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Scope of the AA Structure Task Force Charge

The initial charge of the AA task force on structuring was interpreted broadly by the committee to include concerns about the location within Academic Affairs of ancillary units that were instruction-related but were not directly part of an existing college or school (e.g., Library, Southwest Riverside County operations, the Faculty Center, Global Education, First Year Programs and many others).   Our review found multiple inconsistencies between these unit’s responsibilities and their levels of reporting authority within AA, but that these inconsistencies were often dictated by factors (e.g., budget constraints, formal requirements from the Chancellor’s office, workload exigencies) that were not amenable to change.  The task force thus makes no recommendations regarding the protocols for organizing ancillary, instruction-related services within AA in order to focus on units that fit the definitions described below.

Definitions Used by the AA Structure Task Force

The AA task force’s recommendations on appropriate terminology for academic units that generate FTES took into consideration the factors associated with such terminology.  Both within the university and to external bodies, terms such as ‘college’ and ‘school’ serve to indicate multiple organizational factors including:  1) the extent that the activities of the unit have been vetted by the faculty through the Senate or College governance processes, 2) the location of the unit within both faculty governance
 and administrative reporting (e.g., whether there are Senators from the unit and where the unit would fit in an AA organizational chart), 3) the evaluation obligations of the unit (e.g., to WASC), and 4) the obligations of the unit within personnel actions (e.g., RTP).  The task force also recognizes that the terms used to describe an academic unit have important public-relations impact on how the status of the unit is perceived by future students and users, employers, external accrediting organizations and the like.  The task force feels that the organizational factors are of primary importance within the question of the structure of AA, but acknowledges the public-relations value of the 'school' terminology in its recommendations (below).

University: 

1. A larger institution of higher learning that encompasses such academic entities as colleges and/or schools, institutes, and graduate and professional schools/programs.

2. It has an administrative structure (president/chancellor, provost, vice presidents, directors), support staff, teaching faculty, and governance. 

3. A university will also have a research component involving faculty in contrast to some colleges (especially community colleges) that focus on teaching.

College: 

1. A college is a sub-unit of a university, part of the organizational structure with its own distinct leadership and governance structure.
2. It consists of subgroups of related academic departments or programs offering degrees or credentials, organized for efficient resource usage and efficient and equitable governance.

3. Through its colleges, the university shall grant baccalaureate degrees, and graduate degrees.

School not housed within a College: 

1. A school functions in the same way as a college, with the difference being that a school is more specialized than a college in that it offers a single degree or a distinct cluster of closely related degrees. A school may focus on nursing or law but would not have as many degree offerings as a college of Natural Sciences, which may have Physics, Chemistry, Biology, Ecology, Earth Sciences, and others. Typically schools are professional programs with distinct accrediting standards.
Principles for Changing the Organizational Structure of Academic Affairs

Goal of Organizational Structure

The goal of the organizational structure is to facilitate people performing their duties and responsibilities in an effective and efficient manner in achieving the overall mission of Academic Affairs.

Signs When an Organizational Change Might be Needed

· Decision making is dysfunctional due to differences in values and perspectives. 

· Decision making is delayed. Decision-makers are overloaded and/or information is not reaching the right people.

· The current organization does not respond in an innovative manner to a changing environment.

· A different grouping would allow better synergy due to common interests, purposes, and values, creating an increase in cohesion in the unit.

Principles to Consider When Changing the Organizational Structure (Creating, Merging, Splitting or Transferring Units)

· Any change in the organizational structure needs to be consistent with the mission, vision, core values, and goals of Academic Affairs. 
· The organizational change needs to be consistent with the Division’s human, fiscal and physical resources. There must be sufficient fiscal resources to sustain the new unit(s) and the change should produce a net positive benefit for the entire division.
· The organizational change should result in a more effective and efficient decision making and operation in terms of effective communications, coordination and integration of efforts across and within units.
· The organizational change should provide for clear authority, responsibility and control/accountability. 

Academic Affairs Structure: Process for Structuring Academic Units
Proposals

Proposals for the creation, merger, split, transfer or abolition of departments
 or schools or colleges may be initiated by departments or schools or colleges, faculty members, or administrative officers of the university. The proposal is written justification based on the Academic Affairs Principles for Structuring. The proposal shall address employment options, informed by the Memorandum of Understanding, for the affected tenured and probationary faculty and for permanent staff. __________________________________________________________________________________________________________________________________

Create

The appropriate administrator may hire an outside consultant to prepare the proposal when sufficient expertise in the subject matter is deficient internally.

↗   To AALC                                                       ↘

 Initiator 




        To Provost







               ↘   To Senate BLP → To Academic Senate  ↗   

__________________________________________________________________________________________________________________________________

Merge 










↗   To AALC  


             ↘

Initiator → To Schools or Colleges affected → Faculty Vote → To Deans affected                                                        

         
   To Provost











↘   To Senate BLP → To Academic Senate   ↗ 

 _________________________________________________________________________________________________________________________________            

Split











   ↗   To AALC  


                ↘

Initiator → Faculty in splitting units vote → aggregate School or College vote recorded →To Dean 




     
       To Provost











                   ↘   To Senate BLP →To Academic Senate   ↗

__________________________________________________________________________________________________________________________________

Transfer 

Initiator → To Schools or Colleges affected → Faculty Vote → To Deans affected → To Provost

__________________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________________

Abolish










                        ↗   To AALC  


                ↘

Initiator
 → Faculty in affected units vote → School or College faculty vote →To Dean 




                     To Provost








                                                     ↘   To Senate BLP →To Academic Senate ↗

__________________________________________________________________________________________________________________________________

Faculty Vote
For any change requiring a faculty vote, faculty (individually or as groups) may provide written rationales that accompany the delivery of the voting results to the next level. 

Timeline

The initiator may start the process at anytime during the Academic Year. The timeline clock stops temporarily during Winter break and Spring break. The clock resets between the last day of classes for Spring semester until the first day of classes Fall semester. In the event the Senate does not receive the proposal in time to have both a first and second reading, the timeline for Academic Senate starts at the beginning of the next Academic Year.




                         AALC  


        





   ↗   60 days


 ↘

Initiation →     faculty     → Dean 




      Provost


          60 days
14 days   ↘ Senate BLP → Academic Senate ↗





          45 days                  60 days

Recommendation
The Ad Hoc Program Review Committee (AHPRC) procedures referenced in footnote 4, includes the wording  “ the AHPRC will take additional guidance from the CSU Policy on Discontinuance of Academic Degree Programs.” The CSU Policy requires each campus to have a Policy on Discontinuance of Academic Degree Programs, which CSUSM has not yet formulated. We recommend the campus develop this policy.

� When a new unit is formed, it is the responsibility of the Academic Senate to determine the new unit’s representation.


� The creation, merger, split or transfer of a department within an existing school or college is handled internal to that entity.


� If the process requires a curriculum change, the proposal is sent to the University Curriculum Committee (UCC) concurrent with Budget and Long-Range Planning (BLP) review.


� The Program Assessment Committee (PAC) of the Academic Senate may initiate the formation of an Ad Hoc Program Review Committee (AHPRC) when “the PAC finds that the Program Review report fails to document satisfactory program viability.” Thus the PAC may be the initiator, and the process outlined in Appendix C of the PAC policy on Program Review will be followed.
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