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Compendium

Constituent Committees

Senates/Councils

Standing Committees

Operational Work Groups

Task Groups*

*Not listed due to the temporary nature of Task Groups



Definitions

•A constituent committee is governance 
body composed of representatives from the 
four constituent groups*, delegated by CGC 
to consider, investigate, recommend, or 
report on College-wide matters.

Constituent Committee

*Associated Students, Academic Senate, Classified Senate, Management Council



Definitions

• An elected, appointed, or ex-officio governance 
body that recommends, advocates for, and 
addresses matters of interest to their members in 
alignment with the College Mission, Vision and 
Values. (CGC, Academic Senate, ASSC, Classified 
Senate, Management Council, Executive Council)

Senate/Council



Definitions

•A sub-committee of a Council or 
Senate created to focus on 
specific matters.

Standing Committee



Definitions

•A non-governance group created and 
led by the President or a VP (or 
designee) that carries out an ongoing 
function or institutional need.

Operational Work Group



Definitions

• A short-term group created and charged by a 
Constituent Committee or Council/Senate, that 
carries out a specific task. Task Group members 
are approved by constituent groups. (Task 
Groups are not listed in the Compendium.)

Task Group
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Constituent Committee Flow

Step 1: Review 
rotational constituency-
based membership and 

committee charge

Step 2: Address issues 
in accordance with 
charge and work on 

solutions

Step 3: Share draft 
solutions out with 

constituency groups

Step 4: Finalize 
recommendations from 

the committee

Step 5: Bring first read, 
(optional second read), 
and action item to CGC 

for vote

Note: Operational Work 
Groups and Task Groups 

Report out to the 
President, VPs, or  

Constituent Committees



Senate/Council Flow

Step 1: Review rotational 
membership and council 

charge

Step 2: Address issues 
and work on solutions

Step 3: Share draft 
solutions out to 

constituency groups as 
needed

Step 4: Bring 
recommendations from 

your committee to 
Senate or Council for 

vote

Step 5: Bring 
information/update item 

to CGC

Note: Standing 
Committees Report out 
to Senates or Councils



2021-0428 
Climate Review Task Group Recommendations to College Governance Council 
 
Refresher 
The Climate Review Task Group (CRTG) was formed by CGC to 

• Review the McPhail Group Report and its Recommendations 
• Assess whether we fulfill the recommendations 

• If so, which now and which later, given the pandemic 
• Assess whether further climate review efforts are needed, such as, engaging an external 

consultant to conduct a campus wide climate survey 
• Bring all recommendations to CGC 
• Disband after work is complete 

 
Status of Review 
The CRTG decided to review the recommendations in phases and in the order presented in the 
McPhail report. We have already completed Phase I, the recommendations to District 
Chancellor, and brought our recommendations to CGC. The President took those 
recommendations to the Chancellor. 
 
Now we are working on Phase II, our review of the seven (7) Recommendations for the 
President. At this time, we are bringing our conclusions and recommendations to CGC with 
regard to the first four of seven items. We will continue to review the remainder of the 
recommendations and bring our reports and findings to CGC as we complete each phase. 
 
Recommendations 
The CRTG recommends that we move forward with recommendations made in the McPhail 
report to the President, numbers one through four. We have provided some notes/thoughts in 
italics for each recommendation to help the CGC and the President fully understand the intent 
behind these recommendations and to offer suggestions for how these recommendations are 
realized. 
 

1. Restore and evaluate a reasonable model for participatory governance at Skyline 
College. Lead the constituent groups in a process of sharing the expectations of 
participatory governance at Skyline College. 

• CRTG recognizes the need of our Participatory Governance model to reflect the 
values of the Skyline community. We stress the need to hear from all constituency 
groups before major decision-making. We recognize that the Participatory 
Governance Task Group (PGTG) is in process of shifting governance to a more 
accessible and transparent model. We recommend the President continues to 
work with the PGTG, using an equity-minded lens to examine the existing 
committee structure (i.e., term limits, definitions, process). 
 



2. Evaluate the college’s student success agenda to ensure that the college measures 
equity outcomes for all students. (Disaggregate the data to review achievement 
disparities among different subpopulations of students). 

• Toward this effort and since this McPhail Report, the President directed the 
Planning, Research, and Institutional Effectiveness (Office) to create dashboards 
for public and faculty access to customizable data. In addition, our Planning, 
Research, and Institutional Effectiveness (PRIE) office has made a number of 
presentations to help remind the community that it provides a service to our 
campus for research and data analysis, and is available for customized data 
projects. Project leaders are tracking our Comprehensive College 
Redesign/Guided Pathways/Promise Scholars implementation, and continue to 
assess outcomes for student completion and graduation rates for hyper-
marginalized groups. We recommend providing annual status reports on the 
institutionalization of these efforts, as the redesign project winds down. We also 
suggest surveying our students annually determine how the redesign is impacting 
students and what ongoing support systems for our students are needed to 
improve retention and completion. 
 

3. Determine the reasons why employees feel that Skyline College does not support 
conversations about race. (This discomfort carries negative effects on the campus 
climate.) 

• We are interested in deeply understanding the culture and climate of the college, 
which will help us determine the reasons why employees feel that conversations 
about race are not supported. The McPhail Group reported that there exists a 
negative climate at the college. We recognize that everyone is in a different place 
of understanding. We want to be an institution of interrogation and critical 
inquiry with a spirit of learning and building awareness. We are working toward 
all of us understanding that this is a personal journey in finding our own agency 
in doing this work. We want the campus to engage in ongoing learning and 
inquiry as opposed to trainings that imply the work ends. We want to ignite an 
intrinsic urgency to learn to build community, understanding and a common 
language. As a campus we have invested on learning the pedagogy of Intergroup 
Dialogue, that has the potential to create a common language to enable 
dialogue on the difficult subjects, including about race. We are also hoping for a 
new sense of collegiality and collaboration among all equity advancing groups. 
 

4. Build a sense of family, and of shared goals among and between all stakeholder 
groups. To be heard and engaged is deeply desired by faculty, staff, and students. (The 
new president can quickly demonstrate “caring” by listening well, sending a succinct 
vision, and setting the tone of inclusiveness, openness, and participatory decision-
making.) 

• We suggest increasing togetherness to learn about each other. Can we create the 
space and time to allow this to happen in an inclusive way? What are we doing to 
connect people, to get to know each other, and have fun together? How do we 



build relationships so that we have a deeper understanding of and respect for 
each other’s cultures and ethnicities, to help unroot us from White Supremacy? 
How do we ground these activities to support implementation of Intergroup 
Dialogue, as a reflection of our mission and vision and to sustain a culture of 
shared values? 
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3300 College Drive, San Bruno, CA 94066 TELEPHONE (650) 738-4111 WEBSITE www.SkylineCollege.edu 

March 17, 2021 
 
Dr. Dianne Van Hook, Chancellor 
CC: Diane Rausch 
College of the Canyons 
26455 Rockwell Canyon Road 
Santa Clarita, CA 91355 
 
 Re: Letter of Interest for IEPI 
 
Dear Chancellor Van Hook: 
 
I submit this letter of interest on behalf of Skyline College in the San Mateo County Community 
College District (SMCCCD) for technical assistance under the Institutional Effectiveness 
Partnership Initiative (IEPI). We had an excellent experience with the IEPI PRT team as we 
launched our Equity Institute. We are interested, now, in having assistance with our climate 
review work and our anti-racist initiatives. Please consider our application for technical 
assistance below. 

 
1. Institution name: 

Skyline College, San Mateo County Community College District (SMCCCD) 
 
2. Description of areas that your institution is doing well: 

As a new president, I have been on a delightful journey, learning everything I can about 
Skyline College since August, 2020. We have one overarching initiative that covers the work 
of the entire college: The Comprehensive College Redesign. This was envisaged by my 
predecessor, Dr. Regina Stanback Stroud. It is a sweeping initiative dreamt prior to the 
Guided Pathways initiative. We were ahead of our time, and have since seamlessly integrated 
Guided Pathways into the Redesign project. The redesign integrates functions of the 
Academic Senate, Instruction and Student Services, with the focus on improving completion 
and retention for our hyper -marginalized populations. Our pathway and meta major mapping 
work are nearing completion. We also moved forth with the Promise Scholars Program as an 
integrated part of the redesign effort, which is now producing data showing remarkable 
completion success. Two-year completion rates have tripled for first time full-time students 
from 4.5% to 19%, and 50% of three-year plan students are on track to graduate. We are also 
excelling in the roll out of a new Dual Enrollment Program which has doubled enrollments to 
an anticipated 2500 in Fall, 2021, and our persistence and retention rates are solidly over 
92%. Both the Promise Scholars Program and our Dual Enrollment Program have been  
adopted by the District to scale across our other two colleges. Skyline College has been a 
long-time innovator within the District. I intend to keep our reputation as a first-mover in the  
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District alive and well, as we set the example for innovative approaches to student programs 
– and now, potentially, as a leader in climate improvement.  

 
3. Description of your institution's areas of focus for PRT or Mini-PRT assistance that 

will help advance your institutional effectiveness even more. Previous visits to 
institutions have addressed diverse topics such as enrollment management, student 
learning outcomes assessment, integrated planning, fiscal strategy, technology 
applications, and professional development. 
Our area of focus for PRT assistance is laying a strong foundation for a sustainable healthy 
climate. As the new college president, I personally surmise that with the intense focus on 
student success and innovation in the last five years, we may have lost some focus on the 
caring of our people and the college climate. Our hypothesis is that the climate of our college 
and our active antiracism efforts intersect and work together to transform us as a community 
of the people. As such, we would like to launch the People’s College Initiative (PCI). PCI 
will focus on creating a healthy climate at Skyline College. We believe the key ingredients to 
transforming our climate into a healthy college and workplace experience is three-fold: (1) 
Having a robust participatory governance process that people trust and believe in, rendering 
open and transparent decision-making a way of life at Skyline College. We will work to 
provide the structure and practices needed to ensure all voices are heard, and that the people 
and students of Skyline College actively work together to shape its future; (2) Creating an 
antiracist culture that embraces campus wide training, practice, and action toward becoming 
an antiracist college; and (3) Engaging in regular climate review in order to measure our 
transformation in becoming a true institution of the people. We will measure success by the 
existence of a broad-based understanding of how our college functions as a democratic 
institution, how our shared governance model works, how we can come together and learn to 
be antiracist practitioners in an educational environment. And, the piece de resistance is a 
healthy climate. We intend to norm participatory governance, antiracism activity and 
training, and regular climate review. Below is a tentative outline of our vision for this 
transformation and is subject to revision. If accepted, we will look forward to the opportunity 
to flesh out this outline with our constituency groups on campus, and the PRT team, to help 
us refine our vision and scope. 
 

A. Create Climate Review and Participatory Governance Task Forces to: 
1) Transform participatory governance to be truly transparent and democratic.  
2) Ensure wide engagement and understanding of the participatory governance 

process. 
3) Ensure democratic process and structure is in place to norm participatory 

governance in perpetuity. 
4) Review and revise the compendium and committee structures as we redefine 

the work. 
5) Address the 2020 Climate Review report and implement current 

recommendations. 
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B. Antiracism Training and Action 
1) Launch Intergroup Dialogue learning and a train-the-trainers model. 

Intergroup Dialogue is a methodology to retrain us in how we engage with 
each other and how we listen. It serves as a basis and facilitation for difficult 
and courageous conversations around social justice, racism, and politicized 
current events. 

2) Conduct “dialogues” campus wide on difficult topics to include racism, 
utilizing an affinity group model. 

3) Equity Training: Continue cohort training using our Equity Training Series as 
a model to address ongoing unconscious and conscious bias, gender 
discrimination, antiracism and whiteness. 

4) Integrate the Equity Institute internally, to support the college-wide work. 
5) Integrate antiracist pedagogical practices into the curriculum and classrooms. 
6) Develop a culture of lifelong learning and an action mindset campus wide. 

C. Outcomes Measured through Regular Climate Review Surveys 
1) Set a baseline comprehensive climate and antiracism review survey, and 

conduct ongoing annual reviews and reporting to see our trajectory in 
improvement of the climate and antiracist culture and to identify gaps for 
follow on work. 

 
4. Description of the rationale for these areas of focus. 

The rationale for a focus on this is born from my listening tour as a new president. During the 
interview process and upon arrival, I was informed of the widespread sense of a lack of 
transparency in our governance coupled with innovation fatigue. In addition, there appeared 
to be a lack of transparent input from our constituency groups into decision-making and 
hiring, and a lack of campus wide understanding of the shared governance process. In 
addition, we had a professional climate review report published March, 2020 that indicated a 
serious systemic climate problem. Layered atop that, we are charged as a campus to support 
the District and State’s antiracist call to action. While Skyline College is likely ahead of most 
colleges in the system in terms of addressing social justice, equity, and antiracism, we have a 
lot of work ahead of us, especially if we intend to continue as a leader in these statewide 
efforts. And, as a campus, we see the clear connection between our climate work and our 
antiracist efforts as working together to transform our community. A positive climate and 
culture, alongside active antiracism work undergirds a healthy 21st century community 
college campus – and when your campus community is healthy, students feel a greater sense 
of belonging and thrive. It’s the direction we are all heading in the statewide system in 
support of Chancellor Oakley’s call to action, and Skyline College is helping to pave the way 
for the rest of the community college system. 
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5. Description of how these areas of focus relate to the Core Commitments in the Vision 
for Success. 
I sincerely believe that our newest and ongoing initiatives - Comprehensive College 
Redesign, Promise Scholars Program, and Dual Enrollment - meet these seven core 
commitments with vigorous and robust intention and a relentless focus on students at the 
center – with wrap around high-touch supports to ensure completion – and producing the 
inquiry and data to produce evidence of our progress. With these ongoing initiatives, we have 
seen thoughtful and intentional action to close our equity gaps and are seeing results. As 
such, I would like to focus this answer on how PCI relates closely to the final three core 
commitments – numbers 5, 6 and 7 – and, how this initiative also closely relates to 
Chancellor Oakley’s call to action, number 8.  

1. Focus relentlessly on students’ end goals.  
2. Always design and decide with the student in mind.  
3. Pair high expectations with high support.  
4. Foster the use of data, inquiry, and evidence.  
5. Take ownership of goals and performance. Skyline College needs to make some strides 

in its transparency and inclusion in decision-making. This proposal intentionally 
addresses ways in which we can empower our campus constituents to be motivated to 
participate in shaping Skyline’s future. With this work, we will provide the direction and 
structure needed to ensure a long-term democratic approach to decision-making, and 
push us to act as a cohesive group in creating an open and transparent governance 
process, and an integrated planning cycle – to ensure decisions are based on the college 
values that move the master planning forward. 

6. Enable action and thoughtful innovation. We are planning a thoughtful approach to 
motivate widespread participation and enthusiasm in shaping the future of Skyline 
College. While on my listening tour in the early days of my presidency, I got a great 
sense of hope for change for the better. I am so afraid that if we stay on the current 
trajectory, leaving climate unaddressed, we will see apathy seep into the faculty and 
classified ranks. We are on the precipice of change, with a hopeful momentum, and this 
initiative will help us right the ship to set us on a new track for long-standing and 
steadfast shared governance practice contributing to a healthy climate. 

7. Lead the work of partnering across systems. With the PCI, we are partnering both from 
within and without. Within - our Student Equity and Support Programs Division and our 
Equity Institute will work together to bring our antiracism and equity scholarship to 
bear. Without – partnering with our District Council on Antiracism, and across the State, 
sharing our results and success, to serve as a model for climate improvement and 
antiracist practice.  

8. Chancellor Oakley’s Call to Action. Our work cannot stand alone, and we must show 
our solidarity and thanks to the Chancellor Oakley’s sweeping vision in his “call to 
action” for campuses to address racism and improve campus climates. He has given all 
of us permission, if you will, to follow our desire to improve our campuses and become 
antiracist institutions. We hope to be a model institution, addressing climate and 
exemplifying at least one way to improve the workplace and environment for students –  
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so they feel a sense of belonging to a healthy institution, that has taken care of its 
employees and constituents, and enables faculty and staff to focus better on students and 
serve their needs.   
 

6. Indication of what would be the ideal time for the first visit. We are keen on having our 
first visit this Fall, 2021. 

 
7. Signature of institution's CEO. 
 
Sincerely, 
 

 
 
Dr. Melissa Moreno 
President 
Skyline College 
 
cc: Diane Rausch 
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Typical Process for Partnership Resource Team (PRT) Visits 
(For distribution to client-institution participants in the initial PRT visit; revised April 21, 2021) 

 
Note: Ordinarily all PRT visits are conducted in person at the client institution’s location, and a few elements of the 

process described below apply specifically to in-person visits (e.g., lunch arrangements in each visit).  However, the rest 
of this document applies equally to in-person and virtual visits.  For more information on conducting successful virtual 
visits, which are likely to be more common during the pandemic crisis, see “Suggestions to Client-Institution Point Persons 

for Arranging PRT Visits by Zoom.” 

General Notes 

• Typically, the institutional CEO initiates the PRT process with a Letter of Interest (LOI).  In the LOI, she or 
he identifies specific Areas of Focus in which technical assistance would be helpful to the institution. 

• Training is provided for all PRT members before they commence service. 

• Each client institution receives at least three in-person visits from the PRT, as described in detail below.  
Exceptions to this practice are rare, because all three visits serve important purposes. 

• The Project Director and IEPI Program Specialist do the initial work with the institutional CEO, point 
persons, and PRT members on setting the dates for the first two visits and on other logistics.  However, after 

these contacts in the early part of the process, in most cases the PRT Lead assumes primary responsibility 
for working with the point persons and CEO to finalize the meeting schedule and other arrangements. 

• The main responsibilities of the PRT Lead include communicating as needed with the CEO and point 
persons. 

• The PRT Lead schedules at least one substantial phone conversation or meeting with the CEO before each 
visit, in part to ensure mutual understanding of the purposes of and expectations for the visit.  For example, 

it’s important for the CEO to understand that Visit 1 is designed to gather information and to determine the 
scope of PRT assistance needed, not to provide immediate conclusions or recommendations for action. 

• During each visit as applicable, the point persons arrange lunch for the PRT members, on campus if 
feasible, and then send the invoice for lunch to IEPI for reimbursement. 

• After each visit, both institutional participants and PRT members are asked by the external evaluator to 
evaluate the visit using an online questionnaire.  Prompt participation in each post-visit survey by the CEO, 
point persons, and others significantly involved in the visit is much appreciated. 

Preparation for Visit 1 

• To ensure a productive visit, it’s very important for the CEO and point persons to inform the institutional 
community, and especially the participants in visit meetings, about the nature and purposes of the PRT visit, 
and that participants will be asked to share their observations and perspectives on the Areas of Focus in the 
meetings.  Sufficient functional and constituency representation in the meetings is also very important. 

• The IEPI Project Director requests from the institution a somewhat more detailed (but still concise) 
treatment of the Areas of Focus, which the CEO will prepare in consultation with the Academic Senate 

President and other applicable leadership.  

• The CEO designates before Visit 1 a working group that will start drafting the institution’s Innovation and 
Effectiveness Plan (the I&EP Drafting Group) with the guidance of the PRT during the second visit.  The 
group may be ad hoc or existing, and if necessary, the CEO may designate two or even three groups, each of 
which is to draft one or more sections of the Plan.  The group(s) should be relatively small, yet reasonably 

representative with respect to applicable functions and constituencies, to strengthen both the Plan and its 
subsequent implementation. 

• The PRT reviews the following documentation, in addition to the Letter of Interest and the Areas of Focus 
treatment: 
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[EXTERNAL]IEPI PRT assistance beginning in Fall 2021: Initial meeting

Matthew C. Lee <matthew@mcleeconsulting.com>
Wed 04/21/2021 5�03 PM

To:  Moreno, Dr. Melissa <morenomelissa@smccd.edu>
Cc:  Catherine Crossland (Catherine.Crossland@canyons.edu) <Catherine.Crossland@canyons.edu>

3 attachments (247 KB)

Model Initial Visit Template 210419.docx; PRT Process Checklist for CEOs-PPs 210421.docx; Typical PRT Process Outline 210421.docx;

CAUTION: This email originated from outside of the organization. Do not click links or open attachments unless you recognize the sender and know the content is safe.

Dear Melissa,
 
Hello!  Let me join Dianne in welcoming you to the IEPI Partnership Resource Team (PRT) process.  Your Letter of Interest is approved
for an initial visit in Fall 2021, and I look forward to working with you!
 
There is much ground to cover, so please excuse the length of this missive.  Action requests and highlights below are shown in red.
 
1. Assembly of the Fall PRTs, which is based on a careful match between PRT volunteers’ areas of expertise and the Areas of Focus
included in your LOI, is underway.  You may rest assured that the assigned members collectively will have the expertise needed to help
you address your Areas of Focus.  However, I always check with the client CEO on whether you might have other concerns about any of
them based on a potential conflict of interest or other issues, and will email you the tentative list of members with that in mind.  So
please be on the lookout for that email and respond as indicated therein.  We will undoubtedly modify some of the PRTs later (e.g., the
approval process and scheduling difficulties often cause changes), but I will certainly give you the opportunity to raise any concerns
about additional members as the occasion arises.
 
2. I would like to schedule a 45-minute phone or zoom conversation with you to kick off preparations for your initial visit and discuss
the schedule.  Please ask your assistant to send me an email with two or three 45-minute time slots during the following period that
would work for you. 

April 26-30
I will confirm one, or if necessary, suggest alternatives.
 
3. Here are the topics that we’ll cover in our phone conversation:

Any particular characteristics of your PRT membership that you believe would help the process be more effective.  Such
characteristics might be related to function, constituency, demographics, or home institution, for example, and where feasible, I
will try to include them in the matching process.
Your identification of three or more date options for your initial visit, and three or more date options for your second visit, all of
which should be five or six weeks after the latest initial-visit option.  The period for initial and second visits will run from about
October 4 through about December 10 (excluding the week during which most ACCJC accreditation visits will occur), depending
on the institutions’ preferences and the PRT members’ availability. 
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Whether your expected campus practices in Fall will require that the first visit, the second visit, or both be virtual rather than
face-to-face.  In-person visits, particularly first visits, are more effective than virtual ones, but PRT experience over the past year
has demonstrated that virtual visits can work quite well in a pinch.
Your identification of one substantive point person, who will help get the word out about the visit, field questions about the PRT
process, and so on; and one logistical point person, who will help with scheduling meetings, providing documents, supplying
parking permits and local travel suggestions, and so on.
Confirmation that you will have spent your prior Seed Grant funds fully, and submitted your final expenditure report, before the
first visit of this PRT process
The expectation that your institution and the PRT will work together to complete the full three-visit PRT process
Any additional Areas of Focus you might have identified since submitting your Letter of Interest (LOI), and any underlying or
infrastructural issues that you believe might impede progress in your specified Areas of Focus.  This is your opportunity to think
about and share deeper questions on which your PRT’s perspective might prove useful.  If such questions significantly alter, add
to, or replace your original Areas of Focus, you will be able to signify those changes in the Treatment document you will send me
in August (see below).
I will also ask you to begin thinking about a few other matters:

The list of people and groups with whom the PRT should meet during the initial visit, to illuminate your Areas of Focus.  I
will be asking your point persons in a separate email to send me (among other things) a list of these folks, along with a
draft schedule for the initial visit.  We suggest at least the following:

A meeting with you (and any of your leadership team you wish to include).  We suggest that the PRT’s first meeting of
the day and last meeting of the day should be with you.
A meeting specifically with the Academic Senate President, along with other faculty members she or he might wish to
include
Meetings with other constituency leadership as appropriate
Meetings with additional managers, faculty, staff, and/or committees specifically related to your Areas of Focus, as
needed to provide both functional and constituency representation sufficient for a successful visit
To the extent that your Areas of Focus involve district-level operations in a multi-college district, including district-
level personnel in selected meetings, which can be extremely useful.

Looking ahead, please designate before the first visit a specific group to draft your Innovation and Effectiveness Plan with
the guidance of the PRT during the second visit.  The group may be ad hoc or existing, and if the number or complexity of
your Areas of Focus necessitates it, you may designate two or even three groups, each of which is to draft a portion of the
Plan.  The group(s) should be relatively small (say, 8-12 people), yet still reasonably representative with respect to
applicable functions and constituencies.  Please include at least some members of this group (or these groups) in the initial-
visit meetings.
In a separate email soon after our initial meeting, I will be requesting a Treatment of your Areas of Focus that is somewhat
more detailed than the LOI, but still concise (up to about two pages).  This treatment might include for each Area of Focus,
for example, specific questions that you want the PRT’s assistance in answering, a more complete or precise definition of the
institution’s needs, the status of any recent efforts to address the Area of Focus, or other elements.

Please work with your local Academic Senate President in developing this treatment, particularly if the Areas of Focus
include issues that fall within the purview of the 10+1 Faculty Academic and Professional Matters, or if collegial
consultation with your Senate(s) would help expedite institutional progress on any of the Areas of Focus.  We
encourage you to involve other members of your institutional community, too, in the development of the treatment as
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appropriate, and to share the original LOI and final treatment document with those with whom the PRT will be
meeting during the initial visit.

Informing the institutional community (especially the folks who will be participating in meetings with the PRT) ahead of time
about the PRT’s purposes and the nature of the visits is crucial to a successful experience, and helps ensure buy-in for, and
effective implementation of, your Innovation and Effectiveness Plan.  For example, the initial visit is designed for gathering
information (to add to the documentation the PRT will already have reviewed) and determining the scope of the PRT
assistance the institution needs, through discussions with institutional personnel; the PRT will not arrive at firm conclusions
or come up with specific suggestions that day.  We suggest that you consider involving your local PIO and other key
communicators to help convey accurate information about the whole process. 

Finally, I will ask whether you have any questions, or need any other information.
 
4. I have attached three documents to help set our conversation in context; please review them before our phone meeting:

A brief outline of the typical PRT process, including all three visits, which I encourage you to read and then distribute to all the
folks with whom the PRT will be meeting
A checklist of the entire PRT process, containing each principal action step in which you or your point persons are involved
The template that PRTs use for the written Summary of Initial Visit

 
Thanks for sticking with me through this long email!  I look forward to hearing from your assistant, and talking with you soon! 
 
Matthew
 
 
Matthew C. Lee, Ph.D. 
Special Projects Consultant for Higher Education
Project Director, Institutional Effectiveness Partnership Initiative
V: 626-797-3372 
F: 626-794-6344
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o A relatively small set of documents regarded by the institution as crucial to understanding the Areas of 
Focus and provided to the Project Director by the point persons  

o Accreditation documentation, and IEPI documentation as applicable 
o Other documentation available on the institutional website, or provided by the institution at the team’s 

request, that is related to the Areas of Focus 

• The PRT reviews the draft list of individuals and groups and the schedule that the institution has suggested 
for interviews/meetings (both provided by the point persons to the Project Director), which should include at 
least some members of the I&EP Drafting Group.  The PRT then requests any additional interviews or 
meetings that are needed to gain a fuller understanding of the institution’s needs, and decides who on the 

PRT should meet with whom.   

• In most cases, the PRT stays together throughout the day and meets with everyone, but scheduling 
constraints might require meetings to occur in parallel with the PRT split in halves or even thirds, and some 
interviews/meetings might work best with just one or two PRT members.   

• The initial visit day typically starts at 8:00 or 8:30, and includes short breaks between meetings, a 45-to-60-
minute working PRT lunch, an afternoon wrap-up meeting just for PRT members, and then time for an oral 
Summary of Initial Visit to the CEO (and others at the CEO’s discretion).  In some cases, the PRT might 

wish to include a meeting on-site to finish the draft of the written Summary of Initial Visit.  The target finish 
time is typically 4:30 or 5:00.  The PRT Lead works with the point persons to finalize the schedule for the 

day. 

Visit 1: Gathering Information and Establishing Scope 

• The PRT holds interviews and meetings with the individuals and groups as scheduled, and asks questions 
that the PRT has identified for each interview or meeting, with clarifying and follow-up questions as 
appropriate. 

• The PRT analyzes the information gathered in the interviews and meetings. 

• The PRT meets as a team to share preliminary observations about the institution’s Areas of Focus, what the 
institution has already done or plans to do about them, and what additional IEPI resources, if any, might 
help the institution make progress.  

• If the date for the second visit has not already been set, the PRT Lead works with the CEO, point persons, 
and PRT members to identify it.  The second visit should take place as soon after the first visit as schedules 

permit, consistent with development and timely delivery of the List of Primary Successes and Menu of 
Options as described below.  An interval of about five weeks is ideal. 

• Based on the team’s discussion, the PRT prepares and presents a brief oral Summary of Initial Visit to the 
CEO. 

Follow-Up to Visit 1 

• The PRT prepares and submits the written Summary of Initial Visit within two weeks of the visit, if at all 
possible.  This document summarizes what the PRT heard during the visit: ideas expressed by institutional 

personnel, along with activities that the institution has already undertaken to address its Areas of Focus, if 
any.  It does not contain findings, conclusions, suggestions, recommendations, or prescriptions. 

• The PRT Lead forwards any request for additional documentation to the institutional point persons. 

• The CEO, point persons, and others who had substantial interaction with the PRT are asked to participate in 
the post-visit evaluation. 

Preparation for Visit 2 

• Based on the documentation review, interviews, meetings, further discussions, and their own collective 
expertise, the PRT creates a List of Primary Successes and Menu of Options (MOO) for consideration by the 
institution as it develops its Innovation and Effectiveness Plan (I&EP).  The MOO consists primarily of 

ideas for improvement and/or best practices, along with references and models or examples of applicable 
practices successfully used at other institutions, in each Area of Focus.  At least a week before the second 

visit, the PRT Lead sends this document to the CEO and point persons for review.  The CEO reviews it, and 
if any tweaks are in order, suggests them to the Lead, who incorporates them as appropriate and sends the 
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final to the CEO and point persons for distribution to the I&EP Drafting Group, which should read it 
carefully and, if feasible, meet to discuss it prior to Visit 2. 

• At least two weeks before the visit, the point persons send a draft schedule for the visit and list of I&EP 
Drafting Group(s) members to the Lead.  Then, in a brief phone meeting, the PRT Lead, CEO, and point 

persons confirm the structure and schedule of the second visit.  The length of the visit depends on the I&EP 
Drafting Group(s) involved and the complexity of the issues to be covered, and might range from half a day 

to a full day.   

Visit 2: Helping the Institution Develop Its Innovation and Effectiveness Plan 

• The PRT typically meets with the CEO (and others as he or she wishes) at the beginning of the visit, the 
end, or both. 

• The PRT meets with the I&EP Drafting Group, discusses the MOO, reminds them of the I&EP template to 
be used, and assists the I&EP Drafting Group as they draft the I&EP over the course of the visit, providing 
constructive, colleague-to-colleague advice, commentary, and feedback as needed. 

o The components of the I&EP should at some point be integrated into the institution’s existing planning 
processes and documents, but the template is an important transitional repository for objectives, 
associated planning elements, and, assuming the institution wishes to request a Seed Grant to expedite 

implementation of the I&EP, the Request for IEPI Resources, which is required to obtain that grant (see 
below). 

o If the I&EP Drafting Group does not finish an approved draft I&EP during the visit (which is likely), the 
Group should finish the draft within about one week if possible, and the point person or CEO should 
then email the draft I&EP in Word (not PDF) to the PRT Lead and Project Director for feedback. 

o When the time comes, the final I&EP is to be signed by both the CEO and the Academic Senate 
President.  The signature of the Senate President (or Presidents, on an I&EP in a multi-campus District 

that does not have a District-level Senate) simply signifies that collegial consultation with the Senate or 
its President has occurred. 

Follow-Up to Visit 2 

• The PRT and Project Director provide constructive written feedback on the draft of the I&EP.  The Project 
Director forwards the final version of the feedback to the CEO.  The CEO then incorporates the feedback as 

he or she sees fit, adds the signatures, and emails the final I&EP to the Project Director, with a copy to the 
Lead for distribution to the PRT.   

• Upon receipt of the final I&EP, assuming that it includes a request for IEPI resources to expedite its 
implementation, the Project Director forwards to the CEO and point persons the application and agreement 
forms for a Seed Grant.  Ordinarily, the time elapsed from receipt of the properly completed and signed 

forms to issuing the check is no more than 45 days. 

• The CEO, point persons, and others who had substantial interaction with the PRT are asked to participate in 
the post-visit evaluation. 

Preparation for Visit 3 and Any Subsequent Visits 

• After completion of the final I&EP, the Project Director or PRT Lead requests date options for the third visit 
from the CEO and point persons.  If none of these date options works for the PRT, the Lead requests 

alternatives until a mutually agreeable date (ordinarily about three primary-term months later, as schedules 
permit) is identified.   

• About a month before the visit, the Project Director asks the substantive point person to provide a status 
report on implementation of the I&EP within two weeks.  (The status report consists of one or more update 
entries in the last column of the I&EP for each Objective or Action Step.)  The Project Director also asks for 

any quarterly reports on the Seed Grant already submitted, any documents called for in the I&EP that the 
institution has produced to date, and any particular aspects of I&EP implementation on which the institution 

needs additional PRT guidance during the visit.  The Project Director distributes this information to the PRT 
upon receipt. 
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• The PRT reads the status report and any other documentation supplied by the institution, and assesses 
overall progress on the I&EP, paying particular attention to the sustainability of the improvements 
underway. 

• The CEO invites individuals and/or groups who are in the best position to report on progress or wish to 
request implementation guidance from the PRT to participate in Visit 3.  That set of people often includes 
the members of the I&EP Drafting Group.   

• At least one week before the visit, the point persons send a draft schedule for the visit and list of participants 
to the PRT Lead.  The CEO discusses both with the Lead in a phone call at least a week before the visit.  

After discussion, the CEO or point person sends the final list of participants and agenda to the PRT Lead  for 
distribution to the PRT (with a copy to the Project Director). 

Visit 3 and Any Subsequent Visits: Following Up 

• The third visit is an important component of the PRT process, and has five primary purposes: 
o Gather information about early progress on implementing the I&EP to supplement the status report.  

Note that this visit is not designed as a summative assessment of the extent to which the institution has 
achieved the Objectives in the I&EP, but rather as an opportunity for the institution to request the PRT’s 

advice on potential course corrections in the early stages of implementation. 
o Recognize and celebrate progress where appropriate, in keeping with IEPI’s positive approach to 

technical assistance. 

o Provide advice on those course corrections where requested or otherwise appropriate, as colleagues 
helping colleagues. 

o Assess sustainability of the improvements underway, and provide advice as needed on sustaining long-
term progress.  

o Reach closure on the visits component of the PRT process, for both the institution and the PRT, unless 

the institution requests one or more additional visits. 

• The PRT meets with the CEO (and others that he or she might wish to include) to discuss her or his 
perspective on progress to date, and then shares any positive comments or questions that the initial 
discussion has not already covered, and asks questions as needed. 

• The PRT meets with the people who are in the best position to know what progress has been made in 
implementing the I&EP, and those who have specific implementation questions or issues (often including 
members of the I&EP Drafting Group) to discuss their perspective on progress to date; shares any positive 

comments or questions that the initial discussion has not already covered; provides constructive advice, 
commentary, and feedback, including ideas or suggestions to improve implementation of the I&EP and 

sustainability of progress as needed; and discusses whether one or more additional visits would be helpful to 
the institution. 

• Upon request, the PRT meets once more with the CEO to answer any questions and provide an oral 
summary of ideas or suggestions to improve implementation and/or sustainability of the I&EP.   

• The CEO, point persons, and others who had substantial interaction with the PRT are asked to participate in 
the post-visit evaluation. 

Wrap-Up and Evaluation 

• The PRT prepares a brief (typically one or two pages) written PRT Process Summary Report summarizing 
the institution’s progress to date on its I&EP objectives in each Area of Focus, along with any suggestions 

for sustaining progress or addressing remaining challenges. 

• The Project Director may ask the CEO to provide a description of any PRT-related improvements in 
institutional structures or processes that have proven especially successful, for possible posting in the Vision 
Resource Center (https://visionresourcecenter.cccco.edu/) or sharing in other venues. 

• About 10-12 months after the third visit, the external evaluator will contact the CEO and/or point persons to 
gather initial information about longer-term effects of the PRT process. 

• Annually thereafter, the external evaluator may contact the CEO and/or point persons to gather more 
information about longer-term effects of the PRT process. 

IEPI Contacts 
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Matthew C. Lee, Ph.D., IEPI Project Director: matthew@mcleeconsulting.com 
Catherine Crossland, IEPI Program Specialist II: catherine.crossland@canyons.edu 
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Partnership Resource Teams 

Summary of Initial Visit 
Date of Visit:  

 

Name of Institution:  
Partnership Resource Team Members:  

 

Area of Focus 
Institution’s Point Person 

or Group, If Known 

Heard during the Visit: 
Institutional Activities Underway 

(Positive Steps Taken or in Progress) 

Heard during the Visit: 
Ideas Expressed by the Institution 

(Issues, Challenges, Desired Solutions) 
Other IEPI Resources 

Needed? 
A.   1.  

2.  
 

a.  
b.  
 

•  

•  
 

B.   1.  
2.  
 

a.  
b.  
 

•  

•  
 

C.   1.  

2.  
 

a.  

b.  
 

•  

•  
 

D.   1.  
2.  
 

a.  
b.  
 

•  

•  
 

E.   1.  
2.  
 

a.  
b.  
 

•  

•  
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Action items are in rough chronological order, with specific timing triggers identified to the right. 
Unless otherwise noted, CEO (or designee, typically one of the point persons) takes actions listed. 

See the Typical Process document for more detail. 

Note: Ordinarily all PRT visits are conducted in person at the client institution’s location, and a few steps listed below apply 
specifically to in-person visits (e.g., accommodations, parking).  However, the rest of this document applies equally to in-
person and virtual visits.  For more information on conducting successful virtual visits, which are likely to be more common 

during the pandemic crisis, see “Suggestions to Client-Institution Point Persons for Arranging PRT Visits by Zoom.” 

 Action Timing 

 Submit LOI, which identif ies Areas of  Focus (AoFs) for technical assistance Rolling basis; cycle deadlines vary 

Prior to Visit 1 

 Schedule initial phone meeting with IEPI Project Director (Matthew C. Lee) Upon email request f rom Matthew 

 Review documents sent with Matthew’s email For phone meeting with Matthew 

 Identify 3+ date options for Visit 1; identify 3+ date options for Visit 2 For phone meeting with Matthew 

 Identify additional AoFs not included in LOI, if  any For phone meeting with Matthew 

 Designate a logistical Point Person and a substantive Point Person (PPs) For phone meeting with Matthew 

 Initial phone meeting with Matthew As scheduled 

 Share any concerns about potential PRT members with Matthew Af ter receiving list of  PRT members 

 Review request for more detailed Treatment of  AoFs Upon receiving request email 

 PPs review information request email f rom Matthew and start gathering info Upon receiving request email 

 
Designate working group(s) to draf t Innovation & Ef fectiveness Plan (I&EP) during 

Visit 2 
Before preparing draf t Visit 1 schedule 

 
Develop list of  Visit 1 participants (names, titles, committee af f iliations) and draf t 
schedule for the day and send both to Matthew 

By requested deadline 

 PPs send PRT accommodations, parking, and other logistics info to Matthew By requested deadline 

 PPs send crucial documents/links to Matthew By requested deadline 

 
Prepare 2-page Treatment of  AoFs in consultation with Academic Senate 
President and send to Matthew 

By requested deadline 

 PPs share LOI and f inal AoF Treatment with Visit 1 participants Before Visit 1 

 
CEO and/or PPs inform visit participants and wider college community about 
nature and purpose of  PRT visits 

Before Visit 1 

 Phone meeting with Lead to discuss Visit 1 purpose and expectations Before Visit 1 

 PPs send additional information to PRT, if  requested Upon request 

During Visit 1 

 PPs monitor visit logistics to ensure visit proceeds smoothly  During Visit 1 

 Meet with PRT or PRT Lead as scheduled Beginning and end of  Visit 1 

 CEO and PPs participate in other meetings as appropriate As scheduled 

 Set Visit 2 date with PRT Lead (if  not already set) During the day/via email af terwards 

After Visit 1 / Before Visit 2 

 
CEO, PPs, and others signif icantly involved in visit respond to PRT process online 
evaluation 

Within 1 week of  Visit 1 

 PPs send invoice for cost of  any PRT meals to IEPI Program Specialist Af ter Visit 1 

 Review and distribute SIV as appropriate Upon receipt of  SIV 

 
Review MOO, suggest any tweaks to the Lead, and distribute the f inal MOO to 
I&EP draf ting group 

Upon receipt of  MOO 

 I&EP draf ting group members ref lect on and discuss MOO to prepare for Visit 2 During week before Visit 2 

 PPs send draf t schedule for visit and list of  I&EP draf ting group members to Lead  Two weeks before Visit 2 

 Phone meeting with Lead to discuss Visit 2 Before Visit 2 

 Conf irm structure and schedule of  Visit 2 with Lead Before Visit 2 

 PPs send additional information to PRT, if  requested  Upon request 

 PPs check with Lead to f inalize visit preparations as needed  Before Visit 2 
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 Action Timing 

During Visit 2 

 PPs monitor visit logistics to ensure visit proceeds smoothly  During Visit 2 

 Meet with PRT or PRT Lead as scheduled Beginning and/or end of  Visit 2 

 I&EP draf ting group meets with PRT to discuss MOO and begin draf ting I&EP  As scheduled 

 CEO and PPs participate in draf ting group meeting if  needed As scheduled 

After Visit 2 / Before Visit 3 

 
CEO, PPs, and others signif icantly involved in visit respond to PRT process online 

evaluation 
Within 1 week of  Visit 2 

 PPs send invoice for cost of  any PRT meals to IEPI Program Specialist Af ter Visit 2 

 Read the “Next Steps in the PRT Process” email f rom Matthew Upon receipt of  email 

 Ensure I&EP draf ting group completes the I&EP draf t  By requested deadline 

 Send I&EP draf t to Matthew and PRT Lead for feedback About 1 week af ter Visit 2 

 

Review and incorporate feedback into f inal I&EP; Academic Senate President(s) 

sign(s) the I&EP (signifying that collegial consultation with the Senate or its 
President has occurred); CEO signs it and emails it to Matthew and Lead 

Within 1 week af ter receiving 
feedback 

 PPs send Matthew and PRT Lead three potential Visit 3 date options  Upon submitting f inal I&EP 

 Begin implementing aspects of  I&EP that do not require Seed Grant funding  Af ter submitting f inal I&EP 

 Complete Seed Grant forms, sign, and mail to Santa Clarita CCD 1 week af ter receipt of  forms 

 PPs scan and email a signed copy of  the Seed Grant forms to Matthew Upon mailing packet to Santa Clarita 

 Institution commences implementation of  entire I&EP  Upon receiving Grant check 

 Initiate preparation of  implementation status report upon receipt of  email request  4 weeks before Visit 3 

 
Invite individuals and/or groups who are in the best position to report on progress 
or wish to request implementation guidance f rom the PRT to participate in Visit 3 

Before Visit 3 

 PPs send draf t schedule for visit and list of  participants to Lead  One week before Visit 3 

 

Phone meeting with Lead to discuss Visit 3; agree on f inal agenda and list of  

participants; send f inal agenda and list to Matthew and Lead; request end-of -visit 
meeting with PRT if  desired 

Before Visit 3 

 PPs send implementation status report on I&EP implementation to Matthew 2 weeks before Visit 3 

 PPs check with Lead to f inalize visit preparations as needed  Before Visit 3 

During Visit 3 

 PPs monitor visit logistics to ensure visit proceeds smoothly  During Visit 3 

 Meet with PRT or PRT Lead Beginning of  Visit 3 

 

Institutional personnel meet with PRT to discuss progress, request advice on 
I&EP implementation and sustaining progress, discuss whether additional visit(s) 
would be helpful to the institution, and (unless further visits are requested) come 

to closure on the visits component of  the PRT process 

During Visit 3 

 If  desired, meet with PRT or PRT Lead End of  Visit 3 

After Visit 3 

 
CEO, PPs, and others signif icantly involved in visit respond to PRT process online 
evaluation 

Within 1 week of  Visit 3 

 PPs send invoice for cost of  any PRT meals to IEPI Program Specialist Af ter Visit 3 

 Review PRT Process Summary Report Upon receipt of  report 

 Provide information on institutional improvements related to PRT process Upon request f rom Matthew 

 Participate in initial evaluation of  longer-term ef fects of PRT process 10-12 months af ter Visit 3 

 Participate in later evaluations of  longer-term ef fects of  PRT process Annually thereaf ter 

 

IEPI Contacts 
Matthew C. Lee, Ph.D., IEPI Project Director: matthew@mcleeconsulting.com 
Catherine Crossland, IEPI Program Specialist II: catherine.crossland@canyons.edu 
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