LANGUAGE ARTS, PSME, AND STUDENT SUCCESS CENTER JOINT PROPOSAL FOR THE REORGANIZATION OF THE STUDENT SUCCESS CENTER 

CONTEXT OF REORGANIZATION

While improved efficiency in instructional support programs has been a long-term goal of many, recent events have brought more focused attention and greater urgency towards reorganizing the Student Success Center (SSC).  This attention came in the following four areas:

Governance

Last year, the Instructional Planning and Budget Team (IPBT) analyzed program reviews throughout all instructional areas and made the recommendation that the SSC should review its structure and offerings in order to provide services more efficiently.  IPBT suggested that the SSC was “administrative-heavy,” utilizing a significant portion of its resources for the administrative aspects of the programs rather than on direct services to students.

Grants

The college-wide BSI self-study, completed in spring 2008, called for an examination of and improvements in how developmental education and academic support is organized.  This work, and cooperation with other grants, led to a retreat in July 2009, funded by the Title III grant, which resulted in the formation of the Developmental and Readiness Education (DARE) Taskforce.  Although the long-term charge of this group was “to develop a campus-wide plan to streamline and restructure the flow of students from the point of entry, through student support and academic courses, to their final objectives,” an initial charge was to examine the SSC. 

Compliance

Appendix A shows that Readiness Programs are out of compliance with State regulations, which require immediate oversight of classes by employees with qualifications in the appropriate discipline.  Meeting State regulations would require staffing the Readiness Program with employees who possess English, ESL, and Reading minimum qualifications at all times the classes are offered.  Such staffing would demand significant additional allocations, at the very moment that every division is required to make drastic budget reductions.

Fundamentals

In addition to the immediate catalysts for reorganization mentioned above, the fundamental motive for reorganization is improved learning outcomes for more students by offering more efficient and effective services.  A comparison of the current budget outlays and structure with the proposed structure demonstrates a great potential to reach populations of students who are most in need of the college’s academic support services while also significantly reducing expenses.

THREE FEATURES OF PROPOSED STRUCTURE

These three initial changes form the basis of the reorganization.  Additional input will be encouraged through the DARE task force and other shared governance bodies.  Funding for promising interventions will be provided by the Title III grants and the Basic Skills Initiative funding.  In short, the spirit of the newly reorganized SSC would be one of collaboration with stakeholders throughout the college, especially as more faculty leaders from more divisions develop creative interventions that can be implemented through the SSC.

While BSI, Title III and DASB funding is available, some of the funding would be utilized to supplement the tutorial hours needed.  Knowing the transitory nature of outside funding, the new structure has planned for sustained support for students through six full-time permanent positions. Still, as grant or other funding expires, the hours available for non-basic skills tutoring would be cut back unless future sources of funding arise.

1.  
The current practice of offering drop-in and weekly tutoring will continue in the Writing and Reading Center, the Listening and Speaking Center, the Math Science and Technology Resource Center (MSTRC), and the general Tutorial Center.  Ultimately, the objective would be to keep the current location of the MSTRC and centralize the other three Centers (WRC, LSC and Tutorial Center) into one location.

2.  
The current Skills Program (Adjunct and Self-Paced) would continue and expand to serve both Centers and a wide variety of disciplines.  De Anza’s current Adjunct Skills Program has been quite successful.  Students participating in the program have been from the most diverse of any programs in our SSC, and the demand for these classes is greater than we can offer.  The adjunct skills courses are 0.5 unit courses, in which students who enroll must be enrolled in the parent course associated with the adjunct skills course.  The courses consist of approximately 7-8 students, facilitated by a fellow student who has previously taken the class successfully.  The peer facilitator works closely with the instructor on what the students’ needs are. Students who have participated in the program have succeeded at a rate of 20 percentage points higher than their fellow classmates who did not take the adjunct skills course, 29 percentage points higher for students of color, and 22 percentage points higher for students placing at the basic skills level.   The Self-Paced Skills courses have been beneficial to students who often need a means of transitioning to college.  Many such students might not feel they have the skill level to succeed in their core classes.  While the demand for Self-Paced Skills courses is great, there would be a need to collaborate with the co-directors to significantly restructure how these courses are offered in order to provide services more efficiently.

3.  
The most significant addition in the restructuring of the SSC is the addition of a new supplemental instruction program, which will provide the lowest levels of developmental classes with a tutor/facilitator for 2 hrs. per week or the equivalent, in consultation with the co-directors.  The following courses are those identified as receiving the in-class tutor/facilitator.

	Course
	sections per quarter

	ESL200 (if applicable)
	1

	ESL234
	4

	ESL244
	4

	EWRT200
	6

	READ200
	4

	LART200
	3

	MATH210
	15

	MATH212
	22

	LART211
	depending on funding

	EWRT211
	depending on funding

	READ211
	depending on funding

	ESL251/252/253
	depending on funding


The idea of bringing the tutors into the classroom is to reach out to populations of students who might not normally seek out additional instructional support.  Although the desire would be to provide such support in all developmental level courses, the idea is that if we reach the students early in the sequencing, they will be familiar enough with the services to independently seek assistance from the tutorial center as they advance to higher levels.

BREAKDOWN OF HOURS AVAILABLE

	SOURCE OF HOURS
	HOURS AVAILABLE

	* 6 FT specialists 

   5 IS Specialists tutoring = 36 hrs./wk = 180 hrs. wk

   1 Senior IS Specialist tutoring = 32 hrs./wk 

   Wks. 2-11 spent tutoring = 10 wks
	2120 hrs./qtr 

	* $125,000 B budget 

  $15/hr. for student labor/benefits = 8333 hrs./yr 

  3.5 qtrs. (Summer does not require full # of hrs.)


	2380 hrs/qtr

	* $100,000 DASB funding 

  $15/hr. for student labor/benefits = 6666 hrs./yr 

  3.5 qtrs. (Summer does not require full # of hrs.)


	1904 hrs./qtr

	* $150,000 BSI/Title III funding

  $15/hr. for student labor/benefits = 10,000 hrs./yr 

  3.5 qtrs. (Summer does not require full # of hrs.)

	2857 hrs./qtr

	TOTAL HOURS AVAILABLE
	9261 hrs./qtr


	AREA NEEDING HOURS
	HOURS NEEDED

	* Math Science and Technology Resource Center

    Basic Skills Math

    Non Basic Skills Math
	2350 hrs./qtr =235/week

1000 hrs./qtr=100/week

	* Language Arts Tutoring

    Writing and Reading Center

    Listening and Speaking Center
	2600 hrs./qtr = 260/week

  600 hrs./qtr = 60/week

	* Skills Program
	  700 hrs./qtr = 70/week

	* Non-PSME or Language Arts Tutoring
	  800 hrs./qtr = 80/week

	* Supplemental Instruction or the Equivalent
	1200 hrs./qtr = 120/week

	TOTAL HOURS NEEDED
	9250 hrs./qtr = 925/week


SUMMARY OF JOB DESCRIPTIONS

The following are brief descriptions of the positions associated with the new structure.  All positions will be filled according to standard District hiring policy and processes.

Dean of Learning Resources

The absence of a Dean of Learning Resources over the past year has been a significant burden, and many efforts towards the improvement of developmental education and instructional support were stalled last year due to insufficient staffing in this respect.  The Dean would be responsible for three major areas:  the Library, Distance Learning, and the Student Success Center.  The Dean of Learning Resources is vital to the success of the proposed reorganization, especially in leading the campus towards more effective integration of instruction, instructional support, and student services.  Furthermore, with the Title III grant, BSI funding, and the campus’s pursuing of future grants, the Dean is instrumental in coordinating these efforts.  Given the Dean’s wide range of responsibilities across three major college units, the Dean will convene an advisory council (including the Language Arts and PSME divisions as well as other instructional divisions, all of whom will provide discipline specific information that will help guide the campus wide student success program), which will meet monthly to provide assistance, advice, and feedback on Student Success efforts across the campus. 

Supervisor of Student Success Center

Since the Dean of Learning Resources would be responsible for three areas, s/he would need assistance with the daily operations of the Student Success Center.  A supervisor would be vital to ensuring that evaluations of classified professional staff, payroll, personnel and other human resource issues, facilities planning and scheduling, budget assistance, marketing and outreach, program review, and other similar duties would be attended to.

Co-Directors of Student Success Center

The Co-Directors will work in collaboration to ensure clear pathways for student success.

While the Supervisor of the Student Success Center will assist the Dean in many of the administrative aspects of the SSC, including leadership and supervision of division classified staff, each Co-Director position will be charged with developing and maintaining a broad range of structures and policies that will guarantee the effectiveness of the campus-wide tutoring and supplemental instruction efforts. These duties will include tutor training, outreach/inreach to the campus and local communities, gathering, analyzing, and presenting data, serving as a liaison with the many academic disciplines involved in basic skills education, and working closely with the Division Dean to prepare budget plans and to ensure program effectiveness.  The Co-Directors will be responsible to work with their individual instructional divisions to provide the most effective services for both students and faculty.  In order to best serve a wide range of disciplines, these positions will be shared between two co-directors.  The responsibilities will be assigned as follows: 

Director 1: LA, SS/HUM, CA, ICS/IIS Divisions.  

Director 2: PSME, BHES, BUS/CS Divisions
Also, both co-directors will be responsible to work with all Student Services areas including programs such as EOPS, DSS, and Counseling.  

Secretary

A significant effort has been made to reduce the amount of administrative support necessary in the SSC, but realistically a secretary would still be required to accomplish the daily operational tasks that keep the SSC running.  In addition, when the SSC moves towards a more centralized space, a secretary would be vital in welcoming the students and directing them to the appropriate services. The secretary will also assist with the clerical aspects of hiring, coordinating, scheduling, and evaluating the student tutors.  

Academic Advisor

Much recognition is given to the need for students to create educational plans towards achieving their goals; however, equally important is for students to create instructional support plans when in need of assistance beyond academic instruction.  The academic advisor would provide a wide range of support services related to retention and matriculation, would assist students with information and support to achieve educational goals, would possess specialized knowledge of instructional support services in order to direct students to such services, and would engage in other duties as are appropriate to the position of academic advisor.  Having an academic adviser housed directly in the Learning Resources Division would allow for students to become more directly informed about the instructional support services available to them through the Learning Resources Division as well as other areas on campus.  The academic advisor would be a part of the Learning Resources Division but attend Counseling Division meetings as well in order to keep up with matriculation updates.   During the summer months when instructional support service needs are lighter, the academic advisor could also be available to provide extra advising support for the Counseling Division.  .

Skills Coordinator

Maintenance of the Skills program would require a Skills Coordinator to oversee the organization, scheduling, and programming of the Adjunct Skills courses as well as the Self-paced courses.  The Skills Coordinator, in conjunction with the co-directors, would work on restructuring the Self-paced Skills Program to offer services more efficiently and to a larger number of students.  The Skills Coordinator would spend approximately 20% time on administrative duties and 80% time on direct services (tutoring/facilitation) to students.

Instructional Support Specialists

These specialists would be spending most of their time (90%) with students and facilitating the implementation of the best strategies for students to succeed.  The remaining 10% of their time would be spent assisting in the coordination of student tutors who would also be working directly with the instructors in the classrooms.  

Senior Instructional Support Specialist

This specialist position would have the same general duties assigned to the other support specialists; however, the person filling the position would have additional duties reflecting a coordination and leadership role among the support specialists; with the senior specialist providing a focal point for supervisors and directors to communicate with the specialists as a whole.

PROPOSED STRUCTURE AND BUDGET OF THE SSC
	Program
	Expenses
	“A” & “B” budget costs
	Expenses paid by other funds

	Student Success Center (general)
	*
Dean of Learning Resources (.75 FTEF)

*
Supervisor 

*
2 Directors 

*
Secretary

*
Instructional Support Advisor
	$   105,000.00

$   110,000.00

$   200,000.00

$     65,000.00

$     70,000.00

$   550,000.00
	

	Tutorial & Skills Center

* Math, Science & Technology 

* Writing, Reading, 

   Listening and Speaking
* Supplemental Instruction
	*
Skills Coordinator

*
Senior Instructional Support Specialist (1) 

*
Instructional Support Specialists (5)

*
“B” budget to cover student tutors and other expenses
	$   100,000.00

$     70,000.00

$   310,000.00
$   130,000.00
$   610,000.00
	$100,000.00

$150,000.00



	TOTAL
	
	$1,160,000.00
	$250,000.00


Total Cost of Administrative Support:




 - 33% Dean’s time (total cost = $140,000)



$  46,667.00

 - SSC Supervisor






$110,000.00

 - 2 SSC Directors (1 full time & 1 @ 100 release)


$200,000.00

 - Secretary







$  65,000.00

 - Skills Coordinator (20% administrative)



$  20,000.00

 - Senior Instructional Specialist (20% administrative)

$  14,000.00

 - Instructional Support Specialists (10% administrative)

$  31,000.00











$486,667.00
=
36%

Total Cost of Direct Services to Students:




 - Instructional Support Advisor




$  70,000.00

 - Skills Coordinator (80% tutoring/facilitating)


$  80,000.00

 - Senior Instructional Support Specialist (80%)


$  56,000.00

 - Instructional Support Specialists (90%)



$279,000.00

 - Student Tutors






$375,000.00










$860,000.00
 =
64%

CURRENT STRUCTURE AND BUDGET OF THE SSC
	Program
	Expenses
	“A” & “B” budget costs
	Expenses paid by other funds

	Student Success Center (general)
	*
Director 

*
Supervisor 

*
Instructional Associates (2)


	$375,525.92
	

	Tutorial & Skills Center (L47)
	*
Coordinator

*
Skills Coordinator

*
Tutorial Center Associate

*
Secretary

*
PT Faculty (2)

*
Student Tutors (includes ALL student tutoring and employment for SSC)
	$387,900.99
	$324,000

	Readiness Programs (English, ESL, Reading, LART)
	*
RTAs (36)

*
Coordinators (reassigned time totaling 2.375 FTEF)
	$732,676.50
	

	Math, Science & Technology Resource Center
	*
Supervisor

*
Instructional Associate 

*
Student Tutors (expenses included under L47 student tutors)
	$97,280.01


	$90,800.20



	Listening & Speaking Center
	*
Coordinator (1.000 FTEF)
	$63,000.00
	

	Writing and Reading Center
	*
Coordinator (.500 FTEF)

*
Student employees (expenses included under L47 student tutors)
	
	$31,500.00



	TOTAL
	
	$1,656,383.42
	$446,300.20


Total Cost of Administrative Support:




$1,164,358.01
=
55%

- Director







- Supervisors (2)






- Instructional Associates (3)





- Tutorial Center Coordinator





- Skills Coordinator






- Tutorial Center Associate





- Secretary







- Readiness Coordinators





- LSC Coordinator






- WRC Coordinator






Total Cost of Direct Services to Students:



$938,325.61 =

45%
- PT Skills Faculty 






- Student tutors






- RTAs








APPENDIX A
The following are excerpts from the document “California Community Colleges Supplemental Learning Assistance and Tutoring Regulations and Guidelines.”  Emphasis has been added to language pertaining to factors that determine whether the Readiness Program is in compliance and can receive State apportionment.

This document is designed to provide guidance and assistance to colleges in the implementation of regulations passed by the Board of Governors in November 2005 and January 2006.  The regulations cited and referenced in this document and the accompanying guidelines clarify the circumstances under which California Community Colleges may claim apportionment for providing supplemental learning assistance and tutoring to students seeking additional help in other courses. Supplemental learning assistance is defined as assistance that is offered in learning labs or similar venues and is linked to a primary/parent course. The supplemental course is designed to further students' ability to succeed in the "primary" or "parent" course and its outline identifies the parent course with which it is linked. The regulations approved in November 2005 became effective January 29, 2006 and those approved in January 2006 became effective April 14, 2006.  

Attendance for supplemental learning assistance when offered as part of a course may only be reported for state apportionment when either:

(a) the learning assistance is a required component of another course, for all students in that course; or

(b) the learning assistance is optional and is provided through an open entry/open exit course conducted pursuant to subdivision (c) of section 58164, which is intended to strengthen student skills and reinforce student mastery of concepts taught in another course or courses.

Note: Authority cited: Sections 66700 and 70901, Education Code.

Reference: Section 70901, Education Code. 

58050.  Conditions for Claiming Attendance

(a) All of the following conditions must be met in order for the attendance of students enrolled in a course to qualify for state apportionment:

(1) The course or the program of which it is a part must be approved by the Board of Governors in accordance with the provisions of article 2 (commencing with section 55100) of subchapter 1, chapter 6.

(2) The course must meet the criteria and standards for courses prescribed by section 55002.

(3) Unless expressly exempted by statute, the course must be open to enrollment by the general public, in accordance with section 58051.5 and article 1 (commencing with section 58100) of subchapter 2 of this chapter.

(4) The district may not receive full compensation for the direct education costs for the course from any public or private agency, individual or group of individuals in accordance with section 58051.5.

(5) The students enrolled in the course must be engaged in educational activities required of such students as described in the course outline of record.  The number of contact hours for which apportionment is claimed shall not exceed the number specified in the course outline of record, subject to computation adjustments authorized pursuant to other provisions of this subchapter including, but not limited to, sections 58003.1, 58023 and 58164.  If the course involves student use of district computers, other equipment, or facilities, the district shall monitor usage of such equipment or facilities as part of the course to ensure that they are used solely for the specified educational activities. 

(6) The students must be under the immediate supervision of an employee of the district, unless provided otherwise by law.

(7) The employee of the district must hold valid and unrevoked credentials or be employed pursuant to minimum standards adopted by the Board of Governors or equivalencies pursuant to section 53430 authorizing the employee to render service in the capacity and during the period in which the employee served.
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