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Executive Summary: Chabot College Institutional Effectiveness Partnership

Goal of EEPI

The goal of this initiative is to help advance California Community Colleges’ institutional effectiveness,
and in the process significantly reduce the number of accreditation sanctions and audit issues, and most
importantly, enhance the system’s ability to serve students effectively. An important focus of the initiative
is to draw on the exceptional expertise and innovation from within the system in advancing best practices
and avoiding potential pitfalls.

Major Components of IEPI
There are three major components of the initiative:

1. Develop a framework of indicators and college/district goals.

2. Enhance professional development opportunities for colleges and districts through the IEPI
Specialized Training Program. This includes the development of an online Professional Learning
Network (PLN} and providing regional workshops.

3. Make Technical Assistance Teams (called Partnership Resource Teams or PRTs) available to
institutions that express interest in receiving assistance.

Chabot's Request for Technical Assistance

In 2015, President Sperling submitted a Letter of Interest requesting technical assistance from IEPI. Tn
her letter, she described the college's interest in improving the nexus between our college planning and
resource allocation recommendations arising through our shared governance structure. This single area of
interest was defined as having three areas of focus:

1. Planning and Resource Allocation
2. Shared Governance Structure
3. Institutionalizing Institutional Effectiveness

President Sperling's request was approved and in Spring 2016 the college formed an ad hoc [EPI
workgroup to collaborate with the PRT and further the college's progress in these areas. During their
initial visit in March 2016, the PRT met with the IEPI workgroup, senior administration, Academic and
Classified Senates, the College Budget Committee, and PRBC to gain a better understanding of our focus
areas and desired outcomes.
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The PRT followed up this initial visit with: (1) a written summary of their observations about our areas of
focus, what we have already done or plan to do about them, and what additional IEPT resources would
help us progress; and (2) a preliminary List of Primary Successes and Menu of Options (MOQs). The
MOOs are suggested locations for developing best practices for our areas of focus. The PRT does not “tell
us what to do," but provides peer reflective conversation and consultation to facilitate the directions we
would like to go.

The PRT returned to our campus in May 2016 to meet with the TEPI workgroup and assist in the
development of our [nnovation & Effectiveness (I & E) Plan. In the plan, we identified objectives and
associated action steps required to advance institutional effectiveness in our three areas of focus.
Completing these action steps has been the primary task of the IEPT workgroup.

Visit the Innovation & Effectiveness Plan and Proposals page to review the progress we've made on
meeting our objectives thus far,
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CLPCCD Summayry of IEPI Peer Advice Reguest

Statement of the Issue to Be Addressed

The Chabot-Las Positas Community College District (CLPCCD) has a need fo strengthen the use
of technology to gather and analyze data, and to monitor and strengthen ongoing practices across
college and district operations. At the district office and at the colleges, there is a sense that
greater access to technology resources is needed for more readily completing student success
research, grant repoiting, and so on. Administrators, faculty, and classified professionals need to
track performance in various programs and areas of operation in real time and in the aggregate
for planning and evaluation. There are mixed views about whether the sirategic priority for
strengthening this technology capacity is in the area of leadership and technology engagement by
administration across the district, professional competency development/iraining, ITS policy and
procedure, technology infrastructure and staffing, or some combination of all of these.

In addition, while there are active and effective research offices at both colleges, the district
office does not have a research function. Addition of a district research capacity for harvesting,
analyzing, reporting, and tracking key information would: provide an additional data delivery
nexus between the district and campus constituents; create efficiencies for the district and
colleges in sharing timely and relevant data reports; allow for specific strategies to coalesce as
institutional priorities across the district; facilitate greater collaboration between colleges around
critical student success challenges; aid in the establishment of effective data-based policies and
practices; and highlight innovations that should be further supported through decisionmaking and
resource allocation,

Brief Summary of CLPCCD ITS and Research Need

CLPCCD is comprised of two colleges—Las Positas College and Chabot College—and the
District Office. Together, they have enjoyed relative stability through the years as modulated by
conservative fiscal practices and sustained adherence to accepted effective practices.

The Information Technology Services Department (ITS) is a service area of the district office. In
addition to the Chief Technology Officer, Jeannine Methe, and a Network Systems Manager, ITS
includes fifteen staff { a computer operations supervisor, 2 in network systems, one on Help
Desk, and 11 in systems/programming). ITS staff are located at the campuses as well as at the
district office. The district uses Banner as its enterprise system, with a variety of compatible
programs to enhance specific functions. About a year ago, on the Chancellot’s initiative, the
disfrict transitioned from a legacy email system to Outlook.

There is a Technology Commiitee at each of the colleges, as well as a District Technology
Committee. The membership of these committees is representative of roles and functions across
constituencies, and the committees serve as conduits of review, Input, and recommendations on
technology matters through the Integrated Planning and Budgeting governance process. There is
a regularty-updated Technology Master Plan, and annual program review processes provide the
means for identifying new needs and evaluating progress on a regular basis.




In response to calls for easier access to data and generation of reports, ITS developed the Argos
tool. Argos was designed to provide a dashboard-like experience for users, with pre-designed
reports and the ability to create an individualized repost on a one-time basis for downloading
(establishment of individualized standing reports by adminisirators and others is not available in
Argos, but new reports are programmed by ITS if needed). At the same time, the old data system
was preserved, as a dozen or so key data consumers felt more comfortable with the information
available in that format. There have been issues with perceived differences in the numbers (data)
presented, due in part to the timing of downloads and to variances in how standard reports on
each have been programmed. In fail 2016, the Argos tool was enhanced with the addition of a
daily data snapshot of enrollment-related information. Administrators were the target audience of
the new EMC Stats snapshot, but it is available to anyone at the colleges. Unfortunately, overall
use of Argos data has not been up o expectations.

The district has made security and uniformity a priority in its ITS policies and procedures.
Virtual off-campus access to the Argos tool, computer files, and so on is generally not available.
Introduction of add-ons and conducting updates are handled centrally, and folks are encouraged
{0 contact the Help Desk or ITS to request specific data reports or compiled information. The
addition of new programs or functionality is handled with deliberation, to allow for ITS to gain
familiarity and ensure that user supports will be available. At times, the period between initial
identification of a technology need and ultimate implementation of the software or other is
exacerbated by the need to ensure the relevant constituents at each college are ready to move
forward with the rollout {and its inevitable temporary inconveniences). If significant time to
implementation elapses, user training and orientation sessions may need to be repeated.

ITS also has worked to give priority 1o the needs of the individual campuses in terms of 1T
support and resources, working ongoing with Admissions and Records and schedulers to ensure.
the system is working as needed. In the past several years, CCCCO initiatives have called for the
ability to track student progression, from first contact with college through to completion of a
program. ITS is in the process of implementing the Recruit module by fall 2017 to assist with
this need, and then will implement the next-level Advisor module, for spring 2018. The Banner
system is slated for a major upgrade, to XE, while will begin in 2017, with an expectation of
“going live” at the beginning of 2018. In addition, projects to transition from Blackboard to the
Canvas platform for distance education and to implement the Common Assessment Instrument
are underway, with needed programming and other support. The college websites are being
updated and upgraded, and the district webpage will follow over the next year. Infrastructure
planning and implementation, under the CLPCCD Measure B and Measure A bonds, inelude
enhancement of wireless access at the campuses, improved cell phone service, installation of
phone systems that are VOIP capable, and more,

At the district level, the human resources, business services, economic development/contract
gducation, public information and governmental relations, and educational services and student
success departments and the Chancellor’s Office have discussed technology-related strategies to
enhance services to the colleges, including maximizing the functionality and use of existing
sysiems.




The colleges and district are exploring ways to better integrate planning and decisionmaking
processes leading to resource allocation, increase grants and partnerships, align student success
and equity worlk with basic skills and career-téchnical education, enhance regional partnerships
with businesses and higher education, develop guided pathways for students, increase dual
entoliment and other partnerships with service area K-12 districts, work within the adult
education consortium to provide greater college-going opportunities for adults, evolve
approaches for building college preparedness, and strengthen workforce development programs
and employer relationships, to name a few areas. Fuch of these conversations involves research
and technology elements, and includes o need for facilitating districtwide strategies.

Clearly, the increased demands at CLLPCCD for technology enhancement of instruction, student
services, operations, and communications lies within a context that also carries other urgencies,
priorities, and ongoing needs that draw the attention and focus of leaders and constituents across
the district, as well as district resources, Our challenge is to better understand where the district’s
respouse to fechnology needs can be enhanced, so as to align with significant information and
analysis needs related to increasing student success, and to allow business operations to respond
apptopriately and timely to the internal and external factors that call for data-driven decisions.

hitp://www,clpeed.org/tech/
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Las Positas Coliege

Institutional Effectiveness Partnership Initiative (IEPI)

Report to Board of Trustees January 24, 2017

The focus of LPC’s innovation and effectiveness plan was

e Marketing, specifically in the areas of enrollment management and outreach, with a
goal of increasing enrollment.

e A focus on Adult Education and Community Education, with the goal of increasing
enrollment in these areas, in part by developing new courses and pathways.

e Increasing LPC’s name recognition within the community was also an objective, which
would lead to increased enrollment in multiple areas/programs within the college.

The college has undertaken multiple marketing efforts with the assistance of the Director of
Public Relations and Marketing. Surveys of community members as well as current students
were conducted to determine their needs and their media/outreach preferences. A marketing
plan was developed that incorporated the survey data to reach more potential students and to
encourage current students to take more classes when feasible. The fall and spring class
schedules were enhanced with color photographs and were mailed to thousands of households
in the Tri Valley area. In part due to these efforts, falt enrollments at LPC were higher than
those of the previous fall semester (3,113 FTES in Fall 2015 versus 3,241 FTES in Fall 2016},
while spring enrollment remained relatively flat (3,184 FTES in Spring 2016 versus 3,144 FTES
during approximately the same time in Spring 2017) — a positive outcome when most colleges
are seeing declining enrollment.

There were two major marketing campaigns that took place that supported IEPI goals. The first
campaign began in April of 2016 and concluded in August of 2016; this campaign included
online ads, information that was communicated to students via direct email, and ads that were
placed on Stoneridge Mall’s Skybanner. The online campaign produced 18,025 clicks on ads
that were on Facebook and 63,028 clicks on ads that were on Pandora. With regard to emails, a
total of 25,043 were sent to students who had missed a semester of classes or applied to LPC,
but never enrolled. The ads that were placed on Stoneridge Mall Skybanner had the potential
to be seen by one million mall visitors during the time is was displayed. The second marketing
campaign was short, from December 24, 2016 to January 15, 2016, and focused solely on ads in
Facebook; this campaign produced about 29,500 clicks on Facebook.

The goal of increasing Adult Education and Community Education courses is more long-term,
especially in the areas of developing new courses and pathways, but LPC made progress in
these areas as well. This work will continue with input from stakeholders within the college and
in the broader community.



