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Compliance: Hours by Arrangement
Accreditation: Warning Status for Mission
College

Budget: Projected structural deficit of
$3,000,000



Hours by/Arrangement
The lIssues

Hours by arrangement (HBA) introduced
In the 90s at both colleges

Over 20% of DiI stri
generated by HBA



Hours by/Arrangement

The lIssues

Growing internal concerns regarding
Implementation and monitoring

Were hours and content reflected in course
outlines?

Were the hours being scheduled?
Were faculty consistently implementing HBA

Did syllabi clearly advise students of the
requirement?

Was there consistency between the two
colleges in terms of implementation?



Hours by/Arrangement
Initial Response

Mission College began an internal review
through its Curriculum Committee, 2005

Interim VP of Instruction with expertise Iin
Instructional delivery hired in summer 2006
and charged to resolve HBA issues

Anonymous complaint filed with Dept. of
Finance in fall 2006

Compl aint transferre
which Initiated a review and audit



Hours by/Arrangement
Response ~Phase 2

Chancell or 0s Off'i ce 1| ni
both colleges

District arranged at its expense for an independent
audit of course outlines, schedules, and syllabi

Chancell oros Office req
faculty certification of proper implementation of
HBA

Faculty union objected to the process but eventuall
an agreement was reached between union, District
and CO

Response to certification was limited

Complaint filed with Santa Clara County Civil
Grand Jury, which initiated an investigation in
summer 2008




Di strict and Chancel
agreement as to the scope of the problem and
the consequences

District set aside $4 million in anticipation of
liability



Hours by/Arrangement
Resolution

Resolution reached in December 2008, z
years later
Apportionment revenue reduction of $5,644, 227
Reduction in base of 2,243.57 FTES
On-going monitoring /auditing of HBA
District eligible to restore lost FTES
District given through June 2010 to pay penalty



Hours by/Arrangement
Impact

Fiscal
$5.6 million in fines
2,882 lost FTES

18,000 FTES District now a 16,000 FTES
District

Institutional Integrity
Confusion, anger, resentment, fear
Public perception
Demand for accountability
nability to focus on other issues




Hours by/Arrangement
Impact

Some positives

Districtos Land Corp
contribute $3,396,851 toward reduction

Civil Grand Jury Report issued in summer
2009; no unanticipated findings and no
conseguences

Lost FTES restored because of increased
student demand and strategic scheduling

Increased understanding of everyone of the
need for appropriate oversight and an
organization that ensures it



Hours by/Arrangement
Lessons Learned

Own the problem a

Control internal fingetpointing
Be proactive

Do not allow internal processes to unnecessarily impede
your response

Be absolutely forthright and transparent at all points
Keep everyone informed, including the Board
Work collaboratively with all parties

Focus on the problem, not on individuals. Compliance
Issues are almost always systems failures

Do not assume that any process is being implemented
properly; conduct regular, informal audits

Provide ongoing training to faculty, administrators and sta
who are responsible for implementation and
documentation of processes



Accreditation

The lIssues

College had not fully met recommendations
from 2001 accreditation team

Interim progress had not been sustained

Based on seltudy, College and District were
prepared for less than full reaffirmation

College placed on warning with 12
recommendations over two years requiring two
reports and two VisIts



Accreditation Recommendations
Response due2009

1.

2.
3.

Implement systematic program review
linked to resource/budget allocation

Systematically review mission statement

Complete development of student learnin:
outcomes

Complete planning agendas from 2001 ar
2007

Complete plans for student and
faculty/staff recruitment, retention and
success

Address fiscal impact of HBA



Accreditation Recommendations

Response! due2010
7. Improve research capacity

8. Develop effective organizational
administrative structures

9. Support classified participation in
governance

10. Clarify governance processes
11. District/BOT: Clarify governance roles

12. BOT: Establish goals relative to
educational programs



ImpactofWarning

Accreditation outcomes leveraged to

accomplish major changes in organizationa
culture and structure

President conveyed message that
accreditation status more critical to the
College than fiscal status

Chancellor, Board and College united in
commitment to respond satisfactorily to
recommendations



STAR! Initiative

STUDENTS

TEAMWORK

ACCREDITATION

RESOURCES




STATUS
2009 Progress Report

All recommendations satisfactorily met

Returning team I ndi c
Drogress was oOomiracu

Progress report was accepted by the
Commission
2010 Progress Report

College has evidence to support its
conclusion that it has satisfactorily met the
remaining recommendations




LESSONST/EARNED

A candid, objective sefitudy is critical for the
College, as well as the Commission

College community and Board need to be
thoroughly versed in accreditation expectations

Accreditation recommendations can be
powerful tools to establish priorities, improve
performance and make necessary changes

Accreditation can be a unifying force for the
college community

Accreditation should be a continuous process -
not an event ~ of regular and systematic
planning, implementation and evaluation



BUDGET

The lIssues
Longterm, ongoing structural deficit
Hours by Arrangement
Reduction of $5.6 million in apportionment

Precipitous downsizing from an 18,000 FTES
to 16,000 FTES

Potential loss of $8.4 million if lost FTES
could not be restored

Lack of a permanent District Chief
Business Officer

State Budget Crisis



Hired a consultant to conduct a district wid

organizational review with the goal of identifying
ways to achieve a savings target of $10 million

Used participatory processes to develop RFP ar
select consultant

Ensured that consultants were visible and workit

with appro

priate College and District

constituencies

Developec

a mechanism to share and track

recommendations



OUTCOMES(OF
ORGANIZATIONAL REVIEW

132 Recommendations

Principal findings of consultants

Restoration of lost FTES critical and time
sensitive

Expenditures needed to be reduced to matct
revenues

WSCH/FTEF ratio extremely low
District too reliant on onetime funds

Organization and administrative systems
iInefficient



RESPONSETO
ORGANIZATIONAL REVIEW

District developed 8 proposals for
changes in:

Instruction

Admissions & Records

Administrative Services
_ibrary Services
Research & Planning
nformation Systems
-Human Resources
Emergency Services




OTHERRESPONSES

Implemented early retirement incentives for
faculty, management and supervisors

Hired a permanent CBO
Froze most position replacements

Offices of Instruction worked with faculty
leadership to:

Restore lost FTES
Improve WSCH/FTEF
Negotiated changes to benefits and salaries



RESULTS

Early retirement incentives
Savings: $1,485,000-going
Hiring Freeze
Savings: > $200,000
Increased enrollment
Revenue: $5,400,000 net
Increased efficiency
Savings: $1,300,000
Negotiations
Savings: Unknown



What havewe:accomplished?

Purged position controd eliminated
defunded positions

Restored HBA losses and recovered $7.6
million In revenues

District in compliance with HBA FY 08/09
Audit

Implemented retirement incentive program
24 FT faculty
8 Managers
/ Supervisors
4 Confidentials



What have we accomplished?

(continued)

Continued/implemented organizational
review/restructuring

MIi grated from Wal g
plan)d $300,000 annual savings

Implemented Statenandated workload
reduction- $2.9 million cut in
apportionment

Matched apportionment with FTES



OUTCOME

oSoftod | anding
Coordinated planning for FY 10/11




2010-11

Negotiated pay reduction and benefit car

Hard benefit audit
No categorical backfill
$2 to $4 million service and staff cuts

$1,700,00 OPEB

Institutionalized organizational and
efficiency change



