
Faculty Senate Minutes #351 

Friday, December 4, 2009 9:30AM	 Room 630T 

Present (39): William Allen, Andrea Balis, Spiros Bakiras, Elton Beckett, Adam Berlin, Marvie 
Brooks, Erica Burleigh, Demi Cheng, Shuki Cohen, Edward Davenport, Virginia Diaz, Edgardo 
Diaz Diaz, James DiGiovanna, Janice Dunham, Gail Garfield, Robert Garot, Jay Paul Gates, Katie 
Gentile, P. J. Gibson, Jessica Gordon l'Jembhard, Maki Haberfeld, Jay Hamilton, Richard Haw, 
Heather Holtman, Karen Kaplowitz, Richard Kempter, Tom Litwack, Vincent Maiorino, Nivedita 
Majumdar, Tracy Musacchio, Richard Perez, Rick Richardson, Raul Romero, Francis Sheehan, 
Robert Till, Shonna Trinch, Cecile van de Voorde, Thalia Vrachopoulos, Joshua Wilson 

Absent (10): Luis Barrios, Elise Champeil, Dee Dee Falkenbach, Beverly Frazier, Joshua Freilich, 
Evan Mandery, Peter Manuel, Nicholas Petraco, Richard Schwester, Valerie West 

Guests: Professors Ned Benton, James Malone 

Invited Guests: President Jeremy Travis, Provost Jane Bowers, Professor Valerie Allen, 
Dr. Richard Keeling, Dr. Richard Hersh, Mr. Trey Avery, Ms. Christine Priori 

Agenda 
1. Adoption of the agenda 
2. Announcements & reports 
3. Approval of Minutes #350 of the November 18, 2009, meeting 
4. Review of the agenda of the December 10 meeting of the College Council 
5.	 Retention Report and Retention Plan: Invited guests: Richard Keeling and his colleagues 

from Keeling & Associates, Consultants 
6. Discussion about a draft letter on hate speech at the college 
7. Report on the JJ budget situation 
8. Invited Guest: President Jeremy Travis 
9. Consideration of candidates for honorary degrees 
10. Invited Guest: Provost Jane Bowers 
11. Presentation and discussion about students in crisis and the role of the faculty 



1. Adoption of the agenda. Approved. 

2. Announcements & reports. Noted. 

President Kaplowitz reported that Senator Joshua Wilson had requested that the academic 
calendar and exam schedule be made available a year in advance so faculty can plan. President 

Kaplowitz passed this request on to the Provost and to the VP for Enrollment Management and 
they have agreed to work on this for us. 

3. Approvalr of Minutes #350 ofthe November 18,2009, meeting. Approved. 

4. Review of the agenda of the November 9 meeting of the College Council 

The agenda comprises a proposed policy on the eligibility of graduating seniors for attending 
the graduation ceremony and proposals for three new courses. The agenda also includes 
proposed amendments to the Faculty Personnel Guidelines - proposed by the Faculty 
Personnel Committee; the proposed amendments are on the following topics: lecturers and 
instructors; sabbatical leave; assignment of faculty to a secondary program or department; 
nominating of distinguished professors; and the structure of FPC review committees. 

S. Retention Report and Retention Plan: Invited guests: Dr. Richard Keeling, Dr. Richard 
Hersh, and their colleagues, Trey Avery and Christine Priori, from Keeling & Associates, 
Retention Consultants [Attachment A, B] 

President Kaplowitz introduced Dr. Richard Keeling, the head of Keeling and Associates, and his 
colleague, Dr. Richard Hersh, a former president of Trinity College, to speak about their two 
reports on retention at John Jay: "Final Report of Findings and Recommendations: April 28, 
2009" [Attachment A] and "Strategic Retention Plan: June 8, 2009" [Attachment B]. She also 
introduced two other members of Keeling and Associates, Mr. Trey Avery and Ms. Christine 
Priori. 

Dr. Keeling said that the challenges to retention at John Jay are substantial and cannot be 
overcome with only small improvements. 

Senator Gail Garfield asked about the baseline for their "Final Report." She asked for data about 
the dropout rate here. Dr. Keeling said the 6-year graduation rate has been improving slightly. 



Senator Garfield said she would like specific numbers. Dr. Hersh said we are retaining about 
74% of our freshmen who go onto their sophomore year but our six-year graduation rate is only 
about 40%. He said, however, there are some reasons why this statistic may not be as useful at 

John Jay as it is at some other places. 

Senator Robert Garot said that the "Final Report" looks like boilerplate and there seems to be 
no in-depth interviews with those who had dropped out. He said that in California, where he 
had attended college, the whole retention problem was based on ethnic differences and he 
would like to see data on this issue at John Jay. 

Senator Katie Gentile said that one thing we need for our students is much more counseling 
support, especially given the special problems our students have. Counselors seem to be 
ignored in the report, she noted. 

Dr. Keeling said he and his colleagues do not disagree with anything she said, but since they do 
not see any prospect of John Jay getting additional resources, they hesitated to emphasize 
hiring new counselors which would cost new money. Senator Edgardo Diaz Diaz spoke about 
the influence of building design on the student experience. Dr. Hersh said that even if the 
College could afford to build an enormous amount of new facilities, that by itself might not 

improve retention very much. 

Professor James Malone asked, since their report is labeled as a "final report," what is the 
purpose of this meeting? President Kaplowitz said the purpose was to decide what we do next. 
Senator Litwack said that the report is finished but the planning is not. He said that the report 
says we must prioritize better at the College, so he is glad that President Travis is coming to the 
Senate today, so we can ask him about this. Senator Litwack said that we have already solved 
the problem of retaining 50% of our admitted students, because we know from data that our 
increasing admission standards will guarantee an improved retention rate. 

President Kaplowitz reported that President Travis recently told her about a teUing and 
disturbing episode at the College that dismayed him and that dismayed her as well. This 
information was given to President Travis by Paul Wyatt of the Division of Student 
Development and President Travis urged her to get more details directly from Mr. Wyatt, which 
she has done. Last semester, the New York State Department of Taxation and Finance 
approached John jay to recruit John Jay graduating seniors for quite a few Revenue Crimes 
Specialist Trainee positions, the starting salary for which is $38,434; the only qualifications for 
the job were that the students would have earned a baccalaureate degree by May 2009 and 
that they be willing to carry a firearm. Mr. Wyatt was told that the Department wanted to 
recruit at John Jay because of our reputation for producing criminal justice professionals. They 
offered to give our qualified seniors an exam which was not an open exam; only invited John 
Jay students could take it. The exam consisted of watching a six-minute film and then 
answering questions about what the students saw, which is typical of what investigators do, 
Mr. Wyatt explained. Mr. Wyatt submitted 136 resumes and the Department of Taxation and 
Finance ultimately received a total of 150 resumes of John Jay students. But only 20 of these 
graduating students did suffioientily well on this screening exam to be invited to the next step in 



the hiring process. The attorney at the Taxation and Finance who was our contact person told 
Mr. Wyatt that the writing, grammar, spelling, and comprehension of almost all the seniors 
who took the screening exam were awful. 

President Kaplowitz said that the crucial question before us is how to change this situation so 
that our graduates are better prepared for employment and professional and graduate school. 
Dr. Keeling and Dr. Hirsch said that everything comes down to the faculty and to the experience 
students have in the classroom. 

Senator Gibson asked what the Keelings suggest about dealing with the problem of the terrible 
home and public school background of so many of our students. They replied that there is no 
way for John Jay to solve this enormous social problem. 

Senator Nivedita Majumdar said that Keeling and Associates were given an impossible job when 
they were told to figure out how to improve retention when no improvement in resources is 
possible. She said she disagrees with their point that the primary problem is a problem of the 
culture at John Jay. She said the primary problem is one of resources. Senator Majumdar said 
that we need to be realistic and not expect faculty to improve the present situation without 
more resources. 

Senator Garfield said she has not seen a good analysis of what is going on in terms of faculty 
trying to teach without adequate resources. She asked what the status is of this Retention Plan. 
President Kaplowitz said the plan had been adopted by the College administration. She said the 
faculty has not been consulted during the process, and that the invitation to the faculty to join 
in planning has only just now gone out, on December 4th 

, which is much too late, in her opinion. 

Senator Garfield said she sees a disconnect between the analysis and the goals. She thinks 
there are going to be major problems. President Kaplowitz asked Dr. Keeling and Dr. Hirsh to 
respond to Senator Majumdar's concern about inadequate resources. 

On the resource question, they said that their Report addresses that question more than the 
Senators have been acknowledging. They said that John Jay has to plan, has to figure out where 
it is going, and then has to decide to put its resources toward those particular goals and to stop 
trying to do so many other things which it cannot afford to do. 

President Kaplowitz said that we need to have this same discussion with Dr. Keeling and Dr. 
Hirsh and with President Travis and Provost Bowers all in the same room at the same time. 
They offered to stay until the afternoon but President Kaplowitz and other senators, especially 
Senators Garot and Gates, suggested that such a meeting should take place in the near future 
after senators have reviewed data about student retention and graduation rates and other 

data. 

Senator James Di Giovanna asked what about the effectiveness of having more full-time faculty 
as opposed to putting resources elsewhere. Dr. Hersh said there is no way to answer this 
because it depends on whether the full-time faculty members are teaching well or not. But he 



said 70% of retention is a result of the classroom experience. Whether a good classroom 
experience can overcome a drastic shortage of resources is another question. 

Vice President Francis Sheehan said that the report sends two messages. On the one hand it 

speaks to the important role of the faculty and on the other hand it is very negative as to the 
faculty role; he cited the section of the report that asserts that faculty from the best research 
universities may not be qualified to teach well, an assertion he challenged. He asked whether 
the change of focus at the college from where we currently spend money to spending it on the 
classroom experience is likely to happen given their discussions to date with John Jay 
administration. 

Dr. Hersh said there is serious disagreement within the John Jay administration about the 
allocation of resources. He said this discussion has not really been held yet at John Jay and so 
there is no way to tell whether this change, which the report says is necessary, is at all likely to 
happen. The Keelings were thanked for meeting with the Senate. 

6. Discussion about a draft letter on hate speech at the CoUege [Attachment C] 

President Kaplowitz moved on to the letter designed to go out to the entire faculty about hate 
speech. 

Senator Gail Garfield said that the Senate should discuss how we distinguish between 'hate 
speech' and simply offensive remarks. This opened a discussion about how this particular 
document can be used in the classroom and the importance of the immediacy of a faculty 
member's response to an instance where offensive speech has occurred. President Kaplowitz 
and VP Francis Sheehan reported on an incident where verbal violence reportedly resulted in 
physical violence in the classroom and the police had to be called. 

Senator Nembhard said that the draft letter to faculty does not give faculty enough information 
about exactly what they have a right to say and what they should say to create a safe classroom 
environment. Senator Gates said he is gl,ad we are having this discussion and glad that we have 
a draft of this letter, but he has serious probl'ems with this letter: are we 'leaving room for 
people to be offensive? 

President Kaplowitz said this letter contains suggestions, not requirements, so people are free 
to follow or ignore it. 

Senator Thalia Vrachopoulos said she agrees with Senator Nembhard that we need to be clear 
about what we are saying the professor is responsible for doing. Senator Edward Davenport 
said we faculty do not know whether there is any speech which is not protected by the First 
Amendment. President Kaplowitz responded by saying this is not a First Amendment issue. 
Senator Litwack agreed, saying it is not a violation of students' First Amendment rights for a 
professor to say, "That kind of language is not acceptable in my classroom." He added that it 
might be a violation for the professor to say, "I'll give you a failing grade in this course if you use 



that word again." 

There was discussion of whether offensive speech could or should be disalilowed. President 
Kaplowitz repeated that this letter is only a suggestion to faculty who can choose to ignore it. 

Senator Adam Berlin said there should be some kind of exception for teaching creative works, 
because creative works are sometimes meant to offend. President Kaplowitz agreed, giving 
The Adventures of Huckleberry Finn as an example and she also pointed out that verbatim 
quotes of testimony or of depositions or of other primary texts that contain such language must 
also be exempted and she suggested a compromise which would address this. 

The motion to call the question was approved by a vote of 22 to 13. A motion to send the 
letter, as revised by the Senate, was approved by a vote of 21 to 13. 

Senator Cecilia Van de Voorde spoke in support of the students who came forward at our last 
Senate meeting, who said they felt threatened in the classroom. She said she hopes that the 
letter can go out to the faculty by, and preferably before, the beginning of next semester and 
every semester thereafter. 

7. Report on the JJ budget situation: Senator Tom litwack, Chair, Faculty Senate ,Fiscal 
Advisory Committee [Attachment 0] 

Senator Tom Litwack presented a report on the College's budget situation. The bottom line is 
that John Jay is facing a $2 million deficit; therefore, further savings must be found. He said 
that John Jay and the rest of CUNY are all now better funded than they used to be. He 
explained that our college ~ like all CUNY colleges - is allocated additional revenue whenever 
we enroll more students than required by our enrollment target, which is set by CUNY. 

Emphasizing that hi,s projections are somewhat speculative, Senator Litwack said that he is 
hopeful that CUNY will be helpful to John Jay by not raising our enrollment target. Otherwise, 
John Jay will have a deficit of more than $2 million. 

He said that we may not be able to raise our admission standards to a high school average of 79 
by next fall, as we had planned. Furthermore, he said, we may not be able to keep all the 
students with averages above 79 whom we take in next fall because we will then be a senior 
college, and so all these entering students must pass all three skills tests. President Kaplowitz 
said that one of the reasons for giving this information to the Senate is so we can discuss this 
with President Travis when he meets with the Senate this afternoon. 

Senator Gail Garfield asked how raising the enrollment numbers will affect class size. Senator 
Litwack said it need not affect class size if all these new students are taught by adjuncts. 
Senator Garfield asked whether this would not be contrary to CUNY's policy of increasing 
sections taught by full-timers. The answer was yes. 



President Kaplowitz said that once John Jay becomes a senior college next fall, we will not be 

allowed by CUNY standards to accept any students with high school academic averages below 
75. Senator Litwack said this is good news because the research shows that students with 
averages below 75 do much more poorly at John Jay than students with averages above 75. But 

we may accept some below our own cutoff of 79 and Senator Litwack said he thought we 
should take in all the baccalaureate students we can who have averages above 75. 

Senator Litwack spoke about future reductions in the budget and suggested ways to save 
money including reducing money for the following: travel, consultants, paper, and by 
postponing faculty searches. President Kaplowitz noted that today's NY Times reports that 
Hofstra has decided to close its football program and football team to save money for academic 
needs. President Kaplowitz and Senator Litwack suggested that we have not done planning for 
saving money and that planning should begin. 

Senator Shuki Cohen said he has heard a rumor that some full-time faculty might be fired to 
save money and both President Kaplowitz and Senator Litwack that this is not true. Senator 
Litwack said he was probably the person who started the rumor because he had said at a 
budget meeting that unless the College starts planning immediately for making cuts elsewhere, 
it could become necessary for full-time faculty to be cut. He now sees no likelihood of this at 
present. Senator Jay Gates said he agrees with Senator Litwack that we need to have a list of 
options for savings apart from retrenchment. He moved that the administration consult with 
the faculty on where cuts can be made. Senator Gibson said that in the past, consultations with 
the faculty had begun only at the eleventh hour and she thought we should include in the 
motion that consultation begin immediately. Professor James Malone said we do not need a 
motion to begin discussions with the President, and Senator Litwack agreed. Senator Gates 
said that if his motion is not needed, he would withdraw it. President Kaplowitz said a motion 
that would be helpful is one that directs her and Senator Litwack to write to the administration 
requesting that this discussion begin. Senator Majumdar said the administration must already 
be making plans on savings and that it is important that we request participation in these 

discussions. 

President Kaplowitz said that the College needs to not reduce expenditures but raise revenues 
and one way to do this is to increase enrollment of students who are better prepared 
academically because these students have the best chance of being retained and of graduating 
and it is much more expensive to have students drop or fail out than to have students continue 
to graduation. She said if faculty (and staff) volunteered to contribute one to two hours a 
semester on student recruitment by, for example, voluntarily participating in a phone calling 
initiative to students who have been admitted but who have not yet decided where to enroll, 
the likelihood is more students would enroll and this would increase our revenue. She said 
faculty members at many of the other CUNY colleges do this. She said that when she raised 
this idea recently at a Council of Chairs meeting, several chairs said that faculty at some of the 
private colleges actually visit the homes of prospective students so they can tell them about 
their college in the comfort of their own homes; she added that she is not advocating this but 
rather citing it as an example of what others do. But, she said, another thing faculty could 
volunteer to do is accompany the College recruiters to high schools and college fairs and speak 



with prospective students. Senator Gibson said that faculty could visit with prospective 
students and their families in a coffee shop or in the faculty dining room. 

Senator Marvie Brooks said these ideas are not new and the real question is why we are not 
already acting on them, given that we have discussed them before. 

Vice President Sheehan said he does not want us to look at lowering admissions standards. Less 
well prepared students will not succeed and so we must not go back to accepting them for 
financial reasons. He said one reason John Jay has done well in recruiting good new faculty is 
because we can say we have never laid off any full-time faculty for budget reasons and so he 
thinks that it is important that we maintain this policy. 

Senator Gail Garfield spoke in strong favor of the initiative that Karen Kaplowitz is speaking 
about. She made a motion stating that our faculty shou1ld be invited to volunteer to be part of 
student recruitment and Senator Andrea Balis seconded it. Senator Majumdar cautioned that 
while she agrees that faculty should be involved, we should be wary of having faculty required 
to call 50 students apiece as is done at some colleges. President Kaplowitz agreed adding that 
any faculty involvement would be entirely voluntary, because the faculty here is unionized and 
recruitment is not part of our job description. Senator Garfield's motion passed. 

8. Invited Guest: President Jeremy Travis 

President Travis showed the Senate new advertising developed by 80 th Street for the CUNY 
Justice Academy, which is the consortium of criminal justice programs at John Jay and at the 
CUNY community colleges. He explained that the University is paying for this advertising, which 
will be in buses and on subway trains. 

President Travis said we face a difficult budget year on both the revenue and expenditure sides. 
He said we end up negotiating with the University every year about the amount of budget that 
is allocated to us and he is currently again in these discussions. One issue being discussed is 
how the University will help us with the cost we incurred for treating our bedbug situation. 
President Travis said he had had a two hour discussion about our budget situation with Vice 
Chancellor for Budget Ernesto Malave, two weeks before Ernesto died. 

President Kaplowitz reported that there will be a memorial service for Ernesto in January or 
February and that she has been asked by Chancellor Goldstein to be on the planning group for 
the memorial. President Travis noted that Ernesto had started out as a student leader at BMCC 
and President Travis had first met him when President Travis was working for then-Mayor Koch. 
He said Ernesto had been working toward a new way of budgeting at CUNY. He said we owe to 
Ernesto the budget assistance that we have received over the past few years from the CUNY 
Compact. President Kaplowitz spoke about how Ernesto brought transparency to budgeting 
and his passionate insistence on consultation by college and university administrators with 
faculty. President Kaplowitz spoke about how wonderful a guest of John Jay's Faculty Senate 



Ernesto had often been and how much he said he always enjoyed these meetings. 

President Travis said that some of our anticipated cuts have been restored, but the long-range 
picture for the State budget looks glum, and the support we are currently getting from the 

national stimulus package will not continue over the long term. Thus, we have to plan our 
spending prudently. He said the College is prioritizing expenditures as falling into one of three 
categories: (l) essential to our mission of teaching and research; (2) supportive of the essential 
mission; and (3) desirable but not essential. There will be heartache when we stop spending 
on items in category III. 

Senator Garot asked how the new money raised at the John Jay 'gala' is going to be spent. 
President Travis said that donors have been told it would be spent on supporting students who 
are having a hard time financially. 

Senator Litwack said he is concerned that if the budget planning is not done soon enough, we 
might commit funds to purposes to which we should not commit them and we will not be able 
to do what the Keeling Report advocates, which is to shift funds to the academic side of the 
College. President Travis said he is not convinced that the budget planning can be done as 
rapidly as Senator Litwack is requesting. 

President Kaplowitz told President Travis what the Senate had discussed about recruiting of 
students, that the Senate thinks that faculty should be participants in student recruitment and 
that the Senate voted unanimously about this. President Travis said this issue has come up with 
perfect timing because our recruiters have now visited twice as many schools as they had at 
this time last year. He spoke enthusiastically about involving faculty in recruitment. 

9. Consideration of candidates for honorary degrees: Professor Valerie Allen, Co-Chair 
Committee on Honorary Degrees 

Professor Valerie Allen was introduced to present honorary degree candidates and the Senate 
went off the record. The Senate, by secret, written ballot, and by the requisite 75% affirmative 
votes of those Senators present and voting approved the candidacies of E. L. Doctorow, the 
novelist, and Seymour Hersh, the investigative journalist. 

10. Invited Guest: Provost Jane Bowers 

Provost Bowers consulted with the Senate about the student fee proposal for the MPA IG 
online program. Professor Ned Benton, the director of the MPA IG Program participated in the 
meeting. 



11. Presentation and discussion about students in crisis and the role of the faculty: Invited 
Guests: Vice President for Student Development Berenecea Eanes, Chair, Students in Crisis 
Task Force, and other members of the Task Force to be named. Postponed. 

The meeting was adjourned at 4:30 PM. 
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John Jay College of Criminal Justice fln.1 rleport: findings 2nd i~scommendailons Api'Oi 28. 20US' 

Intr[]dLll:ti[]n 

The purpose of this ornject was to assist the John Jay College of Criminal Justice of the City University of New York (John 

,Jay: the College) in developing strategies to support greater student retention. especially for undergraduates. Keeling S 

Associates. LLC (KfiA) provided consulting services. technical assistance. and the customized application of proprietary 

-intellectual assets. resources: and materials appropriate to the content and purposes of the project. Additional information 

about KfiA is available on our Web site (www.keelingassociates.coml. 

The primary product of KfiA's work will be an institution-wide strategic retention plan that will prOVide gUidance and 

direction through short- and long-term goals and objectives and will include implementation and change management plans. 

This document is the final report of KfiA's findings and recommendations: it will inform the development of the strategic 

retention plan.' which KfiA will prepare following review and approval of this report. 

~[]ntE!xt 

Factors usually associated with student retention are complex. multiple. and interrelated. Categories of those factors 

include. at minimum: 

•	 Personal/student characteristics and challenges (including personal health and well-being and social. relational. and 

family concerns) 

..	 Ability tn pay the costs of education: hardships caused by bearing or financing those costs on students and/or their
 

fa miliesand supporters
 

•	 Levels of student engagement with the institution and its educational programs (in intellectual. recreatiDnal. and
 

social. or community domains)
 

•	 Institutional engagement with. or investment in. students (including faculty attitudes toward students and their 

potential: standards for services prOVided to students: levels of expectations and accountability of students in 

academic and non-academic learning experiences: accountability for academic conduct: and expectations for personal 

conduct) 

•	 Elements of the institutional learning environment (campus culture. perceived encouragement to learn. distractors.
 

and the sense of connectedness or community on- and off-campus)
 

1 This revised final version of the report supersedes two previous drafts. which were presented to and reviewed by the President. Provost. and Vice 
Presidents for Enrollment Management and Student Development on March 5 and 31. 2009. It incorporates changes and clarifications discussed 
during those meetings and others requested by the President and Provost in subsequent email correspondence 

Br,h::e deVElOping thD first draft of the r2port. KBA presented both a summary of findings (organized as primary themes) and our Ilrst set of 
preliminary recommendations to the Provost and ViCB Presidents for Enrollment Management and StudBnt Development in a meeting at John Jay on 
January 30. 2008. 
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John Jay College of Cr,iminal Justice Hn~1 Ra orL Findings and RecommendatIOns 

•	 Learning support provided to students (including academic advising. personal and career counseling. monitoring of 

academic achievement. tutoring. mentoring, and teaching of cognitive skills) 

•	 The quality of academic programs (curriculum. general education. range and diversity of majors. degre8 of coupling of 

classroom and experiential learning) 

•	 [luality and effectiveness of teaching; students' access to and ability to develop meaningful. ongoing relationships with 

full-time faculty members 

•	 Institutional policy and regulations 

•	 Features of the surrounding community. and the interactions of the community with the campus 

•	 Access to the campus; difficulty students face in getting from home or work to campus 

An effEctive approach to retention at John Jay must take into account at least the major pertinent factors included in the 

list above. Determining which of those factors are most important and pressing for John Jay's students. and which may be 

suspected or recognized as critiGal retention concerns within the institution. is an essential initial step. Once probable key 

factors in retention at John Jay are iDentified and priol'itized. it becomes possible to develop an institution-wide approach 

to retention that responds specifically to those factors using evidence-based analysis and known best practices. 

Recommended strategies will likely call for action from .all parts of the College. 

Since reten~on is abroad institutional responsibility. the goals and objectives developed must be infused in the work of 

faculty. student affairs staff. and administrators. Accordingly. implementation of the strategic retention plan will require 

effective dissemination. communication. professional development. and change management activities. 

Finally. asound strategic retention plan requires evaluation: using effective evaluation methods. the College can determine 

what aspects of the retention plan are successfully implemented (formative evaluation) and what the outcomes of those 

activities are (impact evaluation). 

Even the richest research universities and most comprehensive state colleges and universities in this country do not do full 

justice to undergraduate education -- and. therefore. to support for student success and retention -- because the incentive 

and reward system for the faculty is so skewed towards scholarship and research. KtiA understands that John Jay wishes 

to identify specific. short-term actIOns that the College can take to support greater student retention. including. as possible 

examples. better academic adVising and further development of student affairs programs and services. We will consider 

those short-term needs in developing the strategic retention plan. At the same time. and as emphasized in this report. it is 

likely that actions necessary to improve retention will require more than minor or isolated and categorical changes. as 

would also be true in other institutions. 

Method 
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John Jay College of Cr,iminal Justice fln,1 [iaport FinDings and liEcommena,tions April 28. ilJDj 

KSA consultants and conslJl'ting associates spent about six days on-site 2 at John Jay and conducted 33 individual and group 

meetings with morE: than 115 students, faculty, staff, and administrators, At least one senior consultant and one consulting 

associate attended and recorded notes at each meeting. After the meetings, consultants and associates transcribed their 

notp.s: ~" notes were !::oll3ted, aggregated, edited for clarity. and read by at least two senior consultants. 

The consultants also reviewed reports and data provided by J'ohn Jay and available on the institution's Web site. Key 
findings from those reports and data were integrated with notes from the meetings and interviews. Readers (both senior 
consultants and consulting associates) identified and highlighted important themes in the collated notes. One senior 
consultant then developed an initial list of repeated and consistent themes: the other senior consultants and associates 

reviewed and affirmed or challenged the list. Senior consultants discussed and resolved differences. The final consensus 

list of themes prOVided the basis for the analysis provided in the original thematic summary from which the consultants 

developed this report. 

As noted earlier, KSA reviewed our findings in a summary of themes and a list of preliminary recommendations with the 

Provost and Vice Presidents for Enrollment 
Management and Student Development. who affirmed that the findings were generally consistent with their knowledge and 
experience. 

Prnject Timeiine 

I--···-·..------~----'l-- ............--+-.. - ..- ..·ti. 

Final data collection and project plans 

In,t, collection_ including survey(s) I - -.1,-1....,..----'--:- _._

Short-I"" "com:::: ~ I__...___'~_~_~~ -_-_-_-_-_"'~-- -----'---l 

May
June

FJlbJan·ctivlty 
~arJ:h·~ 

.April 
r------~""--"'~~--~-+-~--___+~----:.~~-_!"-~~--~.-L '. --'--~-_l 

Orient project team; begin project 
management: review of documents and 

I data: preliminary interviews 

J 

. -------
2 Dates: October 31; November 7. 24. and 25; December II and 22. 
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!Implementation assistance I I I I 
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Findings and Analysis: Major Tnemes 

The Priority of Retention 

President Travis has establishedenrollment andretention goals (to be met by 20/4): to raise the six-year baccalaureate 
graduation rate above 50% (currently 42/%: CUNYsenior college rate is 45%) and four-year completIon rate for graduate 
students above 88% (currently 55%/ The Chancellor ofthe CIty University ofNew York (CUNY) System expects increases 

in retentIon in allschDois. 

The discontinuation of associate degree programs at John Jay -- apolicy decision with which the consultants strongly 

agree -- created pressing needs to a) enroll higher number of baccalaureate freshmen and transfers. b) retain a higher 
proportion of baccalaureate students. and c) recruit and retain more graduate students. especially at the master's level. 

•	 Between Academic Year (AY) 2007 and AY 2009. the number of incoming baccalaureate freshmen increased from 
1.027 to 1.414 (38% improvement): the College intends to enroll 1.900 baccalaureate freshmen by AY 2011. In AY 2009. 

John Jay enrolled 1.200 transfers. up from 1.000 the previous year (51]% from CUI~Y schools. the rest primarily from 

community colleges in Long Island and New Jersey). John Jay intends to increase retention 2% per year and transfer 
numbers by 10% per year over the next 5years. 

•	 CUNY educational partnerships are designed to allow seamless transition from community colleges to John Jay: 
because of these arrangements. John Jay believes it is not "abandoning" or disadvantaging the historical population of 

students who came to the College for associate degrees. Assuming they do well in community college. students may 
transfer to John Jay and graduate with both associate and bachelor's degrees. 

•	 The discontinuation of associate degree programs did not eliminate the need for remedial courses. Those courses now 
have different names and formats but are. if anything. more challenging to provide and administer. 3 

President Travis seeks to strengthen academic standards as one key way to improve academic quality and retention (i.e .. 

by the admission of more qualified students): the minimum required high school score is now 75. and will increase to 80 in 
AY 2010: minimum SAT is now 800. 4 This improvement in academic standards is linked to broader efforts to strengthen the 
College's academic offerings and institutional profile. Subject ta certain considerations described later in this report -
primarily the possibility that hi'gher admissions standards may result. in the short term. in lower total enrollment -- the 
consultants support the President's intention to strengthen admissions standards. 

Retention: AMultifactorial Challenge 

3 See later comments about the adequacy of preparation of incoming freshmen.
 
4 This reflects the required minimum score on the traditional SAT mathematics and verbal test components. without the additional writing section
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Many factofs at John Jay may discoufage undefgfaduate fetention. Thefefofe, impfoving fetention, given avafietyof 

institutionalanddemogfaphic fealtlies descflbedbelow' is amultifactofialchallenge. 

Pefspective: Retention is always some part infrastructure. and some part culture-perhaps more culture than 

infrastructure in most institutions. Note that here we define retention not simply as keeping students in school until they 

graduate. but as ensuring their ability to demonstrate competency and skills worthy of the bachelor's degree. The 

implication of this conjoining of retention with quality is that in the short run, John Jay could raise its expectations and 

standards for both admission and graduation -- but if that is all that it does. it may suffer adecrease in retention and 

graduation rates. 

But the research shows that if an institution simultaneously raises standards ANO improves the learning environment (e.g .. 

better teaching and relationships with faculty members, student personal and academic support. advising, feedback via 

appropriate and timely assessment. tutoring, learning communities, etc.). then it can raise standards and retention through 

to graduation, assuming it effectively communicates standards and expectations to students before admission and again at 

matriculation. 

Improving retention is very difficult across all kinds of institutions, and the reason little gain is made is because most 

institutions assume that changing one or afew things (e.g .. establishing or improving first-year seminars, improved 

advising, better first-year orientation programs) will make big differences, when in fa.ct sustainable improvement in 

retention to graduation requires significant campus cultural change to achieve acollective and cumulative effect. It is the 

synergistic and cumulative effect of many improvements simultaneously that finally helps an institution reach atipping 

point or critical mass of change to effect retention -- amultivariate problem with multifactorial solutions. This is the 

difficulty the consultants face in making useful. practical recommendations for short-term actions that would authentically 

and predictably improve retention. 

Obstacles and Barriers to Retention at John Jay 

GiVEn both the charactEristics and leVEls of acadEmic preparEdnESS of the studEnts now arriving at John Jay and the 

li!1lit~d institutional resources available with which to support those students as learners, it is remarkable that the CollEge 

is doing as well as it is. We attribute this to adedicated, if overburdenEd. faculty and staff, most of whom we found to be 

extraordinarily committed to the institution and its students. The spirit with which John Jay's teachers and administrators 

repeatedly and conSistently make the most of limited resources is one of the College's greatest strengths. 

lidmlssions 

Undergraduate baccalaureate admissions standards at John Jay have historically been low and admission has not been 

selective. The continUing supply of students for the associate degree programs obviated the neEd to make serious 

investmEnts in associate or baccalaureate level retention. One respondent in our interviews said, '1he College's enrollment 
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challenges have largely been an admissions problem -- it was a revolving door." John Jay did not in the past provide 

suffir:ient academic and personal support for either the associate or baccalaureate degree students. Therefore. the College 

does not have a legacy of strong experience or success in supporting students as learners. 

Now. however. John Jay needs to increase retention and focus on student success at the baccalaureate level when many 

students admitted to the College are not up to the intellectual challenge and requirements of college-level work. 

•	 Agroup of recently recruited faculty members interviewed by the consultants estimated that at least 20-25% of 
freshmen in their classes are not functionally Qualified or prepared to be in college. Other faculty gave even higher 
estimates -- as many as 30-40% of freshmen in their classes underprepared for college. 

•	 Faculty also emphasized. however. that the high-performing students at John Jay. though small in number and few as a 

proportion of their classes. are as good as those in any other university. 

•	 The complexity of students' lives leads to additional challenges: even if they are academically prepared and are able to 
do well in class. many students do not have enough time. life flexibility. family support. or resources to allow time for 

study or reading outside class. Their ability to devote sufficient time on task to support effective learning is very 
limited, given their economic, transportation. and personal challenges.5 In the 2008 CUNY Student Experience Survey. 
only about half (49%) of John Jay students reported preparing for class for 6hours or more per week -- asmaller 
percentage than reported by students at CUNY senior colleges (60%) or in the total C~NY cohort (54%).6 

•	 Th2 ,rvel'age eiitering SAT Sl;ore for John Jay students is 9377
; this figure has gone down slightly over the past four 

years. This average reflects pErformance in the 20 th to 30th percentiles for all students taking the SAT.8These metrics 

reinforce the level of academic preparedness of, and. therefore, the degree of educational challenge faced by, 

students admitted to John Jay. 

•	 Students have the option under existing College academic policy to take as many as six courses per semester. though 
faculty (and the great majority of students with whom the consultants spoke) report that they can barely handle four, 

in most cases. Many faculty members regard this option as unfortunate, and some described it as "destructive." 

•	 Faculty members who earned their Ph.D.'s at the best research universities may not be professionally well-prepared 
to support and teach the kind of students who come to John Jay. John Jay's students often require levels of academic 
support and caring that exceed both the faculty members' personal experience as students themselves and their 
professional capacity and preparation. 

:; Se~ 31so later discussion 
G The percentage of John Jay students who spend at least 6 hours per week preparing for class has declined in successive administrations of the 
Student Experience Survey. Those percentages were S3% in 2002. 55% in 2004.54% in 200S. and 49% in 2008 
7 Average score for traditional mathematics and verbal tests only. 
8 HSAT Percentile Ranks for Males. Females. and Total Group: 2007 College-Bound Seniors- Critical Reading + Mathematics + Writing.H (HPDFH) 
HColiege BoardH 
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Characteristics andChallenqes ofStudents 

Most John Jay students have extraordinary personal. family. and financial challenges. Seventy-five percent come from New 
York City high schools: more than half are first generation college students. High proportions work full or part time. 9 spend 
many hours commuting to campus. and have to provide care for formal or informal dependents -- these rates are in each 
case worse than those for students in John Jay's peer institutions. according to the results of the National Survey of 
Student Engagement (NSSE) in 2008. 10 John Jay students are often distracted by these complex "life factors" and have 
little margin for errLlr caused by stress, etc. Afamily event or change in the student's personal or family financial picture 

may interfere with focus. funding, motivation. and time for school and study -- and therefore lead to departure. 

However:despite their out-of-class time commitments, John Jay students surveyed in the 2008 administratiDn of NSSE 
also reported levels of engagement with academic work that are generally similar to those of students in three groups of 

peer institutions. 

•	 Seventy-six percent of students at John Jay receive financial aid (grants. loans, or work study). The National 

Postsecondary Student Aid Study (NPSAS) shows that overall. 66% of all undergraduates nationally received some 
type of financial aid in 2007/2008: in public 4-year doctorate granting institutions. 72% of undergraduates received 

financial aid. 1I In the 'CUNY system. 70% of degree-seeking students receive finallcial aid. 12 

•	 Given these challenges and the reality of "stop in/stop out" enrollment patterns, John Jay may have to recognize 
graduation rates in intervals longer than six years; in other words, measuring 6 year graduation rates may understate 

actual completion rates at John Jay. 

LimitedStudent Support Services 

The College offers limited personal and academic support services for students in any category. The Registrar reports 
that students who leave the College most often cite personal. relationship, family, health. and financial concerns as reasons 
for their' uepartul'e. One respondent summarized the situation as follows: "Once they get here, they get lost: they have no 

9 In rBsponding to thB spring 2008 CUNY StudBnt ExpBriBncB SurvBY. 63% of John Jay studBnts said thBy work full or part-timBo In comparison to 
thB total CUNY studBnt cohort and thB CUNY mior collBgB studBnt cohort. John Jay studBnts were sightly morB likely to work for pay and mm 
likely to work 21 hours or more per week. 
10 ThB 2008 NSSE results showed that John Jay first-year students and seniors both reportBd dBvoting largB amounts of their time working for pay 
off campus, commuting to class. and providing care to dependents. Moreover. John Jay students spent significantly more time on thesB activitiBs 
than do students at thB peer institutions. Two examples: I) 70% of John Jay first yBar studBnts and 63% of John Jay seniors rBported spending at 
IBaSt 6hours aweBk commuting to class -- far highBr than thB 28-30% of first year students and 30-34% of seniors in thB threB groups of pBBr 
comparison schools: and 2) more than twice as many John Jay first year students -- 38% versus 17% in all three groups of peBr institutions -
spBnt at IBast 6hours awBek caring for dBpendents. 
II SourcB: 2007-2008 National Postsecondary Student Aid Study, April 2009: Hhttp://nces.ed.gov/pubs200912009166.pdfH. aCCBSsed 4/10/09.
12 

SourcB: CUNY WBb site Hhttp//wBbcuny.Bdu/about/lOdBxhtmIH. accessed 3/20/09 
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connBction with counselors or advisors. they're talJght by adjun~ts who know little about the institution. they get little 

infor·mation ...you wonder how people actually get here and once they've been here how they get to graduation." 

In their rBsponses to the 2008 administration of NSSE, high percentages of first-year students and seniors reported that 

the College provides only very little or some support to promote their success. For example: 26% of first year students and 

27% of seniors endorsed "some" or "very little" regarding the extent to which the College emphasized spending significant 

amounts of time studying and on academic work: 28% of first year students and 38% of seniors endorsed "some" or "very 

little" regarding the extent to which the College provided them with the support they needed to help them succeed 

academically. And 61% of first year students and 68% of seniors checked "some" or "very little" regarding the extent to 

which the College helped them cope with their non-academic responsibilities. 

•	 Many respondents in our interviews felt that no level of support services would be sufficient to retain some minority of 

current undergraduates who are so underprepared or unready for college that they will almost certainly not succeed 

regardless of attempts to assist and support them. Speaking directly about an issue implied by many others. one 

respondent said, "If we aren't going to serve and support them. we shouldn't admit them." 

•	 Amuch more diverse and sophisticated portfolio of support services would be necessary to support the potential for 

achievement and success of another large proportion of students, 

The Office of the Dean of Undergraduate Studies has responsibility for undergraduate student success and retention 

initiatives but has extremely limited resources of staff. space. and funds. 

•	 Acommon view among both faculty and staff whom we interviewed is that students do not take full advantage of 

existing support services. As one respondent said. "We don't have enough support services. yet the students don't 

even take advantage Dif whatcurrenHy is out there. The students don't spend enough time on campus to know about. 

find. or use these services." But there has been mostly a"walk-in" mentality regarding the delivery of student support 

services: there is no active surveillance. case-finding. etc. Services therefore may be utilized primarily oy students 

who self-identify and self-refer. but many other students may "fall through the cracks." Students who most need help 

may not have sufficient self-efficacy and self-advocacy attitudes and skills to ask for it. This. obviously. may explain 

some part of the perception that students do not use existing services. 

•	 Infrastructure and technology for most student support services is exceedingly limited and generally out-of-date: 

there are insufficient telephone lines and staff to meet students' needs. 

•	 The College has established anew Advising Center (space pending) with aDirector and 3advisors who have been 

hired. While the development of the AdVising Center and the deployment of new resources to provide academic 

guidance 8re important steps, all respondents in our interviews and meetings recognized the limitations this level of 
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resources imposes: many reported that other CUNY colleges have far more staff doing this type of work. 13 Only about 

half of John Jay students responding to the 2[108 CUNY Student Experience Survey were satisfied with academic 
advising. 14 

o	 At the same time. some faculty and department chairs with whom we met objected to "civilianizing" advising -

believing that advising by staff members will be just about compliance with regulations. 

o	 The faculty collective bargaining agreement defines faculty workload in such a way that advisement is not 

considered part of workload uniess faculty are given reassigned time to do it. 

,.	 There is a very limited staff and availability of appointments in Writing Center. 

•	 The Office of First Year Experience has only one staff member. 

•	 There is no required first year seminar/transition to college course: establishing one is under consideration. but is 

still in the planning stages. 

o	 Anew common-reading program developed by faculty members and the Office of the Dean for Undergraduate 
Studies is a bold and promising experiment: the "Subway Series." The idea was to allow students to transition to 
college within the context of the symbols. systems, and realities of their own worlds. The students. most of whom 
are commuters. could 'navigate' this idea as if it were a subway map. Common readings address the general 

theme. but different disciplines contributed their ideas (art. math. poetry on placards in subway cars) to engage 

students on a level they can understand and engage. IS 

•	 The new student orientation program is very limited. has a tiny budget. and is supervised by one employee who 
manages the program outside her regular work responsibilities. 

II No summer experience program is available to freshmen before they start school aside from the summer basic skills 

immersion programs mandated by the University for students who are not skills-certified. 

•	 Peer tutoring programs have been developed in science but have not been implemented at scale in other areas. 

13 As an example: the Center for Academic Advisement at Baruch College has. in addition to the Director. a staff of 12 advisors who provide both 
appointment and walk-in advising with extended hours on two days a week. Baruch has about 13.000 undergraduates .. within about 10% of the 
number enrolled at John Jay 
14 In that survey. 51% of John Jay students felt satisfied to very satisfied with academic advising while 20% felt dissatisfied to very dissatisfied 
with academic adVising. The remainder. 28% were neutral towards academic advising. In comparison. the CUNY Total cohort had aslightly higher 
percentage of satisfaction towards academic advising (53%). asimilar level of dissatisfaction (21%). and a smaller level of neutral 
responses (25%) 
15 In an unplanned. informal. non-scientific "study" of \I freshmen in an elevator. one of the consultants found that 100% of the students were 
familiar with the Subway Series: several described their experiences with it in some detail. 
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.Weal Sense ofCommunity and Student Enqaqement 

Student campus culture is (as reported by students themselves) easily and quickly described: "Come to school -- do what 

you necd to do (classes) -- leave" Most students work. many have family responsibilities. and most travel long distances to 

get to John Jay, as noted earlier. Both students and Student Development staff agreed: "There is no sense of community at 

John Jay." 

•	 There are few gathering spaces; even groups of students in majors have little or no collective study or meeting space. 

•	 Students object to John Jay policy and practice on student events and activities: they feel College administration is 

highly and excessively risk averse and overestimates risks of events. Student government seeks more up-to-date 

student activities. greater support from that office, easier guest access. less demand for extensive security forces at 

events. The work of Student Activities has historically been primarily compliance and paperwork-based. It is atiny 

office with three staff for 12,DOa under9raduate students. The cost of this level of institutional risk aversion (security) 

is reduced student engagement and athe loss of asense of community. 

OroanizationalStructure 

..	 There is really no central. senior position with accountability for retention -- no "retention czar." 

It Curiently, the Oir'ector of Graduate Admissions reports to the Vice President for Enrollment Management. In our 

intmi8ws, some academic administrators suggested that adifferent organizational placement for Graduate 

Admissions, in which the Director reported instead to the Dean of Graduate Studies, might better align graduate 

admissions with the goals of Graduate Studies. 

Academic Polir;yandPractice 

•	 In the first two years, many undergraduates see no full-time faculty members. General education courses are taught 

primarily by adjunct instructors. John Jay has encouraged full-time faculty to teach in general education courses but 

with little success: there is no specific reward or positive incentive for faculty members to do so. 

•	 New full-time faculty hav~ 24 credit hours of release time in the first five years of their appointment to the faculty. 

Although 35% of the full-time faculty have been hired within the last four years, there is aserious problem with 

faculty coverage in undergraduate classes because of a) the contractual release time, b) contrary institutional 

expectations for scholarship and research, and c) need for full-time faculty to cover advanced level courses. 

"	 42% of all undergraduate instructional FTE is delivered by full-time faculty -- which means more than half is delivered 

by part·time/adjunct faculty. 
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•	 The quality of teaching and student relationships developed by adjunct faculty members is reported by full-time 

faculty. students. and administrators to be highly variable; the scope of their contracts and levels of compensation do 

not encourage their strong engagement with student learning and retention. 

o	 There is no consistently applied process or procedure for evaluating and improving the teaching done by adjuncts. 

•	 The general education curriculum. courses. and policy have been recently reviewed. The main thrust of arecent report 

from the responsible Committee is that general education has to focus on the principles of what makes agood general 

education program in anational context. and on determining and establishing general education learning outcomes -

looking toward the future. not the past. That report is now under review. 

•	 John Jay does not Rave formally designated gateway courses that must be passed successfully before students move 

ahead academically (that is. there is no competency-based process 01 incrementally advancing students in the lower 

division); instead. the College has informally (and likely unintentionally) "controlled" academic quality by failing 

students in early required courses. Example: Government 101. which is not intended as abarrier course. has as much 

as 40-50% failure rate lin some sections: introductory mathematics course is another example. There are many 

problems in these introductory courses -- adjunct faculty. policy prob ems trying to engage full-time faculty (doing so 

would have put adjuncts in classrooms as teachers for senior major courses). and the relatively poor levels of 

preparedness of many students. 

•	 The College has not consistently or regularly provided "second best" options (alternative programs) for students who 

are unable to succeed in their originaUy chosen program of study. This is especially true in forensic sciences; students 

who do not do well in forensic sciences shoutd be able to shift their academic program to an alternative program 

without losing the val'ue and time invested in courses already taken and passed. 

•	 Several faculty respondents claimed that some of their faculty colleagues tend to "pass-through" students (give 

passing grades despite poor performance) to get them out of school regardless of their capacities. 

Academic Schedu/inq 

Scheduling of classes for undergraduates and graduate students has historically been faculty-centered. rather than 

student-centered (schedules have been determined primarily on the basis of the convenience or preferences of the faculty 

member ).16 In the 2008 CUNY Student Experience Survey. about -'>3 of John Jay students reported that courses were 

offered at times when they could take them andthat they could register for every course they wanted to take -- which 

16 On March 5. during the presentation of the first draft of this report. the consultants learned that a committee has made strong 
recommendations that would address this problem: those recommendations had not yet at that point been implemented 
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means that about J.j of students indicated otherwise. These percentages are similar. however. to those recorded for the 

overall CUNY and CUNY senior college cohorts. 

•	 It has been difficult to correct this problem b8cause faculty r8sist having staff t811 th8m when to schedule class8s -. 

an example. respondents in our interviews often cited of the need for faculty culture change. 

•	 As aresult. the Registrar has not been able to guarantee students that they will be able to graduate in agiven time 

because she cannot be sure all the required courses will be offered, or that the student will be able to get in those 

classes. Dr that the class schedule will work for them. 

•	 When students cannot take aneeded course, they are allowed to "substitute" another course: the substitute courses 

may have little to do with the course for which they are substituted, Dr with the major. and students who take 

substitute courses -- which are apparently far less commonly apprDved in Dther CUNY schDDls -- may graduate less 

well prepared. 

•	 JDhn Jay similarly has histDrically made few adjustments tD accDmmDdate the reality Df schedules fDr graduate 

students. MDst graduate students have classes in the evening. but the cDunselDrs aren't Dn campus at that time. There 

also is Dnly Dne graduate student career advisDr. 

Institutional Vision, Direction, and Strategy 

President Travis has descrIbedathree-prongedstrategy for John Jay: /} becoming asenior college andaggressively 

raising admissions standards .. 2) criminaljustice focus-in the transition from comprehensive to senior college status and 
in the introduction ofnew fiberal arts majors. retaining the criminaljustice emphasis [majors in forensic psychology, 
criminaljustica forensic science}andbrand and J) scholarly activity -- becoming an institution noted for scholarship as 
wellas teaching and for broadintellectualandpracticalcontnbutions to the field ofcriminaljustice. 

JDhn Jay's academic and administrative leaders hDld differing views abDut institutiDnal directiDn and visiDn; especially, 

therp. is concern amDng SDme leaders about whether the College can realistically and simultaneDusly both I) imprDve 

undergraduate educatiDn and retentiDn and 2) strengthen schDlarship, publishing, and natiDnal impact. 

•	 Miiny participailts in Dur interviews -- both faculty and staff -- described tWD major internal institutiDnal tensiDns at 

JDhn Jay: 
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L	 Admissions standards: raising admissions standards (and therefore requiring higher levels of preparedness for 
college) versus continuing to admit students representative of John Jay's historical. traditional population. 

o	 In our meetings, many members of the faculty and staff emphasized that John Jay attracts students who 

believe in the idea of education for justice. Many are public-service oriented, and they persist. regardless of 
.conditions and levels of support. Many of the students come from what they, and faculty members, describe 
as rough backgrounds: John Jay is a public institution and, in the view of many faculty and academic leaders, 
educating students who are not privileged is what the College stands for. One expression of that perspective 
serves to illustrate many similar comments: "We have to work with our students as they are ...and stay loyal 
to our mission." Professors and leaders who agree are concerned that raising admissions standards and 
focusing on academic ~uality will disenfranchise the population of students who have traditionally chosen 

John Jay. 

o	 To the extent that higher standards and a stronger focus on quality alter the profile of admitted students, 

however, other faculty at John Jay emphasize that the CUNY community colleges remain available to provide 
educational access. 

2.	 Priority and emphasis in academic programs: supporting undergraduate education and student success versus 

expanding graduate/research programs, emphasiZing scholarship, and hiring research faculty. 

o	 In the view of many faculty and some academic leaders, trying to become aresearch university that makes 
-significant practical and scholarly contributions to the public good while also improving undergraduate 

education and retention is not po ssible: these are seen as fundamentally opposed, conflicting goals. Many do 
not see how the College. with limited resources, can support both priorities: they fear, especially. that 
undergraduate education will not receive sufficient resources. 

o	 Many faculty m8rno8rs believe that they are "overused" in terms of teaching time. Young faculty have 24 

credits of release time and must inevitably focus on promotion and tenure. At the same time, both John Jay 

and CUNY seek to increase retention and student success. Faculty believe that these goals do not mutually 
reinforce each other. 

o	 Many academic leaders believe John Jay cannot maintain afocus on research. Centers, and Institutes 
without hollowing out the needed strong core of undergraduate learning. 

o	 Now the institution and CUNY are asking for increased research and scholarly production and hiring new 
faculty on criteria different than in years past -- faculty who expect to be rewarded for their scholarship, not 
their teaching, at a time when John Jay also needs to increase contact between students and lull-time 

faculty exponentially. Given limited resources, especially in this austere economy, John Jay may not have the 

elasticity to take on those two priorities. Many faculty and academic leaders think the administration is going 
to have to "back off from recruiting stars," and focus on teaching. Many current elite faculty have their own 

KEELIN6 &4SS00ATES 
l'oytllfJoim 



John J3~' College of Criminal Justice final fieuDrt: findings end Recommendahons 

institut83 or branches within programs. They do not see working with undergraduate students -- especially 

lower division students -- as part of their duties/responsibilities. 

o	 Teaching loads for full-time faculty are too high to support premier-level scholarship and research, in most 

instances .- especially for senior faculty, for whom the contractual 24 credit hour release no longer applies. 
That contractual provision takes more recently hired faculty out of the classroom. imd, by doing so. creates 
abarrier to retention. This is aserious "structural" problem in that teaching loads are matters of 

University-wide faculty contracts that are not under John Jay's control. Given that teaching loads may not be 
able to be changed. the alternative solution would be to expand the number of faculty lines (enough to 
compensate for the release time given to each new faculty member). 

o	 Scholarship is anecessary condition for faculty to maintain currency in their field, but great teaching. of the 
variety required by John Jay students. takes much time and demands askill level that most faculty did not 
acquire in their doctoral preparation programs. 

o	 Some academic leaders have suggested that John Jay develop adual faculty structure so that the College 

can address both needs (teaching and scholarship/research). At the same time, they are aware of the 

potential pitfalls of such a system and hesitate to advocate the creation of different tiers, or categories. of 

faculty. 

•	 There seems to be no consistent messaging/communications plan for the President's vision: various participants in 
our interviews knew of. or emphasized. different elements, or segments, of that vision, but none expressed it in its 

ent·Irety. 17 

•	 Some observers see the conflict over vision and direction as aquestion of inadequate strategic planning and priority

setting. They note that. in their opinion, J'ohn Jay is doing too much and reaching out too far. "We want atop-scholar 
program while we Simultaneously are reaching out to the community," one faculty member said, adding, "One of our 
biggest problems is we aren't prioritizing anything." 

o	 The Office of Academic Affairs (DAA) has annual strategic plans in place, and each Dean reporting to the Provost 

has annual goals that map to the strategic plan and for which they are accountable: OM has developed a five
year vision but has deferred finalization of that document pending the renewal of the College's larger strategic 

· 18PIBfllllng process. 

o	 The College's current strategic plan expires at the end of 2010: John Jay will begin a new planning process to 
produce a five'year strategy for the period 2010-2015. 

17 Aspecific example is the use of the term "institution of consequence." which is Widely attributed to the President and said to have been used in
 
his major addresses: the President recalls only one instance of his using the term. and it is not found in any of the texts of his speeches available on
 
the Web site.
 
18 Summarized in email correspondence from the Provost. dated March 23. 2009.
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o	 Despite the existence of both institutional and academic strategic plans. as noted above. many respondents told 

the consultants that there is no current and fUllctional strategic plan in Academic Affairs. They objected that the 

absence of such aplan left Academic Affairs with no way to prioritize or judge the best allocation of resources. 

o	 Similarly. many participants in our meetings told the consultants that there was no functional institutional 

strategic plan. and that. in the absence of aguiding strategy. excessive authority over the allocation of resources 

~E:steu with the Senior Vice President for Finance and Administration. 

o	 More significantly. many respondents in our meetings and interviews said that the College has not historically 

been willing to shift resources. terminate programs and staff. etc. to make change -- but all of that may be 

necessary to improve undergraduate retention. Change involVing additions has been far easier at ,Iohn Jay than 

change requiring subtractions0I' terminations. But several respondents gave specific examples of programs that. 

in their view. do not "work" and should be terminated. 

o	 One consequence of the unresolved uncertainty about institutional direction is tension in the allocation of the 

College investments -- e.g.. in the library. where deepening of the College's world-class collection in criminal 

justice research is limited by the need to have basic resources for liberal arts programs. 

Faculty Culture, RDles, and RespDnsibilities 

faculty must bear the greatest responslbiltty for supporting student learning. retention. and success. To make this 

pOSSIble. bDth changes in instItutionalpoltCy andsignificant culture change within the faculty WIll be required 

The responses of students in 2008 to NSSE Questions about student/faculty relationships and interactions sugg:est that 

greater engagement between faculty and students is needed. For example: 52% of first-year students and 45% of seniors 

report oniy "sometimes" or "never" discussing grades or assignments with an instructor; moreover. students' responses 

showed m:nimalrinteractions with faculty outs·ide of class. and 23% of first year students and 40% of seniors reported that 

they do not plan to work on aresearch project with afaculty member outside of course or program requirements. 

•	 At John Jay. the key to organizational change to support retention must come through engagement and commitment 

by the faculty. Younger faculty "get" this idea: legacy faculty. however. are less often engaged. 

•	 There will probably not be sufficient resources to develop strong and robust student personal and academic support 

structures in the short term. though the President believes some additional funding may be provided by CUNY. 

•	 The overarching issue is how faculty perceive their relationship with students and their obligations to institutional 

purposes. 

o	 To create aculture of learning. assessment. and retention. John Jay will have to figure out how to initiate and 

then generalize culture change through the faculty. 
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•	 Concern:this is largely a new discussion among the faculty. including the faculty leaders. Faculty have not been 

engaged with questions of undergraduate retention before. Institutional research data are collected and posted but 

may not be viewed, The discussion at John Jay historically has emphasized access. not success; the assumption. 

whether or not justified, has always been "there will always be more students," and. during the time of associate 

degree programs. there usually were. Many faculty report that they do not see a role for themselves in mentoring 

individual students and supporting retention. 

o	 An attitude commonly perceived about faculty at John Jay is that problems in retention are students' fault -- "we 
should get better prepared students." 

•	 Last year the Provost and President held a retreat (about 50 members of the faculty and staff attended) on student 
success; it is reported that there was some good discussion, but then that conversation turned from afocus on 
students to an emphasis on the interests of faculty. Uttle evidence of change was produced. 

Administrator~and some academic leaders say that no one is pushing the tenured professors to be better teachers. 
or to improve their pedagogy, 

•	 Summarizing avery common view. one respondent said. "We need teachers. It is that simple and that hard." 

•	 There is concern that increasing teaching loads will make newly recruited junior faculty leave -- especially because 

they were recruited with expectations of scholarship and research. and anticipate having to make tenure based on 

those criteria. not on grounds of teaching and service. Most facuHy were not present at President's address when he 

emphasized getting more full-time faculty into the classroom. 

•	 Fifty percent of FTE instruction at the graduate level is provided by full-time faculty. but this is declining. down from 
60%, Only 42% of undergraduate FTE instruction is provided by full-time faculty. John Jay has hired many new faculty 

members in recent years. 19 but the new hires are more likely to be research scholars. and are not in the classroom, 
And newly hired faculty in general are entitled to contractual course release time, as noted earlier, Amajor indicator 

for CUNY is the number of full-time faculty in the classroom. but hiring research faculty may make those numbers go 
down. None ofthis taKes away from the important success John Jay has hadin recruJling new and well-qualified 
faculty members under President Travis I administration. The question is only how those faculty members can be and 

WIll be utihied to support student success andretention, 

..	 Both students and staff describe the Ileed for greater ethnic and cultural diversity among faculty. despite recent gains 
in hiring facultv of color; John Jay's very diverse student body may not "see" themselves in the faculty and may no!. 
therefore. feel comfortable seeking advising from them, 

19 Source: President's State 01 the College Address. November 5.2008 "4ISIull time faculty. 25% more than lour years ago, Fully 35% of our 
laculty have been hired in the last four years, With 32 searches underway as we speak, we could well reach anew milestone of 422 lull time faculty 
;n fall 200S," 

KEELING &A.SSOUJ\TES 
P,lil" I~ ,I?fi 



II 

John Jay College of Criminal Justice final Report: finding: aile i~ECOmmeJldatiolis 

•	 More recently recruited faculty describe astrong connection with students: "I do care whether you pass my course Dr 

not." They described making significant investments in relationships with students and making themselves available in 

person Dr by email for students' questions. 

•	 The Center for the Advancement of Teaching is afirst step in bringing faculty together. But there has been an Interim 

Director. and there are no other staff. Many respondents likened this. on the faculty side. to the single-person-office 

programs in Student Development. 

F,l::ulty rEward systems and structures arE not aligned with support for undergraduate education. It is not clear to 

facuity thnt they will be supported Dr rewarded for investing in Quality of undergraduate education Dr support for 

students. 

Assessment and Evaluation 

Primary in the mission and goals of every post-seCDindary institution is education itself - the process that students 

experience as learning. KnOWing how to assess the kind of 'learning that occurs in higher education is central to the ability 

of sducators - both inside and outside the classroom. in the traditional academic faculty Dr in student development and 

support - to do their best work. The assessment of learning explores how effectively engagement with the institution 

increased students' ability. skill. Dr competency in various domains as aresult of various learning experiences - a 

curriculum. academic major. certificate program. course. specific classroom activity. student development experience 

(such as leadership development). Dr experiential learning activity. These assessment processes are central to ensuring 

that the Co'ilege advances student learning and success. As noted in comments at the beginning of this report. retention 

should embrace achievement ofdesiredlearning outcomes-- not just persistence in enrollment to graduation. 

John Jay is required to update the Middle States Commission on Higher Education (MSCHE) on "continued implementation of 

comprehensive. integrated. and stJstained processes to assess institutional effectiveness and the achievement of student 

learning outcomes (Standards 7 and 14)" by December I. 2009. The institution is beginning preparations for aself study 

review by Middle States in 2013. which will also need to demonstrate progress in assessment and institutional effectiveness 

processes. 

Assessment of student learning is an essential contributor to improvements in retention and student success. Such 

assessment has not yet been Widely developed and implemented at John Jay. 
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Rel::DmmendatiDns 

I	 First and for8most. John Jay -- as an institution. an administration, a18adership team. afaculty. and acommunity -

should r8cogniz8 that r8tention is acompl8x matt8r deeply embedded in institutional culture: that th8 factors 

influencing retention are multiple and diverse: and that approaches to improving retention are inevitably multifactorial 

and interlinked. It is not possIble to improve retention simply by "tweafing"policies or practices. maldng smallor 

incrementalchanges. orpurchasing avendor's program or product. Improving retention at John Jay willrequire 

fundamental change in the culture ofthe insf!tution. andespecially among the faculty. This change in turn wIllrequire a 

di!J,flent andrI.'qorous strategic planning process basedon astrong consensus among College leaders that dearly 

defines the vision andprifmlies ofthe instllution. 

2	 The College does not have the resources to support both significant new and additional investments in signature 

graduate programs and centers andmajor enhancements in undergraduate student learning. retention. and success. 

To improve retention, the College must assign short-term priority to supporting. assessing. and strengthening 

undergraduate learning. This does not require that the College reverse direction. or abdicate its commitment to 

improving academic quality, scholarship. andresearch. 8ut in the coming two to three years. the primarypriority for 

assignment andreallocation ofresources shouldbe for student learning andsuccess. 

The rest ofour recommendations (3-15) dependupon the College's affirmation ofthe need for culture charlge 

andlis assignment ofpriority to undergraduate learning andretention. 80th greater engagement by faculty with 

student karning andsuccess andgreater allocation ofresources to student andacademic support services are 

needed 
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3.	 The College should. as soon as possible. begin its process of institutional strategic planning for 2010-2015. That 

process can (and should) in and of itself build community and foster institutional change: ahealthy. broad-based 

strntegir: planning effort should produce key changes in College policy and priorities that will support changes in 

institutional and faculty culture. 

4.	 In parallel. the Office of Academic Affairs should complete anew academic strategic plan with specific goals, 

objectives. and timelines to guide further decision-making. As is true at the institutional level. this is an opportunity for 

community-based discussions leading to institutional change for learning. 

5.	 80th the institutional and academic strategic plans, and the derivative plans for implementation of their goals. should 

emphasize redistribution ofresources, Even if John Jay is fortunate enough to receive asignificant distribution of new 

resources from CUNY or external funding from foundations/corporations. reallocations will be needed to support 

student success. While the addition of $IM or more, for example. to the institutional budget for support of student 

success would certainly have an impact. it would not alone relieve the conditions that impair retention at John Jay, The 

redistribution. or reallocation, of resources should locate an increasing proportion of institutional funds, positions. and 

infrastructure in academic and support programs that support student learning and retention, This required 

redistribution is itselfagoal for institutionalculture change at John Jay that shouldbe supportedin the newstrategic 

plan. 

6.	 John JnY shouid inform decision making about the redistribution of resources with clear. sound assessment data that 

demonstrate the outcomes, value. and worth of various programs and activities. The College can use adecision matrix 

apprcm:h -- ranking programs (both academic and student development or support services) on the intersecting axes 

of mission-centerednessand greatest good for the greatest number; in both cases, rankings should be made on the 

basis of outcomes data. not impressions or history. Developing and using this decision matrix will require -- and 

reflect -- the creation of aculture of evidence in the institution, 

7	 The consultants enthusiastically support the Provost's decision to recruit an Associate Provost for Assessment and 

Planning, This position is essential to support the processes of institutional and academic strategic planning. 

outcomes-based decision-making. and creation of aculture of assessment and evidence. John Jay should recruit and 

hire an experienced educator and administrator and rest responsibiltly and accountability for assessment and 
strategy in that position, Note, however, that identifying and hiring the right person for this complex and demanding 

role will be challenging -- and that having an excellent individual in the position is not a"silver bullet"; filling the 

position will not absolve other faculty and administrators of shared responsibility for assessment and planning. 

8	 The College should develop and implement arigorous system for assessment of student learning applied to all 

classroom and out-of-classroom learning experiences, Success in this endeavor will require increasing the capacity of 
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faculty members. primarily. to cllnduct clear. transparent. and meaningful assessments of student learning. These 

assessments. when linked to strong institutional commitments to renewal and change in academic programs. will 

enable John Jay to ensure that it is prOViding educational offerings. pedagogy. and content that address its desired 

core learning outcomes for students. 

S.	 Given the Cotlege's significant resource limitations in student academic and personal support services. John Jay 

should a) continue to increase resources in those areas as much as possible in each budget cycle. and b) change the 

service and practice models of the services to emphasize early recognition of and intervention with students who have 

academic or personallsocial/famlly/financial problems that are interfering with their achievement and progress. 

With only three cross-College academic advisors. for 

example. John Jay should provide priority access to those advisors for students whD are self- or faculty-identified as 

haVing academic distress. 

10.	 The Collegp, shoulrl creiite and implement reliable. sturdy systems of academic monitoring and suppDrt designed to 

faciiitat8 the early recDgnitiDn Df students with emerging academic limitations Dr prDblems. These systems will require 

greater faculty engagement with students and the willingness Df faculty members to intervene when students exhibit 

evidence of personal prDblems Dr constraints in academic perfDrmance. John Jay will need tD institute College-wide 

policies supporting a) ongDing fDrmative evaluation Df student learning in classes. b) criteria for notification by faculty 

members to advisors or cDunselors that students are "in trDuble." and c) 

systems that make it easy for faculty members to make easy referrals of troubled students tD advisors or sources of 

personal counseling and assistance. 

II.	 While the cDnsultants warmly endorse the College's attempts to increase academic standards for admission. we 

caution JDhn Jay that the short-term consequences Df 

significant changes in academic standards can run counter tD the goal of maintaining enrDliment.ln the longer term. 

higher standards may result in aCollege that is somewhat smaller but has much higher retentiDn rates and stable Dr 

higher enrollment revenues. At minimum we support raising standards sufficiently to aVOIdadmission ofstudents 

whose academic portfolios are so weaK that they WIll almost certainly fall in college. 

•	 Llohn Jay should wDrk diligently to convey the facts. and the significance. Df higher academic standards to 

prosD8ctive stud8:lts. parents. high schoDI guidance staff. and high schoDI teachers. 

12.	 The complexity and difficulty Df students' lives are major challenges tD retentiDn at JDhn Jay. We recDmmend that the 

College take several steps to prDvide assistance to students who are facing those challenges: 

We endorse recent work done by the College to make class schedules more convenient for students. The student

centerednessunderscored by this action will be acore feature of movement tDward an institutiDnal culture that 
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emphasizes student learning and success. 

•	 Similarly. the College should ensure that student personal and academic support services observe office hours 

that more closely match the days and times that both undergraduate and graduate students are on campus. 

..	 There should be no decrease in funding or human resources for personal support services such as counseling 
ond hEalth; ovsr time. the College should redistribute resource to augment the scope and scale of these 
programs. 

•	 The College should continue to support and implement innovative programs that allow students to integrate life 
and learning more completely -- such as the recent "Subway Series." 

•	 John Jay should do everything possible to facilitate students' access to financial aid for which they are eligible. 

13.	 Academic support services also need additional resources. We recommend that the College: 

•	 Implement policies and practices designed to promote the early recognition and referral of students with 

emerging academic difficulty. as suggested above. 

II Provide faculty and professional development training to prepare teaching faculty. administrators. and student 
life rrofessionals to recognize and refer students with academic or personal problems that limit achievement. 

•	 Strengthen the resources (including funding. space. and human resources) and programs of the Office of the 

Uean of Undergraduate Studies. 

II Though new monies and/ or redistribution of resources. increase staffing in the cross-College advising service 
(Advising Center) to at least 15 positions over the coming 5years. 

II Develop and implement learning communities of students focused on academic disciplines or topics of common 
interest. 

II Engage students in peer mentoring and peer tutoring programs in all academic departments and in general 
education. 

II Establish a credit-bearing and required first semester/first year transition to college course designed to 

enhance students' academic. study. and cognitive skills and strengthen their engagement with the College and its 
programs. 
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• Develop asummer orientation experience through which to facilitate students' adjustment to college, prepare 

them for college-level academic expectations, and link them to academic and personal support services. 

•	 Continue to administer and disseminate results of the National Survey of Student Engagement (NSSE). 

•	 Create better internal transfer options for students who encounter academic difficulty in their first choice 

academic programs. "Students often are discouraged and drop out when they find that they are not performing 

well in their "first choice" program. Others encounter what they perceive as a"no forgiveness" policy -- if they 

leave on academic probation. move to an alternative option and show appropriate improvement. they are then 

admitted "on probation." While some of these issues may be rectified by better academic advising, changes in 

academic policy will also be required. 

14.	 Faculty will bear the greatest responsibility for supporting student learning, retention, and success. To make this 

pOSSible, both changes in institutional policy and practices and significant culture change within the faculty will be 

required. John Jay must strengthen the engagement of faculty with student learning, retention, and success. The 

overarching issue is how faculty perceive their relationship with students and how they understand and discharge 

their obligations to the achievement of high-priority institutional purposes. 

•	 Strengthen, enlarge, and expand resources for the Center for the Advancement of Teaching and engage larger 

numbers of facul'ty with its programs. 

•	 Provide faculty development programs on student learning and development. current research on learning, and 

research and scholarship on teaching and learning. 

•	 Infuse aculture of assessment in all academic programs; begin providing students with extensive, detailed 

feedback about their performance not only at the end of classes (sl!lmmative evaluation) but throughout the class 

cycle (formative evaluation). Help students learn to self-assess and to understand the assessments provided by 

faculty. Provide faculty development activities regarding assessment of student learning. 

•	 Use the conclusions of the recently completed review of general education to reinforce the reorientatilln of 

faculty priorities toward teaching, assessment. and student success. 

•	 Revise faculty promotion and tenure criteria to emphasize engagement with students, effective teaching. the 

accomplishment of student learning outcomes. and student success. It must be clear to faculty that they will be 

supported or 

rewarded for investing in the quality of undergraduate education or providing support for students. 
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15. Adjust polici8S. programs. and practic8s to support th8 cr8ation of agr8at8r senS8 of community at John Jay. 

If f~eview and reviS8 the policies and programs of the Office of Student Activities as needed to improve students' 

8ngag8m8nt with programs and th8 campus. 
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John Jay College Strategi tention Plan 
,June 8, 200Cof Crilllinal Justice 

I troductio 

Improving retention requires an institution-wide commitment that student learning, 

engagement, and success are central to the achievement of the University's mission. A 

strategic retention plan is an institution-wide affirmation of the priority of student learning, 

engagement, and success incorporating core goals and objectives and linked to 

benchmarking and transparent accountability. 

The goals defined in the tables that follow derive from the final report of findings and 

recommendations regarding retention at the John Jay College of Criminal Justice (John 

Jay) prepared by Keeling & Associates, LLC (K&A) and submitted on April 22, 2009. Each 

table explicates one or more closely related goals; the goals are identified in the first 

column. The second column defines objectives and activities pertinent to each of the 

goals; the third and fourth columns display the recommended timing and presumptive 

accountability for each objective or activity. Notes in the first column of each table link 

goals to the recommendations in the K&A report. 

Student Retention: Goals 

Goal 1: Strategic Planning 

Strategic p!anning offers the occasion for institution-wide affirmation of mission, priority 

setting, commitment to rigorous benchmarking, and transparent assignment of 

responsibility for the accomplishment of institutional objectives. 
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liming Accountability 

Create a new institutional strategic plan, 

integrating academic and retention strategies, 

for the period 2010-2015, 

~ Assign the College's Budget and Planning 

Committee to lead the strategic planning 

process, 

J Goal 1: complete a 

rigorous, consensus

based institutional 

strategic planning 

process to ciearly define 

the vision and priorities 

of the University 

~ 

~ 

Design the planning process to build 

community while fostering institutional 

change for learning, 

Establish and monitor achievement of 

timelines to ensure completion of plan on 

schedule, 

[From 

Recommendation 1] 
~ 

~ 

Clearly define relative priorities of teaching/ 

learning and research/scholarship for the • 

planning period, 

Emphasize redistribution/reallocation of 

existing resources to support student 

learning, 

ASAP; 

complete 

by 12/09 

President 

~ Address changes in policy and practice 

required to support greater engagement of 

faCUlty with undergraduate education, 

student learning, and student success, 

~ Using a common format, develop specific 

implementation plans through which each 

Division defines the processes and activities 

through which it will implement the goals 

and objectives of the institutional strategic 

plan; include specific timelines, priorities, 

and defined accountability in each 

implementation plan, 
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Goal 2: Assessment 

Assessment, understood as a vibrant and organic form of teaching and learning, rather 

than as "accountability," is a powerful variable in student success. Appropriate and timely 

feedback to students within a context of demanding yet caring instruction and support 

increases the effectiveness and quality of student learning and ultimately strengthens 

student motivation, satisfaction and retention. 

Goal 2: 
A sessment 

; 

Objectiwes &Activities 

~ 

l1iming Accountability 

Complete the recruiting and hiring of the 

Associate Provost for Assessment and Planning 

to support the process of developing the 

College's strategic plan (inclUding implementation 

plans), outcomes-based decision-making, and 

creation of a culture of assessment and evidence. 

ASAP Provost 

I 
1 

Goai 2: Develop 

and Implement a 
rigorous system for 

assessment of 

Assess the preparedness and competency of 

members of the faculty and professional staff to 

assess student learning. 

Winter-

Spring 

2010 

Associate 

Provost for 

Assessment 

and Planning 

student learning 

applied to a/l 

classroom and out-

of-classroom 

learning 

experiences. 

Develop and launch a professional and faculty 

development curriculum designed to increase the 

capacity of faculty and professional staff to 

assess student learning. 

Spring-

Sum-Fall 

2010 

Associate 

Provost for 

Assessment 

and Planning 

[From 

Recommendation 8] 

Require the establishment of desired learning 

outcomes for every intentional educational 

experience the College offers. 

Spring 

2010 

Associate 

Provost for 

Assessment 

and Planning 

i 
I 

Continue to administer and disseminate results of 

the National Survey of Student Engagement 

(NSSE) on a semiannual basis. 

Spring 

2010, 
2012, 
and 

2014 

Associate 

Provost for 

Assessment 

and Planning 
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Goal 2: Develop 

and implement a 
rigorous system for 

assessment or 
student learning 

applied to all 

classroom and out

of-classroom 

learning 

experiences. 

[From 

Recommendation 8] 

I' 

AccountabllltyTimll'lBObjectives Actbflties .:. 

.~- -

Create and administer a survey of student 

satisfaction, particularly regarding admissions 

experiences and personal and academic support 

services from matriculation through the first two 

years. 

Inform decision making about the redistribution of 

resources with clear, sound assessment data that 

demonstrate the outcomes, value, and worth of 

various programs and activities. 

•	 Use a decision matrix approach -- ranking 

programs (both academic and student 

development or support services) on the 

intersecting axes of mission-centeredness 

and greatest good for the greatest number. 

•	 Rate programs olrthe basis of outcomes 

data, not impressions or history. 

•	 Use the development and implementation of 

the decision matrix to support the creation of 

a culture of evidence in the institution. 

Continue to advance, support, and diversify the 

assessment of learning in all intentional 

educational experiences offered by the College. 

Develop and iaunch consistent methods for 

assessing and documenting students' learning in 

multiple domains, such as e-Portfolios. 

Fall 

2010 

Fall 

2010 

, Fall 

2010 

Fall 

2011 
Spring 

2012 

Associate 

Provost for 

Assessment 

and Planning 

Provost; 

Associate 

Provost for 

Assessment 

and Planning 

Associate 

Provost for 

Assessment 

and Planning 

Provost; 

Associate 

Provost for 

Assessment 

and Planning 

Use assessment results to strengthen all Spring 
Faculty and 

Student Dev 
intentional educational experiences. 2011 

Staff 
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Goals 3-6: Student Success 

Personal and academic support for students, including the full range of programs and 

s(:);-lIices from appropriate admissions and recruiting literature to orientation programs 

during the summer prior to first fall term, first-year experience courses or seminars, 

mentaring, tutoring, academic and learning skills services, academic advising, career 

counseling, personal counseling, and health services are essential components of efforts 

to support student learning, engagement, success, and retention. 

Goals 3-6' 
Student 
Success 

v ..., 

Objectives & Activities Timing Accountability 

Continue to increase resources (funding and 

positions) for student academic and personal 

support services 

Ongoing; 
begins 
AS,L\P 

Cabinet 

I Increase the number of positions for professional 

academic advisors from 3 to 15 over the planning 

period. 

Add avg 3 
positions 

per year 
Provost 

Goal 3: Increase 

resources for student 

academic and personal 

support services 

[From 

. Establish a credit-bearing and required first 

semester/first year transition to college course 

designed to enhance students' academic, study, 

and cognitive skills and strengthen their 

engagement with the College and its programs. 

Fall 2010 

Dean of 

Undergrad 

Studies 

Recommendations 9 

and 13] 

Strengthen the resources and programs of the 

Office of the Dean of Undergraduate Studies. 
Fall 2010 Provost 

Create a Student Orientation Office in the 

portfolio of the Vice President for Student 

Development 

Fall 2010 

Vice 

President for 

Student Dev 

KEELING &ASSO fA ES 



..10 Jay College of C imina! Justice 

., 
Goals 3-6, 

I,f~ 
-'. 

Student ,ObJectives & Activities Timing Accountability 

Success 
.... 

Recruit and hire a director for Student 

Orientation 

Winter 

2011 

Vice 

President for 

Student Dev 

Goal 3: Increase 

I resources for student 
I 

aC'-8demic and personal 

support services 

[Froln 

~ecommendations 9 

and 13] 

Develop a summer orientation experience 

through which to facilitate students' adjustment 

to college, prepare them for college-level 

academlc expectations, and link them to 

academic and personal support services. 

Expand peer mentoring and peer tutoring 

programs in all academic departments and in 

general education. 

Sum 

2011 

Fall 2011 

Vice 

President for 

Student 

Dev; 

Director, 

Orientation 

Dean of 

Undergrad 

Studies 

Provost; 

. 
Develop and implement learning communities of 

students focused on academic disciplines or Fall 2011 

Dean, 

Undergrad 

Studies; 

topics of common interest Vice 

President for 

Student Dev 

Goal 4: create and 

implement reliable, 

sturdy systems of 

academic monitoring 

and support designed to 
facilitate the early 

I(ecognition of siu:jents 

with emerging academic 

limitations or problems 

[F~om Recommendation 

10] 

Change the service and practice models of 

academic and student services to emphasize 

early recognition of and intervention with 

students who have academic or personal/social/ 

family/financial problems that are interfering with 

their achievement and progress 

Prepare/train faculty members to intervene when 

students exhibit evidence of personal problems 

or constraints in academic periormance 

Fall 2009 

Spring 

2010 

Provost; 

Dean, 

Undergrad 

Studies; 

Vice 

President for 

Student Dev 

Provost 

KEE ING &ASSOCIATES 
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John Jay Col8ge 0 Criminal JustICe StrategiC: i=\elention Plan 

Provide priority access to available advisors for 

students who are self- or faculty-identified as 

having academic distress. 

ASAP 

Director, 

Advising 

Center 

Institute College-wide policies supporting a) 

ongoing formative evaluation of student learning 

in classes, b) criteria for notification by faculty 

members to advisors or counselors that 

students are "in trouble," and c) 

systems that make it easy for faculty members 

to make easy referrals of troubled students to 

advisors or sources of personal counseling and 

assistance. 

Spring 

2010 

Provost, 

Vice 

President for 

Student Dev 

Provide "second best" or alternative programs for 

students who are unable to succeed in their 

originally chosen program of study, especially 

forensic sciences. 

• Students should be able to shift their academic 

program to an alternative tangential program 

without losing the value and time invested in 

courses already taken and passed. 

Fall 2011 

" 
Provost, 

Vice 

President for 

Enrollment 

Mgmt, and 

Vice 

President for 

Student Dev 

Goal 5: Provide 

assistance to students 

who are facing complex 

life circumstances or 

challenges 

[From Recommendation 

I 12] 

Facilitate students' access to all sources of 

financial aid for which they are eligible. 
ASAP 

Vice 

President for 

Enrollment 

Mgmt 

KEELIN" A SO IATES 
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Johi Jay College of Criminal Justice 

;Accountability 

Vice 

Adjust service hours of student academic and 
Presidents 

jor Student 
personal support programs and services to better 

Goal 6: Deploy student match students' convenience and improve 
ASAP Dev & 

Enrollment 
centered class, 

access. 
Mgmt 

program, ana service 

scheduling 

[From Recommendation 

12] 

Provost, 

Continue initiative to make academic scheduling 
Vice 

more stUdent-centered, inclUding graduate ASAP 
President jor 

stUdents. Enrollment 

Mgmt, and 

Registrar 

KEELING ASSOCIATE 
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J Jay College 0 Crimi al J s· ce 

Goal 7: Community Development 

~i81ention in part is linked directly to how strongly students feel connected to the 

institution. Appropriate gathering places for study and socializing, empathic and helpful 

policies and procedures for student events and activities, and academic and social events 

that bring students together help build student attachment to the institution ("my home 

away from work or home"). 

Goal 7 
Community Objectives & Activities TIming Accountability 

Development 

Review and revise the policies and programs of 

the Office of Student Activities as needed to 

improve students' engagement with programs and 

the campus. 

ASAP 

Vice 

President for 

Student Dev 

Goa! 7: Adjust policies, 
[ 

I programs, and practices 

to support the creation of I 

Review campus-event security requirements for 

student groups. 
ASAP 

Vice 

President for 

Student Dev 

a greater sense of 

community at John Jay. 

[From Recommendation 

15] 

Develop and improve communal gathering areas 

on campus - especially with the addition of the 

new building. 

2010

2011 

Vice 

President for 

Admin; Vice 

President for 

Student Dev 

Use the social networking tools of online 

communities to enhance students' sense of 

connectedness and community at John Jay 

2010
2011 

Vice 

President for 

Student Dev 

KEE INS 8. ASSOCIATE 
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John Jay Colloge 0 Cnminai Jusce Slralt;~!IC' =inlron Plan 

Goals 8-9: Admissions Standards 

The College's admissions process and the development and communication of clear 

standards provide powerful first messages to potential students and their families. 

-, 

Goals 8-9 
Timing AccountabilityObjectives & ActiVities'Admissions 

Standards . " 

Vice 
Incrementally raise minimum admissions standards 

2010 President for 
for first time in college undergraduates during the 

2015 Enrollment 
planning period. 

Mgmt 

Goal 8: Raise Convey the facts, and the significance, of higher Vice 
standards sufficiently academic standards to prospective students, President for 

ASAPto avoid admission of parents, high school guidance staff, and high school Marketing 
students whose teachers. and Dev. 
academic portfolios 
are so weak that they
 

Create and implement special programs and learning
 
will almost certainly Provost,opportunities that will distinguish and enhance fail in college. Viceundergraduate education at John Jay. 

President for 
[From ~	 Honors Program Student 
Recommendation 11] Dev, Vice 

~ Undergraduate research 2010
President for 

2011 
Marketing

~ Internships 
and Dev, 

Dean of~	 Community-based learning, including service 

opportunities Undergrad 

Studies 
Goai 9: Employ more ~	 International education 

!	 Clggressive and 

extensive student 

recruitment,
 

especially of the most
 Intensify and expand student recruitment efforts for Vice 
able students the most able students by emphasizing opportunities 2010 President for 

for these special programs and earning 2011 Enrollment 
opportunities. Mgmt 

KEELING & ASSOCIATES 



Joh I Jay College of Crimi al us'ice Strate ,,:; =i81e:~tion :llan 

Goal 10: Increase Faculty Engagement with Students and Student Learning 

The single most powerful factor in retention is how well and often students engage with 

faculty in and out of the classroom. Students consistently report in national studies that 

faculty members are perceived as the most important and most respected people on 

campus, Faculty feedback to students in class, for example, can be candid, even harsh, 

but if it is constructive and perceived as caring, students acknowledge its usefulness and a 

sign that the institution cares about helping them become successful. 

Goal 0, 
FaCUlty 

Engagement 
Objectives & Activities Timing Accountability 

Appoint cross-institutional task force or working 

group on faculty rewards and responsibilities; charge 

with making recommendations for articulating 

promotion and tenure criteria to support faculty 

engagement with students and student learning 

Start 

fall 

2009 
Provost 

I Goal 10: Increase

I faculty engagement 

and responsibility for 

supporting student 

Provide faculty development programs and 

resources on learning and the support of student 

success 

Start 

fall 

2009 
Provost 

learning, retention, 

and success. Use the conclusions of the recently completed 

review of general education to reinforce the 

reorientation of faculty priorities toward teaching, 

assessment, and student success. 

Fall 

2009 
Provost 

Strengthen, enlarge, and expand resources for the 

Center for the Advancement of Teaching and engage 

larger numbers of faculty with its programs. 
2010 Provost 

KEEl! G SSOCIATES 
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Attachment C 

To: The John Jay Faculty 

From: The Faculty Senate and Council of Chairs 

Re: Hate Speech in the ClassroQm 

Dear Faculty Colleagues, 

Recently, the Faculty Senate and the Council of Chairs received a number of reports of incidents 
of hate speech by students in the classroom during class. This prompted us to send you this 
letter, a version of which we plan to reissue each semester. 

It is the position of the Faculty Senate and the Council of Chairs that the use of epithets or 
demeaning terms for anyone based on sexual orientation, race, gender expression or identity, 
ethnicity, national origin, disability, or religion is unacceptable and is disruptive of the 
educational process. It engenders feelings of hurt, anger, fear, and disappointment toward not 
only the person who engages in such speech but toward any faculty member who permits such 
speech to go unaddressed. Furthermore, whenever we, the faculty, let such speech go 
unaddressed, we will be erroneously understood by some to be giving tacit approval and 
consent to such hate speech. We are not, of course, referring to the use of such language if it is 
a part of a text being studied or quoted or is the very subject of the class lesson or course 
curriculum. It is within the discretion of each faculty member to make such a distinction. 

It is also the position of the Faculty Senate and the Council of Chairs that each faculty member 
has the affirmative responsibility to create and maintain a classroom environment that is truly 
conducive to teaching and learning. Perhaps the most insidious way that anyone can poison 
the classroom environment is by engaging in hate speech. This behavior must not be ignored 
by the instructor. It is the right and the special responsibility of us as faculty to respond 
effectively and proactively to offensive remarks but to do so without being hostile or showing 
disdain. All students must feel safe and respected in our classrooms in order to thrive 
academically and personally and in order to want to continue to be our students. 

It may very well be that a student who engages in such speech does not realize that such 
speech is offensive, may not understand the historical or contextual meaning of such terms, 
may not recognize that such speech is not appropriate and is derogatory and demeaning. But 



the effect is demeaning and possibly intimidating, even if there is no intent to express hate. 
That is another reason for us, as faculty, to respond immediately - or as soon as feasible - but 
certainly before that class session ends: such classroom moments are very much teachable 

moments. 

Of course it goes without saying that even higher standards apply to us, the faculty, that the 
language we use in the classroom (and elsewhere) should be sensitive to and respectful of our 
students and of the learning process. 

Although "hate speech" is difficult to define, and although CUNY has no hate speech policy
and we are not suggesting that it should adopt such a policy - CUNY does incorporate the 
following language into its Non-Discrimination Policy: "the University must foster tolerance, 
sensitivity and mutual respect among all members of its community. Efforts to promote 
diversity and to combat bigotry are an inextricable part of the educational mission of the 
University."* 

If you would like practical advice about how to respond to the kinds of situations we are 
describing, please email either of us: we will be happy to share our knowledge and experiences 
or to refer you to those who can provide further help. You may also wish to consult Interim 
Director of the Center for the Advancement of Teaching Meghan Duffy at cat@iiay.cuny.edu 
(646-557-4661) and John Jay's Faculty e-Handbook on our Intranet, especially the sections on 
"Managing Your Classroom." And if any of your students come to you with questions or 
concerns about their experiences in their other classes, you may wish to direct them to the 
Dean of Students Wayne Edwards at wedwards@iiay.cuny.edu (212-237-8211) or to Director 
of Affirmative Action & Assistant Legal Counsel Silvia Montalban at smontalban@JJay.cuny.edl'1 
(646-557-4409). They are both available, of course, to faculty who wish to consult them. 

John Jay is a wonderful community. We want everyone - faculty and students - to learn, work, 
and thrive free of intimidation and disrespect. 

N.B. Please feel free to adopt or incorporate - with or without attribution - all or parts of this 
letter into your course syllabi. 

With sincerest regards, 

Karen Kaplowitz Harold Sullivan 

Karen Kaplowitz Harold Sullivan 
President Faculty Senate Chair, Council of Chairs 
kkaplowitz@jjay.cuny.edu hsullivan@iiay.cuny.edu 

* CUNY is bound by the NYS Education Law, Article 129A of which states: "The tradition of the 
University as a sanctuary of academic freedom and center of informed discussion is an honored 

mailto:smontalban@JJay.cuny.edl'1


one, to be guarded vigilantly. The basic significance of that sanctuary lies in the protection of 
intellectual freedom: the rights of professors to teach, of scholars to engage in the 
advancement of knowledge, of students to learn and to express their views free from external 
pressures or interference. These freedoms can flourish only in an atmosphere of mutual 
respect, civility, and trust among teachers and students, only when members of the 
University community are willing to accept self-restraint and reciprocity as the conditions 
upon which they share in its intellectual autonomy [emphasis added]." Furthermore, CUNY's 
Sexual Harassment Policy states that sexual harassment, which is prohibited, includes such 
speech that "has the purpose or effect of unreasonably interfering with an individual's work or 
academic performance or creating an intimidating, hostile or abusive work or academic 
environment." 
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FY2010 Financial Plan Development
 

Process
 
•	 VP Budget Review conducted in Spring 2009 

Savings identified: $743k Total, $579k Tax Levy. 

•	 Preliminary Financial Plan Allocations in July 2009 included FY2010 College Assistant and orps 
Allocations based on FY2009 allocations, then adjusted for one time costs or transfers, VP budget 
review reductions, and 1.5% university encumbrance. 

•	 IP3 and Compact Funding Received in Initial Allocation 
IP3: $65Dk for 6 new Faculty (45Dk), Library Resources (SDk), and 1 International Student Advisor (75k) 
Compact: $2.553M Gross for 13 new Faculty (728k), 3 Academic Advisors (195k), 1 Educational Partnerships 
Student Liaison (75k), 3 Career Advisors (195k), 1 Career Specialist (49k), 1 Internships Coordinator (75k), 3 
Financial Aid Advtsors (113k), 1 Veterans Certifying Officer (38k), CUNYFirst positions (125k), Internal Audit 
and Bursar Assistant (132k) 

•	 Financial Plan development efforts in September 2009 projected revenue and personnel expense 
shortfalls. 

Mitigation efforts included increasing summer revenues, increased FTE worth, additional RF offsets, 
elimination of IP3 OTPS, hiring lags and additional reductions to OTPS and CArs. 
Planned CA and OTPS reductions were built into the Financial Plan Submission and subsequently 
proportionately allocated to Vice Presidents. 
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FY2010 . FY20101st I 

FY2012FY2011QuarterFY2009 Elan 
BUDGET ALLOCATION AND REVENUE 

CUNY Revenue Target $70,877420$69829970$59093000 $68798,000 $68798.000 

I 
11,173Actual Enrollment / FY10-11 Projection 1 11,27410,999 ~~,67711,543 

$73,918,952Base Allocation $73,918,952$73,918,952$60,756,800 $73,918,952 
$2,560,900$2,560,900Lump Sum Allocations $6,722,600 $2,560,900 $2,560,900 I' 
$4,853.436Additional Allocations $4,853,436 . $4,853,436$12,652,410 $4,853,436 

($3,213,558)($1,595,656)Current Year Gross Tuiti on Revenue above (below) CUNY Ta rget 2 $1,585,076$763,300 $755,119 

$78,119,730$79,737,631TOTAL BASE BUDGET ALLOCATION $82,918,363$80,895,110 $82,088,407 

Prior Year Cutra Balance $2,596,700 $691,947 $878,100 
Lease Revenue $1,004,468 $1,004,468 $1,004,468 

$0TOTAL ADDITIONAL REVENUES $3,601,168 $0$1,696,415 I $1,882,568 

$78,119,730$79,737,631TOTAL BUDGET ALLOCATiON - .I~ 
$84,496;278 $83,784,822 $84,800,932 

I 

EXPENDITURES 
$ 62,239,561$ 62,239,561Personnel Services (PS) $ 57,409,708 $ 59,885,608 $ 61,789,561 

$ 9,989,534Adjuncts 3 $ 9,989,534$ 10,624,534 $ 9,989,534$ 9,989,534 
$ 9,871,685$ 9,871,685Teaching Adjuncts / CLTs $ 9,871,685 $ 9,871,685$ 10,371,685 
$ 117,850$ 117,850CETs $ 117,850 $ 117,850$ 252,850 

$ 7,178,497$ 7,178,497Temp Services 4 
$ 7,178,497 $ 7,178,497$ 7,904,465 

$ 6,233,242$ 6,233,242 ,$ 6,233,242College Assistants $ 6,796,174 $ 6,233,242 
$ 945,254$ 945,254Non-Teaching Adjuncts $ 1,108,290 $ 945,254 $ 945,254 

$ 79,407,592$ 79,407,592TOTALPS: $ 75,938,707 $ 77,053,639 $ 78,957,592 

$6,711,155TOTALOTPS: $6,711,155$ 6,861,156 $6,711,155 $6,905,912 

- $ 86,118,748$ 86,11S.748TOTAL FINANCAL PLAN EXPENDITURES . $ 83,764,795 $ 85,863,504$ 82,799,863 
~_.--

-
($7,999,018)($6,381,116)YEAR-END BALANCE ($1,062,573'$1,696,415 $20,027 



FY2010 Financial Plan Projection
 
Assumptions
 

1.	 Enrollment Projection of 11,677 assumes a 93.78% retention from 
Fall to Spring. 

2.	 FY2010 CUTRA assumes college will realize $200,000 increase in 
Summer tuition above FY2009 actual. 

3.	 Adjunct projection has not been revised to reflect actual payroll 
expenditures for Fall. Does not reflect additional costs for Spring 
when some existing substitute faculty hires are not reappointed. 

4.	 Current College Assistant and Non-Teaching adjunct projection 
must be revised and reconciled to reflect i,ncreased expenditures 
as projected in year-to-date payrolls. Vice Presidents have 
com,mlitted to spend within their aUocations. 



Reasons for the Shortfall
 

•	 Decrease in revenue as result of change in mix of students (more 
full-time, fewer out of state) - $2,174,814 

•	 1.5% University cut to all Colleges - $1,125,300 

•	 Personnel Services Expenditures- $820,016 

•	 Increase in University revenue target due to Compact - $564,000 

•	 Fewer than Expected Employee Separations - $359,285 

• Bed Bug Treatment - $243,000 



Options to Address the Gap
 

•	 Request Revenue Target Reduction 
from University $2,174,814 

•	 Delay (Hard Pause) All Administrative 
Hires until Mar 1, 2010 - $256,000 

•	 Seek Reimbursement from CU NY for 
Bed Bug Treatment - $243,000 

•	 Partial Restoration of 1.5% Cut 
$393,500 

•	 Better Management of College 
Assistant Annual Leave - $140,000 

•	 Increase Enrollment of Associate 
Degree Students by 100 FTEs in 
Spring - $287,400 (G ross) 

•	 Spring Schedule Efficiency - TSD 

•	 Retain more students for Spring 2010 
-TBD 

•	 Use of and Further Examination of 
Non-Tax Levy Resources (Additional 
Use of RF Indirect Revenue) 
$150,000 


