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Introduction

The Senat€OVID Response Task Force was created in RIagB0by the Senate Executive
Commitiee, building ora recommendatiofirst raised by Professdtelson NuiieZRodriguezat
aChairs, Coordinators, and DirectoneetingAsanachoc Senate committee, t
directive is to engage the campus community in dialogue to address the challenges we face
during a global pandemic and the pivot to distance learkifegbelieve in continuous

improvement and productive collaborations at the college, with our studertsacmmmunity

that we serve being the primary focus of our explorations. This crisis has revealed the necessity
of deeper collaborations across the coll@gebudget, enrollment, advising, pedagogy,
technologymental wellbeing, and physicdlealth are deply imbricated. The Task Force

gathered information from a multitude of constituents to make recommendations to our
administration and the college community. To ensure this cellede effort, the Task Force is

made up of members from across our colegenstituencies, departments, and divisidie

Task Force listened, gleaned patterns, analyzed operational strengths and weaknesses, and
decodedlata in order to makeur recommendations.

The Task Force would like to thank the college administratothie changes that are already
underwayas a consequence of the dialo¢jueg hasbeen nurtured between administrators, the
Senate Executive Committeébe Hostos Chapter of PSC CUNXhd the SenateOVID

Response Task Force during the pandemic.

There ae still more areas for improvement. Recommendations within these pages originate from
careful curation and cultivation of information and soureesl froman abiding commitment to

the betterment of the college and empathic citizenship.
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Recommendations for Communication & Consultation

Introduction — These recommendations are intended to support and promote coordinated and

clearcommunication and appropriate, consistezansultation.

Communication: The recommendations in this document will support productive, effective and

clear communication and caboration at the college as we work through this difficult period as
acommunity. This includes more information shared more broadly on a regular basis about

college operations including enroliment and registration, as well as student success indicators
including course completion. The pandemic has exacerbatedesmmomic inequities, and we

need information to guide effective and timely responses. Also, while we recognize the

importance and significance of the University andihe y o r 6Gso veerr dfficesit guiding

decisions that affect Hostos, the college community would benefit from more frequent updates
about the collegebds plans. This would minimiz
college community, promote clarity and, ideally, teeeollegial opportunities to have questions

asked, share@nd addressed.

Consultation: The framing of these recommendations is informed iytiieer of Governance

CUNY Bylaws and academic freedom as defined byAR&&U . If our recommendations are

implemented, as we move through the turbulent period ahead of us, we reafirmiy uphold
principals of shared governance even in a time of crisis rather than bypassing these principles in
the service of expediency, as lsasnetimedeen the case, however well intentioned. Faculty
(particularly Chairs and Coordinators), studead staff are eager and ready to engage in the

robust consultation that leads to the development of more effective policies and implementation.

Effective communication and consultation are not easy to achieve, especially in a complex

institution like CUNY, but they are vital to a college’s successful operation. Effective

communication is grounded in transparency and consistency in policies,atixpestand

procedures within departments, across departments, and across colleges. It requires a willingness
to engage in candid discussions to examine and questiomé&dgorms, creating an

intellectual communityhat fosters a sense of belonging andnclusive work environment. The

COVID pandemic exacerbated gaps in effective communication and consultation, precisely at a
time when they were needed to help us navigate the crisis. A concrete example of the


http://www.hostos.cuny.edu/Hostos/media/College-Wide-Senate/SenateCharterOfGovernance-Effective_05-10-2018.pdf
https://policy.cuny.edu/bylaws/
https://www.aacu.org/about/statements/academic-freedom#:~:text=AAC%26U%20believes%20that%20all%20students,academic%20major%20or%20intended%20career.&text=It%20also%20involves%20developing%20students,responsibility%20to%20self%20and%20others.

shortcomings i n t hm®amuoicatioh and erissltatiampsthe oach t o co
implementation of online training for the faculty, the way it was envisaged, and the way it was
rolled out.This was a criticainitiative, but aldressing the fallodtas takermuch more time and

energy than getting right the first time.

To facilitate effective communication, college leadership should:

1 articulate their vision for the college and state their priorities and rationale for embracing

a particular plan, initiativeor policy;

1 ensure staff and faculty have opportunities to provide feedback when decisions are made
that affect them directly;

1 deal equitably with all members of the college, particularly those who are
underrepresented;

1 strive for buyin among faculty, departmentakders, program directors and staff when

important institutional decisions are made; and

1 consult regularly with union leadership about matters concerning workload and the
workplace beyond labenanagement meetingsnd with the Senate Executive
Committee regarding issues of shared governance s peci al ly with rega

prerogative over curriculum

Part 1: Communication of Institutional Data — The Pandemic and Beyond:

The recommendations in this section are largely focused on the need for regular communication
of timely institutional data, and the identification of appropriate means by which these data are

disseminated and discussed.

Develop and regularly share a report on application, admission, acceptance and enroliment
numbers with the President/Cabinet, Academic Chairs and Coordinators, and the Task

Force. It is often unclear to Academic Departments (and dthets across the college) how

many students are expectedenroll and the factors that impact this number. Departments are
asked to close or consolidate sections without having the larger picture of what is happening with



enrollment. It is recommended thategular report (2x/week) be shared with the
PresidetiCabinef Chairs Coordinatorsand Directors [CCD]the heads of advisement uniasd

the Taskorceonce registration begins for the Wiri@&pring 2021 semesteibhis would

continue and expand a process initiated by Presidentlippi&in August 2020Whether the

report emanates from Office of Institutional Research and AssesgdiBrt] or Student
Development and Enrollment ManagemiSiDEM)], it should be the product of coordinated data
flows. The report should include application, aslsion, acceptance anegistrationnumbers,

with comparisons from the previous year. While the enroliment crisis continues, Hostos should
extend the traditional enrollment periods and delay the course cancellatiradaiesurred for

the Fall 2020 senster.

OIRA has an internal repository and archive (SharePoint) for sharing data, accessible by
Chairs and Coordinators; OIRA should regularly present on this material to CCD and/or
Academic Council. Given the difficulties faculty and students fas#ace the Spring 2020
semester, it would be useful to disctissimplications of the number of Fs, Ws, WW0&C 0 s
and INCs, particularly in relation the Fall 2019and Sping 220 semestersAdditionally, the
college is facing an enrollment crisis. As suck,iecommend that OIRA appear at Cam/or
Academic Councibn a regular basis to briefly preséstdata and analysiand to answer
questons |1t i s hoped that Ol RAGs expertise in dat
on the results of past administrative and curricular decisions, and provide infguidadce on
how the college can meet the needs of the students we have, aimttedge the enroliment we
need. OIRA should also meet with CCD and/or Academic Coatitie beginning of the
academic year and explain Data Request processs well as sendut a related communication
to all faculty and staffso that a more synergsrelationship is built between data protan

and analysis, and decisiomakers

Part 2: Communication of Opportunities to Support Emerging Workforce Development

Needs, and Create New Pipelines of Students Enrolling at Hostos:

Crises create opportunities for creative responses. The communities we serve depend on us to
provide training for irdemand careers that yield a living wage. We are a powerful and proven

engine of socieeconomic mobility. And, we have depended largelyraditional modes of



degree attainment based on credits earned for course work completed at Hostos, or a similar

postsecondary institution. ltés time to communi

CUNY, and facilitate conversation and consuttatabout these opportunities:

Hostos should establish a Prior Learning Assessment (PLA) office and a college-wide PLA

committee. For several yearghe Division of Continuing Education and Workforce
DevelopmentCEWD] has worked in close partnership witie Office of Academic Affairs

[OAA]lt o create credit articulation agreements f
the coll egeds ac aWleeanommend iaj IHostes crpatea dormal mIsA. office

to help students obtain credits for their prior relevant work experience and for successfully

earning valuable indussty e cogni zed credentials. CEWDOGs Tr an
could staff the office, help students prepare materials for prior lgpassessments, and

continue to act as a liaison wiitademicDepartments and other offices (advising, admissions,

etc.). In addition, we recommetite establishment of@llegewide PLA committee, which

would meet quarterly and consist of representafraes relevantAcademidDepartments,

CEWD, OAA, and other college officeldsing the parameters set by the CUMNWe PLA

policy, this committee would help develop a more robust college policy towards credit for prior
learning (which would be subsezntly presented to the Colleg#ide Curriculum Committee

and College Senate for approval).

Hostos should institutionalize the use of Pell Grants to fund noncredit occupational

training programs and provide students that successfully complete these programs with

credits towards a Hostos degree program. As proposed in a recent concept paper written by

Adult andContinuingEducation programs at BCC, BMCC, HCC, KCC, and LGCONY can

use a fAclock houro formul a taoupatonattmisig Pel | Gr a
programst In order to access this funding, studemtsstbe enrolled in a certificate program that

leads to gainful employment and provides at least 600 clock hours of instructional time over a
minimum of 15 weeks. In addition, we meomend that Hostos utilize the new CUNXde Prior

Learning Assessment policy to grant credits to students that successfully completeiadeell

ISuni | B. Gupta, ACUNYds NYC Workforce Response: A Stag
Divisions: BCC, BMCC, HCC, KCC, & LAGCC)d, The City Uni
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occupational training program, particularly those that result in an indwuestognized credential.

For exanple, at Hostos there is a credit articulation agreement that grants college credits to
students who successfully compl&@EWDS Medical Billing and Coding certificate program
andenrollinthe AS Degree in the Busi nesMeddlOficgr a mo s
ManagerOption If this were a Pelfunded program, studenivould receivefinancial assistance
while earning credits and gaining advance standing towards their degree. This would make
college more accessible to unemployed andilowme residentsf the South Bronx and the

surrounding communitieserved byHostos.

Part 3: Faculty/OAA Communication and Consultation — Roles and Responsibilities:

The recommendations in this section ainbétterposition the role of Chairs ar@@bordinators in
relation to faculty, one another, the Proyastwell aghe collegemore broadly.

Faculty set the policies and make the decisions about teaching, curriculum advancement, the
hiring of other facultyand recommendations for reappointments and promotions of faculty
members. Hostos has a strong culture and understanding of local governance and of academic
freedom. This is a matter of pride, and an indicator of an effective institasguer théliddle

States Standards of Accreditation

The Provost, as representative of the faculty, is charged with sustaining and advancing both local
governance and academic freedom, and thus should be in frequent witht&=nate leadership
to resolve any issues identified as a violation of shared governance, faculty prerogatives over

curriculum, or faculty determination of reappointment and promotion criteria.

As elected representatives of the faculty, Chairs andddwiprs can help ensure the Provost
achieves their goals for the college. The Provost should listen, aaiwésbelp departments to
reach their objectives and help departments work together to advance institutional goals.

Chairs are well informed regardj faculty research agendas and other service commitments and
can provide insight into proposals made by the Provost regarding faculty participation in
initiatives outside their respectivegartments. To this end, when faculty are identified by OAA

to paticipate inan initiative outside of theirgpartment, the Provost must consult with their

Of


https://www.msche.org/standards/
https://www.msche.org/standards/

respective Department Chair before an invitation is extended to faculty. The Provost must

consult with the Chair aboany matter that directly impacts their depagtin

The Provost shoulosnmediately address tlencerns brought to their attention by @€D and
provide clear and factual responses to those concerns as well as providing space for candid
discussion of these concern€l@ meetings should be used for collaborative and informed

discussions leading to decisions with broad-lsuy

The Provost shoulbde mindful when Chairs request resources needed to ensure their faculty can
perform their dutiestahe collegeandshouldengage the CCI discussions about resource

needs on a regular basis.

The Provosto6s r ol e i aurriculainiatvesahatthave lreénlappweg ar t me
by the Senate; these initiatives must be acted upon in a timely mériredris approved at
Senate must be immediately, and accurately, transniigt€AA to CUNY Central for ultimate

approval, and then local implemation.

Part 4: Reopening Plans and Updates — Opportunities for Effective Communication and

Consultation:

Talk of reopenings a source of fear and anxidty students, staffand faculty during this
uncertain time. Ancdthere are many voicelscussing and guiding response€tVID-19,

including reopening plans.

We view the situation as an opportunity to get communication and consultation right, and to use

the long road to pening as a site of community building.

The Chancellery anBixecutive Vice Chancelld@ruz, in particular, send regular updates on
reopening. We recommend that the President or Provost distribute said memantoehe
collegepopulation andsummarize the new policies and specify how they will be operationalized

at Hostos.

The collegéhas recently centralized most of @®VID-related materialento one webpage, the
c ol | Regqdypage.Thisis a marked improvement over the scattered information that
previously appear ed ,mdudingthsA ntnhoeu nccoseaieengfddéss we b s
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http://www.hostos.cuny.edu/Ready
https://www.hostos.cuny.edu/Home-Page-Content/Announcements/UPDATED-NYS-COVID-19-RESOURCES

coll egebs webpage, amongst ficeoféinasceantif i ce b s

Administrationas wellag h e ¢ Reddywebpages

Room for improvement, however,rema s i n s Redpering Br. Thgoeli@ége has a

dedicated page for iBeopening PlarAnd it also has a detaild®hase In Plahsting what each

phase of reopening would look like. However, this document focuses on Phase |, is far less
detailed on the subsequent phases leading to full reopening, and does not provide any guidance
as to the dates when each phase may come into effect. More detail on these matters would

greatly alleviate the concerns of the college community.

Most importantly, theollege needs to have the opportunity to weigh in on any reopening plan
that Hostos submits to CUNY before it becomes operationalized. This should be done via a
series of Town Halls, and there should be a means for anonymously submitting comments on a
public discussion board once the plan is posted onlihere is currently a means for submitting

a suggestion on thiieeadypage, but it should be moctosely connected to the Reopening Plan,

andencourage submissions on the plan.

Finally, there should be sustained meetings regarding the progress of reopening at Hostos, and
otherCOVID-related matters, with the Senate Executive Committee, and th€ BRE

Executive Committee.

Part 5: Remote Work and Online Training— Training and Support:

This section addresses training and support for staff and faculty at the height of the transition to
remote work angeaching The HEO organization and the Sen@t@VID Response Task Force

undertook independent surveys to obtain information during this difficult time.

HEO Survey(See Appendix 1)

For staff,79.1% of respondents experienced chajles with remote work. 60% of 110
respondents agreed or stronggreed that thelgad to create their own infrastructure for remote
work, which includedleciphering the many institutional platforms to stay connected with staff.
In addition, 51.9% had to build their own outreagistemdo support student3 he respondents

were split with regards to the resources and guidance provided by the college for remote work,

w


https://www.hostos.cuny.edu/Administrative-Offices/Division-of-Administration-and-Finance/Environmental-Health-Safety/Health-Alerts
https://www.hostos.cuny.edu/Administrative-Offices/Division-of-Administration-and-Finance/Environmental-Health-Safety/Health-Alerts
http://www.hostos.cuny.edu/Ready
http://www.hostos.cuny.edu/Ready/SafeCampus/Hostos-Reopening-Plan
http://www.hostos.cuny.edu/Hostos/media/Downloadable-Files/Hostos-Reopening-Plan-Attachment-E-Phase-in-Plan.pdf
https://www.hostos.cuny.edu/Ready/Suggestion

indicating an ambivalence and confusion with what was communicated and provided by the

college. Ultimately, 63.6% conveyédat they were working more than 7 hours a day.

Recommendations:

1 Directly communicate with aHEOs regular updatésom the Presiderntegarding the

coll egebs plans, policies, procedures, and

1 Identify a dedicatd echmical liaison toprovideoptionaltechnology workshops on

TeamsZoom, and BackboardCollaborate and to respond to questions
1 Communicate workload rules to all staff and promote work/life balance
1 Provide guidance on how to manage staff remotely

1 Provide more support for tise with IT needs (especially for Apple devices, VPN access,

wireless hotspoor low internet connectivity)

1 Remuneratstaff who have been required to purchase supplies, equipment, internet

connectionpersonal Zoom accountsnd other materials for remote work

1 Systematize communications to studatisut expectations for distance education,

online curriculum, and techrajy workshops

1 Identify and implement the best online resources to communicate with students and

schedule appointments

Online Learning Initiative Survey of Facul@ee Appendix 2)

Forfaculty, e Online Learning InitiativfOLI] was rolled out in late April 2020 during the
COVID-19 pandemic without theppropriateconsultation ofAcademic Epartment Chairs or

much communication with faculty. This had a number of practical implications:

1 Untenured faculty received diregquests from the Provost and felt pressured to take on

extra responsibilities to be OLI mentors

T Chairs were Iimpeded from planning, coordin

circumstances with the priorities of the college
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1 Curricular needs and departmental best practiceswe¢r@dhered tby the Educational
Technology OfficdEdTech]

1 Training did not reflect the gaps in knowledge faculty might have had due to disciplinary
specificities

1 Anxiety and confusion reigned aboahether the training wasluntaryor mandatory

1 Profounddissatisfaction about academic freedom and pedagogical prerogatives

In response to widespread confusion and dissatisfaction, the Senate Executive Committee issued
a statement affirminthef a c u prerogadiv@vercurriculum that trainings could noteb

mandated, or course assignment contingent on said traiaimgjg formed the college that

NYSED and CUNYhad waived the requirement aflinetraining for Summer and Fall of 2020

(See Appendix 3)Similarly, the Hostos Chapter of PSC CUNY issued a statement that

catalogued a host otherconcernswith the rolloutof theOLI (See Appendix 4).

In August, the SenateOVID Response Task Force created the Orilig@rning Initiative

Survey and made itvailable to faculty from August 1@ 31, 2020. The survey was anonymous.

Highlightsfrom the OnlineLearning InitiativeSurvey of Faculty

The majority of faculty (60%) stated that they were prepared to teach online in Fall 2020. More
than half (37/65) had moderate knowledge with online teaching before the trainiogt of 65
respondent§41%)expendednore thar30 hours on the training drcompletion of a Blackboard
shell. For an overwhelming majority of respondents (53 out of 65, 81%), the time spent was
above 20 hours, the number of hours for which the first cohort of faculty was remunerated.
(Subsequent cohorts who took the trainingriyithe summer were only paid for 10 hours of

their time.)

Only 15 out of 65 respondent®3%)had the impression that the training was voluntary. Trust in
the college administration is eroded when consultation and communication are cast aside for
expedi@cy. More concerning, 48 respondents (74%) believed that approvakEftdechwas
required for faculty to teach an online coudrsghich is not the cageand yet theravere

numerous complaints that queries during the training were not answered in a timedr. man
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Many respondents were happy with their interactions with faculty meshtioirsg the training.
However, only 28 out of 65 (48) werehappy with the support for their chosen modality

asynchronous or synchronous

Of the respondents who had created sewhells for thedepartmergduse, 11 out of 39 (28%)
indicated that they were not comfortable with others using their shell. This is a serious matter of
consent and academic freeddtms unclear whether faculty were asked permission to have their
shells cloned. The breakdown in comnication between faculti,dTech and the Provost is

evidenced in the comments left anonymously.

~

Extremely disconcerting is the comment leftdaye spondent who wr ot e: fiMy
"bot" user with an EdTech email address. | am concerned Edtaftiad full access to my

course while I was teachingdt n vi ol ati on of Union rules. The

The surveilling of faculty countermands a culture of intellectual freedom and pedagogical

diversity. Surveillance is not an acceptable or respectful training or educational ethos.?

Additionally, EdTechpre-loaded information about Campus Resources without consulting unit
heads, resulting in, with the case of the Writing Center, incorrect information that took over 2
months to rectifyand only at the persistence of the Writing Center Director, who reached out to

EdTechon three separate occasions.

Other comments include

Al am probably the exception. | have working
but I'mcloser than ever. | haven't even had the time to apply for payment. But | must say that |

opted into this. 't was voluntary. |l chose th

AThe training had too many parts antdvhether was h
one was a novice at Blackboard or comfortable with the basics already; it was overwhelming and

daunting. There was a lot of busywork (homework that was not curricular development) that did

2This principle was recently affirmed by the University FacultysS5ene i n i ts @A Resol ution Affi
Learning Data and Principles of Workingwith Thikdar t y Vendor s, 0
http://www1.cuny.edu/sites/cynfs/committees/senate/standing/librafigseetings2019-2020/(accessed

September 14, 2020).
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not actually help me with the nuts and bolts of teaglinline. My individual mentor was great

but EdTech was not good at communicating in a timely or clear manner. They demanded much

of faculty but were not able to support us in return. It took me many hours to complete my

course development even thoughk i pped a | ot of the homewor k f

ACarl os and Wil fr elth®teaahing/leamioquisiFAR helow persdrut o n

person! ! 1120

AThe OLI should become standard throughout th

me mber s. 0O

Alt warkleaylersyt ruuggl ed through it but didnét fin

articles were way too long
fEverything was excellent and presented in a p

filt was not specific to the needs of my situativrvas way too general and wasted a lot of time.
The mentor was excellent, and that is where t

APersonnel needs to |l earn to adequately respo

more respectful manneér

~

Al was \pewitlythelevaluaiqgn processes, in which evaluators pushed their own ideas
about course presentation onto the faculty. Also, when a course was not accepted, there were no

clear procedures for communication or fixing the problem. Also, it felt mandatory.

AThe qui zz e s ofimeeMaaytinregl delt thaivthedraireng organizers were

requesting thisasna wf ul j oke. 0

Al | earned a great deal from it. It was wel |l

beentimetogoasdeepiigpeci fi c tool s, but they wil!/ be a
AThe biggest concern | have is faculty being

using Blackboard, so any tips tladTechcan offer would be appreciateBlut honestly, what |
really wouldlike is more timely and responsive support when faculty and departments make

requests. o
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ADi sorganized, poorly communicated, and (agai

faculty success

1

[ I wo u lledrn rhorek egatddo Panopteand ot her applications us

ifThere was no cl ear ti meline or structure of

properly explained or provided. 0

Al don't feel like | ever saw an example of goodlioe teaching. The course itselbg/

uninspired. | couldn't post a syllabus because | didn't know how | wanted to structure my course,
but the course wouldn't let me look at that until I'd posted a syllabus. | ended up just taking the
quizzes and working on my own. But | hatelm® learning as a teacher and as a student and

was hoping for something that felt a bit insp

1]

|l really enjoyed | earning from this course.

have prior knowledge on this topic. o

AThe f eedbac kevdluatorsrf thelc@urses davalopeel should be givetier to

—

he course developers. o

St

[ What i s nee dbasddvakshegs oDi sci pl i ne
AOur department had smart peopl e winso fdied erde soo

Al f el t nihghtself, the synehronausapianas a bit disorganized at first. | would say it
was pandemonium, with professors flooding the chat with questions, connectivity issues, etc.
The second and third sessions were befen, | couldn't understand why we @loin't be put in

breakout groups via departments. o

Al't was clearly originally targeted for async

A ndividuals involvedshould]not assume that all participants are equally prepared and know
about all the technology. o

APl ease, emalkseeri tf rmemdly and write a quick pro

AEdTechshould provide tech instructioneach how to use BB, Turnitin, surveys, instead, they

thought they knew about our content, ourriculum and our students. o
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AThe mat enohelp-REmdmagwasa lot of stupid graphics, there was zero discussion of
BB, the entire site is likea.1980. SPS, UCal, everywhere eisdetter. | learned most from
Google.EdTechandCTL should be run by faculty, or have a committee that actually does

wor k. o

~

Al and other people felt |ike we were secret/|
logs on so it would be nice to just be upfront &alll to people about this. This is aio

pedagogy and it is wuseful to talk about these

APerhaps testing the cl| as $skosldbesonsideredlkeo&w connec
flubs happen, but we are an academic institution, so we should excel when it comes to

instrud¢ i on. O

Analysis

The trainingoriginally established ithe pre-pandemic era as a semester long, voluntary course
of study, neglected to consider the exhaustion and mental fatigue faculty experienced in the
midst of a global pandeniibaving to care for thraselves and thefamilies as well as their 75

125 students

John Jay, City College, BMCC and other institutions created flexible modules and provided
faculty with the opportunity to oph to different development workshops that would answer

their specific needs. While the School of Professional Studies, the gold standard in online
training and education in CUNY, streamlined their online certification process and required only
10 hours, Hostos asked faculty at the end of an emotionally and colgritixieg semester to
steal time from thbkbourltwvaesntongcomphiembp di d20
to Teaching n n o v a t-dowseand thercieation of a shell to teach in a summer course on
June 4. After concerns were raised, lioars paid fortraining that took place during the summer
werereduced to 10but the procesemainedhe sameand lengthyThe Roadmap tdeaching
Innovation was still a recommended stalbunits wereseeminglymandatory, faculty were

graded through uhguizzes, on which they had to score 100%, and the structure of the shells

was predetermined by weekly folders.

The data from the survey indicates that the traibingtly ignoredthe majorityoff acul t yds pr

knowledge with online educatioihe magrity of respondents felt that they had moderate or
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extensive knowledge of online teaching prior to the training. @8lgut of 65 respondents
(20%) indicated that they had little knowledge of online traininggould be productive to give
up thisdogmaic approach t@nline trainingwhere faculty are evaluated and gradather than
inspired and encouraged to embrace the rich possibilities of online teaching.

Recommendation

The difficult labor that faculty undertodkr the OLI wa simultaneous the enormous work
completed by th&dTechteam, along with the faculty mentors and instructional design
specialists. Much of this work could have been productively channeled mad#en strong
communication and consultation betwdsaiTechandthe Academic Department€hairs and
faculty appreciate th&ducationalTechhology Officeas a support unibut remairnsteadfast in
their conviction, as supported by the Hostos Charter of Goverremt¢he CUNY Bilaws that

academic and pedagogical purview had bmersteppedAs such:

1 The Provost an&dTechmust consult with Chairs and Coordinators about the needs of

the Academic Departmentshen seeking to implement widespresghsformations to

teachingpractices and modalities

1 Training rationale anthculty enrollment in the OLI should come from the Chairs and

Coordinators oAcademic Departmentsvho are in the best position to assess the needs

and online capabilities of their faculty

1 EdTechmust coordinate an effective assessment of the needsutif/firough pre

training and postraining surveys, staculty with more experience can access an

accelerated training and those with little familiarity with online teaching may opt in for

more intensive training

1 EdTeclbs | nstr uct i on arlust\ied padagogicdl expedise totfaauttyt s

and act as technological support, providing prompt resolutions to questions and support

for Blackboard glitches

1 Faculty Mentors should provide @oing pedagogical workshops on specific topics that

faculty chooseo attend

1 EdTechmust respect academic and disciplinary freedom
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* After this report was published in September 2020, representatives from EdTech (the Office of
Educational Technology) and ETLC (the Educational Technology Leadership Council) requested
theopportunity to add a response to the Task Fo
Il nitiative. Their response, the Task Forceos
documentation from EdTech and ETLC are availabl&ppendix 5 of this document. We invite

readers t@eviewthat section.
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Recommendations for Advisement & Registration

The Senat€OVID Responsdask Force identified advisemeard registratiomsarea for

examination because of the critical rthey playin supporting entering and continuing students

at Hostosas part of the overall enrollment process (admissions, advisement, registration, Bursar)
While advisors are deeply invested in student oulr@ac support, organizationadnfusion

results in delays anfdustrations for students. Theltege doesiot have a clearly articulated

vision for providing advisement services to students or identifying which advisement programs

will most effectively meethe individual needs of our studenfge conducted interviews with

key stakeholders from,tRegicltirage®és Oddvicee m&mn
others with deep experience with the enroliment proeeggsreviewedelevant supporting

documents.
We learned that owadvisement unitface the following key challenges:

1 The college does not have a comprehensive intake process that would help students
identify which advisement unit would best suit their personal circumstance

academigoals.

1 Advisement units are spread across various divisims. result, onboarding and
professional development is the responsibility of each iddaliunit and

communicatios and best practices are inconsistently disseminated.

1 There is nalearpersorresponsible for closing the loop from admissions, through
advisement, to registration, to the Bursar. As such, this overall enrollment process lacks a
comprehensive plan to ensure student suct&ssabsence of a dedicated Deasates

difficulty in implementing systematic changes.

1 Communication needs to be strengthened between the faculty advising students on their
academic programs atige established advisement gnioted above.

SHostos Community Collegeb6s Advisement Units: ASAP, Col
Coaching Unit. Websiténttp://www.hostos.cuny.edu/Academics/Advisement
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1 The Student Success Coaching YBIECU)shoulders much ohe responsibility for
registrationand as a resulicannot provide advisement services at the same cajpacity

other advisement uniten the campus.

1 There is no alignment or coordination between facaityricular developmentand the

coll egebs advisement wunits.

1 Evaluation metrics between advisement units are opaque, resulting in difficulties for
measuringstudent successr their own performance across the collesgethey cannot

identify and share which strategies are méfsicéve for supportingtudentsat Hostos.

T Orientation for new st ydbeotpravide acsnprehensieel | y
overview of degree and certificate programs, college policies and resmorces,
adequately introducgtudents to the functions of various college resouktiemt we call

orientation sessions focus oggisteringstudents irclasses.

As a result of the challenges described above, the SEQ@AED Respons& ask Force proposes

the following recomrandations:

1 Consolidate all advisement units under one division and have them report to a Dean
of Advisement & Enrollment Management. In order to encourage advisement units to
collaborateand strengthen transparentlyese units should report to one divisaoda
designated chiefThe Cross Divisional Adviseme@ommittee(CDAC) previously
recommended thdlhe college consolidate advisement units under one division. This
would allow all the appropriate stakeholders to work together to develop a clear vision
for providing comprehensive advisement seritteat focus on barrier rechion so
studensg can successfully graduatehis would also prevent advisememtipies and
processes from being implemented without input from the advisementamdtsnake
advisement part of the holistic process of admitting, advising, anadgeteing
studentsDesignatinga Dean of Advisement & Enrollment Management would highlight
the critical role advising plays in the broad enrollment processecraitment,

application,admissionsadvising,registration, andursar.

1 A point person in OAA should be designated to oversee all advisement tasks
conducted by the faculty. This key person (Dean level/Director) showldrk closely
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with theDean of Advisement and Enrollment Managenamt ensure that the efforts of

the faculty advisors to promote their academic programs are effectively communicated to
the advising units, and thus students receive a consistent message as they make their way
through an academic program

The Dean of Advisement & Enrollment Management should establish a clear

passage for students, advisors, and all stakeholders to enroll, retain, and support

students throughout their time at Hostos. This Deanwould set goals for admissions,
advisementregistrationand theB u r s a r @ vsorkiQgfwithi eaclke group to achieve
these goals and comprehensi vel Yheywelddpond t o
also establish common benchmarks across advisement in order to determine which
advisement strategies afectively supporting Hostos students; conduct research into

best practices for advisemedisseminate this information to CDAC membédrs;

responsible for providing/creating/offering a professional development series for all
advisorswork with Chairs Coordinatorsand Directors to inform and to solicit feedback
about recruitment, orientation, curricular and coltegadiness advisement; develop
pathways between advisement units and faculty to sync up curricular knowledge; manage

and modulate the use pérsonnel energies at different stages of the academic year;

assess the effectiveness of CDACO6s enroll m
provide a clarity ofvision fortheo | | e g e 6 s amddenéra enmlbmegiathfor
students

Institute a comprehensive intake process to help students identify the appropriate
advisement unit and degree of study. One of the major challenges we face is helping
students identify the advisement unit and degree program that best suits their needs.
Students should make informed decisions about what will work for them based on
reviewing their personal circumstances and their academic and career goals with an
advisor. Our current system encourages advisement units to compete for students to meet
their enrollment targets. As a college, we need to shift to a stiidetr@pproach in order

to help our students graduate and meet their future academic and career goals. Students
should not be seen, first and foremost, as FuilEtime enrolimentnumbers
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1 Advisement and registration functions must be part of a holistic process. All
advisorsfaculty representatives, Admissions, dhdR e g i st r ashodld be @art bfi c e
the registration conversation with the Dean of Advisement and EnrolMemgement
to help identify best practices for converting admitted students to enrolled ones, and with

registering returning students.

1 Create structured orientation sessions to help students explore the college’s degree
and certificate programs. The college should develop an orientation fair that affords
students the opportunity to explore the various degree or certificate options available at
Hostos as well as the career options upon graduating. All advisors should betlpart of
event along with Financial Aid expertgjrstYear SeminaFYS) representatives and
other faculty An Orientation Fair would create a unified sense of the college for
incoming studentsAdditionally, at this fair, the students should be given an effective
introduction on how to register themselves on CURPt, thus reducing the burden on
the advisors who would havewalk new students through such a procéss.
comprehensiv®rientationProgramOffice should be developed at Hostos to coordinate
such arevent.Orientation programming would serve as an excellent tool for conversion
(from admitted to committed students) and can work to reduce summeOmefitation
promotes student persistence by providing incoming students with access to various
campus gpport areasin Orientation Program fiice would collaborate with the entire
Hostos community to create a culture that places value on each student and on their
academic successghe return on this investment for prioritizing student onboarding
would be ecognized in higher conversion and retention rates, as well as increased student

satisfaction.

1 CDAC’s membership should be expanded. CDAC should be directed by a Deain
Advisement &Enrollment Management; its membership should comprise established
members as well as the Dean of Institutional Effectiveness, the Director of Institutional
Research and Assessmantie pr esent ati ves from the Bursar
Transfer Ofice, and faculty representatives (preferably Cisaaitus).The group could
comprise an executive committee empowered with making decisions, with the rest of the

members providing advisory functions. In this manadyalance would be found
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between a bredl of knowledge as part of the discussiangan efficient means to turn
the discussion into actioifthe selection process for the commitséeuld be transparent

for the whole college.

CDAC should formalize its relationship with faculty. CDAC shouldrecord meeting
minutesand make theravailalle and accessible to Chaif3pordinatos, and Directors
CDAC shouldalsodevelop a plan for the effective use of Sucéstifishasa
professional development tomhdeducate faculty on itstrengthsit should also
encouragell advisorgo work with faculty, especially those who tedble First-Year
Seminar, to create a sustained web of contact with continuing stuéleptdiscussion
on Succeed/Starfish should include facuypresentaties andthere should beutreach

at departmental meetings to educate faculty about the uses and goals of the system.

Develop a Summer Institute to help students prepare for their college experience. A
Summer Institute would introduce studetat the college, help the college begin to
address any barriers that would preva&ntientsrom being successful in college, and
help them develop sense of communityl'his could be modeled after College

Di s c o voerwegeksammer program, which createcommunity, provides academic
tutors,connects students that naetb college workshop#or theirremedialneedsand
addresssany barriers ranginffom personabnesto registration requirementsor our
late registrants, we recommead@-3 day orientationsession thatay run concurrently

with studentso6 cl asses atatHodtos beginning of
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Final Thoughts: Building a (Remote) Community for our College

Hostos has very active student groups, faelatlinitiatives,andcommittees, and this does not
even include the projects emanating from the Cabinet and the various Divisions. Now is the time
to bring together the workings of these various groups into a community in the virtual realm to
discuss common goals and toagegize initiatives. We recommend a team be formed of
representatives from OAA (faculty and administrators), SDEM, CEiINMEGtudent Government
Association, and the Office of the President to discuss programming plans/calendars for the
semesterThese plas/calendars should be aligned whenever possible and highlight
programming that aligns with institutional priorities (for example: Strategic Plan/Operational
Plan goals, Service Learning/Civic Engagement tied to faculty and student led initiatives, and
time-sensitive opportunitiesuch as thepcomingelectiors). While challenging because many
events are planned during the semester, not before it commences, we believe coordinated,
intentional communication could contribute to developing a sense ofgiejpandwould

sustainour Hostos identity even as we continue operating in a primarily remote mode.
Additionally, all public events should appear together on a combined Hostos calendar, which is
easily accessible from the Hostos webpage. In this fasiienyorkings of the many parts of
Hostos appear as they should be: as part of the whole.

Additionally, we need to bring together the lessons learned as we transitioned to the remote
realm, in our classes and in our administrative work. Having successioMgd much teaching

and administrative work online, what have we learned? What are the pedagogical best practices
for remote learning? What are best practices to training novice remote teachers, and advancing
more experienced ones? What are best pradicegsmote departmental meetings, committee
meetings, Cabinet, Senate, Admissions, advising, registrationutsarBHuman Resourcdbge
CollegeWide Personnel & Budget Committee, mental health, the Writing CéngeHostos
Academic Learning Centeetc? We recommend that a collegade team be formed by the

Office of the President that systematically collects these best practices and adapdsttiee
postCOVID world. We cannot assume we will go back to the same ways as lzfoehave
perforce discovered more efficient ways of doing things during the pandemic.
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Appendix 1: HEO Remote Work Survey

Hostos
PSC CUNY HEO Meeting

Thursday, July 23, 2020

Daliz Pérez-Cabezas,
Hostos PSC CUNY Delegate

Agenda

e Welcome
e Hostos HEO Remote Work Survey
e Discussion
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Hostos go5e

HEO Remote Work Survey :

e Administered: May 11, 2020 - June 2, 2020

e 110 Responses
e 32.7% HEO
e 26.4% HEA
e 26.4% HEa
e 14.5% aHEO

e 13.3b Status

e 67.3% No
e 32.7% Yes
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Hostos s
HEO Remote Work Survey :
e 78.2% or 86 HEOs strongly agree that they

feel safer working remotely during the
COVID-19 pandemic
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Hostos
HEO Remote Work Survey

e 60% of HEOs agree or strongly agree that
members of their team had to build their own
infrastructure to work remotely
o 31.8% Agree
o 28.2% Strongly Agree

e Examples

o Established communications tools

MS Teams, Webex, Zoom, Phone, Blackboard
Collaborate

» Setting up VPN access

Hostos 85ss

HEO Remote Work Survey -

Challenges

e No guidance on what platforms to use

Not having access to phones on campus

Not being able to get IT help with Apple devices
Having to borrow or buy a laptop

Limited or no technology training provided to staff

Purchasing equipment or technology (e.g. Zoom) to
work from home

Poor Wifi connection at home
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Hostos HH

HEO Remote Work Survey -

e 51.9% agree or strongly agree that members
of their team had to build their own
online/remote infrastructure to support their
students
e 26.4% Agree
o 25.5% Strongly Agree

Hostos gess

HEO Remote Work Survey :

Examples

e Developed surveys to assess student’s
technology needs

e Created scheduling platforms for meetings

¢ |dentified tools to communicate with students

e Zoom, Google Voice, MS Teams, Webex,
Blackboard Collaborate

e Developed expectations for online learning
e Created online curriculum and/or workshops
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Hostos HE

HEO Remote Work Survey :

e Frequency of submitting work plans
o 46.4% Weekly
o 25.5% Not Applicable
o 18.2% Daily

e 56.3% of HEOs agree or strongly agree that
they have taken on new responsibilities

» 34.5% Agree
» 21.8% Strongly Agree

Hostos i

HEO Remote Work Survey :

e The majority of HEOs find working remotely
to be moderately or slightly challenging
» 29.1% Moderately Challenging

23.6% Slightly Challenging

20% Not Challenging at All

17.3% Very Challenging

9.1% Extremely Challenging

0.9% N/A
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Hostos s33s

HEO Remote Work Survey :

e HEOs were split on whether the college provided
them with the resources, technological guidance,
training, and the platforms needed to work
remotely.

N/A :
Stronglyagree 4 go, Strongly disagree
15.5% d 15.5%

@ Strongly disagree
" m Disagree
' Disagree O Neutral
— ‘ 20.0% 0 Agree
25.5% m Strongly agree

aNA

Neutral
21.8%

Hostos i

HEO Remote Work Survey -

e 57.2% of HEOs agree or strongly agree that their
remote work day is more challenging than working
on campus.

o 32.7% Agree
» 24.5% Strongly Agree

e 63.6% of HEOs strongly agree or agree that their
remote work day averages more than 7 hours.
» 33.6% Strongly Agree
o 30% Agree



Hostos 333:

HEO Remote Work Survey 3

e HEOs were split on whether they can more
effectively carry out their duties on campus vs
working remotely

N/A" strongly disagree
Strongly agree 27% g”y 8% B
14 5% — E
{ 13 Strongly disagree
DI
Disagree e
20.9% 0O Neutral
0 Agree
W Strongly agree
29.1% N/A
Neutral
209%
00
0000
OS10S 3
[ LR

HEO Remote Work Survey 3

e HEOs are split on whether working remotely is
more stressful than working from campus

N/A
Strongly agree 1.8% Strongly disagree

Strongly disagree
@ Disagree

O Neutral

O Agree

m Strongly agree
@N/A

Neutral
18.2%




Hostos
HEO Remote Work Survey

e 71% of HEOs strongly agree or agree they
would like the option to work remotely once
the COVID-19 pandemic is over
» 54.1% Strongly Agree
e 22.9% Agree

e 40.4% of HEOs report they will not be able to
return to campus if they cannot make
arrangements to care for their dependents

Recommendations on the 34+

resources and support HEOs need | :

Communications

e Regular communications from the President and
Cabinet
¢ What the college is doing
» Changes to policies and procedures
e Improve communications to Hostos students
e Provide guidance on how to manage staff remotely
e Communicate workload rules so staff are not being

required to work hours beyond their regular
schedule
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Recommendations on the Seos

resources and support HEOs need | ®

Returning to Work

e Create a detailed health and safety plan
 Building cleaning schedule
o PPE for employees

e All staff with underlying health conditions
should continue to work remotely

Recommendations on the 4

resources and support HEOs need  :

Work-related Expenses

¢ Staff should be reimbursed for work-related
expenses

Upgrading internet connections

Increased electricity charges

» Personal cell phones bills

» Purchasing equipment or new technology

» Office supplies such as paper, ink, etc.

e Hostos should provide office supplies to staff while
they are working remotely
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Recommendations on the 143

resources and support HEOs need | :

Technology and Technical Support
e Provide staff and faculty with Zoom accounts
e |dentify and implement the best online
resources to communicate with students
» Navigate for mass texting/appointment scheduling

e Provide IT support to staff with Apple devices

» Applications such as virtual phone should be
compatible with Apple devices

Recommendations on the 444

resources and support HEOs need | :

Technology and Technical Support

e Provide staff with guidance on selecting the
technology needed for remote work

e Hostos should provide support and training to
staff on CUNY Central supported platforms
o MS Teams, Webex, etc.

¢ Help staff obtain better devices so they can
work from home effectively
» Laptops or computers
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Recommendations on the s

resources and support HEOs need | ®

Supporting Students

e Students need additional training to use technology
effectively
o Computer literacy
» How to use the various learning management systems

e Help support students that cannot afford to purchase
internet services and/or do not have Wi-Fi access

e Provide emergency funds for pre-matriculation
students in CUNY Start, Math Start, and CLIP

Recommendations on the s

resources and support HEOs need| :

Professional Development and Training
e Provide trainings on the various online platforms
» MS Teams, Webex, Blackboard Collaborate, etc.
e Provide training on how to engage students online
¢ |dentify a dedicated technical liaison to provide
trainings and to respond to questions

e Develop technology trainings with a schedule similar
to what has been offered to faculty

35



Recommendations on the S

resources and support HEOs need | ®

Supporting Staff with Dependents

e Encourage managers to be flexible with staff
who have dependents at home

e Develop a plan for staff with dependents who
cannot return to work if they cannot find
reliable care and/or schools do not open
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Appendix 2: Faculty Survey of the Online Learning Initiative

it Forms Online Learning Initiative Survey - Saved ?  TramNguyen TN

Online Learning Initiative Survey

65 11:45 Active &

Responses Average time to complete Status Ideas

1. In total, including any pre-training steps and the creation of your course shell, approximately how
many hours did the online certification take?

@ 10-20 hours "
@ 20-25 hours 14
@ 25-30 hours 12
@ 0+ hours 27

2. Was it your impression that the training was:

. Voluntary 15
@ Mandatory 29
@ Uunclear 20
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3. What was your knowledge or experience with online teaching before this training?

@ Extensive knowledge 15
@ Moderate knowledge 37
@ Little knowledge 13

. How satisfied were you with the communication between you and your mentor?

@ satised 33
@ Neutral 24
@ Dissatisfied 7

. Were the differences between asynchronous and synchronous explained in a meaningful way?

@ ves 47
® No 8

@ Unclear 10

. Were you provided with flexibility with regards to a choice of asynchronous or synchronous
modalities?

@ ves 37
@ No 7
@ Unclear 21
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7. How satisfied were you with the support provided for your chosen modality?

@ satisfied 28
@ Neual 28
@ Dissatisfied 8

. Did you have the impression that your course must be approved/certified in order to teach an online
class during COVID-19?

@ v 48 .

® No 7

@ Unclear 9

. Did you create a course shell, along with the certification process?

@ v 40
@ No 24
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10. If yes: Do you feel comfortable allowing the shell to be used by faculty taking the training in July and
August?

@ v 28
@ no n

11. Did you use a course shell previously created by another instructor?

® no 45

12. If yes: Did you have enough freedom to modify the previously created shell?

@ ves 19
@ HNo o

13. How prepared do you feel to teach online effectively after completing the Online Learning Initiative?

@ Frepared 19
@ Meither prepared nor unprepa... 19

@ Unprepared [
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14. Did you feel that the content and structure of the training fit with your department’s curricular
plans/needs? Please comment:

Latest Responses
53 *I felt that the training itself, the synchronous part was a bit disorganize...
Responses *Our department had smart people who did resources that were far bett..

15. What support would you recommend Ed Tech provide in the Fall as we continue with online
teaching? Please comment:

Latest Responses
47 "Discipline-based workhops.”
Responses *Edteach should provide tech instructions--teach how to use BB, Turnitin,...

16. Is there anything else you would like to share about the OLI? Please comment:

Latest Responses
3 8 “Perhaps testing the classes as far as connectivity and features. | know fl..

Responses

"My course contained a “bot" user with an EdTech email address. | am co...
“The materials were not help--Roadmap was a lot of stupid graphics, the...
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Appendix 3: Senate Executive Committee’s Response
to the Online Training Initiative (Emailed June 11, 2020)

Senate Executive Committee's Response to Online Training Initiative for Faculty

IALONGO, ERNEST

Thu 6/11/2020 10:04 AM
To: IALONGO,ERNEST;
Cc:

Bcc:

Dear Senators and the Hostos Faculty,

Since the lockdown of ouollege began in March because of the CONI@Dpandemic, the

Senate and its standing committees have made significant efforts to maintain the continuity of
college businessnline. The committees continued to meet, and the Senate met at its mandated
meetirg times in April and May and approved all items on its agendas, including over 100
curricular items, various Charter amendments, and a resolution creating an Academic Integrity
Committee.

We persevered in our duties to make clear that, regardlesseh#rgency facing the college,
shared governance remained an integral and active part of the college, and that the Senate
expected that all standard policies and procedures required to conduct college business would
continue during the campus closure. Tlhiser point was in fact explicitly made in various
communications to the college regarding the work of the Senate and its committees.

As such, the SenakxecutiveCommittee (SEC) has looked on with growing concern at
the Online Training Initiative thatwas launched in late spring, and has now been significantly
expanded in the summer.

The SEC feels this program, as it is widely understood, is a violation of shared governance and
faculty prerogative over curriculum.

Communication on this initiativeas been poor, leading to widespread confusion, anxiety, and
frustration over its purported scope and its implementation. Chairs and Coordinators were
insufficiently consulted, and requests or suggestions made by them on behalf of their
departments or unitsere brushed aside or ignored.

In our discussions with mentors, design consultants, participants, Chairs of Academic
Departments, and Unit Coordinators, the overwhelming message we have received from them is
that the Office of Academic Affaif®©AA) is requiring all faculty, full and patime, to
completeonlinecertificationtraining, as administered by the Office of Educational Technology
(EdTech). In addition, all faulty are required to creaiéne courses which must be certified by
EdTechbefore the faculty are permitted to teachinein the summer and in the fall.
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Further mor e, Bl ackboard fAcourse shellso for e
developed, and each faculty teaching the different sections of a course nthst asarse shell.

The complete@nlinesection must be approved by EdTech. And, if a faculty member should

insist on developing their owanline section for the fall, it would still need to be submitted to

EdTech for approval before it could be taught.

The CUNY Bylaws kittps://policy.cuny.edu/bylawséand the Hostos Charter of Governance
(https://bit.ly/2XS8leY clearly stipulate that curricuta falls within the purview of the faculty
and their elected bodies, and the assignment of courses to faculty are the prerogative of
Department Chairs.

Neither OAA nor EdTech have the authority to mandai®ing, nor to act as final, unilateral
arbiterson the content or delivery mode of curriculum, nor to withhold a course from a faculty
member because of sdrdining. This authority did not exist in the pg®©VID era, and the

faculty did not surrender thaiights during this emergency when all faguitust, perforce,
teachonline. Every relevant governance document in the university and our college are clear on
faculty rights.

Section 8.5 of the CUNY Bylaws notes that one of the central duties of the faculty is the

Af ormul ati on cdfcupaliicauy urmol. atFiumg htea mor e, Secti
college shall have a faculty or academic council [in our case the GalletgeSenate], which

shall be the primary body responsible for formulating policy on academic matters. The
compositonofah col | egedés faculty or academic council
approved by the board of trustees. 0

The Hostos Charter of Governance follows the logic of the CUNY Bylaws. Article I, Section 1,

C of the Chart er egeSenateshallt.ldage the poaver to fofimlate néve | |
policy recommendations and to review already existing ones in areas including but not limited to
the foll owing: éDevel opment of curricul ao.

To achieve this end, the Senate relies on its CoNggie Currculum Committee to, amidst

ot her duties fAnevaluate and recommend new cour
modi fications of current courseso, to fiestabl
Coll ege curricul ao, t odicdlyadrecemmerdxhasgésiwhege c ur r i
appropriateo, and to fApresent to the Coll ege
recommended by the committeedo (Article VII, S

Additionally, both the CUNY Bylaws and the Hostos Charter of&ance stipulate that it is

the Chair of a Department, as the duly el ecte
has the authority to assign courses. Section 9.3 of the CUNY Bylaws notes that it is the duty of

t he Depart ment sightteuises peandsroange pragramsAiinstructional staff

members of the departmento. The Hostos Charte
Depart ment Chairperson shall AAssign courses
members of the degptment. (The execution of this duty may be delegated to the Unit
Coordinators)o (Article VI, Section 2, G) .
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Moreover, neither the New York State Education Department (NYSED) nor CUNY have

mandated angrainingor certification foronlineteaching duringhis time of crisis, nor would

they in contravention of university and college governance documents. The CUNY website

d e di c aGQuidahce broAcdilemic Continuty ex pl i ci tly st a2028,s t hat

NYSED hasé extended its flexibility on distan
as such, CUNY stipulates that #nAcoll ¢édopges do no
NYSED in order to offer programs or certificatedinei n Fal | 2020. 0

In the normal course of events, faculty who choose to developlare section of a course (or
any other modality¢hybrid, writing intensive, Honors) would voluntarily go througle
requisitetraining, would voluntarily submit their course to the requisite body for approval, and
then teach their course in said modality.

As such, the faculty should avail themselves of every possible resource made available to them

for onlineinstruction, but on the understanding that such usage is voluntary, and that there

should be no expectation or concern of punitive measures being meted out to them in the form of
denial to teach their courses as they develop dhesnether they partake in

theOnlineTrainingl ni t i ati ve or not, choose to use a fic
fully asynchronousnlinecourse, or choose to developaniine course with a synchronous

component. The choice remains with the faculty.

Finally, the SEC hasypposefully limited itself to issues of governance and faculty prerogative
over curriculum in this statement, as that is the essential purview of the Senate with regards to
theOnlineTrainingInitiative.

However, the SEC has read and fully endorsestdtement of the Hostos Chapter of the PSC

released to the college on June 8, 2020, which challenges the notion that faculty could be
Aexpectedd to engage in the initiative during
initiative was unreasonabl@d insufficient, that an undue burden was being placed on junior

faculty to participate in this initiative, that Department Chairs [and Unit Coordinators] were not
sufficiently apprised of the scope and roll out of an initiative that directly impactedabeity,

that the work and compensation for the initiative are far in excess of the 10 hours that have been
advertised, and that there is an overall lack of clarity in communications to the faculty regarding

the goals and outcomes of the initiative.

Sincerely,
The ExecutiveCommittee of the Hostos Colley®ide Senate:

Professor Ernest lalongo, Chair
Professor Tram Nguyen, Vigehair
Professor Catherine Lewis
Professor Diana Macri

Ms. Daliz PérexCabezas
Professor Natasha Yannacafiedo
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Appendix 4: Hostos Chapter of PSC CUNY’s Response
to Online Training Initiative (Emailed June 8, 2020)

PSC response to online training initiative

BERNARDINI, CRAIG

Mon 6/8/2020 8:56 AM
To: MANGINO, CHRISTINE;
Cc: PSCBARGAINING UNIT; PSCgroup;

Dear Provost Mangino:

| write to express grave concerns about thelme training which is scheduled to begin today,
Monday, June 8. No matter how well intentioned, as it is currently constituted thiegnen

training ignores the contract and infringen &aculty purview over curriculum. Best practices
with regard to timely communication, transparency, and proper consultation, particularly with
department chairs and coordinators, have also been ignored.

Annual leave According to Article 14 Seoti 1 of the collective bargaining agreement,
annual leave for faculty begins after commencement and ends three days (excluding weekends)
before August 30. While the email sent by the Office of Educational Technology does not
mandate faculty to takethetiani ng, it does state that facult)y
chairs are “expected” to participate. Clearer
voluntary, is necessary. Without a change of wording, the unidirconsider filing a grievance.

Notification. Notification of the training starting date for both mentors and participants
was unreasonably short. The email soliciting faculty to serve as mentors went out on
Wednesday, June 3, five days before the training was scheduled to. Gdg email to faculty
identified to participate went out last Friday night. It is unrealistic to expect thatifuk
faculty on annual leave will be checking their email frequently enough to even see this
announcement, let alone that they will be alitecomplete the work they are recommended to
do beforethe training begins. Were this April, as the university was struggling to come to terms
with the new online reality, a short turnaround time might be understandable. Coming in June,
during annual lea& and almost a full three months after the first recess, it is unjustifiable.

Junior faculty.Severabf the faculty who were invited to become dime mentors are
untenured. While this makes some serseewer faculty are more likely to have a bgosund
inorHine learningd t unjustly takes advantage of these
Junior faculty need summers to produce the scholarship necessary for reappointment and
tenure. Contractual reassigned time for research enables junior fatultarry out some
research during the school year; however, the heavy teachingdedudch actually increased
due to the move to odine this spring—means that junior faculty depend heavily on summers
to engage in scholarship. | would add that, even thotlge email soliciting faculty participation
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was phrased as a choice, both the extremely short turnaround time and the direct appeal from

OAA make it a proverbial ®“offer they can’t re
training—and this assumingatulty thought to check their HCC email last Wednesdagpny

may not even think to reach out to their chairs and coordinators, on whom they depend for

guidance to navigate their commitments to teaching, scholarship, and service during their

untenured years.

Communication Both the notification time and the direct appeal to faculty to become
mentors speak to a breakdown in communication betwé&elTechOAA, and faculty,
particularly department chairs. Chairs were not informed of the mentoring progeard thus
did not know their faculty were being solicited for this initiative. Nor were they consulted about
the final shape which the online initiative would take. This is a particular concern for the PSC,
coming as it does on the heels of the reductaiireassigned time for administrative work,
centralized decision to keep certain fall semester sections on hold, and the restrictions on the
use of junior faculty research timeall unilaterally imposed by the Office of Academic Affairs.

Governanceand curriculum developmentThe PSC is deeply concerned about what
appears to be a migration of the preparation of curricula from faculty to the Office of
Educational Technology. While the Office of Educational Technology has a crucial role to play in
helping faculty prepare for otine teaching, curriculum developmentisind must remain—
the prerogative of the faculty.

Work expectationsFacul ty who parti ci patliredannglhvement or
expressed that the time commitment wasemcess of what they were remunerated for.
Indeed, some mentorare still being contacted to address questions from their assigned
faculty, so they are working beyond their allocated compensation. THeoL® commitment
suggested in the Friday email sentbgucational Technology alappears insufficient to
complete the work as outlined. To this | would add the recommendation that the Roadmap to
Teaching Innovation be completed prior to the trainiatis in a single weekend, assuming
faculty checked theirmail Friday night, what is, according to the spring OLI, a minimbuou6
commitment.

Clarity. Faculty have expressed concerns about the clarity of expectations and benchmarks.
Some faculty began to teach the summer session without knowing whétlegrhad passed
the training, or if their prepared ofine course had been approved. Some faculty are teaching
even though they have not passed the training. Overall, greater clarity is needed regarding fall
on-line instruction for faculty who either doat complete or do not pass the training. It bears
mentioning here that the DOE hagtended the temporary waiver for the use of distance
education as an alternative delivery method through December 31, 2020.

In his recent address to the Reimagine Edwraf\dvisory Council, Chancellor Mai®sdriguez

spoke of the importantroleoth i ne education will play in CUNY’
honor this commitmenttood i ne education for Hostos’s uniqu
Office of Academic Adirs (1) demonstrates a clear commitment to timely planning and
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notification, (2) implements reasonable and more flexible time framesr&mning options, and

(3) involves faculty and the elected faculty leadership in a dialogue about what the most
effective vision for odine education will look like, in a way that respects our time, our
expertise, and our varied commitments to teaching, scholarship, and service to the institution.
Sincerely,

Craig Bernardini, Chair, RHGstos (on behalf of the Exdote Committee, PSBostos Chapter)
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Appendix 5: EdTech and ETLC Response to Task Force’s Report

Task Force’s Preamble to EdTech and ETLC Response

After this report was published and distributed to the college community in early September

2020, the Chair of this Task Force was asked to attend a meeting with the President, Provost,
Associate Dean for Academic Affairs, the Director of the Office ofdatdanal Technology, and

the CoeChair of the Educational Technology Leadership Council in@utbber. The topic of

the meeting was the representation of the Onl
Specifically, the leaders of EdTech and ETargued they were not properly consulted, and that
the reportés claims regarding the initiative
agreed that the leaders of EdTech and ETLC should bring their concerns to the full Task Force

for further disaission. That meeting took place in aANdvember. The result of that meeting was

the following: 1) The Task Force reiterated that they recognized the tremendous amount of work
done on behalf of the faculty by EdTech and ETLC; 2) EdTech and ETLC were itovdeaft a
response to the report, which would be included iexgrandedrersion of the report; 3) The

Task Force determined that its findings regarding the unsatisfactory communication of the goals,
scope, and mandate of the initiative to the faculiyart from the intentions of EdTech and

ETLCO would stand. The Task Force stands by its conclusion that improved communication

would have greatly reduced confusion and anxiety amongst the faculty through late Spring and
Summer 2020.

Below, you will findther e s ponse of EdTech and the ETLC to
a copy of EdTechodés presentation to a Chairs,
semester, which | aid out the scope tofilyt heir
online teaching.

e

The Task Force, having read the response below, reiterates the following points:

1) The Task Forceds report regarding the Onli
communication and execution of the initiative. The Vfaot that the Task Force was made up of

two Chairs of academic departments and two Unit Coordinators of two other academic
departments, all of whom expressed profound dissatisfaction regarding the level of consultation

that took place with departmental degis on the initiative, and that the Senate Executive

Committee and the Executive Committee of RSANY at Hostos both felt the need to publish

public statements of concern regarding the initiative, clearly show that communication regarding

the Online Learing Initiative was unsatisfactory and produced significant confusion and anxiety
amongst the faculty.

2) Academic Freedom is twiold. Firstly, faculty elect their departmental Chairs, who are

responsible for the assignment of the clagsetheir depament, includinghe modality of how

such courses are taught. Confusion over whether the Online Learning Initiative was mandatory

for the faculty, andvhetherfaculty could teach their online classes if they had not been certified

by EdTechseemed to chignge both Chasdprerogatives and faculty rights. Secondly,

academic freedom does ramver justthe content o course, but how it is delivered. Our
research found that, despite EdTechdés best in
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did not always feel that their freedom regarding the choice of modality and course content for
their sections was always respected. Again, better communication regarding the Online Learning
I nitiativebds scope would have alleviated such

[See the following pages for the EdTech/ETLC response to the Task Force’s report and an
EdTech PowerPoint presentation delivered to Chairs, Coordinators and Directors]
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Response from Office of Educational Technology (EdTech) and EdTech Leadership
Council (ETLC)

prepared by:

Carlos Guevara
Director, Educational Technology
co-Director, CTL; ceChair, ETLC

&

Jacqueline M. DiSanto
Professor; Chair, Education Department
co-Chair, ETLC

We appreciate the opportunity to present our statement to the Senatel@&Redponse

Committeeln our roles of Director of EdTech and @hair of ETLC, we want to share our
response to statements i ncl uded intiatives amnctthet a s k
work of EdTech. Also included is the scope of the canwpide Online Learning Initiatives

(OLIs) carried out during this unprecedented period to support the transition to distance learning
and to highlight the successes accomplished.

The original research conducted by the task force did not include the voices of the office and
faculty in charge of offering the online learning initiatives. No one femfiechnor members of
ETLC were consulted or were given an opportunity to providein&ionaboutwhat was done
during the emergency, contrary to the recommendations made in the communication
andconsultation section ithis report.The greatesinpact that COVID19 had on Hosteson

any educational institutierwas the movement of allaehing and learning to onlin€hose
stakeholders who have historically served as the key support for online instruction should have
been included in the work done by the committee.

It is important to mention that academic department chairs were inf@ntedonsulted by the
Office of Academic Affairs about the creation of emergency ofiéaening initiatives to support
the impending transition to distance learning, as opposed to what is stated in this report.
Trainings structures were created to offarfdational frameworks for effective online
instruction and did ndbcus on modifying curriculum naiolating academic freedom.

Recommendations madegardingedTech overstepping academic and pedagogical purviews are
inaccurate, since the focus of thel®was on design and delivery of online learning and not on
imposing or dictating curricular matters. Additionally, department chairs were asked for names
of the individuals that needed training, there was an open line of communication between the
EdTechDirector and chairs about this, and EdTech had no control over whether this was or was
notcommunicated to the faculty.

OLlIs were developed with continuous improvement and assessment in mind and evolved
through the subsequent initiatives based on the feedback from participants and mentors. One
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example of this was removing the Roadmap as an initiative requirement. Fathltgove
experience had the opportunity to advance thrahghnitiative quickly and be in constant
communication with their mentors. The level of flexibility offered to participants was created to
work within theiravailability and to address their widanginglevels of preparation for online
teaching. Each OLI lasted three weeks with mentorship continuing as needed through academic
year 20262021. The goal was for each participant to build the required online components into
their BlackBoard course and tlevelop at least one complete learning module; however, some
faculty used the opportunity to develop their completevéBk course, which took more time

than the initiative offered. EdTech has always respected academic freedom, and the
implementation othese initiatives was no exception. The creatiogevferal accounts for
development and evaluation was necessarthfoduration of the initiatives; these accounts were
removed upon completion.

The termsourse shelandcourse sandbowere used to indate that the prepared and certified
courses could serve as a platform upon which another faculty member might build their own
online section. The resources included in the shell or sandbox were basic components of
effective online coursdesign. None ahese elements were pedagogical. They included things
like icebreakers, grade policies, timelines with topics, and other suggested best practices.
The initiatives, the process of online course developraeudtthe guidelines for course
certification havéeen created by faculty and EdTech leadership through the EdTech Leadership
Council, a committee that has departmental representation from every acadenaicdyviiich

has developed guidelines based on national standdrdse guidelines wepesentedo the

proper governance channels in 2007 and 2018 andbegrerecognized and awarded their
guality by CUNY. These processes are not arbitrary impositions by EdTech.

The following document includes a detailed report of all the work done by EdmddiTd.C to
support the transition to distance learning during Spring and Summer 2020. The OLIs included
assessment and continuous improvement elements, such asgpostnitiative surveys. From
Across the four OLIs offered, 278 faculty completed thaings, while 70 faculty mentors,
instructional design consultants and EdTech specialists provided support. About 10 of the
mentors participated in all four initiatives. Some examples in this report reflect that participants
who completed the OLI and l@éld out the possurvey(n = 196)reported gaining approximately

20 percentage points in confidence and skills development related to online teaching.
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Preparedness efforts for
distance instruction

due to the pandemic

Chairs, Coordinators & Directors Meeting
09.21.2020

Carlos Guevara
Director, Educational Technology
Co-Director, Center for Teaching and Learning

¢ Hostose= Wz STech
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Agenda

% EdTech team support
structure and resources

< Online Learning Initiatives

< Faculty Mentoring
& Support structures

< Continuous improvement
approach

% Next steps
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EdTech Team Support

Structure and Resources

< Immediate creation of support plan for academic continuity

. Develop@d academic continuity page to support transition to
distance instruction

¢+ Streamlined the EdTech, Online Learning and CTL websites to
include additional resources and information.

*» Worked with IT to setup virtual phone lines to provide support

» Team operations never stopped, operated on extended schedule
M-TH9amto8pmand F 9 am to 5 pm

» EdTech Leadership Council (ETLC) and CTL Advisory Council
members offered support to their departments

¢ Hostos o W Slech
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EdTech Team Support

Structure and Resources

< Offered several workshops to assist with the transition (March 16th to August
20th)

» 65 workshops
< 194 faculty (non-unique)
¢ 120 faculty (unique)

< Provided one-to-one support
< 658 (non-unique)
< 195 (unique)

% 67 devices have been loaned to faculty

% Several virtual mindful conversations and Teaching Tidbits Facebook live
sessions have been offered by CTL

¢ Hostos W Slech
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EdTech Team Support

Structure and Resources

% Offer several workshops to students (March 16th to August 20th)

< Over 800 students completed the Are You Ready course in this
period

< Over 700 students completed the new version of the course for the
Fall semester

< PROUD to share that this course is now deployed CUNY-wide
and almost 7,000 students completed the course in the first 2
weeks of launching.

¢ Hostos W Slech
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Online Learning Initiatives

% These initiatives are centered on mentoring and the course
development guidelines established by EdTech and ETLC (latest
update presented at the Hostos Senate in 2018); which includes
five pillars for effective course design and delivery based on
national standards and best practice.

< Offered four initiatives to support remote instruction in Summer
and Fall semesters

+ Two focused on design and delivery and two only on delivery of
online learning

» 278 out of 346 completed the initiatives and 200 courses were
certified

¢ Hostos o W Slech
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Online Learning Initiatives

400
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100
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m Registered » Completed

¢ Hostos W Slech
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Online Learning Initiatives

% Hybrid & Asynchronous Initiatives

» As of Spring 2020, 398 (223 unique) developers, 115 (82 unique)
hybrid and 237 (170 unique) asynchronous/synchronous courses
developed

< 4 faculty members developed new courses in Fall 2019
155 (unique) faculty members participated in Spring and June 2020

% 27 from ALH % 23 from EDU % 11 from L& C
% 20 from BSC % 55 from HUM % 22 from MAT
< 15 from BUS % 13 from ENG s 35 from NAS

¢ Hostos W Slech
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Faculty Mentoring

& Support Structures

< Each 1nitiative counted with faculty mentors/instructional
design consultants and EdTech instructional design
specialists
< May: 12 faculty, 4 EdTech specialists (1 part time)
< June: 26 faculty, 6 EdTech specialists (2 part time)
< July: 7 faculty, 3 EdTech specialists (1 part time)
< August: 7 faculty, 3 EdTech specialists (1 part time)

¢ Hostos W Slech
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Faculty Mentoring

& Support Structures

< Faculty members from ETLC evaluated courses submitted
for certification

< Usual # of evaluations per AY is about 30
< Almost 500 evaluations done during this summer

¢ Hostos W Slech
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Continuous Improvement

Approach

< Initiatives were designed with built-in pre and post surveys
< Pre survey: 311 faculty
< Post survey: 196 faculty

< Improvements to subsequent initiatives were based on
feedback from participants and mentors

¢ Hostos W Slech
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Continuous Improvement

Approach

e e T
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¢ Hostosgz §$
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Continuous Improvement

Approach

How would you rate your familiarity and experience with
Learning Management Systems (e.g. Blackboard) in general?
Range Effective to Expert (% )
100

88 87 87 85
80 18 o6
58 64 62 62.5

60
40
20
0

May June July August Average

m Pre m Post

¢ Hostos o W Slech
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Continuous Improvement

Approach

How would you rate your proficiency in creating effective
learning unit structures in Blackboard? Range Effective to

Expert (%)
100
88 90 86 84.75

80
60 56.25
40
20

0

June July August Average
m Pre m Post

¢ Hostos o W Slech
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Continuous Improvement

Approach

How would you rate your proficiency in creating assessments
in Blackboard? Range from Effective to Expert ( % )

100 90

90 83 82 82.5
80 75
Zg 56 . b 57 57.25
50
40
30
20
10

0

May June July August Average

m Pre mPost

¢ Hostos o W Slech
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Continuous Improvement

Approach

This course was very helpful in preparing me for teaching an
online course. ( % )

82 80
80 78
78
76 75
74 72
72 70
70
68
66
64
May June July August Average
m Agree or Highly Agree

¢ Hostos o W Slech
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Continuous Improvement

Approach

% Faculty Mentors/Instructional Design Consultants were surveyed
at every initiative

< 40 survey responses

% Close to 100% rate the structure of the initiative to help faculty
develop their online course to be above average or higher

< Over 90% rate the participants understanding of the expectations
of the online initiatives to be above average or higher

< Over 90 % rate this initiative to be beneficial for participants

¢ Hostos W Slech
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EdTech & CTL Teams

EdTech CTL
< Carlos Guevara, Director <  Carlos Guevara, Co-Director

Prof. Jacqueline DiSanto, ETLC Co-Chair, Faculty < Prof. Cynthia Jones, Co-Director
Liaison to EdTech X

. ) ) Luz Rivera, Coordinator
S pessment fnocthate ) Ml Liisot o ltzel Ortega, CA
EdTech % Juberth Tueros, CA
Wilfredo Rodriguez, Coordinator < Kevin Gonzalez, CA
Iber Poma, Student Services Coordinator
Eric Ritholz, Online Learning Coordinator

George Rosa, Sr. EdTech Instructional Designer &
Blackboard Administrator

David Dos Santos, Instructional Designer
Danny Wu, EdTech Instructional Designer
Catherine Man, Instructional Designer (PT)
Juan Soto-Franco, Instructional Designer (PT)
Dontae Richardson, CA

Jeffrey Pena, CA

¢ Hostos W Slech
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Advisory Teams

< EdTech Leadership Council (ETLC)
19 members
Every academic department is represented

<+ CTL Advisory Council
14 members
Every academic department is represented
5 faculty inquiry groups with over 30 faculty members

% Hostos Online Learning Assessment (HOLA)
10 members
Experienced online instructors and EdTech staff

¢ Hostosgz §$

Slech
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Next Steps

< Continue providing the same level of support and
1dentifying areas for improvement to better serve faculty and

students
< Continue offering professional development opportunities

< Launch the Self-paced Online Learning Initiative for new

faculty or those who need a refresher

¢ Hostos W Slech
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Next Steps

< Work with Department Chairs and Unit Coordinators to take
advantage of and continue improving the over 200 course sandboxes
created over the summer

«» Work with ETLC and HOLA to

< Re-evaluate student and faculty perceptions to online learning
research projects to reflect current reality

» Analyze online initiatives feedback data and provide
recommendations for improvement

< Analyze student online readiness course - Are You Ready?

¢ Hostos W Slech
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Questions

¢ Hostos W Slech
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