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In 2002, City College of San Francisco initiated its Title III Strengthening Institutions project.  The key aim of the project is to develop a comprehensive strategy to foster success, persistence, and achievement.  To achieve this aim, the project is divided into two activities:  Activity 1 expands enrollment systems to include computerized assessment, placement, and intervention to increase student persistence and success; Activity 2 integrates the preparatory curriculum and developmental instruction with academic support to increase student achievement in English as a Second Language (ESL), reading and writing, and mathematics to better prepare students for college-level courses.  With completion of the fourth year of the project and moving into its final year, City College intends to have 20 percent more students complete the enrollment process and persist within the semester with a 15 percent increase in retention to the next semester.  Additionally, instructional effectiveness in developmental courses will improve by 50 percent, with a 20 percent increase in student achievement and an 80 percent increase in students’ competitiveness in college level courses.

For this external evaluation, 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 November 30 and December 1, 2006, 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 fourth year 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, and Nadine Rosenthal, Activity 2 Director. In addition, Dr. Sbaratta met with many faculty and staff:  
Activity 1:

Ted Alfaro, Asso. Dean of Student Advocacy

Brenda Brown, Director of AASP

Bill Goodyear, Chair of Continuing Student Counseling

Lidia Jenkins, Matriculation Office

Carl Jew, Interim Dean of Matriculation
Lindy McKnight, Dean of Student Support Services

Kathy Mitchell, Career Development and Placement Center
Kitty Moriwaki, Matriculation Assessment Coordinator

Indiana Quadra, Chair of CDPC

Steve Spurling, Office of Research

Minh Hoa Ta, Director of APASS
Jana Zanetto, ESL Dept.

Elizabeth Zarubin, English Dept.

Activity 2:

Juan Aninao, ESL Lab Coordinator

John Batty-Sylvan, English Dept. Chair

Hal Huntsman, Math Lab Coordinator
Greg Keech, Chair, ESL Dept. Chair
Margaret Keig, Math Lab Manager

Craig Kleinman, Cyberia Coordinator

Tore Langmo, English Dept.

Alisa Messer, English Dept.

Katarina Mijatovic, Website Developer

Sara Peterson, Math E Coordinator

Dennis Piontkowski, Math Dept. Chair

Lynn Schneider, ESL Lab Monitor

Mo-Shuet Tam, ESL Ocean Campus Coordinator

Tom Tragardh, ESL Lab Monitor

Julie Young, Cyberia Coordinator

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, Project Coordinator Larry Klein, Activity Directors Nick Chang and Nadine Rosenthal, Consultant Kathe German, and activity participants.

Needs Assessment


Resulting from a sophisticated planning process, Setting a Course for the Future, City College’s five-year strategic plan, reflects its comprehensive mission with a participatory strategy that includes faculty, staff, trustees, students, and community leaders.  At the same time, the 2000 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 and placement; development of systems to identify and intervene with high-risk students; and the redesign of basic skills instruction and support to improve underprepared student achievement.  Thus, the results of institutional self-analysis and research provide the foundation for the 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.  City College has developed a two-pronged solution:  Activity 1—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 2—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 1 Assessment


Activity 1, 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 an early-alert review to trigger early intervention,  academic achievement review to monitor course completion and grades, and  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 1 creates a just-in-time framework for student services that promotes and reinforces student success from admission through graduation.

To initiate Activity 1, Nick Chang, former 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 monitors the activity to ensure coincidence with the goals of the Comprehensive Development Plan; reviews progress to ensure cost-effective adherence to objectives and timetable; assists with the implementation of key initiatives; and participates in the implementation of internal and external evaluations.  Subsequently, several Work Groups were formed tasked with development and implementation of particular elements of Activity 1:  Early Alert, Education Plan, Counseling Caseload, Career Assessment, and Computerized Assessment.
Year One


In the first year, the Activity focused on two major objectives to increase the efficiency of the assessment and placement of entering students in appropriate levels of instruction, and the efficiency of early intervention counseling.  During the year, existing assessment processes were reengineered, a computerized testing center was established, and automated assessment procedures were piloted.  By May 2003 the Computer Assessment Center on the main campus was operational, and new students were taking the computerized version of English and Math placement tests.  Staff reported that students were completing the assessment in less time, allowing them to complete testing, the online orientation and initial counseling sessions in a single campus visit.

The Educational Planning Work Group spent considerable time 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, adjusting the original timeframe and performance indicators to accommodate delays inherent in the process.   In the interim, the Early Alert and Counseling Caseload Teams continued to develop protocols for use as other elements of the Activity became operational.

By the end of the first year, the Computerized Assessment Testing Center was administering computerized assessment for English and Math, with ESL testing postponed to the second year.  Two College-funded lab managers were assigned part-time to assist with the installation and maintenance of the hardware, assessment software, and network to ensure that all computers were fully operational.  They also trained and assisted examiners in administering the computerized tests, monitored the system to ensure security compliance, participated in the planning for expansion of the system to other campuses, and contributed data and other information to support the Activity evaluation.  All examiners were trained and assigned to administer the system with additional evening testing hours assigned to the lead CAC examiner.  

Additionally, the New Student Counseling Department developed a protocol to “caseload” basic skills students to ensure early and frequent contact with high risk students.  Defined by their placement in two basic skills courses, or one basic skills course and 19 years old or younger, these students were identified through the matriculation process, counseled, and assigned to a counselor’s caseload.  Concurrently, presentations were made to the Math, ESL, and English departments explaining early alert referral procedures so that faculty could refer at-risk students to counselors.  Based on anticipated changes in the enrollment process, the New Student Counseling Department also revised 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, Activity 1 participants were able to establish their focus and work with, if not overcome, delays.  After the first year, the College was on its way to creating the infrastructure to increase persistence and retention.

Year Two

In the second year of the grant, five objectives focused on increasing career goal assessment, orientation and intervention effectiveness, satisfaction with assessment and placement services, and early intervention effectiveness.  Additionally, the final element of computerized assessment—English as a Second Language—was implemented to complete the academic assessment package and begin the process of refining the system for adaptation at other campuses.  Plans were initiated to provide computerized assessment at other campus locations; however, current remodeling and construction projects require that expansion occur as projects are completed with two exceptions: the Downtown and Mission Campuses are already offering computerized assessment in Math and English.


The Caseloading System also became operational, including 1,900 new students and 1,200 continuing and probationary students. Counselors sent postcards to these students, urging them to take advantage of a variety of services including follow-up appointments, with 330 students making appointments.  Simultaneously, a parallel early alert system developed within the Math, English, and ESL departments with a faculty/staff member in each department identified to receive referrals from their colleagues within the first six weeks of classes.  Hal Huntsman, John Delgado, and Jana Zanetto, the early alert contacts for math, English, and ESL, reported that the experimental system had positive outcomes:  In ESL, 63 of 175 students referred were advised; in English, 38 of 63 students referred were advised; and in Math, 25 referrals were advised.  In effect, faculty could refer students in difficulty directly to counselors or to a faculty/staff advisor, creating momentum in the design of systems that can improve persistence.  As the project continues, the effectiveness of these initiatives will have to be monitored.


To expand the intake process, Career Development and Placement counselors worked on a Career Readiness Assessment, creating a 32-item survey, which was refined, computerized, and field-tested with approximately 2,000 students.  In preparation for the third year, another work group began to design a College Success Inventory to assist students in identifying their own needs for college success, which 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 and advising.


Work also continued on the design of an electronic educational plan, a more complex and daunting task than first conceived.  Finding a commercial application proved unsuccessful, so the College began to design a prototype.  By the end of the second year, a first-generation educational plan was in production, with Thomas Boegel, the Chair of Computer Sciences, as project manager.  Approximately twenty-four counselors piloted the educational plan to assess its utility, effectiveness, and interface with the Banner system. Ultimately, the College will have a powerful tool at its disposal with a robust educational software application aligned with the Banner degree audit, providing faculty with key information at their fingertips, and eventually providing students with access to this information to enable a degree of self-service and an increasing sense of self-responsibility.


Finally, the work group considered it necessary to rethink the scope, purpose, and format of a redesigned orientation course in light of the new processes and other changes being implemented.  Part of the conversation reexamined an orientation course that previously existed at the College, assessing the relationship of the online orientation to the new processes, and connecting the orientation with 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.


An extraordinary amount of groundwork occurred to improve systems that will ultimately result in increased persistence and retention, clearly a result of effective leadership and a dedicated faculty and staff. As in most large-scale enterprises, initial efforts seek to create those systems; the next step will need to concentrate on data collection for the measurement of effectiveness.

Year Three
During the third year, significant progress was made on the assessment front.  After considerable discussion regarding the nature and focus of the assessment and investigation of instruments available in the field, the design team led by Shaun Rowley developed a City College inventory known as the CSI – College Success Inventory.  The instrument, which asks students to respond to 44 questions, helps students to figure out strategies and to access the services that promote success.  Following a pilot with 50 students, the CSI was further refined with plans to complete validity and reliability studies, to computerize the instrument, and to provide comprehensive training in its use.   As usage increases, additional data can be reviewed to assess the overall efficiency of the assessment in helping students develop success strategies and access services.
Meanwhile, during the year 2,919 students took the CARS, the Career Readiness Survey, leading to a refinement of the instrument as an online version is prepared.  A 35-item inventory, CARS is available to native and non-native students. Completed in about 7 minutes between the computerized math and English assessments, CARS identifies students who are unsure of their career goal leading to enrollment in LERN 60 to 63: Career Success and Life Planning, Orientation to Career Success, Job Search Strategies, or Career Counseling for Work Experience.

 At the core of assessment program, the academic assessments in mathematics and English, including reading, reached 65 to 70 percent of the native students and about 20 percent of the ESL students completing their assessments on computer: 2,925 tested in English, 425 tested in ESL, 3,076 tested in arithmetic, and 1,810 tested in algebra.  Computerized assessment is available at the Ocean Avenue Campus with 45 computers and at the John Adams Campus with 32 computers; other prime sites, e.g., Downtown and Mission, were under construction with plans for computerized assessment.  After each assessment session, scores are uploaded into the educational plan and can be accessed by the students using Web4 or picked up at the Testing Office prior to orientation and counseling.  The benefits of the computerized assessments have been numerous – privacy, immediacy, adaptation – with the key disadvantage being the cost – approximately $12,000 per year.  It is anticipated that the computerized assessment program will accommodate increased student usage, fully integrating the matriculation process on-line and on-site to increase student satisfaction with the process beyond the 7.4% increase since 2000 reported via the Student Opinion Survey Report for 04-05.  

The Activity’s second major initiative in Year 3 involved the development of the planning and progress review system.  During the year, the Ed Plan Design Team, which involved representation from all counseling departments, piloted and refined the electronic educational plan, an application that interfaces with degree audit to form the framework for the progress review.  By the spring, trainers were identified, a training program and schedule developed, and training sessions initiated, training 93 counseling faculty.  During this period, 246 plans were developed for 173 students, numbers that are expected to increase dramatically with the full support and encouragement of the Divisional leadership.  Training all full and part-time counseling faculty and staff in the use of the application was scheduled to occur by the end of the calendar year.  The next step in the process involves the design of the protocol for the progress review, with a pilot scheduled for Year 4.

Like the planning and progress review, the orientation and counseling conference underwent change as well, with an increasing number of students completing the orientation on-line instead of on-site.  To accommodate this shift, the New Student Counseling Department refined the protocol for the counseling conference and augmented the material distributed, a process that is likely to continue as the overall enrollment process moves through its transformation.  Additionally, work began on the design of an orientation course to be listed in the schedule under the new heading: Achieving an Academic Attitude, which will be offered to targeted clientele throughout the matriculation process.  The development process was underscored by tremendous enthusiasm on the part of the counseling faculty.
At key points throughout the enrollment process, linkages were made with support services appropriate to assist students at-risk.  From the assessment and placement process to the orientation and counseling conference, efforts were accelerated to link students with services based on their needs.  Academic, career and college readiness assessments link students at-risk upon entry with appropriate courses and services introduced through the orientation program, linked with their specific needs through the counseling conference, and integrated with their program of study through the educational plan.  Students under the age of 19 who are required to enroll in at least two basic skills courses are considered at-risk upon entry based on available research, and are therefore entered into the counseling early alert system and placed on a counselor’s caseload, requiring them to return for multiple follow-up discussions.  Once students are enrolled in English, math and ESL courses, they are monitored by the teaching faculty, and again, students in jeopardy within the first six weeks of the semester are identified to a discipline-based faculty advisor who coaches them, linking them with other support services as appropriate.  Last year the New Student Counseling Department placed 2,803 students on their caseloads, while the Continuing Student Counseling Department placed 1,207 on their caseloads.  Additionally, English faculty made 143 referrals, ESL faculty made 256 referrals, and Math faculty made 35 referrals, overall a decrease from the previous year.  Clearly the faculty and staff at each juncture in the enrollment process have become increasingly cognizant of the need to link students with support services, creating several paths to effect those interactions.  


 A comparison between the 1998 baseline and 2004 indicates that 20% more students were participating in the orientation program, a significant improvement.  Moreover, those students who participated in the orientation program were 20% more likely to persist to the following term, reinforcing the impact on student success.  As the Activity continues, the enrollment process will require a comprehensive review and refinement to ensure that students are, in fact, completing the matriculation process.
Year Four

Three new objectives provided the framework for Year 4:
1. To increase the effectiveness of program review for Phelan Campus students 100% in comparison with the 1998 baseline by September 30, 2006.

2. To increase the effectiveness of orientation for entering CCSF students 20% in comparison with the 1998 baseline by September 30, 2006.

3. To increase the effectiveness of support services for academically at-risk CCSF students 20% in comparison with the 1998 baseline by September 30, 2006.
Though retired, Nick Chang continued in the position of Activity Director, working as a consultant for the College, thus providing continuity of leadership for the project as it approaches its final year.  Mr. Chang worked closely with the Activity 1 Task Force and individual workgroups focusing on Orientation, the Counseling Conference, Early Alert, the Educational Plan, and Computerized Assessment.  The membership on these teams was broad based, with over 50 faculty and professional staff participating.  The overarching considerations for the fourth year were to establish the necessary structures for the “final stretch” of the grant, to institutionalize initiatives, and to ensure the collection of data to validate the impact of the Activity.  To that end, the Task Force laid out an operational plan with identified leaders and specified tasks:  Education Planning—Lindy McKnight; Computerized Assessment—Carl Jew and Kitty Moriwaki; Orientation and Counseling Conference—Chair of New Student Counseling; Early Alert—Carl Jew; and Academic/Progress Review—Carl Jew and Kathy Mitchell.
A number of accomplishments occurred during the fourth year—both in terms of expanding initiatives started in the first three years of the grant and moving forward on new initiatives.  A primary focus of the fourth year was academic progress review.  Building on the work completed in establishing an early alert system, a work group began developing the elements of a progress review protocol.  The group clarified the emphasis of progress review as another means to assist basic skills students succeed and to encourage basic skills students to make further progress through timely and effective interventions and referrals.  Underlying this work was a 2002 study of a basic skills cohort, which revealed that encouraging completion of basic skills courses increases CSU transfer preparation; counseling intervention during basic skills courses increases transfer preparation; students’ overall CSU transfer GPA increases in correlation to passing basic skills courses in which they are enrolled; basic skills students who met with a counselor had a progressively higher GPA in CSU transferable courses.  These findings will inform the deliberations of the work group in terms of identifying key criteria for progress review and formulating appropriate interventions during the final year of implementation of the project.
A key foundational element of Activity 1 is the continuous expansion of online assessment. Nearly 4,000 students were assessed electronically in English and mathematics.  The Ocean Campus has integrated electronic assessment effectively with dedicated space and personnel.  Remodeling has begun in the Downtown lab, and plans are in development for John Adams, Chinatown, and Mission Campuses, a process which has taken longer than anticipated in the original timeframe of the grant.  An area that probably needs to be examined is the efficacy of electronic ESL assessment.  Thus far, the ESL students have opted largely for paper and pencil testing.  The question remains as to whether a shift to electronic testing can be made based on students’ needs and attitudes. 
Along with basic skills assessment, the computerized Career Assessment Inventory (CARS) continues to be administered with the CAC English Test.  Approximately 3,000 students took the CARS assessment, a slight increase in the number from Year 3.  A web version and an ESL version of CARS are in development.  Additionally, the College Success Inventory (CSI), developed in Year 3, was field tested with 250 students.  The next phase will be the computerization of CSI and the creation of a companion website.
An important part of the retention plan implicit in this Activity is enhanced student services through an improved Orientation and a comprehensive counseling and caseloading system, particularly for basic skills students. Nearly 3,000 basic skills students received orientation. In addition to online and in-person orientation, a half unit course and a three-unit orientation course were designed and approved.  Professional development for counselors who will teach the orientation courses will be held in Summer 2006, with the courses to be offered in Year 5.  
Central to the improved intake, assessment, and orientation procedures was the development of the electronic educational plan.  The first three years of the grant were spent designing, developing, and refining the application.  Counselors requested enhancements, which were designed and implemented.  What emerged in Year 4 was a sophisticated instrument, which has great potential in providing students with a roadmap to success. In Year 4, 1,389 plans were created for 1,239 students—which is 10 times higher than the number of students served in Year 3.  Nevertheless, technical glitches still “dogged” the effort.  Because of degree audit inaccuracies, student web access was delayed. Once these issues are sorted out, college leadership will have to formulate a comprehensive roll-out plan of training and support so that this tool is used by the entire counseling and advising staff as an integrated part of the suite of student services.
At the same time, a multilevel approach to promote student persistence focused on an electronic early alert system, bolstered by departmental interventions in ESL, English, and Math and a counseling caseloading protocol for students at risk.  As with the educational plan, the conceptual design of the system preceded the electronic implementation.  Though the “manual” early alert process has been tested, connecting the process to Banner and automating it is still in progress.  Nevertheless, enthusiasm was expressed by those who participated in the early alert process about the positive results of departmental interventions—with a particular faculty member, who receives released time, providing advice and referrals to at-risk students.  During the year, approximately 455 students received early alert referrals., primarily in English and  ESL.  Not all these students contacted the faculty liaison.  Obviously, students at risk have numerous options:  they can seek counseling, attend tutoring labs, and go to the Learning Assistance Center.  In effect, the Math Dept. did not participate at any significant level, intervening with only 31 students.  The significant question here is scalability and viability, which needs to be examined closely by the Activity 1 work team and Task Force.
A corollary to the departmental intervention was the caseloading of at-risk students by the New Student Counseling Department.  Approximately 800 students were caseloaded in order to provide support and services.  As the process has matured, caseloading and subsequent interventions moved in new directions.  First, there was increased dialogue between faculty and counselors, resulting in efforts to bring interventions into the classroom and creating improved collaborations.  In addition, the African American Scholastic Programs, the Asian Pacific Student Success Program, the Latina/o Student Network—specialized retention programs—along with Extended Opportunity Program and Services adapted the early alert/caseloading model.  The extension of this effort into these components of the College enables institutionalization through widespread participation and interaction.
Over the four years of the grant, the building blocks for re-engineered student services to improve student success and achievement have been constructed.  This has required a large-scale team effort, pulling together to create the infrastructure, the processes, and the collaborations necessary to produce significant change.  There are still major tasks ahead—full automation of services, integration of initiatives, and finally documentation of impact.  This final year of the grant is an opportunity to ensure that good ideas also produce solid results.
Activity 2 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 the achievement and persistence of developmental students as an area needing improvement, and linked this concern to deficiencies in the integration of curriculum, instruction, and academic support.  Thus, Activity 2 calls for the creation of instructional labs equipped with state-of-the-art software and 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 fully integrated into the classroom teaching/learning experience.  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.


The Chair of the Learning Assistance Department, Nadine Rosenthal, was selected as Activity 2 Director.  As in Activity 1, a Task Force composed of faculty and staff was charged with maintaining overall direction, monitoring program progress, assisting with implementation, participating in the evaluations, disseminating information, and providing overall support to ensure the success and impact of the initiative.  Activity 2 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 applies this sequential construct—first ESL, followed by English, and finally Mathematics.

Year One

English as Second Language, the focus of the first year of the Activity, sought to increase the capacity to deliver lab-based academic support and integrated instruction to ESL students.  Elma Cabahug was appointed ESL Coordinator to facilitate the convergence of the redesigned ESL curriculum with integrated learning lab activities.  The Activity established an ESL Lab in the Media Center with 30 new computers and a selection of software applications.  In the meantime, the ESL Department redesigned the curriculum for ESL 150, requiring students to complete a series of integrated learning activities directly related to the curriculum in the ESL lab, increasing instructional time-on-task an additional hour each week.  To enable the integration of classroom and lab, the Department developed a set of protocols for lab assignments, communications between faculty and Lab Coordinator, materials acquisition, and documentation and assessment of student progress. Thus, the objectives of the first year were met and exceeded as the ESL Department set the standard, creating an excellent internal model to support the process of curriculum redesign and supplementation.

Year Two


For the second year, Activity 2 focused on English, seeking to increase the capacity to deliver lab-based academic support and integrated instruction in reading and writing.  At the same time, it was anticipated that student achievement would increase by 10% in piloted sections of the new ESL curriculum.    

English Department


Rather than establishing a new instructional lab, the English Department decided to upgrade the hardware and software in “Cyberia,” an already existing, albeit underutilized, Academic Support Lab. Two faculty, Jim Sauvé and Craig Kleinman, led the effort on behalf of the English Department.  As part of the re-outfitting of Cyberia, a software fair was held so that reading and writing faculty could review and evaluate software options, assessing their applicability to City College students and the curriculum.  By December, the hardware upgrades were installed and software was selected, including The Bedford Handbook, Writing First, Real Essays, Lexia, Plato, Draft Builder, and Write Out Loud.  Additionally, the internal Web site, the Lab Page, was redesigned to provide access to various Web-based resources in one place, providing further links to open source writing and reading sites such as Purdue’s OWL and CUNY’s Write Site.  The members of the department who were Lab monitors received training on current and newly acquired software, and workshops were offered by writing expert and author Susan Anker and others to assist faculty in developing course-specific Lab worksheets corresponding with their classroom and textbook content.  By the end of the second year of the Activity, some faculty recommended or required students to complete additional work in the instructional lab setting; however, there was no significant comprehensive departmental effort to modify curriculum and create a truly integrated instructional lab.  

English as a Second Language 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 in tow, the ESL Department smoothly integrated the ESL Lab with instruction in ESL 150 while expanding services to other ESL courses on a drop-in basis.  Approximately 12 ESL faculty monitored work in the ESL Lab, with a FLEX training workshop each semester for new and continuing lab monitors and a departmental workshop by ESL expert Kate Kinsella.  To increase student achievement, the focus of the pilot, the ESL Department and Lab Coordinator developed several forms and processes including a Sign-up Sheet that details the work accomplished, the instructor, as well as time spent on task; a FAQ sheet; a Permanent Lab Student Record; a Memorandum of Credit; and a Web Site Evaluation allowing faculty to recommend new links.  Additionally, the computerized material can also be accessed at the Downtown and Mission Campuses.  The establishment of the new ESL Lab at the Phelan Campus combined with the extended opportunities at the Downtown and Mission Campuses, represent a major step forward, resulting in a 4 percent increase in students completing their work with a C or better.  While this is below the expected 10 percent, it is anticipated that the cumulative work of the ESL Department will result in the achievement of the desired outcome.

Mathematics Department


Although not scheduled to begin work on Activity 2 until the third year, the Math Department began to develop basic math instructional materials in the latter part of the second year of the Activity.  The core of this effort was the Basic Math Video Lab with Professor Dennis Piontkowski as the lead on the project, developing the content and serving as the “talent” for a series of videos to be integrated into the Math Lab menu of services.  A videographer and Web developer assisted Professor Piontkowski in the preparation of the video series to be followed with usability testing and the preparation of accompanying print materials.


Progress is always a series of small steps with some surprising giant leaps every now and again; Year 2 of Activity 2 had both those small steps and giant leaps.  The ESL Department advanced rapidly in establishing, piloting and assessing its integrated learning lab with a redesigned curriculum.  The English Department evaluated and selected software, developing enthusiasm and leadership for the effort with the expectation that the integrated learning experience will emerge in the next year.  Finally, the Math Department stepped out on its own initiative, jumpstarting its initiative with early planning and development meetings and activities.  Given the progress at the end of the second year, the Activity showed considerable movement toward the integration of instruction and academic support.

Year Three


During the year, the Activity Director and her Task Force expanded the work of web designer Elizabeth Stewart on the development of the virtual instructional resource, creating a completely new venue for institutional support.  Working closely with faculty, this year web designer Katarina Mijatovic reviewed similar sites, expanded the concept of the City College site, and  mounted an initial draft of the site with links to teaching and learning strategies, basic skills, research, grants and special projects, professional development and diversity, as well as the Learning Assistance Center, the Library, and other contacts.   By the end of the year, the site had already received 129 “hits.”
Mathematics Department

Dennis Piontkowski, a faculty member in Mathematics, has enthusiastically taken on the development of the Math Lab.  During this year, the Lab was equipped with 25 computers for student usage with 10 faculty trained to support lab usage.  Additionally, 23 sections of basic skills math courses used the lab on a voluntary basis, approximately 1,035 students.  Simultaneously work  continued on the development of supplementary instructional videos.  A Basic Math Video Lab allows students to select a video aligned with the content of their textbook, or select a video from a list of basic math topics. Each video provides an explanation of the concept followed with exercises for students to complete and the steps required to complete the exercises successfully.  At any point, the student can return to the video, or they may select other textbook exercises, critical thinking strategies or tips for success.  Supported with a glossary and a help line, the 57 videos created so far provide 7 hours and 52 minutes of entertaining – and informative – viewing!   While still in production, the Video Lab represents an exciting new venture, which ultimately will be digitized. 

English Department


Under the leadership of Craig Kleinman and Julie Young, Cyberia—the English Lab—made strides.  New software applications, a comprehensive web page providing access to all resources, upgrades to all 31 computers, and the excitement generated by the creativity of the faculty working with the Lab produced a 300% increase in student usage over the past year. Moreover, the faculty began to create exemplary exercises integrating the lab and the classroom.  For English 90 the faculty  built upon a case study with a software application known as Inspiration, which creates concept maps to help students organize their essay for subsequent transfer into Word for further refinement.  Other examples addressed the common essay required of all students and a variety of reading concepts.  These exercises, and others, are disseminated to all faculty electronically, and included on the Lab web page, a resource which organizes materials by discipline, by activity, and by site with links to software as well as web sites.  Students who came to the Lab without a specific assignment were encouraged to use the diagnostic in Real Essays known as Exercise Central to establish a place to begin on their own initiative.  Clearly this year the Lab Coordinators see students learning to read and work on computers, increasing their confidence and resourcefulness.  Although data for last year showed no improvement in the numbers of students completing the course with a ‘C’ or better,  it did show a marked decrease in student withdrawals: 8% in English 9, 10% in English 90, and 4% in English 92, suggesting that more students were staying the course.  With new initiatives on the drawing boar, the English Lab is more likely to produce significant impacts in both achievement and persistence.     
English as a Second Language Department


The ESL Lab continued to grow and develop with 15 additional computers installed, totaling 29 on the Ocean Avenue Campus, 29 on the Downtown Campus, and 10 at the Mission Campus, anticipating more as the new facility is completed.  The Department offered about 24 sections of ESL 150 and 2 Sections of ESL 160 on the Ocean Avenue Campus with about 2 additional sections on other sites, each requiring 15 hours of Lab work.  In the third year, the Lab added five lessons accessed via WebCT, raising the number available to 15, all of which were accessible to students via the internet.  Once lessons were completed, the Lab Monitor credited the lessons, ensuring that faculty was informed of their progress.  Clearly the Lab is highly organized with strong student participation and continued growth and development.  Though the Lab is well integrated within the curriculum, an assessment of the impact over the past two years, however, indicated that student success had increased only 1.5%.  Ideas generated to increase student achievement included the expansion of computer access; the development of additional WebCT lessons; the expansion of books on tape, and additional tracking of student progress; ideas generated to increase faculty support included continued promotion of, the Lab.  
Year Four

Three objectives provided the framework for Year 4:

1. To increase the effectiveness of on-going instructional support to developmental instructors on Phelan 50% compared to the 1998 baseline by September 30, 2006.

2. To increase Math students’ achievement in integrated pilot sections on the Phelan campus 10% in comparison with the 1998 baseline by September 30, 2006.

3. To increase English students’ achievement on all campuses 20% in comparison with the 1998 baseline by September 30, 2006.

At this juncture in the grant, the major tasks of the grant have been completed.  
Each of the three Labs—ESL, English, and Math—have been established, staffed, and continue to build on the successes already achieved.    As in Activity 1, the central focus, as the grant period comes to a close, is to assess the impact of revised curricula and integrated lab instruction.
English as a Second Language


The ESL Department was the first out of the gate in terms of curriculum redesign with integrated lab instruction.  ESL 150 and 160 courses require 15 hours of lab time.  To continue the assessment of impact, a focus group study was initiated in Spring 2006 to investigate how students, faculty, and lab monitors’ experience and perceive the connection between the classroom and the lab requirement.  The central questions guiding the investigation were:  How do students experience the classroom-lab connection? What can faculty do to build and improve the connection? What can lab monitors do to build and improve the connection?  Though only a very small number of students participated, the study still revealed information which can inform future improvements and refinements.  


An important finding was that involvement of instructors made the lab experience more meaningful.  The more familiar the instructor was with the lab and its resources, the more likely students were to use the lab wisely.  Nevertheless, there was a sense that an inadequate number of ESL faculty had this level of familiarity with the lab and its software applications.    From this study emerged several recommendations for improvement:  develop a student orientation and resource guide; provide intensive faculty instruction during the first two weeks of class; develop a best practice hand out and PowerPoint presentation; and clarify the role of lab monitors.    As the Title III grant enters its last year, the study is a useful starting point to make determinations about the integration of the ESL Lab and the connection of the Lab to the classroom.  Indeed, Dr. Juan Aninao, the newly appointed Lab Coordinator has reviewed the findings and has a prepared an analysis that can serve as a framework for the final year of the grant.
English Department


As with the ESL Department, the English Department has completely re-outfitted its writing lab—Cyberia—with new hardware and software applications.  With the guidance of Craig Kleinman and Julie Young, more faculty are integrating  conventional course work within the lab setting.  Faculty can set up folders within the lab so that students can access assignments and maintain a record of their work.  Some instructors schedule a portion of their classroom time in the lab for group writing instruction, employing such software as Inspiration.  Overall, lab usage in Fall 2005 increased 240% over the previous year.  Moreover, a revamped Cyberia Website provides links to applications and online writing tutorials.

To assess effectiveness, a focus group study was also conducted to examine the connection of Cyberia to writing instruction.  With the same research questions as the ESL study, several findings emerged:  the quality of student performance in the labs was connected to instructor involvement and  knowledge of the lab;  the lab has become both a place for additional student work and a teaching classroom—which can limit availability; and confusion about  the services of the lab and roles of “Cyber coaches” is still apparent.  As important, major questions about scalability, the mission of Cyberia, its connection to other labs were raised by the focus groups, which are key concerns as the College reaches the institutionalization phase of the Title III grant.  A set of recommendations emanating from the study can help guide this final phase:  clarify the relationship among all the labs; provide comprehensive training in a number of formats to faculty and students; develop a common “lab information sheet” to monitor student activity; develop beginning-of the-year workshops for faculty and students;  and conduct computerized workshops.
Mathematics Department

Year 4 saw the completion of space renovation and purchase of equipment for the  new Math Lab.  With new furniture and 28 new computers, the Math Lab opened for business.  Simultaneously, the completed math instructional videos were uploaded onto lab desktops, and work continued on the final phase of the instructional videos.  With 69 hours of instructional video, the team  investigated a user-interface for the video project, and a prototype DVD was developed and tested.  

With the establishment of the new Math Lab and the video project nearing completion, the department faculty began to examine integration strategies with between Math E3 and the lab.  Three pilots—each approaching the integration process differently—were initiated.  The intent is to share best practices as the department  considers optimum usage of the Math Lab.  Hal Huntsman, current Math Lab Coordinator, has oriented 90% of the  Math faculty to the Math Lab and its resources.
This effort of integration is indeed a major thrust for the Math Department in the final year of the grant.  Having “built” the lab and  created innovative teaching and learning resources, the department needs to develop a clear plan to make sure that students avail themselves of these resources and that faculty determine the methods by which these resources can be used to improve student performance.

Teaching and Learning Website


Katarina Mijatovic continued to develop the infrastructure, blueprint, and content of the Teaching and Learning Website.   The site is divided into Teaching and Learning Strategies, which include such areas as classroom practice, assessment,  learning group collaborations, and critical thinking; Basic Skills, which links to City College resources;  Research, which includes links to searchable databases as well as germane full-text articles; CCSF Faculty Projects, which includes links to specific projects involving College faculty; and Professional Development, which contains links to professional organizations, academic and professional journals, conferences, and grants and awards.  In addition to the wealth of information , the website is simple to use and logically organized.  It provides a single point of entry for faculty and professional staff in terms of finding information, material, and research to improve teaching and learning.

Like other aspects of Activity 2, the Teaching and Learning Website requires a level of assimilation into the institution.  Who owns the website? How can faculty and staff best access it? How will it be maintained and updated?  These are questions that need resolution as the Title III grant comes to a close.

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 regularly scheduled 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, is responsible for the fiscal management and the institutionalization of the project.  The budget overview for the fourth year of the grant is as follows:

Component

Budget

Expenditures

Carryover 
Total  

Activity One

$174,145
$176,583

$189,398
$186,960
Activity Two

$159,779
$154,965

$ 67,781

$ 72,595
Project Management    
$    5,000
$     3,745

$  7,145

$  8,400

?
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.    

In the penultimate year of the grant, the City College project was managed extremely well, with the Coordinator and the Activity Directors executing their responsibilities with enthusiasm and diligence.  Each of these individuals assumed ownership of the initiative and were creative in using resources and engaging stakeholders in the accomplishment of the activities.  As a result, there was a clear-cut sense that the Title III project had a cumulative impact on the College culture, the faculty and staff, and the students.
Conclusions and Commendations


The effort and expertise of the Title III Leadership Team has produced significant progress over the four years of implementation.  The objectives and implementation strategies of the two activities have focused the work of the Task Forces; and meetings, outcomes, and accomplishments have been well documented.

The re-engineering of enrollment services for new and at-risk students has kept the project in focus and on target in Activity 1.  Computerized assessments in English, math, and ESL, along with surveys of career choice and college readiness, have supported the reform of the orientation program and the counseling conference.  With the development of the caseload system, the New Student Counseling Department has begun to assemble data on the students, particularly those at-risk upon entry; this early alert system has targeted students likely to struggle and urged them to return for more intensive counseling sessions.  The electronic educational plan, now in use collegewide, promises to become a powerful tool for students, encouraging them to think through their educational goals and work with counselors to achieve them.   Meanwhile, the department-based early alert system initiated by the ESL department and adopted by the English and Math departments allows faculty to identify students at-risk in their classes within the first six weeks of the semester to a designated department adviser who informs the students of the services that are available.  Indeed the model has been adapted by several specialized retention programs, further ensuring institutionalization.

At the same time, the establishment of the ESL, English, and Math Labs in Activity 2 has created an academic corollary to Activity 1.  Now developmental students not only have access to improved student services, but also receive intensive academic support through the labs which are integrated with classroom instruction.  Each of the labs has new equipment, up-to-date software, and dedicated staff.  The combined efforts of these labs will become an important part of the College’s goal of increasing student success and achievement.
And finally, the work of Title III has also provided a springboard for several related initiatives.  For example, the revitalized Basic Skills Committee has brought the issues of students at risk to collegewide attention. Meanwhile, the concept of caseloading has been systematized in Banner and spread across the counseling departments and special programs, especially for those students most at risk.  More recently, the New Student Counseling Department developed two new orientation courses with varying degrees of intensity to meet the needs of students new to academe.  After four years of Title III activity, many faculty and staff are finding new ways to collaborate—to bring expertise, to discuss best practices, to investigate innovations to improve teaching and learning, even beyond the scope of the Title III project. And there has been an increased collaboration between the Student Services and Academic components as they move toward a common goal.

At the end of the third year, the evaluation encouraged the faculty and staff of Activity 1 to transform the redesigned elements into a cohesive continuum of student services through technological enhancements, while encouraging the faculty and staff of Activity 2 to focus on the curricular refinements and adjustments that lead to true integration of the instructional labs created over the last four years.  Additionally, the evaluation stressed the need to compile data on the effectiveness and impact of the entire project on student retention, success, and achievement.

Now the College is approaching the finish line, as the grant period nears completion.  Certainly, the Title III leadership and participants can look back with a sense of pride and accomplishment in their achievements over the past four years. With most of the individual elements of Activity 1 and 2 in place, City College has the opportunity and the challenge, in the final year of the grant, to create the infrastructure and processes that focus on sustainability, scalability, and effectiveness.  With this end in mind, it is recommended, in accordance with the implementation procedures stipulated in the proposal itself, that the Steering Committee work with the Activity Task Forces to develop a long-range strategic and tactical plan for basic skills that should examine the following considerations in its deliberations:
· To what extent are the elements of Activity 1 and 2 contributing to increased retention, persistence, and achievement? 
· How can impact be documented? In light of the two special studies underway, one examining the impact of assessment and the other on lab instruction, what will be the continuing role of the Office of Institutional research?

· What is the pedagogical bridge that connects Activity 1 and 2?

· What are the important points of intersection and collaboration between Activity 1 and 2?

· What educational philosophy guides the curricular design, teaching practice, and integration of instructional labs in Math, English, and ESL?  What collaborations should take place among these disciplines?

· How can the work of the various labs and other instructional support services be better coordinated?

· What are the tactical steps necessary to provide services to more students with greater efficiency? (e.g., assessment, early alert interventions, lab usage and integration)
· Should assessment and placement be mandatory? What is the impact of the expected changes in the minimum state requirements for graduation. 
· Informal institutional assessments suggest that change requires faculty and staff buy-in.  What strategies are necessary to move current initiatives from a limited “coalition of the willing” to broad-based adoption and implementation?
· What incentives and rewards are necessary to maintain continuous improvement?

· What is the role of professional development, and who is responsible for developing a cogent plan?

· What are the steps necessary to transform the individual components of Activity 1 and 2, each of which has merit, into a comprehensive, cohesive basic skills program?
 
The Title III Steering Committee, Activity Task Forces, Work Groups, and participating faculty and staff have collectively laid down the tracks for an innovative and multifaceted reform of student services and developmental curricula.  The next junction in the journey is to map out the ways in which all elements of Activity 1 and 2 can form a powerful, integrated student success system.  In effect, 2006-2007 is more than the final year of the grant with its own particular implementation strategies and measurable objectives.  The final year can also establish the legacy of the Title III grant at City College.
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