CHABOT-LAS POSITAS

COMMUNITY COLLEGE DISTRICT
PROGRESS REPORT ON RECOMMENDATIONS FROM

THE ACCREDITATION COMMISSION
Recommendation 1 – Chabot College

The team recommends that the district and college establish coordination, collaboration and communication processes that will clarify administrative policies and procedures that pertain to overall college and district operations. The team recommends the district office and the college define roles and processes and written procedures for planning and budgeting, as well as for other common functions.  Other common functions to assess for coordination of operations and services include, but are not limited to, human resources, information technology, instructional programs, economic development and research.  A collaboration may facilitate increased communication and information, as well as improve operational efficiencies and effectiveness, desired outcomes expressed by many employees. (Standards 3.B.1, 3.B.2, 3.C.1, 3.C.2, 4.D.1, 4.D.2, 4.D.6, 5.10, 6.7, 8.5, 9.A.1, 9.A.2, 9.A.3, 9.A.4, 10.B1, 10.B.2, 10.B.3, 10.C.3, 10.C.4, 10.C.5, 10.C.6)

Recommendation 3 – Las Positas College

The team recommends that the college and district leadership evaluate and define responsibility and processes for planning and financial oversight, as well as for other common functions at the college and district.  Other common functions to collaboratively assess may include but need not be limited to human resources, information technology, research and business services. (Standards 3.B.1, 3.B.2, 3.B.3, 3.C.1, 3.C.2, 3.C.3, 10.B.1, 10.C.1, 10.C.3, 10.C.4, 10.C.5, 10.C.6)

INTRODUCTION

The Chabot-Las Positas Community College District (CLPCCD) is comprised of three working sites:  the District Office, Chabot College, and Las Positas College.  The recent Accreditation process for the CLPCCD incorporated three Self-Studies, three Site Visits, and three complete sets of Recommendations.  As seen above, the recommendations for the two Colleges – while often duplicative – were not written identically.  However, we have used the many similarities in the recommendations to create a uniform, inclusive response.  

Since the Accreditation site visit, the District staff (under direction of the Chancellor) have been defining and refining processes and procedures.  As part of this undertaking, the Chancellor and her top administrative team spent a day with an outside consultant to review the District’s relationship with the Colleges and how it could be improved.  Some of the areas covered were finance/budget, duplication of instructional programs and services, and human resources.  In addition, the group discussed which services should be provided by the District, which should be located at the Colleges, and how best to make that determination.

One critical outcome of this planning day was the decision for the District to conducting a Strategic Cost Management approach.  This approach will require faculty and staff to develop a framework for defining programs and services in terms of how they meet the needs of students.  In addition, the Colleges and the District will have to revisit and refocus their missions, goals and activities.  

This comprehensive review comes at a good time for the District.  Both Colleges are updating their Master Plans, and the District as a whole is in the early stages of re-examining its Fiscal Allocation Model.

Adding to these efforts is the District’s recent successful $498M Facilities Bond campaign.  The planning for this initiative brought about cohesion and collaboration District-wide; its execution will be coordinated through a Program Management Team hired specifically for the task.  Processes and procedures for implementation have been developed to ensure efficiency, accountability, and broad-based input.

The following is an update on the activities that have been – or that will be -- taking place as a result of District/College collaborations to improve communication, clarify processes, and provide enhanced service.

BUSINESS SERVICES  

The Chabot-Las Positas Community College District Business Office adheres to Board Policy #2012: 

“The Board and the District management shall give general direction and coordination to the programs and operations of the College and shall provide centralized services and controls.  The Chancellor shall maintain over-all review of all College operations to avoid duplication, encourage coordination, increase efficiency and execute Board Policies.”  

“Business and fiscal operations shall be centralized, including budgeting, accounting, fiscal control and purchasing.”

“Planning, development and maintenance of the physical plants shall be the responsibility of the District management.”

The Vice-Chancellor of Business Services reports to the District Chancellor.  Four key positions report to the Vice Chancellor and handle distinct office functions:

· Controller -- Payroll and Accounting 

· Director of Facilities Planning and Management -- Facilities Planning and Maintenance and Operations

· Director of Purchasing and Warehouse Services -- Purchasing 

· Business Operations Coordinator -- Administrative Business Operations.  

Each College has its own Vice President of Business Services; these Vice Presidents report directly to their respective College Presidents.  The Vice Presidents collaborate with the Vice Chancellor and District staff to ensure that the needs of the Colleges are met.  In addition, the Vice Chancellor and Vice Presidents meet regularly with the Vice Chancellor’s staff (Facilities, Payroll/ Accounting, Purchasing) to clarify issues and coordinate efforts.

The Business Offices at each of the Colleges are minimally staffed due to the centralization of budgeting, accounting, fiscal control, and purchasing at the District Office.  

PROCESS DEVEOPMENT AND PLANNING 

In response to the Accreditation Self-Study and subsequent Team recommendations, the District has set out to clarify the roles, responsibilities, policies, and procedures that pertain to overall College and District operations.  Through this process, the District will create and clarify written procedures for planning and budgeting, as well as other common functions.  

An Administrative Process and Procedures Task Force (APPTF) has been established to review existing documentation and determine what procedures still need to be codified as an addendum to Board Policy 2012.  APPTF membership includes: 

· Vice Chancellor of Business Services (District)

· Vice Presidents of Business Services (Chabot/Las Positas)

· Dean of Special Programs and Services (Chabot)

· Dean of Academic Services, Vocational Education, and Economic Development (Las Positas)  

· Controller (District) 

· Director of Facilities Planning and Management (District)

· Director of Financial Aid (Chabot)

· Business Office Supervisor (Las Positas).   

The APPTF examined the District’s business and administrative functions and has determined to review the following (REF):  

Budget Development 

Financial Aid 

Budget Administration 

Facilities Planning and Management 

Contracts and Grants 

Facilities Planning/Construction

Purchasing 





Accounts Payable


Maintenance and Operations 

Accounts Receivable 

Insurance and Risk Management

Payroll 



Annual Audit 

From this list, the APPTF identified three areas for initial study.  These areas were selected based upon their impact upon employees, students, and the District as a whole: 

· Payroll

· Financial Aid 

· Facilities Planning and Construction.

Critical to the review process is a focus on the people, processes, and technology essential to good customer service. 

The APPTF developed some guiding principles for the District’s written procedures.  Processes and procedures should be:

· Consistent with each other and with Board Policy, Education Code, and other legal and regulatory requirements.

· User-friendly and customer-service oriented (internally and externally).

· In support of the guiding missions of the institution (District and College). 

· Easily understood and well-documented. 

· Thorough; they should identify responsible parties and critical contacts. 

· Flexible; they should accommodate limited exceptions where appropriate and necessary.

· Developed through broad-based, relevant consultation with the goals of:

- Respecting the values of the institutions; 

- Adhering to generally accepted business practices; and 

- Integrating appropriate, adaptable technology.

APPROACH

In the past year the District hired a consultant to interview employees involved in the payroll and financial aid processes at the District and the two Colleges.  The consultant documented procedures as they now exist in order to provide a baseline for discussion and improvement.  (NB:  In regard to Financial Aid, the process was somewhat different; evaluation and change had already begun in this area.)  

PAYROLL 

The District developed a flow chart to explicate its many payroll processes (REF).  In addition, the APPTF documented the functions performed by College and District Payroll staff and compiled a list of the various forms used in Payroll.  Finally, the APPTF has clarified and described the following Payroll processes: 

· Payroll timesheets and auto–pay 

· Payroll checks and direct deposit notification 

· Payroll deductions and taxes 

· New hires, position changes, and rate changes 

· Benefit, address, W-4, and other changes 

· Employee FOAPAL adjustments.  

In the upcoming year the District will establish a focus group to improve efficiency, effectiveness, and ease-of-use.   

FINANCIAL AID

A District-wide review of Financial Aid was begun in May of 2003, prior to the Accreditation site visit.  At that time, a committee comprised of staff from all three sites came together to develop a strong, integral Financial Aid process.  This process would meet the needs of the Colleges and the students, and would fully adhere to all regulatory and fiscal obligations and restrictions. 

Over the past year, this committee met to identify issues, clarify expectations, document activities, and delineate responsibilities.  In addition, it worked to identify strategies for effective delivery of Financial Aid services, including those with unique or problematic circumstances.  

Through the efforts of this committee, the Financial Aid process was significantly improved District-wide starting with the 2004-2005 academic year (REF). 

FACILTIES PLANNING AND CONSTRUCTION 

In March 2004, the District won a $498M bond for structural development and improvement on both campuses. This Bond (Measure B) represents the largest facilities development program the District has ever undertaken, and will take approximately 10-12 years to complete.  

In response to the enormity of the project, the District employed an outside firm to assist with its development and execution.  This firm is creating a formal management plan to accommodate the project’s duration and complexity.  Planning for facilities will be integrally tied to each College’s Master Plan and will involve relevant faculty and staff.   (REF) 

The external consultant model already has been effectively used in the planning of two state-funded projects at Las Positas College.  In 2003-04 and 2004-05, the District received funding for a Gymnasium and a Multi-Disciplinary Classroom Building at LPC.  The District, consultant, and College staff collaborated on these facilities to get the Gymnasium underway and the Multi-Disciplinary Classroom ready to go to bid.  Both of these projects have significant size and scope, with a construction value of in excess of $20M. 

In addition to working on the details related to the Bond, the Director of Facilities Planning and Management has prepared a draft description of more routine processes and procedures associated with facilities planning and construction. (REF)

FUTURE DIRECTION 

The Vice Chancellor of Business Services will continue to work closely with District and College personnel to perpetuate the review/improvement process.  Teams will assess District functions and services for efficacy and efficiency.  Open communication, varied input, and strong leadership will be necessary to ensure results and follow-through.  

The guiding principles and review model will be applied to the remaining Business Office areas.   Processes and responsibilities will be identified and charted.  Future priorities include Purchasing, Accounts Payable, and Budget Administration.     

REFERENCES

· List of Functions, Processes & Procedures

· Payroll Processes 

· Facilities Planning and Construction Outline of Functions 

· Financial Aid Processes 

· Measure B Implementation Plan  

HUMAN RESOURCES

The Human Resource Office provides a comprehensive program of services to the Colleges, the District, the students, and the public.  The Office is centralized, with all staff located at the District Office.  The program is administered by the Director of Human Resources, who reports to the Chancellor.  The Director has responsibility for all functional areas, with the exception of benefits and workers’ compensation, which are handled by a specific department manager.  A Human Resources Systems Specialist and two Human Resources Technicians provide support to the HR operation.

The HR Office administers the following services:  personnel, health and welfare benefits, workers’ compensation, labor relations (including contracts/collective bargaining), and equal employment opportunity.  In addition, the Office must ensure that the District is in compliance with all applicable federal and state laws, administrative regulations, District policies, government codes, guidelines, and directives.  The work of the Human Resources Office impacts all areas within the District and requires constant communication and effective coordination.

HIRING 

In 2003-04, the Human Resources Department underwent a thorough, formalized review of its hiring practices and procedures.  The primary outcome of this review was the creation of a new hiring orientation process for employees.  This process was piloted with selection committees for faculty, classified staff, and administrators.  The committees were given orientations from the Director of Human Resources regarding:  

· Screening, including application review, minimum qualifications, and criteria development/application.

· Hiring committees, including ethnic/gender composition, community representatives, outside experts, students, first and second-level selection committee responsibilities, Equal Employment Opportunity Representative responsibilities, District HR responsibilities, and confidentiality. 

· Scheduling, including out-of-state and out-of-area candidates. 

· Employment tests, including the oral appraisals, writing samples, teaching demonstrations/presentations, and other practical assessment methods.

· Candidate rating, including evaluation/deliberation meetings.

This year, individual selection committee orientations will be replaced with a single group orientation for the administrative staffs at the Colleges and District.  The HR Office will develop a handbook on hiring practices and other administrative procedures (such as recruitment, reference checks, and notification to candidates).  The Instructions to the Selection Committee packet currently provided by HR will be revised and incorporated into the handbook.  

Another outcome of the review in hiring was the creation of a District-wide Hiring Task Force.  The Task Force, which consists of the Academic Senate Presidents, a Vice President of instruction, a Vice President of Student Services, and the Director of Human Resources, recognizes the Academic Senate’s role in the hiring of faculty and re-enforces the value of shared governance.

In the year ahead, the District will be reviewing other segments of the HR department, including health and welfare benefits, workers’ compensation, illness/injury programs, and ergonomics.  While the HR department will make every effort to use a collaborative and cooperative approach in these reviews, certain procedures (e.g., performance evaluations and discipline) will be subject to negotiations.  

RECOMMENDATIONS SPECIFIC TO HR

RECOMMENDATION  5 – Chabot College
The team recommends that the college and the District devise and implement a regular and timely evaluation for administrators.  (Standard 7.B.1)

RECOMMENDATION 8—Las Positas College
The team recommends that the college devise and implement the means for the regular and timely evaluation of administrators.  (Standards 7.B.1, 7.B.2; 10.B.4)

RESPONSE

The current evaluation process for administrators is outlined in Board Policy 4120 (Evaluation of Management) and is supported by specific procedures outlined in the Administrative Rules and Procedures.  The policy was issued on January 21, 1997.

In the past year Human Resources established a District-wide task force to develop and implement a new evaluation process for administrators that would be less cumbersome and, thereby, “useable.”  Task force membership included the College Vice Presidents of Student Services, the Director of Public Information and Marketing, and the Director of Human Resources.  The task force compared the CLPCCD administrative review policies and procedures with those from other Districts. Three evaluation models were identified for closer review.  They were:

1.
An on-line evaluation instrument that would be provided by a consultant.  The project was estimated to cost $15,000, plus travel expenses for the consultant.  The estimate did not include any budget for the purchase of software that might be needed to administer the evaluation instrument via the web.

2.
A commercial software that provides a user-friendly, windows-driven system.  The software has the ability to generate reports both in narrative and data formats and can be installed on individual computers or on a local area network (LAN).  It was priced at approximately $11,000, which includes the basic software, the web response module, and a permanent use license for all administrators.  The District also had the option of purchasing a single-use license which would result in a reduction of the initial cost, but which would generate an annual expense based on the actual number of administrators to be evaluated each year.

3.
A comprehensive hard-copy evaluation process designed to be conducted in the second year of each new Administrator, and then every three years thereafter with less extensive evaluations conducted in the “off” years.  A self-evaluation instrument would be part of the process.

All of the models provided for feedback from faculty, peers, and supervisors.  

The results of the review of the three models were presented to the Chancellor’s Council.  After investigation and discussion, the first two options (above) were discarded due to cost and vendor complications.  The decision was made to proceed with development and implementation based on the third model. 

It was recommended by the Council that the hard-copy process could be made to operate more efficiently if it were available in PDF format.  The Chief Technology Officer is currently working with HR to implement this recommendation.  A draft performance evaluation instrument will then be provided to the various constituent groups for broad-based input and feedback.

REFERENCES

· Board Policy 4120 – Evaluation of Management Personnel

· Administrative Rules and Procedures (Board Policy 4120)

· Board Policy 4006 – Faculty and Staff Diversity and Equal Employment Opportunity

· Board Policy 4012 - Selection

RECOMMENDATION 7 – Chabot College

The team recommends that the college and the District revisit the relevance of Board Policies 4006 and 4012, with a systematic redirection to the principles of equity and staff diversity inherent in those policies.  This review should result in clear delineation of responsibility for all activities resulting from that review.  (Standard 7.D.1, 7.D.2)

RESPONSE
Board Policies 4006 (Faculty and Staff Diversity and Equal Employment Opportunity) and 4012 (Selection) codify the District’s commitment to equal opportunity and non-discrimination in all areas of hiring and employment.  The policies mandate compliance with all federal, state, and local regulations.  In addition, the policies provide for the adoption of a District Staff Diversity and Equal Employment Opportunity Plan that promotes the recruitment, employment, and promotion of employees to bring about a representative distribution of age, gender, and racial/ethnic groups.

Both of these policies are scheduled for review in accordance with the revised Title 5 Regulations on Equal Employment Opportunity.  The review will be driven by the District’s new Equal Employment Opportunity Plan which will be based on the Model Equal Employment Opportunity (EEO) Plan currently being developed by the state Chancellor’s Office.  As stated in the Self-Study, the District had postponed moving forward with the adoption of its revised Faculty and Staff Diversity and Equal Employment Opportunity Plan pending the outcome of the recent legal challenges to affirmative action.  

The State Chancellor’s Office awarded the San Jose/Evergreen Community College District a one-year, $50,000 grant to establish a Consortium that would provide community colleges with a statewide Model Equal Employment Opportunity Plan. The Consortium consists of Chief Human Resources Officers and Equal Employment Opportunity Officers throughout the state, including the Chabot-Las Positas Director of Human Resources.  The Model EEO Plan will provide an easily-replicable guide for Districts to develop and implement their individual Equal Employment Opportunity plans.  

With the adoption of the revised Title 5 Regulations on Equal Employment Opportunity, CLPCCD is now poised to move forward on its Plan.

INFORMATION TECHNOLOGY SERVICES

The District and College Information Technology Services (ITS) groups provide a wide range of services, including instructional/administrative computing, system design and applications programming, network infrastructure (WAN and LAN), desktop support, Web development/support (Internet and Intranet), hardware/software support, a centralized Help Desk, and user training.  Since June 2002, ITS management has worked to integrate ITS services throughout the campuses and find appropriate technology solutions to satisfy District-wide needs.  The District and College ITS groups have established good communication for the effective coordination of operations and services.  

The organization of the Technology groups within the CLPCCD consists of a Chief Technology Officer (CTO) at the District, and a Dean of Technology at each of the Colleges.  The CTO reports to the Chancellor at the District, and has primary responsibility for District administrative systems, overall network infrastructure, and the oversight of all technology initiatives throughout the District.  The Deans of Technology report to the VP of Business Services and VP of Academic Services, and have some academic Dean duties in addition to their technology roles.  The Deans of Technology have a “dotted line” reporting relationship to the District CTO to ensure that the technology services are synchronized, equal, and consistent.  

ITS has made significant progress in the development of its instructional and administrative systems over the last two years. This progress includes substantial improvements to the network infrastructure between the District and the Colleges.  ITS also has completed numerous application-related projects, and has initiated changes based on the recommendations from the various District-wide technology committees.  These changes have resulted in improved operational efficiency and effectiveness.  

The CTO conducts regular meetings (monthly/bi-monthly) with the College ITS Deans and ITS groups from all locations.  Participants include the Chief Technology Officer, the Deans of Technology for the Colleges, the District Public Information Officer, the technical ITS analysts, faculty (when appropriate), and other administrative or classified staff.  The Colleges chair their own College Technology Committees; ITS representatives attend and participate in all of their meetings. 

DISTRICT-WIDE COLLABORATIVE EFFORTS

The following section describes highlights of some of the initiatives that have been successfully implemented as a result of the committee recommendations.

CENTRALIZED HELP DESK SERVICES

The “Web Center” Help Desk provides practical and technical solutions through District staff at Chabot and student LapTech services at Las Positas.  Activities are remotely coordinated with the LPC ITS staff and the LapTechs.  Each Help Desk location serves as backup for the other.  

HARDWARE/SOFTWARE STANDARDS AND PROCESSES
The ITS departments at the District and Colleges work in unison for hardware and software support as well as network infrastructure.  As new user requirements arise, the ITS groups work to find technology solutions that are compatible with all three locations.  Major hardware and software upgrades for servers and desktops are coordinated to make sure all locations have consistent implementation plans.  
The District provides common services for data communications and networking, GroupWise email and calendaring, virus protection, Web sites, and administrative application systems.  The District has policies and procedures for computer use that cover proper use, email, copyright/licenses, and system access.  Standards for desktop configurations are posted on the District and College web sites and are updated at least once a year.  Operating system releases are coordinated through the three locations so that the sites are compatible.  Currently, the Colleges use different vendors to purchase desktops – LPC uses Gateway exclusively, and Chabot and the District use several vendors such as Virtual PC, Dell, and Tangent.  As part of the Measure B Bond, the District plans to establish standards on vendors as well as equipment.  

All network infrastructure upgrades are coordinated directly with ITS staff from all three locations, regardless of whether the network change occurs at the data center or the local campus.  The ITS staff use common network monitoring tools to analyze problems and traffic flow; this allows them to more effectively troubleshoot in a collaborative mode.   The following are some major network upgrades that the District and Colleges completed in the last two years:  

· Two new T1 lines for direct Internet access for the campus were provided by SBC so that LPC would have its own independent Internet Service Provider (ISP).  The lines also serve as a backup for the Chabot CENIC Internet lines.  

· A third T1 line was installed between Chabot and LPC to expand the bandwidth between the two sites for non-Internet traffic.  

· The three Internet T1 lines at the Chabot data center from CENIC were upgraded to DS3 speed.  

· Las Positas upgraded its local network with “layer three” switching to provide faster connectivity between workstations and the local servers.  

In 2004, the District Technology Committee established procedures for the installation and use of wireless technology on the campuses.  The Committee created request forms with appropriate justification and approvals.  Currently, the wireless technology is restricted to the Instructional network since most of the information is public.  Expansion of the wireless technology in conjunction with the “smart classrooms” at the Colleges will be a primary focus of Measure B.  

VIDEO CONFERENCING CAPABILITIES

The District implemented an initiative to minimize travel time and costs through video conferencing.  Video conferencing units were installed at the District and both Colleges in July 2003.  These video conference units are used for internal meetings, committees, and general product training as well as external meetings with other colleges.  

DISTRICT AND COLLEGE WEB SITES

The District and Colleges have made significant progress in developing and enhancing their Web sites.  Las Positas continues to expand and improve its Internet (external) Web site and created a new Intranet (internal) Web site in 2002.  The Intranet serves as a central source for information on events, committees, meetings, and announcements.  In 2003, Chabot College created a new Internet (external) Web site.  The District maintains an Internet (external) Web site and an Intranet (internal) Web site, and has made many improvements over the past two years.  The District Public Information Officer currently is working with the ITS Webmasters at all locations to develop a new District Internet site; it will be released in fall 2004.  

In response to the importance of the Web, the District formed an ITS Web Committee.  This Committee ensures that the individual College and District Web masters do not duplicate efforts and that they adhere to acceptable standards for ADA compliance and general usability.  Thus far, the Committee has created a proposed Web Procedure/Policy and a corresponding Copyright Policy for the Web.  (These policies are currently being reviewed by the College Technology Committees.)  The Web Committee also selected standard software such as “Lift” for ADA compliance and user tools like “Contribute” for Web development.  Several new Web sites have been reviewed and critiqued by the Committee:  Chabot Internet, Las Positas Intranet, District “Info” Intranet, and the District Enrollment Management site.  The Committee also championed the implementation of a District-wide discussion board, DISCUS, and GWExtranet to post Internet calendars, all of which complement the common GroupWise email system. 

DISTANCE EDUCATION – BLACKBOARD ASP
In March 2003, the CLPCCD evaluated, selected, and purchased a standard course management system, Blackboard, to provide online course offerings.  The process began with the formation of a District-wide Blackboard Distance Education Committee to assess what products the Colleges were using, the benefits and possible weaknesses of each, the features and functions of the products, and the cost to the District.  At that time, both Colleges were using California Virtual Campus (CVC) services; however, CVC had limitations for number of users (Web CT was used by Las Positas and Blackboard was used by Chabot).    The Committee compared Web CT and Blackboard on each feature and ultimately recommended Blackboard to the Chancellor and Presidents.  The Committee then made detailed presentations to the administrators and faculty to ensure that they would support the recommendation to proceed.  

Within two months, the Web CT courses at Las Positas were converted to Blackboard and summer courses for 2003 were running live on the system.  By fall 2003, all the remaining Web CT courses were running on Blackboard.  This quick turnaround is due solely to the strong collaborative efforts of the Las Positas faculty and Instructional Technology staff.  Since the implementation, Las Positas and Chabot have expanded their use of Blackboard, for both online and supplemental courses.  Both Colleges provide local Blackboard training through their Instructional Technology staff. 

“CCC Apply” -  Online Student Applications
In May 2004, the Admissions & Records groups from the Colleges implemented CCCApply, a state initiative that provides for online student application.  The CCCApply product has been implemented by approximately 50 community colleges statewide.  The Chabot and LPC are currently reviewing a new feature (which provides BOG waivers) for future implementation.  

Enrollment Management

ITS worked closely with the Enrollment Management Committees in 2003 to complete several major projects.   ITS developed discipline spreadsheets for the course/section analysis used in enrollment management projections.  ITS also completed a sub-system that provides online graphic capabilities for “success and equity” data to support Institutional Research needs.  Finally, ITS helped to implement MS Access, an enrollment management tool that provides queries and reporting for WSCH/FTEF and FTES in a variety of selection, sort, and report options.  

BANNER USER GROUPS

The CLPCCD uses the SunGard SCT Banner Enterprise System to support Student Services, Academic Services, Financial Aid, Finance, Human Resources, and Payroll.  Banner User Groups – comprised of both users and ITS representatives – have been established for all departments that are routinely affected by the Banner System.  User groups for students, Human Resources/Payroll, Finance, Financial Aid, and Data Quality meet on a monthly basis to discuss problems, resolve issues, determine new projects, and establish project priority.  In addition to the individual Banner User Groups, a Banner User Chairs Group (chaired by the District CTO) meets on a monthly basis. 
Several major Banner projects were completed over the last two years that required extensive shared support from College and District staff:

· Upgrade of Banner Enterprise Server and Banner 6.0 software release. 

· Expansion of Banner Web Services for Financial Aid and employees. 

· Migration to total Web-based Banner using Internet Native Banner (INB) for Student Services, Academic Services, Finance, Financial Aid, Human Resources, and Payroll. 

· Purchase of Crystal Enterprise ad-hoc reporting tool for Banner reporting and queries.   

Automated timesheets and on-line requisitions are planned for 2005 and will require extensive District/College coordination. 

THIRD-PARTY PRODUCTS INTERFACING WITH BANNER

Chabot-Las Positas has invested in several third-party software products that provide supplemental services to the Banner System.  In 2004, a committee was formed to review, consolidate, and centralize these third-party systems for extension to both Colleges. 
The District and Colleges work in a partnership to install, upgrade, and interface the following systems: 
· Sars-Trak and Stars.  These software products track visits to Student Services as well as student contact hours for courses such as labs, learning resources, and tutoring. 
· Sars-Grid.  This third-party product tracks counseling and student scheduling contact hours. 
· ATI Filer software is used to scan transcripts and store the data for retrieval or update. 
· GoPrint is a pay-for-print management system that has been installed at both Colleges, primarily in the computer labs, libraries, and resource centers.  It allows users to prepay for printed documents and provides management reporting of activity. 
· Sirsi Library System provides services to both campuses – both for local functions and for access to outside library services such as ProQuest, Ethnic NewsWatch, and GenderWatch. 
FACILITIES BOND MEASURE TECHNOLOGY IMPROVEMENTS

The Information Technology projects related to Measure B include a new Information Technology Building at Las Positas College and various computer equipment items.  In preparation for the Measure B projects, ITS will formulate and publish new standards for networking, switches, routers, desktops, and laptops.  ITS also will establish standards at three levels for vendors, platforms, and applications.  Once these standards are finalized, ITS will review them on a periodic basis to incorporate any technology changes or user requirements. Additionally, the District and Colleges will adopt the Total Cost of Ownership (TCO) model for hardware and software replacement, containment of costs, and related support services.  This model is promoted by the California Community Colleges State Chancellor’s Office.  

Two initiatives that provide software solutions for facility/room scheduling and document imaging were included in the Measure B Bond.  These software solutions will service both Colleges; the software evaluations, selection, installation, and upgrades will be performed in collaboration with the District and College staff.  

References

· Information Technology (ITS) Standards and Policies

(1) Board Policy 2311 

(2) Administrative Rules and Procedures for Computer Use

(3) Purchasing Standards for Computers

· Wireless Networking Standards and Policy

(1) Wireless Networking Standards and Policy

(2) Wireless Network Narrative

(3) CLPCCD Wireless Access Request Form

· Proposed District-wide Web Policy (Draft)

(1) Draft Web Policy

(2) Web Policy Administrative Rules and Procedures

(3) Web Copyright Policy

· Facilities Bond Measure Technology Improvements – 

Supplement to Capital Improvement Program

EDUCATIONAL SERVICES AND PLANNING 

The Vice Chancellor of Educational Services and Planning is responsible for coordinating District-wide activities related to institutional effectiveness and educational programs.  The Vice Chancellor reports to the District Chancellor and conducts meetings with the District Enrollment Management Committee (DEMC), the Economic Development Task Force, the Instructional Task Force, and the Nursing Program Partnership.

Over the past two years, the District has collaborated closely with the Colleges to better coordinate activities District-wide.  Highlights of the many initiatives that have been implemented as a result of committee recommendations are described in the following sections. 

ENROLLMENT MANAGEMENT
The Mission of the College Enrollment Management Committees is “to help faculty and administrators develop discipline plans to maximize student access, success, and equity through balanced and cost-effective resource utilization that will advance the teaching and learning function of the college.” (REF)  During the 2003–04 year, the Colleges developed discipline plans with various scheduling strategies to maximize student access, success, and equity.  

The District Enrollment Management Committee (DEMC) is comprised of eight voting members, including the Chancellor, College Presidents, Vice Chancellor for Educational Services and Planning, the Chairs of the College Enrollment Management Committees, and two faculty.  In addition, the two Academic Vice Presidents and the Vice Chancellor of Business Services attend DEMC meetings in an ex-officio capacity.

Over the past year, the DEMC has worked with the Colleges to “right size” the overall organization. The primary emphasis has been initiatives for student success and tracking.  The DEMC developed a model for allocation of Full Time Equivalent Faculty resources based on Full Time Equivalent Student targets.  This model also identified program productivity levels and categories related to weekly student contact hours.  

Another focus of enrollment management has been the development of discipline plans.  These efforts have produced a secondary benefit in that they have resulted in a closer working relationship between the DEMC, Information Technology Services, and the Institutional Research (IR) functions.  The ITS staff have developed systems for tracking student contact hours, and for report-generating applications.  The IR staff have provided student equity data, benchmarks for cohorts, and assisted in educating faculty and staff in the area of student learning outcomes. 

GENERAL EDUCATION REQUIREMENTS

A District-wide task force has been developed to address a General Education Philosophy and guiding principles for student learning. This task force currently is working with the Colleges on issues related to the recommendations of the Accrediting Commission.  The task force will also advise the Chancellor on programmatic matters affecting both Colleges.  

The task force has recommended a District-wide committee to discuss, recommend, and approve general education and curriculum issues.  The committee will be comprised of the College Curriculum Committee Chairs, Academic Senate Presidents, Researchers, Chief Academic Officers, Chief Student Services Officers, one Academic Dean, and the Vice Chancellor of Educational Services and Planning. The Committee will assist both Colleges in ensuring that curriculum patterns are similar and that the Colleges’ educational opportunities are driven by the guiding principles for student learning.

NURSING PROGRAM PARTNERSHIP
Since 2003 the District has been involved in a collaborative partnership with Chabot College, Las Positas College, and ValleyCare Health System. The partnership has resulted in a unique program to address the nationwide nursing shortage by opening an extension of the Chabot Nursing Program at Valley Care Hospital in Livermore.  

The Mertes-Feit, Chabot College, Las Positas College, ValleyCare Education Center was dedicated in spring 2004.  The facility houses a skills lab, classrooms, and a resource/research library for the nursing students.  ValleyCare Health System fully funded the facility in addition to providing funds to the Colleges for classrooms, laboratories, additional staffing, and supplies.    

The program will instruct nursing students through classroom courses at Chabot College, clinical training at ValleyCare, and prerequisite courses at Las Positas College.  Graduates of the program will be considered for employment at ValleyCare Hospital.  The first class of 10 students will have their educational expenses supplemented with monies endowed by a local family who have long supported both the hospital and the Colleges.  

A steering committee, comprised of ValleyCare’s Chairman of the Board, Chief Executive Officer, Director of Nursing, and Assistant to the CEO, meets regularly to oversee the partnership.  District representatives include the Vice Chancellor of Educational Services and Planning, the Las Positas College Dean of Academic Services, the Chabot College Dean of Health Science, the Chabot College Director of Nursing, and a Chabot Nursing faculty member. 

ECONOMIC DEVELOPMENT 

The Chabot-Las Positas Community College District’s Office of Economic Development provides programs and services that 
promote the economic growth of the regions it serves.  It pursues partnerships and opportunities that contribute to continuous workforce improvement and business development needs. 

The Vice-Chancellor of Educational Services reports directly to the Chancellor and coordinates the District’s Economic Development/Contract Education services.  In addition, each College and the District have Deans specifically responsible for Economic Development.  The Colleges and the District collaborate routinely to provide economic development and workforce training.  

Over the past year, a District-wide task force has been meeting to more clearly define roles, responsibilities, and processes in the economic development/ workforce training arena.   A critical priority for this team has been to determine what systems and processes are working well and which need improvement.  The task force included both College Presidents, the Deans responsible for economic development and workforce-related programs, and the Vice Chancellor of Educational Programs and Planning. 

The task force began its work by identifying the services being provided by the Colleges and the District.  The group then went on to review Board Policy 6219 (Contract Education), State of California Education Code 66010.4.3, and the California Community College Mission regarding economic development and workforce training.  (REF)  In addition, both Colleges and the District reviewed their respective missions, plans for economic development, guiding principles, and desired strategies and services.  

The task force clarified the function of Economic Development and created a set of guiding principles, communication strategies, and education strategies.  Furthermore, it defined programs and services and built a shared definition for economic and workforce development.

The guiding principles and strategies allow the District and Colleges to appropriately align resources.  In addition, they provide the Deans with an agreed upon set of “ideas” that clearly articulate shared values:

· All economic and workforce development activities entered into on behalf of CLPCCD are ethically sound and socially responsible.

· Economic and workforce development professionals representing any unit of CLPCCD shall represent the District as a whole, presenting a seamless front to all external groups.

· Economic and workforce development activities are planned and pursued through regular internal communication, collaboration, and appropriate ownership of tasks and projects.

· Superior quality, respect, timeliness, and responsiveness permeate all operations.  Economic and workforce development activities are designed and delivered from a “full cost recovery” standpoint.  Cost recovery models vary by unit.

The Task Force determined a need for an Executive Committee to delineate roles and responsibilities and develop a strategic shared vision.  The Executive Committee will include the College Presidents, Vice Presidents of Academic Services, Vice Chancellor of Educational Services and Planning, and external and internal representatives.  This Committee will meet annually, and will recommend overall strategic direction to the Chancellor. 
The District will also create and Operating Team.  This Team will be comprised of staff who are directly involved in program planning, implementation, and evaluation.  The Team will serve as a conduit for District-wide updates on projects, for the maintenance of a business database, for the incorporation of feedback from advisory boards and the community, and for the identification of barriers.  The Operational Team will meet on a quarterly basis. 

The Operational Team will work with specific areas and departments to improve communication and fully utilize resources.  The identified programs are:

· Career pathways and articulation with high schools, Regional Occupation Programs (ROPs), and four-year institutions

· Degrees, certificates, and courses responding to local employment trends

· Experiential learning opportunities

· Community/regional long-term partnerships

· The One-Stop Career Center

· Programs designed for special populations

· Community Education

· Startup, implementation, and maintenance of apprenticeship programs

· Research and development of new program and services

· Contract Education

· Grant development and management

· Credit, non-credit, and not-for-credit programs

· Educational and professional services for business and industry

· Employer-funded assessment, training, and consulting services

· Employment Training Program (ETP) or Workforce Investment Act (WIA) funded training

· Federal Social Security Act (Title IV-E) funded programs.

REFERENCES

· Board Policy 6219 - Contract Education

· State of California Education Code 66010.4.3
· The California Community College Mission
INSTITUTIONAL RESEARCH  
The Chabot-Las Positas Community College District does not have a centralized Office of Institutional Research.  However, each College has its own Research Office which it uses to evaluate the function and efficacy of its transfer, general education, degree, basic skills, ESL, vocational education, and continuing education programs.  The Colleges incorporate research into virtually every decision-making process.  

The Colleges’ Institutional Research Offices are not staffed or organized in the same manner.  Chabot has an Institutional Research Coordinator (faculty) who reports to the President and oversees the research function.  Reporting to the Coordinator is a Grant Writer and a Research Analyst.  In contrast, Las Positas has a Director of Research and Planning (administration) with no subordinate or support positions.

Research priorities are largely state mandated, but also are determined by the Institutional Planning and Budget Committees, the College Presidents, the Chancellor, and the Researchers themselves.
The Institutional Research Offices share the responsibility of responding to requests for District-wide data and presentations.  The requests are assigned to a particular College based on the capacity to complete the request and/or the origin of a specific report.  Most new programming requests and outcome benchmarks are produced for both Colleges by the Chabot Office of Institutional Research because of its research, programming, and analyst staff.  

There are several areas in which the College Research Offices collaborate. Some of those with significant District impact include: 

ANNUAL BOARD REPORTS

· Student Characteristics 

· Student Characteristics and Outcomes

· PFE measures and trends

RECURRING REPORTS
· Student satisfaction –
Creating common satisfaction questions, setting baseline data for College-wide learning goals

· Matriculation issues –
Designing and conducting validation studies on assessment Instruments

· College Enrollment Management Committee (CEMC) –


Developing fall cohort benchmarks and a Student Equity Plan

NON-RECURRING PROJECTS 
In 2002, the College Researchers worked with an external consultant to conduct an economic impact study for the District service area.  The study provided data and statistics on how the District and Colleges impact the local, regional, and state economy.  The study provided two vantage points from which to assess the District’s economic influence.  The local perspective depicted impact of the Colleges on the local economy and the Colleges’ contributions to economic growth.  The investment perspective showed the District’s indirect financial return to students, taxpayers, and the business community.  The study and forecasting tools provided by the consultant have proven useful in program planning, enrollment management, student advising, lobbying, and advocacy. 
In collaboration with the Information Technology Department, the College Researchers developed student success and equity reports.  These reports provide faculty with information regarding the success of students as they move form basic to advanced courses.  The student success and equity reports provide data at the College level, discipline level, and the course level, and assist faculty in developing supplemental strategies for instruction. 
The College Researchers also created and piloted forms for student evaluation of faculty.  The Researchers worked together on survey development and sampling procedures, including the taping of a series of sessions in which full-time faculty were identified as having “best practices” with their students.  As part of the process, the Researchers conducted focus groups and survey pilots to produce a statistical validation of the final survey.  In addition, the series of taped lessons resulted in a video that will be used to train faculty evaluators.

The Institutional Researchers consult regularly about student learning outcomes, processes and measures to ensure coordination of efforts and information.
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