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Abstract

Allocation of Faculty Among Nursing Programs at a Community College,
Ivey, Jessica, 2020: Consultancy Project, Gardner-Webb University.

Organizational structure is important in any business to ensure that organizational
mission and goals are being met. The structure defines roles, establishes a hierarchy, and
creates the culture for the organization. Establishing the structure will assist with
communication, decision-making and the overall culture of the organization. Gaston
College expressed a need to redesign their structure by combining all their nursing
programs to create a School of Nursing. Currently, each nursing-related program is
separated into their own departments/programs. This includes faculty and staff assigned
to one program instead of allocating staff to multiple programs. This project consists of
defining new roles, tracking faculty time, and monitoring the use of adjunct faculty.

Keywords: organizational structure, organizational culture, leadership, hierarchy,
merging a nursing program
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1 Introduction

1.1

1.2

1.3

Project Purpose

Gaston College was founded in 1963 and has grown into one of the largest
community colleges in North Carolina. The college promotes high-quality,
comprehensive educational programs (Gaston College, 2020). Currently, the
nursing programs at Gaston College are separated by discipline. Gaston
College has three separate nursing options: Practical Nurse (PN) program,
Associate Degree Nurse (ADN) program, and an LPN-RN option. The
programs do not share instructors, budgets, or facilities. The organizational
structure within the nursing programs creates a problem with how these
programs operate. Organizational structure is defined as “the formal
configuration between individuals and groups regarding the allocation of tasks,
responsibilities, and authority within the organization” (Ajagbe, et al., 2016,
p.65). Establishing the structure will assist with communication, decision-
making and the overall culture of the organization.

The goal is to combine these programs under one umbrella and have a “School
of Nursing” so that the college can achieve performance outcomes for all
programs. The project will include redesigning the organizational chart,
updating job descriptions, and allocating staff to the different programs and
facilities.

Associated Documents

Nursing Director job description (Appendix A)
Faculty time cards example (Appendix B)
Professional Literature Review (Appendix C)

Project Plan Maintenance

The project plan was discussed and approved by the site advisor. The
maintenance plan for the project was updated each semester with input from the
dean. Once the new nursing director position was filled, she was included in the
meetings. Meeting topics included reviewing project goals, faculty
relationships, and financial gains.



2 Project Scope

This section provides an overview of the project’s objectives, both from the
partnering organization’s perspective and from the student’s perspective. The key
success criteria and major risks are highlighted.

2.1 Outline of Partnering Organization’s Objectives

2.1.1 Objectives

The vision for the nursing programs at Gaston College is to be a cohesive
school of nursing. The leaders and the faculty see an opportunity for
teaching across all programs and sharing resources including, equipment,
labs and classrooms. The Dean of Health and Human Services, along with
the finance department at the college, wish to streamline the budget into
one for all programs. This will help with expenditures related to
simulation equipment, computers, and fees associated with accreditation.
A decrease in expenses was anticipated due to the decreased need for
adjunct faculty in the clinical environment and the use of shared
equipment and space.

2.1.2 Success Criteria

The main objective was to ensure that nursing students at Gaston College
receive a high-quality education so that they can become professionals in
the community. The faculty at the college place the students as their
number one priority when making decisions. Their ultimate goal is to see
the students succeed by performing well in all classes. Success is
measured by students maintaining a passing grade in all classes, passing
the National Council Licensure Exam (NCLEX) and securing jobs in the
nursing profession.

2.1.3 Risks

There were several risks involved for the organization with the project,
one being the magnitude of the project itself. Originally the first goal was
to move the location of the PN program to the main campus and then start
with restructuring. Moving an entire program proved to be extremely
difficult so the decision was made to restructure first and continue to work
on a plan for moving the location. Other risks associated with the project
were time, financial means, willingness of faculty, and space.



2.2 Outline of Student’s Objectives

2.2.1 Objectives

The first objective was to appoint a nursing director to oversee all the
nursing programs. Also included was analyzing the new leadership
position’s effectiveness in moving the nursing program forward.

Other objectives included evaluating faculty schedule cards in relation to
actual teaching time to ensure all teaching time was being verified. This
was accomplished by calculating faculty teaching, lab, clinical, and office
time to allocate time within different programs. The evaluation of clinical
time was key to decrease use of adjunct faculty.

2.2.2 Success Criteria

The success of the project was measured in several ways. The decrease
use of adjunct faculty was measured by obtaining the financial statements
for each department. Faculty time cards were reviewed to ensure all
faculty were meeting their workload hours according to their job
descriptions.

2.2.3 Risks

The risk associated with the undertaking of this project was primarily for
the faculty involved in this change. When change occurs, there is always
the possibility that employees will not adapt to the change and choose to
leave the organization. Resignations can lead to vacant positions within

the organization.

Initiating change in an academic setting will not only affect faculty but
may affect students as well. Altering instructors, location, and curriculum
may have a negative impact on student’s performance. Also, any changes
in curriculum may have an influence on National Council Licensure Exam
(NCLEX) pass rates.

2.3 Definitive Scope Statement

The consulting student will assist in the evaluation and restructuring of the
nursing programs at Gaston College.



3 Deliverables

31

3.2

To Partnering Organization

The first deliverable to the organization was to implement a new leadership
position that has authority over all nursing programs. This was achieved and
implemented early in the project. The new nursing director had to be in place to
ensure that other changes could be implemented. A second deliverable was the
program’s need for a way to report, evaluate, and track faculty teaching time.
This was trialed over one semester then implemented the following semester.
The strict oversight of the teaching time allowed for full-time faculty to include
clinical in their teaching load. This, in turn, helped to decrease the need for
adjunct faculty. The last deliverable, moving all nursing programs into one
building, is still ongoing.

The timeline for the project deliverables was followed and adjusted as needed.

From Student

The deliverables for the student included working with faculty at a local
community college to learn best practice about organizational structure, culture,
and formulating change. Also, assisting with research from other colleges,
universities, and accrediting bodies were deliverables from the project.



4 Project Approach

4.1

4.2

4.3

Project Lifecycle Processes

The overall approach to starting this project was to first establish goals.
Initially, our first goal was to move the physical location of the Practical Nurse
program to the main campus. However, it was soon realized that other things
would have to put in place first before that could occur. The major points
associated with the project were as follows:

e Partnering with faculty: Faculty were included and supported
throughout the process.

e Job Description: A new job description was created and approved by
college administration. The position was posted and filled internally.

e Meetings and site visits: I attended faculty meetings to discuss project,
timecards and clinical. I met regularly with site advisor and nursing
director.

e Research: Research on other college nursing programs, mergers, and
organizational restructuring best practices.

e Reporting: Several presentations were made to senior administration on
the process of the project and the goals moving forward. Administration
is aware of the need to move the practical nurse program to the main
campus.

Project Management Processes

Project management was monitored with regular communication and
collaboration with the dean, nursing director, and faculty. The dean was in
constant communication with college administration. We met face to face at
least once per semester and more frequently during action phases of the project.
Faculty and staff were updated as the project moved forward. Faculty were
brought in during several phases to assist with changes.

Project Support Processes

The consultancy project plan was initiated by the Dean of Health and Human
Services and supported by administration at the college. The project was then
presented to the faculty with goals, objectives, and the roles they would play in
the project. There was continuous support through the project’s lifecycle from
faculty and administration.



4.4 Organization

Dean of Health
and Human
Services

Nursing
Director

Lead Instructor-
ASN

4.4.1 Project Team

Nursing Faculty

Lead Instructor-
PN

The project team consisted of Dr. Allison Abernathy (Dean of Health and
Human Services), Leslie Pressley (Nursing Director), and Jessica Ivey

(Student Consultant).

Other members, on an as-needed basis, were representatives from

Academic Affairs, Finance, and nursing faculty.

4.4.2 Mapping Between Gaston College and Student

Consultant

Nursing
Director

Administration

Nursing
Faculty



Communications Plan

The communication plan outlines what information was communicated to key
stakeholders throughout the project and what communication is still needed.

Stakeholder What Why is When will | How will they
information | information they get get information
is needed needed information

Nursing * Policy To ensure that all | At least Email and

Faculty changes faculty are aware | monthly faculty meetings
eJob of the constant and on an

descriptions .
changes going as needed
on with the basis
project.

Students e Chain of To interact with | Orientation | Students have an

resolution the students and | and orientation
* NCLEX inform them of | ongoing program at the
pass rates . .
the changes that beginning of the
may affect them academic year.
such as the new Pass rates are on
role of nursing the North
director. Carolina Board
of Nursing
(NCBON)
website.
Administration | e Faculty time | How faculty Each Finance report
cards documents their | semester regarding faculty
time affects how time from dean
finance reports
contact hours
with students.
Time should be
accurate and up
to date.

Community * New To keep TBD Website

location of | informed and Facebook
PNprogram | oy oaged with the

community at
large




6 Work Plan

The work plan for the project started with a big, over-reaching goal and was narrowed
down to small tasks. Each task completed was a step closer to the main goal.

6.1

6.2

Work Breakdown Structure

First, we had to consult and have acceptance from the faculty in both programs.
Faculty were given the facts about the project, why it was important, and how
they, and students, would be affected. The faculty were brought together to
discuss strategies to implement the changes. The faculty participated in a
SWOT analysis.

Creating and filling the Nursing director position was an important next step. A
job description was developed, North Carolina Board of Nursing (NCBON)
approval was received, and the position was filled. The new nursing director
was filled internally, and she was able to start work immediately.

Analyzing faculty time cards was the next major undertaking for the project.
Faculty work time was reviewed, and suggestions were made on how to make
calculate time worked. Again, we met with faculty to review the issues and to
receive suggestions. Senior leadership was present at this meeting to answer
questions related to finance and the expectations regarding the budget. Faculty
agreed that a certain number of faculty would pilot the new time cards.

Adjunct faculty expenditures were analyzed from the previous three years and
were analyzed after every academic year during the course of the project. The
results were reported to the dean, finance, and administration.

Research was completed on how best to move the practical nurse program to the
main campus. This included a walk-through of current space and future usable
space. We also discussed programs that could move to the open space left by
the practical nurse program that would be equivalent with number of students
and needed space. The information was presented to senior administration with
hopes of moving in the future.

Resources

The most essential resource for the project was the nursing faculty. They were
crucial in the project’s success. They were asked to meet multiple times with
the dean, nursing director, consultant, and administration to implement the
changes associated with the project. They provided knowledge and background
of current and past procedures in each program.

Collaboration with similar nursing programs proved to be helpful to meet
clinical requirements and see examples of how faculty record their teaching
load.



North Carolina Board of Nursing and the National Council of States Board of
Nursing were utilized to ensure that the project was meeting all regulatory
requirements.

Materials such as flip charts, markers, paper handouts, Power Point, and door
prizes were used in faculty meetings.



7 Milestones

The project milestones mimic the work plan. The first important step was to
introduce the project to the faculty. It was important for them to be aware of the
reason the project needed to move forward and the part they played in that.

Another significant milestone was the hiring of the nursing director. This position
played a vital role in the project continuation and the relationships with faculty.
Other key milestones represented the financial impacts from the projects.

10

Milestone | Title Forecast date
1 Introduction of project to faculty November 2017
2 Presentation of project to administration with January 2018
deliverable and timeline
3 Nursing faculty meeting and SWOT analysis April 2018
4 Nursing Director position approved and filled September 2018
5 Faculty time cards developed and implemented January 2019
6 New organizational chart updated May 2019
7 Analysis of adjunct faculty and numbers reported | August 2019
to administration
8 Second proposal presented to senior leadership to | January 2020
move all nursing programs to one campus
9 Relocation of PN program to main campus to TBD
have all nursing programs in one location
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8 Metrics and Results

The number and amount of money spent for adjunct faculty has greatly decreased
over the course of this project. This is related to faculty including clinical hours in
their required full-time hours. The full-time faculty job description for nursing states
that part of their hours are required to be in the clinical setting. In the past, these
hours were transferred over for adjunct faculty to fill. Faculty obtaining hours in the
clinical setting is needed to ensure that faculty are meeting their job descriptions.

As shown below, the money spent on adjunct faculty salaries has decreased
substantially. In the Associate Degree Nursing program, there has been a savings of
$87,141 and the Practical Nurse program has a savings of $10,124. This is a total
savings of $97,265.

Year \\] ADN Total S Amount
2014-2015 $57,000 $179,726 $236,726

2015-2016 $76,760 $184,772 $261,532
2016-2017 $69,150 $183,472 $252,622
2017-2018 $69,823 $124,925 $194,748
2018-2019 $66,636 $97,631 $164,267

Total S Amount

$300,000
$250,000
$200,000
$150,000
$100,000

$50,000

S0
2014-2015 2015-2016 2016-2017 2017-2018 2018-2019
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9 Risks, Constraints, Assumptions

9.1 Risks

This section identifies the main project risks, their potential impacts, and the

plan if they occur.

Risk Mitigation Plan | Contingency | Impact Likelihood of
Description | (what to do to Plan (what to | (what the |occurrence (e.g.,
avoid the risk do if the risk | impact will (%, or high,
occurring) occurs) be to the medium, low)
project if
the risk
occurs)
Faculty Keep faculty Reevaluate Loss of key | Medium
resignations | informed with position and members to
constant post vacancy | faculty
communication. | if appropriate. | team.
Provide
opportunities for
faculty to voice
concerns and ask
questions.
Inability to | Analyze need to | Redistribute Lack of Medium
fill vacant fill current faculty available
positions positions. teaching load | instructors
to fill to teach
unoccupied students.
classes.
Decrease in | Continue Evaluate Loss of Low
NCLEX excellent instructional national
pass rate teaching methods. rankings for
strategies in the first time
classroom, lab pass rates.
and clinical to
maintain pass
rate above the
national mean.
Decrease in | Provide Provide one- | Decrease in | Low
student consistent on-one students
performance | concept-based instruction in | completing
instruction. learning the
center. program.

9.2 Constraints

Initially, the most discouraging constraint for the project was lack of
cooperation with faculty. Faculty already had misconceptions about the reasons
behind why this project was moving forward. Working to explain those



9.3
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misconceptions was difficult. Research shows that change within an
organization is difficult and requires dedication and motivation. Employees
input into change is crucial. “Employees involvement seeks to increase
members’ input into decisions that affect organization performance and
employee’s well-being” (Hussain et al., 2016, p. 124). Once the faculty
understood the project’s purpose, they were excited about the changes that
would be occurring.

Also, the timeline of the project seemed to be a barrier. Nursing administration
wanted to move quickly and get everything in place within a short time frame,
but unforeseen circumstances caused a delay. Funding was also a hurdle that
had to be overcome for the relocation of the practical nurse program to the main
campus.

Assumptions

The first major assumption made was that merging the Associate Degree
Nursing program and the Practical Nurse program would provide additional and
equal opportunities for students. Having both programs on the main campus
would allow all students to share the updated classrooms, labs and simulation
technology that the satellite campus is lacking. It is evident that students are
priority for this program, and they want to see all of them succeed.

The nursing programs currently use adjunct faculty for clinical and occasionally
in the lab. Full-time faculty were not including clinical time in their teaching
load and were not meeting their required workload. Adding the requirement of
clinical to full time workload helped decrease the amount of money being spent
on adjunct faculty.

A final assumption was made by observation and collaboration with the faculty
in the nursing program. Faculty from the Associate Degree Program and the
Practical Nurse program will welcome the idea of collaborating in the
classroom, lab, and clinical areas. Faculty want to be engaged and provide the
best education possible to their students. Collaborating with other faculty will
assist with developing lesson plans and simulation criteria. It will also ensure
that instruction across programs is consistent.
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10 Financial Plan

The project had very little expenditures associated directly with the project. There
was a slight raise in salary when the nursing director position was filled, but because
the position was filled internally, it was not associated with a new salary cost.

As the college moves into relocating the Practical nurse program, there will be
minimal expenditures associated with the move. There will be some cost associated
with moving equipment, furniture, computers, etc. The space is available and
allocated for the program which will limit the need for construction cost. There will
be a small cost to install a two-way mirror in the simulation lab.

The plan for the budget moving forward will be for expenditures from all programs
come from one budget. This will include adjunct faculty salaries, supplies,
equipment, accreditation cost, and marketing. Also, included in this is the cost of
accreditation. Combining the programs will allow this cost to decrease and allocate
from one budget.
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11 Quality Assurance Plan

A proposal was made to merge the Practical Nurse and Associate Degree Nursing
programs into a single department. Additionally, leadership within the Health and
Human Services indicated a desire to re-locate the Practical Nurse program to the
same physical location on the main campus. The new location would allow the
faculty and staff to be more productive and allow faculty to teach across multiple
programs. The merger of the two programs was approved by the Executive Council.

Merging the program options onto one campus will better utilize classroom space,
equipment purchased, and distribute faculty teaching load. This would allow for
better interprofessional labs and simulation scenarios for Practical Nurse and
Associate Degree Nursing students. To offset the financial burden of moving the
program, a proposal is being created that will display what other programs could take
the place of the Practical Nurse program on the other campus. The proposal to move
the Practical Nurse program to the main campus was not approved, but it will be re-
evaluated at a later time.

Faculty time cards were examined for accuracy. Several gaps were noted in actual
class time, office hours and direct student instruction. Only two of the faculty time
cards reflected clinical hours. Several meetings were held with faculty, finance, and
leadership to determine the best way to account for faculty direct and indirect student
hours. The faculty time cards were modified to assist with accuracy and convenience.
The faculty developed a weekly time card that was approved by leadership, which
will show more specific worked hours. The previous time card showed the time for
the semester and did not allow for weekly changes. The time cards are completed and
turned in to the director for approval. This has helped with faculty frustrations about
not being able to show the hours they spend in direct contact with nursing students.

Expenditures related to the use of adjunct faculty for the nursing programs was
examined from past and current years. Significant amounts of money were being
spent on adjunct faculty to teach in the clinical setting. When full-time faculty time
cards were reviewed, it was noted that only two of the full-time faculty instruct in the
clinical setting. After review, full-time faculty were integrated into the clinical
setting. The full-time faculty are now adding clinical instructor time to their time
cards. Due to this discovery, the adjunct faculty salary expenditures have significantly
decreased. This decrease is a direct reflection of the use of the new faculty time
cards. Appropriately allocating staff in the needed areas helps to reduce the number of
adjunct faculty that are needed. Faculty time cards will be approved by the nursing
director who will then assess needs for adjunct faculty.

A new position, Director of Nursing, was also approved. This position will oversee all
nursing instruction at Gaston College. The Director of Nursing job description was
created and the job posted. The position was filled internally. The director has been
instrumental in making needed changes within the programs. She has been an
advocate for both students and faculty. Her evaluation from the Dean of Health and
Human Services was satisfactory.
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A new student program emerged from this project. The development of a Health
Sciences Learning Center has been implemented for the students. This came about
because of the faculty needs regarding one-on-one instruction. The faculty members
staff the learning center and are allowed to use that time toward direct student
interaction on their time cards.
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Appendix A

Position Description

Title: Director of Nursing Grade: 16

Summary

The Director of Nursing will provide leadership for the Associate Degree Nursing (ADN), Practical
Nursing (PN), and Nurse Aide (NAS) programs, including curriculum development, economic and
workforce initiatives, initiating and realizing College projects, and fostering and strengthening
community partnerships.

Duties and Responsibilities

1.

General Responsibilities: Provide day-to-day leadership for the Nursing Department,
including guiding program initiatives and nursing instructors to achieve program
objectives. Promote an attitude of teamwork among staff, instructors, students, and
community representatives and support the efforts of other team members to achieve
success. Collaborate with the Dean in the administration of College policies and
procedures and divisional guidelines. Represent the College, the Division, and the
College’s Nursing Program by communicating information on various topics, answering
guestions, and resolving concerns. Participate in the unit planning process for the
division, adhere to the Administrative Code and Rules in accordance with the North
Carolina Board of Nursing and the Nursing Practice Act, and the American Nurses
Association (ANA) Code of Ethics for Nurses with Interpretive Statements, as updated.

Program and Instruction Coordination: Provide day-to-day direction and coordination
of full- and part-time teaching assignments and oversee orientation of new instructors
on position and program duties and responsibilities. Address and resolve concerns,
organize and execute tasks in support of the program, and monitor activities and results.
Review and ensure that instructor credentials meet or exceed program requirements
and develop and maintain standards of instructional quality. In collaboration with the
professional development department and divisional leadership, develop a professional
development plan for full- and part-time instructors.

Programs and Curriculum: Responsible for curriculum accreditation and approval.
Develop and implement strategies to improve efficiency and effectiveness of courses
and programs. Remain current on emerging healthcare trends and identify and assess
community training needs. Review existing programs for continuous improvement,
assist in the development of new programs to meet changing needs, and make
recommendations as appropriate. Evaluate and develop materials for recommended
changes and implement ADN, PN, and NA curriculum, including the development of
program outcomes. Oversee the preparation of curriculum course schedules, course
descriptions, outlines, and objectives, and approve textbooks and supplementary
materials. Develop new, innovative, and/or flexible courses, programs (including
cooperative programs), systems, policies, and procedures to facilitate the enhancement
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of community education based on need. Review and ensure that instructional facilities
and equipment meet or exceed program requirements.

Students: Champion student success through support, recognition, and involvement in
other College activities. Develop, implement, and evaluate student admission,
progression, and graduation requirements. Direct the advisor-advisee program for
students within the department. Assist with the recruitment, registration, and
orientation of new students.

Committees: Lead, facilitate, and coordinate team and committee meetings. Plan and
coordinate advisory committee meetings. As needed and requested, serve as chair of
divisional academic appeals committee. Collaborate with others in selecting individuals
to serve on the curriculum advisory committee.

Budget: Prepare, administer, and oversee the budgets that relate to the management
of curriculum equipment and supply inventory.

Marketing/Public Relations/Community Partnerships: Assist with the review,
development, and revision of various College and division publications. In collaboration
with the divisional personnel, work closely with the College’s marketing function to
market and promote the College and the nursing programs, and identify public relations
opportunities to promote the College and the division, which may include public
speaking events. Foster positive community relations through maintaining regular
contact with various vocations and represent the College as a member of various
community and civic organizations and functions.

Recordkeeping: Maintain all required College records pertaining to the Nursing
Program. In collaboration with the Dean, assist with contractual agreements with
clinical and other agencies.

Teaching Responsibilities: May teach day, evening, and/or weekend classes and clinical
labs in multiple modes at multiple instruction sites and in multiple nursing program
options, including during summer semester.

Other: Maintain a high standard of professional and ethical practice in representing the
College. Maintain confidentiality of sensitive and/or confidential information.
Demonstrate a thorough knowledge of the field or discipline with continued adherence
to professional accountability. Provide a high level of service to customers by
establishing and maintaining effective working relationships and partnerships. Accept
responsibility for managing situations and problems. Utilize independent judgment in
problem-solving of complex issues. Work cooperatively with team members and
colleagues, contributing positively and constructively to the achievement of team and
College objectives. Adhere to the College’s policies, procedures, and other established
guidelines, including the North Carolina Community College System, North Carolina
Board of Nursing, and accrediting agencies. Perform other duties as assigned, including
special projects.
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Education, Skills, and Abilities

e Master of Science degree in Nursing from a regionally accredited institution required.

e Current unrestricted license as a registered nurse in North Carolina required.

e Must meet minimum SACS criteria and the minimum criteria of other pertinent
accrediting, licensing, and credentialing agencies in the area of teaching assignment.

e Prior to, or within the first three years of employment, must complete a preparation in
teaching and learning principles for adult education, including curriculum development,
implementation, and evaluation per the North Carolina Board of Nursing.

e North Carolina Nursing Director training preferred.

e Ability to read, analyze, and interpret common scientific and technical journals, financial
reports, and legal documents.

e Ability to respond to common inquiries or complaints from customers, regulatory
agencies, or members of the business community.

e Ability to write speeches and articles for publication that conform to prescribed style
and format. Ability to effectively present information to top management, public
groups, and/or boards of directors.

e Ability to define problems, collect data, establish facts, and draw valid conclusions.

e Ability to interpret an extensive variety of technical instructions in medical terminology,
mathematical or diagram form, and deal with several abstract and concrete variables.

Experience

e  Minimum of two years’ full-time employment in direct patient care required.

e Prior college-level teaching experience required.

e Prior administrative leadership experience in higher education at the academic
departmental, divisional, or discipline level required; community college experience
preferred.

e Community college teaching experience and knowledge of curriculum development
preferred.

e The ability to incorporate technology and interactive strategies in teaching is required.

Physical Requirements

The Physical Requirements for this position are documented on a separate document entitled:
Physical Requirements for Nursing Instructor Positions.
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Faculty Time Cards Example

Faculty Name:
Program:
Semester
Courses Taught:
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Faculty Load Hour Descriptions Direct Indirect
Load Load
Contact | Contact
Hours Hours
LECTURE/THEORY/CLASS
Lecture Hrs. (total lecture hours/ 16 weeks or 10 weeks in summer)
DIRECT
STUDENT ENROLLMENT
Assigned Academic Coach of 20 or fewer students (1 contact Hr.)
16 weeks or 10 weeks in summer DIRECT
Assigned Academic Coach of 21 to 40 students (2 contact Hrs.)
16 weeks or 10 weeks in summer DIRECT
Assigned Academic Coach of 41 to 60 students (3 contact Hrs.)
16 weeks or 10 weeks in summer DIRECT
CLINICAL

Clinical Instruction Hrs. (a maximum 1:10 ratio in a clinical setting or

based on clinical facility requirements and patient safety.) Must meet

NCCCS clinical definition*

(total clinical instruction hours/16 weeks or 10 weeks in summer)
DIRECT

Clinical Supervision (preceptorship)

Each student scheduled for 96-143 Hrs. will be visited in person 4
times during the clinical experience (2 clock Hrs.= a student visit).
Each student scheduled for 144-240 Hrs. will be visited in person 6
times during the clinical experience (2 clock Hrs = a student visit).

(#students X clock hours = hours for semester / 16 weeks

or 10 weeks in summer) DIRECT

Simulation Instruction - on campus simulation instruction

(total simulation hours/16 weeks or 10 weeks in summer) DIRECT
LABORATORY

Experiential Laboratory Work Hrs. (Increasing student’s knowledge
without return demo — example: lab demonstration/practice)

(total experiential laboratory work hours/16 weeks or 10 weeks in
summer) DIRECT

Faculty Directed Laboratory Work Hrs. (Structured Demo by instructor
with immediate student application/skill validation) DIRECT
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(total faculty directed laboratory work hours/16 weeks or 10 weeks in
summer)

HEALTH LEARNING CENTER

Face to Face Health Learning Center Hrs.-hours must be approved by
Director

(total face to face Health Learning Center hours/16 weeks or 10 weeks
in summer) DIRECT

MISC.

Independent Study (must be approved by the Director, Dean and VP
for Academic Affairs)

Release Hour (Release Time must be approved by the Director, Dean
and VP for Academic Affairs)

Office Hrs.
(Total number of office hours/16 weeks or 10 weeks in summer)
INDIRECT

Clinical Planning Lead for course (determine number of adjunct
needed for course, plan clinical schedules, conduct adjunct clinical
faculty orientation, assign faculty contact person for adjunct clinical
faculty, send Kim Warwick passwords/badge request forms for clinical,
request and assign preceptors for course, assure clinical evaluations
are done, and upload student clinical hour log sheets to shared drive)
1 Lead per course that has clinical hours.

Course with 1-50 students: 1 contact hr. Course with >50 students: 2
contact hr.

Course NUR DIRECT

Simulation Planning Lead for course (curriculum development of
simulation, plan simulation schedule, prep simulation lab for
simulation, collaborate with other disciplines in simulation, manage
simulation equipment/resources, and develop evaluation of
simulation) 1 Lead per course that has simulation hours.

Course with 1-50 students: 1 contact hr. Course with >50 students: 2
contact hr.

Course NUR DIRECT

Total Contact Hours =

Total Direct Instruction Hours

Total Indirect Hours

Total Number of Hours (add columns above)
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Totals:
288 Hours Direct Instruction / Semester
480 Hours Total / Semester (To Include Direct & Indirect Activities)

*Clinical - Clinical practice provides an opportunity for health science students to apply knowledge and skills in their
delivery of care in a health care setting. A qualified faculty member, clinical instructor, or preceptor, as defined by the
program related approving or accrediting body, shall supervise clinical practice to provide the student with learning
experiences related to the program and to monitor and assess the student’s application of skills. Clinical practice may
utilize experiences that simulate realistic clinical experiences to meet the curriculum and course objectives. The
percentage of simulation experiences substituting for traditional clinical practice and the qualifications of faculty
providing the simulation experience must comply with the guidelines of the applicable health science accrediting and
approving bodies. Appropriate substitutions for the “traditional” clinical would include: orientation, capstone
competency evaluations/exams, journal reviews, case studies, reflective journaling, service learning, peer mentoring,
clinical debriefs, ground rounds teaching/research projects, online projects related to clinical, etc. (Section 23,
Community College Procedures Manual page 23-10)
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Appendix C
Professional Literature Review

The significant challenge that the organization faces is a restructuring of the
organization chart and allocation of staff throughout the organization. The college has
been tasked with determining a way to combine like programs into one school. This will
include leadership changes, staff changes, and new policies. A literature review was
completed focusing on organizational structure. The search resulted in an abundance of
articles on the subject. Several common themes emerged: organizational culture change,
vision, and leadership.
Organizational Culture Change

The culture of an organization is all the values and beliefs that the organization
has created to guide the mission. When a change is needed, those values and beliefs must
be taken into consideration. It requires dedication, knowledge, and motivation to create a
change. There are many ideas on how to make a culture change within an organization.
John Kotter’s eight step change management model was referenced several times as a
model to adapt and use when implementing a significant change. Kotter’s model focuses
on urgency, vision, resistance, and wins. (Springer et al, 2012). Culture is influenced by
the internal (employees) and the external (environment) relationship within the
organization. Therefore, the groups within an organization need to have input into the
culture of the organization (Ahmed, Singh, & Al-Nahyan, 2017). Springer et al. (2012)
also notes that employees input is necessary for organizational change. A change in

culture is closely related to job satisfaction of employees. Springer et al. (2012)
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references supervision, working conditions, and relationships with coworkers as factors
affecting culture and job satisfaction.
Vision

A common topic included in multiple articles was the reference to vision. Vision
is described as an idea, a perfect future goal, a set of core values, and a direction for
growth and change (Haque, TitiAmayah, & Liu, 2016). It is important for the vision to
mimic the values of the organization in order for the change to be sustainable. According
to Heckelman (2017), “a compelling vision is often the motivator for change” (p. 16).
Organizations must have a vision that promotes the change so that employees will
understand and be more willing to accept the change. Magrum and Weber (2018) echo
the importance of establishing a vision by the change team that provides a direction for
the organization. The vision is a fundamental aspect of the strategic plan and the
restructuring process.
Leadership

Another theme that emerged through the research of organization restructuring
was effective leadership. Leadership is vital in the change process at organizations.
Leaders are able to motivate change, provide support, obtain employee support, and lead
in the transition. Hussain et al. (2016), examines Kurt Lewin’s change model
(unfreezing, changing, refreezing) and leadership style to describe effective change
within an organization. Transformational leaders are the most important factor for a
change to be success due to their inspirational, motivational, and encouraging leadership
style. Effective leaders possess the ability to influence employees to achieve goals,

promote values, and sustain the business of the organization (Hao & Yazdanifard, 2015).
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Leaders are important in the change process and play a dominant role in defining
the culture of the organization. The culture of the organization must be examined before a
change initiative such as organizational restructuring, can occur. Leaders should use their
knowledge of the organization to assess cultural values, trend, and rules (Kargas &
Varoutas, 2015). According to Hao & Yazdanifard (2015), “leadership can shape a good
culture” (p. 2). This is a very bold statement. Strong leaders should shape the culture of
the organization and not have the culture shape them or their abilities.
Summary

Organizational structure and culture change go hand-in-hand according to the
literature. To be successful with a change in an organizational structure, a culture change
must also occur. Culture must be studied to allow for a transformation in the behaviors
of the organization. Culture change in an organization will involve identifying and
changing assumptions that have been established within the organization. Literature also
suggests that a strong leader must lead the change by following the vision of the
organization. Leaders, in general, provide direction to their employees. They are aligned
with the organizations policies and procedure and they are committed to upholding the
mission and values. Organizational structure is multidimensional and once the culture is
established and the right people are in place the structure of the organization can be

defined.



26

References

Ahmed, A., Singh, S. K., & Al-Nahyan, M. (2017). Change management through
leadership: The mediating role of organizational culture. International Journal of
Organizational Analysis, 25(4). https://doi.org/10.1108/IJOA-01-2017-1117

Ajagbe, M. A., Cho, N.M., Udo, E.E., Peter, O.F. (2016). How organizational structure
aids business performance. CLEAR International Journal of Research in
Commerce & Management, 7(8), 64-68.

Gaston College. (2020). Mission, Vision, and Strategic Plan.

Haque, M. D., TitiAmayah, A., & Liu, L. (2015). The role of vision in organizational
readiness for change and growth. Leadership & Organization Development
Journal, 37(7). https://doi.org/10.1108/LODJ-01-2015-0003

Hao, M. J. & Yazdanifard, D. (2015). How effective leadership can facilitate change in
organizations through improvement and innovation. Global Journal of
Management and Business Research, 15(9). https://journalofbusiness.org/
index.php/GIMBR/article/view/1737

Heckelman, W. (2017). Five critical principles to guide organizational change. OD
Practitioner, 49(4).

Hussain, S. T., Lei, S., Akram, R., Haider, M.J., & Hussain, S. H. (2016). Kurt Lewin’s
change model: A critical review of the role of leadership and employee
involvement in organizational change. Journal of Innovation & Knowledge, 3,

123-127. https://doi.org/10.1016/].jik.2016.07.002



27

Kargas, A. D. & Varoutas, D. (2015). On the relation between organizational culture and
leadership: An empirical analysis. Cogent Business and Management, 2(1).
https://doi.org/10.1080/23311975.2015.1055953

Magrum, B. A. & Weber, R. J. (2018). Restructuring a pharmacy department:
Leadership strategies for managing organizational change. Hospital Pharmacy,
53(4). https://doi.org/10.1177/0018578718761021

Springer, P. J., Clark, C.M., Strohfus, P., & Belcheir, M. (2012). Using transformational
change to improve organizational culture and climate in a school of nursing.
Journal of Nursing Education, 51(2). https://doi.org/10.3928/01484834-

20111230-02



	Allocation of Faculty Among Nursing Programs at a Community College
	Citation Information

	Microsoft Word - DEOL Executive Summary Jessica Ivey (Final Edit).docx

