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Charge

The Vanguard Subcommittee on Advising, a college-wide, cross-discipline think tank has met consistently since November 2003.

The charge to this committee was to utilize the best available practices to provide a comprehensive, collaborative, consistent, and standardized academic advising process for CCBC. The process will involve faculty, staff and students and will address varying student academic and non-academic needs, learning styles, and other non-cognitive variables, and incorporate technology. The model will be designed to provide consistent, standardized academic advising processes across the institution.

The subcommittee has been asked to extend its work and to expand the charge to assure that recommendations serve to create a mechanism that will allow for maximum synergy between the Enrollment Management and Counseling and Advisement functions.

Several taskforces were established to explore issues directly related to instituting a new CCBC advising architecture. The taskforces explored developing a new philosophy on advising, examined current practices, national models, technology, non-cognitive influences,  orientation practices and faculty workload. What follows are specific recommendations derived from these deliberations. This represents the first phase of the committees work, as we move now to discussions of phasing in implementation and creating the crosswalk mechanisms to assure appropriate communication to all stakeholders and the effective use of technology to support the infrastructure.

New Comprehensive Advising Philosophy

The Vanguard Sub-committee on Advising endorses the following advising philosophy for adoption. The Community College of Baltimore County, embraces a comprehensive, accurate and on going advising model that will assist students in becoming self-directed learners who effectively achieve their short and long term academic and personal goals.

Philosophy Description and Implications

CCBC is dedicated to helping all students achieve their career, educational, and personal learning goals, whether they are enrolled in a few courses to improve job skills or are earning a degree or certificate. CCBC’s advising model is comprehensive, flexible, and responsive to the variety of needs encompassed by its diverse student body.  This model aims to reduce student anxiety and confusion and to supply students with timely and accurate information to support their learning and success.

The model is an integrated system that incorporates technology to expedite processes.  In the advising process, students work with faculty and staff who serve as partners with students throughout their learning journeys, helping them achieve increased self-sufficiency as they achieve their academic goals.

This student-centered philosophy fosters advising alliances among students, faculty, and other college professionals.  These alliances develop through mutual trust, shared responsibility, and commitment to helping students identify, clarify and realize their academic, career, and life goals.  The student outcomes of the advising program are:

· To establish an academic plan and develop strategies to achieve educational goals

· To understand how courses relate to personal goals and chosen careers

· To maximize use of CCBC resources (faculty, staff, programs, and services)

· To persist in college until graduation and goal completion

The Committee’s Description Of The Ideal Advising Model

· Responsive to student needs

· Delineated based on purpose

· Capable of assisting students in identifying and achieving goals

· Comprehensive

· Seamless

· Ongoing and consistent

· Accurate

· College-wide

· Incorporates faculty

· Has significant buy in

· Provides clear communication and links to articulation opportunities

· Requires engagement at specific points

· Enables frontloading of resources and information
Committee Members

Dr. Alicia Harvey-Smith, Dean of Learning and Student Development

Dr. May Chen, Asst. Vice Chancellor Strategic Enrollment

Heather Hoerl, Secretary -Radiation Therapy Alice Moore, Academic Advisor 

Wayne Ching, Professor/Counselor/Advisor 

Dr. Karen Wallace, Professor /Counselor 

Beth Barker, Dean School of Justice

Teresa Bianco, Professor, Nursing Coordinator 

Theresa Carr, Director, Admissions, Records and Registration

Carl Cuneo, Professor, Mathematics

Karen Dalton, Associate Professor, Biology

David Erhardt, SIS Coordinator, Counselor

Dionne Johnson, Radiation Therapy Program Director

George Lavery, Professor, Director Student Success and Disability Services Center 

Dr. Donna McKusick, Sr. Director Developmental Education

Dennis Mitchell, Registrar

Maureen O’Brien, Director, Turning Point

Chris O’Kane, Sr. Director for Banner Applications and Data Base Management

Dr. Cindy Peterka, Dean of Learning and Student Development

Marlene Radich, Academic Advisor

Jean Rusnak, Academic Advisor

Dr. Dennis Seymour, Dept. Chair, Criminal Justice

Dean Marguerite Walsh, Dean, Intensive Training

Terry Wolfe, Coordinator of Automotive Technology

The subcommittee divided into several task-forces to explore current practices, models of best practice, developmental needs, faculty workload considerations, non-cognitive issues, orientation, career counseling and continuing education needs. What follows are taskforce reports and preliminary recommendations. 

The Model Unfolds

Advising Taskforce/Assessment of Current Practices

This taskforce assessed the current practices at each of the three campuses and made the following preliminary recommendations based upon their findings. 

Assessment of Current Advising Model

Recommendation: Adopt a clear consistent advising model college wide (split and shared model).
· Buy-in from faculty (matters of compensation, training, availability, and review must be addressed and clearly planned)

· Consistent participation from every program

· Adequate support in the summer months, and other peak advising times (January and Express Weeks)

· Clear procedural guidelines

· It is essential to utilize efficient and flexible part-time help during peak registration periods. 

Reception Desk

Recommendation: Utilize student aides in conjunction with full and part time college staff.

Orientation of New Students

Recommendation: There is agreement that the college needs a consistent model across the campuses. A Tri-Campus Orientation committee has been formed to develop a model to be implemented college wide with delineated and consistent outcomes.

Advising New Students

Recommendation:
· Adopt fully the process of admissions informing students of placement testing needs prior to sending them to testing. 

· Adopt initial transcript evaluation process for testing requirements being handled through the admissions office.

· Require that all new students must attend orientation before registering for classes. At Dundalk new students can register before attending an orientation, at Catonsville part-time students can register before attending orientation. We need a consistent college policy, which is clearly stated in the schedule of classes.

Advising Returning Students

Recommendation:
Returning students who are not in developmental courses, who are in good academic standing and who have declared a major should be seen by a faculty advisor. Each division or School can determine how the advisement logistics will be determined. It is recommended that this be a role assumed by full time faculty members.

Advising Students Placed in Developmental Courses

Recommendation:
· As a result of additional faculty involvement in advising, advisors are recommended to provide a more “intrusive” level of advising to this higher risk population of students.

· It is recommended that additional early interventions be provided, such as going into SDEV classes early in the semester, and coordinating GLP’s early in the semester.  
At the requests of the Chair, The Developmental Education/ Title III Advisory Committee discussed and formulated recommendations to the Vanguard Subcommittee on Academic Advising. The committee had complete consensus on the following:

1. All new developmental students (including any student placed in one or more developmental course) should be advised once (after assessment and before initial registration) and an additional time during the first semester. All returning developmental students should be advised every semester before registration until they complete all developmental courses. Advising beyond the initial time might be phased in over time, first targeting student placed in three developmental courses, then including those placed in two developmental courses, and finally targeting any student placed in a developmental course. 

2. The philosophy that should guide the advisement of developmental students is one that stresses educational planning, uses the web application of the graduated learning plans, and is intrusive the first semester. Continuity is key.

3. All students should work with an assigned advisor. These advisors, who may be both current advisors and developmental faculty, should be selected for their willingness and effectiveness in working with underprepared students. They should receive special training in working with this population. 

4. The advising will occur anytime, anyplace, anywhere. Small groups may be used to impart information; however, individual advising needs to be done one on one. 

The committee believes that the following are the most immediate steps for implementing this plan:

1. Making it a requirement for all developmental students to have an advisor’s signature in order to register. 

2. Refining the GLP process, studying the results, and then implementing it broadly.

3. Developing and delivering training for developmental advising. 

Advising Students on Academic Probation and Suspension/Dismissal

Recommendation:
Develop common forms and procedures to be used college-wide. There is a role for counseling with this population. A tri-campus committee to examine and define the role of counseling at CCBC is developing a specific plan to be submitted for review to the Deans of Learning and Student Development.

Advising Special Needs Students

Recommendation:
· It is recommended that each campus   have a full time specialist with support staff. (The staffing at Catonsville and Dundalk is not adequate).

Staffing

Recommendation:
· It is crucial to have sufficient part-time advisors available during peak registration times

· It would be preferable to have a full time clerical employee at the reception desk, supported by temporary hourly.

· There is a need for a counseling component to exist on each of the three campuses without primary advising responsibility, but with specific retention, intervention, and crisis functions, and advising support only during peak times.

· Increase advising support from faculty during peak times and throughout the academic year by strategically shifting students in good standing and who have declared majors to the academic divisions and schools as previously recommended.

The subcommittee on Assessment of Non-Cognitive Variables recommends the following:

1. Recommendation: CCBC should conduct a pilot project during the spring 2005 semester and fall 2005 to assess non-cognitive variables such as study skills, and motivation and attitudes about, perceptions of, and expectations of college.

2. Rational: Currently CCBC assesses academic skills for students entering college. From this experience students may get the impression that success in college only involves strong academic skills. In reality, students need to be motivated, need to have adequate study skills, and need to be informed about the requirements of higher education. 

3. Purpose: This assessment would provide an avenue for students and advisors to explore non-cognitive learning attributes and use this knowledge in the advising process. 

4. Instrument: The instrument used would be selected by a subcommittee of advisors from the three campuses as well as, the Learning Assistance Coordinators, using established criteria involving content, ease of use, and cost. The input and advice of the Test Center administrators would also be used. The instrument would be computerized and instantly scored. It is recommended that the expense of the instrument be assumed by, the Office of the Vice-Chancellor for Learning and Student Development. 

5. Interpretation and storing of results: The subcommittee would develop a protocol for interpreting the tests and storing the results so that confidentiality is insured. 

6. Implementation: During the pilot, students would be provided the option of taking the non-cognitive test during the time that they were being administered placement testing in the spring of 2006, a recommendation would be determined from the subcommittee involving the permanent use of the instrument for all students. 

Identification of Models of Best Practice

The taskforce on the identification of models of best practices both locally and nationally make the following recommendations, which have been endorsed by the full committee.  The following eight recommendations are based on two sources of research:  results from the Advising Survey conducted by our Vanguard Subcommittee Taskforce, along with conclusions from national data compiled by Noel Levitz, What Successful Institutions Are Doing to Meet Their Enrollment Projections – 2003 – 2004 Workshop Series.

These are the key elements of an effective advising model based upon national advising research:

1.
Well-defined faculty component.

2. Cost-effective use of staff to meet student needs.

3. Structure for collecting and disseminating accurate and timely advisement information.

4. Effective use of technology.

5. Training based on advisor role and level of expertise.

6. Ongoing evaluation.

7. Incentives for faculty advisors.

8. Supportive administrative structure.

Recommendations:

1. Adopt the Split Model that is the Habley Organizational Model recommended by Noel Levitz.

As per the charge of the Vanguard Subcommittee on Advisement, the Split Model allows for a comprehensive, collaborative, consistent, and standardized advising process – a process that involves faculty, staff, and students and addresses varying student needs.  
The model uses faculty and staff to appropriately address the needs of students before and after the selection of major.  It includes an advising office for specific groups of students, e.g., undecided, under-prepared, and those on academic action, along with a clear faculty component for students who have selected a program of study.  Noel Levitz data suggests a shift among 2-year public institutions from the Self-Contained Model to the Split Model.

2. Use the Teitelbaum Model as the conceptual basis for staffing the three areas of student needs in the most cost-effective way.  

The Teitelbaum Model offers a cost-effective framework for how to match the different advising needs of students with the appropriate advising approach and level of advisor expertise.  

· Information needs may be satisfied through printed material, the college website, group advising, and peer advisors.

· Academic planning needs, e.g., ways to meet general education requirements, degree audits, and course selection and scheduling, may be satisfied through the college website, and peer and paraprofessional advisors.

· Consultative advising needs, e.g., defining academic and career goals, managing program of study issues, choosing a major, becoming successful after placement on academic probation, etc., may be satisfied through one-on-one advising with faculty advisors and professional advisors.

3. Create an adequate structure for collecting and disseminating accurate and timely advisement information.  

Especially at a multi-campus college where information is generated from many sources, this is essential.  Information needs to be consistent across the college.  Without the necessary access to information, students are less able to become self-sufficient, as articulated in the Subcommittee’s comprehensive advising philosophy statement.

4. Strengthen technology so that it is a legitimate, user-friendly alternative for students to access advisement information, e.g., online advising, degree audits, transfer articulation information, etc.  

The college needs to make this a top priority.  User-friendly technology is a cost-effective alternative in this age of shrinking college budgets.    

5. Use the Integration Model as the conceptual basis for differentiating the three content areas of training.

Training needs to be an essential element of the advising model.  Since the needs of inexperienced advisors are quite different from those of experienced advisors, design training sessions accordingly and conduct separately.  

These are the necessary training areas:  
· Informational skills, defined as those things an advisor must know, e.g., policies and procedures.

· Conceptual skills, defined as those things an advisor must understand, e.g., interpretation of test results.

· Relational skills, defined as those behaviors an advisor must practice/perform in the advising interaction, e.g., interviewing skills, rapport-building skills, listening skills, questioning skills, etc.

6. Ensure evaluation as an essential element in the process.  
With appropriate training, it is reasonable to make evaluation a requirement.  There should be both a formative component, i.e., feedback for self-improvement, as well as a summative component, i.e., input for personnel decisions.
7. Offer appropriate incentives for faculty advisors.  

Incentives encourage participation and a commitment to the effort.  Examples include accommodations in teaching load, consideration in merit pay, promotion, and tenure decisions, along with appreciation luncheons and special awards for advisors.

8. Create an effective administrative structure to support the new advising model.  
It is recommended that each campus must implement the same practices. Consideration should be given to some level of institution-wide coordination through the learning and student development divisions for consistency in campus delivery methods. This will allow direct access through a campus-based infrastructure that will allow direct communication, consistent implementation of processes and assessment. 

Faculty Workload Taskforce 
The subgroup on “advisement as part of faculty workload” makes the following recommendation, as part of our movement toward a comprehensive advisement plan for CCBC.CCBC should increase faculty involvement with the academic advisement of students through expanded recognition efforts that include the following:


Recommendations:
· Certifying the mastery of advisement “general knowledge” after completion of structured advisor-training workshops.

· Documenting advisement participation in terms of #’s of students advised (“pilot” program to match returning student names to faculty advisors) or #’s of hours spent advising (at centralized locations during high demand periods). 

· Compensating faculty participants through the offering of “modest” stipends, or shifting of other roles and responsibilities.

· Highlighting academic advisement work on revised performance evaluation forms for faculty.

· Establishing a solid core of full-time faculty from each division/school, to serve in this capacity, and upon completing training, train other faculty in this critical institutional role.

Next Steps

The Vanguard Subcommittee on Advising has successfully completed the first phase of its work, which involved a detailed analysis, study and preliminary recommendations. The committee's work will continue as we: 

· Explore effectively connecting the enrollment management functions to the process,  

· Expand and coordinate a college-wide orientation experience with defined outcomes, 

· Link continuing education and career counseling components for students who need guidance in major selection and career exploration.

· Develop full implementation timeline.

Preliminary Model Components

The Matrix:

Phase I       (Analysis and Recommendations)

1. Adoption of New Advising Philosophy

2. Adoption of Committees Recommendations relative to:

· Who advises whom

· Structural alignment

· Faculty Role

· Student Services Role

· Orientation Role

3. Extensive communication to college community to generate further buy in. 

Phase II     (Implementation and Refinement)

1. Examine Budget Considerations

2. Realignment or development of structures to support implementation

3. Create a communication structure with appropriate feedback mechanisms to link the enrollment management functions

4. Examination of Technology (CAP) and Other Considerations

5. Further exploration of role of career counseling and more closely aligning it with counseling and advising roles and infusing continuing education support 

6. Request Institutional Research Office to provide a detailed breakdown of various student groups to be assigned. 

7. Request technology support to develop program to identify, block, and assign students and generate letters as needed.

Phase III

The third and final phase of the projects' implementation will involve full Implementation and the continuous assessment of its outcomes.

Summary
The Vanguard subcommittee on advising has worked very hard over the last seven months to examine and explore our current practices, national models and other critical information to deliver to the college our first series of recommendations. The recommendations are grounded in the literature and have a solid conceptual framework. We believe that they are also realistic given our current structure, with strong consideration given to how we might best evolve. The next report, with an anticipated release date of July/August 2004 will lie out further logistics regarding alignment, logistics, and stakeholder roles. 

Please share this document widely, discuss it broadly and provide any and all feedback to the committee for further discussion, as we weigh and consider strategically implementing, this critical system as a vital step in the success and learning of all CCBC students.  

Proposed Timeline 

Vanguard Council on Culture and Architecture

Committee Guidelines 2004-05

Academic Advising Tasks

1. Develop a detailed plan for how CCBC can implement faculty advising.  Include  how students/advising load will be assigned to faculty, what types of training needs to occur and when, a proposed budget and a method to pilot the new proposal in fall 2005.

2. Request data from the Planning, Research, and Evaluation (PRE) office, submit detailed request in writing. Include exact or estimated data (enrollment figures, etc.)

3. Chair will meet with the Senior Leadership Team to review feasibility of the plan by February 2005.

4. Submit the plan to College Senate by April 2005.

5. Meet with Senate in May/June to answer questions.

6. Meet with academic deans to identify faculty to participate in fall 2005 pilot.

7. Pilot implementation August 2005.
Reaction To Preliminary Recommendations and Things To Consider:

1.

2.

3.

 4.

The Advisor is:

Timely, Holistic, Empowering,

Appropriate, Developmental, Visionary, Integrated, Success-driven, Optimistic, Realistic
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