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SITE VISIT MEMORANDUM 

 
 
DATE:  April 23, 2012 
 
TO:  Alma Adamez, Director   
   OASiS HSI-STEM Project   
  Coastal Bend College 

3800 Charco Road  
Beeville, TX 78102 
 

FROM: David F. Trujillo, Evaluation Consultant 
  16 Via de Estrellas 
  Santa Fe, NM 87056 
   
RE:  External Evaluation Services/Initial Site Visit 
 
This memorandum is a follow-up to the initial external evaluation site visit on April 11, 
2012 to “OASiS” (Optimizing Academic Success in Science), the HSI-STEM and 
Articulation Program (Title III Part F) Project at Coastal Bend College.  The site visit 
took place at the mid-point of the Project’s first year of funding, and involved 
conversations with (a) the Project leadership team (Adamez, Secord); (b) Deans Elizalde, 
Exstrom and Strause; (c) Project staff (Abrigo, Garcia, Gonzales); (d) the Project Steering 
Committee; and (e) selected Science faculty.   Moises Almendariz, Title V Director at 
Mountain View College, assisted with the site visit.  
 
Appropriate to the timing of site visit, the purposes of the visit were to (a) review the role 
of the external evaluation team; (b) look at start-up issues, challenges and concerns; (c) 
discuss the Project’s organization and intra-institutional coordination processes; (d) 
review progress to date on the major Year 1 tasks for the year; and (e) ascertain to what 
degree the partner institutions have put in place the necessary “ingredients” for long-term 
success.   
 
From my perspective, the typical issues to examine at the onset of any such institutional 
development project are: Is the proposal’s plan of action clear and feasible?  Does the 
Project employ the appropriate personnel (with expertise that fits the goals, activities and 
duties described in the funded proposal)?  Do the Project personnel have a clear 
understanding of the Project’s intent?  Are the financial resources devoted to the Project 
sufficient?  Finally, does the institution’s leadership team demonstrate commitment to the 
Project?   
 
 
The evidence currently available suggests that the answers to these questions are positive 
to an extent that will likely lead to the Project meeting its formal objectives; additionally, 
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these preconditions also will create the potential for the Project to have long-term, 
systemic impact on how CBC supports STEM student access, achievement and success.  
 
Clearly, CBC has a great deal of familiarity with Title V and Title III awards institutional 
development awards, having successfully managed three prior grants since 1995.  A 
significant contributing factor to effective management of this HSI-STEM grant is that 
the Project Director has had a lead role in each of those earlier grants and was the 
primary author of the OASiS application.  Her understanding of how the proposed 
initiatives link to the campus’s mission, vision and strategic plan provides the Project 
with the necessary “place to stand,” and her long history with the College will certainly 
aid in the successful implementation of key project activities. 
 
Assessment of Project Start-up and Progress: 
 
The Project has numerous strengths:   

 The design of the Project is relatively simple, clearly articulated in the application 
and easily understood by the College’s key operational units; 

 The use of student tracking system (Zogotech Estudias) will make it easier to 
access performance data and complete APRs; advisors and faculty will be able to 
implement the software’s early alert component. 

 Science labs renovation and course redesign is positively viewed: 
o Science faculty are enthusiastic about the Project, which helps make 

implementation of activities more effective. 
o The administration is giving faculty ownership of the redesign project. 
o Renovation is on schedule and on budget. 
o Available science grant activities web page is a good method to 

communicate science program changes to students in advance of 
implementation. 

o Creation of science hybrid and virtual courses is great for student needs 
and busy schedules.   

o In the long run, science course redesign will provide “more with less”.   
o Sustainability of entire science project is excellent for the college future.   
o The Project management team is holding regularly scheduled meetings 

with course re-designers 
o Good use of student and faculty surveys for feedback 
o Project staff have been reassigned/hired and implementing activities early 

in grant period, which demonstrates sound budget management; with a 
science-focused project, grant spending shouldn’t be challenging since 
science equipment needs are vast. 

 Project professional development plan is being implemented early, using an 
expert course re-designer (Malcolm Hill). 

 
Nevertheless, as is to be expected with any large institutional development project, there 
are a few challenges: 
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 The College has multiple locations with the same project implementation 
elements, creating the need to ensure strong, timely and continuous 
communication between locations. 

 Some competition for physical space with other programs (e.g., dental hygiene). 
 
The Project creates numerous opportunities for synergies and efficiencies: 

 Collaboration with other existing grants  
 Sharing of resources with other grants (technology, tutoring, student tracking) 
 Training of new and alternative teaching strategies (collaborative and active 

learning) 
 Good opportunity for Project Director to clarify the need for a direct reporting 

relationship to the new President, in keeping with the regulations that govern the 
HSI-STEM Program and the expectations of the HSI programs office within the 
Office of Postsecondary Education, USDE.   

 The Project Direct should request G-5 read only access in order to track spending 
in a more efficient and timely manner.  

 
Overall, the Project is making substantive progress.  The Project’s planned budget 
expenditures are on track to a reasonable degree, and as discussed during the site visit, 
with some planning and attention to expending over the next several months there 
shouldn’t be any significant carryover from Year 1 into Year 2.  It also appears that the 
Project’s systems for collecting outcomes data are in place and the necessary data 
elements are available.  This is critical to the success of this five-year initiative not only 
because the collection of pertinent, meaningful data will provide the framework needed 
to demonstrate to the Department of Education the Project’s ongoing progress and 
impact, but because the demonstration of the effectiveness of the Project’s activities and 
elements are essential in driving changes in the College’s policies, procedures and 
practices.  
 
Recommendations: 
 
Overall, we have no substantive concerns with either the management or the 
programmatic implementation of the Project.  The major components of the Project are 
well-designed, based on best practices and sufficiently funded.  As these efforts move 
forward, they should have a profound influence on the capability of Coastal Bend College 
to more effectively move Hispanic and other low-income students at all campuses and 
centers from matriculation to graduation with a STEM degree.   
 
Next Site Visit: 
 
The next site visit should take place in the fall of 2012. The nature of this site visit should 
primarily focus on progress of programmatic activities (successes and challenges) and 
mechanisms for tracking the impact of those activities in preparation for the Year 1 
Annual Performance Report.  
 


