





February 28, 2002

Don Bantz, Academic Dean

The Evergreen State College

Olympia, WA  98505

Dear Don:   

As you requested in our meeting with you on February 15th, the TESC MPA faculty have prepared a proposal for the redesign of our program that would allow us to offer the Tribal MPA program as a two-year pilot project beginning with the 2002-2003 academic year.  In addition, we are proposing changes for the administration of the Graduate Studies Office and the graduate programs (we did not consult with other graduate faculty or administrators on this proposal).

In our initial discussions on a combined MPA/Tribal MPA program, we assumed that we would bring in, as usual, a cohort of on-campus students this fall.  It quickly became apparent to us that the time and energy required to simultaneously initiate a tribal program and offer an on campus program would simply be too great.  The key element of our proposal is thus that we begin the two-year pilot program with the cohort of tribal students and do not matriculate an on-campus cohort during 2002-2003.  We would, however, admit students for that year who are willing to be part of the tribal cohort and a combined MPA/Tribal MPA program as long as the total number of students in the entering class does not exceed 40.  Such students would be fully informed about the nature of the pilot program prior to their acceptance, since it will emphasize material for the tribal students, and would have the options of delaying admission for a year or taking electives.  

We were asked to focus on two specific elements: 1) the delivery of the MPA program, and 2) the administration of the program and the Graduate Studies Office.  We have broadened our task to include addressing two additional, essential elements: 3) external relationships and institution building, and 4) efforts to market the program and generate revenues (e.g., Certificate programs). 

To these ends, the attached proposal provides an initial assessment of the specific cost reductions that will be brought about by combining the two programs, as well as a proposal for reorganizing the administrative side of the program, including the Graduate Office.  As part of the pilot, during the academic year 2002-2003 we will also begin to design a restructured MPA program that will transform the curriculum and delivery methods of the program and be implemented in 2003-2004.  Our restructured program will aim to reinvigorate our ties to state government, the non-profit community in this area, and other external constituencies. We believe this will help the program and the campus community in the long run and lead the program in a more entrepreneurial direction.  In order for us to have sufficient time to implement the pilot program and complete these critical tasks, we are not recommending any increase in our teaching load for 2002-2003.

We believe that our proposal meets the criteria you established for the combined program. We also believe that offering the MPA program on a pilot basis to the tribes and tribal members of the state is an important public service and that we should take advantage of this unique opportunity. 

Please contact any of us for additional information.

Sincerely,

Larry Geri      Gail Johnson       Cheryl Simrell King        Zahid Shariff         Linda Moon Stumpff

Members of the Faculty, The Evergreen State College

Attachment
Plan to Restructure/Redesign MPA Program

Draft

Prepared and proposed by the MPA Core Faculty Team 

(Geri, Johnson, King, Moon-Stumpff, Shariff)

February 28, 2002

Assumptions

1) The focus of the restructure/redesign effort is to build a MPA program that increases student enrollments, is administered more effectively and more efficiently, with a deeply integrated Tribal cohort (trial) and a focus on entrepreneurial activities both with regard to revenue generation (through certificate programs or other similar programs) and program delivery.

2) Although we don’t yet have full agreement as to the details of a program redesign, the majority of the core faculty agree that the base of any redesign will include scaling back the number of hours of required, “core” courses (48 of the 60 hour degree) to something more like 24 of the 60 hour degree.  Market conditions, competitiveness and good sense tells us that we need to give students more choices and we need to develop specializations (possible specializations: Tribal; Public Policy, with a focus on health policy (working closely with Joan Bantz and her new proposed Institute), Public Management, etc.).

3) The Tribal cohort is implemented as a two-year, one-cohort trial unless the program is fully funded by the Legislature.

4) Any cost saving projected for 2002-2003 is temporary and re-negotiable at the end of the planning year.  New proposal may not save costs, but is more cost effective 
5) Although we are temporarily rotating faculty (cost savings), assuming the absence of a hiring freeze for next year, we do need to pursue the MPA- Quantitative Reasoning/Methods hire, as planned and allocated, during 2002-2003.  One additional MPA “core” faculty will allow us to maintain a consistent rotation schedule and allow current MPA faculty to pursue more extended rotation plans.  Hiring process is independent; may buttress the case for the hire with tribal plan incorporated into MPA
Program-Related Proposal

1) Do not matriculate an on-campus MPA cohort for 2002-2003.   DO SO

2) Run the tribal cohort (with two MPA faculty; Linda Moon-Stumpff plus one, plus support from Allan Parker).

3) With the tribal cohort, begin to implement some of the redesign ideas, in particular the four-hour per quarter integrated core (core/specialization or elective ratio for entire degree moves from the current ratio of 48/12 to 24/36).  See below (2002-2003 overview) for more details.

4) Open the tribal cohort to the entire community, accepting up to 40 students in the cohort.  Students already accepted into the on-campus cohort for 2002-2003 will be given the option of joining the tribal cohort or beginning to work on their specialization/elective courses with the expectation they will join the on-campus cohort in 2003-2004

5) Offer a grandfathered program to the on-campus cohort admitted 2001-2002.

6) Eliminate the Director’s position (to evolve into a different position, see administrative proposal below).  Team Leader 

7) Rotate out one faculty member to teach in the undergraduate programs for 2002-2003.

8) Do not eliminate the 5 weeks summer pay for administrative work (for whom?  NWIARI funded?)  as the work will be needed this summer to get the Tribal cohort up and running (especially given the delay in implementing the program).  

9) Spend the 2002-2003 year delivering the first year of the tribal cohort, 1st year regular MPA, the second year of the grandfathered on-campus cohort, and working, as a self-managed team, to design and implement a restructured MPA program (On-Campus and Tribal cohorts).  Work on all four foci: delivery of the MPA program (on-campus and Tribal cohorts), external relations, and developing a Certificate program(s).

10) Cost savings for 2002-2003 = one MPA faculty line (plus administrative cost savings, see below).  Re-institute faculty line, cut adjunct electives line??
11) Political capital = we offer the Tribal cohort; we do not shut down the MPA program and make the time and space to do the needed planning and implementation for changes in the entire MPA program; we work on building our team which strengthens our program; we work on building institutional presence in the community which further strengthens both the MPA program and Town/Gown relationships.

12) Tribal contributions of $50,00-70,000 per year assumed 

Administrative Proposal

1) Reduce one layer of administration by eliminating the Director positions for MPA and MES.  Reduce the MIT director position to ½ administrative and ½ teaching (total cost savings = approximately 2.5 lines, assuming the Director teaching responsibilities are “extra.”  For example, the MPA core could be offered with two faculty – the director makes three and is, therefore, “extra.”).  Team Leader is an Institutional requirement 
2) Maintain 1.5 program secretary support for Graduate Studies.  This could be reduced to 1 position, however we are not sure of the implications of doing so.

3) Transform the current Director of Graduate Studies to a Dean of Graduate Studies (following the trend for Dean positions to support developing and core college functions – e.g., Part-Time Studies, First Year Studies, etc.). Resources to support the Dean position can be allocated from cost-savings of eliminating/reducing Director positions.  Not feasible
4) For MPA and MES, supplant “Director” positions with “Program Coordinator” positions with some minimal reduction in teaching load and summer pay (to ensure administrative continuity through the summer).  Duties that typically were Director duties will be performed by the faculty, through a more traditional committee structure.  Team Leader concept supports this 
5) Transform current staffing structure back to a program-specific staffing support design.  MIT will retain two staff support positions.  MES and MPA each have their own staff support positions (with overlap between the two for those things that are reasonable – e.g., orientation, internships, recruiting, etc.).  Faculty and staff will work more closely together.  Asst Dir concept supports this 
6) Staff will report directly to the Dean of Graduate Studies whose job will include managing/administrating the support structures for the programs.  Staff will have dotted-line reporting relationship to program “Coordinators.”  Asst Dir reports to MPA Team Leader
7) The Dean of Graduate Studies could also, potentially, have reporting relationships with the Public Service Institutes – to more fully integrate the Institutes into the academic mission of the college.  This position would work closely with the other Deans to focus on the intersections between the academic and service programs of the college and the community (the graduate programs play a crucial and important role in the college/community or Town/Gown relationships).  Additional Dean is not feasible budgetarily nor politically
8) The Dean of Graduate Studies would represent all graduate programs and, therefore, would be expect to closely interact with the faculty of all three programs (regularly attend faculty meetings, etc.) and will attend college-wide meetings (eliminating the duplication of having all Directors attend these meetings now and building a structure that does not encourage graduate programs to see themselves as separate).

9) The Dean of Graduate Studies would work with the three programs in their redesign efforts to integrate the programs in a more fulsome way – to move away from our “silo” implementation of delivery models, convening all graduate faculty meetings on a regular basis, etc.  This is especially relevant for MPA and MES – two programs that could be working closely together to deliver programs in more effective and efficient (cost-savings) ways.

10) Cost savings of this model = costs savings involved in eliminating/reducing the Director positions – a Dean position would not use all those savings.  Cost savings involved in reducing the current “Associate Director” position/salary to a lower grade salary/position.  Cost savings might be involved in reducing secretarial support to one position (however, we are hesitant to go there as we do not know the implications).

Brief Overview of 2002-2003

· Tribal cohort is offered, as planned, both on-campus and on-location.

· Students spend a limited time each quarter on-campus, in an intensive format.

· On-location programming is offered at a maximum of two Tribal locations (perhaps Quinault for the Western participants and Muckleshoot for all others).

· Linda Moon-Stumpff will teach in the program for the entire year, offering both the “new” 4 hour core each quarter and also offering a 4 hour specialization/elective each quarter (with support from Alan Parker and others) to ensure that the cohort participants have access to 8 hours of coursework every quarter (as promised).

· Another MPA faculty member will team-teach the 4-hour core with Linda, each quarter – both on-campus and on-location.  This faculty member will also offer a 4-hour elective each quarter on-campus (to serve any people who choose to enter the program next year either with the tribal cohort or with a delayed cohort plan.  Electives/specialization courses will also serve existing, grandfathered students, MES students, and advanced undergraduate students).

· Additional Tribal electives/specialization courses will be offered by adjunct faculty (paid for by the Tribal program funds).

· Two other MPA faculty members will offer the grandfathered MPA program to the existing cohort for a total of 8 hours each quarter.

· New matriculating MPA core class???
· Additional on-campus electives/specialization courses can be offered by adjuncts.

· There is no recommendation to increase faculty load beyond 8 hours for next year because of the additional demands of offering a new cohort program and redesigning/restructuring activities.

· This pilot program will be evaluated using a combination quantitative and qualitative design.  We will survey and interview students and others at the beginning of the program and following year 1 and use the data to make mid-course corrections.  Following the pilot program we will use data from the entrance survey, surveys after year 1 and year 2, and interviews to evaluate the program along a variety of dimensions.

