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WHAT WE DO 
MATTERS GREATLY

https://consumer.healthday.com
/3-8-which-americans-live-

longest-education-matters-more-
now-than-race-study-shows-

2650890374.html

https://consumer.healthday.com/3-8-which-americans-live-longest-education-matters-more-now-than-race-study-shows-2650890374.html


ENROLLMENT 
& STUDENT 
SUCCESS 
TRENDS
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Source: Apportionment Attendance Report (CCFS-320)
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Source: Apportionment Attendance Report (CCFS-320)
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Source: Peralta CCD Data Dashboards (Course Completion and Retention - Instructional)

UNDUPLICATED STUDENT HEADCOUNT



HEADCOUNT BY SOCIAL ECONOMIC STATUS

8
Source:  CCCCO Data Mart & Peralta CCD Data Warehouse
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Source: Peralta CCD Data Warehouse

NUMBER OF COURSE SECTIONS & FTEF
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Source: CCCCO Data Mart and Peralta CCD Data Dashboard (Course Completion and Retention - Instructional)

COURSE SUCCESS RATES

Course Success is % 
of enrollments with a 

grade of A,B,C, 
and/or P who 
successfully 

completed the class. 
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COURSE RETENTION RATES

Course Retention is % 
of enrollments with a 

grade of 
A,B,C,D,F,P,NP,I,FW 
out of all students 
who stayed in the 
class as of census

Source: CCCCO Data Mart and Peralta CCD Data Dashboard (Course Completion and Retention - Instructional)



THE IMPACT OF COVID – 19 
RETENTION AND SUCCESS
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Source:  CCCCO DataMart
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IMPLICATIONS OF ENROLLMENT DECLINES

 Reduced access to needed education
 Disproportionate impact on most vulnerable students 
 Decreased skilled workforce
 Lower health status and life expectancy 

(https://consumer.healthday.com/3-8-which-americans-live-longest-
education-matters-more-now-than-race-study-shows-2650890374.html)

 Reduced apportionment funding, leading to difficult decisions

https://consumer.healthday.com/3-8-which-americans-live-longest-education-matters-more-now-than-race-study-shows-2650890374.html


APPROPRIATION 
FUNDING 
(SCFF) OVERVIEW

• FY20/21 funding based on 
an average FTES level of 
15,040

• Actual FY20/21 FTES 
produced was 12,910

• Hold harmless & stability 
protection adjustments 
total $13.8M (11.3% of TCR)



APPROPRIATION 
FUNDING 
(SCFF) PROJECTION

• Hold harmless scheduled to 
FY23/24

• What would our FY24/25 
funded FTES be?

• FY24/25 funding would be 
based enrollments for FY21/22, 
22/23, 23/24 (Avg. FTES 13,400 
– 14,000)

• The lower average funding 
FTES could result in funding 
reductions between -7% to -
11%



CONSULTING 
ENGAGEMENTS
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HIGHLIGHTS
• Enrollments have been declining over past five years; the 

pandemic exacerbated the problem and were most acute 
among American Indian,  African American, and Pacific 
Islander students as well as students with low social economic 
status.  

• Course success and retention results showed positive trends 
across the district.  However, success rates of African 
Americans and American Indians remained relatively low for 
the past five years.

• Student Academic Needs Should Drive Enrollment 
Management Decisions.  As a general rule, student academic 
needs (curriculum balance, quality of instruction, availability of 
courses, etc.) should be the primary factors guiding enrollment 
management decisions.

• Enrollment management decisions should be based on the 
principle of providing students access to courses and programs 
and fostering their success while optimizing the use of financial 
resources. Student-centered schedules should be planned, 
efficient and responsive to the communities served.
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Project Purpose: 
To examine enrollment, 
retention and student 
success trends at PCCD 
and the impact of the 
pandemic on them. 



RECOMMENDATIONS
• Advance student access, equity, and success 

through integrated student support/academic 
support/Guided Pathways efforts. 

• Data-driven decision-making:  through 
comprehensive enrollment reporting, regular 
enrollment/FTES data tracking,  disaggregated 
enrollment trend analysis by disciplines/programs, 
ethnicity, age, delivery method, etc.

• Coordinate & target marketing/outreach efforts 
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• Develop new programs/curriculum prioritizing high demand & high paying jobs 
fields

• Strategically grow Distance Ed., dual enrollment, and non-credit/adult ed./CDCP 
course offerings
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HIGHLIGHTS

92 Interviews conducted 

• Institutional Research
• Instruction

• Staff who produce academic 
schedule 

• Staff responsible for VTEA data
• Student  Services Offices

• A&R, Counseling, DSPS, 
EOPS/CalWORKs, & Financial Aid

• Human Resources 
• Information Technology
• International  Students

Project Purpose: 
To examine data integrity and 
related processes to optimize student 
success and the alignment with the 
Student-Centered Funding Formula



HIGHLIGHTS

Recommendations
• Involve F/A staff early in validating MIS 

reporting
• Enhance capture process related to Pell & 

College Promise reporting
• Streamline the student enrollment survey
• Use process mapping to enhance the student 

experience - eliminate non-value-added 
steps

• Clearly define district vs. college functions
• Institutionalize & prioritize data quality efforts 20

Gap Analysis 
• Address potential under reporting of Financial 

Aid & VTEA/Perkins funding 
• Student experience not optimized
• Clarify operational roles between college & 

district functions
• Management and coordination of data 
• Maximizing Peoplesoft functionality
• Improve staff training & knowledge transfer
• Defining MIS resubmission standards
• Address Data quality & reliability issues  
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Project Purpose: 
To examine enrollment, 
trends, associated 
functions, processes, 
and strategic enrollment 
management plans and 
efforts. 

HIGHLIGHTS

Strengths and 
Opportunities Analysis:

• Enrollment 
Management

• Marketing
• Prospective Student 

Communications
• Student Onboarding
• Customer Service
• Admissions & Records
• Financial Aid

• Student Payments
• Program Innovations
• Scheduling
• International Student 

Enrollment
• Student Success
• Data and Research
• Enabling Technologies
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HIGHLIGHTS

Strategic 
Opportunities:

1. Peralta 
Enrollment 
& Service 
Experience

2. Inquiry 
Capture & 
Prospect 
Cultivation

3. Improve 
College 
website

4. Closing 
Retention 
and Equity 
Gaps

 Recommendations for Faculty in SEM
• Define the CoA value proposition for students 

(distinction, assets, ROI)

• Innovation & excellence in teaching

• Involvement in promotion and recruitment 
efforts

• Development of Academic Programs & co-
curricular learning opportunities based on 
student and workforce demands



WHAT 
NOW?


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Reflection - Analysis Plan of Action

Implementation & 
Monitoring

Assessment/
Evaluation

Improve & Enhance Repeat



QUESTIONS?
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I 

Total Computational Revenue (TCR) 
I. Base Allocation (HES+ Basic Allocation) 

II. Supplemental Allocation 

Ill. Student Success Allocation 

Revenue Sources 
Property Tax 

Less Property Tax Excess 

Student Enrollment Fees 

Education Protection Account (EPA) I Calculation: 

State General Entitlement 

State General Entitlement 

Main General Fund Apportionment 

California Community Colleges 
2020-21 First Principal 

Peralta CCD 
Exhibit C - Page 1 

Total Computational Revenue and Revenue Sources 

2020-21 Student Centered Funding Formula (SCFF) Calculated Revenue (A) 

2019-20 SCFF Calculated Revenue+ COLA (B) 

2020-21 Hold Harmless Revenue (C) 

2020-21 Stabilty Protection Adjustment 

2020-21 Hold Harmless Protection Adjustment 

2020-21 TCR (Max of A, B, or C) 

Funded FTES x $100 min or $1,101.69 max Funded FTES: 15,599.61 X Rate: $1,101.69 

$ 38,531,919 

$ 79,489,114 

18,139,032 

10,215,807 

$ 107,843,953 

114,496,489 

121,621,911 

6,652,536 

7,125,422 

$ 121,621,911 

$ 53,389,536 

-

8,406,113 

I 17,185,869 

39,742,594 

Full-Time Faculty Hiring (FTFH) Apportionment (2015-16 Funds Only) 1,210,675 

Total State General Entitlement $39,742,594 

Adjustment(s) -
Total State General Entitlement $39,742,594 Available Revenue $ 118,724,112 

2020-21 TCR (Max of A, B, or C) 121,621,911 

Revenue Deficit Percentage 2.3826% Revenue Deficit $ (2,897,799) 

Supporting Sections 

Section la: FTES Data and Calculations 

a b C d e f=b+c+d+e g=f h i =g+h 

(except credit= 

(a+ b+f)/3) 
2018-19 2019-20 2020-21 2020-21 2020-21 2020-21 2020-21 2020-21 2020-21 

FTES Category Applied #3 Applied #3 Restoration Decline Adjustment Applied #1 Applied #2 Growth Funded 

Credit 15,192.14 14,964.43 14,964.43 15,040.33 15,040.33 

Incarcerated Credit - - - -
Special Admit Credit 1,217.08 457.86 457.86 457.86 457.86 

CDCP 72.23 41.71 - - 41.71 41.71 41.71 

Noncredit 69.47 59.71 59.71 59.71 59.71 

Total FTES=»> 16,550.92 15,523.71 15,523.71 15,599.61 15,599.61 

Total Values=»> $63,002,810 $0 $0 $0 

Change from PY to CY=>>> $0 

j =g XI k = h XI I m=j+k n o=f + h p=n-o q = px I 

2020-21 2020-21 

Applied #2 2020-21 2020-21 2020-21 2020-21 2020-21 2020-21 Unfunded FTES 

FTES Category Revenue Growth Revenue Rate$ Total Revenue Applied #0 Applied #3 Unfunded FTES Value 

Credit $60,296,696 $ $4,009.00 $60,296,696 14,964.43 14,964.43 

Incarcerated Credit $5,621.94 - -

Special Admit Credit 2,574,062 $5,621.94 2,574,062 457.86 457.86 

CDCP 234,491 $5,621.94 234,491 41.71 41.71 

Noncredit 201,857 $3,380.63 201,857 59.71 59.71 

Total $63,307,106 $0 $63,307,106 15,523.71 15,523.71 

Total Value=»> $63,002,810 

Section lb: 2020-21 FTES Modifications Definitions 

FTES Selected r s t I u n=s+t+u 19-20 App#3: 19-20 App#l plus 19-20 Growth, is the base for 20-21 

Applied #0 Reported 320 Emergency Conditions Allowance (ECA) 2020-21 20-21 App#0: Reported Rl FTES with COVID-19 and other ECA and statutory 

Rl PY 19-20 Rl FTES CY 20-21 Pl FTES COVID-19 Other Applied #0 protections. These FTES are used in the calculations of the 20-21 funded FTES. 

Credit 14,964.43 12,263.14 2,701.29 14,964.43 20-21 App#1: Base for 20-21 plus any restoration, decline or adjustment 

Incarcerated Credit - - - 20-21 App#2: FTES that will be funded not including growth 

Special Admit Credit 457.86 507.61 (49.75) 457.86 20-21 App#3: 20-21 App#l plus Growth and will be used as the base for 21-22 

CDCP 41.71 68.75 (27.04) - 41.71 20-21 Adjustment: Alignment of FTES to available resources. 

Noncredit 59.71 70.55 (10.84) 59.71 Change Prior Year to Current Year: 20-21 App#O value minus 19-20 App#3 value 

Total 15,523.71 12,910.05 2,613.66 15,523.71 and is the sum of CY restoration, decline, growth and unapplied values 

Report produced on 2/25/20216:48 PM 
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California Community Colleges 
2020-21 First Principal 
Peralta CCD 
Exhibit C - Page 2 

Section le: FTES Restoration Authority 

I 
V 

FTES category 2017-1B 

Credit 

Incarcerated Credit 

Special Admit Credit 

CDCP 

Noncredit 

Total 

Section le: Basic Allocation 

District Type/FTES 
Funding 

Rate 
Single College Districts 

-
-

-
-

-

-

~ 20,000 6,742,506.62 
~ 10,000 & < 20,000 5,394,005.51 

< 10,000 4,045,502.28 
Multi-College Districts 

~ 20,000 5,394,005.51 
~ 10,000 & < 20,000 4,719,754.42 

< 10,000 4,045,502.28 
Additional Rural ~ 1,286,718.94 

Section II: Suoolemental Allocation 

Supplemental Allocation - Point Value $94B 
AB540 Students 
Pell Grant Recipients 
Promise Grant Recipients 

I Section Ill: Student Success Allocation 

All Students - Point Value $559 

Associate Degrees for Transfer 

Associate Degrees 

Baccalaureate Degrees 

Credit Certificates 

Transfer Level Math and English 

Transfer to a Four Year University 

Nine or More CTE Units 

Regional Living Wage 

Pell Grant Recipients - Point Value $141 

Associate Degrees for Transfer 

Associate Degrees 

Baccalaureate Degrees 

Credit Certificates 

Transfer Level Math and English 

Transfer to a Four Year University 

Nine or More CTE Units 

Regional Living Wage 

Promise Grant Recipients - Point Value $141 

Associate Degrees for Transfer 

Associate Degrees 

Baccalaureate Degrees 

Credit Certificates 

Transfer Level Math and English 

Transfer to a Four Year University 

Nine or More CTE Units 

Regional Living Wage 

I 
w 

I 
y z = (v + w + y) x I 

201B-19 2019-20 Total$ 

3,492.39 227.71 $ 14,913,881 

-

(1,217.08) 759.22 (2,574,062) 

(72.23) 30.52 (234,491) 

47.84 9.76 194,724 

2,250.92 1,027.21 $ 12,300,052 

Number of Basic 
Colleges Allocation 

$0 

4 16,182,008 

Subtotal $16,182,008 

Points 

1 
1 
1 

Points 
2017-1B 201B-19 

Headcount Headcount 

4 520 569 

3 871 861 

3 0 0 

2 339 321 

2 356 465 

1.5 1,053 1,090 

1 2,758 2,739 

1 2,713 2,863 
All Students Subtotal 8,610 8,908 

6 303 337 

4.5 492 542 

4.5 0 0 

3 170 157 

3 142 192 

2.25 500 508 

1.5 1,246 1,184 

1.5 603 619 
Pell Grant Recipients Subtotal 3,456 3,539 

4 394 429 

3 637 688 

3 0 0 

2 242 217 

2 184 288 

1.5 669 695 

1 1,829 1,730 

1 1,138 1,268 
Promise Grant Recipients Subtotal 5,093 5,315 

Total Headcounts 17,159 17,762 

Report produced on 2/25/2021 6:48 PM 

Section Id: FTES Growth Authority 
aa ab 

I 
ac=aaxab 

2019-20 2020-21 
FTES category %target Applled #3 FTES Growth FTES 

Credit 0.00% 14,964.43 -
Incarcerated Credit 0.00% -

Special Admit Credit 0.00% 457.86 -
CDCP 0.00% 41.71 -

Noncredit 0.00% 59.71 -

Total 15,523.71 

Total Growth FTES Value=»> 

FTES 
Funding 

Number of Centers 
Basic 

Rate Allocation 
State Aggroved Centers 

~ 1,000 $1,348,501.11 $0 
Grandgarented Centers 

~ 1,000 1,348,501.11 
~ 750 & < 1,000 1,011,375.57 

~500&<750 674,250.03 
~250&<500 337,125.54 
~100&<250 168,563.83 

Subtotal $0 
Total Basic Allocation $16,182,008 
Total FTES Allocation 63,307,106 

Total Base Allocation $79,489,114 

2019-20 
Rate Revenue 

Headcount 
1,013 $948 $960,324 
5,923 948 5,615,004 

12,198 948 11,563,704 

Totals 19,134 $18,139,032 

2019-20 Three Year Rate= Point Value 
Revenue 

Headcount Average x Points 

606 565.00 $2,236.00 $1,263,340 

855 862.33 1,677.00 1,446,133 

0 1,677.00 0 

425 361.67 1,118.00 404,343 

656 492.33 1,118.00 550,429 

1,157 1,100.00 838.50 922,350 

2,528 2,675.00 559.00 1,495,325 

2,947 2,841.00 559.00 1,588,119 
9,174 8,897.33 $7,670,039 

343 327.67 $846.00 $277,206 

508 514.00 634.50 326,133 

0 - 634.50 0 

189 172.00 423.00 72,756 

263 199.00 423.00 84,177 

561 523.00 317.25 165,922 

1,127 1,185.67 211.50 250,769 

670 630.67 211.50 133,386 
3,661 3,552.00 $1,310,349 

468 430.33 $564.00 $242,708 

638 654.33 423.00 276,783 

0 423.00 0 

270 243.00 282.00 68,526 

377 283.00 282.00 79,806 

751 705.00 211.50 149,108 

1,623 1,727.33 141.00 243,554 

1,316 1,240.67 141.00 174,934 
5,443 5,283.67 $1,235,419 

18,278 17,733.00 

Total Student Success Allocation $10,215,807 
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THE IMPACT OF COVID-19 ON 
ENROLLMENT AND SUCCESS

Fall 2019 vs. Fall 2020
February 23, 2021

Presentation to Peralta CCD Board of Trustees 
1



OUTLINE

• The Impact of COVID - 19 on Higher Education
• The Impact of COVID – 19 on Peralta CCD Enrollment/FTES
• The Impact of COVID – 19 on Peralta CCD Retention and 

Success
• Summary of Findings
• Preliminary Recommendations 
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THE IMPACT OF COVID-19  
ON HIGHER EDUCATION

• Quality of Instruction:  The move to online-only classes for instruction prompted concerns about the quality of 
educational instruction provided remotely.

• Enrollment Declines: Freshman enrollment in fall 2020 declined by an unprecedented 13.1%. This led to an 
overall postsecondary enrollment dip of 2.5% according to the most recent data from the National Student 
Clearinghouse. Enrollment declines vary by institution, but public 2-year institutions have generally seen the largest 
declines in first-time student enrollment (-21.0%) followed by public colleges and universities (-8.1%). New 
international student enrollment dropped by 43%.

• Unexpected cost: Campus closures and the move to online learning caused colleges and universities to face a 
number of unexpected expenses from the outbreak. These expenses included: refunds issued to students for room 
and board, increased cleaning operation costs, and growing technology costs from moving courses online.

• Uncertain Budgets: Amidst declining enrollment, public institutions must also navigate likely declines in state 
funding. The immediate economic impact of the pandemic forced several states to reduce funding for higher 
education institutions in this fiscal year and several other states relied on federal CARES Act funding to avoid larger 
cuts. 

• Student Support and Resources:  housing and dinning, support services

• Declining International Student Enrollment:  A recent survey found that new international student 
enrollment dropped by 43% and overall international student enrollment is down 16% in Fall 2020.

Source:  NCSL (https://www.ncsl.org/research/education/higher-education-responses-to-coronavirus-covid-
19.aspx#:~:text=Closures%20and%20Learning%20Disruption&text=The%20spring%20semester%20of%202020,shifted%20to%20online%2Donly%20instruction.)
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https://nscresearchcenter.org/wp-content/uploads/CTEE_Report_Fall_2020.pdf
https://opendoorsdata.org/wp-content/uploads/2020/11/Fall-2020-Snapshot-Report-Key-Findings.pdf
https://opendoorsdata.org/wp-content/uploads/2020/11/Fall-2020-Snapshot-Report-Key-Findings.pdf


THE IMPACT OF COVID – 19  
ENROLLMENT/FTES

Source:  Peralta CCD Data Dashboards 
(Course Enrollment, FTES, FTEF Summary Report)
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4

Fall16 Fall17 Fall18 Fall19 Fall20
Alameda 1,529.56 1,522.13 1,458.35 1,326.27 1,154.67
Berkeley 1,704.87 1,610.08 1,504.24 1,426.90 1,380.78
Laney 3,003.35 2,967.14 2,793.28 2,767.68 2,085.57
Merritt 1,820.88 1,804.25 1,824.40 1,763.85 1,419.03

 -

 1,000.00

 2,000.00

 3,000.00

Resident FTES

Alameda Berkeley Laney Merritt

-2.0% -5.0% -3.9%
-17.1%



THE IMPACT OF COVID – 19 
ENROLLMENT/FTES

Source:  Peralta CCD Data Dashboards 
(Course Enrollment, FTES, FTEF Summary Report)
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THE IMPACT OF COVID – 19  
ENROLLMENT/FTES

Source:  Peralta CCD Data Dashboards 
(Course Enrollment, FTES, FTEF Summary Report)
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THE IMPACT OF COVID – 19 
ENROLLMENT/FTES

Source:  Peralta CCD Data Dashboards 
(Course Completion and Retention - instructional)
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THE IMPACT OF COVID – 19  
ENROLLMENT/FTES

Source:  Peralta CCD Data Dashboards 
(Course Completion and Retention - instructional)

Gender Fall 2016 Fall 2017 Fall 2018 Fall 2019 Fall 2020 5Yr Change FA19-FA20
Female 14,245 14,235 13,618 13,375 12,039 -15.5% -10.0%
Male 10,824 10,695 10,102 9,662 7,940 -26.6% -17.8%
Unknown 510 551 614 684 628 23.1% -8.2%
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THE IMPACT OF COVID – 19  
ENROLLMENT/FTES

Source:  Peralta CCD Data Dashboards 
(Course Completion and Retention - instructional)
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Headcount by Age Groups
Fall 2016 Fall 2017 Fall 2018 Fall 2019 Fall 2020

Age Fall 2016 Fall 2017 Fall 2018 Fall 2019 Fall 2020 5Yr Change FA19-FA20
16-18 3,001 3,311 3,224 3,271 3,448 14.9% 5.4%
19-24 9,881 9,620 8,877 8,530 7,217 -27.0% -15.4%
25-29 4,075 4,041 3,842 3,554 3,049 -25.2% -14.2%
30-34 2,451 2,387 2,413 2,315 2,064 -15.8% -10.8%
35-54 4,127 4,082 3,944 3,981 3,306 -19.9% -17.0%
55-64 1,050 974 850 870 603 -42.6% -30.7%
65 or+ 601 623 689 705 391 -34.9% -44.5%
Under 16 393 443 495 495 529 34.6% 6.9%
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THE IMPACT OF COVID – 19  
ENROLLMENT/FTES

Source:  Peralta CCD Data Dashboards (Course Completion and Retention - instructional)
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Headcount by Ethnicity
Fall 2016 Fall 2017 Fall 2018 Fall 2019 Fall 2020

Ethnicity Fall 2016 Fall 2017 Fall 2018 Fall 2019 Fall 2020 5Yr Change FA19-FA20
American Indian 80 73 46 55 50 -37.5% -9.1%
Asian 6,197 6,273 5,924 5,698 4,902 -20.9% -14.0%
Black/African American 5,369 5,126 4,884 4,496 3,645 -32.1% -18.9%
Hispanic/Latino 6,505 6,884 6,872 6,936 5,949 -8.5% -14.2%
Pacific Islander 167 169 121 126 116 -30.5% -7.9%
Two or More 1,391 1,364 1,414 1,283 1,263 -9.2% -1.6%
Unknown 1,289 1,215 826 1,241 914 -29.1% -26.3%
White 4,581 4,377 4,247 3,886 3,768 -17.7% -3.0%
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THE IMPACT OF COVID – 19  
ENROLLMENT/FTES

Source:  Peralta CCD Data Dashboards 
(Course Completion and Retention - instructional)
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Headcount by Social Economic Status
Fall 2016 Fall 2017 Fall 2018 Fall 2019 Fall 2020

SES Fall 2016 Fall 2017 Fall 2018 Fall 2019 Fall 2020 5Yr Change FA19-FA20
BOGG/Promising 12,781 12,461 11,730 10,984 8,698 -31.9% -20.8%
Pell 6,303 6,409 5,741 5,227 3,522 -44.1% -32.6%
Low Income 17,739 17,204 16,003 14,780 11,755 -33.7% -20.5%
1st Gen 11,646 12,551 12,165 11,940 10,282 -11.7% -13.9%
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THE IMPACT OF COVID – 19  
ENROLLMENT/FTES

Source:  Peralta CCD Data Dashboards 
(Course Completion and Retention - instructional)
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Major Special Programs
Fall 2016 Fall 2017 Fall 2018 Fall 2019 Fall 2020

Special Programs Fall 2016 Fall 2017 Fall 2018 Fall 2019 Fall 2020 5Yr Change FA19-FA20
DSPS 1,314 1,305 1,173 1,208 758 -42.3% -37.3%
EOPS 1,758 1,946 1,922 1,794 1,206 -31.4% -32.8%
Foster Youth 102 139 91 99 79 -22.5% -20.2%
Veterans 300 300 250 243 166 -44.7% -31.7%
UMOJA 28 50 53 192 362 1192.9% 88.5%
Dual Enrollment 1,059 1,416 1,462 - 16 -98.5% N/A
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PROPORTIONALITY INDEX (P.I.)

• Proportionality methodology compares the percentage of a disaggregated subgroup in an initial 
cohort to its own percentage in the resultant outcome group.

• The formula for proportionality is the percentage in the outcome group divided by the 
percentage in the original cohort (outcome percentage/cohort percentage).

• The higher the proportionality index (P.I.), the higher the rate at which a subgroup has attained a 
desired educational outcome; the lower the proportionality index, the lower the attainment 
rate.

• P. I. =0.9 is the recommended cut off point to identify equity gaps: 

• Red box indicates an equity gap with P.I. value 0.9 or under:

Source: “Evaluating Disproportionate Impact,” https://www.gcccd.edu/research-
planning/KeyPerformanceIndicators/section1/Section_01c.html#:~:text=The%20formula%20for%20proportionality%20is,outcome%20percentage%2Fcohort%2
0percentage).&text=Dividing%206.0%25%20by%207.9%25%20we,a%20proportionality%20index%20 of%200.76. 13



THE IMPACT OF COVID – 19  
ENROLLMENT – EQUITY GAPS

Source:  Peralta CCD Data Dashboards 
(Course Completion and Retention - instructional)

Total Headcount 25579 23721 20607
Gender FA16-FA20 FA19-FA20

Female 14,245   55.7% 13,375   56.4% 12,039   58% 1.05 1.04
Male 10,824   42.3% 9,662     40.7% 7,940     39% 0.91 0.95
Unknown 510         2.0% 684         2.9% 628         3% 1.53 1.06

Age FA16-FA20 FA19-FA20
16-18 3,001     11.7% 3,271     13.8% 3,448     17% 1.43 1.21
19-24 9,881     38.6% 8,530     36.0% 7,217     35% 0.91 0.97
25-29 4,075     15.9% 3,554     15.0% 3,049     15% 0.93 0.99
30-34 2,451     9.6% 2,315     9.8% 2,064     10% 1.05 1.03
25-54 4,127     16.1% 3,981     16.8% 3,306     16% 0.99 0.96
55-64 1,050     4.1% 870         3.7% 603         3% 0.71 0.80
65 or+ 601         2.3% 705         3.0% 391         2% 0.81 0.64
Under 16 393         1.5% 495         2.1% 529         3% 1.67 1.23

Fall 2016 Fall 2019 Fall 2020

Fall 2016 Fall 2019 Fall 2020

P.I.

Equity Gap
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THE IMPACT OF COVID – 19 
ENROLLMENT – EQUITY GAPS

Source:  Peralta CCD Data Dashboards (Course Completion and Retention - instructional)

Ethnicity FA16-FA20 FA19-FA20
American Indian 80           0.3% 55           0.2% 50           0% 0.78 1.05
Asian 6,197     24.2% 5,698     24.0% 4,902     24% 0.98 0.99
Black/African American 5,369     21.0% 4,496     19.0% 3,645     18% 0.84 0.93
Hispanic/Latino 6,505     25.4% 6,936     29.2% 5,949     29% 1.14 0.99
Pacific Islander 167         0.7% 126         0.5% 116         1% 0.86 1.06
Two or More 1,391     5.4% 1,283     5.4% 1,263     6% 1.13 1.13
Unknown 1,289     5.0% 1,241     5.2% 914         4% 0.88 0.85
White 4,581     17.9% 3,886     16.4% 3,768     18% 1.02 1.12

SES FA16-FA20 FA19-FA20
BOGG/Promising 12,781   50.0% 10,984   46.3% 8,698     42% 0.84 0.91
Pell 6,303     24.6% 5,227     22.0% 3,522     17% 0.69 0.78
Low Income 17,739   69.3% 14,780   62.3% 11,755   57% 0.82 0.92
1st Gen 11,646   45.5% 11,940   50.3% 10,282   50% 1.10 0.99

Special Programs FA16-FA20 FA19-FA20
DSPS 1,314     5.1% 1,208     5.1% 758         4% 0.72 0.72
EOPS 1,758     6.9% 1,794     7.6% 1,206     6% 0.85 0.77
Foster Youth 102         0.4% 99           0.4% 79           0% 0.96 0.92
Veterans 300         1.2% 243         1.0% 166         1% 0.69 0.79
UMOJA 28           0.1% 192         0.8% 362         2% 16.05 2.17
Dual Enrollment 1,059     4.1% -          0.0% 16           0% 0.02 N/A

Fall 2016 Fall 2019 Fall 2020

P.I.
Fall 2016 Fall 2019 Fall 2020

Fall 2016 Fall 2019 Fall 2020
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THE IMPACT OF COVID – 19  
ENROLLMENT – EQUITY GAPS

Source:  Peralta CCD Data Dashboards 
(Course Completion and Retention - instructional)

Fall 2019 % Fall 2020 % P.I. Fall 2019 % Fall 2020 % P.I.
Female 3,532       56.8% 3,595       58.8% 1.04 3,419       55.6% 3,739       57.1% 1.03
Male 2,565       41.3% 2,393       39.1% 0.95 2,544       41.3% 2,598       39.7% 0.96
Unknown 121          1.9% 125          2.0% 1.05 191          3.1% 208          3.2% 1.02

Age Fall 2019 % Fall 2020 % P.I. Fall 2019 % Fall 2020 % P.I.
16-18 761          12.2% 930          15.2% 1.24 706          11.5% 967          14.8% 1.29
19-24 2,657       42.7% 2,609       42.7% 1.00 2,903       47.2% 2,864       43.8% 0.93
25-29 919          14.8% 909          14.9% 1.01 980          15.9% 1,021       15.6% 0.98
30-34 539          8.7% 555          9.1% 1.05 518          8.4% 576          8.8% 1.05
25-54 945          15.2% 827          13.5% 0.89 680          11.0% 776          11.9% 1.07
55-64 171          2.8% 129          2.1% 0.77 160          2.6% 145          2.2% 0.85
65 or+ 97             1.6% 57             0.9% 0.60 131          2.1% 73             1.1% 0.52
Under 16 129          2.1% 97             1.6% 0.76 76             1.2% 123          1.9% 1.52

Ethnicity Fall 2019 % Fall 2020 % P.I. Fall 2019 % Fall 2020 % P.I.
American Indian 7               0.1% 16             0.3% 2.32 12             0.2% 18             0.3% 1.41
Asian 1,923       30.9% 1,794       29.3% 0.95 1,457       23.7% 1,493       22.8% 0.96
Black/African American 1,016       16.3% 983          16.1% 0.98 934          15.2% 990          15.1% 1.00
Hispanic/Latino 1,800       28.9% 1,690       27.6% 0.96 1,650       26.8% 1,765       27.0% 1.01
Pacific Islander 29             0.5% 37             0.6% 1.30 19             0.3% 35             0.5% 1.73
Two or More 341          5.5% 377          6.2% 1.12 430          7.0% 501          7.7% 1.10
Unknown 268          4.3% 227          3.7% 0.86 269          4.4% 270          4.1% 0.94
White 834          13.4% 989          16.2% 1.21 1,383       22.5% 1,473       22.5% 1.00

Special Population Fall 2019 % Fall 2020 % P.I. Fall 2019 % Fall 2020 % P.I.
BOGG/Promising 3,388       54.5% 3,130       51.2% 0.94 2,913       47.3% 2,876       43.9% 0.93
Low Income 4,168       67.0% 3,848       62.9% 0.94 3,860       62.7% 3,765       57.5% 0.92
Pell 1,750       28.1% 1,426       23.3% 0.83 1,288       20.9% 1,156       17.7% 0.84
1st Gen 3,193       51.4% 3,057       50.0% 0.97 2,794       45.4% 3,033       46.3% 1.02
DSPS 394          6.3% 260          4.3% 0.67 349          5.7% 279          4.3% 0.75
EOPS 480          7.7% 277          4.5% 0.59 192          3.1% 124          1.9% 0.61
Foster Youth 30             0.5% 15             0.2% 0.51 10             0.2% 14             0.2% 1.32
Veterans 35             0.6% 13             0.2% 0.38 66             1.1% 54             0.8% 0.77

Berkeley
Gender

Alameda
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THE IMPACT OF COVID – 19 
ENROLLMENT – EQUITY GAPS

Source:  Peralta CCD Data Dashboards 
(Course Completion and Retention - instructional)

Fall 2019 % Fall 2020 % P.I. Fall 2019 % Fall 2020 % P.I.
Female 5,888       53.2% 5,412       54.5% 1.02 4,716       64.3% 4,302       66.0% 1.03
Male 4,867       44.0% 4,208       42.4% 0.96 2,442       33.3% 2,045       31.4% 0.94
Unknown 311          2.8% 307          3.1% 1.10 182          2.5% 170          2.6% 1.05

Age Fall 2019 % Fall 2020 % P.I. Fall 2019 % Fall 2020 % P.I.
16-18 1,292       11.7% 1,500       15.1% 1.29 1,072       14.6% 933          14.3% 0.98
19-24 3,873       35.0% 3,606       36.3% 1.04 2,616       35.6% 2,236       34.3% 0.96
25-29 1,714       15.5% 1,423       14.3% 0.93 1,128       15.4% 1,032       15.8% 1.03
30-34 1,133       10.2% 1,038       10.5% 1.02 767          10.4% 770          11.8% 1.13
25-54 2,013       18.2% 1,602       16.1% 0.89 1,249       17.0% 1,164       17.9% 1.05
55-64 444          4.0% 290          2.9% 0.73 243          3.3% 192          2.9% 0.89
65 or+ 371          3.4% 205          2.1% 0.62 174          2.4% 112          1.7% 0.72
Under 16 226          2.0% 266          2.7% 1.31 91             1.2% 78             1.2% 0.97

Ethnicity Fall 2019 % Fall 2020 % P.I. Fall 2019 % Fall 2020 % P.I.
American Indian 27             0.2% 21             0.2% 0.87 21             0.3% 10             0.2% 0.54
Asian 3,352       30.3% 2,853       28.7% 0.95 1,320       18.0% 1,208       18.5% 1.03
Black/African American 2,166       19.6% 1,801       18.1% 0.93 1,661       22.6% 1,368       21.0% 0.93
Hispanic/Latino 2,731       24.7% 2,545       25.6% 1.04 2,515       34.3% 2,123       32.6% 0.95
Pacific Islander 65             0.6% 59             0.6% 1.01 30             0.4% 30             0.5% 1.13
Two or More 557          5.0% 618          6.2% 1.24 359          4.9% 375          5.8% 1.18
Unknown 590          5.3% 439          4.4% 0.83 389          5.3% 286          4.4% 0.83
White 1,578       14.3% 1,591       16.0% 1.12 1,045       14.2% 1,117       17.1% 1.20

Special Population Fall 2019 % Fall 2020 % P.I. Fall 2019 % Fall 2020 % P.I.
BOGG/Promising 5,516       49.8% 4,592       46.3% 0.93 3,524       48.0% 2,973       45.6% 0.95
Low Income 7,190       65.0% 6,000       60.4% 0.93 4,807       65.5% 4,076       62.5% 0.96
Pell 2,959       26.7% 2,144       21.6% 0.81 1,560       21.3% 1,117       17.1% 0.81
1st Gen 5,653       51.1% 5,065       51.0% 1.00 4,001       54.5% 3,557       54.6% 1.00
DSPS 440          4.0% 335          3.4% 0.85 370          5.0% 257          3.9% 0.78
EOPS 725          6.6% 558          5.6% 0.86 385          5.2% 242          3.7% 0.71
Foster Youth 12             0.1% 28             0.3% 2.60 41             0.6% 15             0.2% 0.41
Veterans 93             0.8% 58             0.6% 0.70 53             0.7% 44             0.7% 0.94

Laney
Gender

Merritt
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THE IMPACT OF COVID – 19 
RETENTION AND SUCCESS

Source:  CCCCO DataMart
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Retention rate is % of enrollments with a grade of A,B,C,D,F,P,NP,I*,IPP,INP, FW 
out of all students who stayed in the class as of census. 
Success rate is the % of enrollments with grade of A,B,C,P,IA,IB,IC,IPP out of 
total all students who stayed in the class as of census. 



THE IMPACT OF COVID – 19 
RETENTION AND SUCCESS

Source:  CCCCO DataMart
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THE IMPACT OF COVID – 19 
RETENTION AND SUCCESS

Source:  CCCCO DataMart.
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THE IMPACT OF COVID – 19 
RETENTION AND SUCCESS

Source:  CCCCO DataMart.
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THE IMPACT OF COVID – 19 
RETENTION AND SUCCESS

Source:  CCCCO DataMart.
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THE IMPACT OF COVID – 19 
RETENTION AND SUCCESS

Source:  CCCCO DataMart.
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THE IMPACT OF COVID – 19 
RETENTION AND SUCCESS

Source:  CCCCO DataMart.
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THE IMPACT OF COVID – 19 
RETENTION AND SUCCESS

Source:  CCCCO DataMart.
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THE IMPACT OF COVID – 19 
RETENTION AND SUCCESS
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Source:  CCCCO DataMart.
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THE IMPACT OF COVID – 19 
RETENTION AND SUCCESS

Source:  CCCCO DataMart.
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THE IMPACT OF COVID – 19 
RETENTION AND SUCCESS

Source:  CCCCO DataMart.
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Source:  CCCCO DataMart.

Green – increase
Red - decline
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Fall 2016 Fall 2019 Fall 2020
Enrollment# Enrollment# Enrollment# #Change %Change #Change %Change

Peralta CCD Total 65,940 58,796 47,362 -18,578 -28.2% -11,434 -19.4%
Agriculture and Natural Resources-01 630 567 608 -22 -3.5% 41 7.2%
Architecture and Related Technologies-02 138 159 173 35 25.4% 14 8.8%
Biological Sciences-04 2,751 2,794 2,625 -126 -4.6% -169 -6.0%
Business and Management-05 3,331 2,815 2,566 -765 -23.0% -249 -8.8%
Commercial Services-30 847 982 427 -420 -49.6% -555 -56.5%
Education-08 3,493 2,983 1,694 -1,799 -51.5% -1,289 -43.2%
Engineering and Industrial Technologies-09 2,722 2,558 1,542 -1,180 -43.4% -1,016 -39.7%
Environmental Sciences and Technologies-03 2 52 60 58 2900.0% 8 15.4%
Family and Consumer Sciences-13 2,091 1,754 1,461 -630 -30.1% -293 -16.7%
Fine and Applied Arts-10 4,831 4,644 3,450 -1,381 -28.6% -1,194 -25.7%
Foreign Language-11 1,549 1,312 1,257 -292 -18.9% -55 -4.2%
Health-12 1,179 1,147 835 -344 -29.2% -312 -27.2%
Humanities (Letters)-15 9,735 8,170 6,590 -3,145 -32.3% -1,580 -19.3%
Information Technology-07 1,738 1,784 1,518 -220 -12.7% -266 -14.9%
Interdisciplinary Studies-49 5,165 4,114 2,891 -2,274 -44.0% -1,223 -29.7%
Law-14 207 320 266 59 28.5% -54 -16.9%
Library Science-16 155 100 75 -80 -51.6% -25 -25.0%
Mathematics-17 7,704 7,047 5,823 -1,881 -24.4% -1,224 -17.4%
Media and Communications-06 1,773 1,203 1,401 -372 -21.0% 198 16.5%
Physical Sciences-19 2,012 1,977 1,690 -322 -16.0% -287 -14.5%
Psychology-20 2,409 2,185 1,922 -487 -20.2% -263 -12.0%
Public and Protective Services-21 972 872 638 -334 -34.4% -234 -26.8%
Social Sciences-22 10,506 9,257 7,850 -2,656 -25.3% -1,407 -15.2%

5 Yr (Fall16 to Fall20) Fall20-Fall19TOP CODE
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Fall 2016 Fall 2019 Fall 2020 5 Yr Fall20-Fall19 Fall 2016 Fall 2019 Fall 2020 5 Yr l20-Fall19
Retention % Retention% Retention% Change Change Success% Success% Success% Change Change

Peralta CCD Total 81.3 % 81.8 % 83.2 % 1.9 % 1.3 % 67.0 % 69.4 % 71.9 % 4.9 % 2.6 %
Agriculture and Natural Resources-01 82.4 % 84.5 % 85.7 % 3.3 % 1.2 % 72.9 % 74.1 % 73.4 % 0.5 % -0.7 %
Architecture and Related Technologies-02 87.7 % 78.0 % 69.4 % -18.3 % -8.6 % 60.9 % 62.9 % 53.8 % -7.1 % -9.1 %
Biological Sciences-04 84.0 % 86.7 % 85.4 % 1.4 % -1.3 % 72.3 % 77.1 % 77.1 % 4.8 % 0.0 %
Business and Management-05 80.3 % 78.7 % 82.0 % 1.6 % 3.2 % 64.4 % 66.0 % 71.3 % 6.9 % 5.3 %
Commercial Services-30 81.5 % 85.1 % 70.0 % -11.4 % -15.1 % 75.6 % 76.2 % 66.5 % -9.1 % -9.7 %
Education-08 82.5 % 85.6 % 90.6 % 8.1 % 5.0 % 69.4 % 75.3 % 84.7 % 15.3 % 9.4 %
Engineering and Industrial Technologies-09 86.4 % 86.6 % 88.9 % 2.5 % 2.3 % 77.8 % 78.0 % 79.7 % 1.9 % 1.7 %
Environmental Sciences and Technologies-03 0.0 % 78.8 % 80.0 % 80.0 % 1.2 % 0.0 % 57.7 % 50.0 % 50.0 % -7.7 %
Family and Consumer Sciences-13 81.7 % 83.5 % 86.7 % 5.0 % 3.1 % 70.9 % 74.5 % 76.4 % 5.5 % 1.9 %
Fine and Applied Arts-10 82.3 % 84.2 % 86.0 % 3.7 % 1.8 % 72.0 % 76.1 % 75.5 % 3.5 % -0.6 %
Foreign Language-11 79.9 % 82.0 % 85.3 % 5.4 % 3.3 % 71.5 % 74.3 % 78.2 % 6.7 % 3.9 %
Health-12 92.6 % 89.5 % 90.1 % -2.6 % 0.5 % 84.5 % 79.5 % 81.1 % -3.4 % 1.6 %
Humanities (Letters)-15 78.0 % 78.9 % 78.2 % 0.2 % -0.7 % 63.8 % 65.4 % 65.8 % 2.0 % 0.4 %
Information Technology-07 78.1 % 78.9 % 80.8 % 2.7 % 2.0 % 62.0 % 63.1 % 69.6 % 7.6 % 6.4 %
Interdisciplinary Studies-49 86.9 % 87.4 % 88.8 % 1.9 % 1.4 % 73.4 % 75.8 % 76.1 % 2.7 % 0.3 %
Law-14 76.8 % 75.0 % 83.5 % 6.6 % 8.5 % 54.1 % 51.3 % 61.7 % 7.5 % 10.4 %
Library Science-16 80.6 % 84.0 % 97.3 % 16.7 % 13.3 % 62.6 % 70.0 % 81.3 % 18.8 % 11.3 %
Mathematics-17 76.5 % 75.2 % 80.3 % 3.8 % 5.1 % 57.1 % 60.8 % 68.2 % 11.1 % 7.4 %
Media and Communications-06 79.0 % 81.6 % 84.0 % 5.0 % 2.4 % 70.7 % 69.2 % 74.0 % 3.3 % 4.9 %
Physical Sciences-19 77.4 % 80.0 % 84.3 % 6.9 % 4.3 % 65.8 % 71.6 % 78.2 % 12.5 % 6.6 %
Psychology-20 82.5 % 81.1 % 86.4 % 3.8 % 5.3 % 64.9 % 63.9 % 71.3 % 6.4 % 7.3 %
Public and Protective Services-21 88.8 % 85.7 % 80.6 % -8.2 % -5.1 % 65.8 % 70.8 % 67.9 % 2.0 % -2.9 %
Social Sciences-22 81.9 % 82.0 % 81.4 % -0.5 % -0.6 % 64.7 % 66.2 % 68.4 % 3.7 % 2.2 %

TOP CODE



SUMMARY OF FINDINGS

• COVID-19 had a negative impact on student enrollment/FTES at PCCD colleges except 
Berkeley.  

• Enrollment at PCCD has been declining for the past five years which is concerning as it ties 
closely with state funding. 

• When comparing enrollment data from fall 2019 to fall 2020,  the enrollment declines were 
observed for all age groups especially older students (age 55 and above). 

• Data showed that COVID-19 had a negative impact on African American student enrollment 
followed by Hispanics and Asians.

• Due to COVID-19,  students with low social economic status (as measured by 
BOGG/promising, Pell, low income, and 1st generation) experienced bigger enrollment declines 
from fall 2019 to fall 2020. 

• In terms of special student populations,  data revealed that the enrollment has declined by over 
30% for DSPS, EOPS, and Veterans students from fall 2019 to fall 2020. 
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SUMMARY OF FINDINGS

• Proportionality Index (P.I.) methodology was used to identify possible equity gaps in the 
enrollment declines.  Data confirmed that student groups who were impacted disproportionally 
by enrollment declines were older students (55 or older), Pell grant recipients, DSPS, EOPS, and 
Veterans students.

• Over the past five years, there were equity gaps for enrollment declines among American 
Indian,  African American, and Pacific Islander students as well as students with low social 
economic status.  

• Data were also disaggregated by TOP code to examine the possible impact of COVID-19.  
Results showed that the disciplines that experienced more enrollment declines (1000+ 
students) from fall 2019 to fall 2020 were: Education, Engineering and Industry Technologies,  
Fine and Applied Arts, Humanities, Interdisciplinary Studies, Math, and Social Sciences.  Some 
disciplines experienced enrollment declines prior to COVID-19.  

• Course success and retention data were analyzed and results showed positive trends across 
the district.  However, success rates of African Americans and American Indians remained 
relatively low for the past five years.  37



PRELIMINARY RECOMMENDATIONS

• Principles of Enrollment Management at California Community Colleges: 

• Within overall parameters established by the district through collaborative processes, colleges 
should be charged with making operational decisions such as the number of class sections to be 
scheduled and the distribution of these sections across the college curriculum. Class schedules 
should be built by those in the best position to ascertain likely student demand.

• Student Academic Needs Should Drive Enrollment Management Decisions.  As a general rule, 
student academic needs (curriculum balance, quality of instruction, availability of courses, etc.) 
should be the primary factors guiding enrollment management decisions.

• Enrollment management decisions should be based on the principle of providing students access 
to courses and programs and fostering their success while optimizing the use of financial 
resources. Student-centered schedules should be planned, efficient and responsive to the 
communities served.
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PRELIMINARY RECOMMENDATIONS

• Develop a strategic enrollment management plan (SWOT analysis,  environmental scan etc.)

• Form a Districtwide Enrollment Management Committee (DEMC)
• Suggested membership includes Academic Senate leaders, faculty members, Deans of instruction, VPAA/VPI,  VP 

of Business,  Vice Chancellor (VC) of Business,  VC of Academic Affairs/Ed Services,  Institutional researchers, 
etc. 

• Charge:  FTES target allocation,  monitoring enrollment,  coordinating marketing/outreach efforts,  sharing best 
practices of enrollment management, enrollment planning etc.

• Data driven:  comprehensive enrollment reporting, daily enrollment/FTES data,  
enrollment trend by disciplines/programs, efficiency – FTES/FTEF

• Coordinated marketing/outreach 

• New programs/curriculum targeting high demand & high paying jobs

• Strategically grow Distance Ed. 

• Strategically grow dual enrollment

• Strategically grow non-credit/adult ed./CDCP
39



PRELIMINARY RECOMMENDATIONS

• Advance student access, equity, and success through integrated student 
support/academic support/Guided Pathways efforts. 

• Four Areas of Institutional Excellence Framework (Ruben, 2003)
• Program quality: the quality of programs, services, and activities as judged by peers and 

professionals

• Program relevance: the extent to which programs, services, and activities are perceived 
to meet the needs and expectations of their beneficiaries

• Organizational culture: the quality of the organizational climate, and the satisfaction of 
faculty and staff from their perspective as employees

• Process efficiency: the effectiveness and efficiency of operational and financial 
dimensions of the organization 
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PRELIMINARY RECOMMENDATIONS

• Other things to consider: 

• Nine Dimensions of organizational effectiveness (Kim Cameron, 1978): 

• Student educational satisfaction (students)

• Student academic development (students)

• Student career development (students)

• Student personal development (students)

• Faculty and administrator employment satisfaction (faculty/staff)

• Professional development for faculty (faculty/staff)

• System openness and community interaction (system)

• Ability to acquire resources (system)

• Organizational health (system)
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QUESTIONS?

42



Data Integrity Project
Status Update

Presented by Cambridge West Partnership, LLC
(Deborah Ludford)



Data Integrity Project

Project to examine data integrity and related processes to 
optimize student success and the alignment with the 
Student-Centered Funding Formula





Keys to 
Success

❖Executive and Management Support

❖District-wide involvement

❖Foster Buy-In

❖Develop Trust

❖Strong, well respected and inclusive
Steering Team

❖Understanding of the importance of
the work; sense of urgency
established

❖Open minded with regards to change
in process and structure



Groups Met with 
To Date

92 Interviews

• Institutional Research

• Instruction

• Staff who produce academic
schedule

• Staff responsible for VTEA data

• Student Services Offices

• Admissions and Records

• Counseling

• DSPS

• EOPS/CalWORKs

• Financial Aid

• Human Resources

• Information Technology Department

• International Students



Current 
System 

Portfolio



Noted Good 
Practices

❖Shared Systems – using mostly
the same systems at all campuses

❖Common Forms – using consistent
forms for students across the
District

❖Common Coding – student
services

❖Uniform Course Numbering –
using common course numbering
system across the District
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Importance 
of Data 
Quality 

Function
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Gap Analysis Findings - Initial



Next Steps

❖Complete current process & data 
maps

❖Solicit and incorporate feedback 
on current process & data maps 
from those interviewed

❖Analyze current process & data 
maps to identify & prepare 
proposed maps

❖Review and recommend data 
standards

❖Finalize recommendations

❖Prepare final report



Discussion & Questions



Enrollment Management Review

Presented by Dr. Jim Black
SEM Works 



Agenda
v Consulting Approach
v Enrollment Context
v Strengths and Opportunities Analysis
v Strategic Opportunities

üPeralta Enrollment & Service Experience
üInquiry Capture & Prospect Cultivation
üWebsite Enhancements
üClosing Retention Gaps

v Q & A



CONSULTING APPROACH
Enrollment Management Review



Pre-Enrollment 

Determining 
the 

Path Forward

Marketing
Recruitment
Admissions

Financial Aid

Initial 
Enrollment

Moving In

Counseling
Orientation
Registration

Continued 
Enrollment

Moving 
Through

Instruction
Success Supports
Student Services

Financial Aid

Post-
Enrollment

Moving On

Transition Supports
Alumni Engagement

Lifelong Learning

Guided Pathways/Core SEM 
Functions



ENROLLMENT CONTEXT
Enrollment Management Review



Source: National Student Clearinghouse





17.1% 
decline in 
Resident 

FTES 
compared to 

Fall 2019



Statewide Applicant to Enrolled



PCCD Applicant to Enrolled



External Factors



PCCD Fall to Spring Persistence



Statewide Fall to Spring Persistence



PCCD Fall to Fall Persistence



PCCD Transition Outcomes



The Competitive Landscape



STRENGTHS & 
OPPORTUNITIES ANALYSIS

Enrollment Management Review



Enrollment Management
v Most SEM plans have minimal strategy 

details (e.g., an implementation 
pathway, timelines, deliverables, lead 
responsibility)

v Limited evidence to indicate the 
Student Centered Funding Formula is 
guiding enrollment strategies

v High turnover in key leadership 
positions causes frequent directional, 
policy, process, and practice changes 
and therefore, inhibits progress on 
many fronts

v Low yield rates possibly caused by soft 
applicant pools, the local economy, a 
disproportionate impact of COVID-
related issues on the population 
served, residents moving due the cost 
of housing, and an enrollment process 
that is not student-friendly

Enrollment Management
v Some colleges have benefitted from 

having high-demand programs, offering 
more online courses (pre-COVID) than 
others, growing dual enrollment

v The District and all colleges have a SEM 
plan

v Most college SEM plans identified 
growth populations, which still appear to 
be relevant during COVID

v Many partnerships exist that provide 
potential pipelines of students (e.g., dual 
enrollment, EOSL classes to agencies)  

OpportunitiesStrengths

Strengths and Opportunities Analysis



Marketing
v The marketing budget has been flat or 

declining over the last five years
v Need resources for direct student 

marketing
v PIO positions at Laney and Berkley; 

Merritt and Alameda have a consultant 
v Limited academic program marketing 

(e.g., website and social media posts)
v Need a dedicated website team (one 

per college or centralized at the District 
Office) 

v The websites are not fully leveraged as 
a marketing tool

v No audience channels on some of the 
websites

v Limited calls to action on some of the 
websites

Marketing
v Transitioning to HubSpot for email, 

texting, and CMS
v Building mobile-friendly, ADA compliant 

websites
v Incorporating SEO best practices into 

the website redesign
v Using TV and radio stations to promote 

classes, feature students, and profile 
faculty

v YouTube channel has lots of viewers
v Social media channels in place and 

growing (e.g., enrollment, Zoom 
sessions/events, student and faculty 
spotlight posts) 

v Digital marketing at Berkley 

OpportunitiesStrengths

Strengths and Opportunities Analysis



Marketing
v Some branded templates exist but 

more are needed
v Current value proposition: free 

Chromebook and hotspot, California 
Promise, instructors who love to teach

v Key messages: colleges are fully 
accredited 

v No virtual tours

Marketing
v Emphasis on districtwide brand 

consistency

OpportunitiesStrengths

Strengths and Opportunities Analysis



Prospective Student Communications 
v Not capturing inquiries in a central 

database (HubSpot) for future 
cultivation (the exceptions are 
Berkley—Qualtrics and Merritt—Merritt 
Hub) 

v There do not appear to be automated 
streams of communications (more ad 
hoc; for example, contacts to those 
who applied but have not enrolled)

v Limited frequency of communications
v No District contacts post application 

completion
v Most mass communications are 

process- or event-oriented; need more 
marketing- and relationship-oriented 
contacts

Prospective Student Communications 
v Individual communications are 

customized and often include links to 
relevant information

OpportunitiesStrengths

Strengths and Opportunities Analysis



Student Onboarding
v Contact information is not 

systematically collected at outreach 
events (except through Merritt Hub and 
by Berkley and Laney but data are not 
in HubSpot or any centralized 
database)

v Need to routinely receive lists and 
follow up with students who fail to 
progress at any point during the 
onboarding process (e.g., those who 
create an Open CCC account but do 
not apply, application starters who 
never complete the application 
process, individuals who met with a 
counselor and/or completed the online 
orientation but did not enroll)

v No mechanism to identify applicant 
interest level

Student Onboarding
v Extensive outreach by college 

recruiters, support programs, and some 
academic areas to high schools, adult 
schools, and community agencies (e.g., 
visits, Zoom sessions, presentations)

v Laney: Partnership with the Oakland 
Housing Authority

v Counselors mapping educational 
pathways

v Students receive an ID and access to 
the Passport portal when their 
application is uploaded

v General college and some program-
specific orientations (online modules 
with competency-based assessment)

v Alameda: Onboarding services 
delivered in the high schools

OpportunitiesStrengths

Strengths and Opportunities Analysis



Student Onboarding
v Sometimes difficult to get an 

appointment with a counselor 
v Cannot schedule a counselor 

appointment in Passport
v Given the student data available via 

the CCC Applications, why is a 
separate self-placement questionnaire 
necessary

v Students are not notified when a hold 
is placed on their account (e.g., 
residency, duplicate record)

v Alameda has how-to videos but they 
are buried on the website

v No Passport how-to video except on 
the PCCD website and at Laney

Student Onboarding
v Laney: Enrollment how-to videos (links 

included in email responses, on the A&R 
and Steps to Enrolling web pages)

v Multiple measures exist for first term 
course placement using high school 
grades, GPAs, and courses taken

v Most holds are designed to identify and 
address student issues and/or force an 
interaction with a counselor

v Student ambassadors call prospects 
who applied but have not enrolled, 
assist with live chats, and help students 
with a variety of processes (e.g.,  
selecting class sections, accessing 
email accounts, accessing Canvas)

v Programs provide onboarding support 
for special populations (e.g., Latinx 
students, formerly incarcerated 
students)

OpportunitiesStrengths

Strengths and Opportunities Analysis





Student Onboarding
v Prerequisites manually cleared by 

counselors and waivers must be 
submitted to the campus where the 
course is being taken; should be 
automated in PeopleSoft

Student Onboarding
v Berkley has developed a semi-

automated process for prerequisite 
checking

v Adult student transition liaisons exist at 
the colleges

v College Promise counselors facilitate 
student transitions from dual and 
concurrent enrollment into credit 
programs

OpportunitiesStrengths

Strengths and Opportunities Analysis



Customer Service
v Limited new staff onboarding and 

sporadic training thereafter (Exemplar: 
Gateway program at Laney); no 
Districtwide systematic training

v Old job descriptions that do not reflect 
current responsibilities or service 
expectations 

v Lack of procedural documentation in 
some areas

v Lack of common service standards 
within or across colleges

v Some schools and departments have 
AI Q&A tools

v Some self-identified student problems 
are complex and require time to 
research and resolve while the student 
waits

v Students struggle to find information 
and forms on the website, including 
who to contact for what

Customer Service
v Caring, student-centered people
v Commitment to equity and social justice
v Special populations receive extensive 

personal attention and support
v Virtual services align with most on-

campus services and transactions and 
include portal services, live chats, 
interactive Zoom sessions, webinars, 
how-to videos, virtual recruitment 
events, etc. 

v Student focus groups, surveys, and/or 
program reviews are completed to 
identify process challenges, service 
gaps, and program improvements 

v The Welcome Centers help students 
navigate Passport, complete FAFSAs, 
assist with registration, provide 
language translation, etc.

OpportunitiesStrengths

Strengths and Opportunities Analysis



Customer Service
v All forms should be available in 

Passport to be completed online; no 
more PDFs, Adobe Sign, etc. 

v Many students experience difficulty 
navigating the portal and getting into 
Canvas (requires the student email 
address)

v Many service providers do not have 
access to Cranium Café yet

v Would benefit from process mapping 
and reengineering, possibly across 
colleges

v District process, policy, and system 
changes are often not communicated 
effectively to college personnel—even 
though they have responsibility for 
implementation; no intentional rollout, 
training, or written procedures (e.g., 
PeopleSoft 9.2)

Customer Service
v The Merritt Hub and Laney Virtual 

Campus represent a one-stop for 
student resources

v Service areas have service outcomes, 
which are assessed routinely

v Extensive use of student ambassadors 
to support service delivery (e.g., live 
chats, navigating processes and forms, 
presence at events, language 
translation, peer mentoring); they 
receive ongoing training and some 
monitoring

v Campuses provide both transactional 
and relational services

OpportunitiesStrengths

Strengths and Opportunities Analysis



Admissions & Records
v Moving to online transfer credit 

evaluations and degree audits but 
requires enormous amounts of data 
entry (no document imaging and no 
backfilling of positions)

v Often the District responds faster and 
with more accurate information than 
the colleges to student inquiries

v Districtwide procedures are 
implemented differently by the colleges

v College A&R staffing levels may not 
reflect their enrollments or processing 
volume (e.g., 1 person to do residency)

v No welcome message to stop-outs 
with details of how to re-enroll or 
indication that they must use their 
existing password (except Alameda) 

Admissions & Records
v Dedicated, hard working staff
v Have remote access to PeopleSoft
v Operational organization is sound
v Alameda is committed to 24-48 hour 

response to student inquiries 

OpportunitiesStrengths

Strengths and Opportunities Analysis



Admissions & Records
v Student completes the CCC 

application and then a college 
enrollment form (exception Alameda)

v Cannot identify students who started 
but have not completed the application 
process

v Delays in issuing Student ID #s, and 
students claim they never received one

v Host Express Registrations/Super 
Saturdays (in-person and virtually) but 
varying degrees of success with virtual 
events (event promotion?)

v Need the authority to change linked 
classes

v Faculty response to submitting Census 
roasters and grade changes is often 
slow

Admissions & Records

OpportunitiesStrengths
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Financial Aid
v Need more packaging automation
v First aid awards for fall term are 

disseminated very late (June-July) due 
to system setup/testing delays

v Only .5 IT/FA person at the District to 
support PeopleSoft awards setup

v Need additional proactive 
communications with future students to 
prevent problems and promote 
progression through the FA process

v Need to expand financial literacy 
efforts

v No institutional budget for emergency 
aid (funded by Project Success)

Financial Aid
v Some automated awarding processes 

(e.g., Pell, SEOG) via batch processes 
run at the District Office

v FA presentations are delivered at 
outreach events, on-campus workshops, 
Zoom sessions, and in classrooms

v Hosted FAFSA days when the 
campuses were open—now done 
through Zoom with screen sharing

v Laney: FA open houses with labs and 
presentations for the Oakland Housing 
Authority

v Emails and text messages to prompt 
FAFSA, verification, etc. completion

v Online live chat to support students

OpportunitiesStrengths

Strengths and Opportunities Analysis



Financial Aid
v Students often do not realize how 

dropping classes will impact SAP
v Most SAP appeals are approved; could 

more proactively encourage students 
to submit an appeal

v SAP appeal-approved students are 
RECOMMENDED to take advantage 
of an academic recovery/updated 
education plan and related supports at 
Berkley and Merritt, and Laney has no 
systematic supports for these students

Financial Aid
v Only federally selected students and 

those with rare cases are identified for 
verification

v District notification to students on SAP 
with appeal information

v Alameda monitors SAP progress to 
determine if appeal-approved students 
are meeting the requirements stated in 
the letter they receive, and the College 
takes appropriate action to intervene 
with the students

v Alameda: Auto response email informing 
students when they should expect 
action

OpportunitiesStrengths

Strengths and Opportunities Analysis



Student Payments
v No communication to students 

indicating the bill is ready for review in 
Passport

v Not monitoring student views in 
Passport to proactively reach out to 
student who have not accessed their 
bill

v No mailed or emailed bills
v Issues with online payment (multiple 

payments, payment screens freeze, 
browser issues); students not notified

v Not cancelling registrations for non-
payment, and students can register for 
the next semester with a prior account 
balance (District policy)

v Withdrawn students have to request a 
refund

Student Payments
v Viewing financial assistance through an 

equity lens
v Financial aid awards and bills are 

available for viewing on Passport but no 
snapshot of net cost after financial aid is 
applied

OpportunitiesStrengths

Strengths and Opportunities Analysis



Program Innovations
v Program review templates have limited 

customization—constricting the focus 
on institutional priorities

v The District curriculum governance 
group (CIPD) can present roadblocks 
to program innovations

v Need to survey potential students in 
the service region to identify demand 
for new and existing programs and 
analyze CCC Apply data

v Difficult to mount new programs (e.g., 
lack of resources, already offered at 
another PCCD college, protracted 
process)

v No structured marketing plan for new 
program rollouts but in some cases, 
tapping into potential student pipelines

Program Innovations
v Robust, data-informed program review 

process
v Program reviews are being used in a 

variety of ways across the colleges 
(e.g., to identify needed program 
changes, programs for discontinuation, 
and resource allocations)

v Center for Excellence data used to 
determine new program viability

v Laney: Working to offer full evening 
programs and exploring 8-week classes

v Alameda: Intersessions, late start 8-
week classes, different length summer 
sessions, and CE reducing the hours 
required for some non-credit certificates

v The shift to online delivery due to 
COVID will likely result in more 
instructional delivery options for 
students post-COVID

OpportunitiesStrengths

Strengths and Opportunities Analysis



New Program Ideation-to-Market



The Role of Faculty in SEM
Product/Experience
v Program alignment with 

market demand
v Instructional delivery 

modalities and scheduling 
aligned with student 
preferences and learning 
styles

v Credential pathways (e.g., 
stackable credentials, 
micro credentials)

Teaching & Learning
v Curriculum relevance and 

alignment with employment 
demands and student 
goals (new courses and 
programs)

v Consistently improve 
pedagogy

v Active and collaborative 
learning pedagogy to foster 
student engagement

v Experiential learning 
opportunities

v Utilization of required 
course materials



The Role of Faculty in SEM

Promotion
v Program content experts
v Learner outcomes
v Student and alumni 

success stories
v Influence “word-of-

mouth” promotion

Recruitment
v Prospective student 

connections/ 
relationships

v Participation in yield 
events

v Create test-drive 
opportunities

v Post-admit contacts
v Re-recruit stop-outs



The Role of Faculty in SEM
Student Success
v Personalizing the 

experience
v Early academic feedback
v Risk identification
v Knowledge of student 

services and supports
v Proactive referrals to 

supports 
v Frequent faculty/student 

interactions, especially in 
online courses

v Assess equity and other 
data with APUs and PR and 
shift pedagogy to improve 
student success

Student Success
v A welcoming and inclusive 

classroom environment
v Take attendance
v Foster academic and social 

integration
v Timely turnaround (e.g., 

Census rosters, grades)
v Effective, holistic advising 

practices
v Academic mentoring
v Career and advanced 

education coaching



Scheduling
v The degree audit is not functional yet 

and should allow schedulers to 
analyze what courses have been 
completed by program students, what 
is still needed to complete a credential, 
and what corresponding classes are 
available

v Some colleges have not studied 
space/seat capacity in recent years

v POST system is not up-to-date, not 
enough training on how to use the 
system, not user-friendly, and 
consequently, most chairs are not 
using POST

Scheduling
v District block scheduling deployed 

related to pathways for degree 
completion

v Have created 2-year program maps

OpportunitiesStrengths

Strengths and Opportunities Analysis



Scheduling
v Currently, no single scheduling system 

to manage faculty loads, personnel 
action forms, stipends, etc. and reduce 
manual data entry

v The curriculum management and 
scheduling systems are not linked, so 
related data must be entered 
manually—creating the conditions for 
data entry errors to occur 

v PCCD colleges are often competing for 
course enrollments and coordination 
could be improved (e.g., combining 
two or more low enrollment classes)

v If even one student on a class waitlist 
has a hold, it prevents others who are 
lower on the waitlist from enrolling in 
that class 

Scheduling
v Spread the schedule more evenly 

across colleges to reduce the 
duplication of classes offered at the 
same time

OpportunitiesStrengths
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Scheduling

v Scheduling driven by 
student demand or 
instructor preference?

v Use of enrollment trend 
data, fill rates, and waitlists 
to determine student 
demand but no predictive 
modeling.

v Pre-COVID the POST 
scheduling tool was being 
used to coordinate course 
scheduling across colleges 
and tweak schedules.



International Student Enrollment
v Budget has not changed in over a 

decade; no international funding model
v Limited number of international 

institution partnerships but a number 
exist with agencies

v Collaboration with local high profile 
universities (including transfer 
pathways and 2+2 programs) but 
should explore affinity marketing 
opportunities

v Continuously improving the website 
but need assistance with SEO

v International students must have up to 
4 different login credentials

v Some manual tasks (e.g., student 
profiles, outreach for missing 
documents) could be automated

International Student Enrollment
v Excellent staff and distribution of 

responsibilities 
v Local partnerships with English 

language programs
v Effective process of cultivating and 

supporting agents
v Group packaging of online classes 

delivered to students overseas
v International transcripts evaluated by 

WES 
v Active recruitment of international 

student-athletes 

OpportunitiesStrengths

Strengths and Opportunities Analysis



International Student Enrollment
v Multiple contacts following up on 

missing documents (emails and calls 
to agents) but no text messaging; an 
estimated 25% - 40% of students start 
but never complete the application 
process

v May benefit from using Cranium Café
v Contact students to coordinate arrival 

but need to explore expanding arrival 
services (e.g., airport pickup, 
enhanced housing information and 
assistance)

v No means of identifying international 
student risk factors

International Student Enrollment
v Guided self-placement for English
v Education plans and registration 

facilitated by counselors
v International online orientation in 

Canvas with competency-based quizzes
v Welcome Day focused on relational 

connections, critical information, 
intercultural communications, and Q&A

v A variety of workshops and routine 
communications intended to foster 
student retention and success

v International program managers who 
monitor student progression and support 
student success through an array of 
supports, communications, and 
interventions

OpportunitiesStrengths

Strengths and Opportunities Analysis



Student Success
v Most colleges do not have a lead 

retention champion
v Limited integration of student success 

efforts across programs and 
organizational boundaries except at 
Alameda

v Student goals are not leveraged in 
communications to current students

v Need more proactive communications
v Starfish was not successfully 

implemented (mostly a training and 
faculty adoption issue); considering 
PeopleSoft retention module and 
Cranium Café 

v Interventions are all manual without a 
system like Starfish

v No system trigger indicating a student 
has dropped a class

Student Success
v Student-centered programs, supports, 

and staff
v Equity Plan and Vision for Success 

provide direction for student success 
initiatives

v A good balance exists between 
prevention, intervention, and recovery 
retention strategies

v Numerous programs tailored to support 
high-risk populations and address equity 
achievement gaps (e.g., learning 
communities, EOPS, Next Steps)

v Student goals are collected, stored in 
PeopleSoft and used in counseling 
sessions to develop education plans 
and in some cases, for SAP recovery

v Alameda: New Equity & Assess position 
and new call center focused on retention

OpportunitiesStrengths
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Student Success
v Need a comprehensive strategy to re-

recruit stop-outs, including leveraging 
the degree audit module once 
implemented (e.g., calling Gateway 
stop-outs, texting ROCK stop-outs with 
resources supports, Alameda sends a 
welcome back message)

Student Success
v Many strategies to support students 

impacted by AB 705 have been effective 
(e.g., supports for English and math)

v Expansion of online services and 
supports during COVID

v Addressing a range of financial 
insecurities (e.g., zero/low cost 
textbooks, transportation resources, 
food support, supply cards, free 
Chromebooks and hotspots, emergency 
funds, job opportunities through 
CalWORKS)

v Free legal services for undocumented 
students

v Learning Resource Centers provide a 
one-stop for many supports (e.g., 
tutoring)

v EOSL counselors, tutors, and others 
embedded in classes

OpportunitiesStrengths
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Data and Research
v Conversations about data governance 

elements but no formal structure
v Data integrity issues = distrust in the 

data (e.g., timing of data refreshes, 
limited system capabilities, lack of 
common data definitions)

v Other than data for program reviews 
few people are using Power BI; 
reasons include lack of time, unsure of 
how to navigate the system, and 
perceived inability to interpret the data

v District IR has not been asked to 
provide data or research regarding 
new program possibilities

v Funnel enrollment reports do not exist
v Not tracking partial applications
v Only Laney is parsing student cohort 

data for tracking, outreach, and 
interventions

Data and Research
v Hired researchers for each of the 

colleges
v District team tenacity with many 

organizational changes
v Capacity data exist at the program level
v Using productivity data
v Have conducted a swirl analysis

OpportunitiesStrengths

Strengths and Opportunities Analysis



Data and Research
v Limited attrition causation research 

with the exception of some analysis 
through CE, student surveys, and 
focus groups 

v Not tracking student stated goals to 
determine if they achieved said goals 
(except transfer and degree students 
at Alameda)

v Should survey students when they 
drop classes after Census

v Student course evaluations every three 
years (by union contract) limit 
continuous improvement of teaching 
practices

v Administer the CSSE but not using 
findings to take corresponding actions 
(except at Berkley and Alameda)

v No market analysis/research other 
than demographic shifts

Data and Research
v Robust BI dashboards
v Developed 15+ new data dashboards
v Made data dashboards available to all 

as a response to faculty requests for 
transparency

v Produce timely State reporting

OpportunitiesStrengths

Strengths and Opportunities Analysis



The Use of Data Analytics
v Access to the right 

data
v Collect the data
v Analyze the data
v Identify implications 

of the data
v Take action

Enrollment Analyst

Market Researcher



Enabling Technologies
v Many systems are not optimized, 

primarily due to a lack of staff training
v Many existing systems are not 

integrated and too many duplicative 
systems (e.g., HubSpot, Qualtrics, 
Salesforce)

v Behind in PeopleSoft upgrades and 
upgrades are not systematically 
coordinated across the colleges; no 
administrative oversight group with 
high-level college representation

v HubSpot CRM optimization
v No phone metrics; limited real-time 

contact with a person by phone

Enabling Technologies
v Cranium Café (e.g., Laney using for 

counseling sessions)
v Ocelot AI chatbot at some colleges

OpportunitiesStrengths
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Enabling Technologies
v Campus Logic is live but not fully 

implemented at the colleges
v Multiple student login credentials 

required (LDAP) and manual password 
resets often with delayed responses 
from PCCD’s Help Desk

v Websites and Passport need to 
translated into multiple languages

v Passport “connection is not private” 
warning message

Enabling Technologies

OpportunitiesStrengths
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STRATEGIC OPPORTUNITIES
Enrollment Management Review



PEOPLE

PROCESSES

INFORMATION

TECHNOLOGY

FUTURE STATECURRENT STATE

CUSTOMER SERVICE

ROADMAP

SO 1: Peralta Enrollment & Service 
Experience

SERVICE
STANDARDS

PCCD GAP



Sample Promise

Inspire success 

and self-reliance

Service Philosophy
Every encounter 
with a student is a 
teachable moment 
to inspire success 
and self-reliance.

Empowering 
Futures

Every encounter with a 
student is a teachable 

moment to 
demonstrate how she 
can realize her future.



Service Standards
v Put the learner first in everything you do.
v Facilitate a student’s journey toward self-discovery and 

success.
v Work diligently to remove barriers to empowering a 

student’s future.
v Respect others regardless of their circumstances, 

perspectives, and backgrounds.
v Improve service efficiency and turnaround time, whenever 

possible.
v Always provide accurate and timely information.
v When providing a student service, go the extra mile—

support her developmental needs.
v Be proactive.



Zoom Sessions

Contact Center(s)

Inbound
Calls

Outbound
Calls

Email
Responses

Web Chat

Social Media
Conversations

Cranium
Cafe



Leverage AI Technology



01 | BECOMING A STUDENT

1. Student ID email
2. College 

enrollment forms
3. Password reset
4. Processing 

turnaround time

02 | PAYING FOR COLLEGE

1. Timely FA awards
2. Seamless payment
3. Proactive 

communications

03 | GETTING INTO CLASSES
1. Counselor 

availability
2. Permission #s
3. Holds that add 

value
4. Canvas access



Operational Solutions

v Staffing Levels?
v Process Automation
v Document Imaging

Admissions Financial Aid Payment

v Staffing Levels?
v Technology 

Optimization
v Document Imaging
v Staff Training
v FA Communications

v Bill Communications
v Payment System
v Payment Incentives
v Automated Refunds



1

2

3

5

46

FROM TO

Website “Request 
Info” Form

Digital & Social 
Media Responses

Inbound Emails &
Phone Calls

Live Chat & Zoom
Participants

FAFSA Submitters

Outreach 
Contact Forms

Inquiry

Capture
Expressed 

Interest
Increased
Interest

SO 2: Inquiry Capture & Prospect Cultivation









SO 3: Website Enhancements
vMarketing-oriented external focus
vVisual impact 
vResponsive design
vValue proposition 
vSelling points
vAudience segmentation and relevance
vAudience engagement
vCalls to action



Value Proposition Elements

Value 
Proposition

Student 
Success 
Stories

Graduate 
Outcomes

Benefits of 
the Student 
Experience

Employer 
Testimonials



How Educational Consumers 
Calculate ROI

Financial Costs
v Sticker Price
v Net Price
v California 

Promise
v Student Loans

Time Invested
v Time to 

Credential 
Completion

v Time to Goal 
Attainment

Goal 
Attainment

v Careers
v Salaries
v Quality of 

Life
v Advanced 

Education



Value Proposition





Selling Points
v Employment opportunities 

for graduates
v Preparation for a chosen 

career and/or university 
study

v Quality of program
v Quality of faculty
v Hands-on learning 

experiences
v Program offered
v Cost/loans/availability of 

scholarships
v Convenience
v Flexible learning options

Why Laney







Audience Segmentation & Relevance







Influencers Page



Audience Engagement



Academic Program Page 
Essentials
vProgram description
vProgram value proposition
vProgram selling points
vWhat you will learn
vWho you will study with
vUnique opportunities
vSuccess beyond the classroom
vProgram video
vCall to action









Calls to Action



Data Capture Forms



Needed Website, CRM, & 
Marketing Infrastructure



SO 4: Closing Retention Gaps

Enrollm
ent

Services
Holistic

Advising

Targeted
SupportsFY

E

§ Counseling
§ Educational Plan  
§ Early Intervention
§ Peer Mentoring

§ EOPS
§ Next Steps
§ Sankofa
§ Umoja
§ Puente
§ APASS 
§ Gateway
§ Veterans Counseling
§ ROCK
§ Disability Services
§ CalWORKS

§ Orientation
§ FYE (Extended Orientation) 
§ Learning Communities
§ Summer Bridge

§ One-stop Services
§ No-stop Services
§ Any-stop Services

General
Supports

§ Counseling Services
§ Mental Health Services
§ Financial Supports
§ Chromebooks & Hotspots



Student Goals and 
Focused Interactions

Retention 
Management 

System 
Current Student 
Communications

Re-Recruiting Stop-
Outs

Pre-Enrollment Initial Enrollment Continued Enrollment Transitioning At & Beyond PCCD

Student Lifecycle Stages

Prevention Intervention Recovery

Retention Domains

Identified Gaps



Requires a retention 
champion to 

coordinate efforts 
institution-wide and 

a data analyst.







Transitions and Success 
Communications Example



Re-recruiting Stop-outs
v Seamless pathways to reentry
v A compelling reason to return
v Incentives to return
v Reminder postcards, email campaigns, phone 

calls, text messages
v Leveraging the degree audit system and 

credential laddering
v Proactive counseling contacts
v Third party coaching (ReUp)



Strategic Opportunity Impact Level Resource Implications PCCD Priority 
Rating

Peralta Enrollment & Service 
Experience High

Contact Center staffing 
and technology, 

PeopleSoft consultant, & 
document imaging

Inquiry Capture & Prospect 
Cultivation High CRM coordinators & 

content creators

Website Enhancements High Web developers & 
content creators

Closing Retention Gaps High
Retention Management 

System & CRM 
coordinators

Strategic Opportunity Prioritization



Email any questions you may have to 
Dr. Black at jimblack@semworks.net
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