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Governing Council Meeting



Mar. 11, 2008 minutes  
Members Present
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Diana Bennett
Vice President


Eileen O’Brien
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Lloyd Davis
Secretary


Linda Phipps
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Rosemary Nurre
Treasurer


Jim Robertson

Social Science/Creative Arts

Justine Armes
ASCSM


Carlene Tonini

Math/Science


Martin Bednarek
Counseling


Lilya Vorobey

Technology/Business

Others Attending




Joe Chapot

San Matean
Melody Cardona
ASCSM


Dan Kaplan

AFT


CALL TO ORDER  The meeting was called to order at 2:18 pm.  MSU to approve today’s agenda and the minutes of Feb. 26, 2008.  

PRESIDENT’S REPORT   District Academic Senate (DAS) is looking at the district ethics code.  After Vice Chancellor Harry Joel came up with an initial draft, District Shared Governance Council suggested each constituency group write up its own code.  DAS updated the language of an AAUP code, and Jeremy will distribute it at our next meeting.  Skyline has adopted its own unique ethics code and wants individual codes for each college, but we need a code for the district.  Teresa emphasized the importance of addressing plagiarism and academic honesty.   
Rosemary distinguished the ethics code from the District’s Mutual Respect Policy, which had features that violated academic freedom.  Dan recalled the Mutual Respect Policy debate went on several years.  A Superior Court judge recently ruled San Francisco State University’s mutual respect policy is unconstitutional, a position long held by AFT.  Jeremy said he had similar concerns about district ethics policy, but our policy has a different purpose.  Our ethics statements, in particular the AAUP statement on professional ethics, are about what we ought to be doing.  The District wants a statement of what we think of as our responsibilities. 
DAS also discussed updating current policy prohibiting auditing, to allow auditing only if the student is ineligible to take the course for credit.  They would pay about $15/unit.  Current policy is aimed mostly at students here for lifelong learning but blocked by course repetition policy.  The state will no longer fund them, so they are not covered by the district insurance policy.
The target date for implementing computerized prerequisite checking has been moved from Fall ’08 to Spring ’09, because of our concerns about the challenge process.  Course equivalency is straightforward to deal with, but more work needs to be done to streamline the handling of challenges in ways that meet the needs of faculty and students.  
Rosemary asked why we are the first district to fully implement computerized prerequisite checking.  Foothill-de Anza and City College of San Francisco have not, for reasons we don’t know.  We believe it will negatively impact our enrollment.  Returning adults won’t chase down their decades-old transcripts.  Jeremy responded we are required by law to check and enforce prerequisites.  If departments are doing that effectively, we have a meaningful argument that we shouldn’t be first to computerize.  However, many departments aren’t clear about which students meet prerequisites.  With our focus on student success, we don’t want to allow students to enroll in classes in which they will fall.  If we reject computerized checking to check and block such students and have no other method in place, we are in violation of the law.  

Rosemary said her department, accounting, has lots of foreign students preparing for CPA exams.  It is hard for such students to get transcripts, and they could easily go elsewhere.  Jeremy said it seems reasonable not to turn on prerequisite checking for such programs, if alternative procedures are in place.  Rosemary said her department rewrote course outlines to eliminate prerequisites, but the Committee on Instruction didn’t like that.  Jeremy said we aren’t fans of having technology dictate curriculum.  The District Committee on Instruction recommended implementing computerized prerequisite checking only after the people in charge of finding technological ways to streamline the challenge process, working with faculty, have succeeded.

DAS decided to table the class size resolution, revived by Canada.  Having two colleges on warning is a higher priority.
SECRETARY’S REPORT  Lloyd reported he and Rosemary recommended the following revisions to Article III of the Senate by-laws, in response to the recent reorganization of instructional divisions.   

On membership:  “(Governing) Council shall consist of Senate members, who may be either full- or part-time faculty, elected from instructional divisions, library faculty, and Student Services faculty.”
“Instructional divisions with 16 or more members shall elect and be represented by two Council members.  Instructional divisions with 15 or fewer members shall elect and be represented by one Council member.  Library faculty shall elect and be represented by one Council member.  Student Services faculty shall elect and be represented by one Council member.”  

On quorums:  “A quorum for a meeting of the Council and all Senate Committees shall consist of six (6) of the Council’s or committee’s faculty members.”

Under the revised by-laws, the four largest divisions (Language Arts, Math/Science, Technology/Business, and Creative Arts/Social Science) would have two representatives each.  Physical Education/Athletics, library faculty, and Student Services faculty (mostly counselors, but also Health Center faculty) would have one representative each.  
On the reduced quorum, Rosemary said six was a realistic number.  It is hard to get people to come to meetings.   Jim Robertson objected he had never heard of any organization with less than a majority for a quorum.  Jeremy pointed out by-laws can be changed.  The quorum size can be revised upward if it turns into a problem.  Teresa suggested faculty vote on the membership and quorum changes to the by-laws as two separate issues.
Jim asked Jeremy to seek out Governing Council representation that reflects these changes, pending their approval by the Senate as a whole.  Justine supported that request, and with consensus of Governing Council, Jeremy agreed to do so.    
FACULTY APPOINTMENTS Jeremy received a list of recommendations for the Dental Hygiene position from Math/Science Dean Charlene Frontiera.  The list included the Dean, a dental assisting administrator from another college, and two faculty members not in the dental assisting program.  In consultation, the Executive Committee wanted a faculty majority on the hiring committee, preferably including someone from the discipline.  Charlene is looking into it and will get a new list to Jeremy.  
NEW BUSINESS – PROGRAM VIABILITY RECOMMENDATIONS  On the recommendation of VPI Susan Estes, the Budget Subcommittee of College Council at its March 20 meeting recommended several programs for the program viability process: 
   Media Group (Film Production, Graphics, Journalism, Multimedia, and Broadcasting),

   German,

   Library Science,

   Drafting Technology, Machine Tool Technology, Manufacturing and Industrial Technology, and Welding. 
The Budget Subcommittee tasked the Committee on Instruction (COI) to put together four advisory committees to look at the various programs and prepare their reports by December.  Jeremy has offered COI chair Stacey Grasso our assistance.  The next Governing Council meeting will be mostly on this.  After discussion, Governing Council agreed one advisory committee each is sufficient for the Media Group and for the technology programs.  
Jeremy said the process asks these programs, with the help of their advisory committees, to see if they can retool and refocus to serve community needs better, and to increase enrollments.  If we can’t find ways to make the programs more productive, because they are no longer viable or because the cost per student is excessive, we will consider recommending discontinuing the program.  We have been concerned about across the board cuts.  
Rosemary asked what we are doing to support faculty members who are teaching a in a dying program, as they seek to learn new skills or about new technologies or new potential offerings in the field.  It’s hard for people to investigate new alternatives without adequate time.  Jeremy said the administration has many funding streams, including President’s Innovation Fund, Trustees’ Grants, and short- and long-term professional development.  We don’t have a group offering assistance to faculty working to make their programs more viable.  
Jeremy said we haven’t used the program viability process well.  It has no good trigger, and we use it only in times of a financial crisis.  Instead, when program review identifies programs with low numbers, we can, with the help of community advisory committees, look for ways to help make such programs more viable, and perhaps begin the program viability process. 
Diana stated her concerns.  No one in her program was advised that program viability was imminent.  The Media Group has not yet met as a group to figure out what it can do.  It has been concerned about enrollments for some time.  The administration should let departments know ahead of time they face program viability review.  Her group was not told anything about support available for faculty.  Diana has applied for, and been turned down for, all forms of available funding.  Patty Appel and Diana were turned down for a Trustees’ Grant, and for short- and long-term professional development, to convert courses to online form.  Jeremy said for many years we had unclaimed professional development funds.  

Maybe being on the program viability list could help get funding to study alternatives.  We need to take a serious look at how we align with community needs.  Get a team with a variety of expertise to gather data.  Another program viability list is coming next year.  Any program with LOAD below 300 (roughly, average class size below 20) is vulnerable. 

Eileen asked whether the educational master plan will help us anticipate changes years in advance, so we won’t be taken by surprise.  Jeremy said he hoped program review will help us be more systematic about how we go about doing things.  CSM is spending 47% of district funding, with only 42% of enrollment.  We are the least efficient of the three colleges.  Program viability is an important alternative to cutting adjunct faculty as a way to increase efficiency.  
Diana said the Media Group is under reorganization, and for several years has been talking to a succession of 
deans about bringing its programs together.  Diana was told by her dean a 3:10 pm concurrent enrollment tech prop course she was scheduled to teach at Half Moon Bay High School in the fall has to be cut.  She was offered a 5:30 pm class which isn’t possible for her.  She was told to cancel the class or use Coastside faculty, who have not yet been selected.  Rosemary observed it takes a few years to see whether a program is viable.  

Jeremy said program viability can unite each of the two groups (media and technology) and articulate their resource needs.  We have to find ways for the college to meet community needs better.  In the educational master plan, program viability will be part of what we do whenever the numbers suggest a program is hitting the skids.  The focus of program viability is not getting rid of programs but rather on offering classes and attracting students in ways that are more economically viable.  It includes gathering data and looking at what other schools do.  Eileen asked who will analyze and look at things objectively   Jeremy said the current policy has COI look at each area, with in-house committees.  At our March 25 meeting, we will discuss implementation.
Rosemary said a concern is everybody already feels overburdened.  The usual people sign up for program viability committees.  We have much opportunity in all these programs.  When numbers are down, getting rid of the program is the easy way out.  Without tools, what, realistically, is going to happen?  To reinvent programs is a huge effort.  There are lots of things we need to do better, like advertise our programs.  We need people at higher levels to pull for us and suffer low enrollments for a few semesters.

Lilya spoke about the technology programs.  Welding has two full-timers.  Lilya is Drafting coordinator, and puts together curricula in the Machine Tool and the Manufacturing and Industrial Technology programs.  Machine Tool Technology is not an actual program, but an additional class required for the drafting, welding, and engineering programs.  Her programs have attracted $100,000 in equipment donations.  She also teaches an afternoon welding class, which, with 28 students, is full.  At a meeting last week with senior administration and Jeremy, she was told that class will be terminated early because the bookstore is moving into its building, and equipment will be moved in over spring break.  
Her manufacturing course was a popular blacksmithing class, but when fire technology took over the north end of its building an air circulation issue made it impossible to offer her class.  Two years ago the only full-timer in the Drafting department retired, and the Technology department took over the program.  It had viable morning and evening classes.  The morning classes were cancelled two or three weeks before the semester began.  Beginning AutoCAD classes, limited to 22 students by workstation availability, were cancelled.  
Jeremy said a problem for Lilya’s group is the north end of campus is being demolished, and the facilities master plan has no place to relocate their program.  The bookstore is moving into Lilya’s building.  Jim said we’re letting the building plan determine our educational offerings.  Jeremy said we had hoped to have two or three years to plan, but for Lilya, the process was short-circuited.  Building 5 will be taken down in June, after asbestos abatement.  Facilities looked at bookstore options, including leasing in Laurelwood, building $200/sq.ft. portables, and using part of the gym (but its floor couldn’t handle the weight.)  Building 34, built as a temporary library and now used by ITS, has an appropriate subfloor.  Eventually it will be a garage for fire equipment.  Buildings 10 and 11 will be bulldozed in a few years.  All buildings at the north end of campus will eventually be replaced by a parking lot.  That work must be done by a certain date to get state funding.

Dan reported AFT went to DSGC several years ago with an impressive proposal to establish an enrollment management task force, not with the current top-down structure, but bottom-up.  Only the administration opposed the idea.  
Dan noted Film Production is not being offered this semester.   The primary faculty member, an adjunct, is an award-winning documentary filmmaker who could certainly attract students.  A few years ago there was an attempt to shut down the San Matean.  Ten heavy hitting Bay Area journalists successfully came to its defense.  Dan said he hears raves about our Multimedia program, especially compared to the offerings of other colleges.  These are quality programs.  That they’re not recruiting enough students is a problem, not at the instructor level but at the level of management not reaching out successfully to get students.  Jeremy said maybe our job market has changed, so that demand has shifted.  If the only problem is word about a program hasn’t gotten out, that’s easy to fix.  It’s probably a combination of things. 
Lilya said she can’t spend the time to develop specific programs.  She has tried to combine her programs under the name Arts of Industry, which would be a good catalog listing right after Art.  Several Bay Area Colleges, including San Francisco State, San Jose State,  and California College of the Arts (formerly California College of Arts and Crafts) have industrial design programs.  San Francisco State has an industrial design program beyond what it can handle, with more than 800 undergraduates and 50 graduate students.  We could take some equipment, form a smaller department, and address issues of interest to Silicon Valley.  Lots of job shops are supporting innovative design of consumer products.  Lilya was turned down twice, and told she can’t call the program Arts of Industry.  Industrial design would be a multi-year transfer program within the technology department.  It would also support architecture and engineering.  Students could transfer to San Jose State and San Francisco State.  
Jeremy said Lilya’s big demon is the cost per student.  She must argue both need and economic viability.  Dental Hygiene, like ESL and nursing, will lose money on every student.  We could easily quadruple our nursing program, but the state doesn’t provide differential funding.  Lilya said with the proper equipment we could go into manufacturing, as Petaluma High School has done.  Its manufacturing and drafting department put out a bid to create park benches and now is making $100,000 annually to buy equipment and materials for its program.  Eileen observed grants are available in the community.  Diana noted there are also costs to run media group programs, including hardware and software,
German enrollments have slowly decreased, and Diane Musgrave will retire soon.  Student demand for German courses for transfer is not high.  We could move it into Community Ed as conversational German.  The focus would change, as it would no longer be transferable.  Jim pointed out that after Greek, Latin, and Hebrew, German and English are the foundation languages of Western scholarship.  The foundations of such areas as psychology and art history are in German.  He said he has trouble seeing us as a college without German.  Jeremy acknowledged idealism is good, and there are things worth paying for, but he warned our idealism will cost us.  How much are we willing to pay?  There is an opportunity cost, in that funding would be taken away from other programs.  Jeremy doesn’t see more state funding any time soon.  The program viability process allows us a little more say.  In the whole set of concerns on campus, how do these programs fit in?  Maybe we can retool to get bigger enrollments.

Dan said he understands Jim’s point on German, and Jeremy’s on money.  He said what we are witnessing is the degradation of the intellectual culture in place in American higher education.  If we’re willing to accept that, the long term consequences are enormous.  Melody said German opened up windows for her in science and math.  Math is explained better in German.  Skyline and Canada got rid of German because of lack of student demand.  She said it is important to present a variety of languages, and different areas of cultural values.  How about combining courses, for example offer the second and third year course together?  Jeremy said before we make a choice, look at options.  Is there a way to bring new life to the program?  Let’s be the one place on the Peninsula where people can take German   Eileen said we could make the same argument for Latin, or for journalism, though newspapers are dying.  Lilya remarked when it comes to manufacturing all we hear about are Asian countries, but Germany is the place for it in Europe.  IBM built its first overseas plant there.  
Jeremy addressed Lilya’s concern about decisions affecting students in a class in progress.  Allowing students to sign up should be a promise they can complete the course.  
Diana stated LOAD is a measure of efficiency roughly proportional to average class size.  A LOAD of 525 (average class size about 35) is break-even; CSM is pushing for 535.  Lilya pointed out courses with only 20 machines will be systematically under-enrolled.  Jeremy will forward the program viability recommendations.  We have no choice, but it should be a faculty initiated process.  Diana agreed to help.  
NEW BUSINESS – PROGRAM REVIEW AND ACCREDITATION   Jeremy said we were seriously dinged on program review.  We have updated our annual process frequently during the past several years, but it still needs major changes.  Data is lacking, and our process did not tie in predictions about future enrollment.  We need to know if programs are increasing or decreasing, and what demographic groups they serve.  Faculty will be asked to look at data relevant to goals.  A feature we lack that other colleges, including Skyline, have is a presentation piece.  Skyline does program reviews every six years on a staggered schedule.  We will probably charge several programs to have open house.  
Another big problem in our program review process is the lack of feedback loops.  For example, we don’t assess how well added faculty or added equipment contributed to the learning environment in the classroom.  We need to say whether they helped or hurt, and why.  Evidence should feed into our goals.  Program review lacks triggers for updates of course outlines.  Some departments update course outlines like clockwork, but others don’t.  The law requires they be done every six years.  In program review we will probably charge several programs to have open house.  We are waiting for the committee to meet.  We want a dynamic web-based program review template with certain things like WSCH, numbers of sections, and ethnic and age breakdowns.  updated annually based on data from John Sewart, some things updated every two or three years, some only every six years, with clear specifications as to when.  
Jeremy said we need a primer for faculty on how all this is supposed to work.  Do an environmental scan with data from John Sewart.  Then articulate goals and outcomes.  Outcomes are what students would be doing if we were reaching our goals.  SLOs should be things we can measure to show we have reached our goals.  The assessment piece feeds evidence from SLO assessment back into articulation of goals for the following semester.  We should look at how requests and changes based on assessment are serving student needs.  Our planning process has three tiers feeding data and planning ideas into each other: program review plans, division work plans, and the educational master plan itself.  Program and division needs should have more direct linkage to college planning, and at the college level, we should measure how we’re reaching institutional goals.  We can do a pretty good job in program review of identifying how well a program is doing what it should, but not of identifying unmet community needs.  For that we need a community needs assessment committee.  Diana said Mike Claire might bring back the Community Advisory Board.  Eileen said there is a President’s Advisory Council.  
We have to submit a report to the accreditation agency at the beginning of October, and we’re getting pressed for time.  Getting faculty to work over the summer is hard, leaving March, April, May, August, and September.  We need some fairly radical changes to bring our program review document into alignment with accreditation expectations.  We have to work on it hard and fast and get it up and running and have the next cycle implement the new policy.  If we put the brakes on it, our status could move from warning to probation.  

Lilya said the President’s Advisory Committee should be resurrected.  Also, when students register, we should ask them what they want from the college.  Other schools ask students to fill in a survey before they can register.  Jeremy said what we need to know is why students who do not come here choose not to.  Lilya’s program has an advisory board.  All advisory boards are listed in the accreditation self-study document.
Carlene said a community survey Shirley Kelly funded three or four years ago showed many people didn’t know we existed.  Jeremy and Andreas Wolf are looking at data which has not yet been integrated into planning.  The Student Equity Plan has great data, which Jeremy hadn’t known existed.  Carlene said results from last semester’s student focus groups are available, and could be useful.  Jeremy said we have significant issues when it comes to planning. We don’t plan well, and things take us by surprise.  Much time is spent putting out brush fires.  The absence of long term planning is a symptom of having lots of issues.  We need an easy to use system to collect and access data, make decisions, and look to see whether those decisions resulted in success or failure.  We need better feedback loops. 
Program review requires SLOs for every course and for every program, not just a percentage of them.  Large pockets don’t have them done.  SLOs have not yet been done for certificates.  For each set of SLOs there should also be an assessment piece.  Course objectives, which usually align well with SLOs, are in course outlines.  

Jeremy said how many SLOs are assessed each year depends on how assessment is done.  Jeremy uses the “muddiest point” essay, in which student describe the topic or area they found most confusing.  Assessment is part of a feedback loop.  Programs need to complete their SLOs and fill in an alignment matrix showing which courses address which program SLOs.    The alignment matrix is on the SLO web page.  Alignment of program SLOs with ISLOs needs work.  All faculty members should include course SLOs in their course syllabi, and send them electronically to their division dean.  Program reviews should include the alignment matrix. 

Every program has a Share Point site for assessment work.   These will be set up to be mined by the accreditation team, but others, including administrators, will see only summaries.  This gives faculty the expectation of privacy so they can be honest.  SharePoint is pretty straightforward to use.

Carlene said assessments in the sciences keep identities of both students and instructors confidential.  To find out what a course as a whole accomplished, pretests and posttests, attitude surveys, and progress variables for each student are used.  An alignment grid was constructed with everybody’s tests, labs, and portfolios.  Information on which instructor did what is kept confidential.  

Diana called on faculty to share their assessment tools.  On Friday Jeremy will propose to the assessment committee that it build a rubric to evaluate syllabi, then offer a workshop on what constitutes a good syllabus.  Teresa said she sees many syllabi, and some are completely opaque.  Many instructors see no syllabi except their own.  CurricuNET has a syllabus generating program.  Diana said it would be good for adjunct faculty to see examples of syllabi.  Jeremy said two years ago faculty from the writing lab and the math lab got together for the first time to talk about what they did in the different labs.  Can we use program review to get such dialogues going?  We have a lot of work and short amount of time.   

Carlene suggested freeing up Museum of Tolerance funding.  Would it be more effective to have on-campus events, drawing a greater number of us?  There are other issues, including lack of follow-up and feedback to those who did not go.  Jeremy has heard mixed reviews about the MOT experience.  Eileen, who went with the most recent group, said it seemed geared toward high school students.  It was mostly an intellectual experience, with exhibits on JFK, MLK, and the holocaust.  There were no workshops on getting in touch with your own biases.  The exercises were elementary.  Jeremy has asked Madeleine Murphy to address this at our next meeting.  She recently released a letter she wrote about MOT.  


ADJOURNMENT  The meeting was adjourned at 4:20 p.m.  The next meeting will be Mar. 25, 2008. 






















