Chabot College Bookstore, April 2009

I.  NARRATIVE SUMMARY OF PROGRAM REVIEW FINDINGS

A. Description of the Unit (from the Unit Plan, Part 1)

The Chabot College Bookstore operates as a service to the college community by authorization of the Trustees of the Chabot-Las Positas Community College district. The bookstore is a non-profit enterprise providing for the sale of course books, educational materials, general books, convenience items, and supplies needed by the students, faculty, staff, and administration.

In addition to providing a high level of service with caring attention to the changing needs of the customer, it is our mission to try to control the rising cost of required course materials by informing faculty what they can do to reduce book prices. We offer many less expensive textbook alternatives including a vibrant used book buy back program that can potentially save students half of the cost of books, a textbook rental program, custom books, brief editions, loose leaf editions, digital e-books, and ichapters.

See Exhibit A: Education Master Plan, Institutional Support/Business Services (Revised April 2009)

B. Staffing 10.4  FTE

Administrators:

1 100% Bookstore Manager

1 100% Bookstore Assistant Manager

Classified staff:

1 100% Course Book Buyer

1 100% Assistant Course Book Buyer

1 100% General Merchandise Buyer

1 100% Accounting Specialist

1 100% Shipping and Receiving Specialist

2 100% Cashiers

1 50% Cashier

1 40% Cashier

1 50% Custodian I (Note: We are the only campus department mandated to pay wages and benefits directly to CLPCCD for custodian services.)

Student Assistants: variable between 6 and 20 depending on business. 

Temporary On-Call: We have 6-8 temporary on-calls who work only during book buy back and rush.

Staff reductions through attrition (3.5 FTE): 

1 100% Accounting Specialist, 2008

1 100% Operations Assistant, 2000

1 100% Shipping and Receiving, 2000

1 50% General Merchandise Assistant, 2001

C. Relationships with other College Units

Although the bookstore reports to the Vice President of Business Services at Chabot, we also consider ourselves an essential student service. We work comprehensively with Student Services to plan and participate in college events such as Gladiator Welcome Day, Mega Day, Homecoming, Open House, Grad Fair, Commencement, Flex Day, San Leandro offsite sales, and Job Fair. We service the EOPS, DSPS, and ASCC book awards.

Our alliance with ASCC has created a successful partnership on the textbook rental program and with other textbook affordability initiatives for students.

We make regular presentations on book affordability and legislation to the faculty senate. We work with the academic divisions to get timely book orders. We accommodate instructor’s special needs for supplies or supply kits for classes such as art, engineering, interior design, nursing, photography, chemistry, health, math, PE, EMT, MTT, fire science, welding, DSPS, Aspire, and EOPS. We rent graphing calculators for statistics and Distant Ed videos. We sell academic versions and student licenses for software at significant cost savings.

In addition, both the bookstore manager and assistant manager are regularly scheduled as college administrator on duty. We participate in all college and district administration meetings, seminars, and emergency response duties.

The bookstore supports the work of the Chabot Foundation by volunteering and donating silent auction items for their events. We attend community outreach events with the Foundation to promote donations for the textbook rental program.

D. Unit support for student learning and success

The annual expense of textbooks can reach as high as $1,200 a year for a full time student. It is the biggest cost of education at Chabot. The bookstore strives to make college more affordable by promoting college-wide strategies to reduce the cost of textbooks in keeping with Goal A of the Chabot Strategic Plan: improving student awareness and access. We offer many student choices for course materials: new books; used books; custom cover books; print shop syllabi and lab manuals; brief editions; loose-leaf editions; rental books; digital books; and ichapters. In addition, we subsidize the ASCC book awards to students.

Used books:

Used books continue to be a major textbook price reduction strategy that can potentially reduce a student’s book expense by half. We paid out a total of $1.9M to Chabot students for their used books in the last five years: $426K in 04/05, $395K in 05/06, $372K in 06/07, $357K in 07/08, and an estimated $360K in 08/09. A vibrant used book program greatly depends upon faculty selection of the same textbook for multiple semesters, timely book orders so that we can maximize the quantity of books we buy from students and wholesalers, and how often the publisher generates new editions, usually every two years.

We conduct in-store used book buy back paying as much as 50% of the original purchase price during finals week in spring, summer, and fall. In addition, we maintain an on-line book buy back open 24/7 at www.chabotbookstore.com.

Book Scholarships:

When Measure B paid off the bookstore construction COPS financing fund in 2004, President Carlson gave the ASCC a chance to reduce the textbook markup from the current level of 28% to 25%, or keep the textbook markup at 28% and allocate the 3% difference to students in the form of book scholarships financed by the bookstore. See Exhibit B: Memo from President Carlson to Waiz Badar, ASCC President.

ASCC chose to keep the textbook markup at 28% and offer book scholarships. The ASCC awarded $50,000 in 2005, $32,564 in 2007, $57,257 in 2008, and $67,520 in 2009 for a total of $207,341 in relief to Chabot students for books paid for by the bookstore. The college committed the bookstore to an ongoing financial obligation to the ASCC for book awards. The annual amount is shown at the bottom of the bookstore operating statement as a reduction of net income. 

Textbook rental program:

The ASCC book scholarship program just described changed from a book scholarship into a book award in fall 2008. The recipients of the ASCC book awards return their books to the bookstore at the end of the semester, and these books are then converted into the textbook rental program sponsored jointly by the bookstore and ASCC. In spring 2009, we started the rental program with 30 Health 1 textbooks. The Chabot Foundation has committed to raise $100K in funds to expand the rental program. ASCC leadership, Chabot Foundation, and the bookstore are making presentations to faculty division meetings to promote the rental program.

E. Unit strengths and accomplishments (from Unit Plan, part 2)
Statewide summit to address textbook affordability, November 2007:

Chabot Bookstore’s effort to reduce textbook prices is strongly influential locally and statewide. The bookstore manager served as chairman of the Community College Committee of the California Association of College Stores in 2006 and 2007. The committee brought the textbook affordability issue to the attention of System Office Vice Chancellor for Student Services and Special Programs, Linda Michalowski.  Chabot Bookstore was honored to host the first textbook summit called by the CCC system office. This is a statewide, shared governance action group formed to find solutions for the impact of rising textbook costs on college affordability. As a result, the strategies to reduce textbook costs were formally adopted by the CCC Board of Governors in May 2008. See Exhibit C: CCC Chancellor Diane Woodruff letter and BOG Recommendations to Reduce Textbook Costs and Promote Student Access and Success.

Special events:

Chabot Bookstore sponsors the annual grad fair and publisher book fair and participates in Mega Day, Chabot open house, Gladiator Day, Homecoming, Fashion shows, Job Fairs, offsite book sales at the San Leandro campus, and Foundation fundraisers. We set up several flex day presentations of Apple technology and pod-casting seminars in the hub. We instigated Chabot interest in ITunesU. We hold an annual holiday open house and gift sale.

24/7 Chabot Bookstore:

We maintain a 24/7 website at www.chabotbookstore.com for textbooks, general merchandise orders, and book buy back. We maintain a link from our textbook database to banner registration. By simply signing on to CLASS-WEB registration, students can obtain their detailed schedule and personal book list with prices. We further accommodate students by offering the option for pick up in the store or home delivery by UPS. The bookstore extends such services as educationally priced software and Apple products, Chabot clothing, spirit items, school supplies, convenience items, and gifts. 

New equipment: 

As a result of our unit plan for 2006/2007, we received Measure B funding to replace our aging cash registers with touch screen registers. The new technology enabled us to add gift cards and institute high speed processing of credit card transactions, which improves service by speeding the transaction time. We used Measure B funds to purchase a scantron vending machine, which we maintain in the lobby of building 2300. This service enables students to conveniently purchase required testing materials even when we are not open.

Financial Aid and EOPS:

To streamline EOPS transactions, we ordered specially printed EOPS book award cards issued to eligible students only for textbooks. We reconcile the purchases at the end of the buying period specified by EOPS. This improvement is more efficient for everyone.
F. Service Area Outcomes

Accreditation surveys taken in fall 2001 and spring 2008 show that faculty and staff are 94% satisfied with bookstore services. Satisfaction ratings in student surveys taken in the fall semesters are consistently lower: 85% in 2001, 84% in 2003, 81% in 2005, 83% in 2007. We rank repeatedly in the top three out of six student services, however, textbook prices strongly influence student’s satisfaction with college bookstores.

Each year we find more and more students are aggressively shopping around for affordable textbooks. The 1999 student survey showed that 95% of students purchased their new or used books at the Chabot Bookstore. The 2005 student survey revealed that only 84% of students purchased their books at the Chabot Bookstore while 33% purchased books from other sources on-line. We answer this demand by providing better on-line services, and our growing on-line sales now exceed $300K annually.

See Exhibit D: Student and Faculty Accreditation Surveys

G. Future Implications

Chabot Bookstore will continue to see a decline in market share because:

1. The proliferation of easy access, on-line sources for textbooks including textbooks sold for half the price in foreign countries.

2. Students save 9.75% Alameda County sales tax by buying textbooks online. The 1% increase in sales tax effective April 1, 2009 may significantly hurt overall sales.

3. Faculty allow their students to use old editions of textbooks even though we cannot sell them at the bookstore.

4. Many students try to survive the class without a textbook, by sharing, or illegally photocopy books.

5. Financial aid often arrives too late for students to purchase their books.

6. Open Educational Resources, although now just beginning, may flourish.

7. Textbook information required by law (effective July 1, 2010) must be posted on the internet class schedule months prior to the beginning of class. This may reduce bookstore sales as students shop elsewhere for books that we do not have in stock.

8. Increased enrollment in on-line Chabot classes causes a reduction in student on-campus sales of non-book merchandise.

Strategies: Continue diligent efforts to reduce textbook costs. Expand digital books, used books, and the textbook rental program. Improve web presence and ease of on-line ordering. Continue active participation in campus events.

Legislation affecting textbooks:

As of July 1, 2010, the Higher Education Act requires that the college list the book title, ISBN, and price on the class schedule posted on the internet. This will require an IT solution as well as campus procedures for compliance and liability protection. Early information for students allows students to shop for the cheapest price, but students can suffer losses from the information we provide if they buy their book too far in advance. Book changes are ubiquitous as new instructors are assigned, instructors change the book, classes are cancelled, publishers increase the price or change ISBN numbers, and students drop classes and are unable to return the book they purchased on-line and no longer need.

The bookstore currently posts book information three weeks prior to the start of classes for on-line ordering when we have updated book and pricing information. We recommend that all students buy only the book they need and only when they know for sure they need it.

The emergent popularity of digital books, ebooks, and ichapters:

Chabot Bookstore offered 57 titles of digital books for spring 2009 at a 45-50% saving, all available for purchase on our web-site.  We sold 43 E-books, and student response is positive. Publishers claim that within a year 90% of their titles will be available in digital format. We will offer them, but our technology needs to change in order to support this growing demand. 

We had very good response for the 17 iChapters products from Cengage. Students can purchase a chapter at a time and save money if they only need selected chapters. They can download the first chapter free and buy the book later when they are sure they want to stay in the class. This feature is also an advantage for financial aid students who have not received their grants at the beginning of the semester. Go to www.chabotbookstore.com to view ichapters.

Website improvement:

We continue to expand the information, general merchandise, and links to student resources available on our website. We will add our presence on Facebook and other popular sites and use the Zone for student marketing and information, especially to promote used book buy back.

The need for bookstore interior maintenance:

The new store opened in 1996 and is now thirteen years old and showing interior wear and tear.  There is no budget for replacement of carpeting, signs, broken office furniture, refurbishing worn store fixtures, improving office ventilation, fixing storage areas for OSHA compliance, and upgrading computer equipment and software. We will include maintenance repair requests in our unit plans as well as funding for an additional scantron vending machine.

Suggested modification in financial aid:

As many as one thousand financial aid students apply late and receive grants well after school starts. The college does not have a process by which students can purchase books at the bookstore prior to receipt of their award. We encourage discussions leading to a solution, understanding the logistical difficulty of the problem and the potential for loss if the student becomes ineligible.

F. Budget

Bookstore revenue:

Textbooks comprise 85% of total bookstore sales, so bookstore revenues depend upon enrollment in classes that require textbooks. Revenues from the number of students on campus rise and fall as enrollment fluctuates. The popularity of on-line classes decrease the student population on campus. Market conditions are such that many students purchase books from other sources. See Exhibit E: Chabot Enrollment Update, April 2009

Year

FTES

+/-%
Bookstore sales  
+/-%

Net income
03/04

10,045
-8%
$4,122,466

even

$37,266

04/05

10,831
+8%
$4,086,734

-1%

$44,929

05/06

10,030
-7%
$3,900,303

-5%

($9,190)

06/07

10,107
even
$3,981,335

+2%

($68,937)

07/08

10,329
+2%
$4,092,263

+3%

($220,909)

Explanation of losses:

05/06: Without the $85K in depreciation expense, our actual operating revenue would be $76K. Depreciation is shown as an expense, but no money is paid out.

06/07: Without the $85K in depreciation expense and the $33K college mandated ASCC book award, our actual operating income would be $49K. 

07/08: Depreciation expense was $85K and ASCC book awards were $57K.

We incurred extra payroll and freight expenses for fall 2007 when 115 classes were cancelled.  Without depreciation and book awards, our actual operating losses would show as ($79K).
08/09: Textbook sales are down (1%) from last year, and overall financial results may not improve depending on summer session business. We cut back on overall inventory purchases and are liquidating slow moving items like trade books and computer supplies. Students are motivated to purchase only what they need for class during this recession, and we are responding by keeping in stock on the most wanted items only.
Bookstore uncontrollable expenses:

· Classified and administrative salaries increased by 8.8% in 2006 and an additional 6% in 2007 as negotiated by district contract.

· Benefit costs increase by 15% to 20% per year.

· Credit card discounts and fees are $75K annually and growing as more students use both debit and credit cards.

· Utilities are $33K annually and are not billed by actual usage, but by occupancy rate.

· Security: We reduced our campus safety officer presence during rush but elimination would increase exposure to loss.

· Maintenance fees for hardware and software has risen to $19K a year and is essential for store operations.

· Freight in and out has risen due to the recent spike in fuel costs, and the carriers have not reduced their rates in response to lower fuel costs. The expense of freight out is $42K a year and rising due to the increase in on-line orders.

· ASCC book awards are required by the college and may increase to as much as $90K a year.

· CalPers employer contribution may increase this year.

· Depreciation expense is currently on the books for $85K annually for the building expense even though the building is paid off. Depreciation expense does not cause a reduction in cash flow.

· Custodial fees are about $34K annually including benefits.

· Cancelled classes for which we ordered books cause increased expenses. 

· Faculty late orders and late faculty assignments result in loss of revenue as students shop elsewhere and we have to pay extra freight costs for rush shipments. Faculty changes result in even more expense as we have to return the books we bought for the previously assigned teacher and pay extra freight costs for the new rush shipment.

Bookstore controllable expenses:

· Student assistant payroll is variable depending on business.

· We eliminated temporary cashiers this year and use more student cashiers.

· We use on-call classified cashiers to work during rush.

· Overtime: most approved overtime is taken as comp time.

· Store supplies can be controlled.

Possible solutions to the revenue problem:

1. Increase enrollment: New construction and renovation should attract new students if the college has the budget for additional class sections. Bookstore financial objectives depend on the campus short and long term goals.

2. For-profit businesses increase their retail prices when costs increase. However, we operate as a non-profit with a particular sensitivity about how textbook affordability affects student success at Chabot. Increased mark up % is one way to close the revenue gap, but that would diminish our efforts to control textbook costs. This is a college decision.

3. Reduce textbook markup to 25%. It is possible that a decision to reduce the textbook markup would increase revenue by making us more competitive. The concept is to sell more books at a lower cost resulting in more revenue. That decision would necessarily negate our commitment to book awards until our profitability improves. This is a college decision.

4. Reduce hours of operation during slow periods. We have an on-line bookstore and a scantron vending machine open 24/7, so we should consider closing earlier during the slow periods if it results in a cost savings without a significant revenue reduction or service problems.

5. Expand the textbook rental program. Although the rental program is not a money maker, it should attract students to our store that would not normally shop here. This program will positively impact our goodwill and sales of non-book merchandise.

6. Negotiate custodial fees with the district. We receive excellent custodial service to maintain the building properly.  I believe we are the only operation on campus that pays for custodial services. We do not currently receive income for cardboard recycling, but that could possibly help defray the custodial expense. Through conservation and recycling, the bookstore can gain added revenues as well as help our environment.

7. Change the utilities expense from occupancy to metered service. The new building was designed with separate meters. This would allow us to experience cost savings when we reduce our usage and would provide incentives for conservation.

8. We will save about $74K annually by not replacing our accounting specialist at this time whose duties are now performed by managers. Savings for 08/09 are limited due to temporary accounting staff, but we should experience the full savings in 09/10.

9. Increase our on-line business by adding other links to cost saving merchandise and services that appeal to our customers. Expand our Amazon book sales of out of date editions.

10. As our inventory declines, we should look for ways to increase revenues by utilizing the space differently.

· Expand candy, drinks, and convenience store items. This is business is performing well in the recession. Long range plans could include partitioning the store into a separate convenience store that could be open when the main store is closed.

· Investigate opportunities to lease out part of the store to services that appeal to our customers such as a copy shop or post office. Possibly add services such as scanning and faxing.

Chabot College Bookstore, April 2009

II. PROGRAM REVIEW ACTION PLAN (see Unit Plan, April 2009)

A. Opportunities and challenges

In this unstable economy, many students seem less concerned about service and more concerned about price. Almost everyone believes that college bookstores are to blame for high prices. Textbook business is eroded when students use on-line used book sources and pay no sales tax.  Chabot Bookstore works very hard to dispel those mistaken beliefs and offer lower cost alternatives. 

On-line ordering is a big opportunity for us as well because that is how consumers conveniently like to shop these days. This trend provides our justification for expanding our website services as well as participating in other popular sites.

We have an experienced, creative, and talented staff who work very hard to serve the students, staff, and faculty of Chabot College. We add value to student services and participate fully in all campus wide events. Bookstore staff has a combined total of 130 years of service and commitment to Chabot.

B. Areas of concern and needs

Current financial results remain the biggest area of concern. 

1. Sales growth is problematic because overall enrollment is stagnant, and head count is down. For example, this semester we are sending out 11,865 post cards to registered students advertising book buy back. We sent out as many as 15,000 post cards in prior semesters. Our store was built to easily serve as many as 20,000 future students, and we are not able to perform to our potential because of enrollment.

2. Uncontrollable expenses have risen while revenues are decreasing. Salaries rose by 15% due to contract agreements, and benefits are increasing as much as 20% annually. Expenses for freight, credit card discount, utilities, depreciation, late orders, changed book orders, cancelled classes, and maintenance fees are all rising.

3. We need support from the VP Business services to determine how best to respond our financial problems as Chabot downsizes. We must carefully balance our need to provide affordable course materials and service for students with the college expectation of financial contribution for book awards and co-curricular funding. Many possible solutions are listed in the budget section.

Goals and measurable objectives (see Unit Plan, part 2)

1. Expand the textbook rental program.

2. Expand our web page. Use the Zone, Facebook, Myspace, and Twitter to promote our services.

3. Reduce expenses and services to achieve a reasonable earned profit.

4. Textbook affordability: continue to inform faculty about textbook legislation and price reduction strategies. Work with college on compliance with section 133 of the federal Higher Education Act effective July 1, 2010.

5. Expand digital e-books and ichapters as a less expensive green alternative to hard bound books.

C. Institutional or budget support needs (see Unit Plan, part 5)

Our “new” bookstore is now 13 years old and needs new carpeting, touch ups on the counters and fixtures, aging computers, and replacement of worn out office chairs. We need to modify the stockroom area to comply with OSHA regulations. We need new laser printers to replace our dot matrix workhorse printers.
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