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SITE VISIT MEMORANDUM 
 
DATE:  September 29, 2013 
 
TO:  Alma Adamez, Director   
   OASiS HSI-STEM Project   
  Coastal Bend College 

3800 Charco Road  
Beeville, TX 78102 
 

FROM: David F. Trujillo, Evaluation Consultant 
     
RE:  Year 2 External Evaluation  
 
Overview: 
 
This memorandum represents my assessment of the status of Coastal Bend College’s OASiS 
(Optimizing Academic Success in Science) Project as it concludes its second year of 
Federal support.  The observations, findings and recommendations contained in this memo 
refer primarily to the recent site visit to the Project on September 10, 2013, but also take into 
account ongoing communication with the Project director as well as previous site visits.   
 
The recent site visit was conducted by the external evaluation team of David Trujillo and 
Moises Almendariz, and consisted of: (a) an overview of the Project with the Project 
Director and Assistant Director/Case Manager; (b) a discussion with the President and the 
College’s new Vice President for Instruction/Workforce & Economic Development; (c) a 
technical assistance discussion with the Director, Assistant Director and the Weekend 
College Coordinator; (d) math/science course redesign discussions with faculty members 
and Project staff; (e) an overview of the Project’s student services activity; and (f) a 
discussion of the Project’s relationship to the College’s Quality Enhancement Plan (QEP).   
 
These discussions provide a basis for the following observations and major points.   
  
Observations and Recommendations: 
 
The Project continues to enjoy significant strengths and to demonstrate substantive 
accomplishments:  

 According to CBC’s President, the Project has increased collaboration and energy on 
campus; she specified how well the staff has worked together to build the activities.   

 Project activities appear to be going well and are on target with the timelines and 
objectives noted in the funded application.  Apparently, one of the course redesigns 
is moving slowly, but this is only a minor concern at this point. 

 The Title V cooperative arrangement with Del Mar College brought Vincent Tinto 
to campus to conduct a professional development event, and STEM faculty and staff 
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also benefitted from it; this is an example of the Project’s collaborative, inclusive 
management approach.   

 As noted earlier, Title III Part F funds were used to purchase Zogotech eStudias 
software, which is proving to be a strong resource for the College.  As the Project 
unfolds, Zogotech can provide the data for tracking student progress and thereby 
demonstrating the impact of OASiS initiatives.  

 A major piece of context for the Project is the ongoing reorganization that includes 
shifting some staff as well as assigning additional duties to staff and faculty.  Our 
judgment is that this will help strengthen the OASiS implementation process in the 
long run.  Part of this reorganization is the move to expand the role of the faculty in 
advising students.  It is possible that the Project can align with this in facilitating 
training or other measures, as appropriate within the constraints of the regulations 
and the funded application.  

 The continued participation of Mr. Secord, who will be supervising the lab 
renovation activities, should prove beneficial – both because of his familiarity with 
the Project and because of the perspective gained by his service as interim vice 
president.  

 As the College goes through some organizational changes and retrenchments, and as 
it prepares for an accreditation visit, the Project staff and activities do not appear to 
be adversely affected; rather, they are seen as assets in the College’s larger efforts.     

 
The Project, as should be expected of any ambitious project operating within a shifting 
environment, faces certain challenges and, therefore, opportunities for improvement: 

 The College is currently organizing its QEP project, and we strongly encourage the 
Project team to look into aligning any related grant activities with those of the QEP.  
Since the QEP project is focused on student success, there could be some grant 
resources that can be applied appropriately to them, thereby extending the impact of 
the grant and leading to a more successful QEP project.   

 In that vein, Project staff should be included where possible in College-wide strategic 
or accreditation planning in order to ensure that the Project’s activities are optimally 
aligned with the priorities and initiatives of the institution.   

 The implementation of the Weekend College continues to be problematic, and as the 
Project enters Year 3 and approaches its midpoint of Federal support (March 31, 
2014), this is an appropriate time to critically examine whether the Weekend College 
is a viable, sustainable effort.  If the College and the Project determines that the 
return-on-investment will never materialize to the degree that would lead to the 
College absorbing the costs, the Project’s budget and plan of operation will need to 
be revised and the resources re-directed to a more effective way to increase access 
for working adults in the region.  While this will necessitate some level of approval 
from the Federal Program Officer, such adjustments are possible and actually 
advisable. 

 The Supplemental Instruction initiative also presents some issues – while the effort is 
going well at the Alice Campus and is having some success at the Kingsville, the 
response at the Beeville campus is negligible.  Similar to the Weekend College 
situation, the next six months is an appropriate time to evaluate the viability and 
sustainability of SI, and to look more closely at other approaches to increasing 
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student success and improving productive grade rates in gatekeeper STEM courses.  
We suggest that the team look at the study group models developed by Uri 
Treisman, among others.  The movement toward making such supplemental work 
mandatory/structural (i.e., as part of a course’s lab requirement) would seem to have 
great merit.  

 Math and science redesign activities are proceeding, but there is some concern that 
adjuncts teaching the redesigned courses for the first time will not be sufficiently 
familiar with the new curriculum/instructional approaches.  As mentioned, the 
Project needs to develop and implement a protocol to ensure that adjuncts are 
adequately prepared, and to put in place some kind of mentoring for those adjuncts.  

 Changes in procedures have made it hard to measure increases in STEM majors; 
more students are listed as liberal arts majors as opposed to declaring a specific 
major.   

 As the Project moves from Year 2 to Year 3 (a critical point in establishing the 
sustainability of grant activities), the Project team should place more emphasis on 
gathering, formatting and presenting retention, success, and completion data in an 
effort to begin justifying continuation of grant functions beyond the 2016, when the 
current grant expires.  The Project can utilize eStudias tracking software to provide 
student success data.   

 As noted during the on-site discussion, there are several mid-course corrections that 
need to be made to the Project in response to changing circumstances.  Due to the 
inherent flexibility of HSI-STEM rules and regulations, these changes are possible: 
for instance, removing COSC 1401 from the grant objectives; shifting resources 
from the intended purchase of “canned” virtual labs to support of lab exercises 
developed by the faculty themselves; and adding a part-time position not originally 
mentioned in the application. 

 Another question raised concerned the allowability of stipends – i.e., can grant 
employees receive a training stipend from a different grant, and can faculty receive 
training stipends during their regular hours?  While this can be a difficult situation 
for the institution at first glance, it should be viewed in terms of achieving the 
purpose of the grant.  If the policies of the College do not specifically prohibit it, 
these types of arrangements are allowable under Federal regulations, since the 
Department of Education recognizes that the grantee’s HR policies have precedence.  
In fact, these activities are common practice at grantee institutions and are advisable 
since they promote capacity building, which is the overarching purpose of the grant.  
Essentially, the grant-funded stipends are intended to pay faculty and staff to learn 
new skills that are currently not part of their assignment.  This seems to me a higher, better 
purpose in the allocation of the Project’s resources.  

 The Project needs to coordinate with the College to accomplish the renovations 
scheduled in Alice (two labs) and Kingsville (one lab).  The need for a “Renovation 
Supervision Assistant” seems obvious in order to ensure that schedules are adhered 
to and the renovation itself meets campus needs as designed.  

 A more critical challenge will be the HSI-STEM grant’s change in leadership as the 
Project Director retires in the coming months.  It is, of course, very difficult to lose 
Ms. Adamez’ 18 years of experience with directing Title III/Title V, her familiarity 
and facility at implementing this kind of capacity-building project, and the skills, 
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perspective and professionalism that she brings to the task.  However, the College 
can move the current Assistant Director/Case Manager into the Project Director 
position and still be effective, because of her level of knowledge about the Project 
and of Title III/Title V rules and regulations, and her ability to work productively 
with the Project team and with the key departments and offices across the College.  
Naturally, the external evaluation team will provide technical assistance to the new 
director during this transition and beyond. 

 
Summary: 
 
Overall, OASiS activities are moving forward smoothly and in a timely manner, considering 
the major changes occurring within the College.  Objectives and performance indicators 
appear to be on target or completed.   The Project is well run, effectively managed, and there 
are no compliance issues.  Again, we would recommend increasing assessment and data 
collection in Year 3 to verify the purposes and value of the Project.  Collaboration among 
this project, other grants, and college initiatives appear to have increased, but this should 
always be an area of focus.  The Project has gradually integrated itself into the College 
culture and operations, and is affecting the instructional environment at all the CBC 
campuses.  
 
The next external evaluation site visit should take place in the Spring Semester of 2014, and 
should (a) focus on the transition in the Project’s management; (b) review accomplishments 
in the implementation of programmatic activities, (c) examine in greater detail the status of 
the Project’s expenditures, and (d) begin discussing the Project’s strategies for eventual 
institutionalization.    
 


