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I.
Overview Statement of EAP’s Role in Program Management


According to Committee Handbook EAP has the responsibility to “develop, monitor and evaluate educational programs (instructional and student services) in accordance with the college mission, vision and Five-Year Institutional Master Plan.”  Therefore, EAP has developed this resource to serve as a guideline of how to accomplish these duties.  Specifically, this will serve as the guidelines for how to revitalize programs, discontinue programs and establish new programs.


While these guidelines may seem to be specific, they are meant to be somewhat flexible to allow application as necessary in creative and responsive ways to the individual needs of our various educational programs.

A.
Flow Chart for Program Management (following on next page)



B.
Duties of EAP regarding Educational Programs
1. Identify all educational programs at Mendocino College using the current Program Review categories.

2. Review all educational Program Review documents and summarize proposed needs, changes and problems.

3. Prepare a written summary of all educational Program Review information pertaining to Curriculum and present to the Curriculum Committee each Fall semester.
4. Review all current programs to study the impact of the four-semester sequence course cancellation and enrollment on program health.  
5. Using information gathered from Program Review, faculty, Dean, community, Curriculum Committee, Advisory Committees, students, and/or others, determine which of the following four categories a programs falls under according to the criteria outlined in Appendix A:

a.
Maintenance – program is operating sufficiently at this time
b.
Revitalization – program needs assistance to be strengthened (Appendix A and B)
c.
Discontinuance – program meets the criteria outlined in Appendix A and should be discontinued

d.
New – program is needed according to the criteria outlined in Appendix A 

6. Assign a Program Advisory Team to assist in program revitalization, discontinuance and/or the development of new programs
7. Track new program development, revitalization and/or discontinuance 

C.
Duties of EAP regarding Educational Support Programs

1. Identify all Educational Support Programs at Mendocino College using the current Program Review categories.

2. Review all Educational Support Program Review documents and summarize proposed needs, changes and problems.

3. Using information gathered from Program Review, faculty, Deans, community, Curriculum Committee, Advisory Committees, students, and/or others, determine which of the following four categories an Educational Support Programs falls under according to the criteria outlined in Appendix A:

a.
Maintenance – program is operating sufficiently at this time 
b.
Revitalization – program needs assistance to be strengthened 
c.
Discontinuance – program meets the criteria outlined in Appendix A and should be discontinued
d.
New – program is needed according to the criteria outlined in Appendix A 

4. Assign a Program Advisory Team to assist in program revitalization, discontinuance and/or the development of new programs
5. Track new program development, program revitalization and/or discontinuance

II.
Program Advisory Team (PAT)


The PAT is a temporary ad/hoc subcommittee of EAP, which is responsible for assisting in identifying the developing strategies to revitalize/strengthen programs, outline steps for discontinuance, and/or determine a need for and implement new programs. Once program needs have been established and met the team is disbanded (in most cases the team will term will not exceed two years.)

Each PAT will include at LEAST two faculty members (two FT or one FT & one PT), one Dean; and the Institutional Researcher.  When a new program is being considered, the initiator may also be included on the team.   (Note: at least one Full Time faculty member should be from the same or similar discipline, or be a Full Time faculty member who is also on EAP or Curriculum Committee.)


A.
 Program Evaluation
When programs are suitable for strengthening as determined by EAP, the PAT shall develop action plan strategy for program revitalization.

There must be a formal link between plans for revitalization and the budget process.  Often programs can be strengthened if proper support is given to enable the program to retool and adapt to changing market conditions.  Funds needed for strengthening programs should be identified and prioritized within the college’s annual budget via the institutional planning process.  

Depending upon where such funds fit into the District’s overall institutional priorities, resources may or may not be available for program revitalization.  The educational process is best served when the curriculum and educational plans drive the budget development process.  Similarly, the budget cannot drive the program discontinuance plan.  Mendocino College must look to its mission statement, the local and regional labor market and community needs in order to develop an effective action plan.

Steps to strengthen programs should be identified for possible implementation before 
action on discontinuance is taken.  For occupational programs, an advisory committee should be intimately involved.  There are numerous factors that might be considered for when developing an action plan for revitalization.  See Appendix B for possible factors to consider.

A timeline with specific objectives (not to exceed 4 semesters) should be developed and followed to revitalize programs.

B.
 Program Discontinuance

Every effort should be made to accommodate the educational needs of any and all students currently seeking to complete a program that is slated for discontinuance.  At no time should a program be eliminated without taking expressed efforts to allow students to complete their educational goals.  The Steps for Discontinuance outlined in Appendix D are designed to ensure these needs are met.
In addition, no program should be eliminated without first investigating what can be done to revitalize it and implementing an action plan to do so.  


C.
New Program Development

The educational process is best served when the curriculum and educational plans drive the budget development process.  Similarly, the budget cannot drive the development (or non-development) of new programs. While funding is certainly of significant concern, it can not be the only factor taken into consideration when exploring possibilities for new programs.  Mendocino College must look to its mission statement, the local and regional labor market, community needs, and the potential for generating new funds in order to develop effective new programs.  

In addition, the PAT should consider issues such as demand, human resources (staffing, professional development, travel etc.), physical resources (supplies, facilities, technology) student support resources, and the viewpoint of the faculty in the discipline and/or related discipline. (See also section I.A.: Flow Chart for Program Management.)
The PAT will work with the faculty and administration in the development of new courses and programs.  As a part of this process, the PAT will develop a new major proposal form for new program development.

Appendix A 
Program Evaluation Criteria

EAP needs to be concerned with the quantitative measures, particularly productivity.  It is important to emphasize that quantitative data should not be presented without explanation nor should it be used without taking into consideration the qualitative value of a program.

There must be a formal link to the budget process.  Often “at risk” programs can be strengthened if proper support is given to enable the program to retool and adapt to changing market conditions.  Funds needed for strengthening “at risk” programs should be identified and prioritized within the college’s annual budget via the institutional planning process.  

Depending upon where such funds fit into the District’s overall institutional priorities, resources may or may not be available for program revitalization.  The educational process is best served when the curriculum and educational plans drive the budget development process.  Similarly, the budget cannot drive the program discontinuance plan.  Mendocino College must look to its mission statement, the local and regional labor market and community needs in order to develop an effective action plan.

All Programs should be evaluated from both a Qualitative and Quantitative perspective keeping in mind the outcomes of such analysis are reflected in the spirit that animates classroom discussion, the values that are modeled in pedagogy and student satisfaction. The good of the entire college community, as it relates to the College Mission Statement, must be considered.  Service to the local community must also be considered.  

I.
Qualitative and Quantitative Analysis Criteria:


A.
EAP should review the both the qualitative and quantitative data affecting 
Programs, such as:

1. Sufficient frequency of course section offerings to assure reasonable availability for students to complete the program within its stated duration

2. Successful completion of courses (grade “C” or above) within a Program

3. Successful completion of  Program

4. Course retention 

5. General retention issues related to progress in the major

6. Term-to-term persistence for those in courses in the major

7. Rate of student achievement of program goals

8. Demand in the workforce or availability of the Transfer major

9. Sufficient staffing, equipment, supplies, facilities, technological support
10. Sufficient student support services

11. FTES and FTEF

12. Efficiency (FTES/FTEF)

13. Student satisfaction

14. Acheivement of Student Learning Outcomes

15. Value to the community

16. Other

Appendix B
Program Revitalization Action Plan Factors

The PAT will consider the following when developing an Action Plan to revitalize a program:

I.
Growth and Enrollment

A. Recruitment:  active outreach of target populations 

B. Cooperative ventures:  joint activities with local employers, transfer institutions, and/or  other community colleges

C. Career and academic counseling services:  appropriate use of and availability of student support services
D. Course scheduling: analyze class offerings in terms of times of day, block scheduling, short courses, frequency and numbers of sections, open-entry/open-exit

E. Demand for the program:  analyze labor market information which may relate to  curriculum modifications
F. Articulation:  from K-12 and to transfer institutions
G. Course content: overlapping within discipline and/or across disciplines
H. Four-semester sequence:  analyze in terms of class size and degree requirements 
I. Class size: analyze impact of over- or under-enrollments
J. Marketing: to local community and high schools 
K. Staffing: requirements and/or requests

II.
Retention and Completion:
A. Faculty development in classroom techniques such as addressing alternative learning styles, student course contracts and classroom research

B. Curriculum analysis to ensure alignment of course outcomes with next course entry skills in sequences

III.
Resources and Support:

A. Faculty, adequate both in numbers of full-time faculty and in their particular expertise (use of faculty development or professional development leave may be appropriate)

B. Faculty replacement policies

C. Physical resources including facilities, equipment, technology, and supplies

D. Academic support is at appropriate levels, such as: classified staff, course offerings, library materials, technology, marketing and work place learning opportunities
E. Student support services

Appendix C
Program Revitalization Timeline

The PAT will utilize a four-semester format when developing a timeline for revitalization, as follows: 
I.
Year #1


Fall: 
1.
EAP identifies programs that may benefit from revitalization efforts 



according to Appendix A


2.
EAP notifies the appropriate faculty in the discipline (and/or related discipline) 

program managers, program directors, supervising administrators, the 


Curriculum Committee and the Mendocino College Academic Senate.



3.
EAP will appoint a Program Advisory Team (PAT)


Spring: 
1.
The PAT will develop the action plan to strengthen the program 

      


according to Appendix B
II.
Year #2


Fall: 
1.
EAP will decide as to whether resources necessary to implement the 



   
action plan for revitalization constitute a high enough institutional



     
priority to warrant support (per IMPSC approval, as necessary).  If yes, 


implementation of Action Plan proceeds.  If not, the process should shift to 


“Year #1” of the discontinuance process Appendix D)

Spring: 
1.
Continued implementation of Action Plan

III.
Year #3

Fall: 
1.
The PAT will report to EAP the effectiveness of first phase of the Action 


Plan

    

2.
EAP will evaluate effectiveness of Action Plan according to Appendix A
  
Spring: 
1.
EAP and PAT will monitor, as necessary

IV.
Year #4


Fall: 
1.
The PAT will report to EAP the effectiveness of first phase of the Action 


Plan according to Appendix A
    

2.
EAP will evaluate effectiveness of the Action Plan and determine whether:

a. Program is developing/progressing satisfactorily.
b. Program is still “at risk,” but a second attempt at revitalization may be successful.  Develop secondary action plan according to Appendix B
c. Program is still “at risk” and should be discontinued according to the Steps for Discontinuance (Appendix D)
Appendix D
Steps for Program Discontinuance

I.
Year #1

Fall: 
1.
By the Catalog deadline:

a. Identify and complete Course Modifications (as is necessary) for courses that are viable as “stand-alone”

b. Identify and complete Course Modifications (as is necessary) for courses that  may be appropriate in a related program (discipline)

c. Complete Course Modification for courses that serve as a prerequisite within the program and/or a related program (discipline) prerequisite within the program and/or a related program (discipline)

d. Delete courses that do not serve as a prerequisite within the program and/or related program (discipline)



2.
Schedule second semester courses on the approved four-semester sequence in 

the program that is being discontinued.


Spring: 
1.
Schedule third semester courses on the approved four-semester sequence in 


the program that is being discontinued.



2.
Offer second semester courses on the approved four-semester sequence

II.
Year #2

Fall: 
1.
By the Catalog deadline

a. Complete Course Modifications for courses if they are viable in a related discipline

b. Delete remaining courses within the program (effective after Year #2)

c. Schedule fourth semester courses on the approved four-semester sequence in the program being discontinued



2.
Offer third semester courses in the approved four-semester sequence in the 


program that is being discontinued


Spring: 
1.
Schedule and offer outcome courses within the program and/or a related 


program (discipline) and/or are a part of the approved four-semester 



sequence in the program that is being discontinued.



2.
Offer fourth semester courses in the approved four-semester 
sequence in the 


program that is being discontinued



3.
Complete discontinuance paperwork (Program Modification) and submit to 


Curriculum Committee for action prior to the submission deadline for the 


follow year’s Catalog.










IMPSC





Board of Trustees





Curriculum Committee





Program Advisory Team


The PAT is an ad/hoc group. Once program needs have been addressed the team will be disbanded (usually within 2 yrs.)





The team will include at LEAST two faculty members (2 FT or 1FT & 1PT), Dean, Institutional Researcher 





	








EAP


EAPs initial review according to the EAP Program Management Guidelines will:


Determine specific program needs and which of the four categories a program falls under (Maintenance, Needs Revitalization, Discontinuance or New) 


take the necessary action (which may include the creation of a PAT)


forward recommendations to IMPSC





Program Recommendations initiated from:


Program Review


Faculty


Dean


Staff


Community


Curriculum Committee


Advisory Committee


Students


Other
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