WORKING DRAFT/REORGANIZED 3/19/09

Feasibility Study Workgroups and Research Questions 
Suggestions from CSM & Skyline & Cañada
Workgroups (based on Contra Costa County Community College District model)

The Logistics Workgroup was charged with determining optimal course and semester scheduling that maximizes room utilization and state apportionment. This group focused its review on a 16 week conversion with a variety of flex day options. A review of mock schedules, developed by the Instruction Offices considered state apportionment formulas, the extension of the day schedule and its effect on the evening program. Session scheduling considered the impact to student course progression, reasonable winter intersession or summer session options.  It also considered the effect of a compressed calendar on the districts off-campus programs, Middle College High School programs, and concurrent enrollment high school programs.

The Financial Workgroup was given the charge to determine the impact the compressed calendar would have on the District’s revenue and expenditures. Colleges can increase revenues by converting to a compressed calendar the following two ways:

1. Using the State FTES formula to maximize FTES during the fall and spring

semesters.

2. Increasing intersession course offerings by using the extra weeks gained in the

conversion to a compressed calendar.

How the compressed calendar impacts a District’s FTES depends greatly on developing an

academic calendar and course schedule that will take advantage of the opportunities for FTES growth provided by a compressed calendar. Accordingly, if a goal of converting to a

compressed calendar is FTES growth then we need to take great care to develop an academic calendar and course schedules that maximize FTES. This work group also considered any additional expenses that may be incurred as a result of a modified calendar.

 The Student Learning and Success Workgroup looked at issues related to student success, persistence, and retention. The work group looked at general research findings and surveyed other community colleges throughout the state who have converted to a compressed calendar.

The Instructional Programs Work Group researched the effects of a compressed calendar on instructional programs. This workgroup reviewed Title 5 guidelines to examine impacts a compressed calendar has on teaching, learning, and compliance. 

The Student Services Work Group reviewed information from colleges throughout the state that have converted to a compressed calendar. Departments within Student Services were surveyed to determine level of impact on services. The following departments were surveyed: 

• Admissions and Records Departments

• Academic Affairs

• Bookstores

• CalWORKS

• Childcare\Children Services

• Counseling

• Disabled Student Services

• EOPS

• Financial Aid

• Job Placement

• Library\Instructional – Media Services

• Security Services

• Student Life

The Facilities and Operations collected information across the district concerning the impact of the compressed calendar on instructional support services. The primary concern was the lack of “down time” between semesters for facilities maintenance and Instructional Technology maintenance and upgrades.

The Contract Workgroup was used to identify items that would need to be negotiated within the individual labor contracts within the District including AFT Local xxx, CSEA Local xxxx, AFSME Local xxxx.
LOGISTICS (LOG)
1. What facilities will be in place at the time of implementation of the compressed calendar? (How many classrooms?  Size?  Lecture vs Lab?)  A list should be generated specifying the room availability.  

2. An actual schedule of Fall, Spring and Summer terms should be created for the entire college.  We need to confirm fit of all course offerings.  (This is going to be particularly challenging as we are still altering course offerings to reflect budget cuts in Sacramento).  Also, who is going to do this?  This is going to be a very time-consuming project and the faculty, at CSM are supposed to be working on program review and moving in and out of swing-space.  

3. Analysis of student attendance as a function of time* [*use caution as headcounts/enrollments can overlap within the hour or half hour].  Analysis of increasing or decreasing headcount/enrollment as a fraction of total headcount/enrollment.

4. Survey students to determine time commitments (reasonable start times, end times, hours/week and days/week available for instruction & burn our factor.  This analysis must reflect the Carnegie unit (contact hours, homework hours and hours by arrangement).

5. What are the impacts of the compressed calendar on our use of off campus facilities? Would we need to adjust contractual agreements or alter faculty schedules for classes offered off-site?

6. What will be the time impact on events held at the college if room space will be increased at various hours?

7. Would the compressed calendar make Cañada and/or CSM more competitive with Foothill/DeAnza’s late start date?

8. How would a compressed calendar affect students concurrently enrolled in classes at the high schools?

9. How would a compressed calendar affect our Middle College High School students?

10. What impact will the compressed calendar have on students who use public transportation?

11. Fewer days means more hours per day.  i.e 15FLC/17 weeks becomes more like 17 FLC/15 weeks.   In addition, for any faculty teaching laboratories of any kind, 1 hour of lab is not equal to one FLC, but a fractional FLC.  The smaller the FLC, the more hours of work increase.  

12. More hours per day of instruction results in fewer hours per day for ‘other professional responsibilities’.  How many fewer?  Many professional responsibilities (program review, peer evaluation) cannot be completed with extra flex days at the top of term.  

13. The academic calendar is a negotiated item and we need to determine if other parts of the contract are impacted (i.e. article 7 item 5).  Will some things need to be renegotiated?

14. Also, article 7, item 1 refers to 175 work/flex days…..how exactly are we counting days and are we still at 175?  Are we at 14 instructional weeks plus 1 final week or 15 instructional weeks with an additional finals week?

15. Adjustment of the academic calendar will create a need to adjust operations and deadlines in Admission and Records (including add/ drop deadlines, census, etc..), Financial Aide, EOPS, DSPS, Testing, Health / Psychological Services, Outreach and all other support and student service functions. What will be the workload, budget and operational changes of such an adjustment? 

16. Is it possible that workload and costs in some areas could be adjusted using a Summer/Fall, Winter/Spring cycle like Cañada currently does?

17. Will counselors need to be brought in specifically for the intercession (like in summer) because many full-time counselors will not be working until Spring semester begins? How do we currently serve students outside of the Fall/Spring schedule since a great deal of counseling currently happens during “exchange time”? How have other colleges found counseling to be impacted? 

18. How are classified staff in “learning resource centers” (such as Writing Labs, Math Resource Center, Integrated Science Center, Computer Labs…) affected?  Can/must these classified staff work 4 10-hour (or 9.5 hour) days per week?  Do the learning resource centers need to be open on Friday and Saturday to allow students contact time?  Students will likely have little time to use these centers Monday-Thursday, so will need them at least on Fridays to “catch-up”?  What additional staff must be hired to support the centers to be open the same total number of hours per semester?  If faculty are scheduled in learning resource centers on Fridays are they unavailable for meetings on Fridays?
19. Classified representatives are concerned about the impact on overtime and comp time, and the scheduling of vacation time.  It could impact shared governance for classified employees.  For example, many classified employees can be released for meetings in the afternoons when the demand for services is less.  If we push classes into the afternoon, it will be more difficult for classified employees to participate in meetings or on committees for shared governance. 

20. How common is a 17+1 week academic calendar in higher education across the nation?

21. What are the results of the block scheduling that has been done at Cañada; are students satisfied? Staff? Faculty?

FINANCIAL (FIN)
1. Analysis of room use by day of the week if a compressed calendar is adopted. What would be the impact on our ability to qualify for state funds if room use on Friday drops?

2. Lab and vocational program hours, especially in classes offered only once or twice a week,  will need to be extended to accommodate the shorter semester or these programs will need to operate outside the parameters of the academic calendar. How are these programs operating at institutions that have adopted the compressed calendar?  Will this change push vocational programs into daily census instead of regular census, thus impacting their funding source?  How have other colleges fared in the areas of Cosmotology, Auto Tech, Respiratory Therapy, Surgical Tech, Hospitality Management, Medical Assisting, and other vocational fields?

3. If there were fewer classes on Fridays, would the facilities be more attractive for Friday/Saturday conferences and facilities rentals?

4. Would the compressed calendar make Cañada and/or CSM more competitive with Foothill/DeAnza’s late start date?

5. If the facilities were more available on Fridays, would it be beneficial/possible to create new, accelerated Fri/Sat (& possibly Sun) educational programs for working individuals similar to the professional programs at the private colleges?

6. What are the costs associated with the conversion of Banner and any other ITS functions to a compressed calendar?

7. Bookstore and food service operations will need to be adjusted - expanded or contracted, if a compressed calendar is adopted. Items such as staffing, vacation requests, and other personnel issues will need to be considered.  What are the costs and contractual issues associated with this?

8. Hourly, Independent Contractor, STNC, work study and student hourly employee positions will be impacted by adopting a compressed calendar. What are the costs, savings, and contractual issues associated with this?

9. Will funding be available to generate additional FTES during a winter intercession? Exactly what will be those costs and how much?

10. We need to put a total dollar amount on what a conversion to a condensed calendar would cost and make an analysis on whether the benefits outweigh the investment in the current budget climate.
11. Is it possible that workload and costs in some areas could be adjusted using a Summer/Fall, Winter/Spring cycle like Cañada currently does?

12. With respect to the budget, is this the time to tak our resources and use the funds to this end?  

13. The concern is not so much about the impact on O/T or comp time, but on whether we will have enough time to complete our tasks (upgrades, repairs, reimaging of computers, etc.). I believe that Jing mentioned the possibility of adding another shift when the question was asked with reference to facility’s crews being able to get their work done.

a. We will want to look at the impact to Division Assistants who review and enter class schedules into system.

b. Certificated payroll clerks who process the faculty payroll.

c. Instructional Aides are also involved in helping to get labs up and running between sessions.

STUDENT LEARNING & SUCCESS (SLS)
1. Will students be able to complete transfer/degree requirements in a reasonable period of time (analysis of potential conflicts in prerequisite courses).

2. Will students be able to accelerate their path to certificate, degree or transfer if they take advantage of additional inter-sessions?

3. Survey students to determine time commitments (reasonable start times, end times, hours/week and days/week available for instruction & burn our factor.  This analysis must reflect the Carnegie unit (contact hours, homework hours and hours by arrangement).

4. Would the compressed calendar be more attractive to international students? Later start date, comparable to other US systems, possibility of accelerating with additional inter-sessions.

5. How would the compressed calendar affect success, persistence and success rates?

a. Are success and retention rates better for colleges with the compressed calendar? (need data)

6. If the facilities were more available on Fridays, would it be beneficial/possible to create new, accelerated Fri/Sat (& possibly Sun) educational programs for working individuals similar to the professional programs at the private colleges?

7. Would a winter inter-session attract “reverse transfer” students?
8. Will the shorter time frame impact the development, implementation and assessment of all programs?

9. How would a compressed calendar affect the ability of services who assist large numbers of students needing individualized attention (such as developmental students or those with limited English skills)? 
10. How are classified staff in “learning resource centers” (such as Writing Labs, Math Resource Center, Integrated Science Center, Computer Labs…) affected?  Can/must these classified staff work 4 10-hour (or 9.5 hour) days per week?  Do the learning resource centers need to be open on Friday and Saturday to allow students contact time?  Students will likely have little time to use these centers Monday-Thursday, so will need them at least on Fridays to “catch-up”?  What additional staff must be hired to support the centers to be open the same total number of hours per semester?  If faculty are scheduled in learning resource centers on Fridays are they unavailable for meetings on Fridays?
11. We need data to determine if success rates are different for classes offered 1,2,3,4 or 5 days each week.  How do we establish a baseline and how do we do comparison? – We would need to include an analysis of the evening classes currently offered 1 time per week.

12. What are the retention rates for before and after implementation of the compressed calendar?  There should be a particular emphasis on basic skills.

13. What are the results of the block scheduling that has been done at Cañada; are students satisfied? Staff? Faculty?

INSTRUCTIONAL PROGRAMS (INP)
1. Lab and vocational program hours, especially in classes offered only once or twice a week,  will need to be extended to accommodate the shorter semester or these programs will need to operate outside the parameters of the academic calendar. How are these programs operating at institutions that have adopted the compressed calendar?  Will this change push vocational programs into daily census instead of regular census, thus impacting their funding source?  How have other colleges fared in the areas of Cosmotology, Auto Tech, Respiratory Therapy, Surgical Tech.
2. Will students be able to complete transfer/degree requirements in a reasonable period of time (analysis of potential conflicts in prerequisite courses).

3. Will students be able to accelerate their path to certificate, degree or transfer if they take advantage of additional inter-sessions?

4. If the facilities were more available on Fridays, would it be beneficial/possible to create new, accelerated Fri/Sat (& possibly Sun) educational programs for working individuals similar to the professional programs at the private colleges?

5. Will the shorter time frame impact the development, implementation and assessment of all programs?

STUDENT SERVICES (STS)
1. Impact to financial aid?

2. What will be the impact of a compressed calendar on student activities and organizations? Will enough non-scheduled time be available for clubs and organizations to meet and conduct business?

3. What will be the time impact on events held at the college if room space will be increased at various hours?

4. Would the compressed calendar be more attractive to international students? Later start date, comparable to other US systems, possibility of accelerating with additional inter-sessions.

5. How would a compressed calendar affect students concurrently enrolled in classes at the high schools?

6. Would a winter inter-session attract “reverse transfer” students?
7. Will the shorter time frame impact the development, implementation and assessment of all programs?

8. Bookstore and food service operations will need to be adjusted - expanded or contracted, if a compressed calendar is adopted. Items such as staffing, vacation requests, and other personnel issues will need to be considered.  What are the costs and contractual issues associated with this?

9. Library operations may need to be adjusted – expanded or contracted, if a compressed calendar is adopted. What are the costs and contractual issues associated with this?

10. Adjustment of the academic calendar will create a need to adjust operations and deadlines in Admission and Records (including add/ drop deadlines, census, etc..), Financial Aide, EOPS, DSPS, Testing, Health / Psychological Services, Outreach and all other support and student service functions. What will be the workload, budget and operational changes of such an adjustment? 

11. What about our local high schools (who educate the children of many of our students)?  How does the compressed calendar align with their schedules?  Should that be a consideration?

FACILITIES/OPERATIONS (FOP)
1. What will be the impact on daily maintenance and cleaning schedules if the instructional schedule is changed? We need to examine what would happen if custodian and maintenance schedules changed to reflect changes in the academic calendar.

2. What are the costs associated with the conversion of Banner and any other ITS functions to a compressed calendar?

3. Bookstore and food service operations will need to be adjusted - expanded or contracted, if a compressed calendar is adopted. Items such as staffing, vacation requests, and other personnel issues will need to be considered.  What are the costs and contractual issues associated with this?

4. District Security operations may need to be adjusted – expanded or contracted if a compressed calendar is adopted. What are the costs and contractual issues associated with this?

5. Library operations may need to be adjusted – expanded or contracted, if a compressed calendar is adopted. What are the costs and contractual issues associated with this?

6. What will be the impact to IT?

7. The concern is not so much about the impact on O/T or comp time, but on whether we will have enough time to complete our tasks (upgrades, repairs, reimaging of computers, etc.). I believe that Jing mentioned the possibility of adding another shift when the question was asked with reference to facility’s crews being able to get their work done.

a. We will want to look at the impact to Division Assistants who review and enter class schedules into system.

b. Certificated payroll clerks who process the faculty payroll.

c. Instructional Aides are also involved in helping to get labs up and running between sessions.

CONTRACT ISSUES (CON)

1. Fewer days means more hours per day.  i.e 15FLC/17 weeks becomes more like 17 FLC/15 weeks.   In addition, for any faculty teaching laboratories of any kind, 1 hour of lab is not equal to one FLC, but a fractional FLC.  The smaller the FLC, the more hours of work increase.  

2. More hours per day of instruction results in fewer hours per day for ‘other professional responsibilities’.  How many fewer?  Many professional responsibilities (program review, peer evaluation) cannot be completed with extra flex days at the top of term.  

3. The academic calendar is a negotiated item and we need to determine if other parts of the contract are impacted (i.e. article 7 item 5).  Will some things need to be renegotiated?

4. Also, article 7, item 1 refers to 175 work/flex days…..how exactly are we counting days and are we still at 175?  Are we at 14 instructional weeks plus 1 final week or 15 instructional weeks with an additional finals week?

5. Faculty/Staff burnout is a concern. Faculty/Staff work exceptionally hard to get done what currently takes 18 weeks right now. Compressing that time frame down to 16 weeks, even though the break between semesters is longer, seems to be a recipe for burnout.  Do we have data on satisfaction and burnout rates of faculty/staff who work in the compressed calendar as opposed to the 18 week calendar?

6. Would the compressed calendar benefit part time faculty in that they could teach more classes during the additional inter-sessions? (Their load calculation only counts during Fall/Spring.)


7. Can faculty 30 FLS/year be distributed over Fall, Spring and intersessions (Winter and summer / or Summer) to avoid burnout with at 20-28% increase in weekly workload on the compressed calendar?

8. Adjustment of the academic calendar will create a need to adjust operations and deadlines in Admission and Records (including add/ drop deadlines, census, etc..), Financial Aide, EOPS, DSPS, Testing, Health / Psychological Services, Outreach and all other support and student service functions. What will be the workload, budget and operational changes of such an adjustment? 

9. Is it possible that workload and costs in some areas could be adjusted using a Summer/Fall, Winter/Spring cycle like Cañada currently does?

10. Will counselors need to be brought in specifically for the intercession (like in summer) because many full-time counselors will not be working until Spring semester begins? How do we currently serve students outside of the Fall/Spring schedule since a great deal of counseling currently happens during “exchange time”? How have other colleges found counseling to be impacted? 

11. How are classified staff in “learning resource centers” (such as Writing Labs, Math Resource Center, Integrated Science Center, Computer Labs…) affected?  Can/must these classified staff work 4 10-hour (or 9.5 hour) days per week?  Do the learning resource centers need to be open on Friday and Saturday to allow students contact time?  Students will likely have little time to use these centers Monday-Thursday, so will need them at least on Fridays to “catch-up”?  What additional staff must be hired to support the centers to be open the same total number of hours per semester?  If faculty are scheduled in learning resource centers on Fridays are they unavailable for meetings on Fridays?
12. Classified representatives are concerned about the impact on overtime and comp time, and the scheduling of vacation time.  It could impact shared governance for classified employees.  For example, many classified employees can be released for meetings in the afternoons when the demand for services is less.  If we push classes into the afternoon, it will be more difficult for classified employees to participate in meetings or on committees for shared governance. 

13. There are clearly negotiated items that will be impacted in the process of moving to a compressed calendar.  At what point and how do we enter into negotiations with the unions, or get feedback from the union representatives?

14. The concern is not so much about the impact on O/T or comp time, but on whether we will have enough time to complete our tasks (upgrades, repairs, reimaging of computers, etc.). I believe that Jing mentioned the possibility of adding another shift when the question was asked with reference to facility’s crews being able to get their work done.

a. We will want to look at the impact to Division Assistants who review and enter class schedules into system.

b. Certificated payroll clerks who process the faculty payroll.

c. Instructional Aides are also involved in helping to get labs up and running between sessions.
Workgroup Questions
1.  What data is available?  Does this data apply to SMCCCD under the newest guidelines?

2. What information is available from the State Chancellor’s Office?  Where? 
3. How will the data be presented and analyzed by the college constituents?


Process

1. Faculty, staff and students at all colleges should be surveyed by folks who know how to construct and administer surveys.

2. There are clearly negotiated items that will be impacted in the process of moving to a compressed calendar.  At what point and how do we enter into negotiations with the unions, or get feedback from the union representatives?

3. What are the specific goals and objectives that we are trying to accomplish by adopting a compressed calendar? This should be the basis for the study. What other options are there that do not involve shortening the calendar?
4. How common is a 17+1 week academic calendar in higher education across the nation?

5. Is there any data for a semester as short as the proposed one?  The proposed semesters fit (with finals) into 15 week time periods.  Ohlone’s semesters (with finals) fill 16 week time periods.  Regardless, of if they are both technically considered “16-week” calendars by the state.

