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City College of San Francisco initiated its Title III Strengthening Institutions project in August 2002, two months ahead of the official start date of October 1, 2002.  The overall purpose of the project is to promote a student-centered learning environment that fosters student success, increases persistence, and facilitates retention.  To achieve this aim, CCSF has developed a two-tiered solution:  Activity One—enhanced enrollment systems, and Activity Two—the integration of developmental instruction with academic support.  Enrollment development focuses on automated assessment, follow-up, and intervention strategies to increase student success and persistence, while academic development focuses on strategies relative to the expansion and integration of academic support systems and preparatory curricula.  Having completed the second year of implementation, City College’s five-year project will continue through September of 2007.  Through this initiative, Activity One will result in 20 percent increase in students’ completing the enrollment process and persisting within the semester with a 15 percent increase in retention to the next semester.  Activity Two will result in a 50 percent improvement in instructional effectiveness in developmental courses with the consequence of a 20 percent increase in student achievement and an 80 percent increase in underprepared student competitiveness in college level courses.


After the second year of the grant, the College contracted with Dr. Philip Sbaratta to serve as the evaluation consultant to the Title III program.  Dr. Sbaratta has been a community college faculty member and administrator for over twenty-five years.  In addition, he has served as a consultant in higher education for program design, implementation, and evaluation.


Prior to the campus visit on December 1 and 2, 2004, Dr. Sbaratta reviewed the College’s grant application and proposal, its Web site, and other relevant documents related to the development of the activities.  Following these reviews, he highlighted the evaluation criteria specified in the project for the first two years of implementation as indicated through project objectives and anticipated results.  These criteria have been incorporated into the evaluation report as benchmarks by which to assess the progress of the project.


During the campus visit, Dr. Sbaratta conducted a series of structured interviews as well as attended several demonstrations as evidence of the accomplishment of the outcomes detailed in the grant proposal.  During the two-day visit, Dr. Sbaratta met with Larry Klein, Project Coordinator; Nick Chang, Activity 1 Director, Nadine Rosenthal, Activity 2 Director; and Dr. Kathe German, Consultant.  In addition, Dr. Sbaratta met with many faculty and staff.  Among them are:

John Batty-Sylvan
Chair, English Department

Thomas Boegel
Chair, Computer Studies

Brenda Brown

Chair, New Student Counseling

Elma Cabahug

Faculty, ESL Department

John Delgado

Faculty, English Department

Hal Huntsman

Lab Coordinator, Math Department

Craig Kleinman
Faculty, English Department

Don Griffin

Vice Chancellor, Student and Academic Affaires

Lindy McKnight
Chair, Continuing Student Counseling

Kitty Moriwak
i
Faculty, Assessment Specialist

Dennis Piontkowski
Faculty, Math Department

James Sauve

Faculty, English Department


Sharon Seymour
Chair, English as a Second Language

Bruce Smith

Dean, Liberal Arts

Jana Zanetto

Faculty, ESL Department

Discussions centered on the achievements that have taken place, issues and concerns that have arisen, and plans that will guide the future.  Through the interviews and demonstrations, faculty and staff shared their involvement, their accomplishments, and their enthusiasm for the project.  Moreover, the Project Coordinator and Activity Directors provided a comprehensive analysis of the progress of the overall project.  The two-day site visit culminated in a presentation by Dr. Sbaratta, who shared his perceptions of the project implementation with Chancellor Philip Day, Vice Chancellor Donald Griffiin, Project Coordinator Larry Klein, Activity Directors Nick Chang and Nadine Rosenthal, Consultant Kathe German, and activity participants.

Needs Assessment


City College of San Francisco has a sophisticated planning process that reflects its comprehensive mission with a participatory strategy that includes faculty, staff, trustees, students, as well as community leaders.  In its five-year strategic plan, entitled Setting a Course for the Future, the College created guideposts for development and growth.  At the same time, a recent Institutional Self-Study combined with a Student Services System Review provided a thorough analysis of the institution’s strengths, weaknesses, and problems.  This effort led to an Enhanced Self-Study, involving over 170 faculty, staff, and students, who  examined the College’s programs and services, as well as the policies and practices related to student success.  After substantive discussion and review of research and literature on best practices, thirty-four recommendations in five areas emerged:  Pre-registration and Matriculation, Pre-college Learning, College Level Learning, Enrollment Management, and Student Outcomes.  Many of the recommendations from the Enhanced Self-Study were incorporated into the six goals of the Comprehensive Development Plan:  enhancing access to City College; improving the impact of college services; promoting success in the achievement of educational goals; promoting a supportive and positive workplace; managing resources effectively, and pursuing high standards of educational excellence.   Moreover, the Enhanced Self-Study recommendations formed the nucleus of the Title III activities, including improvements in assessment testing; development of systems to identify high-risk students and respond with interventions; and the redesign of basic skills instruction and support to improve the achievement of underprepared students.  Thus, the results of institutional self-analysis and research are the foundation for the two activities of the City College Title III project.

Scope of the Project


  The overall purpose of the project, which flows directly from the Comprehensive Development Plan, is to promote a student-centered learning environment that fosters student success, increases persistence, and facilitates retention.  To achieve these aims, City College has developed a two-pronged solution:  Activity One—Increasing Persistence and Retention by Developing Enrollment Systems—seeks to provide students with a comprehensive computerized assessment of skills, interests, and abilities; an electronic educational plan; an orientation to the learning community; and a three-tiered computerized tracking and support system.  Activity Two—Increasing Student Achievement through Developmental Program Reform—seeks to provide students with intensified instruction and academic support in developmental ESL, English, and Math by creating instructional labs, linking them to the curriculum, and integrating learning strategies throughout the instructional program for underprepared students

Activity One Assessment


Activity One, Increasing Persistence and Retention by Developing Enrollment Systems, aims to increase persistence and retention of students, particularly during their first year in college.  Over the five years of the grant period, an enhanced, student-centered intake and follow-up system will be developed that includes a comprehensive computerized assessment of skills, interests, and abilities to accurately place and support each student; an electronic educational plan that directs students through the first semester toward graduation; an orientation that explains the demands and expectations of the learning community; and a three-tiered computerized tracking system that includes 1) an early-alert review to trigger early intervention, 2) academic achievement review to monitor course completion and grades, and 3) academic progress review to assess progress in each student’s educational plan.
 Linked with a degree audit system through SCT-Banner, the College’s student information system,  Activity One promises to have a dramatic impact not only on students’ introduction to the academic experience, but also on the College’s ability to provide support services in  a just-in-time framework to improve student success.


To initiate Activity One, Nick Chang, Dean of Matriculation, was appointed Activity Director. A Task Force, composed of staff and faculty, was assembled to oversee Activity One efforts.  The Task Force was charged with:

· Monitoring the activity to ensure coincidence with the goals of the Comprehensive Development Plan.

· Monitoring progress to ensure cost-effective adherence to objectives and timetable.

· Assisting with the implementation of key initiatives stipulated in the activity.

· Participating in the implementation of internal and external evaluations.

Subsequently, several Work Groups were formed tasked with development and implementation of particular elements of Activity One:  Early Alert, Education Plan, Counseling Caseload, Career Assessment, and Computerized Assessment.

In the first year, Activity One focused on two major objectives:

· To increase the efficiency of assessment and placement of entering students in appropriate levels of instruction 50% in comparison with the 1998 baseline by September 30, 2003.

· To increase the efficiency of early intervention counseling 50% in comparison with the 1998 baseline by September 30, 2003. 

During the first year, the existing assessment processes needed to be reengineered, requiring outfitting space and purchasing equipment for a computerized testing center and piloting the automated assessment procedures.  After some initial delay due to construction bidding complications, efforts moved forward so that by May 2003 the Computer Assessment Center on the main campus was operational, and new students began taking the computerized version of English and Math placement tests.  Staff reported that students were taking less time than the paper and pencil version, allowing students to complete online orientation and initial sessions with counselors in a single campus visit.

The Educational Planning Work Group spent considerable time in identifying the data elements and functions of an educational plan and searching for commercial applications that might serve the student population at City College.  After interviewing several vendors, the College developed an RFP; however; this process, like computerized assessment, became delayed.  Since much of the orientation and initial counseling work was predicated on computerized assessment and an electronic educational plan, the original timeframe and performance indicators needed to be adjusted.   Nevertheless, the Early Alert Team and Counseling Conference Team continued to develop potential protocols that could be used as other Activity One elements became operational.

By the end of the first year, the Computerized Assessment Testing Center was administering computerized assessment for English and Math, with a postponement of ESL testing to the second year.  Two College-funded lab managers, supervised by the Activity Director, were assigned part-time to assist with the installation and maintenance of the hardware, software (assessment instruments), and network to ensure that all computers and networks were fully operational.  They also trained and assisted examiners in administering the computerized tests, monitored the assessment system to ensure compliance with security systems, participated in the planning for expansion of the system to other campuses, and contributed data and other information to support the evaluation of Activity One.  While all examiners were trained and assigned to administer the computerized tests, additional hours were assigned to a particular examiner who as lead CAC examiner conducted testing in the evenings.  

Additionally, the New Student Counseling Department developed a protocol to “caseload” basic skills students as part of a process to establish early and frequent contact with at-risk students. At-risk students were defined as assessed in two basic skills courses or assessed in one basic skills course and 19 years and younger and would be identified in the matriculation process.  After initial counseling, these students are assigned to a counselor’s caseload.   At the same time, presentations were made to the Math, ESL, and English departments explaining early alert referral procedures, whereby faculty could refer at-risk students to counselors or to a central location. Based on anticipated changes in the intake/assessment process, the New Student Counseling Department also made some revisions to the format of the Initial Counseling Conference, taking into account the online orientation, the caseloading system, and follow-up services. Thus, despite set backs common to launching a major collegiate initiative, the Activity One participants were able to keep their focus and work with, if not overcome, the unplanned for delays.  After the first year of the grant, the College was well on its way to creating the infrastructure to increase persistence and retention.

In the second year of the grant, the following objectives served as the framework for Activity One:

· To increase the career goal assessment 80% in comparison with the 1998 baseline by September 30, 2004.

· To increase the effectiveness of orientation 20% by September 30, 2004.

· To increase the effectiveness of intervention with academically at-risk students 80% in comparison with the 1998 baseline by September 30, 2004.

· To increase satisfaction with assessment and placement services 10% at the Phelan Campus in comparison with the 1998 baseline by September 30, 2004.

· To increase the effectiveness of early intervention for Phelan campus 10% in comparison with the 1998 baseline by September 30, 2004.

In the second year, much was achieved but perhaps not in the expected sequence of events.  The final element of computerized assessment—English as a Second Language—postponed from the first year of the grant, was implemented in the second year.  By September 2004, the computerized ESL placement test was administered.   Thus, the complete academic assessment package was in place, with an opportunity to begin the process of refining the system for adaptation at other campuses.  Plans have begun to be formulated to create opportunities for computerized assessment at other campus locations.  However, because of current remodeling and construction projects, this expansion will occur as projects are completed.  Nevertheless, the Downtown and Mission Campuses are already offering computerized assessment in Math and English.


The Tracking Caseloading System became operational, with 1,900 new students case loaded and 1,200 continuing and probationary students caseloaded. Counselors sent postcards to caseloaded at-risk students urging them to take advantage of a variety of services and to arrange for follow-up appointments, with 330 students making appointments.  Simultaneously, a parallel early alert system developed within the Math, ESL, and English departments.  Essentially, a faculty or staff member in each department was identified to whom other faculty could refer students in trouble within the first six weeks of classes.  The early-alert faculty/staff designees were Hal Huntsman-Math, John Delgado-English, and Jana Zanetto-ESL.  All three individuals reported that the experimental departmental early alert system had positive outcomes:  In ESL, 175 students were referred with 63 students attending Early Alert Sessions; in English, 63 students were referred with 38 students attending Early Alert sessions; in Math, 25 referrals received advice. In effect, faculty had a choice of whether to refer students in difficulty directly to counselors or to a faculty/staff advisor.  Clearly, the College is creating a momentum in developing systems that can improve persistence.  As the grant continues, it will be important to monitor the effectiveness of these interventions.


To expand the intake process, Career Development and Placement counselors worked on a Career Readiness Assessment.  They developed a 32-item survey, which was refined, computerized, and field-tested over the course of the year.  By June 2004, approximately 2,000 students had taken the assessment.  In preparation for the third year activities, a work group has begun work on a College Success Inventory to assist students in identifying their own needs for college success, which in turn can be incorporated into the educational plan for academic review—the second tier of tracking. As the various elements of the assessment protocol become operational, it will be important to study the impact and integration of these elements on counseling interviews and advising sessions.


Work continued on the development of an electronic educational plan.  As mentioned earlier, the educational plan became a more complex and daunting task than first conceived in the grant.  Finding a commercial application proved unsuccessful, and the College began using internal resources and capabilities to develop an electronic educational plan prototype.  By the end of the second year, a first-generation educational plan was in production, with Instructor Thomas Boegel as project manager.  Approximately twenty-four counselors have been piloting the educational plan to assess its utility and effectiveness and to ensure the plan’s interface with the already existing Banner system. It appears that the College will have a powerful tool at its disposal with a robust educational software application aligned with the Banner degree audit.  Not only will counselors and faculty have key information at their fingertips, but eventually students will have access to this information enabling a degree of self-service as well as increasing a sense of self-responsibility.


Although the second year activity called for a redesigned orientation course, the work group felt it was necessary to rethink the scope, purpose, and format in light of the new processes and other changes being implemented.  Part of the conversation is reexamining an orientation course that existed at one point at the College, figuring out the relationship of the online orientation to the new processes, and making connections between the purpose of orientation and other workshops.  In the meantime, the orientation session for new students was revised, building in new information with similar revisions occurring in the online version.


In the overall, an extraordinary amount of groundwork has been done to improve systems that will result in an increase in persistence and retention.  This is a result of effective leadership and a dedicated staff and faculty. As in most large-scale enterprises, the initial efforts are, out of necessity, directed at creating those systems. The next steps will need to concentrate on the collection of data and the measurement of effectiveness.

Activity Two Assessment


Activity Two, Improving Academic Quality by Integrating Developmental Instruction with Academic Support, focuses on three primary disciplines:  ESL, English, and Mathematics.  City College identified persistence of developmental students as an area needing improvement and linked this to some of the deficiencies in academic support.  Thus, Activity Two calls for the creation of instructional labs equipped with state-of-the-art software as well as instructional support.  As important as equipment and availability of services, however, is a reevaluation of curriculum in these disciplines so that the instructional lab activities and services are integrated into the classroom teaching/learning experience, rather than merely bolted on.  Assessment tools, designed by faculty teams in each program will measure the impact of improvements on student learning, and a faculty development program will help those teaching targeted courses to take full advantage of the improved learning environment.


Chair of the Learning Assistance Department Nadine Rosenthal was selected as Activity Two Director.  As in Activity One, a Task Force composed of faculty and staff was charged with particular responsibilities:

· Maintaining a sense of the direction of the Activity to ensure that its operation is coincident with the goals of the Comprehensive Development Plan.

· Monitoring program progress to ensure that the Activity adheres to the objectives and timetable in a cost-effective manner.

· Assisting with the implementation of key initiatives stipulated in the Activity.

· Participating in the implementation of internal and external evaluations.

· Representing the Activity with all constituencies to disseminate information.

· Providing overall support to ensure the success and impact of the project.

Activity Two is a classical sequential design of development in the first year, piloting in the second year, and full implementation in the third year.  Over the course of the five-year grant period, each of the three disciplines will apply this sequential construct—first ESL, followed by English, and finally Mathematics.

English as Second Language was the focus of the first year of the grant with the following objectives:

· To increase the capacity to deliver lab-based academic support to ESL students 100% compared to the 1998 baseline by September 30, 2003.

· To increase the capacity of ESL faculty to deliver integrated instruction 100% compared to the baseline by September 30, 2003.

Importantly, the Title III grant facilitated the convergence of a redesigned ESL curriculum with integrated learning lab activities, and Elma Cabahug was appointed coordinator. Funds provided by Title III allowed the College to establish the ESL Lab, where none existed before.  Physical space in the Media Center was selected as the site of the ESL Lab and 30 new computers were purchased and installed.    Software applications were reviewed, selected, and installed.   In the meantime, the ESL Department redesigned the curriculum for ESL 150, which requires students to attend the ESL lab for an additional hour of instruction each week in a series of integrated learning activities.  To enable this redesign, the Department developed a set of protocols for assignments in the ESL Lab, communications between faculty and Lab Coordinator, a process for acquisition of materials, and assessment and record keeping of student progress. Thus, the objectives of the first year were met and exceeded, with the ESL Department creating an excellent internal model for a process of curriculum redesign for other departments to consider.


For the second year, Activity Two focused on the following objectives:

· To increase the capacity to deliver lab-based academic support for English students 100% compared to the 1998 baseline by September 30, 2004.

· To increase the capacity of English faculty to deliver integrated instruction 100% compared to the 1998 baseline by September 30, 2004.

· To increase ESL students’ achievement in integrated pilot sections on the Phelan campus by 10% in comparison with the 1998 baseline by September 2004.

In effect, the second year serves as the design phase for the English Department and the pilot phase for the ESL Department.  

English Department

Rather than establishing a new instructional lab, the English Department decided to upgrade the hardware and software in “Cyberia,” an already existing English Academic Support Lab. Two faculty, Jim Sauvé and Craig Kleinman, participated in the Task Force and represented the English Department.  As part of the re-outfitting of Cyberia, a software fair, with invitations to the reading and writing faculty, was held to evaluate software options and their applicability to City College students and the English curriculum.  By December 2003, the hardware upgrades and the software fair took place.  As a result, The Bedford Handbook, Writing First, Real Essays, Lexia, Plato, Draft Builder, and Write Out Loud were selected.  In addition, the internal Web site, the Lab Page, was redesigned so that the various Web-based resources could be available in one place.  In addition to access to software applications, the Lab Page contains links to open source writing and reading sites such as Purdue’s OWL and CUNY’s Write Site.  The next step should be a coordinated departmental effort to develop ways in which to integrate the lab into the teaching/learning process.


Although some faculty recommended or required students to complete additional work in a learning lab setting, there was not any significant comprehensive departmental effort in modifying curriculum to create a truly integrated instructional lab.  Nevertheless, those members of the department who are Lab monitors received training on current and newly acquired software.  Workshops were offered to faculty wishing to develop course-specific Lab worksheets that correspond with their classroom and textbook content.  In addition, writing expert and author Susan Anker presented a workshop.

ESL Department


With a strong start in the first year, the ESL Department continued to make significant strides in the second year.  With space, organizational, logistical, and curricular efforts accomplished in the first year, the ESL Department was able to smoothly implement the integration of the ESL Lab with instruction in ESL 150 as the primary focus.  However, the ESL lab also supports other ESL courses on a drop-in basis.  Approximately 12 ESL faculty monitor work in the ESL Lab, with a FLEX training workshop each semester for new and continuing lab monitors.  In addition, ESL expert Kate Kinsella offered a workshop to faculty.


The ESL Department and Lab Coordinator have developed several forms and processes to increase student achievement.  Among these are a Sign-up Sheet that details the work accomplished, the instructor, as well as time spent on task; an FAQ sheet; a Permanent Lab Student Record; Memorandum of Credit (communication to instructor on student progress); Web Site Evaluation (for faculty to recommend links).  In addition, the computerized material can also be accessed at the Downtown and Mission Campuses.


The goal of increased capacity was met with establishment of the new ESL Lab at the Phelan Campus.  Combined with the extended opportunities at the Downtown and Mission Campuses, these efforts represent a major forward step.  At the same time, the curricular reforms have led to a 4 percent increase in students completing their work with a C or better.  While this is below the hoped for 10 percent, indicators suggest that the cumulative work of the ESL Department will result in the achievement of the desired outcomes.

Mathematics Department


Although not scheduled to begin work on Activity Two until the third year of the grant, the Math Department began an initiative on the development of basic math instructional materials in the latter part of the second year of the grant.  The core of this effort is entitled the Basic Math Video Lab.  Professor Dennis Piontkowski is the lead person on this project.  He is developing the content and is the “talent” for a series of videos that will be part of the Math Lab menu of services. Through Title III, a videographer and Web developer were hired to assist Professor Piontkowski. The project seems well underway with plans for a series of videos, usability testing, and accompanying print materials.


Progress is always a series of small steps with some surprising giant leaps every now and again.  Year Two of Activity Two has both those small steps and giant leaps.  The ESL Department has advanced rapidly in establishing an integrated learning lab with a redesigned curriculum that has been piloted and assessed.  The English Department has evaluated and selected software but has yet to act collectively on the spirit of the integrated design underlying Activity Two.  However, the leadership of the department as well as the enthusiasm of many of the faculty can help to shape the future departmental activities to achieve the objectives of the grant.  Finally, it is always exciting to report when a group steps out on its own initiative.  In this case, the Math Department has begun its work in Activity Two somewhat ahead of schedule of schedule. Though slated to begin its work in Year Three, the Math department jumpstarted the initiative with planning and development meetings and activities towards the end of the second year of the grant.

 The remaining three years of the Title III project look rather promising in the accomplishment of the goal of “Improving Academic Quality by Integrating Developmental Instruction with Academic Support.”

Project Management


The City College of San Francisco Title III program has been integrated into the institutional structure with the Chancellor assuming overall leadership responsibility.  The Title III Coordinator Larry Klein reports directly to the Chancellor for Title III purposes and works with Directors of the two project activities.  The Coordinator’s responsibilities include providing overall project leadership and supervision, developing and distributing project management guidelines, establishing and supervising data collection and reporting systems for all project objectives, approving all grant expenditures, overseeing the evaluation process, convening Steering Committee meetings, preparing quarterly reports, and serving as liaison with the U.S. Department of Education.


Each of the activities comprising the project has been incorporated within the supervision of the appropriate College administrator.  Staff hired for Title III positions have been selected in accordance with established hiring procedures at the College, including the filing of position descriptions for all program personnel.  All program expenditures have been initiated by the individual Activity Directors, approved by the appropriate College officer, and reviewed by the Title III Coordinator prior to submission to the Business Office for processing.  All program expenditures are approved to ensure compliance with federal and state regulations.  Program records have been maintained in the Business Office under proper standards of accounting with monthly statements furnished to the Title III Coordinator and the Chancellor. The Title III Coordinator has reviewed all expenditures to date to ensure compliance with the approved budget.

 Reports addressing program accomplishments are prepared for each Activity and shared during quarterly meetings of the Steering Committee.  These meetings provide opportunities for collaboration and problem solving, ensuring both the success of each Activity and the intended impact of the project as a whole.  At key events in the calendar of the College, the Title III Coordinators and/or Activity Directors provide project updates to the members of the entire College community.


In addition to implementing the Title III initiatives, the Coordinator, in conjunction with the Activity Directors, are responsible for the fiscal management and the institutionalization of the project.  The budget overview for the first two years of the grant is as follows:

YEAR ONE

BUDGET

CARRY-OVER TO YEAR 2

Activity One

$176,690

$103,027


Activity Two

$139,707

$139,707

Project Management
$    5,000

$    5,000

YEAR TWO

BUDGET

CARRY-OVER TO YEAR 3

Activity One

$187,097

$189,398

Activity Two

$164,077

$  67,781

Project Management
$    5,000

$    7,145

Monthly budget reports allowed the Title III Coordinator and the Activity Directors to monitor the expenditure of program funds fairly closely.  Internal reallocations occurred under the guidelines of the Department of Education to ensure the disbursement of funds in accordance with established Title III requirements.  Both in the first and second year of the grant, there were substantial funds carried over into the subsequent year.  It is not unusual as major projects get underway that projected timelines for expenditures shift, and, no doubt, some of this money has been subsequently encumbered.  Nevertheless, it is recommended that the Steering Committee and the Activity Task Forces review budget projections to ensure the synchronicity between budget allocation and the achievement of grant objectives.


Over the last two years, the City College project was managed extremely well, with the Coordinator and the Activity Directors acclimated to the management system of the grant with a keen sense of their roles as project leaders.  Each of these individuals assumed ownership of the initiative and were creative in using resources and engaging stakeholders in the accomplishment of the activities. There was an overall sense that the Title III project was a making a positive difference in the College’s delivery of instruction and services.

Conclusions and Recommendations


The efforts and expertise of the Title III Teams have produced significant progress during the first two years of implementation.  The objectives and outcomes of the two activities have been carefully incorporated in shaping the responsibilities of the work groups, clearly indicating a well-managed project. Meetings, outcomes, and accomplishments have been well documented; this documentation enables the Title IIII participants to see the genesis of the project’s initiatives over the first two years of the grant. Whenever an unexpected delay or unplanned for exigency presented itself, the Task Forces and their subcommittees were able to effect creative solutions so that nearly every objective is on target, with some specific outcomes ahead of the projected date of completion.  


The groundbreaking work of establishing a re-engineered enrollment and student services for new and at-risk students has been important to keeping the project in focus and on target.  With a functional and successful online placement assessment in ESL, English, and Math, the other processes of intake and follow-up counseling have taken shape.  With the caseloading approach, the New Student Counseling Department has begun to assemble the data on the students who have experienced the modified orientation and counseling conference.  The counselors have also initiated an early alert system—communicating with students to urge them to arrange follow-up counseling sessions.  The electronic educational plan, now in a pilot phase, promises to be a powerful tool for students to think through their educational goals and to work with counselors in achieving them. Another tool for effective counseling is the inclusion of a career readiness survey, which is now part of the assessment protocol.  A simultaneous direction that evolved was a department-based early alert system.  First piloted by the ESL department and then used by the English and Math departments, at-risk students were referred within the first six weeks of the semester to a designated department faculty/staff member who advised the students in terms of services that are available. 


At the same time, the establishment of the ESL and English Labs in Activity Two has created the academic corollary to Activity One.  That is, developmental students are not only receiving improved student services, but will receive intensive academic support through the labs and the integrated instruction in the classroom.  Most mature in this initiative is the ESL Lab and the rethinking of the courses to make the lab activities a meaningful part of instruction.  The other two departments—English and Math—are working towards a similar goal.


The Title III work has also been a springboard for related initiatives.  For example, the Basic Skills Committee, which had stopped meeting, has become revitalized to consider some broad policy and curriculum issues related to basic skills instruction.  Discussion is also taking place on the shape and direction of an orientation course, which could enhance the orientation options that already exist. And there has been an increased collaboration between the Student Services and Academic components as they move toward a common goal.


Now in its third year of the grant, City College is essentially at a crossroad.  That is, much of the concrete work is done.   Future implementation will need to focus on expansion and impact of the Title III project on the College as a whole.

Recommendations and Considerations

· Parallel early-alert tracking systems have evolved:  one based in New Student Counseling, the other in academic departments.  How do these two systems work together? What is the plan for expansion of the departmental system?

· The caseloading process for both new and returning students at risk has begun, but a more clear process for transitioning students from one counseling department to another needs consideration.

· Continued focus on the redesigned orientation course is necessary.  Is a return to course that was offered in the past feasible or scalable?  And who would own it?  Can a manageable option be developed?

· What is the overarching philosophy and overall design of the developmental curriculum that can help to integrate and institutionalize the various activities taking place? 

· The Steering Committee and the Task Forces should consider how the initiatives in the project will become systematized.  Long-term implementation planning and institutional coordination could be useful in showing how once having achieved a particular objective, say the educational plan, how then does the College ensure that it is used.

· The Steering Committee and the Task Forces should focus on how effectiveness and satisfaction will be assessed, particularly in light of the measures stipulated in the objectives of the grant. Assessment experts on campus might be brought together to develop instruments that evaluate the degree of improvement and satisfaction that has occurred.

· As it moves into the final three years of the grant, the College should focus on the collection of data that measures the effectiveness and impact of the changes from the intake process through the multi-tiered tracking system as a basis for refining, improving, and institutionalizing the initiatives of Activity One.  For example, this new information and data could begin to inform curricular modification and design.
· Many of the objectives call for implementation of the activities on a multicampus basis, and thus integration into the total college.  A more clear-cut “master plan” that accounts for feasibility, logistics, personnel, timetable, and technology could be developed so that the Title III-inspired changes can take place irrespective of campus location.

· Technology, no doubt, will be a part of this institutional planning and coordination.  Thus, both Information Technology and Educational Technology should have a key role in figuring out where technology fits, what it can do, and what resources are necessary.  It may be useful for Activity Directors to complete a technology assessment as an integral part of their strategic thinking in accomplishing particular annual objectives.

· If the Title III project is truly transformational, then the various activities—each valuable in and of itself—might be woven into a singular theme, which helps the College to articulate the overarching principle that guides the activities of the project.  This theme could become the basis of a communication process that informs the college community about the good work being done through Title III. What is the meaning of Title III to the Campus as a whole?  In addition to developing a “brand” for the Title III project, the Steering Committee might develop a communication plan—a process which informs and engages the college community about the impact of Title III activities

· The integration of activities with budget allocations could be synchronized so that teams are aware of the budgets they have to work with in each year and set priorities to expend the money in a timely fashion.   Budget reporting, analyses, and projections might become a regular part of the Steering Committee meetings.


A last word:  the team effort, the dedication, and the inspirational leadership have coalesced to produce a stronger institution than City College was in 2002.  Congratulations to all who have devoted their energy, creativity, and talents—contributions that have made this Title III project so successful. 
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