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PARTICIPATORY GOVERNANCE

EXECUTIVE SUMMARY: 

The Executive Summary provides an overview of MHCC’s approach to participatory governance.  Employees who agree to join participatory governance Councils or associated Action Teams will need to read the entire document the start of each Fall term, each council should review this document with the council members and discuss MHCC’s approach to participatory governance with their Council or Action Team leadership.    

Philosophical Underpinnings: 
1. Broad-based input leads to good decisions.  Participatory Governance is based on the knowledge that the best decisions are reached when stakeholders are given the opportunity to give their input. 
2. Structure promotes effective input. MHCC’s participatory governance structure is designed to solicit stakeholder (employees and students) input using a commonly understood and publically-accessible process where stakeholders’ roles and responsibilities are clearly defined.
3. Stakeholders provide input; decision-makers decide.  Participatory governance solicits and analyzes input from stakeholders on a continual basis.  However, participatory governance does not free decision-makers from their responsibility – i.e. making decisions. 
4. Decision-makers must communicate constantly.  Input from stakeholders will be incorporated into all deliberations (through Councils and Action Teams).  Once reached, decisions will be communicated back to stakeholders using common:
a. media (MHCC portal),  
b. criteria (referencing how the decision promotes MHCC’s mission, MHCC’s Strategic Plans, President Goals, Unit goals, etc.) 
5. Participatory governance takes time and effort. MHCC’s commitment to participatory governance means that stakeholders need to actively and continually engage in the process.   
Structure: 
1. MHCC will have five Councils (listed alphabetically): 
a. Access, Diversity, and Inclusion
b. College Infrastructure
c. Institutional Effectiveness
d. Learner Success  
e. People Strategies 
2. Councils will develop charters that clearly communicate how members will contribute to MHCC’s mission.  Charters and other council and action team documents will be maintained in the council location on MHCC’s portal. In order to ensure efficient council operations, councils/action teams will:
a. Develop annual work plans, deliverables, performance measures, meeting agendas, and meeting notes. 
b. Revisit their charter on an annual basis to determine if the Council should continue to operate.
c. Create time-bound ad-hoc or ongoing Action Teams in response to specific Council or stakeholder needs.

Philosophy of Participatory Governance 

Mt. Hood Community College recognizes the importance of broad-based employee and student participation in the creation and dissemination of ideas, strategies, and policy development to move the College forward.  

The College utilizes participatory governance as the philosophical and operational basis for: ensuring employee and student engagement in the governance of the institution; providing reliable communication channels; defining the decision-making structure of the College, and developing a structure to assist in implementing its mission. The core element of a participatory governance model is a college community that is engaged and aligned with the College’s mission, values, and strategic goals.

Fundamental Principles of Participatory Governance at MHCC:
· Decisions are made by the appropriate person or body after they have solicited, and have taken into consideration, input from those with relevant expertise or information. 
· Decisions and their rationale shared with those who provided input through Mt. Hood Community College’s participatory governance process.  
· The rationale for all decisions will reference how the decision promotes MHCC’s Mission.
· Representatives who serve on recommending bodies ensure the accurate and timely two-way flow of information between those they represent and the bodies on which they serve.

The success of participatory governance at Mt. Hood Community College relies on cooperation, collegiality, openness, and, most importantly, sustained support for the College’s strategic goals. 
A successful participatory governance model must also include functional administrative and advisory decision-making structures, clear and concise policies concerning the role (and limits) of participatory governance in the school’s decision-making process, procedures for promoting participatory governance, and a commitment to sustained accountability.

How Participatory Governance is implemented at MHCC 

Opportunities/Issues that will benefit from participatory governance include: 

· Review and improvement of existing policies, regulations and procedures;
· Policy Development;
· Strategic Planning;   
· Opportunities and challenges designated by the President for Council review; and
· Opportunities and challenges the College believes would benefit from a larger stakeholder advisory review.

Decision-making benefits from broad stakeholder involvement and effective two-way communication. Thoughtful operational policies, new practices, or strategic initiatives that are well analyzed and vetted from multiple perspectives using the participatory governance processes will be superior to initiatives that are created by an individual or a small group.  In addition, the participatory governance process itself will help to develop a constituency for new ideas (policies, procedures, strategies, etc.). 

The Limits of Participatory Governance and the Authority of College Administration 

Participatory governance requires that College administrative personnel appropriately engage stakeholders to solicit on-going and iterative input and feedback concerning policies, procedures, and work plans in their areas of responsibility.  It is an important goal of participatory governance to have decision-making occur at the appropriate level within the College structure.   

Once a decision has been reached using the participatory governance process, administrators are free to implement those decisions. 

Using the participatory governance process at MHCC does not  remove the decision-making authority vested in the College Board of Education or College administration for operational decisions.  In that regard, the following work is deemed to be outside the scope of the participatory governance councils:

1. Collective bargaining agreements;
2. College compliance with statutory requirements; and, 
3. Internal department or division operational planning and decision-making.  However, departments and divisions are encouraged to use the council structure to communicate operational plans and decisions. 

Administrative Responsibility

Board of Directors  
Pursuant to ORS Chapter 341, the Mt. Hood Community College (MHCC) District Board of Education is the governing body of the MHCC District, with the primary duty to adopt policies for the general governance of MHCC.  Per Board Policy 1060, the MHCC District Board of Education (Board), as duly elected representatives of the people, will have complete charge and control of all activities and programs of the district including its property, personnel, and finances. 

The Mt. Hood Community College District Board of Education consists of seven citizens of the college district, each of whom is elected for a four-year term. Board members serve without pay. 
The Board of Education adopts an annual budget, approves expenditure of funds, establishes, maintains, and controls the operation of college buildings, both for college purposes and for outside activities, employs staff, approves new programs and degrees, represents the College in the community and at community college association events, and adopts policy which governs the college.  The Board of Education is responsible for setting policy, and the President works with the Board to develop policy.  

President 

The President is the College's Chief Executive Officer and has, under the Board's direction, general supervision of the College and personnel. The President is the steward of the governance system and is responsible for managing the College under the Board's policies and is accountable to the Board for that management.  

The President may delegate to other district personnel any powers and duties imposed upon the President by Board policies or by vote of the Board. Delegation of power or duty, however, will not relieve the President of responsibility for action taken under such delegation. The President may request recommendations or review of various policy or administrative rule changes by asking individuals or groups for assistance.  The President is responsible for implementation of Board policy and the execution of College goals and objectives. 

The President’s advisory groups: 
1. The President’s Council, comprising administrative personnel selected by the President, which advises the President on operational and strategic issues. President’s Council discusses proposed policy and administrative regulations, major operational issues, enrollment and budget, information for future Board meetings; receives briefings from other staff members; collaborates to solve problems; and shares information. In addition, the President’s Council serves as the College’s policy group under the Incident Command System (ICS) structure.  
2. As needed, the President may convene a smaller group of senior administrative personnel in an Executive Session to advise on confidential issues. Membership in these smaller groups may vary depending on the subject.  

Role of Senior Administrative Officers  
  
The College President maintains final authority for decision-making and operations within the scope of their position. Within that scope, the President may delegate formal or informal decision-making authority to senior administrative officers or others as deemed necessary or appropriate. While the President remains ultimately responsible for College decisions, day-to-day operational decisions are, generally, delegated to senior administrative officers or other direct reports, and, from the senior administrative officers to deans, directors, and managers reporting to them. The general expectation is that any substantial decisions, reallocation of resources, or change of personnel or policy will be reviewed in advance with the President, accompanied by analysis and recommendation(s). 

The expectation is that day-to-day operational decisions are made at the appropriate level and with input from stakeholders.   

The Structures That Support Participatory Governance at MHCC  

Councils, Action Teams and Task Forces provide the formal structure by which council participatory governance is achieved at the College.  Committee’s related to operational or department functions may exist and are not part of the council structure.  

Councils make recommendations directly to the President about issues with broad and significant impact on College operations.  Mt. Hood Community College maintains five (5) councils that provide stakeholders with an avenue to provide ongoing input, and decision-makers with a way   to communicate information regarding decisions.   

· Access, Diversity and Inclusion 
· College Infrastructure
· Institutional effectiveness
· Learner Success 
· People Strategies

ACTION TEAMS 

Councils will create a new Action Team when Council members decide that an area of focus has arisen that needs the attention of a representative, recommending body and that there is no currently constituted body to which the responsibility appropriately can be assigned. Suggestions for new Action Teams can be made to the appropriate council by anyone in the college community.  Councils can propose the creation of an Action Team in writing to the President who will make the final determination after assessing and soliciting input as necessary.  

Action Teams are typically ongoing, though some may convene only at specific times of the year. 

The President or  associated Council will communicate its decision regarding the Action Team in writing.  All decisions will reference how the decision promotes the College’s Mission and alignment with MHCC’s strategic plan.  

The proposal for creating a new Action Team must include the following information:

· A general description of the need for the Action Team referencing how the Action Team will help align with  the college’s mission and strategic plan; 
· A specific description of the function(s) of the Action Team;
· Identification of the council to which the Action Team will report to and forward its recommendations;
· A charter;
· A draft of a work plan for the first year;
· Suggested membership of the Action Team, which should reflect the college’s population and interest groups to the extent possible;
· Note: The rules above do not apply when an Action Team creates a Task Force from a subset of its membership to address an issue that falls within its current sphere of responsibility. Task Forces are identified for a specific task or issue, and for a specific duration.  Task Forces will be disbanded once the identified task is completed. Task force creation should go back to the corresponding Council for review, approval and feedback.  

All relevant information concerning councils and Action Teams will be posted on the College portal under the Resources section. ),   Chairs of all Councilsand Action Teams must post minutes of meetings within ten (10) days of a meeting.   Web Services will provide a standard template for each council and will provide training and assistance with initial setup.  

Role and Function of Councils and Action Teams  
Each Council and Action Team will have a written charge, membership list and contact information posted on the College Council Portal page.  Each fall, Councils will develop and submit to the President by October 15, an annual work plan that aligns with the College’s strategic plan and College President’s goals. 

The specific objectives for each council’s work plan will flow from the strategic priorities and College mission as reflected in the current Strategic Plan and any specific direction from the President.  The work plans will identify specific work products and target dates for completion.  If required and if applicable, the Councils’ work plans will include a budget to support specific activities and/or events. 

In approving the Council’s work plan, the President may request additional analysis, information or recommendations on specific issues or topics.  Councils recognize that their work may impact more than one strategic priority and will focus on items on which recommendations can be developed, resources may be allocated, timelines for completion established and success measures established.  In general, Councils will provide well-vetted recommendations on particular policies, actions, strategies, or expenditures of funds. 
  
The Council can seek advice of department managers or division deans on policy or operational issues.  Any major change in written policy or administrative regulations will be shared with the appropriate Council before being sent to the President’s Council for review and recommendation.      

Work plans are designed to provide structure, scope, and accountability.  They are not designed to limit the potential to address new issues that arise during the year.  However, co-chairs should be mindful of not taking on too much or straying from the President’s goals and general strategic direction of the College.  Some issues may be best referred to the administrator responsible for that area. 

The Role of Students in Participatory Governance 

Participatory governance is labor-intensive.  Past experience has shown that students, despite having the best of intentions, often do not have the time to participate on Councils and Committees.  Under the participatory structure , student input may be obtained by having periodic student focus groups.  

Charge of Participatory Governance Councils

Access, Diversity and Inclusion:   The Access, Diversity and Inclusion Council reflects MHCC’s dynamic community of intercultural learners and is committed to meeting the evolving needs of an increasingly interconnected global society. The Council’s commitment to diversity means that members will: 
· Welcome, value and promote all aspects of diversity among students, employees, and our community; 
· Cultivate a respectful, inclusive, and accessible learning and working environment; 
· Develop capacity to understand issues of difference, power, and social justice;
· Foster educational, personal, and professional development, resulting in increased effectiveness within diverse contexts.

The Council is to serve as a strategic planning, training and educational body for access and diversity measures pursued by the College. As such, it will research, develop, and recommend policy, initiatives, and priorities to the College that align with the College’s mission, goals and values. 

College Infrastructure Council:   The College Infrastructure Council will review strategies and priorities that will protect and enhance the College’s infrastructure, ease access to facilities, develop efficient use of space, and support sustainable practices.  As part of that work, the Council establishes priorities and makes recommendations on expenditures related to the improvement of current facilities and will assist in the development and monitoring of the College’s Facilities Master Plan. 

Institutional Effectiveness Council This Council will serve as the primary advisory council for introducing and institutionalizing continuous improvement practices at the College.   Council members will assist the Institutional Effectiveness department by providing college-wide input into the Department’s current operations as well as researching best practices concerning the collection, use, and dissemination of qualitative and quantitative data.    

Learner Success: The Learner Success Council advances high engagement learning strategies to: enhance student experience and services; increase student success/completions; increase enrollment in target student populations; increase services and program evaluation and accountability; offer education that responds to community needs; and enhance collaboration amongst instruction, student services and other areas. The Learner Success Council is responsible for the development and monitoring of the Colleges Academic Plan and the Student Success and Completion Plan.

People Strategies Council:  The People Strategies Council will foster an engaged, student- and customer-centered culture, promoting leadership development and developing employee support and accountability. The Council will recommend strategies to illustrate the value MHCC has for its employees and build a positive college climate. The People Strategies Council is responsible for the oversight of the Culture of Excellence initiative and the recommended actions related to the findings of the College’s Climate Survey. 


Role and Responsibility of the Council Members 

All Council members are appointed by the President based upon recommendations from each Council.  Councils should have no more than thirty active members. Recommendations for Council membership will be requested from the Full-time Faculty Association, Part-time Faculty and Tutor Association, and Classified Employees Associations. Each Council will have two co-chairs. The Faculty Association will appoint a faculty co-chair for each council. The President shall appoint the second co-chair.  All Council members recognize that they will serve a minimum of two years.  Each Council will have a President’s Council liaison. 

Co-Chairs: Facilitate meeting using MHCC’s best practices; provide energy and leadership for the Council; check in with individual members on their participation and satisfaction; meet prior to Council meetings for agenda development; and determine membership and facilitate the management of subcommittees. PC Members may participate in councils as members or PC Liaisons but will not be council co-chairs.  	Comment by Author: Future Discussion:  Co-Chair leadership training regarding facilitation – possibly done by Paul Wild for new co-chair members.  

The major responsibilities of the leadership are: 

· Establish an annual calendar of meetings;
· Hold meetings in the Board Room to the extent compatible with other institutional interests;
· Will provide an option for participants to attend remotely through conference call and/or video conference.  
· Solicit agenda input from Council/Action Team members at least five working days before each meeting;
· Distribute a proposed agenda at least 3 working days before each meeting. If submitted agenda items are not included in the meeting agenda, a chair will provide information to the submitter on why a topic was not included i.e. parking lot item, future topic due to time limitations, etc.  
· Begin each meeting by calling the meeting to order at the meeting start time. Time will be provided at the end of the meeting to add agenda items for the next meeting.  
· Keep meetings focused on the agenda and encourage participation;
· Record attendance at meetings.  Meeting minutes will reflect total council membership and members who were not present at the meeting.  
· Use the Suggested template (available internally only) to prepare provisional minutes and post them; preferably within 3 days of each meeting. Post final, approved minutes within 10 days of the Council or Action Team’s next meeting; and	Comment by Author: Where is this?  Propose reviewing, revising or coming up with new templates that are stored in a common place on the council portal.  
· Orient new members to MHCC’s approach to Participatory Governance and to the Council’s charge. 
· Co-chairs serve as advisor to the College President to develop options and frame possible actions.       
· Recognize the potential role conflict in serving as a chair/facilitator and a representative for a College group with which they have an affiliation.  
· 
	
PC Liaison:  Serves as the link to President’s Council.  Represents issues, updates and concerns to President’s Council and is accountable to the President. If a PC Liaison cannot attend a meeting, they are accountable to identify a backup in their absence. . Works with the co-chair (s) to develop the annual work plan.  MHCC employee association groups such as Faculty and Classified may also have specific Liaison roles and accountabilities.  

Administrative Support:  Provides research, technical expertise, written reports, and meeting summary (e.g. steps taken, recommendations made, major discussion points). Creates meeting notices in advance of meeting with appropriate materials. Posts meeting agenda and summaries to the portal.  President’s Council will support and assign an administrative support representative to each council. 
  
Council Chairs and Liaisons are responsible for creating an open, welcoming environment for Council members and the College community who wish to attend Council meetings and deliberations.  
       
Role and Responsibilities of Council Members
 
Council members will:  

1. Consider all issues from a college-wide perspective.  
2. Allow one’s role at the College to inform one’s perspective.
3. Serve as a reliable, consistent information sources to College groups with which you are affiliated or that you represent.  
4. Come prepared to meetings. Do your homework.
5. Be respectful, listen well, and ask good questions. 
6. Be respectful of budget issues that may involve the loss of employment or academic programs. 
7. Help create a “safe” place for exploring “lessons learned,” “process or program improvements,” and/or “continuous quality improvement.” Do not be afraid to acknowledge mistakes or misjudgments.  
8. Serve to communicate with the college-at-large regarding the work of the council. Use minutes and portal postings to help explain and educate others to the council’s efforts.   
9. Ask for assistance from a co-chair when presenting to a stakeholder group, if needed. 
10. Use council membership as an opportunity for professional development and a chance to learn.  
11. Time is limited, and work must be accomplished in an effective and efficient manner. Go to the co-chair(s) if there are concerns about the process. 

Internal Communications
 
1. All forthcoming agendas and a summary of action of each Council meeting will be posted in the designated area on MHCC’s portal which is accessible to the full college community. 
2. Consistent communication about the accessibility of Council meetings with an opportunity to comment at some point will be provided on a regular basis.  (Attendance should be with the approval of a supervisor.) 	Comment by Author: What does that mean? 
3. Periodic summaries will be sent via District Communications bulletin, highlighting the work of the Councils and linking to the accessible location. 
4. The Marketing Manager will assist with the coordination of consistent communications, including training on portal management.      


Role of President’s Council for Processing Council Recommendations
1. Each President’s Council agenda will include a standard placeholder that provides an opportunity for governance council PC Liaisons to bring recommendations or reports to the President.   If necessary, the President’s Council will schedule a special session to address Council-proposed initiatives that could have a significant impact upon college operations or policies.  
2. The President’s Council minutes will reflect action taken on those recommendations or reports. 
3. The President’s Council minutes will be posted weekly to the Portal.

In the spirit of continuous improvement, the President’s Council will continue to review and improve the Council structure during Summer Term 2018 in order to propose further refinements to the governance and council structure for implementation in for academic year 2018-2019.                
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