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ORGANIZATIONAL PLANNING PROPOSAL
PHILOSOPHY AND GOALS
Philosophy
LMC recognizes that student services are an integral part of the student’s educational experience from the initial recruitment through the attainment of educational goals. Student success depends on the collaboration and cooperation of instructional areas and student services, which fosters appreciation of the ethical, cultural, and aesthetic heritage of humanity.

Goals

·  Pursue excellence in programs, personnel, and services to students.

• Provide equal opportunity for all individuals in obtaining access to the college, to programs, to services and to employment.

• Help students identify strengths and areas for improvement in order to ensure success. To advocate for students and student interests.

In 1997, the American College Personnel Association (ACPA) and the National Association of Student Personnel Administrators (NASPA) established seven standards of good practice in student affairs. The seven standards “are grounded in the traditional belief of the holistic development of students, which is more generally referred to now as a student learning approach” (Blimling & Whitt, 1999; p. 14, emphasis in original).The principles are described below:
Good practice in Student Affairs:

1. Engages students in active learning.

2. Helps student develop coherent values and ethical standards.

3. Sets and communicates high expectations for student learning.

4. Uses systematic inquiry to improve student and institutional performance.

5. Uses resources effectively to achieve institutional missions and goals.

6. Forges educational partnerships that advance learning.

7. Builds supportive and inclusive communities.

The Student Services Division Guidelines attempt to incorporate these principles as well as a commitment to collaboration, mutual respect, diversity, and professional integrity. LMC recognizes that student services are an integral part of the student’s educational experience from the initial recruitment through the attainment of goals.

Student success depends on the collaboration and cooperation of instructional areas and student services, which fosters appreciation of the ethical, cultural, and aesthetic heritage of community (LMC Catalog, 2006 - 2007; page 16).  We recognize that students are the heart of 
the work we do; their needs are at the forefront of our decisions. With each new decision, we ask, “How does this impact students?”
WHY CHANGE? 
America’s Perfect Storm describes changes to the economy that are influenced by technological, innovation, immigration, and globalization. These factors contribute to re-making the workforce landscape.  The distribution of skills, economic changes, and demographic trends require education to be able to address these elements of the “storm.” The convergence of these circumstances poses great consequence in both the economy, and consequently to the fabric of our society (Kirsch, Braun, Yamamoto, and Sum, 2007). Moreover, Reindl (2007) states in Hitting Home, that since frequency of degree attainment influences the robustness of the economy and the quality of living, it is imperative for institutions of education to increase our capacity to graduate and transition students into the workforce at higher rates. 

Although community colleges were founded on the basis of providing open access to higher education for a wide variety of students, access alone is no longer sufficient.  Educational leaders, policy makers, scholars, and researchers have recently focused significant attention on persistence and success (Bailey, Calcagno, Jenkins, Kienzl, and Lienbach, 2005). As a result, for the past two years, the Los Medanos College Student Services Division has engaged in an in-depth evaluation and assessment of our Student Services vision, mission, educational policies, and organizational foundation.  The anticipated transformation within Student Services underscores academic achievement and excellence.  It is imperative to recognize and to respond to the changing demography of our students, prepare our community workforce, and impact the economic sustainability of East County.   

Moreover, the Student Services Division feels the moral and professional obligation to address the “achievement gap.” Gradstein, Justman, and Meier argue that the political economy of education is both dynamic and complex.  They claim that although education plays a primary role in the development of individuals which ultimately influences economic growth, it is also critical to evaluate the relational impact of education and social capital toward addressing social inequity (2004).   
According to the Los Medanos College, 2007 Educational Master Plan: nearly 80% of the students enrolling at LMC assess below college level, African-American students have a significantly lower retention and success rate, and there is a trend toward decreasing enrollments of male students (particularly enrollments for African-American and Latino males) that are highlighted in the findings.  While enrollment and retention levels are a concern for African-American and Latino students retained by LMC, the academic achievement of African-Americans students has resulted in the lowest success rate (54%), followed by Latinos (65%), which are 10% and 20% below the Caucasian and Asian student population (LMC, 2007). In response, the Institutional Planning Committee recommends that “LMC must assess and improve student success, retention, and persistence from developmental education into college-level coursework and achievement of students’ long-term goals.”

In particular, the disparate achievement gap for African-American and Latino students is alarming because of its perpetual nature. For obvious reasons, this condition results in high demand for basic literacy and ESL programs (LMC, 2007), which often serve as gateway courses.  The environment further perpetuates and widens the disparity in achievement within ethnic and gender representation.  To address these alarming circumstances, bridging the academic achievement and degree attainment gap is morally imperative and economically crucial for East County, the State and the nation (Bailey & Morest, 2006; Reindel, 2006).    

ANALYSIS OF TRENDS

During the development of the LMC Educational Master Plan, an Environmental Scan was conducted and evaluated for four primary areas: Student Enrollment, Fiscal, Transportation, +6and Work Force trends.  The analysis resulted in LMC identifying six institutional goals.  These EMP goals were also accompanied with objectives and identifiable strategies. Table 1 below summarized each goal and its stated objectives.  These goals address the need for improving learning, equitable access, socially responsiveness, fiscal responsibility, foster innovation, and developing an institutional culture of evidence. 
Table1: LMC Educational Master Plan Goals
	Goal #1:
Improve student learning and achievement of their educational goals.



	
	Objective:

· Continue to develop and strengthen programs and services for students in developmental education

· Systematically assess student learning and respond to results with actions to improve learning

	Goal #2: 
Create an Educational Environment in Which All People have a Chance to Fully Develop Their Potential and Achieve Their Educational Goals

	
	Objective:

· Improve the learning, success, and retention rate of students, especially African-American and Latino students

· Build a diverse and representative student body along with faculty, staff, and management.  

· Promote understanding and appreciation of  diversity

· Increase the number of transfers, degrees and certificates

· Improve persistence rates for all students with long-term educational goals

	Goal #3: 
Offer high quality programs that meet the needs of students and the community.


	
	Objective:

· Provide adequate program resources 
· Offer relevant and innovative curriculum
· Ascertain the needs of the campus and outside community
· Develop and sustain a professional development program for all employees

	Goal #4: 
Ensure the fiscal well-being of the college.



	
	Objective:

· Grow enrollments productively
· Balance productivity of sections and comprehensive quality curriculum

· Ensure the effective use of college funds

	Goal #5: 
Enhance a culture of innovation, inclusiveness and collaboration.



	
	Objective:

· Increase the participation rate of faculty, staff, managers, and students on committees, staff development, professional organizations and workforce partnerships

· Increase professional development

· Promote innovation

	Goal #6: 
Establish a culture of planning, implementing, assessing and improving.


	
	Objective:

· Increase our understanding of student and community needs

· Conduct effective and on-going program review and planning

· Review and improve Institutional effectiveness

· Increase the use of research in decision making
· Disseminate and implement action plans resulting from the assessment of institution-level SLO’s


Internal Profile
· Unless there are drastic changes in the environment of higher education, enrollment may continue to decline or fluctuate in the narrow range for the next several years. This projection reflects the current realities of program offerings and changing demographics. The following rationale provides the basis for this projection.

· Enrollment of men on college campuses has lagged behind that of women for the past 30 years. However, the gap between genders is growing faster at colleges that have a high proportion of ethnic minorities. Only three out of ten students at CCC are males, while LMC is not far behind, with 4 out of ten being males. DVC still maintains a steady population of men on campus. College recruitment policies should aim at establishing a gender balance on the campus.

· The number and percentage of traditional college-age students increased across the board for all three colleges.

· Future enrollment growth will depend largely on two strategies: increase the college-going rate and therefore attract a larger share of traditional-age students; and at the same time expand the opportunities for adult learners to return to college for further enhancement and retooling.

· The most important ethnicity change taking place in the past fourteen years has been the decline in the number and percentage of white students. Between 1992 and 2005, the number of White students on the college campuses at CCCCD declined by more than 10,000. In contrast, the number and percentage of all ethnic groups (except Native Americans) have increased sharply, in one case (Hispanics) by more than 50%.

· White students at CCCCD accounted for 41.1% in 2005 compared to 61.8% in 1992.

· Hispanic students represent the second largest ethnic group at CCCCD (18.2% in 2005).

· Asians represent the third largest ethnic group at 17.3% for CCCCD in 2005, followed African Americans at 12.0%. No ethnic group constituted a majority at CCCCD. Hispanics represent the fastest-growing ethnic group.

· Future growth will depend largely on increasing the college-going rate for all groups, especially those of Latino background. Basic skills and remediation programs will continue to grow in order to address any academic shortcomings for various groups.

· The younger the students, the more likely they will be enrolled in day classes and vice versa. This pattern of preference has remained almost the same in the past fourteen years. Females tend to prefer evening classes compared to male students. Hispanics show a preference for evening classes compared to other groups. Expansion of the evening program will depend greatly on the age, gender, ethnic background and unit load of students.

· Part-time students are mostly female older students, while full-time students are mostly male younger students. The gradual disappearance of adult learners as reflected in the decline of part-timers in the past five years is an important factor in designing future plans for enrollment growth.
· A few of the important current issues facing the district and the colleges include the following:

· Increasing the institutions’ success and retention rates for all groups while maintaining the highest standard of educational quality

· Increasing the institution’s graduation rates

· Increasing transfer rates to four-year institutions

· Reducing time-to-graduation

· Closing the gap between under-represented students and other students

· Increasing basic skills improvement rates

· Implementing efficient and effective retention programs

· Establishing and maintaining effective measures for assessment of student learning outcomes and using the results of assessment for future improvement.

· The success rate for all students at CCCCD was 68.8% in fall 2005 with some variations among colleges. Success rates vary among ethnic groups with African Americans having the lowest success rate (54.2%), followed by Hispanics at 65.7%. Whites, Asian/PIs, and International students fared better than other groups with success rates that were 10% to 20% higher than those of African Americans and Hispanics.

· The retention rate for all students at CCCCD stood at 82.8% in fall 2005 with slight variations among the colleges. In fall 2005, the retention rate for African-American students was 7 to 10 percentage points below those of other groups including Asian, Hispanics, and White students. Native Americans also had a relatively low retention rate (78.9%). International students registered a consistently higher rate of retention compared to all groups (86.7%).

· The overall fall-to-spring persistence rate for the district stood at 65% for fall 2004/Spring 2005.

· Associate degrees represented 65% of all awards, compared to 35% for certificates of varying requirements (6 units to over 60 units).

· The existence of a large proportion of part-time employees creates a sense of instability regarding instructional responsibility, committee service, and student advisement and guidance; and it places an undue burden on those employed on a full-time basis. If it is accepted that a 75%/25% full-time/part-time ratio is desirable, then it is apparent that the community colleges in both the district and the state are below acceptable norms for institutions of higher education.

External Environment

Many recent studies, reports and articles have contributed to the discussions and design of the proposed LMC Student Services model.  Drawing from our college research, summaries of our program reviews and unit plans, the College Educational Master Plan and environmental scans for our East County communities, we have gathered information about our enrollment, fiscal, and work force trends.  All of these factors weigh into the review of our delivery of our campus services and support systems.

LMC Enrollments and State Trends

As we reviewed our local data, we found many consistencies between LMC students and those in other community colleges around the state. 
· A large percentage of our students are part-time (72%) and older (over age 25 -42%). 

· Of the part time students enrolled at the college, about 50% are enrolled in six or fewer units with a goal of personal enrichment, basic-skill building, or developing job skills.

· A large number of LMC students are first-generation college students, as well as a high percentage of developmental students who are not prepared for college-level work.  About 80% of the students enrolling at LMC assess below college level.

· Over a third of our students are undecided about a college major and educational goal, reinforcing the need to strengthen advising, counseling, and career planning services.

· More than half of our students are working twenty or more hours a week; many of them are required to work full time jobs to support their families. 

· Completion rates for associate degrees and certificates of completion are consistently low at LMC, ranking among the lowest of the community colleges in the state.

· Of the 60% of our students who are seeking a degree or certificate, only 25% succeed in earning a certificate, an associate degree, and/or transferring to a four year college within six years.  State wide, the completion rates for African American and Latino students are even lower, at 15% and 18%.

In recent years, our college outreach services have strengthened our relationships with high schools throughout East County and have contributed to increasing numbers of a younger student population who are choosing to attend LMC following high school graduation.  One of the outcomes that have become more evident is that our strength is in recruiting new students to the college.  Based on our low retention and completion rates, it is also clear that we are showing less success in the development of these students and in helping them identify and achieve their educational goals.  

This trend is also experienced throughout the state as community college students enter the system without the experience and skill level that will equip them to succeed in college without proactive and continual guidance.  Our students are often unaware of options that would best meet their needs and we have not adequately guided them in selecting an appropriate direction. 

LMC and Community Trends
· LMC’s student population continues to parallel the demographics of East Contra Costa County.  Over the next ten years, the county is expected to grow by 26%. The fastest growing population at LMC is Hispanic students, with a growth rate of 20.6% in the past four years.

· East County has the fastest growing foreign-born population within CCCCD, reinforcing the need for adequate programs, services and curriculum to support a large and diverse student body.

· Within East County, roughly 45% of the population has indicated high school (or less) as the highest level of education attained.

· The average household income in East County indicates there is a need for financial assistance, scholarships and student loans in order for students to be able to matriculate through the college system. 

· East Contra Costa County is the fastest growing region of the San Francisco Bay Area.  Between now and 2025, it is anticipated there will be a 132% increase in jobs in this region.  The top occupations in East County that will offer the most opportunity for employment will require a variety of skills from high (registered nurses, computer software engineers, accountants) to entry level occupations (cashiers, retail sales, restaurant workers).

Based on college and community demographics, it is evident that we must develop systems that will improve our students’ ability to understand and identify long-term goals, access the support services that are needed to improve their retention and ultimately lead to success and achievement of their goals.  Aligned with the institutional commitment to improve student success, the integration and intentional redesign of student services is critical for the future of our students.  

Resources
· LMC Fact Sheet
· Student Experiences with LMC - Survey Results
· Program Review/Planning Discussions
· Internal and External Scans (extracted from LMC Educational Master Plan)
· “Rules of the Game” – report by Institute for Higher Ed Leadership & Policy
·  ARCC Report
· “America’s Perfect Storm” Report (Kirsch, Braun, Yamamoto)
· “Betraying the College Dream” (Venezia & Kirst)
METHODOLOGY

The efforts in developing a new vision and direction for the LMC Students Services have been a collaborative process.  A number of representatives have been a part of the planning cycle.  Although, initially initiated by the Student Services Management team, it quickly grew and began to dialogue with various constituency groups.  It was also during this period when the Student Services Planning Task Force emerged.
Student Services Manager’s Planning Group

(Composition) 
Composition:

Sr. Dean of Student Services


Gail Newman

Director of Student Services


Art Alatorre

Director of Admission and Records

N/A
Director of Financial Aid


Loretta Canto-Williams

Outreach and Recruitment Coodinator
Jorge Cea

EOPS Coordinator



Newin Orante

Student Services Planning Task Force

(Composition)
Composition:

Student Representative


Jamila Stewart

Classified Staff Representative

Demetria Lawrence

Classified Staff Representative

Kathy Cullar

Counseling Faculty Representative

Phil Gottlieb
Counseling Faculty Representative

Virginia Richards
Counseling Faculty Representative

Frances Moy

Counseling Faculty Representative

Marie Karp
Consultant 
In Summer, 2007, a consultant was hired to assist with the facilitation of the Planning Task Force discussions, allowing all Student Services members to fully participate in meeting discussions.  The consultant, Suzanne Bellecci, worked with the task force through the end of fall, 2007.
Table 2: Chronicle of Student Services Planning Events
	TIMELINE
	TYPE OF ACTIVITY
	EVENT DETAILS
	OUTCOMES

	2006 - 2007 
	Student Services
	Student Services managers engage in a series of year-long discussions, including a review of internal and external trends related to enrollments, fiscal climate, and work force needs and implications for a shift in our philosophical framework and service model.
	Decision to broaden the discussions through the development of a Student Services Planning Task Force

 

 

	 
	Managers Discussion
	
	

	Spring, 2007
	Expanding the Dialog
	Concept was introduced to the Student Services Advisory Committee and the College Vice President with support for the continuation of the change effort. 
	Student Services managers committed to the hiring of a

consultant to assist with the facilitation of expanded discussions

	 
	 
	
	

	 
	 
	
	

	Summer, 2007
	Formation of Student Services Planning Task Force
	Consultant hired; task force formed, with inclusion of counselors, classified staff, 

students and all Student Services managers
	Beginning of broad discussion following review of data and 

information gathered 2006-07.
 

	 
	
	
	

	August, 2007
	Fall Discussions/ Activities
	Task Force Train-the-trainer activity;

 


	Consultant trained new task force members on proposed working model for student services.

	Early Fall, 2007
	 
	Classified Staff/Counselor Training Sessions
	Task force members presented working model for integrating student services with approx. 80% of staff in attendance

	Fall, 2007
	 
	Student representation on task force

expanded
	Provided more student input; acknowledgement of need for better communication between student senate and Student

Services members;

recommendation for Student Forum to provide students with more voice

	Spring, 2008
	Spring Discussions
	Student Services managers engage in 

continued discussions to clarify organizational structure and framework for student services core functions
	Clarification of model

	 
	 
	
	 

	 
	 
	
	 

	Late Spring, 2008
	Planning Task Force Meeting
	Review of latest work on Stu.Serv. model
	 

	Summer, 2008
	Plan for Student Services Planning

Task Force Retreat
	Values clarification, review of Student

Services philosophy/mission statement,

training needs for implementation of new model

	 

	 
	
	
	 


IMPLEMENTING THE PRINCIPLES OF GOOD PRACTICE

Review of Workflow/Systems for Student Pipeline

There are six workflow systems that ideally define a student’s experience, working toward successful outcomes at LMC.  The systems are intended to be interactive and linking all student services, with the benefit of improving communications, integration, as well as improving students’ chances for success.  The systems should focus on processes or activities that students would engage in.

Identified Workflow/Systems:
Core Functions of Student Services Professionals/Educators

· Access (changed from “Outreach and Recruitment”)

· Enrollment

· Retention

· Student Development

· Equity

· Student Success

These core functions will define all student services responsibilities and activities.  To promote understanding about the connection between these functions and how they contribute to student success we will offer mandatory training workshops to all in student services.  Staff will be asked to redefine themselves as “Student Services Professionals/Educators”, rather then by individual roles or titles (i.e. counselors, evaluators, admin assistants, etc.).  As professionals/educators, our common responsibilities are the six core functions.  Each member of the student services unit should be able to provide information about activities under each of the six categories, based on training and handouts received in the workshop.  Updated materials would be sent out to all as new activities/services are planned.  

Anticipated Outcomes:  improved communication, breaking down of silos, improved access to information for students, integrated services.

1. Access – Includes visits to high schools, assisting HS students through the application and assessment process, semester start-up activities (i.e. Welcome Week, student ambassador, clubs), orientations for parents of new students, responding to community interests/needs; customer service emphasis.
2. Enrollment – Includes all steps/processes that students engage in to begin taking classes at LMC:  submission of college application, assessment of English, reading & math proficiencies, completion of new student orientation, meeting with counselor, completion of education plan, application for financial assistance, request for EOPS or DSPS services, course enrollment.
3. Retention – Interventions for probation/dismissal students, workshops to assist students with goal setting, identifying a major, study skills, time management, transfer information, career exploration, resume-writing, interview techniques, participation in learning communities.
4. Student Development – Participation in leadership development, advocacy issues, student government, club activities, athletics, learning communities.

5.
Student Equity – the fair treatment and access to resources and programs for all students. The LMC Student Services Division strives to develop a framework for thinking complexly and critically about educational equity. The Student Services enterprise includes full effort to:  

Eliminate prejudice, bigotry, and discrimination in the implementation of Student Services policies and procedures.

Promote Student Services personnel to hold high expectations that all students can and will learn, especially students of color, students with varying ability (disability), students in poverty, students facing language barriers, and female students

Address racial integration and recognize diversity by developing and administering comprehensive, ongoing cultural diversity training for Student Service personnel 

Ensuring equitable allocation and advocacy for proper resources to meet student and community needs  
6.
Student Success – Goal attainment, including skill development/improvement, scholarship awards, graduation with certificate or degree, transfer, career attainment/advancement, services from Student Success Center.
(Integrated system approach in student services….)

[image: image1]
The standards of good practice described create a context for considering the work in student services beyond administrative transactions. As we consider these standards, we raise the expectations for student affairs work in the academic community.

ORGANIZATIONAL STRUCTURE 

	STUDENT SERVICES PHILOSOPHY





	CORE STUDENT SERVICES

	· Admissions and Records

· Financial Aid

· Outreach and Recruitment

· Counseling

· Disabled Student Services 

· Extended Opportunity Programs and Services

· Student Life and Leadership

· Associated Students

· International Students

· Veterans Affairs
	· 
	· CalWORKs

· Career Center Services

· Employment Services

· Transfer Services

· Information Center Services

· Orientation

· Assessment

· Graduation 

· Student Success Celebration

· PUENTE Project

· Student Conduct



	STUDENT SERVICES SUCCESS PIPELINE

	

	Access and 

Enrollment
	
	Retention and Development
	
	Transition and Achievement


	STUDENT SERVICES MANAGEMENT STRUCTURE



	

	Senior Dean of Student Services





	Dean of Enrollment

Services
	
	Dean of Retention

and Development
	
	Dean of Student Equity

and Success



	STUDENT SERVICES MANAGEMENT AREAS OF RESPONSIBILITY



	
	
	
	
	

	· A&R Office

· Financial Aid

· Outreach & Recruitment

· Information Center

· Orientation

· Assessment Center
· Bookstore Services
· International Students

· Veterans Affairs


	
	· Counseling Services
· DSPS
· Student Life and Leadership

· Associated Students

· Transfer Center

· Career Center

· Employment Center

· Student Conduct
	
	EOPS/CARE

· CalWORKs
· First Year Experience
· PUENTE Project

· Umoja Scholars Project

· Student Success Celebration

· Graduation

· Tutoring

· Learning Communities

	
	
	
	
	


LOS MEDANOS COLLEGE

STUDENT SERVICES PLANNING MEETING

OUTLINE:  STUDENT SERVICES PLANNING REPORT
SECTION








   LEAD

	Statement of the Problem

· Internal Trends
· Accreditation Recommendations

· Retention, Persistence, and Success

· Institutional Effectiveness Report

· Clarus Report
· External Trends
· East County Regional Demography

· Economic and Employment Trends

· State and National Policy Issues

· Achievement Gap Concerns

· Rules of the Game (Shulock)

· America’s Perfect Storm Report (Kirsch, Braun, Yamamoto)

· Betraying the College Dream (Venezia & Kirst)
	S. Belleci



	Methodology

· Student Services Management Team

· Student Services Planning Task Force

· Train the Trainer

· Presenting to the Constituency


	S. Belleci



	Defining New Student Services Vision

· Student Services Principles and Philosophy

· Book Review 
	Managers

	Analysis of the Current Situation

· Program Definitions and Descriptions

· Productivity Analysis
· MATRIX: Charting Student Services Process

· Budget Analysis

	Managers

	New Face Lift for Student Services
· Program Integration

· Intersecting Program Processes

· Policies and Procedures 

· Facilities Planning

· Culture of Inquiry

· Assessment

· Student Learning Outcomes

· Theory Based Practices

· Leadership Commitment
	Managers

	Implementation Timeline


	Managers

	Fiscal Accountability

	Managers


DEVELOPING AN INTEGRATED STUDENT SERVICES MODEL (Notes: 6.30.08)
What does integration mean?
· We need to be committed /include in our values

· Staffing levels make integration difficult; but we do care about students

· Need clear definition

· Core function can help facilitate

· Facilities staffing limitations a challenge

· Build awareness about steps for new students, service available

· Should guide all planning efforts

· Integration = Fosters Connection

· Culture – Enhance openness, responsiveness, awareness, communication

· Common assessment process

· Need support through professional development

Categories that promote integration: 

Communication:

· Cross College Sharing

· Enrollment Management

· VP Management Meeting

· President’s Council/Cabinet

· Inter-Division Meetings

· Pre-term planning meeting

· Common Calendar

Professional Development

Assessment

Jamila: an authentic sentiment that reflects the division’s values and principles. Alignment of values as defined by SS division.

Kathy:  Pre-enrollment process




LOS MEDANOS COLLEGE


STUDENT SERVICES DIVISION








Sr. Dean Areas of Responsibility:


Institutional Representation and Advocacy Matriculation Oversight


SS Planning and Development


Divisional Student Learning Outcomes


State and Institutional Program Review


Alignment of New Student Initiatives 


Unlawful Discrimination
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