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Task force charge:  To recommend administrative structures that will help professional and graduate programs thrive and attract students to Southern Oregon University.  

Members of the task force: Paul Adalian, Lee Ayers, John King, Donna Lane, Greg Pleva, Jeanne Stallman 
	


Approach
The task force began by identifying assumptions about the role of graduate and professional programs at SOU and describing their current status.   Before determining recommendations for new configurations to support graduate programs, the taskforce felt it needed to describe administrative functions that are necessary to maintain and grow graduate and professional programs, and if these functions are best provided at the program or centralized level.  Lastly, the taskforce enumerates three possible options for managing graduate and professional programs and provides general recommendations.  

Assumptions
1) Graduate and professional programs are essential to helping SOU achieve a fiscally viable and sustainable enrollment mix. 
2)  Graduate and professional programs have additional administrative burdens associated with the imperative to be responsive and/or accountable to external constituencies (potential employers, accrediting bodies, etc.)
3)  Graduate and professional programs currently expend significant resources (time, energy, finances) to serve existing students and constituencies, which we are calling “program maintenance tasks”.  This limits their ability to engage in activities that help those programs grow and/or develop new programs, which we are calling “program development tasks”.  (See Table 3)

Current Graduate and Professional Programs at SOU
Graduate enrollment at SOU has increased 24% over the past five years.  Over the same period of time, four new graduate programs have been added, two programs reinstituted, and four new certificate/license options added within existing programs.  The tables below provide a snapshot of current programs and their relative sizes. (All SCH figures are drawn from prioritization reports.  Although these numbers contain some inaccuracies, they at least provide a common basis for comparison).  More detailed information about each graduate program can be found in the Graduate Programs Guide attached to the Graduate Studies Moodle site).

Table 1: Graduate Programs by SCH
	Graduate Program
	2007-8
	2008-9
	2009-10
	2010-11
	2011-12
	% total (11-12)

	MAT (teaching)
	7915
	7618
	6810
	6107
	6300
	35.3

	MED (education)
	1346
	2737
	2772
	2469
	2902
	16.3

	Special Education
	965
	1390
	1338
	1621
	2338
	13.1

	Mental Health Couns.
	2025
	1538
	1710
	1898
	1993
	11.2

	MIM (management)
	687
	929
	909
	1330
	1380
	7.7

	MBA (business admin)
	858
	908
	802
	1424
	941
	5.3

	Theatre
	489
	705
	708
	621
	646
	3.6

	Environmental Ed
	138
	233
	381
	482
	457
	2.6

	Spanish Lang Teaching
	11
	84
	371
	301
	488
	2.7

	MIIS (interdis studies)
	0
	0
	344
	477
	166
	0.9

	French Lang Teaching
	0
	0
	0
	0
	174
	1.0

	Applied Computer Sci
	0
	0
	0
	26
	29
	0.2

	Applied Math
	0
	0
	0
	0
	14
	0.1

	Music Performance
	0
	0
	0
	0
	0
	0

	SOU Total
	14,434
	16,142
	16,145
	16,756
	17,828
	100



Undergraduate Professional Programs may lead to a professional license or certificate, and/or directly 
prepare students for specific professions. 

Table 2: Undergraduate Professional Programs by SCH
	UG Professional Program
	2007-8
	2008-9
	2009-10
	2010-11
	2011-12
	% total (11-12)

	Criminal Justice
	4518
	3763
	3895
	5155
	6519
	

	Elementary Education
	426
	1282
	2127
	2119
	2073
	

	Health & Physical Ed.
	1295
	1354
	1671
	1575
	2033
	

	Early Childhood Dvlp
	534
	540
	527
	662
	619
	

	Outdoor Adventure Ldr
	0
	0
	55
	782
	667
	

	Business Administration
	
	
	
	
	
	

	Applied Science Mgmt
	
	
	
	
	
	

	SOU Total
	
	
	
	
	
	




Administrative Functions Necessary to Effectively Administer Professional and Graduate Programs
Running and developing graduate and professional programs requires work not typically associated with undergraduate programs.  Because SOU is predominantly oriented towards undergraduate education, much of this work has historically been under-recognized and under-supported.  To help make this work visible to the institution as a whole, it is helpful to distinguish between what we are calling program maintenance and program development functions, defined below:  

· Program maintenance functions:   These are tasks that require significant expenditures of time, energy or other resources in order to effectively run existing graduate and/or professional programs. Many of these arise due to the unique nature of graduate and professional programs and, thus, are often unrecognized or under-supported by an institution predominantly oriented towards undergraduate education.  Part of the goal in articulating these functions is to help make these ”workload costs”  visible to administrators and faculty not well acquainted with all the “behind the scenes” work that goes into running graduate programs and, as a result, build a compelling case for increased support.  

· Program development functions:  These are tasks associated with growing existing programs and/or developing new programs to meet regional or industry specific needs and opportunities.  Part of our contention is that existing program coordinators, faculty and staff are so immersed in program maintenance tasks that little opportunity exists to engage in the types of development activities necessary to further develop and/or grow new programs.  If the institution is committed to increasing graduate and professional program enrollment, greater administrative support is needed for either or both of these types of tasks.

   Table 3: Distinguishing between Program Maintenance and Development Functions
	Program Maintenance Functions
	Program Development Functions

	· Administration of practicum experiences:
o   Solicit and arrange field based placements
o   Supervise students in field placements
o   Evaluate and improve placement experiences and procedures (such as by providing training for community based personnel and organizations where practica occur)
· External accreditation activities:
o   Continuous program evaluation and review
o   Ongoing student performance evaluation
o   Annual reporting requirements
o   Periodic program reviews, site visits, etc.
·  Program specific application/admissions
· Activities to support student retention
· Conduct program orientations
· Cohort building and maintenance activities
· Evaluate prior learning assessments
· Liaise with external funding bodies
o   Establish externally funded scholarships for program students
	· Liaise with external constituencies:
o   Conduct industry specific needs/opportunity assessments
o   Evaluate sufficiency and currency of existing program curricula/outcomes
· Develop flexible (i.e. non-degree) options for continuing education/professional development:
o   Industry specific, skill-based certifications
o   Flexible scheduling options (1 credit courses, non-credit bearing workshops, modularized curricula, etc.)
· Marketing:
o   To potential students and industry partners
· Liaise with external funding bodies:
o   Develop collaborative grants (eg. Southern Oregon Success initiative)
· Liaise with external accreditors
· Establish credit for prior learning parameters




Questions Considered

1.  Which functions are best accomplished at the program level?
Admissions 
· conduct candidate interviews and review of files
· make admissions decisions
Marketing 
· provide program specific content for centralized marketing office
Program specific student orientation 
Verify program completion
Budgeting for program personnel
Outreach to industry specific community partners to facilitate program awareness, improvement, and evaluation
Administration of practicum experiences
External accreditation activities
Activities to support student retention
Conduct program orientations
Cohort building and maintenance activities
Evaluate prior learning assessments

2.  Which functions are best accomplished at a more centralized level?
Academic policy setting
Admissions
· receive transcripts and other paperwork
· process admissions decisions made by programs
Marketing
· develop marketing strategies that address program goals
· develop processes and infrastructure needed to operationalize marketing strategy
Orientation to grad studies at SOU
· maintain and distribute Graduate Student Handbook
· provide f-t-f orientation regarding financial aid, student services, etc.
Establish dedicated point person for graduate/professional programs within Admissions, Financial Aid, and ESC
Provide logistical support for outreach to community organizations/industry partners
Provide outreach beyond immediate/current departmental partners, to identify and develop new partnerships that may be cross existing departmental lines
Verify degree completion 
Budgeting for marketing, grants, external funding, and scholarships
Coordinate graduate assistantships
Alumni outreach
· maintain active database with accurate contact and employment information
· administer and analyze periodic surveys (with specific content provided by the programs)
· connect program alumni to extra-departmental events and activities
Processing international student application

3.  What administrative structures would best support successful program maintenance and program development?  Which of the “centralized functions” listed above should be assigned to existing positions/structures?  Are there new positions/structures needed to assume any of the remaining functions?

Three Options for Administering Graduate and Professional Programs

Option A: College of Professional and Graduate Studies 

This college would be similar to CAS, with departments and programs.  
The new structure:  Dean > Associate Dean > Professional Chairs (admin) > Coordinators
Question: Could programs and not departments move to the College? 

Table 4: Advantages and Disadvantages of a College of Professional and Graduate Studies
	Advantages
	Disadvantages

	· Good marketing name, new image
· Balances size/power between CAS and other College
· Opportunity to reinvest any salary savings into the programs (need commitment to this!)
· Good for recruiting more students to graduate programs
· Dedicated dean for graduate programs
· Opportunity to deepen existing community relationships and develop additional community partnerships via the higher level of attention given to them

	· Resulting school so big that program coordinators still end up doing functions that should be centralized
· Departments might push back against being moved into Prof/Grad School
· Disruptive of those existing programs that are functioning well
· Indirect way of addressing problems within specific programs or units
· Challenges faced in separating programs from departments (pre-med, pre-engineering, forensics etc.)
· One dean for disparate undergrad programs
· Questionable whether one dean can be deeply familiar with and articulate about the nature, needs and opportunities of such a wide range of professions. These are essential for being an effective advocate, innovator, and credible collaborator with community/industry partners.





Option B: Develop a Centralized Office for Professional and Graduate Program Support 

This new structure would create an administrative support office responsible for shared program support tasks, as a parallel structure to existing structures.

Table 5: Advantages/Disadvantages of an Office of Professional and Graduate Program Support
	Advantages
	Disadvantages

	· A single person or office can be held responsible for centralized activities
· Frees individual programs from burden of administrative duties that should be centralized
· Designated duties will receive greater focus and priority
	· No savings to support centralized staffing
· Additional staffing costs



Option C: Leverage and Empower Current Structures and Positions

This new structure would provide more focused job descriptions, performance expectations, support, and performance evaluations for the positions below (with accountability to ensure that assigned responsibilities are fulfilled):
· 
1

· Dean of Graduate Studies
· School/College Deans
· Program Coordinators
· Director of Marketing 
· Grants Director
· Graduate Council


Table 6: Advantages and Disadvantages of Empowering Current Structures and Positions
	Advantages
· Separate deans allow for greater awareness of and responsiveness to industry specific needs and opportunities.
· Strong existing relationships with community partners in different industries.
· More targeted use of external funding 
· Least disruptive of existing programs
· Recognizes the current context of institutional fatigue and frustration (is the time right to undertake another major reorganization and do it well?)
· Takes advantage of recent administrative hires in marketing, grants, Dean of Graduate Studies, etc.
	Disadvantages
· Existing positions don’t have graduate/professional programs as a priority with other duties
· Ready for growth?
· Lack of sufficient funding





Final Recommendations:

1)  Survey the people directly involved in running and teaching within graduate and professional programs in order to build legitimacy and avail ourselves of distributed expertise and experience.  

2)  Invest any salary savings to encourage growth and development of graduate and professional programs.
Examples:	
· marketing
· remissions
· internships
· graduate assistants

3)  Examine the composition of deans. What is the right number of Deans and Associate Deans for the university as a whole?

4)  Prioritize new administrative hires to support growth in graduate and professional programs.

5)  Any practices and structures should be clearly aligned with evidence-based practice standards.

6)  Whatever structure we adopt, we must continuously integrate, prioritize, and coordinate activities across programs and/or structures.  Particularly for graduate and professional programs, external realities are constantly changing and our programs and structures must be adaptive and responsive.  

7)  Promote accountability.  Administrators should prioritize and be accountable for job functions associated with graduate and professional programs

Example:  Get involved with the Graduate Council 
Charge from the Faculty Senate Bylaws, 1.233 (f)
“The Graduate Council shall establish the composition of the graduate faculty and recommend policies related to graduate curriculum and programs.”
The Faculty Senate appoints six faculty members. The Student Senate may appoint a student member.
Ex officio: Director of Graduate Studies, Associate Provost for Curriculum, school deans, and coordinators of graduate degree programs.
