PAGE  

LOS MEDANOS COLLEGE

STUDENT SERVICES 

PROGRAM REVIEW AND PLANNING
INTRODUCTION/RATIONALE

Program Review uses both quantitative and qualitative data to assess programs and services. Based on standards described by the Council for the Advancement of Standards and outlined in Assessment Practice in Student Affairs (Schuh & Upcraft, 2001), program review allows us to measure the extent to which institutional goals are being met, understand how we are meeting students’ needs, measure the quality of services, define goals and objectives, highlight areas that need to be resolved to help the college fulfill its mission, and respond to student needs. Thus, a primary purpose of the program review and unit planning processes is to provide a guide for the evaluation of program effectiveness and use the results as a basis for improvement.

Fall 2006 marks the beginning of the next three-year cycle when all departments and services are required to engage in program review and unit planning. Program Review and Unit Planning are linked together in a cohesive process, not only to satisfy district and accreditation requirements, but to also generate a comprehensive departmental review relative to student learning outcomes, the college vision, mission, values, goals, as well as budgeting, facilities plans, equipment needs and staffing processes.

The attached outlines are provided as tools for reviewing the past, to assess current status, and to develop action plans for the future:  

•
Program Review (Sections I – V): Each unit will be provided appropriate data from the Research Office and/or has access to existing departmental data that should assist in assessing past performance and developing trends. Units are expected to provide: an accurate analysis of their programs, provide observations, identify trends, provide information about internal and external impacts that have effected the unit, and provide an evaluation of progress towards achieving previously established goals. In addition, building on our work since 2003, each program will identify program level student learning outcomes. 

•
Unit Planning (Sections V – IX): In conjunction with the program review, each unit will develop a plan that builds on the review. The plan describes new and continuing goals that meet unit and institutional needs, and identifies resources needed to maintain and grow the program. Unit planning is intended to be a look forward.

Program Review: Related Accreditation Standards 

Standard II: Student Learning Programs and Services

The institution offers high-quality instructional programs, student support services, and library and learning support services that facilitate and demonstrate the achievement of stated student learning outcomes.  The institution provides an environment that supports learning, enhances student understanding and appreciation of diversity, and encourages personal and civic responsibility as well as intellectual, aesthetic, and personal development for all of its students. (Page 3; Introduction to Accreditation Standards – ACCJC)
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LOS MEDANOS COLLEGE GOALS
As you review and prepare plans for your program keep in mind the goals and initiatives of the college. These were developed for the Master Plan of the college. 

COLLEGE GOALS
1. Offer high quality programs that meet the needs of the students and the community.

2. Ensure the fiscal well-being of the college.

3. Enhance a culture of innovation, inclusiveness and collaboration.

4. Improve student learning and achievement of their educational goals.

5. Establish a culture of planning, implementing, assessing and improving.

STRATEGIC INITIATIVES
1. Grow enrollments productively.

2. Improve the image of the college.

3. Increase the number of transfers, degrees and certificates.
STUDENT SERVICES INSTITUTION-LEVEL LEARNING OUTCOMES
1. Students will demonstrate proficiency in the use of on-line services.

2. Students will demonstrate proficiency in self-advocacy.
I.
PROGRAM MANAGER’S ANALYSIS AND QUESTIONS OF THE PROGRAM

NOTE: The manager’s review is completed before the program review team begins its work.

Program review begins with the collection and analysis of program data by the research office and program managers. The managers will pose questions based on an analysis of services provided, enrollments, productivity, success/retention, curriculum, college and community participation and program resources and development. 

ANALYSIS

The last three years in Admissions and Records have marked a period of steady 
improvements involving the use of technology, resulting in expanded options and 
convenience for students, as well as for staff.  In other areas, change has been 
slow to occur due to a number of variables that have impacted the campus and 
district as a whole.

Automated/Bilingual Services
Online services continue to be a popular option for our students, as evidenced by consistent growth in the number of online applications and registrations that are processed, compared to three years ago.  Online registration alone jumped 67% from Fall 2003 to Fall 2006.  This accounts for over half of all registration for Fall 2006.  The use of phone registration has consequently decreased by 31% since Fall 2003 and now accounts for only 20% of registration for Fall 2006.  The increases in the use of online services appear to be based on student preference, improvements in the college web site and campus support (in the Information Center, Computer Science Lab, the Brentwood Center, and the Admissions & Records Office).  Additional online and phone services have recently been added to assist Spanish-speaking students.  Students now have the option to apply online in Spanish as well as the option to register by phone, also in Spanish.  Given the growing Latino population in our local community, these services may help promote more enrollments for Latino students.

Document Imaging System
Another very positive improvement that has had immediate impact on the Admissions & Records Office staff has been the installation of a document imaging system.  This system was funded with bond dollars for all admissions offices in the district in 2004.  Within the first year following installation of the system, the scanning of archival documents that have been stored in the Admissions Office was completed to the extent that district (bond) funding allowed.  The remaining archival documents and files will still need to scanned, although the priority is the scanning of incoming forms that are required for student transactions.  With increased use, the system has provided an invaluable tool for researching and accessing student information.  The staff has noted significant improvements in their ability to retrieve student information in a more timely and efficient manner, improving overall responsiveness.  Currently, scanning is the responsibility of one student assistant, although other staff members have been trained in the use of the system.  The document imaging system has multiple capabilities that can continue to improve the daily operations in the Admissions Office.   This is dependent however, on having sufficient staffing to dedicate to indexing and scanning forms and records for the Nursing Program applicants and evaluations, veteran student records, and graduation files.

Enrollment Trends
As of the last program review cycle, LMC enrollments were consistently strong and it appeared this would continue to be the trend, given the steady growth in East County.  Enrollments peaked at almost 11,000 students in 2002- 2003.  Since 2003, there have been a few factors that have negatively impacted the college enrollments.  Possibly the most significant factor was a result of the fiscal problems experienced within the district which resulted in decreases in course section offerings across the district.  The district’s fiscal climate mirrored problems within the state as a whole, which contributed to a steady increase in the student enrollment fees.  With the anticipated reduction in enrollment fees for Spring 2007, along with fiscal improvements within the district, it is hoped that enrollments will continue to rebound.  For Fall 2006, LMC enrollments reached almost 9,500 students.  

Another factor that may have negatively impacted college enrollments is the disruption that has occurred with the new building construction projects that began in summer 2004.  With the loss of parking spaces in the front parking lot and the rerouting of pedestrian walkways around the large area of construction, access to the college may appear to be difficult to negotiate.  While new signage has been posted to direct students to other parking and campus entry options, some students have become frustrated and indicated it was difficult to find their way into the campus complex.  Enrollments may again rebound with the opening of two new buildings in summer 2007.

While enrollment growth is an outcome we all hope to achieve, it also presents challenges for staff in student services, given facility and staffing limitations.  With the recent passage of another bond, facility improvements are anticipated with the remodeling of space for all student services in the upcoming four - five years.  Until that time, the ability to respond to additional staffing needs and services will be limited. 

Staffing
The current staff size in Admissions & Records is consistent with the staffing in 2003.  There are still 5.5 FTE, although the recent departures of two permanent staff members have resulted in vacant positions that are currently being filled by hourly employees.  As noted in the last program review, 5.5 FTE continues to be an inadequate number of staff to serve a student population ranging from 8,000 or more.  The state wide standard (defined by the California Association of Community College Registrars & Admissions Officers) is 1 FTE per every 1,000 students.  Had enrollments continued to grow based on the trends in the early 2000’s, it would have been extremely difficult to maintain an adequate level of service.  While increases in student use of technology have helped to reduce in-person contacts with students, phone and online contacts with the Admissions Office have increased, due to more problem-solving that is needed to assist students from a distance.  General customer service needs have become more complex and expectations for immediate responses to requests for services are becoming the norm.

Impact of Special Projects – Nursing Program Selection, Veteran’s Certifications, International Students

Other trends are contributing to an increased demand in the level of service in Admissions.  As also experienced in other colleges state and nation wide, the number of applicants to the Nursing Programs has exploded with an increase in jobs available upon graduation from the programs.  In the last selection process for LVN, RN and LVN to RN (transition) programs, there were over 650 applicants for Fall 2006.  This placed a serious burden on the one staff person in Admissions that manages the application and evaluation review and the final selection process.  It demanded almost 100% of her time for about three months leading up to the end of the selection process, in addition to overtime, in order to stay on top of the necessary reviews, and communications. 

Another service that has continued to grow and impact the Admissions Office staff is based on an increase of student veterans who are coming to LMC.  Veteran’s certifications for military benefits are processed through the Admissions Office, with submission of military records, other college transcripts and completion of educational plans.  There are currently just over 80 veteran students at LMC and the number is expected to continue to climb, as evidenced in colleges throughout the country.  In the last audit performed by the Veteran’s Administration in October, 2006, the recommendation was made to dedicate a full-time position to processing veteran certifications, given the amount of oversight that is required when working with these students’ records.  This responsibility is currently assigned to one staff member as only one of her assignments in Admissions & Records.

Oversight by an outside agency has also impacted the intake of international students in recent years.  While LMC has traditionally had a small number of incoming international students (20 – 45 students), changes in immigration law and the oversight of the Department of Homeland Security have increased the reporting requirements and scrutiny of international students.  This has resulted in more staff time being spent on the reporting of changes in student information and attendance status and the need for greater expertise about immigration law/services.  While there have been discussions around the interest in “growing” a larger international student program at the college, without additional assistance and expertise and a more coordinated approach involving other services, this cannot be accomplished within our existing structure.  As it is, maintaining a minimum level of service for the current enrollment of 25 international students is a challenge, given other priorities and activities assigned to the Admissions & Records Office.  

Summary
In a recent survey, the majority of respondents indicated that they were generally atisfied with the level of service they received in the Admissions Office.  However, over the past three years, there appear to be an increase in the number of student complaints.  With the anticipation of enrollment increases, our ability to maintain a high level of service remains a concern.

Questions that need to be addressed:  

· What assistance can be provided to handle the large number of Nursing Program applicants?

·  Is there an institutional commitment to developing a larger, full-service international student program and if so, how can we accommodate that growth and related services?

· What staffing and work flow changes can be made to enhance the level of service in the Admissions & Records Office?


PLAN

Write planning objectives that address the manager’s review. (NOTE: The program review team completes this section.)
· Seek assistance for handling impacts of special student programs:  Nursing applicant pool, veteran students, international students.
· Contribute to enrollment growth by improving level of service to students

1. Improve web site information related to Admissions Office services

2. Improve access to Admissions Office forms and instructions

3. Seek staff development activities that will enhance customer service; staff productivity
· Request additional staffing to help improve services
II.
ADVISORY BOARD’S RECOMMENDATIONS (DSPS, EOPS, & Transfer Center)
DSPS, EOPS, and the Transfer Center are required to have an advisory board and need to complete this section. Other programs may also have advisory boards & are encouraged to complete this section.

This section not applicable for Admissions & Records Office.

III.
STUDENT LEARNING OUTCOMES
The underlying purpose of student learning outcomes is to improve teaching and learning, the heart of the community college. Accreditation standards require evidence that the institution “demonstrates a conscious effort to produce and support student learning, measures that learning, assesses how well learning is occurring, and makes changes to improve student learning.” 
    
PROGRAM LEVEL STUDENT LEARNING OUTCOMES

List 3-5 broad program level student learning outcomes. In other words, what do you expect students to know and be able to do as a result of their engagement with your program? Please describe how these program level learning outcomes relate to the institution level outcomes for student services.
As a result of interacting with this program/completing this program, students will be able to:
1.
New students will be able to complete and successfully submit the online application.
2.
Students will be able to successfully register for classes on WebAdvisor.  
3. Students will be able to locate their unofficial transcript on WebAdvisor.
4. Student veterans will understand certification requirements and take responsibility for communicating changes in their academic goals and semester schedule.

5. The LMC community (students, faculty and staff) will understand the process and timelines for adding and dropping classes.
    
REVIEW
How will you use assessment results from your last program review cycle to improve programs, services teaching and learning?  (Note: This question is not applicable for most programs for this cycle because you have not yet identified or assessed student learning outcomes for your program.)
Not applicable for this program review cycle.
Write planning objectives that indicate which program level student learning outcomes you will assess in the short-term. Describe the college support you will need to complete the assessment.

The Admissions Office staff plans to assess two learning outcomes over the 2006 – 
2007 academic year:

· New students will be able to complete and successfully submit the online application.  This will be assessed with one direct and one indirect measure.  The direct measure will include a comparison of total applications submitted to the college against those that are submitted online.  Online application reports are available through CCCApply showing trends in the number and profile of student applicants.  The indirect measure will be implemented with a survey of new students.
· Student veterans will understand certification requirements and take responsibility for communicating changes in their academic goals and semester schedules.  This also will be assessed using a direct and indirect measure.  The direct measure will be based on information provided in veteran student reports which show changes in student status.  The indirect measure will be derived from a survey of veteran students.
IV. CURRICULUM
(Counseling, DSPS, EOPS, and Student Activities)
Accreditation and Title V require that program curriculum is current and meets student needs regardless of credit awarded, delivery mode or location.

Not applicable for Admissions & Records Office
V.
PROGRAM RESOURCES AND DEVELOPMENT
Program review and planning must be integrated with other planning processes such as the master plan, box 2A (faculty allocation process), staff allocation processes, and the financial planning model. It is important that the institution effectively and efficiently uses its fully array of resources to achieve its educational purposes including stated student learning outcomes and improvement of institutional effectiveness.
     
REVIEW

1. Refer to the staffing trends for your program. How does the program’s current staff/faculty arrangement support/impact the success of the program?
Staffing in the Admissions & Records Office has remained the same since summer, 2003, with 5.5 FTE.  As described in the analysis, the staff size continues to be inadequate, given the level of student enrollments and the responsibilities assigned to this office.  With the anticipated enrollment growth, the challenge for the staff is how to manage efficient operations and provide quality service without more staff support. 
The trend toward more time being required to serve special student populations has made the most notable impact on the Admissions & Records Office staff.  More complex processes and systems involving larger numbers of students interested in the Nursing Programs, veteran and international student services have placed new demands on a staff that is already “spread thin”.  While the provision of these services in Admissions & Records made sense in a smaller college environment we may have reached a point where it is no longer realistic and now contributes to a decline in our ability to provide quality service.

While there are space limitations that weigh into our ability to increase the staff size, we have the current need for a half-time position that can be responsible for the document imaging processes, as well as for providing much needed support for day-to-day services.  We are still in an elementary phase of implementing the electronic storage of student records, although there are great capabilities that would benefit the Admissions Office, and eventually, other student service programs, as a whole.  One of the benefits will address the need for storage space for student records, which are currently boxed and stacked around the Admissions Office.  Additionally, another full-time position is needed to absorb more of the daily Admissions Office responsibilities (processing transcript requests, incoming applications, monitoring incoming/outgoing rosters, working with students at the front counter) in order for the three Senior Admissions & Records Assistants to be able to stay on top of the evaluation of incoming transcripts, prerequisite checks, graduation petitions, general education/IGETC certifications, veteran certifications, Nursing Program evaluations, and the processing of international students.  
2. Please describe participation by the program faculty and staff in department, college, district or statewide committees; include the number of faculty/staff and number and type (department, college, district or state) of committees.
One staff member belongs to the college Distance Education Committee. Another staff member participates on the Matriculation Committee, the Student Services Advisory Committee, and the district Admissions & Records Committee.  
Two staff members belong to NAFSA (international education association), in addition to participating on the steering committee for CCCApply, the group that has oversight for the state online application.  Additionally, all staff participate in CACCRAO (California Association of Community College Registrars & Admissions Officers) and CCCApply workshops, depending upon the timing and location of the meetings.  
3. Are there sufficient opportunities for professional development? Please describe the level of program faculty/staff participation in professional development activities. What additional professional development activities are needed to improve the program?
When professional development opportunities are held on campus or within the district, the staff attempts to take advantage of the offerings.  There is interest in attending additional workshops that are more focused on addressing specific issues or student populations.  For example, the staff would like to attend workshops that can provide practical suggestions for dealing with difficult students, for addressing best practices in customer services, and additional training on the use of document imaging.  Additionally, since the staff member who worked with international students has transferred to another office, there is interest in more training on the requirements for processing international students.  
4. Does the program possess adequate facilities and equipment to maintain the effectiveness of its programs and services? If not, what additional facilities and equipment are needed? How would these additional facilities and equipment impact the success of the program?
As previously mentioned, a remodeling of student services space is expected to begin in a few years.  This will address the existing space limitations and allow the office staff to grow as needed and provide a more logical layout for the office workflow.  Additionally, further implementation of the document imaging system can help relieve the space crunch, as we are able to transfer student records to the electronic system and destroy hard copies of student records.
It is anticipated that we will soon need to replace the transcript validator .  The current validator was purchased in 1999 and is well beyond it’s “useful life” of three years.  The need for repairs is becoming more and more frequent.
5. Based on recent program changes and program plans from above, what budget changes will your program require to accomplish your plans/meet your goals? 
The allocation of 1.5 FTE is needed to support the growing responsibilities that are impacting the Admissions Office staff, as well as to support the scanning and indexing of student records into the electronic storage system.
Additionally, approximately $5,000 will be needed to replace the transcript validator.  The existing validator was purchased in 1999 and according to Business Office records, had a “useful life” of three years.  This fall we have begun having problems with the validator, requiring calls for repairs.

PLAN
Write planning objectives for addressing the review of staff development, human, facilities and financial resources.
1. Hire a half-time employee to provide office support and to expand the use of the document imaging system for access and retrieval of student information and to reduce storage needs within the Admissions Office.

2. Hire a full-time employee to handle front window transactions, transcript requests, and manage printing/intake of rosters.

3. Work with other student service units to plan training workshops that will address common needs (customer service, working with difficult students, expanding access to student records through document imaging).

4. Coordinate with other departments to reduce the impact of the Nursing Program applicant/selection process on Admissions Office staff.

5. Work with others on campus and district international student coordinator to determine international student needs based on campus plan and appropriate location for processing intake, providing oversight.
VI.
COLLABORATION ACROSS THE ACADEMIC COMMUNITY

1. Describe partnerships you have created with other programs. What are the benefits of these partnerships? How have these partnerships improved student success?
A closer working relationship has been developed to better coordinate with the Financial Aid Office staff.  This is intended to improve communication between our offices and to reduce confusion and frustration that students have experienced in the past, given the sense they were being bounced from one office to the other.  Coordination between the offices has improved and will continue to be a priority.

Planning and coordination has also improved with the Information Center staff, as well as the Counseling and Outreach staff.  This past year, the Admissions Office evaluators were given access to the SARS data base where counseling appointments are maintained.  This has enabled the evaluators to monitor daily appointments that may require the evaluation of another college transcript, prior to the counseling appointment. This process has reduced the need for on-demand transcript evaluations that were previously difficult for the evaluators to stay on top of.  Frequent discussions with the Information Center staff and Outreach Coordinator have also proven to be beneficial to address common concerns, updates, and planning needs.

Another recent improvement involves a counselor who has volunteered to work with our veteran students.  Given the specific requirements these students must follow in order to receive veteran’s benefits, having one counselor who is more aware of veteran’s requirements should improve the information flow to these students. 
2. What future partnerships do you envision developing to strengthen your program and contribute to the creation of a student support system? What potential barriers might impact the development of these partnerships? How can you overcome these barriers?

There is interest in developing a closer working relationship with the Brentwood Center staff to overcome the challenge of staying “on the same page” from a distance.  Since there is only one Admissions & Records position allocated to the Brentwood Center there are limits as to the level of service that can be provided there.  Prerequisite checking, transcript processing and evaluating, and all special program services (Nursing, International Education, veteran’s certifications) can only be processed at the main campus.  With the growing population that is evidenced in Brentwood and the surrounding areas and resulting enrollment growth at the Brentwood Center, there will eventually need to be an expanded level of service available to students who only attend college at that site.  Current barriers to 
coordination continue 
to be the distance between the main campus and the Brentwood Center, less supervision available for problem-solving admissions/records issues in Brentwood, and possibly the different reporting relationship that is in place for the person handling admissions responsibilities in Brentwood.  Participation in staff meetings, training workshops, access to document 
imaging (in Brentwood) and more coordination between the Admissions Office and Brentwood Center can all contribute to improved services and greater effectiveness 
in addressing mutual concerns.
Additional partnerships are anticipated to assist in addressing the objectives of the HSI grant and other new initiatives as they develop on campus.
VII.
OTHER PROGRAM ISSUES
Please describe any other issues or items not listed in the previous categories that the program wants to identify and address.

No other program issues.

REVIEW

Identify any other items program faculty/staff determine to be significant.

None
 PLAN

 None
VIII.
PROGRAM PRIORITIES

What changes does the program need to make based on the 2006 program review? What are the program’s plans for implementing these changes? Please describe the extent to which the program’s plans contribute to college goals and initiatives.
1. Look for and/or create new staff development opportunities.

· The staff will coordinate with other student services offices to plan staff development activities around common interests and needs.

2. Expand access to student records through the use of document imaging.

· We will look for staffing assistance to build and expand the electronic student files.

3. Improve office efficiency and work flow to improve level of service.

· We will look for assistance from other programs, departments, and with additional staffing to reduce the impact of current responsibilities. 

4. Work with other student services and master planning architect on plans for remodeling and facility improvements.


All of these initiatives support the existing college goals, at least in an indirect 
manner.  They contribute to student access and achievement of goals and 
address 
the efforts to maintain high quality services.  There is an intent to seek 
collaboration and creative solutions in order to achieve our goals.  Ultimately, 
achievement of these initiatives would contribute to the fiscal well-being of the 
college as well as a culture of planning and improvement.  
REVIEW 

Carefully review the planning objectives generated in the previous six sections. Identify them as either operational (not requiring funding or other resources) or new initiatives (requiring funding or other resources). Prioritize each set of objectives. 
PROGRAM ACTION PLAN

OPERATIONAL PLAN
	Objectives
	Activities
	Desired Outcomes
	Lead
	Timeline

	
	
	
	
	

	Reduce impact of Nursing Prog. Selection process
	Seek assistance through other departments
	Re-prioritize work flow to improve admissions/records
services
	Director, 
A & R
	2007 - 2008

	Help determine plan for international student program; seek assistance for processing international students 
	Work with international student coordinator, others to identify program needs
	Clarify program needs for future;
Develop strategies if needed to “grow” international student program
	District International student coordinator;
Director, 

A & R
	2006 - 2007

	Create more staff development/training

opportunities
	Plan workshops
	Skill building
	Director, 

A & R
	Annually

	
	
	
	
	


NEW INITIATIVE PLAN
	Objectives
	Activities
	Desired Outcomes
	Lead
	Timeline

	Expand access to student records; address storage problems
	Hire half-time
A & R I
	Improved efficiency and services; office files converted to electronic storage
	Director, A & R
	2007 - 2008

	Improve office work flow, level of service, staff morale
	Hire new full-time 
A & R I 
	Improve efficiency and services
	Director, A & R
	2007 - 2009

	Replace transcript validator
	Purchase new
equipment
	Manage transcript requests
	Director, A & R
	2007

	
	
	
	
	

	
	
	
	
	


IX.
PROGRAM REVIEW AND PLANNING: ANNUAL PROGRESS
NOTE: Progress reports will be appended to this document each fall beginning in the academic year following the program review.
FALL 2007
1. What is the status of the objectives identified in the 2006 Program Action Plan? 

2. Please describe how the changes your program has implemented led to improved program effectiveness.
3. How have you improved student engagement with the program, student learning, or other aspects of program quality?

4. If some objectives were not attained, what were the impediments? Do you still believe these objectives will lead to program improvements? How will you overcome the barriers you encountered during the last year?
5. What have you learned from this process that would inform future attempts to change and improve your program?
LOS MEDANOS COLLEGE
PLANNING AND RESEARCH COMMITTEE

Humberto Sale, chair, College Research Coordinator

Gil Rodriguez, co-chair, Dean, Liberal Arts and Sciences

Ramón Coria, member, President, Associated Students

Curtis Corlew, member, Faculty, Art and Journalism

Bruce Cutler, member, Director of Business Services

Ruth Goodin, member, Principal Analyst, Grants and Economic Development

Richard Livingston, member, Senior Dean of Instruction

Cindy McGrath, member, Faculty, Department Chair, Journalism

Sandra Mills, member, Coordinator, Reading and Writing Center

Jennifer Victor, member, Senior Administrative Assistant

With assistance from the following Los Medanos College members:

Peter Garcia, President

Dan Henry, Vice President

Myra Snell, Faculty, Mathematics Department

Nancy Ybarra, Faculty, English Department

2006 Student Services Program Review Form

1
06/13/2006

