DISTRICT-LEVEL PLANNING

Overview

The District seeks to achieve its mission by establishing clear plans and by holding itself, the colleges, and District employees accountable for achieving the goals and objectives these plans contain.  However, to work effectively in a large multi-campus district, planning must be a highly collaborative effort.  Since the District granted the colleges expanded autonomy in the late 1990s, the colleges and college leaders have been directly responsible for establishing their own strategic goals and objectives in response to the educational, workforce, and cultural needs of the communities they serve.  As a result, District planning in the LACCD is not a top-down, “command and control” process.  Planning at the district-level typically is meant to coordinate college activities—as in FTES goal setting—or to provide a coherent district-wide framework for college plan development—as in the case of the District Strategic Plan.  It is not meant to micro-manage the activities of the colleges, but to guide college activities in a way that achieves the District’s mission while providing a mechanism for reviewing college effectiveness and promoting accountability.  There are six primary types of planning activities that are carried out at the district level.  These include:

1. District Strategic Planning
2. Annual Board & CEO Goal Setting 
3. District Budget Planning & Enrollment Management (FTES Target Setting)
4. District Facilities Planning
5. District IT Planning

The District Strategic Plan and District Strategic Planning

Because the challenges involved in expanding student access, coping with under-preparation, and adapting to changing workplace needs are deeply contextual, each college is expected to implement activities that support district-wide goals in light of local conditions and institutional priorities. The District Strategic Plan (DSP) provides the colleges with a framework of priorities and expectations.  It serves as a guide to the colleges for strategic goal setting and accountability as they establish their own local institutional priorities and outcome measures.

Formally adopted on January 24, 2007, the LACCD District Strategic Plan 2006-11 contains five goals and 33 related objectives designed to create a flexible framework for college-level activities and initiatives.  The first such plan in the history of the District, the LACCD District Strategic Plan 2006-11 was designed to achieve the District’s newly revised mission and to support the goals of the State Community College System Strategic Plan.

The District Strategic Plan 2006-11 commits the LACCD to the following goals:

Goal 1.  Access:  Expand Educational Opportunity and Access 
Increase awareness of the educational opportunities available at LACCD colleges and expand access to vocational, transfer, basic skills, and life-long learning programs among all populations in the greater Los Angeles area, including those that have been traditionally underserved.

Goal 2.  Success:  Enhance all Measures of Student Success
Help students identify and achieve their educational goals—including transfer to four-year institutions, job and career preparation and placement, basic skills improvement, and life-long learning.
Goal 3.  Excellence:  Support Student Learning and Educational Excellence
Place student learning at the center of all District endeavors by transforming LACCD colleges into vibrant learning communities that offer challenging, student-centered courses and programs taught in a variety of “state-of-the-art” modes of delivery by engaged, professional faculty who expect the best from themselves and from their students.

Goal 4.   Accountability:  Create A District-wide Culture of Service and Accountability
Foster a culture of service and accountability across the District that maximizes the ability of our colleges to act as highly-effective and efficient independent entities while simultaneously capturing the benefits of being a large, multi-college district.

Goal 5.  Collaboration & Resources:  Explore New Resources and External Partnerships
Strengthen external partnerships at all levels in order to enhance political support for District initiatives, expand District financial resources, and improve District relationships with all communities in the greater Los Angeles area so that LACCD colleges can offer more responsive, relevant, and affordable educational programs and support services.


District and College Planning and Budget Allocation

The following diagram depicts the interlocking relationship between district and college-level strategic planning and budgeting in the LACCD.  Revised on a 6-year cycle, the District Strategic Plan (DSP) establishes a framework of goals that guides but does not constrain planning at the college level.  The colleges align their strategic goals and annual planning priorities with those of the DSP and establish annual budget priorities in support of these goals.  Within the District Effectiveness Review Cycle, each year the colleges report to the Board’s Institutional Effectiveness Committee on the progress they have made on past annual goals and on anticipated planning priorities for the coming year (see p.16). These reports inform the Board’s annual goal-setting process, which in turn shapes college planning priorities and initiatives. During the sixth year of the planning cycle, the DSP is evaluated and revised.
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District-wide Accountability 

Core Indictors of Institutional Effectiveness

In 2007, a system of district-wide outcome measures was created to facilitate the assessment of progress made toward achieving the goals of the District Strategic Plan. The Core Indicators of Institutional Effectiveness were designed by the District Planning Committee to provide an “at-a-glance” index of overall institutional health and effectiveness, to support accountability reporting efforts, and to provide a consistent, mutually-agreed upon set of District-wide effectiveness measures with commonly understood definitions and data sources.  Aligned with the major goals of the District Strategic Plan, the Core Indicators include the following:

Access Indicators

· Fall Term Core Program (exclude academies) Credit First-Time Student Headcount 
· High School Capture Rate
· Fall Term African American/Latino Male Enrollment Rate

Student Success & Educational Excellence Indicators

· Fall Term Core Program Within-Course Success Rates
· Total Degrees & Certificates Awarded & Total Transfers
· ARCC “Student Progress & Achievement Rate”
· Core Program Fall-to-Spring Persistence Rate
· Core Program Fall-to-Fall Persistence Rate

Institutional Efficiency Indicators

· Annual Instructional Efficiency (Instructional Costs/Full-Time Equivalent Student)
· Annual Administrative Efficiency (Admin. Costs /Full-Time Equivalent Student)
· Cost per FTES by Type of Educational Program (GE, CTE, etc.)
· Total unrestricted Net Assets

The Core Indicators inform a number of annual district-wide accountability reporting processes, including the Board’s self assessment process, the Board’s District Effectiveness Review Cycle, and the College Effectiveness Reports (see p. 16).  They are also displayed on the District website at http://research2.laccd.edu/indicators/index.html :
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The Board of Trustees Annual District Effectiveness Review Cycle

The Board of Trustees plays a central role in District-wide planning and accountability through its annual goal setting process and through the related Board District Effectiveness Review Cycle.  Adopted by the Board in January 2010 as a refinement on its former self assessment and District Institutional Effectiveness Review processes, the District Effectiveness Review Cycle is designed to do the following:

· To assure that district-level strategic goals are implemented and monitored, leading to district-wide sustained quality improvement; 

· To synchronize the Board’s annual goal setting process with the traditional academic calendar;

· To align annual Board goals with those of the Chancellor, the college presidents, and District Senior Staff;

· To align District and college Institutional Effectiveness reporting with the Board’s annual ARCC AB 1417 review, and its annual self-assessment process.
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The annual District Effectiveness Review Cycle includes five stages or activities:

1.  Annual Board Retreat
In July, the Board meets to finalize its annual Board self assessment, completes its formal review of the District Effectiveness Report, and sets new Board goals.

2.  College Activities/Implementation
Throughout the fall, winter, and early spring, the Chancellor, the college presidents and District Executive Senior Staff align their goals with the Board’s goals, and the colleges undertake activities in support of their annual goals and priorities.

3.  Annual College Effectiveness Reports
In April, the nine colleges report to the Board’s Institutional Effectiveness Committee on the progress they have made toward achieving college and District strategic planning goals. During this review, college leaders discuss the alignment of college and district strategic goals, document progress made on local planning efforts via Core Indicator outcome measures, and inform the Board about college priorities and initiatives for the coming year.  Each college documents its progress by means of a College Effectiveness Report, which includes comparative Core Indicators linked to District Strategic Plan goals for student access, student success, and fiscal accountability, as well as additional information on Student Learning Outcomes, financial aid, and foundation balances:
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4.  Annual District Effectiveness Report 
In May, the College Effectiveness Reports are followed by a more comprehensive accountability report to the entire Board.  This report presents critical externally and internally defined accountability measures for the District and District colleges and provides the Board with a district-level analysis of progress made on the District’s strategic goals.  Delivered during a committee of the whole, this District Effectiveness Report provides the Board with the following:

· A synopsis of the nine College Effectiveness Reports 
· A report of Core Indicator outcomes linked to the District Strategic Plan
· Results of the District’s annual ARCC AB 1417 Accountability Report
· An assessment of progress made on district-level initiatives related to the DSP
· An assessment of future District challenges and priorities

5.  Annual Board Self Evaluation
In June, the Board carries out its formal Board self evaluation, assesses progress made on past Board goals, and projects future challenges and opportunities for the coming year.   This assessment process is completed with the publication of new Board goals in early July.  



The DSP “Plan-Act-Check-Improve” Cycle 

The Board’s annual District Effectiveness Review Cycle is an essential component of the District’s 6-year Strategic Planning process.  Every six years, the DSP undergoes a summative evaluation and revision process.  The District Planning Committee initiates the DSP revision process by assessing progress made on each of the plan’s goals and objectives using a “scorecard” linked to DSP Core Indicators.  Information from this assessment is shared with the Board of Trustees during its District Effectiveness Review and is then forwarded to the Chancellor’s District Strategic Plan Taskforce—a special ad hoc committee of the District Planning Committee which is created to carry out the District strategic planning process.  This taskforce conducts extensive internal and external scans that provide the following information:

	· Student access core indicator data
· Student success core indicator data 
· Financial aid data
· Student and employee profiles
· Fiscal effectiveness data
	· Area demographics
· Area educational attainment
· High school achievement data
· Regional business and economic trends
· Regional labor market demand



The DSP Taskforce also conducts “SWOT” focus groups with stakeholders at all college and district locations to gather information about current District strengths and weaknesses as well as the opportunities and threats the District will face in future years.  Once the Taskforce has assessed past planning goals, analyzed internal and environmental scan data, and reviewed focus group results, it formulates new draft goals and objectives which are then reviewed at the District and college level by all constituencies.  After further revision, draft goals and objectives are forwarded to the Board’s Planning and Student Success Committee for review before being sent to the Board for final approval.  Once approved, the new DSP goals are used to inform Board and college goals.  At this point, they enter the District Effectiveness Review Cycle and are then coordinated with college planning and budgeting efforts, resulting in continuous measurable improvement at the college and classroom levels. 

The following diagram details the “Plan-Act-Check-Improve” cycle involved in the LACCD District Strategic Planning process.
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The District Planning Committee initiated the revision of the District Strategic Plan, 2006-2011 in spring 2010.   A new District Strategic Plan will be sent to the Board for review and approval by January 2012.  
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District Budget Planning

The budget planning and allocation process is implemented under the guidance of the District Budget Committee (DBC), the District Chief Financial Officer, and the District’s Office of Budget and Management Analysis.  (For more information on the DBC, see p.31.)  In order to give the colleges the autonomy they require to establish strategic goals addressing the needs of their local communities, the District’s budget mechanism has been designed to provide an equitable distribution of resources with a minimum of district-level interference.  The District’s role in the budget process is to provide information, establish district-wide enrollment targets, provide a framework for fiscal accountability, and assure compliance with state and federal mandates—not to micro-manage budget decision making at the college level.

As a result, the District’s budget allocation process hones closely to the allocation formulas that have been established by the State and adopted by the Board of Trustees.  As established in Senate Bill 361 (Scott, 2006), the colleges receive “foundation grants” ranging from $3 to $5 million, based on their total funded base FTES enrollment.  Remaining allocations are distributed on an FTES basis, with assessments made to support the operation of the District Office and for other district-wide or “centralized expenses.” The only departures from the State allocation model involve additional augmentations of $500,000 to the foundation grants of the smaller colleges (those with fewer than 10,000 FTES) in recognition of the costs of operating within a large district and to Los Angeles Trade-Technical College, to offset expenses incurred by its many high-cost career/technical programs.

As part of the annual district-wide budget planning process, each spring the District Budget Committee, in consultation with all relevant committees, councils, and constituencies, establishes district-wide FTES targets for the upcoming academic year.  At the same time, financial benchmarks are set via preliminary budget allocations.  These benchmarks are derived to ensure good management and accountability for a predicted level of students served.  As the year progresses, each college is measured against its target allocation for purposes of managerial control.  During this process, the colleges monitor their monthly budget and expenditure projections, update their college financial plans, and review their quarterly budgets with the District’s Chief Financial Officer. At the end of the year, college ending balances reflect the success of local management efforts in allocating resources, and the results are incorporated into presidential evaluations.  

Colleges that experience deficits are scrutinized and held accountable by the Fiscal Policy and Review Committee (FPRC), a subcommittee of the DBC.  (For more information on the FPRC, see p.32.)  In these cases, the FPRC analyzes the budget planning and expenditure histories of colleges that run deficits and, when appropriate, takes action to address budget shortfalls by establishing a calendar for expected repayment of advances from the District’s reserve balance or, in exceptional cases, by making one-time adjustments in college balances.  

It is the colleges’ responsibility to link local budget planning priorities to college strategic planning goals and recommendations for improvement that result from unit planning and program review.  The colleges typically carry out this budget prioritization process during fall and winter terms, using their established strategic plan and program review priorities to guide budget planning for the approaching academic year.  At the district level, the budget development cycle parallels this planning process, running from September through August of each year according to the following calendar:


	
LACCD Budget Development Process


	
	District Office Role
	College Role

	September:  Budget Planning Preparation Begins

	
	· DBC Reviews Budget Development Calendar
	· Colleges solicit unit plans with program review priorities 

	October:  Development of Budget Preparation Activities
	

	
	· Notice of Budget Development Calendar to BOT
· DBC reviews college financial plans
· Budget Development Calendar Adopted
	· Colleges provide 1st Quarterly Reports

	November:  Development of Budget Operation Plan

	
	· BOT Budget Committee reviews & approves the 1st Quarterly Report
· Initial Assessment projections of Centralized Accts.
· DBC reviews Centralized assessment projections
· 1st Quarterly Report due to State
	· Unit plans are evaluated and links to planning and program review goals are verified
· Unit plan budget requests are prioritized 

	December:  Budget Preparation Workshop

	
	· Budget Prep files made available
· Budget Prep Workshop held
	· Colleges participate in workshop

	January:  Governor’s Proposed State Budget & Preliminary Allocations

	
	· Budget Office distributes Op Plan prep instructions
· Cabinet reviews proposed preliminary allocation
· Budget Office reviews college ded.  rev. projections
· DBC reviews proposed preliminary allocation 
· CFO & Accounting provide initial ending balance projections
	· Colleges provide dedicated revenue projections
· Colleges provide 2nd Quarterly Reports
· College budget plan priorities are integrated and reviewed and approved by College Councils

	February:  Constituencies Review Budget Status

	
	· Cabinet reviews Budget Update
· Budget Office distributes Preliminary Allocation
· BOT Budget Committee reviews & approves the 2nd Quarterly Report
· 2nd Quarterly Report due to State
· DBC reviews 2nd Quarterly Report & College Financial Plans
· CFO & Accounting update ending balance projections
	· Colleges develop tentative budget plans based on integrated unit plan priorities

	March:  Preparation of Preliminary Budgets

	
	· Tech. review of Budget Prep Files & Upload to SAP
· CFO & Accounting update ending balance projections
· Preliminary Budget available on SAP
· CFO & Accounting provide initial ending balance projections
	· Colleges transmit budget prep files to Budget Office
· Colleges make tentative budget adjustments

	April:  Review of Preliminary Budget Data

	
	· CFO & Accounting distribute purchasing & year-end closing schedule
· CFO & Accounting update ending balance projections
	· Colleges provide 3rd Quarterly Reports
· Budget hearings on preliminary budgets held

	May:  Revenue Projections Updated

	
	· Cabinet briefing on Tentative Budget
· BOT authorizes encumbering of new year appropriations
· Revised revenue projections based on May Revise
· DBC reviews May Revise update & briefed on Tentative Budget
· BOT Budget Committee reviews & approves 3rd Quarterly Report
· 3rd Quarterly Report due to State
· CFO & Accounting update ending balance projections
	· Colleges review budget status
· Colleges submit Budget Operation Plans to Budget Office
· Colleges briefed on Tentative Budget


	June:  Tentative Budget

	
	· BOT Budget Committee reviews & adopts Proposed Tentative Budget
· CFO & Accounting update ending balance projections
	

	July:  Revision to Revenue Projections/Allocations

	
	· Tentative Budget Report filed w/ County & State
· CFO & Accounting Run 1st closing activities
· CFO & Accounting update ending balance projections
· CFO & Accounting run 2nd closing activities
	· Colleges submit revised dedicated revenue for final budget
· Colleges review budget status

	August:  Final Budget

	
	· Final Year-End Closing & actual balances established
· Publication Budget available for public review
· BOT Budget Committee reviews & adopts Final Budget
	

	September:  Final Budget/Year-End Analysis

	
	· File Final Budget report with County & State 
	




The Budget Development Process:  District/College/Board Interactions and Responsibilities

This flowchart shows the interaction of colleges, the District Office, and the Board of Trustees in the Budget Development process. 
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District-Level Facilities Planning

The Division of Facilities Planning and Development is responsible for long-term planning, management, and oversight of capital improvement and bond projects and for working collaboratively with college administrators to identify creative, cost-effective solutions to facilities challenges.  Facilities Planning and Development staff work with college administrators to define and implement college Facilities Master Planning, bond planning, and scheduled maintenance projects.  College Facilities Master Plans and bond projects are developed by campus stakeholder groups based on needs documented in local Educational Master Plans, stakeholder group need assessments, and additional input from external environmental scans.  College plans are reviewed by the Division of Facilities Planning and Development and forwarded to the Chancellor before they are sent to the Board’s Infrastructure Committee for review prior to Board approval.  

Recommendations on district-wide real-estate, capital, and bond-related policies and projects, including those associated with the District’s Sustainability Initiative, are formulated by the Division of Facilities Planning and Development in consultation with local college constituencies and are formally consulted via the District Bond Steering Committee (DBSC) and the Energy Oversight Committee, a sub-committee of the DBSC (see p.34 & 35).  Once approved within these bodies, they are forwarded to the Chancellor for further consultation and approval before being directed to the Board’s Infrastructure Committee for review prior to adoption by the Board.  The District Citizens’ Oversight Committee also reports to the Board on all district-wide bond-related activities (see p. 34).  
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District-level Technology Planning

In 2010, the Chancellor created the Technology Planning and Policy Committee (TPPC) to coordinate the activities of a number of district-level technology-related advisory groups and to provide a forum for consultation on all technology-related issues.  A participatory governance committee, the TPPC is charged with developing a comprehensive strategic technology plan that will address future district-wide information technology needs.  The TPPC serves as a clearing house for all policy issues related to district-wide technology systems.  As such, it aligns the planning and policy-making activities of a number of district-level groups that had previously operated without formal coordination:
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For more information about the TPPC, please see p. 33. 

























Improving District-level Governance and Decision Making

The Annual Governance Committee Self-Evaluation Process

Each year, the major district-level governance committees (DBC, DPC, DBSC, TPPC, JLMBC) conduct a formal self assessment.  The Governance Committee Self-Evaluation process is designed to help district-level committees do the following:

· Align their activities with their charge and the District mission
· Encourage effective communications and committee management
· Assess annual committee achievements
· Identify problems with committee function
· Assess past annual committee goals and establish new goals for the coming year
· Develop specific recommendations for committee improvement

As the major district-level governance committees conduct their annual self evaluations, they document their efforts on the following Governance Committee Self-Evaluation Form:
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Governance Committee Self Evaluations are documented and reported to the Board of Trustees prior to their annual Board Goal-Setting Retreat.  The Board considers the information provided in these self-evaluation reports during its annual District Effectiveness Review Cycle, and it uses this information as it formulates its own annual goals.  

The Biennial District-wide Governance Assessment Survey

The District conducts a formal evaluation of its governance and decision-making processes every two years.  Piloted in spring 2010, the District Governance Self Assessment process involves a formal survey of stakeholder satisfaction with district-level governance processes.  Implemented and analyzed by the District Planning Committee, this survey is administered to all faculty, staff, student, and administrative personnel directly involved in college and district-level decision making processes and is designed to measure the following:

1. The appropriateness and effectiveness of the roles played by stakeholder groups, including the administration, the District Academic Senate, the collective bargaining groups, and the Associated Students Organization;

2. The effectiveness of district-level decision-making processes in relation to five primary governance areas:  budget and resource allocation, enrollment management, strategic planning and goals setting, bond program oversight, and employee benefits;

3. The quality of district-level decision making (e.g., the extent to which decisions are based on data and are effectively communicated, implemented, and assessed); 

4. The level of administrative and Board support of participatory governance; and 

5. The effectiveness of district-wide decision making in relation to the District’s stated mission.
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Based on the results of this survey, the District Planning Committee develops recommendations for improving district-wide governance and decision-making processes.  These recommendations for action are included, along with detailed survey results, in the biennial District Governance Assessment Report, which is delivered to the Board of Trustees as part of its spring District Effectiveness Review.  Once approved by the Board, the action plans in this report are implemented by District and college leaders.
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Los Angeles Community College District
District-Level Governance & Decision Making Assessment

This survey is being conducted as part of a formal assessment of the effectiveness of district-level participatory
governance and decision making. Your responses to the questions below—and your comments—will be used to
improve the structure and processes of current district-level governance committees and councils and to inform
the revision of the District Strategic Plan. Please do not complete this survey if you have already responded to it
in a different setting.

Your Location: ELACO Lacc O LAHC O LaMC O Pierce O
LascO LATTCO  Lavc O wLAC O District O

YourRole:  Administrator O Classified Staff O
Dept. Chair o Classified Manager O
Faculty o Student o

Please indicate your agreement or disagreement with all of the following statements by placing an “X”

in the appropriate box on the right.

strongly | Opinion/

Disagree | Don't
Know

g | g | pisagree

The Administration is appropriately & adequately represented
L. |in district-level decision making.

‘The District Academic Senate is appropriately & adequately
2. | represented in district-level decision making.

‘The following collective bargaining units are appropriately &
3. | adequately represented in district-level decision making:

AFT Faculty Guild 1521
AFT Staff Guild 15214

Teamsters

Supervisors 721

Local 99
Buildings & Crafts

The Associated Students are appropriately & adequately
4. | represented in district-level decision making.

District-level decision making is effective in relation to Budget
Development & Resource Allocation.

District-level decision making s effective in relation to

6. | Enrollment Management & FTES Target Setting.

District-level decision making s effective in relation to Strategic
7. | Planning & Strategic Goal Setting,

District-level decision making s effective in relation to Bond

8. | Program Planning & Oversight.

District-level decision making is effective in relation to Emplovee
9. | Benefits (JLMBC).

L

Please continue on the back.
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Decisions made through participatory governance at the
district level are based on research and data.

10.

Decisions made through participatory governance at the
district level are communicated effectively to all affected
11. | stakeholders.

Decisions made through participatory governance at the
12. | district level are followed through on effectively.

‘The results of decisions made through participatory governance
13. | at the district level are assessed by appropriate committees.

The LACCD Board of Trustees supports participatory
14. | governance.

‘The District/college administration supports participatory
15. | governance—at the district level.

Overall, 1 feel that District-wide decision making is effective in
16. | supporting the District’s mission.

What do you think are the central problems with district-level participatory governance in the LACCD?

How can we improve district-level participatory governance and det
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Adopted by the Board on January 20, 2010
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