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Welcome to

Our Second
Edition

In this second issue of the
Creating Our Future news-
letter series, the Peralta Col-
leges’ strategic envirowment
is exarmined in deta. By
assessing the present and
Likely future of our service
arca, the colleges - Berke-
jey City College, College of
Alameda, Laney College
and Merritt College - and
the Chancellor's Office will
be poised to ask fundarnen-
tal questions about our fu-
ture.

With an accurate set of de-
mographic facts, the Peralta
Colleges will craft a shared
educational strategy in our
districtwide  Educational
Master Plan and will proac-
tively pursne opportunifies
in each colleges’ respective
updated Educational Mas-
ter Plans mn 2007.

BERKELEY CITY COLLEGE

Building Communities, Transforming Lives

Who Arve We?

In exploring new educational opportunities and responding to our changing demographics,
Peralta will acquire new information and imsights on who we are In order (o answer the pivotal
question of who we should be. In addition to collecting information such as Accountability
Reporting for the Commuunity Colleges and retention data, we are engaging Chuck Mclutyre to
conduct a follow-up assessment and assist us in our strategic planning and management. Mr.
Mclntyre is the Director of Computer-Aided Planning {CAP), a firm that has worked for com-
munity and technical colleges nd universities, primarily in the areas of futures research and
strategic planning. Mr. Mclntyre will address the following Board of Trustees’ priorities:

o Improve Peralta’s access for its service area communities

s Better manage college enrollments

e Ensure the quality of programs and student success

s Establish fiscal stability and sustainability

Effectively allocate $390 miliion available from Measure A (June 2006)

Meclntyre’s work will be based on a scan of Peralta’s crurent performance and long-term needs,
and will include conclusions and recommendations about curriculum, delivery, Services, struc-
ture and organization and the allocation of District resources for operations and facilines.

Major project vesearch questions are:

»  How will the East Bay evolve and, as a consequence, liow should the Peralta Colleges
evolve?

o How should our curniculum evolve, where should it be located and how should it be de-
livered: on-campus, face-to-face, partership, through distance learning or i what kirds
of class and out-of-class facifities? :

s How can the Peralta Colleges maintain robust basic skills instruction and an effective lower
division, general education and transfer core, while augmenting its workforce preparation
and contract oraining? In what specific skili areas ought the latter functions be expanded
<o a5 to meet the labor marketneeds of the East Bay? _

»  How should the Peralta Community College District be organized: as a four-college dis-
trict (as at present), four-campus college or in some other way? What delivery modes, or-
ganization and staffing changes will maximize the District’s access and program guality?

e What kinds of enrollment managernent strategies will enable Peralta to fulfill its mission
and meel its goals and objectives? What strategies best support the priorities of fiscal sta-
bility and sustainabiliy?

s To what degree should Peralta make its marketing more consistent across the different
service area communities and specific college clientele niches to increase overall area ac-
cess?
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Facts Say It All

equivalent stodents (FTES) per college at the current participation rate.

The Peralta Service Area projected to grow slowly relative
to suburban areas.

1,300,000

Placer County Growth
1,200,000 Rate 2.8%

1,100,000

1,600,000

Suburban EastBay
Growth Rate 1.3%

200,000

800.000

700,000

Peralta Service Area
0.4 % Annual Grow th

. 600,000

500.000 . .
2000 2005 2010 2015 2020 2025

The Peralta Community College District is situated in a built-out urban community with very
litile Jand available for housing development. Our service area’s growth and participation rates
would transhate to approximately 3,000 new District residents per year, or 30 additional full-fime

According to census data, the two age groups that make up over 60% of the enrollment at the
Peralta Colleges - 18-24 vear-olds and 25-34, vear-olds - are declining in numbers. At the same
time, the 50-64 year-old age group will increase by almost 30% in the same period.
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Source: Department of Finance, Demographic Research Unit

“The size of our service area’s high school graduating classes will peak in 2007, and will then
decline steadily throngh 2015, According to the California Department of Finance, graduates
will deckine from a high point of 3,775 graduaies m 9007, to 2,661 i 2015. On a percendage
basis, people in the 18-19 year-old age category attend community colleges at the highest rate.
This suggests that strategies such as finding new stadent populatons and retaining traditional age
stadents wiil take on increasing importance for the Peralta Colleges.

Immigration Will Strongly Influence Population Growth

Natural Increase (births less death) 18,055
International Immigration | 21,860

Domestic Migration -18,870
Total 21 504‘5

Source: 2000 Census '

Our service area is an important gateway for immigragon. Al the same time, there is a negative
net outflow of existing residents out of Peralta’s service area. This indicates a demand for pro-
grams such as ESL and legal and medical inlerpretation, as the largest countnes of onigin are
non-English speaking.




Tackling the Participation Gap Will Increase Enrollments
(Per 1,000 adult population)
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Peralts Parficipation Rate Statewide Participation Rate

The participation rate tracks the number of people per 1000 residents who attend COTINILY
colleges. The statewide average is over 60 people per 1000, while Peralta’s rate 1s 40 students
per 1060, One factor driving Peralta’s lower rate is that adult education programs are run by our
service area’s unified school districts, while 10 other areas, college districts run these programs.

Job Growth Will Outpace Population Growth
Jobs will grow by 29% while population will grow by 12%
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The number of jobs in our service area is expected to grow at twice the rate of population growth.
This reflects 2 tight honsing market and the competitiveness of the Bay Area’s economy. A new
area of opportunity is to serve major employers — and their employees — of our service area.
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Reaching Underserved Adults is an Opportunity

Many of our service area residents leave high school é Resiterts Without High School Diplamas (or GED) by Age
without a degree. By reaching these underserved J— s

groups, the Peralta Colleges can open new oppor- | ©AT
tunities for career advancement and further educa-
gon. In 2000, there were over 16,000 18-24 vear- | w=mo
olds without high school degroes Similarly, there
are over 80,000 residents 25 vears old and older | mmw

without degrees.

N

Older Residents Constitute Large Potential Student Gmup

The generation bom between 1946 and
1964 - often called “baby boomers™ - 1s now
entermg retirement. Younger baby boomers
are still in the workforce. Overall, this large
age group, together with other older resi-
dents, constitutes a large potential sdent
base for the Peralta Colleges.

Enrollment Trends Have Fluctuated

After a peak of 24,695 FTES m 1981, the Peralta Colleges’ enrollment declined to a low of
15,811 in 1995, FTES then grew slowly Lo a peak of 20,234 i 2002. Smce then, however, en-

rollmeuts have dechued to 18,247,
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People over 45 are 2 growing age group
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Strategic Planning was on the agenda at the Peralta Board of Trustees’ meeting on April 24, 2007

Here are statements made in part or in whole at that meeting by Board President Withrow, Board Vice

{ Preszdmt Gulassa, Chdnce[[or Harris and District Academzc Senate President Bielanski, J

—— o s PR

:BIHWIﬂlI‘OW‘, Presndcnt, o
Boa:& of Trustees

* back from the day to day rigor of detailed
transactions and interactons and reflect
upon the siraple questions of: 'Who are
wep Vthn_ are we? What do we want

-~ How dowe pnonuze tis process? How

AR N dowe couttol this metamorphous? How
cIo we mcasurc and _aluatx: progrcss?’ How do we kmow when we have
an:wcd at, our dt:simamou" : :

Asan orgamzaLwn W(: hzm: mvesied considerable tire, energy and re-
sourcas acidrcssmg the first fhree quc:suons We do have some frame-
work; and while it is not universaily agréed upon, it is time o increase
thie Jevel of spcmﬁcxty and move on (o an actien plan with measurable
goals and ob}ccuvcs. We can atways adjust the basm ﬁamawork al a
later daj.c: A Slm!.egm Plan isa lmng documt;ut

We: have to bﬁ rcahsuc aud vel opnmisuc Wc raust ﬁﬂ}} recognize
our constraints and limitations, We obmousi} do not have unlimited
resowrces. We need to recoghize that we have a lot of meaminghul and
important goals that Bt within our stated Mzssxon, Vision and Values
thral canmot be accommodated within our current financial status. Tn
brief terms, Wc ddnot bave the moneylo be a first class institation at
this time. Howmrc;r. u termhs of: our goal selling process, we should use
the lerm when, a:ad nal 1f

Because we are r’e.source constrained, it would make seuse to prioritize
our goals and action plans (6 first address areas of revenue generation,
increased productivity aud the reduciion of . costs. Unfortuuately, there
is no mult-million’ dollar lottcry forus towin. There is no magic pill
Dlscreuonzu; funds moust be derived as the product of a focused and
decisive decision making process Lo substantially increase the operaling
cthciency of The Peralta Colleges. ‘

A Strategic Plan is not a reference documenit that is periodically palled
of the shelf Tike a dictionary or thesaurus., It 3s more than a docament
that we pall out and réview ona periodic basis, Al elements of the plan
musl be exgrained inlo the operational fabric, the decisionmakiug fal-
ric, and the resource allocation process within the exstire organizalion
of The Peralta Colleges. It is 2 process that requires a full commitment
of all of our stake bolders. Everyone plays in this game.

I am convinced thal we are moving in the right direction and thal we
have achieved considerable progress. It is now 2 matier of juc TEHSBIE
our momentum. As Chancellor Harrs has pointed ont, we have a very
challenging service area. That will make it all that more satisfying when
we wi 6

Stralegic I’idmung, .y mind, is.a, con-
. cept whereby an organization can pull

7 to bef. How: do we chaugc ‘or: adjust?

' Tmstee Cy Guiassa,
Vice President of the
Board of Trustees

‘Lct me b{.gm with congranﬂanons The

Accreditation (eam said it observed a
amajor boost in’ staff morale at Peralta
* and a sense.of opeuness and coopera-
- tion. This is-a remarkable tumaroond
for a-district that Yoo often has retreat-
ed to bunkers, nursﬂd'grudgc:s :md ext

('hangcd blamc, L

Paxt of tb.xs changc in culturc 13,1 hopt_ due to thc lcadcrshlp of the
Board, Chancélor Harrs and facu]ty and stafl. Part of the change is
surely dae to the tcammrk Decessary to pass accreditation vauster.
But most of all, T lhmk it was due Lo our quest for a strategic plan.

T 4 desire to serve our stndents wiscly and function efidently, we
have begun to examine am"bmons, evaluate strengths and weakness-
es, apportunities arid challenges and decide how best to buclde up
together for thc long ride futo an unccrtam and thre:al:cnmg ﬁmlrc

I have no illusions. There are many critics of the stralegic pian, and
many concerns about the vagueness of its lofy aspirations. To argue
agaiust the master plan at this carly stage is fike debating 2 book
hased exclusively on iis table of contents. Itis up 1o us now o wole
the chapters for the goals

Strategic p]a.n-nmg 15 no luvary, it is absolutely essential for our §i-
nandial survival. Our productivity is low and our overhead is stag-
germg. Compared with other districts, we should serve 25,000 to
30,000 FTES, but today we hover below 18,000 and seem (o be
stuck there, trapped between low productivity and the 50% ceiling.
Because we have four colleges with all the overhead that miplies,
and overlapping service areas and competitive programs, we are in
danger of staguation or even worse. -

Again, what is the vatue of 2 master plan? Now some of you may
remerber that three years ago, The Melntyre study, which Peralta
commussioned raised the prospect of closing one or more of our
colleges to remain solvent if we didn’t act. But nothing happened.

Why? Because we had 10 cornrmon visioi, no overacching nnder-
standing of challenges and consequences, no measurable collective
goals aud nobody in charge of mspiring us to work together—in brief
we had no strategic plan. Tt was a shelf document. Tt (ailed because
we had wo plan in place to show the interfocking pieces of a grand
strategy for loug-term institutional sucocss,

This is a new begimuing for the Peralta Colleges. T am convinced that
if we take strategic planning scriously, wo can turn Peralta into a model

~ lor the State. Expectations are rising — it’s tme to stmid and deliver.




Chancellor Elihu M. Harris

We have boen engaged m this process of
commrmicating, and more importandy
building trust. It is important for people
to start to bekicve that in Rt we can work
together, we can communicalte, and we
can certainly be collaborative,

. We dre looking al some very, very daunt-
g probicms. We arc cortainly looking at the changing demographics
of our District. The population, age, and certaimnily” thie quality, and
the devclopment of cducation: that many of our students come to our
Dhistoict with have changed. Peralts was sctup i large part to he a

transfer mstitution. Now, how are we.are going to have people work

force-ready?

We have an inercasing imumigrant populaton, in nced of ESL skills.
We have cmbraced that, and we are going to look at how we can do
that rore creatively, both v terms of our teaching program, but also in

terms of our outreach.

Weneed to look at our cducitional program and mazke surc that our
focus is on creating a work{mﬁlq@ic progranm, vocational program that wili
lead to productive jobs and livable wages, not simply for people who
want hobhics, or people who are in [aet, or arc simply looking for life-
long lcarning, but really trying to make surc that we are relevant to a
population of students and potential students, who really are Jooking
for 2 means of feeding themsclves and their [arnily, and improving the
quality of their bves.

We bive in a knowledge-based ceonomy, and that means that cven in
the vocatonal arca, we need to make sure that we have people with the
ability to think analytically, to lcamn and grow as the changing technol-
ogy, and changing workforce demands might indicate.

So we have begun the steps Torward in the strategic plan, We're work-
g on implcmentaton - and we arc alrcady sceing the benelits. We
had a mceting recently where the Academic Senate members came
together with Deans and Vice-presidents to talk about scheduling. We
arc sciting up the mechanism and the structarcs to make sure there is
a contimucd dialoguc and commnnmication between the District and the
colleges.

We are looking at being performance driven both in our management,
as well as in our faculty and stafl, so that wo can in fact know what we
arc about, know that we have stratcgies by which we arc to achicve those
given goals. And even though there is certainly a large gap botween sct-
ting goals and developing stratcgics and actually achicving them, we, in
fact, know that this is the task that is required of us.

The last thing T want to talk about is the real basic issue of structure. We
arc structured as a four-college district. But that structare, in fact, is not
currently logical given our current FTES. We have to be more produc-
tive. We've got to ind a way to define how we'te going to operate. We
need to Jook at how we work officiently, how we work cficetively with
lirmited resources, and with a structure that, again, anticipated both a
different kind of a district, and, certainly, dilferent growth dynamics
and data we are currently facing.

Sa, there are many challenges - and we are looking for answers.

~J

Joseph Bielanski, President,
District Academic Senate

As we know, in Spring 20083, our four col-
Jeges and the District, were visited by peer
review teams from the Acarediting Cormmis-
sion for California Commounity Colleges, and
one of the major recommendations given (o
the District as a whole, was the roguiréraent
that we engage in integrated planming - that jt
be strategic and that human resources, fiman-

_ cial resourees, technological resources, and physical resource planming be

based on educational master plaming coming [rom the four colleges.

I fact, the District was reminded that this very same recommendation
had been given in response to the se¥-study six vears prior. i reality, this
1s a recommendation thal has been on the iable for almost 12 years.

For some reasomn, using Malcolm Gladwell’s termainology in The Tipping
Point, we were real “laggards™ in effect for a Jon wtime we said that we saw
N reason to change; things were just fine the way we were domg thern;
what's their problem.

Whern the commission decided 1o wam us ahout belng “laggards,” we got
serious and some “carly adopiers” stepped up, saw the seriousness of the
recommendation, and began to address the recommendation.

So we entered Phasc T of respouding to the recommendation and cngag-
ing in strategic planuing. I June 2005, the Board agreed to an externsd
facilitator, MIG, and we launched Phase 1T of seriously “buckling down”
to the task, and the impending cultural shift to a new way of doing business
~ planming with stralcgic objectives and mcasurable eutcomes.

In August 2006, we enlered Thase 11T of (he process with the formation
of the Strategic Management Tean (SMT). This group became the point
persons for the plaming process. SMT took on the needed responsibi-
ity and accountability for the planning process. During this time varous
initiatives were begun- the Vs of Student Services began addressing Re-
textion and Persisience data with a goal of sciting benchmarks o increase
retention and persistence and involving both nstructional and counseling
faculty. The Committee for Strategic Fducational Planning was formed in
an effort to Jook at drafting districtwide processes such as scheduling to
climinate competition as much as possible; (o create procedures for pro-
gram readjustment and realignment in keeping with Board Policy 5.11 and
Ed Code requirements; and to document the process for needed dialogue
in addressing potential new programs in which the colleges should be in-
vesting. The committes and the campus communities ook forward 1o the
environmentat scan report (hat Chuck Mclntyre currently is preparing.

Further, faculty at our four campuses are currently engaged in program
review using a new review process and these reviews will be used j devel-
oping unit plans which then will emerse as a master plan. Programs will
address best practices, necded changes, resource nceds, and the process
{or student learning oulcomces-asscssraont and cvaluation.

This particular pece (program review and auit planni 1g), for me, iskeyto
our moving forward. The only way to make ntegrated strategic planmning
“stick” is to move from the “seasonal cffect” of planuing wherein we write
a document and shelve i, Lo the stickiness factor wheren the only way 1o
make things happen is through the platning process: -

T my opinion, we currently are at the make or break pomnt of whether
we will tp the organizational culture to agreed upon cultural change, or
whether we will say, “Look al what we have done™ and stop. It’s like the
question a member of the acoreditation tearm asked, “What's to ensure
that you will continue the plaming process to full implementation when
ihis teamn goes home?®

One answer - becanse we start acareditation scll-study this fall; another
answer, because we made a decision and a commitment and there is no
going back.



- Frequently Asked Questions
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./ How do ve know the sﬁategic planning process is working?

‘There are several ndicalors thet we have had suceess.in establishing a "living” strategic planning process: _

* There js structare for decision-makine and eoordination: We have severs) ongoing slruchures (o roaiutain atlention (o sirategic issues:
‘The Strategic Mavagement Team (SMT) meels every two weeks: Lhe Strategic Planning and Policy Advisory Committes (SPPAC) biriugs
logether two key district wide committees (the steering commiltee and CPAC) and meets mondhly: and the ad hoe Committee for Stralegic
Educational Plauniug (CSEP). We have also presented on strategic planmig at the last two August flex days. . .

= There is the docurpentary body of evidence: The Peraita web site has mueles from the above meetings, and varous ndermediate ad

. final planning documents.

* The stategic plan is referenced m decision-makine: Duing discussions of Measure A, there has been a consistent stalement by the Board
that afier addressing pressing life/safety issues, funding is 10 be driven by the educational master plan and sirategic planning.

* A seuior ppanager has been identified o coordinale and ensure (hal process is oneoing and credible: The General Counsel Las been given
responsibility to coordinate and support the strategic plauning process. Coincidentally, (he slate-wide straiegic planning process is also
coordmated by the General Counsel for the State Chancellor’s Office.

* The district has dedicated resourees at crtical functures of the plauning process: The District has retained Chuck Mcntyre, Moore Taco-
fano Goltsmau, Inc., (MIG), and the Wilfred Jarvis Institate (Minh Le) Lo support various aspects of the strategic planning process. The
District is alse 1 the process of selecting a facilities master panner.,

How will the strategic planning process drive resource allocation?

The most important step in linking planning to resources is to update cach of the colleges” cducational master plans and identify the required
supporting resources. The educational master plans will set overall programmatic dircctions for the next 5-10 years, and idently the stalfing,
trainivg, [acilitics, information technology, marketing and fiscal resources needed to build quality programs. The educational master plans
will form the foundational nvestrent plan for cach colicge and the District as 2 whole. All reqquests [or stafTing, prolessional devalopment,
cquipmnent or any other resources will be justificd against the educational master plans.

There is a task [orce being led by Dr. George Herring to devclop specilic processes and procedures for ensuring that the educational master -
plans and the strategic plan are vsed to drive resonree allocation.

The Process -

As the Peralta Colleges updale Lheir masler plans, we will look al uter-college processes and organizatonal opGowus tal better align to com-
munily veeds and fiscal realiies. We will be asking lough questions and engaging the College commmumily in ongoing couversations aboul
the future.

Al the end of the day, the Board of Trustees will weigh options and the views of the Chancellor, internal constituencies, and members of
the public. The result will be a Strategic Plan it anticipates the needs of the future and delivers wordd-class education and services o the
communly.
We Want Your Feedback! Send Chancellor Havris Yyour questions and thoughts with
an email to StrategicPlanning @peralta.edu




