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Attention/Improvement,” it was scored as a 1. All programs were assigned a Mission score by
their college in spring 2021.

From Preliminary Findings to Final Recommendations

Once each college had assigned the Mission evaluation for each academic program in the
college, APEEI advanced to the next phase of making recommendations. Each program’s
Mission score was added to two data scores from the Program Scorecard (the Scorecard
Composite Percentile and the Economic Total Contributions Data) for final consideration. Thus,
the final assessment considered:

e Scorecard Composite Percentile (strength of program’s potential): 1-3 points
e Economic Total Contributions Data (strength of program’s performance): 1-3 points
e Mission Data (strength of program’s connection to the mission): 1-3 points

The total of the three categories represented the final “score” for each program. The attached
appendices contain more information about the scoring breakdown for each of the categories,
but in general, the highest scoring programs were placed in a recommendation category as a
starting point for reviewing for potential growth (Grow). Programs falling into the middle
category would be tasked with aiming for efficiency, but the majority would be sustained
(Sustain). Finally, while all programs merit review, the programs grouped in the lowest category
would merit further careful review (Adjust/Sunset).

Timeline for Academic Program Enhancement and Effectiveness Initiative

Program Economics Mission Aligned
Economics Aware
Mission Alignment & Dashboard Development Margin Sensitive
October (high performance; satisfactory; needs attention; improvement required)
2020 &
January

2021 Program Program Program OAA
Ny Consultation Consultation Consultation Consultation

Participants Discuss Preliminary  Discuss Preliminary | |Make Penultimate lMake OAA Penultimate/Final

Findines Rerammendatinne Rernmmenrdatinne Rernmmenrdatinne

As can be seen in the Timeline for Academic Program Enhancement and Effectiveness Initiative,
APEEI began with preliminary findings at the October 2020 and January 2021 workshops with
the goal of culminating in final recommendations by the Provost to the YSU Board of Trustees
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at its June quarterly meeting. In January and February 2021, the preliminary findings from the
workshops were shared with the faculty. These findings were categorized as Grow, Sustain,
Adjust, Further Review, and Further Discussion. In March 2021, the deans and chairs continued
to consult with program faculty, progressing to preliminary recommendations based upon the
same categories of Grow, Sustain, Adjust, Further Review, and Further Discussion. As was
discussed earlier, the YSU Board of Trustees was updated at its March quarterly meeting about
the progress of the initiative.

In April and May 2021, the deans, in consultation with their chairs and faculty members, were
charged with making penultimate recommendations for their programs according to the
categories of Grow, Sustain, Adjust, and Sunset. The Provost’s charge to the deans was that all
of the faculty in their colleges had to be informed of the deans’ recommendations before the
official end of the spring 2021 semester.

Once the deans issued their penultimate recommendations, the Provost consulted with the
deans on numerous occasions before submitting his recommendations (see appendices) to the
YSU Board of Trustees at the June quarterly meeting. One of the products of the discussions
with the deans was the realization of a need for a new category termed “Grow+” to signify
programs especially situated for growth. Concerned that faculty members might become
fixated on their program’s category rather than the overall goal of continuous improvement,
the Provost added the following note to the list of recommendations: “This represents a
snapshot in time of a continuous improvement process for which programs are positioned to
improve and the institution can be better assured it has the most effective academic portfolio.
As such, this document is to be taken in its entirety with no column or program individually
identified.”

A Board of Trustees resolution from June 2, 2021, documents the institution’s intent to “close
the loop” regarding resource allocation based upon the Provost’s recommendations including:

e The Office of Academic Affairs will prioritize program resource allocation aligned with
the findings of APEEI and the Plan for Strategic Actions to Take Charge of Our Future.

e The Office of Academic Affairs will work with Academic Senate and Graduate Council to
conduct an impact study on programs that have been identified for Sunset, designated
as Inactive, or to reduce complexity of the academic programs.

e Office of Academic Affairs recommendations related to item #2 above will be presented
to the Academic Excellence and Student Success Committee of the Board of Trustees in
September 2021.

Note: Two sample timelines are included as appendices. The Timeline for Academic Program
Enhancement and Effectiveness Initiative linked on the YSU strategic planning website provides
a condensed summary of the APEEI activities that began in October 2020 and progressed to
final recommendations to the YSU Board of Trustees at the June 2021 and September 2021
quarterly meetings.

10
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Shared Governance

The APEEI process embodies all tenets of shared governance at YSU. Faculty across campus
were engaged in the process over several years, including monthly meetings in spring 2021 and
individual meetings with each department seeking feedback from faculty, chairs, deans,
academic affairs representatives and board members as well as members of YSU’s Academic
Senate. As was reported in the YSU Board of Trustees summary of the June 2 and 3 meetings,
Dr. Chet Cooper, Academic Senate chair, told the committee that he is “pleased” and “proud”
of the shared governance principles followed in the APEEI process. Faculty were involved
throughout the process, he said, from the selection of a consultant to analysis of data. Some
people may disagree with the recommendations, “but they can’t say that shared governance
wasn’t taken into account,” Cooper told trustees.

Academic Program Enhancement and Effectiveness Decisions

Decisions regarding the rating of YSU’s academic programs as either Grow+, Grow, Sustain,
Adjust, and Sunset will be shared with the YSU Board of Trustees at its September quarterly
meeting (see appendices for 2021 APEEI decisions). During his presentation to the board of
trustees, Provost Brien Smith will discuss the number of academic programs in each rating
category. APEEI results will guide priorities for investment in Grow+ programs and any new
programs being introduced. The Provost’s presentation will feature graphs illustrating the
number of students, student credit hours, graduates, and average contribution/student credit
hour for each of the rating categories. Smith will also discuss the number of students that will
be affected by programs identified in the Sunset category and describe teach-out plans already
implemented and underway. Smith will close his presentation by reporting his discussions with
the chair and members of the executive committee of the YSU Academic Senate. This
presentation was accompanied by the endorsement via Resolution (attached) of the provost’s
recommendations by the Academic Excellence and Student Success Committee of the Board of
Trustees.

Following that action, the Governance Committee of the Board of Trustees accepted the
recommendation from the Academic Excellence and Student Success Committee to endorse the
provost’s recommendations and approved a resolution outlining the strong intersection of
evolving and implementing the Plan for Strategic Actions to Take Charge of Our Future and
APEEI (as illustrated in the introductory comments of this document).

On September 2, 2021 the Youngstown State University Board of Trustees formally adopted
both resolutions at their regularly scheduled meeting.

Ongoing Review: College of Graduate Studies Working Group

During the transition to APEEI, the College of Graduate Studies formed a working group to
develop a process to streamline program review for those graduate programs accredited by an
external accrediting agency. Several programs participated in this review process during spring

11
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2020. Self-study documents and other information were reviewed by members of the working
group and were evaluated using YSU’s existing program review criteria. Members of the
working group consisted of graduate faculty, graduate program directors, and College of
Graduate Studies administrators including: Dr. Morgan Bagley, Dr. Jane Beese, Dr. Brian
Bonhomme, Dr. Pam Epler, Dr. Ou Hu, Dr. Ken Learman, Dr. Sal Sanders, and Dr. Dolores Sisco.
Programs were asked to provided additional information as needed.

The following programs were reviewed during spring 2020:

e Doctor of Physical Therapy (DPT)

e Master of Athletic Training (MAT)

e Master of Business Administration (MBA)

e Master of Science in Education in Counseling (MSEd)

e Master of Science in Nursing—Family Nurse Practitioner track MSN)

e Master of Science in Nursing—Nurse Anesthetist Track (MSN)

e Master of Science in Nursing—Nurse Education Track (MSN)

e Master of Science in Nursing—Adult Gerontology Acute Care Nurse Practitioner (MSN)

The College of Graduate Studies reported these programs to the Ohio Department of Higher
Education (ODHE) and the Chancellor’s Council on Graduate Studies (CCGS) as existing degree
programs reviewed during the academic year. A more detailed explanation of the process/plan
and links to previous reviews can be found at the YSU Graduate Program Review website.

Next Steps: Curricular Efficiency

During spring and summer 2021, the Curricular Efficiency Team met regularly to explore Gray
Associates data and brainstorm ways to improve curricular efficiency across all YSU academic
programs. Led by an Associate Provost, this team consisted of seven academic chairpersons
representing each of the colleges. The team’s meetings resulted in a set of data-informed
concepts to present to faculty members, program coordinators/directors, chairs, and deans
during a six-hour workshop during summer 2021. Using anonymous but representative data
from the Gray Associates database, presenters at the workshop outlined and explained the
current curricular inefficiencies and patterns observed by the team. Feedback was solicited
from more than 60 workshop participants regarding whether ideas in the Curricular Efficiency
Resource Toolkit (CERT) seemed reasonable and what additions could be made to the CERT
based upon their knowledge of their own programs.

Following this workshop, one-hour meetings were scheduled with each academic department
to further explore ideas within the CERT and other opportunities that might be unique to the
department. These departmental meetings were open to faculty members, program
coordinators/directors, chairs, and deans. Feedback from the workshop and individual
departmental meetings were then discussed by the Curricular Efficiency Team and integrated
into the CERT document.

12
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In fall 2021, a series of narrated resources will be provided to departments for viewing during
departmental meetings as faculty strive for increased curricular efficiency based upon the
spring and summer 2021 work of the committee members and workshop participants. By
utilizing these resources, faculty in each academic program will be able to conduct a thorough
review of the courses currently being offered as well as inactive courses remaining in the
catalog. Faculty in these programs will also consider Higher Education Information (HEI)
classification, course capacity sizes, workload, course contact hours, and the necessity of listed
pre-requisites and co-requisites.

Upon completion of this review, each program will be required to conduct curricular mapping
(core courses and electives) and a curricular complexity review. Faculty in each academic
program will also make curricular revisions by officially deleting from the academic catalog any
courses not currently utilized by the program. Faculty in the programs will consider curricular
rotation to ensure courses are taught in the correct sequence with the correct frequency to
allow students to progress through the program. Additionally, faculty will conduct a thorough
review of the DFW grades as well as the non-attendance F grades assigned in program courses.

An Annual Continuous Improvement Cycle

During the 2020-2021 academic year, faculty members in every academic program were
actively engaged in compiling, composing, and updating the dashboards for their programs.
Although a representative sampling of program dashboards was included in this report,
dashboards currently exist for every YSU academic program.

Now that YSU has completed one full cycle of program review under APEEI, the initiative will
follow an annual cycle of continuous improvement at both the undergraduate and graduate
levels.

T — In Year 2 and

Goal strategic impact Proposed Action status Comment beyond’ APEEI
" will focus on

the Goals and
Actions for
Continuous
Improvement
outlined in
each program
dashboard.
The
dashboards
were
intentionally constructed to encourage this perspective on ongoing and continuous
improvement:

Review Cyole Information
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For instance, the Status and Comment columns in the dashboards allow a program to indicate
recent progress on goals and proposed actions in pursuit of those goals. The Review Cycle
Information box at the bottom of each dashboard provides space to note information regarding
Program Accreditor Reviews and Institutional Accreditor Reviews. There is also space for initials
and dates of review at each level: Program Director, Program Chair, Dean, and Academic
Leadership.

As this report has documented, the results of the first iteration of APEEI informed changes at
the department, college, and/or institutional level. YSU will continue to “close the loop” with its
annual approach to reviewing, assessing, and evaluating the program dashboards in the context
of shifts in the Grow+, Grow, Sustain, Adjust, and Sunset categories. Each year, the market and
program economics data in the program dashboards will be automatically updated in the
December-January time period. Once the dashboards are updated (and continuing throughout
the spring semester), faculty will consider the updated data, update progress on goals and
proposed actions in pursuit of those goals, and adjust goals and strategies as needed. Academic
leadership will have the opportunity to inform and update the YSU Board of Trustees at the
June quarterly meetings before implementing changes beginning in the following fall semester.

DRAFT
| ACADEMIC PROGRAM ENHANCEMENT & EFFECTIVENESS |

| Mission Aligned; Market Aware; Margin Sensitive

| Fall | Winter | Spring | Summer |
September December/January| I March June
Market/Competition Engage faculty in reassessment of
and Audited Financials Dashboard attributes for continuous
Updates improvement
Engage faculty to OAA/Colleges/Departments adjust
i X - . assess progress and goals and strategies specified in
|
Colleges/Departments/Programs support faculty to implement goals and strategies specified in the Dashboard to enhance the academic programs propose the Dashboard having consulted
adjustments with faculty
OAA convenes ORA convgnes
. deans/chairs to
deans/chairs to
update on
update on progress
progress and
and faculty
faculty
engagement
engagement
On-going and conti curricular enhance ffecti efficiency and instructional excellence for enhanced teaching for learning |
BOT: Update on APEEI
BOT: BOT: Follectlve I.mpact BOT: adjustmen(.s lgrgw+;
with the Region grow; sustain; adjust;
sunset)

Figure 1: Draft Illustration of an annual approach to APEEI.

Significant progress has occurred during recent academic years as YSU implemented both a new
strategic plan as well as the Academic Program Enhancement and Effectiveness Initiative. Close
alignment between the strategic plan and APEEI helped ensure the success of both initiatives.
The first iteration of APEEI was challenging yet productive, and the necessary processes and
procedures have now been established and implemented in order to ensure continued success
in the future.
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Conclusion

This report has met the expectations of the reaccrediting team as YSU has:

e Provided evidence of adherence to an established schedule of program
reviews at the undergraduate as well as the graduate level, with examples of
completed program reviews;

e Provided examples of departmental self-study and documentation of review
having occurred at all levels specified in the new program review model; and

e Provided evidence of how information from the program review process was
used to inform changes at the department, college, and/or institutional level.
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YOUNGSTOWN One University Plaza, Youngstown, Ohio 44555
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UNIVERSITY 941, ax 330.941.

August 27, 2021

Higher Learning Commission
230 South LaSalle Street
Suite 7-500

Chicago, IL 60604

Dear Peer Review Team Members,

It is my pleasure to submit the attached interim report documenting Youngstown State University’s significant
progress and achievement with program review since its last reaffirmation of accreditation visit. As the report
and its appendices documents, YSU has dedicated substantial time and effort to implementing its Academic
Program Enhancement and Effectiveness Initiative (APEEI).

Fully integrated into YSU’s 2020 strategic plan, academic program review played a pivotal role in
implementing that plan beginning in 2019. The APEEI process embodies and has enacted all tenets of shared
governance at YSU, and its efforts have the full support and endorsement of the YSU Board of Trustees.

As this report highlights, the first iteration of APEEI has already informed changes at the department, college,
and institutional levels. We hope that the following report exceeds the expectations of the review team as YSU
has:

e Provided evidence of adherence to an established schedule of program reviews at the undergraduate as
well as the graduate level, with examples of completed program reviews;

e Provided examples of departmental self-study and documentation of review having occurred at all levels
specified in the new program review model; and

e Provided evidence of how information from the program review process was used to inform changes at
the department, college, and/or institutional level.

Sincerely,

James P. Tressel
President
Youngstown State University

Youngstown State University does not discriminate on the basis of race, color, national origin, sex, sexual orientation, genderidentity and/or expression, disability, age, religion or

WWW.Ys!
veteran/military status in its programs or activities. Please visit www.ysu.edu/ada-accessibility for contact information for persons designated to handle questions about this policy. y
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