.  Full-timers could keep their own records, but that would create a two-tiered system, with different requirements for adjuncts.  Jeremy suggested faculty provide a copy of their syllabus along with their class records, since the syllabus tells how they calculate grades.  The format doesn’t matter, e.g. by hand, or from Gradekeeper.  Legally, participation can be part of a student’s grade, but attendance cannot.  Grade criteria must be tied into performance.  A reason for faculty to keep student records is in case former students ask for recommendations.  We can’t look at student records in other courses, even prerequisite courses, without the student’s permission.  Is there a form students can sign to give us permission to check their records?  We can’t release information to parents, even to parents of minors.  Since attendance can’t be a component of grades, the packet for deans doesn’t need attendance records.  Attendance records were required when attendance was a basis for state funding.  Policy should be driven by how the information will be used.  The dean is the front line person for complaints about grades when the instructor is not available.  Deans need the final grade, grades on other pieces of work, and, for an indication of how the final grade was arrived at, the syllabus.  Consensus of Governing Council was to recommend all deans keep such records, so instructors submit records to deans, not to A&R.  
NEW BUSINESS – AP CREDIT EQUIVALENCIES AND DEGREE AUDIT  Jeremy reviewed some language from our March 27 degree audit discussion.  A behind-the-scenes course is an existing course, and a ghost course is a non-existent course.  One or the other is associated with an advanced placement (AP) test score.  Students with that AP score do not get course credit or units for the behind-the-scenes or ghost course, but they are awarded the attributes of the course, i.e. the various requirements it satisfies.  Jeremy reported the matrix of behind-the-scenes courses went to Interim VPI Grace Sonner.  The deans rather than COI will approach affected faculty about the proposal and ghost course attributes.  Using ghost courses with degree audit requires augmenting student records for the past five years, which is a large workload for A&R.  For example, when scores of 5, 4, and 3 have different consequences, use “ghost” courses numbered 555, 444, and 333 respectively.  Stacey said Title 5 requires student academic records be clearly annotated to show credit earned thru AP.  Laura cited a student who got into a CSM calculus course on the strength of a 4 on the Calculus AB AP test, but UC Berkeley wouldn’t give him credit because it has a different AP requirement.  CSM is trying to resolve such problems.  Let‘s fine tune the process so it works well for students.  This is a problem mostly for math and science courses.  A&R is willing to use ghost courses when they are the best choice, but is concerned about the increased workload.  
VPSS Jennifer Hughes will present the proposal to COI on April 12.  Jeremy said Jennifer’s solution is counselor-heavy and students must know their vocational goals up front.  The degree audit committee has been working on this for a decade and wants it set.  Jennifer needs a letter from Jeremy giving our OK to including the 555-444-333 option in the recommendation.  We need to identify the AP situations in which 3’s aren’t sufficient.  Jennifer has asked deans to get that done, but with wording that didn’t capture our discussion two weeks ago.  Another approach is to contact faculty about courses where there is an issue.  Jeremy said that seems more effective.  Stacey said the other two colleges must agree.  Degree audit will be added piece by piece.  We don’t want to be rushed into a non-optimal solution.  Jeremy said the Senate has not signed on to a particular recommendation, and degree audit won’t happen until at least next spring.  The degree audit committee is looking at new software today.  Jeremy said he will have the brakes put on at the district level by DAS president Nick Kapp, and have more discussion.  Laura said discipline faculty at the three colleges would find issues easier to resolve with behind-the-scenes or 333-444-555 courses, and it will be good to have a policy in place and working well. 
NEW BUSINESS – CONCURRENT ENROLLMENT  Jeremy provided background.  We have two models of concurrent enrollment of high school students in place.  Middle College High School has been very successful. There were serious concerns at first about how well high school students would do in college level courses.  In many cases they are our highest performing students.  In the other model, CSM faculty teach college courses on high school campuses, particularly in the San Mateo Union High School District.  Courses have included music, math, and occupational, including tech-prep.  
A proposed new model suggested by Chancellor Galatolo has San Mateo Union High School District students taking AP classes at their high schools, taught by high school faculty and accepted as CSM courses.  This would help SMUHSD, which is having trouble meeting its payroll, and the sizable FTES would make our budget crisis go away.  The teachers would draw their salaries from the high schools but the funding would come from CSM.  Courses would count as both high school and college classes for the students.  The state would pay for them twice, but that is cheaper for the state than paying for the high school course now and for the equivalent college course in the future.  Jeremy has said we won’t participate if the high school faculty don’t meet minimum quals.  Granting equivalence seems inappropriate.  Many high school teachers have master’s degrees in education but not in subject areas.  Jeremy also insisted high school faculty demonstrate the courses they were teaching met our course outlines.
Jeremy has been working with AFT president Ernie Rodriguez on the proposal, in the absence of an implementation plan from the district.  We don’t want faculty working hard on the idea if it will be killed by labor issues.   Ernie says we can’t hire high school teachers as adjuncts because of seniority and contract issues, but we can hire CSM faculty to be the instructors of record of these courses, to evaluate the course and the teacher with respect to our expectations, and to have mentoring relationships with the teachers.  Typically, the department chair would do this, with three units overtime or released time.  Jeremy called this a good way to have oversight.  We can’t pay the high school teachers directly, but we can provide the high school with an equivalent amount of money for facilities, or for textbooks.  The state has suggested such partnerships, but California state law isn’t set up for them.  Until our faculty talk with their faculty, it’s by no means a deal.  It doesn’t have to be all or nothing.  If some faculty see a good fit, they should go ahead.  Faculty with real reservations, such as in math, shouldn’t have to.  This would make a lot of money in the face of our $1 million deficit.  Jeremy said faculty from CSM should talk to their high school counterparts about what will be done in class, to decide whether a course is pedagogically sound.  Expectations in high school courses may vary among departments.  

Madeleine asked whether this outsourcing of teaching would cut into our offerings.  Would we become mentors instead of teachers in high end classes?  Also, students who score high on the  APs are not likely to come to CSM.  Jeremy said the financial model is a motivation, but if we cut our own FTES over time, it’s a bad idea.  Stacey said if the high school course is not up to speed and taught rigorously, it would confirm the perception among high school students that community colleges are Mickey Mouse.  We could be shooting ourselves in the foot.  Jeremy said he is not ready to sell out CSM’s name for a few million dollars in FTES.  But if faculty agree we’re doing the same thing as the high school AP teachers, and work with them to bring our courses closer together, then it’s down to union issues.  
Yasha asserted it would be unfair to students if some high schools have qualified teachers and others don’t.  Jeremy said if a high school has no qualified faculty, we could offer one of our instructors the position at the high school.  We would have to work that out with the high school.  We’ve had CSM people teach calculus at high schools, where the high school had no one qualified.  High school faculty want to teach the AP courses, not give them away to CSM faculty.  We put in the mechanism of requiring a master’s degree.  Laura said inequity exists already: different high schools offer different sets of AP courses.  Jeremy said part of the vision is to have a regular exchange.  As high school students get used to the idea of earning CSM credit in high school, we could enlarge our offerings.  A survey of SMUHSD students showed they really want philosophy.  Yasha said the advantage to high school students is earning college credit.  High school courses in some subjects were more intense, with more contact hours and more material.  Some classes here go very fast.  Alain said he also learned more in his high school AP class than in the college class.  
Laura, in her taxpayer’s hat, asked why the state would pay twice, both to the high school and the community college.  We must look carefully at legality issues.  Jeremy learned from Jing Luan that other districts do this, though Santa Monica CC is in trouble over abuses by its football program.   Laura pointed out students who get C in a high school AP calculus course can retake it here, but if they earned a C in a CSM course taught in their high school, our course repetition policy would prohibit them from retaking the course.  Madeleine said an AP course is not the same as the AP test.  At CSM, C shows competence. Laura noted a C in an AP English class is not necessarily a C in freshman comp.   Carlene learned Canada is applying for a Career Technical Education (CTE) grant which would provide college credit for high school juniors and seniors in a health care career path, and has asked us to sign on to it.  Canada is going for this proposal; if we don’t, we fall behind.  Jeremy said his concern is the value of a CSM degree.  We won’t water down our degree, and we won’t get pulled into a competition.  Students take the path of what gives the most opportunity for the future.  If we have a good reputation, we’ll get more students.  Laura pointed out transcripts are issued by the district, not the colleges.  Carlene said admission to our nursing program is by lottery.  It doesn’t matter where the prep work was done.  Laura said we need to anticipate glitches, and suggested having a way to give a C student from an AP course a chance to retake the course here.  Yasha asked can’t a student drop their AP class or switch into a mainstream class if they know they’re getting a C.  Jeremy wondered how high schools select students for AP courses.  He noted the AP program is not yet built.  We’re discussing what would be a good policy for it.
NEW BUSINESS – FIVE MINUTE CLASS EXTENSION  Five minutes will be added once again to each summer class hour.  This is acceptable to AFT, and faculty are paid for the extra time.  In the past, the Senate has had issues with such extensions because 1) they were first introduced without discussion, and 2) the plan for regular year courses added time only to TTh classes, which would put them out of alignment with MWF classes for the same course.  Jeremy said he is unaware of curricular issues; an extra five minutes shouldn’t get in the way of student learning.  The district’s motivation is to add FTES.  Stacey said she seems no problem for the students, but noted that West Valley is being audited for its use of hour by arrangement.  Jeremy said West Valley added two HBAs to every class and in some cases faculty didn’t even know about it.  Here, typically faculty add them and are often compensated for them.  English instructors have the opportunity to teach in the writing center.  West Valley got in trouble for not compensating faculty for HBA hours.  Faculty should get compensation or released time.  The Senate defers to AFT on these workforce issues, and they to us on curriculum.  
NEW BUSINESS – CONSTRUCTION UPDATE  Jeremy reported current thinking is that Building 1 will be refurbished and extended, but not rebuilt, and the new faculty office building will be on the footprint of building 15, not 17.  The hallmark new building, 10N, extending down the long hillside from where Building 10 is now, will house student services, the integrative learning center, broadcast media, and the associated students.  Renovation of existing classroom buildings will provide more areas, including lobby areas, where students can study between classes.  Alain pointed out that students haven’t been involved in discussions of Building 10.  The work of the bridging architects is wrapping up.  They have tried to articulate the functional needs of different buildings and have been coming back and finding discrepancies with what was asked for, so they are doing more editing than they thought they’d need.  Jeremy called it a really good process with lots of good dialogue, but much slower than the district wanted.  Once 10N is wrapped up, there is a possibility those documents will be done soon, and be sent off to three design-build teams (an architectural firm and a construction firm) who will put together design proposals. Each team is likely to spend $200,000 on their plans, but only one will get the deal.  Their proposals may be back as soon as early of August.  Faculty may need to respond when school’s out.  
OLD BUSINESS +/– GRADING  Canada’s Senate supports  +/–  grading.  Skyline’s has not taken a position, but will hold a two hour open forum later this month.  Jeremy said although this is a faculty issue, he has reported on it to College Council and the Associated Students, and he would not want to move forward if the students are against it.  Yasha reported in an informal vote in the student senate, only one senator was against it.  Carlene said several years ago students wanted +’s but not –’s.  Jeremy warned it is too easy to view +/–  grading in terms of how it affects particular individuals rather than all students.  It would make it a bit harder to get a 4.0.  

NEW BUSINESS – OFFICER ELECTION PLANNING will be taken up at the next meeting.

ADJOURNMENT  The meeting was adjourned at 4:15 pm.  The next meeting will be April 24, with an update  on accreditation and SLOs.












