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Accordingly, we respectfully request that the District
be permitted to plan its search with a July 1 start date instead of a March start date for the
permanent Chancellor
Ensure all ACCJC recommendations related to the District are adequately responded to by
November 1, 2020
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“The District Office provides critical support by hiring a reputable consultant to rebuild
the revenue allocation model to more closely align with the SCFF and a complete data
integrity project to deal with the critical underlying data. By working with Cambridge West
Ltd., the data integrity project, coupled with the rebuilding of a revenue allocation model,
will establish a solid foundation for the College and the District. The training and crosscollaboration with the district office and colleges are evident in the District's
accomplishments and [Colleges].” 4 (Berkeley City College Report, p.4
“The District has stabilized its leadership through several key hiring’s [sic] as noted
earlier in this report. Through stabilizing the financial leadership, the college district has
made progress in conducting monthly reconciliations, financial aid policy and procedures,
verbal orders, and the board is forming a subcommittee for audit and finance review. In
conversations with the Interim Chancellor and Interim Vice Chancellor of Finance and
Administration as well as through the review of evidence, significant work has been done
to create and implement solid internal control procedures.” (Berkeley City College
Report, p.6)'
“While the Colleges have maintained some productivity in the decline of enrollment … The
Colleges are gaining momentum in growing dual enrollment even through the disruption
of COVID-19. Not only is this strategy supporting the communities through career and
academic pathways, it is contributing to the Colleges’ fiscal sustainability.” (Berkeley City
College Report, p.3
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Ensure that all audit findings are fully met by May 31, 2021
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TABLE A: FY2019 Audit Findings

Category

No.

Financial
Statement

-

Area

Condition

-

Repeat
from
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FY
Yes
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Table B – FY2020 Preliminary Points for Student Financial Aid Audit
Category
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Repeat from Prior FY
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Ensure all FCMAT recommendations are fully met by December 31, 2021

Position Control & Fixed and Capital Asset Management.

Legal Counsel.

t

Retiree Health Benefits.
Attachments

Attachment
The Peralta Colleges ACCJC December 2020
Virtual Site Visit Reports

SPECIAL SITE VISIT TEAM REPORT

Berkeley City College
2050 Center Street
Berkeley, CA 94704

This Report remains in draft form until the Commission takes action on the accredited
status of the institution.
The draft report submitted to the Commission represents the findings of the Fiscal Monitoring
Site Visit Team that conducted a virtual visit to
Berkeley City College from December 16 to December 17, 2020.

Kindred Murillo, Ed.D.
Team Chair
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Introduction
A Special Report Site Visit on Fiscal Monitoring was conducted to Berkeley City College on
December 16 and 17, 2020. The purpose of the Site Visit was to determine whether the
College/District has addressed the fiscal concerns as required by the Commission and as
stipulated in the Commission Action Letter of January 27, 2020.
The team was comprised of the following members:
Team Chair
Dr. Kindred Murillo
Superintendent/President
Southwestern College
Team Member
Dr. Mario Rodriguez
Vice Chancellor
Los Rios Community College District
Focus of the Special Report Site Visit, Fiscal Monitoring
The institution was directed by the Commission, through a Commission Action Letter, to provide
a special report that was to take the form of a 5-year integrated financial plan and was to inform
the Commission on the following:
• Establishing FTES Targets and Enrollment Management Plans
• Establishing a Student Success Infrastructure Plan to comply with the Student-Centered
Funding Formula as announced by the California Community College Chancellor's
Office
• Establishing guidelines to reduce operational overspending and eliminate the structural
deficit
• Adopting a Board policy to adopt sustainable fund balances and reserves
• Adopting a restructuring plan to improve efficiencies and accountability at the District
office and the Colleges
• Addressing all audit findings
• Establishing strategies to improve the management of the OPEB debt
• Providing an executive-level staff turnover analysis and recommendations to retain these
staff at the district
As noted by the commission in January 2020 it is not evident from the special report that the
College/District has addressed foundational issues which have bearing on its fiscal health, this
includes:
•
•
•
•
•

A continued structural deficit
Lack of adherence to Board policies and administrative procedures
Deficiency in reconciliation and financial control issues
Key staffing issues
It OPEB obligations
2

•

Ongoing unaddressed audit findings

Findings and Evidence
Each area of concern raised by the Commission and the foundational issues raised are addressed
below.
Establishing FTES Targets and Enrollment Management Plans
Berkeley City College (College) developed and implemented the Integrated Strategic Enrollment
Management Plan (ISEMP), which outlines the College’s strategic priorities and goals for
enrollment management. The ISEMP began in 2018 and takes the college through 2021. The
College has aligned its ISEMP goals with the California Community Colleges’ Student Centered
Funding Formula.
The ISEMP identified areas for growth, and projected areas of decline that need a special focus
for action plans. The College has been in enrollment decline for the last three years and has also
declined in Full-time equivalent faculty and runs between 14.90 and approximate 15.6
FTE/FTEF. While the College has maintained some productivity in the decline of enrollment
the continuation of the work is essential to moving the college forward. The College is gaining
momentum in growing dual enrollment even through the disruption of COVID-19. Not only is
this strategy supporting the communities through career and academic pathways, it is
contributing to the college fiscal sustainability.
The College also has implemented block scheduling in fall of 2020 to improve enrollment
management.
The Peralta Community College District (PCCD) has engaged Cambridge West Partnership, LLP
(Cambridge West) to assist PCCD in a Budget Allocation Model and the update of the Strategic
Enrollment Management Framework. The scope of the contract approved on October 13, 2020
includes:
Assist the District with the development of a Multi-college district internal revenue
allocation model and will provide the budget committee members with an understanding
of the Student Centered Funding Formula (SCFF), as well as, identifying focus areas to
improve outcome elements at the college level. Aligning validated enrollment and
outcomes data to revenue at the college and district wide levels will also be performed.
Assist the District with data integrity and related processes to optimize student success
and the alignment with the Student-Centered Funding Formula. The focus will be to work
directly with the District and college staff to evaluate the current MIS workflow process,
review current policies and procedures and develop data map/dictionary documents. A
comprehensive look at all student information systems used and the documents used to
populate these systems will be conducted. An emphasis on comparing best practices at
similar California Community Colleges will be done throughout the project.
The College has addressed this concern and is seeing results from their implementation of their
enrollment strategies as noted specifically above.
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The Peralta Community College District (District) is addressing this concern through engaging
deep foundational work with Cambridge West Ltd. that will also benefit all the colleges.
Establishing a Student Success Infrastructure Plan to comply with the Student-Centered
Funding Formula as announced by the California Community College Chancellor's
Office
The College has developed the Berkeley City College Success Infrastructure Plan and is aligning
it to comply with the Student Centered Funding Formula (SCFF) through its’ Guided Pathways
efforts, financial aid model improvements, student completions, and AB 705 implementation.
The College has laid a good foundation through this plan and is working to implement the plan.
The increase in overall student success rates in transfer level math and English is noteworthy and
encouraging.
The District Office provides critical support by hiring a reputable consultant to rebuild the
revenue allocation model to more closely align with the SCFF and a complete data integrity
project to deal with the critical underlying data. By working with Cambridge West Ltd., the data
integrity project, coupled with the rebuilding of a revenue allocation model, will establish a solid
foundation for the College and the District. The training and cross-collaboration with the district
office and colleges are evident in the District's accomplishments and BCC.
Establishing guidelines to reduce operational overspending and eliminate the structural deficit
The College has engaged in multiple strategies and actions to reduce operational overspending
and eliminate the structural deficit.
• The College has conducted an infrastructure analysis, to include position control, current
vacancies, expected retirements and programmatic needs and assignments. This analysis
led to actions where decisions have produced salary savings in the amount of nearly
$280,000.
• The College has been working on and implemented an Integrated Planning and
Allocation of Resources process through its governance processes. While it is relatively
new, the College appears to be moving forward effectively.
• The College is also engaged in an analysis of its hourly instructional budget which will
be completed this fall. The results from this analysis will help the College design
projects
• and actions to reduce the overall FTEF in faculty re-assigned time. There is no estimated
savings at this point in the analysis.
The College leadership has demonstrated a strong commitment and capacity to continue their
work toward reducing operational overspending and eliminating the structural deficit. The
leadership is starting to see results.
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Adopting a Board policy to adopt sustainable fund balances and reserves
The College notes that it follows Board Policy 6250 and they have submitted a two-year Parcel
usage plan to the District governance process, and the responsibility for this item lies with the
District. The District has Board Policy 6250 which requires a 10% ending balance and a
directive to replenish it when it drops below 10%. In comparison to other multi college districts,
a requirement for 10% reserve and an associated replenishment plan exceeds many board
policies that require a 5% reserve.
Adopting a restructuring plan to improve efficiencies and accountability at the District office
and the Colleges
The team found the College has worked to improved efficiencies and accountability and there is
a more accountable and solid administrative structure in place. The College appears to have
stabilized its leadership with the hiring of a new President. There is an upcoming retirement with
the Director of Business Services which is providing an opportunity for further refining of the
organizational structure and accountability. The college is proposing a Vice President of
Administrative Services, which is an appropriate level of accountability.
The District recruited and filled several critical positions in the spring of 2020 to include the
Chancellor, Vice Chancellor of Finance and Administration, Vice Chancellor of General
Services, Internal Auditor, and the Director of Purchasing positions. Also, the president
positions at Berkeley City College and Merritt College were filled during the spring and early
summertime frame. On November 10, 2020 the Board of Trustees approved Dr. Nathaniel Jones
III, Ph.D., MBA as President for the College of Alameda, and Dr. Rudy Besikov, President of
Laney College.
With the resignation of the Chancellor on July 18, 2020, the Vice Chancellor of Finance and
Administration has become the Interim Chancellor and there is an Acting Vice Chancellor of
Finance and Administration.
The District Office staffing was insufficient in the prior year to demonstrate accountability. What
is noteworthy is the positions that have been filled in the district office that will support
efficiencies and accountability at the District Office. The District has contracted with Cambridge
West Ltd. To assist in rebuilding of the revenue allocation model and ensure data integrity. This
help to provide training and information that could lead to some restructuring and more
accountable processes.
The Board of Trustees were trained in February 2020 by Fiscal Crisis and Management
Assessment Team (FCMAT) on managing finances, the role of the board and chancellor, fiscal
accountability and competency. The Governing Board also participated in a retreat on December
15 - 16, 2021 to work on their vision statement and to work more effectively as a board. The
Board is also forming an audit and finance committee.
Significant work has been done this last year to create and maintain a stable financial area along
with stabilizing leadership of the District and the colleges.
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Addressing all audit findings
The June 2020 audit findings are not available at the time of this Special Report and are expected
by available in mid-January. Per the California Community College Chancellor’s Executive
Order, all college districts were provided a deadline extension for the 2020 audit.
In the 2019 audit, there were nine findings, of which five were findings from the fiscal year
ending June 2018. This is a concerning trend and it is crucial to get the audit for the fiscal year
ending June 2020 in order to ascertain if the District has implemented the corrections. This
information should be available to review when providing analysis of the 2020 Peralta
Comprehensive accreditation review as well as the ACCJC’s Annual Fiscal Report that is due in
April 2021.
The District has stabilized its leadership through several key hiring’s as noted earlier in this
report. Through stabilizing the financial leadership, the college district has made progress in
conducting monthly reconciliations, financial aid policy and procedures, verbal orders, and the
board is forming a subcommittee for audit and finance review. In conversations with the
Interim Chancellor and Interim Vice Chancellor of Finance and Administration as well as
through the review of evidence, significant work has been done to create and implement solid
internal control procedures. This was backed up by an informal conversation with the district’s
auditor who noted several things:
• Implementation of reconciliations
• Implementation of financial aid policies and procedures
• A contract with Oracle to assist in more automated reconciliations
• Working with the County on due to and due from reconciliations
• The District and colleges appear to be moving in the right direction
• There appears to be improvement in the internal controls and expects the audit will
confirm progress on the prior audit findings
The 19-20 Financial Audit will be complete sometime in January and will be available for the
upcoming ACCJC Comprehensive evaluation, as well as through the ACCJC’s Annual Fiscal
Review process.
The District is addressing this concern through implementing reconciliations and internal
controls.
Establishing strategies to improve the management of the OPEB debt
The District provided a financial plan for the OPEB Bond Program in the Adopted Final Budget.
The evidence shows that the District has just over a $200 million liability. The have created an
“OPEB charge” mechanism which is an additional payment based on a percentage of payroll that
generates funding to paying the liability. This is around $5.7 million for 2019-20 and $6.6
million for 2020-21. The District has a plan, and they are adhering to the plan.
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Providing an executive-level staff turnover analysis and recommendations to retain these staff
at the district
The College has stabilized the leadership at the college through finalizing the hiring of a College
President in May 2020. One of the college’s retention strategies is to participate in diversity,
equity, and inclusion professional development through many statewide organizations, as many
colleges do. The College also engage in a professional development experience grounded in an
equity focused and racially conscious leadership, along with data informed strategies for
institutional and cultural change. In fall of 2020, The President’s Cabinet established Leadership
Standards of Excellence to provide engagement and accountability. It appears the College
leadership are laying a good foundation for transforming the college which will take years. They
are showing that they are investing in building leadership which is a good beginning for this
work.
The District is developing plans to hire and retain employees and has not yet implemented a
turnover analysis mechanism. It is reasonable to expect that with the stabilized leadership in the
District and colleges the capacity will be in place to conduct a turnover study and develop a
retention plan for the district. It was noted by the Interim Chancellor that this is forthcoming, but
a plan was not available for the team to review.
Overall BCC and District have stabilized executive leadership. BCC hired a permanent president
on May 7, 2020, and each college has a permanent president as of November 10, 2020. The
executive leadership at the District and colleges are demonstrating their commitment to
understanding the turnover issues better and implementing strategies for retaining employees.
Berkeley City College has grounded their efforts in diversity, equity, and inclusive practices.
As noted by the commission in January 2020 it is not evident from the special report that the
College/District has addressed foundational issues which have bearing on its fiscal health, this
includes:
•

A continued structural deficit
The District presented a balanced budget for FY 2020-21. In researching more deeply, it
appears the District overstated their SCFF calculation by nearly $3 million. The visiting
team worked through the calculations with the Interim Vice Chancellor of Finance and
Administration and came to the resolution that the District is nearly $6 million deeper in
hold harmless that the Adopted 2020-21 Budget projected. The leadership demonstrated
their clear understanding they need to continue to work toward closing the hold harmless,
so they are sustainable when the hold harmless is projected to end in 2024-25.
The College is demonstrating capacity and momentum for addressing this concern. The
District Office has also been making significant movement toward addressing the issues
through internal controls, training, and understanding their actual numbers. The
assistance from Cambridge West Ltd. will assist the district in their efforts through
ensuring the district’s data integrity.
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•

Lack of adherence to Board policies and administrative procedures
Board Policy 6250 notes that the District shall maintain a minimum unrestricted general
fund balance for every fiscal year. The FY year 2020-21 Adopted Budget projects above
a 10% ending balance.
The budget shall be managed in accordance with Title 5 and the California
Community Colleges Budget Accounting Manual. Budget revisions shall be made
only in accordance with these policies and as provided by law. Peralta
Community College District shall maintain a minimum 10% of unrestricted fund
balance for every fiscal year. When the unrestricted ending fund balance falls
below 10%, the District shall adopt a plan to replenish it to 10% within one year.
When the unrestricted fund balance exceeds 10%, balances in excess may be set
aside for reserves, investment in one-time expenditures, or appropriation to a
major budget classification upon a resolution of the Board.
Administrative Procedure 6250 spells out the management of the budget through a budget
calendar, budget directives, budget preparation, budget consolidation, presentation and
adoption. In reviewing the evidence provided through minutes, calendar, and board
agendas, it appears the colleges and district have now been following their policy and
procedures, especially those related to budget management.

•

Deficiency in reconciliation and financial control issues
The District hired a full-time employee as Internal Auditor in April 2020. The District
continues to implement and enforce internal controls through its technology applications and
contracted with Oracle to complete a comprehensive system upgrade at the May 29, 2020 –
Special Meeting of the Board of Trustees. Cash flow and budget to variance reports
presented to the Board of Trustees on May 26, 2020 and July 28, 2020 indicate enhanced
accountability practices. The finance department is presenting financial statements to the
Board quarterly.

Through discussions with staff and the current auditor it appears the District and colleges
are making headway on financial control issues through reconciliations, adherence to
policies and procedures, enhanced college procedures, calendars and timelines, and more
transparent reporting. The District has been able to train staff regarding the policies and
procedures.
The District and colleges have demonstrated they are serious about making sustainable
changes in these areas to ensure the financial viability of the district.
•

Key staffing issues
Overall, the District and colleges have done good work to stabilize executive leadership.
BCC has a permanent president as of November 10, 2020 and has stabilized the
leadership team. The District Office has filled several key management and accounting
positions and is working toward a permanent Chancellor. The detail is noted in the
College comments throughout this report.
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•

It OPEB obligations
The evidence shows that the District just over a $200 million liability. The have created
an “OPEB charge” mechanism which is an additional payment based on a percentage of
payroll that generates funding to paying the liability. This is around $5.7 million for
2019-20 and $6.6 million for 2020-21. The District has a plan, and they are adhering to
the plan.

•

Ongoing unaddressed audit findings
As noted in prior comments, the June 2020 audit findings are not available at the time of
this Special Report and are expected by mid-January.
There were nine findings in the 2019 audit, of which five were findings from the fiscal
year ending June 2018. These nine findings are concerning, and it is crucial to get the
audit for the fiscal year ending June 2020 to ascertain if the District has implemented the
corrections. This information should be available to review when providing an analysis
of the 2020 Peralta Comprehensive accreditation review and the ACCJC’s Annual Fiscal
Report due in April 2021.
The District has stabilized its leadership through several essential hiring’s as noted earlier
in this report. By stabilizing the financial administration, the college district has made
progress in conducting monthly reconciliations, financial aid policy and procedures, and
verbal orders. The board is forming a subcommittee for audit and finance review. In
conversations with the Interim Chancellor and Interim Vice Chancellor of Finance and
Administration and the assessment of evidence, significant work has been done to create
and implement reliable internal control procedures. These actions were backed up by an
informal conversation with the District’s auditor, who noted several things:
o Implementation of reconciliations
o Implementation of financial aid policies and procedures
o A contract with Oracle to assist in more automated reconciliations
o Working with the County on due-to and due-from reconciliations
o The District and colleges appear to be moving in the right direction
o There appears to be improvement in the internal controls and expects the audit
will confirm progress on the prior audit findings

The 19-20 Financial Audit will be complete sometime in January and will be available for
the upcoming ACCJC Comprehensive evaluation.
Conclusion
Overall, the team found a committed, competent, group of district and college leaders at BCC
who are earnestly making progress toward addressing all the Commission’s concerns as noted in
prior reports and the January 2020 ACCJC communications. The District overall needed to
stabilize the leadership in the District Office and the colleges and that has happened. BCC and
the District are working more closely together in order to sustain fiscal viability. While there is
still work to do, the evidence supports that Berkeley City College, and the District are following
their plans and are moving in the right direction.
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SPECIAL SITE VISIT TEAM REPORT

College of Alameda
555 Ralph Appezzato Memorial Parkway
Alameda, California 94501

This Report remains in draft form until the Commission takes action on the accredited
status of the institution.
The draft report submitted to the Commission represents the findings of the Fiscal Monitoring
Site Visit Team that conducted a virtual visit to
College of Alameda from December 16 to December 17, 2020.

Kindred Murillo, Ed.D.
Team Chair
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Introduction
A Special Report Site Visit on Fiscal Monitoring was conducted at College of Alameda on
December 16 and 17, 2020. The purpose of the Site Visit was to determine whether the
College/District has addressed the fiscal concerns as required by the Commission and as
stipulated in the Commission Action Letter of January 27, 2020.
The team was comprised of the following members:
Team Chair
Dr. Kindred Murillo
Superintendent/President
Southwestern College
Team Member
Dr. Mario Rodriguez
Vice Chancellor
Los Rios Community College District
Focus of the Special Report Site Visit, Fiscal Monitoring
The institution was directed by the Commission, through a Commission Action Letter, to provide
a special report that was to take the form of a 5-year integrated financial plan and was to inform
the Commission on the following:
• Establishing FTES Targets and Enrollment Management Plans
• Establishing a Student Success Infrastructure Plan to comply with the Student-Centered
Funding Formula as announced by the California Community College Chancellor's
Office
• Establishing guidelines to reduce operational overspending and eliminate the structural
deficit
• Adopting a Board policy to adopt sustainable fund balances and reserves
• Adopting a restructuring plan to improve efficiencies and accountability at the District
office and the Colleges
• Addressing all audit findings
• Establishing strategies to improve the management of the OPEB debt
• Providing an executive-level staff turnover analysis and recommendations to retain these
staff at the district
As noted by the commission in January 2020 it is not evident from the special report that the
College/District has addressed foundational issues which have bearing on its fiscal health, this
includes:
•
•
•
•
•
•

A continued structural deficit
Lack of adherence to Board policies and administrative procedures
Deficiency in reconciliation and financial control issues
Key staffing issues
It OPEB obligations
Ongoing unaddressed audit findings
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Findings and Evidence
Each area of concern raised by the Commission and the foundational issues raised are addressed
below.
Establishing FTES Targets and Enrollment Management Plans
The College of Alameda (College) developed and implemented the Enrollment Management
Framework (EMF), which outlines the College’s seven enrollment concentrations to address and
improve declining enrollment and improve educational outcomes for students. The plan includes
the following areas of focus:
• Systems and Data
• Planning and Reporting
• Facilities
• Technology
• Student Services
• Instructional Innovation Professional Development
• Communication
In alignment with their plan the College has and is working on the following areas:
• Establishment of annual discipline planning and scheduling processes
o Developed a process for FTEF resource allocation and FTES by discipline.
o Updated in January 2020 with additional metrics, to include the Student Centered
Funding Formula metrics.
• Access to consistent and accurate data and reporting
• Target Student Enrollments During Intersession
o Engaged in a campaign to build/increase enrollments through its course offerings
through Winter and Spring intersessions.
The level of research at the College has increase significantly over the last year insuring
consistent and accurate data and reporting. The College is making data informed decisions using
a collaborative approach across departments and disciplines. The College has made progress in
using available resource to meet FTES targets. They also brought in an Institutional Partnership
Effectiveness Partnership (IEPI) Partnership Resource Team (PRT) to help them in their
enrollment management work. The visit focused on Strategic Enrollment Management through
inquiry and improving retention and graduation rates through a focus on equity.
The College is demonstrating a consistent growth in FTES since 2015-16 and productivity since
a drop in Spring 2019.
The Peralta Community College District (PCCD) has engaged Cambridge West Partnership, LLP
(Cambridge West) to assist PCCD in a Budget Allocation Model and the update of the Strategic
Enrollment Management Framework. The scope of the contract approved on October 13, 2020
includes:
Assist the District with the development of a Multi-college district internal revenue
allocation model and will provide the budget committee members with an understanding
of the Student Centered Funding Formula (SCFF), as well as, identifying focus areas to
3

improve outcome elements at the college level. Aligning validated enrollment and
outcomes data to revenue at the college and district wide levels will also be performed.
Assist the District with data integrity and related processes to optimize student success
and the alignment with the Student-Centered Funding Formula. The focus will be to work
directly with the District and college staff to evaluate the current MIS workflow process,
review current policies and procedures and develop data map/dictionary documents. A
comprehensive look at all student information systems used and the documents used to
populate these systems will be conducted. An emphasis on comparing best practices at
similar California Community Colleges will be done throughout the project.
The College has addressed this concern and is seeing results from their implementation of their
enrollment strategies as noted specifically above.
The Peralta Community College District (District) is addressing this concern through engaging
deep foundational work with Cambridge West Ltd. that will also benefit all the colleges.
Establishing a Student Success Infrastructure Plan to comply with the Student-Centered
Funding Formula as announced by the California Community College Chancellor's
Office
The College has developed and is aligning it to comply with the Student Centered Funding
Formula (SCFF) through:
• Financial Aid Strategies
• Implementation of AB 705
• Guided Pathways
• SCFF Enrollment Management Practices
• Program Review
• Block Scheduling
The College has laid a good foundation through implementation of financial aid strategies and is
working to implement the plan through securing permanent financial aid staff; student
workshops; technology purchases and implementations; and a focus on data. The College is also
seeing an increase in first time students completing both transfer level English and mathematics
with the implementation of AB 705. After years of decline the College has turned it’s transfer
rate around and notes it is a result of Guided Pathways work. The College has also done its part
through embedding SCFF in their enrollment management practices to support the district is
fiscal management. The College is working together with each other and the District to lay a
strong foundation for their future.
The District Office is providing critical support through hiring a reputable consultant to rebuild
the revenue allocation model to more closely align with the SCFF, and a complete data integrity
project to deal with the important underlying data. Through working with Cambridge West Ltd.,
the data integrity project coupled with the rebuilding of a revenue allocation model will serve to
establish a solid foundation for the college and the district to build upon. The training and cross
collaboration with the district office and colleges is evident in the accomplishments of the district
and the College of Alameda.
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Establishing guidelines to reduce operational overspending and eliminate the structural deficit
The College has engaged in multiple strategies and actions to reduce operational overspending
and eliminate the structural deficit:
• Adhering to the FTEF Allocations
• Work collaboratively and collegially to ensure resource allocation processes are followed
through program review to annual plan updates.
• Monitoring process to ensure making data informed decisions (daily enrollments reports)
The College leadership has demonstrated a strong commitment and capacity to continue their
work toward reducing operational overspending and eliminating the structural deficit. The
leadership is starting to see results and returned resources to the District budget.
Adopting a Board policy to adopt sustainable fund balances and reserves
The College notes that it follows Board Policy 6250 and they have submitted a two-year Parcel
usage plan to the District governance process, and the responsibility for this item lies with the
District. The District has Board Policy 6250 which requires a 10% ending balance and a
directive to replenish it when it drops below 10%. In comparison to other multi college districts,
a requirement for 10% reserve and an associated replenishment plan exceeds many board
policies that require a 5% reserve.
Adopting a restructuring plan to improve efficiencies and accountability at the District office
and the Colleges
The team found the College has worked to improved efficiencies and accountability through
tightening the fiscal expenditures by freezing and not replacing college positions not deemed
necessary. Critical positions to the proper functioning of the College are filled through
appropriate College and District processes. The College appears to have stabilized its leadership
with the hiring of a new President in November 2020.
The District recruited and filled several critical positions in the spring of 2020 to include the
Chancellor, Vice Chancellor of Finance and Administration, Vice Chancellor of General
Services, Internal Auditor, and the Director of Purchasing positions. Also, the president
positions at Berkeley City College and Merritt College were filled during the spring and early
summertime frame. On November 10, 2020 the Board of Trustees approved Dr. Nathaniel Jones
III, Ph.D., MBA as President for the College of Alameda, and Dr. Rudy Besikov, President of
Laney College.
With the resignation of the Chancellor on July 18, 2020, the Vice Chancellor of Finance and
Administration has become the Interim Chancellor and there is an Acting Vice Chancellor of
Finance and Administration.
The District Office staffing was insufficient in the prior year to demonstrate accountability. What
is noteworthy is the positions that have been filled in the district office that will support
efficiencies and accountability at the District Office. The District has contracted with Cambridge
West Ltd. To assist in rebuilding of the revenue allocation model and ensure data integrity. This
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help to provide training and information that could lead to some restructuring and more
accountable processes.
The Board of Trustees were trained in February 2020 by Fiscal Crisis and Management
Assessment Team (FCMAT) on managing finances, the role of the board and chancellor, fiscal
accountability and competency. The Governing Board also participated in a retreat on December
15 - 16 2021 to work on their vision statement and to work more effectively as a board. The
Board is also forming an audit and finance committee.
Significant work has been done this last year to create and maintain a stable financial area along
with stabilizing leadership of the District and the colleges.
Addressing all audit findings
The June 2020 audit findings are not available at the time of this Special Report and are expected
by available in mid-January. Per the California Community College Chancellor’s Executive
Order, all college districts were provided a deadline extension for the 2020 audit.
In the 2019 audit, there were nine findings, of which five were findings from the fiscal year
ending June 2018. This is a concerning trend and it is crucial to get the audit for the fiscal year
ending June 2020 in order to ascertain if the District has implemented the corrections. This
information should be available to review when providing analysis of the 2020 Peralta
Comprehensive accreditation review as well as the ACCJC’s Annual Fiscal Report that is due in
April 2021.
The District has stabilized its leadership through several key hiring’s as noted earlier in this
report. Through stabilizing the financial leadership, the college district has made progress in
conducting monthly reconciliations, financial aid policy and procedures, verbal orders, and the
board is forming a subcommittee for audit and finance review. In conversations with the
Interim Chancellor and Interim Vice Chancellor of Finance and Administration as well as
through the review of evidence, significant work has been done to create and implement solid
internal control procedures. This was backed up by an informal conversation with the district’s
auditor who noted several things:
• Implementation of reconciliations
• Implementation of financial aid policies and procedures
• A contract with Oracle to assist in more automated reconciliations
• Working with the County on due to and due from reconciliations
• The District and colleges appear to be moving in the right direction
• There appears to be improvement in the internal controls and expects the audit will
confirm progress on the prior audit findings
The 19-20 Financial Audit will be complete sometime in January and will be available for the
upcoming ACCJC Comprehensive evaluation, as well as through the ACCJC’s Annual Fiscal
Review process.
The District is addressing this concern through implementing reconciliations and internal
controls.
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Establishing strategies to improve the management of the OPEB debt
The District provided a financial plan for the OPEB Bond Program in the Adopted Final Budget.
The evidence shows that the District has just over a $200 million liability. The have created an
“OPEB charge” mechanism which is an additional payment based on a percentage of payroll that
generates funding to paying the liability. This is around $5.7 million for 2019-20 and $6.6
million for 2020-21. The District has a plan, and they are adhering to the plan.
Providing an executive-level staff turnover analysis and recommendations to retain these staff
at the district
The College has stabilized the leadership at the college through finalizing the hiring of a College
President in November 2020. The vice presidents are permanent positions with seasoned
professionals that have been filling in during the recruitment of a new president.
The District is developing plans to hire and retain employees and has not yet implemented a
turnover analysis mechanism. It is reasonable to expect that with the stabilized leadership in the
District and colleges the capacity will be in place to conduct a turnover study and develop a
retention plan for the district. It was noted by the Interim Chancellor that this is forthcoming, but
a plan was not available for the team to review.
Overall, the College of Alameda and District have stabilized executive leadership. The College
hired a permanent president in November, each college has a permanent president as of
November 10, 2020. The executive leadership at the District and colleges are demonstrating
their commitment to understanding the turnover issues better and implementing strategies for
retaining employees.
As noted by the commission in January 2020 it is not evident from the special report that the
College/District has addressed foundational issues which have bearing on its fiscal health, this
includes:
•

A continued structural deficit
The District presented a balanced budget for FY 2020-21. In researching more deeply, it
appears the District overstated their SCFF calculation by nearly $3 million. The visiting
team worked through the calculations with the Interim Vice Chancellor of Finance and
Administration and came to the resolution that the District is nearly $6 million deeper in
hold harmless that the Adopted 2020-21 Budget projected. The leadership demonstrated
their clear understanding they need to continue to work toward closing the hold harmless,
so they are sustainable when the hold harmless is projected to end in 2024-25.
The College is demonstrating capacity and momentum for addressing this concern. The
District Office has also been making significant movement toward addressing the issues
through internal controls, training, and understanding their actual numbers. The
assistance from Cambridge West Ltd. will assist the district in their efforts through
ensuring the district’s data integrity.
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•

Lack of adherence to Board policies and administrative procedures
Board Policy 6250 notes that the District shall maintain a minimum unrestricted general
fund balance for every fiscal year. The FY year 2020-21 Adopted Budget projects above
a 10% ending balance.
The budget shall be managed in accordance with Title 5 and the California
Community Colleges Budget Accounting Manual. Budget revisions shall be made
only in accordance with these policies and as provided by law. Peralta
Community College District shall maintain a minimum 10% of unrestricted fund
balance for every fiscal year. When the unrestricted ending fund balance falls
below 10%, the District shall adopt a plan to replenish it to 10% within one year.
When the unrestricted fund balance exceeds 10%, balances in excess may be set
aside for reserves, investment in one-time expenditures, or appropriation to a
major budget classification upon a resolution of the Board.
Administrative Procedure 6250 spells out the management of the budget through a budget
calendar, budget directives, budget preparation, budget consolidation, presentation and
adoption. In reviewing the evidence provided through minutes, calendar, and board
agendas, it appears the colleges and district have now been following their policy and
procedures, especially those related to budget management.

•

Deficiency in reconciliation and financial control issues
The District hired a full-time employee as Internal Auditor in April 2020. The District
continues to implement and enforce internal controls through its technology applications and
contracted with Oracle to complete a comprehensive system upgrade at the May 29, 2020 –
Special Meeting of the Board of Trustees. Cash flow and budget to variance reports
presented to the Board of Trustees on May 26, 2020 and July 28, 2020 indicate enhanced
accountability practices. The finance department is presenting financial statements to the
Board quarterly.

Through discussions with staff and the current auditor it appears the District and colleges
are making headway on financial control issues through reconciliations, adherence to
policies and procedures, enhanced college procedures, calendars and timelines, and more
transparent reporting. The District has been able to train staff regarding the policies and
procedures.
The District and colleges have demonstrated they are serious about making sustainable
changes in these areas to ensure the financial viability of the district.
•

Key staffing issues
Overall, the District and colleges have done good work to stabilize executive leadership.
College of Alameda has a permanent president as of November 10, 2020 and has
stabilized the leadership team. The District Office has filled several key management and
accounting positions and is working toward a permanent Chancellor. The detail is noted
in the College comments throughout this report.
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•

It OPEB obligations
The evidence shows that the District just over a $200 million liability. The have created
an “OPEB charge” mechanism which is an additional payment based on a percentage of
payroll that generates funding to paying the liability. This is around $5.7 million for
2019-20 and $6.6 million for 2020-21. The District has a plan, and they are adhering to
the plan.

•

Ongoing unaddressed audit findings
As noted in prior comments, the June 2020 audit findings are not available at the time of
this Special Report and are expected by mid-January.
In following the 2019 audit there we nine findings of which five were findings from the
fiscal year ending June 2018. This is a concerning trend and it crucial to get the audit for
the fiscal year ending June 2020 to ascertain if the District has implemented the
corrections. This information should be available to review when providing analysis of
the 2020 Peralta Comprehensive accreditation review.
The District has stabilized its leadership through several key hiring’s as noted earlier in
this report. Through stabilizing the financial leadership, the college district has made
progress in conducting monthly reconciliations, financial aid policy and procedures,
verbal orders, and the board is forming a subcommittee for audit and finance review. In
conversations with the Chancellor, Vice Chancellor of Finance and Administration and
reviewing evidence, significant work has been done to create and implement solid
internal control procedures. This was backed up by a conversation with the auditor who
noted several things:
• Implementation of reconciliations
• Implementation of financial aid policies and procedures
• A contract with Oracle to assist in more automated reconciliations
• Working with the County on due-to and due-from reconciliations
• The District and colleges appear to be moving in the right direction
• There appears to be improvement in the internal controls and expects the audit will
confirm progress on the prior audit findings

The 19-20 Financial Audit will be complete sometime in January and will be available for
the upcoming ACCJC Comprehensive evaluation.
Conclusion
Overall, the team found a committed, competent, group of district and college leaders at College
of Alameda who are earnestly making progress toward addressing all the Commission’s concerns
as noted in prior reports and the January 2020 ACCJC communications. The District overall
needed to stabilize the leadership in the District Office and the colleges and that has happened.
College of Alameda and the District are working more closely together in order to sustain fiscal
viability. While there is still work to do, the evidence supports that the College of Alameda and
the District are following their plans and are moving in the right direction.
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SPECIAL SITE VISIT TEAM REPORT

Laney College
900 Fallon Street
Oakland, California 94607

This Report remains in draft form until the Commission takes action on the accredited
status of the institution.
The draft report submitted to the Commission represents the findings of the Fiscal Monitoring
Site Visit Team that conducted a virtual visit to
Laney College from December 16 to December 17, 2020.

Kindred Murillo, Ed.D.
Team Chair

1

Introduction
A Special Report Site Visit on Fiscal Monitoring was conducted at Laney College on December
16 and 17, 2020. The purpose of the Site Visit was to determine whether the College/District has
addressed the fiscal concerns as required by the Commission and as stipulated in the
Commission Action Letter of January 27, 2020.
The team was comprised of the following members:
Team Chair
Dr. Kindred Murillo
Superintendent/President
Southwestern College
Team Member
Dr. Mario Rodriguez
Vice Chancellor
Los Rios Community College District
Focus of the Special Report Site Visit, Fiscal Monitoring
The institution was directed by the Commission, through a Commission Action Letter, to provide
a special report that was to take the form of a 5-year integrated financial plan and was to inform
the Commission on the following:
• Establishing FTES Targets and Enrollment Management Plans
• Establishing a Student Success Infrastructure Plan to comply with the Student-Centered
Funding Formula as announced by the California Community College Chancellor's
Office
• Establishing guidelines to reduce operational overspending and eliminate the structural
deficit
• Adopting a Board policy to adopt sustainable fund balances and reserves
• Adopting a restructuring plan to improve efficiencies and accountability at the District
office and the Colleges
• Addressing all audit findings
• Establishing strategies to improve the management of the OPEB debt
• Providing an executive-level staff turnover analysis and recommendations to retain these
staff at the district
As noted by the commission in January 2020 it is not evident from the special report that the
College/District has addressed foundational issues which have bearing on its fiscal health, this
includes:
• A continued structural deficit
• Lack of adherence to Board policies and administrative procedures
• Deficiency in reconciliation and financial control issues
• Key staffing issues
• It OPEB obligations
• Ongoing unaddressed audit findings

2

Findings and Evidence
Each area of concern raised by the Commission and the foundational issues raised are addressed
below.
Establishing FTES Targets and Enrollment Management Plans
Laney College (College) developed and implemented the 2019-2021 Strategic Enrollment
Management (SEM Plan), which outlines the College’s goals to address five years of declining
enrollment. The original plan included the following areas of focus:
• Scheduling, Curriculum and Program pathways
• Marking and Outreach
After the findings of the Collaborative Brain Trust (CBT) and the Fiscal Crisis & Management
Assistance Team (FCMAT) were release the SEM Plan was amended to include:
• Modify scheduling to increase productivity toward FTES/FTEF number of 17.5
• Engage in more cooperative scheduling practices in relations to the offerings of the other
Peralta Colleges – This included shifting the “College Hour” and expanding it to five
days per week.
• Incorporate the Student-Centered Funding Formula considerations into curricular
approvals as well as schedule analysis and planning.
In alignment with their plan the College has and is working on the following areas:
• Continued implementation of Pathway-based schedule building
• Projection based scheduling
• Review/restoration of programs with declining enrollments
• Consistent lecture start/end times at Laney College and across Peralta
• Responsiveness to online demand
• Provide student support online
• Expanding dual enrollment
The College continues to implement components of the SEM Plan to increase student completion
of degrees and certificates. The work of the College over the last two years is showing results
and they are making good progress on their Pathways model.
The Peralta Community College District (PCCD) has engaged Cambridge West Partnership, LLP
(Cambridge West) to assist PCCD in a Budget Allocation Model and the update of the Strategic
Enrollment Management Framework. The scope of the contract approved on October 13, 2020
includes:
Assist the District with the development of a Multi-college district internal revenue
allocation model and will provide the budget committee members with an understanding
of the Student Centered Funding Formula (SCFF), as well as, identifying focus areas to
improve outcome elements at the college level. Aligning validated enrollment and
outcomes data to revenue at the college and district wide levels will also be performed.
Assist the District with data integrity and related processes to optimize student success
and the alignment with the Student-Centered Funding Formula. The focus will be to work
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directly with the District and college staff to evaluate the current MIS workflow process,
review current policies and procedures and develop data map/dictionary documents. A
comprehensive look at all student information systems used and the documents used to
populate these systems will be conducted. An emphasis on comparing best practices at
similar California Community Colleges will be done throughout the project.
The College has addressed this concern and is seeing results from their implementation of their
enrollment strategies as noted specifically above.
The Peralta Community College District (District) is addressing this concern through engaging
deep foundational work with Cambridge West Ltd. that will also benefit all the colleges.
Establishing a Student Success Infrastructure Plan to comply with the Student-Centered
Funding Formula as announced by the California Community College Chancellor's
Office
The College has developed and is aligning it to comply with the Student Centered Funding
Formula (SCFF) through:
• Maximizing the Supplemental Allocation of the SCFF through increasing student
participation in financial aid.
• Improve the key indicators in the Student Success Allocation as it relates to awards,
transfers, and attainment/advancement in the workplace.
o Math/English transfer numbers
o Allowance for lower-enrolled capstone courses, especially for Career Education
Programs
o Investment in technology to enable the College to auto-award degrees and
certificates.
The College has laid a good foundation through implementation of strategies to increase student
participation in financial aid, implementing AB 705 to ensure English/Math completion, working
with lower-enrolled capstone courses, and technology investments. The College is seeing results
from their two years of work to manage their enrollment to ensure student success. The College
is working together with each other and the District to lay a strong foundation for their future.
The District Office is providing critical support through hiring a reputable consultant to rebuild
the revenue allocation model to more closely align with the SCFF, and a complete data integrity
project to deal with the important underlying data. Through working with Cambridge West Ltd.,
the data integrity project coupled with the rebuilding of a revenue allocation model will serve to
establish a solid foundation for the college and the district to build upon. The training and cross
collaboration with the district office and colleges is evident in the accomplishments of the district
and the Laney College.
Establishing guidelines to reduce operational overspending and eliminate the structural deficit
The College is conscientiously working toward reducing operational overspending and
elimination of the structure deficit through the following:
• Providing additional training on budget, policies and procedures, requisitions, budget
transfers, petty cash in an effort to heighten skill, and effectiveness.
• Aligning budget development practices with standard operating procedures (SOPs). The
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•
•
•

College created new administrative SOPs and has work to align the budget procedures
accordingly.
Refining SOPs to further align with District board policies and administrative procedures.
Increasing campus-wide awareness of the budget development process and it associated
timeline.
Providing oversight of instructional allocations

The College leadership has demonstrated a strong commitment and capacity to continue their
work toward reducing operational overspending and eliminating the structural deficit. Through
implementation of new technology, aligning SOPs to budget development processes and
policies/procedures, staff improvements, focusing on students the college has addressed this
concern.
Adopting a Board policy to adopt sustainable fund balances and reserves
The College notes that it follows Board Policy 6250 and they have submitted a two-year Parcel
usage plan to the District governance process, and the responsibility for this item lies with the
District. The District has Board Policy 6250 which requires a 10% ending balance and a
directive to replenish it when it drops below 10%. In comparison to other multi college districts,
a requirement for 10% reserve and an associated replenishment plan exceeds many board
policies that require a 5% reserve.
Adopting a restructuring plan to improve efficiencies and accountability at the District office
and the Colleges
The College has had a stable leadership structure for the most part since 2017 and recently has
experienced change in the President’s Office with the approval of a new college president in
November 2020. The Administrative Division has undergone some restructuring to include a
new Director of Facilities and College Operations and a Vice President of Administrative
Services to improve efficiencies and accountability.
The District recruited and filled several critical positions in the spring of 2020 to include the
Chancellor, Vice Chancellor of Finance and Administration, Vice Chancellor of General
Services, Internal Auditor, and the Director of Purchasing positions. Also, the president
positions at Berkeley City College and Merritt College were filled during the spring and early
summertime frame. On November 10, 2020 the Board of Trustees approved Dr. Nathaniel Jones
III, Ph.D., MBA as President for the College of Alameda, and Dr. Rudy Besikov, President of
Laney College.
With the resignation of the Chancellor on July 18, 2020, the Vice Chancellor of Finance and
Administration has become the Interim Chancellor and there is an Acting Vice Chancellor of
Finance and Administration.
The District Office staffing was insufficient in the prior year to demonstrate accountability. What
is noteworthy is the positions that have been filled in the district office that will support
efficiencies and accountability at the District Office. The District has contracted with Cambridge
West Ltd. To assist in rebuilding of the revenue allocation model and ensure data integrity. This
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help to provide training and information that could lead to some restructuring and more
accountable processes.
The Board of Trustees were trained in February 2020 by Fiscal Crisis and Management
Assessment Team (FCMAT) on managing finances, the role of the board and chancellor, fiscal
accountability and competency. The Governing Board also participated in a retreat on December
15 - 16, 2020 to work on their vision statement and to work more effectively as a board. The
Board is also forming an audit and finance committee.
Significant work has been done this last year to create and maintain a stable financial area along
with stabilizing leadership of the District and the colleges.
Addressing all audit findings
The June 2020 audit findings are not available at the time of this Special Report and are expected
by available in mid-January. Per the California Community College Chancellor’s Executive
Order, all college districts were provided a deadline extension for the 2020 audit.
In the 2019 audit, there were nine findings, of which five were findings from the fiscal year
ending June 2018. This is a concerning trend and it is crucial to get the audit for the fiscal year
ending June 2020 in order to ascertain if the District has implemented the corrections. This
information should be available to review when providing analysis of the 2020 Peralta
Comprehensive accreditation review as well as the ACCJC’s Annual Fiscal Report that is due in
April 2021.
The District has stabilized its leadership through several key hiring’s as noted earlier in this
report. Through stabilizing the financial leadership, the college district has made progress in
conducting monthly reconciliations, financial aid policy and procedures, verbal orders, and the
board is forming a subcommittee for audit and finance review. In conversations with the
Interim Chancellor and Interim Vice Chancellor of Finance and Administration as well as
through the review of evidence, significant work has been done to create and implement solid
internal control procedures. This was backed up by an informal conversation with the district’s
auditor who noted several things:
• Implementation of reconciliations
• Implementation of financial aid policies and procedures
• A contract with Oracle to assist in more automated reconciliations
• Working with the County on due to and due from reconciliations
• The District and colleges appear to be moving in the right direction
• There appears to be improvement in the internal controls and expects the audit will
confirm progress on the prior audit findings
The 19-20 Financial Audit will be complete sometime in January and will be available for the
upcoming ACCJC Comprehensive evaluation, as well as through the ACCJC’s Annual Fiscal
Review process.
The District is addressing this concern through implementing reconciliations and internal
controls.
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Establishing strategies to improve the management of the OPEB debt
The District provided a financial plan for the OPEB Bond Program in the Adopted Final Budget.
The evidence shows that the District has just over a $200 million liability. The have created an
“OPEB charge” mechanism which is an additional payment based on a percentage of payroll that
generates funding to paying the liability. This is around $5.7 million for 2019-20 and $6.6
million for 2020-21. The District has a plan, and they are adhering to the plan.
Providing an executive-level staff turnover analysis and recommendations to retain these staff
at the district
The College has overall had a pretty stable leadership and is on target for finalizing additional
positions in Spring 2021 as the Vice President of Instruction was promoted to President creating
vacancies that may need to be filled. The College is anchoring its retention strategies in
Diversity, Equity, and Inclusion professional development to create a more inclusive workplace.
The District is developing plans to hire and retain employees and has not yet implemented a
turnover analysis mechanism. It is reasonable to expect that with the stabilized leadership in the
District and colleges the capacity will be in place to conduct a turnover study and develop a
retention plan for the district. It was noted by the Interim Chancellor that this is forthcoming, but
a plan was not available for the team to review.
Overall, the Laney College and District have stabilized executive leadership. The College hired
a permanent president in November, each college has a permanent president as of November 10,
2020. The executive leadership at the District and colleges are demonstrating their commitment
to understanding the turnover issues better and implementing strategies for retaining employees.
As noted by the commission in January 2020 it is not evident from the special report that the
College/District has addressed foundational issues which have bearing on its fiscal health, this
includes:
•

A continued structural deficit
The District presented a balanced budget for FY 2020-21. In researching more deeply, it
appears the District overstated their SCFF calculation by nearly $3 million. The visiting
team worked through the calculations with the Interim Vice Chancellor of Finance and
Administration and came to the resolution that the District is nearly $6 million deeper in
hold harmless that the Adopted 2020-21 Budget projected. The leadership demonstrated
their clear understanding they need to continue to work toward closing the hold harmless,
so they are sustainable when the hold harmless is projected to end in 2024-25.
The College is demonstrating capacity and momentum for addressing this concern. The
District Office has also been making significant movement toward addressing the issues
through internal controls, training, and understanding their actual numbers. The
assistance from Cambridge West Ltd. will assist the district in their efforts through
ensuring the district’s data integrity.
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•

Lack of adherence to Board policies and administrative procedures
Board Policy 6250 notes that the District shall maintain a minimum unrestricted general
fund balance for every fiscal year. The FY year 2020-21 Adopted Budget projects above
a 10% ending balance.
The budget shall be managed in accordance with Title 5 and the California
Community Colleges Budget Accounting Manual. Budget revisions shall be made
only in accordance with these policies and as provided by law. Peralta
Community College District shall maintain a minimum 10% of unrestricted fund
balance for every fiscal year. When the unrestricted ending fund balance falls
below 10%, the District shall adopt a plan to replenish it to 10% within one year.
When the unrestricted fund balance exceeds 10%, balances in excess may be set
aside for reserves, investment in one-time expenditures, or appropriation to a
major budget classification upon a resolution of the Board.
Administrative Procedure 6250 spells out the management of the budget through a budget
calendar, budget directives, budget preparation, budget consolidation, presentation and
adoption. In reviewing the evidence provided through minutes, calendar, and board
agendas, it appears the colleges and district have now been following their policy and
procedures, especially those related to budget management.

•

Deficiency in reconciliation and financial control issues
The District hired a full-time employee as Internal Auditor in April 2020. The District
continues to implement and enforce internal controls through its technology applications and
contracted with Oracle to complete a comprehensive system upgrade at the May 29, 2020 –
Special Meeting of the Board of Trustees. Cash flow and budget to variance reports
presented to the Board of Trustees on May 26, 2020 and July 28, 2020 indicate enhanced
accountability practices. The finance department is presenting financial statements to the
Board quarterly.

Through discussions with staff and the current auditor it appears the District and colleges
are making headway on financial control issues through reconciliations, adherence to
policies and procedures, enhanced college procedures, calendars and timelines, and more
transparent reporting. The District has been able to train staff regarding the policies and
procedures.
The District and colleges have demonstrated they are serious about making sustainable
changes in these areas to ensure the financial viability of the district.
•

Key staffing issues
Overall, the District and colleges have done good work to stabilize executive leadership.
Laney College has a permanent president as of November 10, 2020 and has stabilized the
leadership team. The District Office has filled several key management and accounting
positions and is working toward a permanent Chancellor. The detail is noted in the
College comments throughout this report.
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•

It OPEB obligations
The evidence shows that the District just over a $200 million liability. The have created
an “OPEB charge” mechanism which is an additional payment based on a percentage of
payroll that generates funding to paying the liability. This is around $5.7 million for
2019-20 and $6.6 million for 2020-21. The District has a plan, and they are adhering to
the plan.

•

Ongoing unaddressed audit findings
As noted in prior comments, the June 2020 audit findings are not available at the time of
this Special Report and are expected by mid-January.
In following the 2019 audit there we nine findings of which five were findings from the
fiscal year ending June 2018. This is a concerning trend and it crucial to get the audit for
the fiscal year ending June 2020 to ascertain if the District has implemented the
corrections. This information should be available to review when providing analysis of
the 2020 Peralta Comprehensive accreditation review.
The District has stabilized its leadership through several key hiring’s as noted earlier in
this report. Through stabilizing the financial leadership, the college district has made
progress in conducting monthly reconciliations, financial aid policy and procedures,
verbal orders, and the board is forming a subcommittee for audit and finance review. In
conversations with the Chancellor, Vice Chancellor of Finance and Administration and
reviewing evidence, significant work has been done to create and implement solid
internal control procedures. This was backed up by a conversation with the auditor who
noted several things:
• Implementation of reconciliations
• Implementation of financial aid policies and procedures
• A contract with Oracle to assist in more automated reconciliations
• Working with the County on due-to and due-from reconciliations
• The District and colleges appear to be moving in the right direction
• There appears to be improvement in the internal controls and expects the audit will
confirm progress on the prior audit findings

The 19-20 Financial Audit will be complete sometime in January and will be available for
the upcoming ACCJC Comprehensive evaluation.
Conclusion
Overall, the team found a committed, competent, group of district and college leaders at Laney
College who are earnestly making progress toward addressing all the Commission’s concerns as
noted in prior reports and the January 2020 ACCJC communications. The District overall
needed to stabilize the leadership in the District Office and the colleges and that has happened.
Laney College and the District are working more closely together in order to sustain fiscal
viability. While there is still work to do, the evidence supports that Laney College, and the
District are following their plans and are moving in the right direction.
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Kindred Murillo, Ed.D.
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Appendix C: Special Report – Sample Certification Page
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Introduction
A Special Report Site Visit on Fiscal Monitoring was conducted at Merritt College on December
16 and 17, 2020. The purpose of the Site Visit was to determine whether the College/District has
addressed the fiscal concerns as required by the Commission and as stipulated in the
Commission Action Letter of January 27, 2020.
The team was comprised of the following members:
Team Chair
Dr. Kindred Murillo
Superintendent/President
Southwestern College
Team Member
Dr. Mario Rodriguez
Vice Chancellor
Los Rios Community College District
Focus of the Special Report Site Visit, Fiscal Monitoring
The institution was directed by the Commission, through a Commission Action Letter, to provide
a special report that was to take the form of a 5-year integrated financial plan and was to inform
the Commission on the following:
• Establishing FTES Targets and Enrollment Management Plans
• Establishing a Student Success Infrastructure Plan to comply with the Student-Centered
Funding Formula as announced by the California Community College Chancellor's
Office
• Establishing guidelines to reduce operational overspending and eliminate the structural
deficit
• Adopting a Board policy to adopt sustainable fund balances and reserves
• Adopting a restructuring plan to improve efficiencies and accountability at the District
office and the Colleges
• Addressing all audit findings
• Establishing strategies to improve the management of the OPEB debt
• Providing an executive-level staff turnover analysis and recommendations to retain these
staff at the district
As noted by the commission in January 2020 it is not evident from the special report that the
College/District has addressed foundational issues which have bearing on its fiscal health, this
includes:
• A continued structural deficit
• Lack of adherence to Board policies and administrative procedures
• Deficiency in reconciliation and financial control issues
• Key staffing issues
• It OPEB obligations
• Ongoing unaddressed audit findings

2

Findings and Evidence
Each area of concern raised by the Commission and the foundational issues raised are addressed
below.
Establishing FTES Targets and Enrollment Management Plans
Merritt College (College) developed and implemented the Merritt Strategic Enrollment
Management Plan (SEM), which is aligned to the Vision for Success goals. The specific goals to
be achieved by 2021-2022 are:
• Reach a resident FTES target of 3722.
• Achieve a productivity of 17.5.
• Raise the level of student transfer by six percent annually.
• Increase completion of degrees and certificates by twenty percent over the next five
years.
• Reduce the number of average total units a student takes down to seventy-nine.
The goals will be achieved through:
• Promoting outreach and recruitment to increase access
• Providing efficient enrollment services to ease the matriculation process
• Expanding financial aid opportunities to support the students in need
• Scheduling courses strategically to meet student demand
• Extending student support services to raise success, completion, and transfer rates
Through Merritt’s strength in dual enrollment strategies and their CCAP agreements with
Oakland Unified School District the College has demonstrated results over the last four academic
terms. The College has also expanded its non-credit academic programming and has produced
results. Merritt is also working with the other Peralta Colleges on block scheduling.
The College is successfully implementing its SEM plan to as aligned to the Vision for Success.
The work of the College over the last two years is showing results and they are making good
progress in dual enrollment and noncredit. The College has successfully linked their enrollment
management to their fiscal processes.
The Peralta Community College District (PCCD) has engaged Cambridge West Partnership, LLP
(Cambridge West) to assist PCCD in a Budget Allocation Model and the update of the Strategic
Enrollment Management Framework. The scope of the contract approved on October 13, 2020
includes:
Assist the District with the development of a Multi-college district internal revenue
allocation model and will provide the budget committee members with an understanding
of the Student Centered Funding Formula (SCFF), as well as, identifying focus areas to
improve outcome elements at the college level. Aligning validated enrollment and
outcomes data to revenue at the college and district wide levels will also be performed.
Assist the District with data integrity and related processes to optimize student success
and the alignment with the Student-Centered Funding Formula. The focus will be to work
directly with the District and college staff to evaluate the current MIS workflow process,
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review current policies and procedures and develop data map/dictionary documents. A
comprehensive look at all student information systems used and the documents used to
populate these systems will be conducted. An emphasis on comparing best practices at
similar California Community Colleges will be done throughout the project.
The College has addressed this concern and is seeing results from their implementation of their
enrollment strategies as noted specifically above.
The Peralta Community College District (District) is addressing this concern through engaging
deep foundational work with Cambridge West Ltd. that will also benefit all the colleges.
Establishing a Student Success Infrastructure Plan to comply with the Student-Centered
Funding Formula as announced by the California Community College Chancellor's
Office
The College has developed and is aligning it to comply with the Student Centered Funding
Formula (SCFF) through focusing on the following activities:
• Continuing to increase the percentage of incoming students who enroll and complete
transfer-level English and Math within their first two semesters (AB705)
• Placing the majority of incoming students into a prescribed course of study (Guided
Pathways)
• Expanding curriculum through the Improving Online CTE Pathways Grant
• Implementing the Merritt Method for CE students
• Establishing Associate Degrees for Transfer (ADTs)
• Increasing the number of transfer students to UCs/CSUs
• Hiring a full-time career counselor
• Implementing Degree Audit policies and technology
• Increasing the number of students completing the FASFA and applying for Pell Grants
and California Promise grants
• Augmenting outreach and academic resources to support the matriculation and success of
identified populations (AB 540, underrepresented)
The College sees results from their efforts, and noteworthy is their successes in transfer-level
English and math course enrollments, which drive success in the other Student Success portion
of the SCFF. They are projecting a five percent increase in transfer within five years from their
efforts. Demonstrated through their accomplishments is the linking of their enrollment
management, SCFF, to their financial processes.
The District Office provides critical support by hiring a reputable consultant to rebuild the
revenue allocation model to more closely align with the SCFF and a complete data integrity
project to deal with the critical underlying data. By working with Cambridge West Ltd., the data
integrity project, coupled with the rebuilding of a revenue allocation model, will establish a solid
foundation for the College and the District. The training and cross-collaboration with the district
office and colleges are evident in the District's accomplishments and the Merritt College.
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Establishing guidelines to reduce operational overspending and eliminate the structural deficit
The College has implemented several measures to address the issues of operational overspending
and the structural deficit:
•

•

Adhering to its FTEF allocation
o Starting in the fall of 2019 the College has allocated to each department an FTEF
allocation based on student enrollment patterns and productivity, where previously the
schedule was rolled over.
During the past year the College has revised the Integrated Planning and Budget Administrative
Procedures, and Program Review/Annual Program Update processes.

The College leadership has demonstrated a strong commitment and capacity to reduce
operational overspending and eliminate the structural deficit. Specifically, the efforts to realign
the schedule to the FTEF allocation has demonstrated savings for the District. Linking the
enrollment management, SCFF, budget processes and mission, institutional priorities, and
District guidelines are serving the College well and showing results.
Adopting a Board policy to adopt sustainable fund balances and reserves
The College notes that it follows Board Policy 6250, and they have submitted a two-year Parcel
usage plan to the District governance process, and the responsibility for this item lies with the
District. The District has Board Policy 6250, which requires a 10% ending balance and a
directive to replenish it when it drops below 10%. Compared to other multi-college districts, a
requirement for 10% reserve and an associated replenishment plan exceeds many board policies
that require a 5% reserve.
Adopting a restructuring plan to improve efficiencies and accountability at the District office
and the Colleges
The College had bolstered its administrative team since 2019 when they had only four permanent
administrators. In the past, the College has experienced excessive administrative turnover. This
turnover did not allow for the ability to oversee College operations effectively. The College has
filled nine administrative areas: including the President, Vice President of Student Services; Vice
President of Instruction (interim); Dean of Counseling; Dean of Allied Health and Public Safety;
Dean of Humanities and Social Sciences (interim; Director of Planning and Research; Director
of Financial Aid; and Director Student Activities and Campus Life.
The District recruited and filled several critical positions in the spring of 2020 to include the
Chancellor, Vice Chancellor of Finance and Administration, Vice Chancellor of General
Services, Internal Auditor, and the Director of Purchasing positions. Also, the president
positions at Berkeley City College and Merritt College were filled during the spring and early
summertime frame. On November 10, 2020 the Board of Trustees approved Dr. Nathaniel Jones
III, Ph.D., MBA as President for the College of Alameda, and Dr. Rudy Besikov, President of
Laney College.
The College has also engaged in two structures to ensure greater accountability and efficiencies:
Dean of Enrollment Services; and Business Services Department. The College is recruiting a
new Vice President of Administrative Services.
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With the resignation of the Chancellor on July 18, 2020, the Vice Chancellor of Finance and
Administration has become the Interim Chancellor and there is an Acting Vice Chancellor of
Finance and Administration.
The District Office staffing was insufficient in the prior year to demonstrate accountability. What
is noteworthy is the positions that have been filled in the district office that will support
efficiencies and accountability at the District Office. The District has contracted with Cambridge
West Ltd. To assist in rebuilding of the revenue allocation model and ensure data integrity. This
help to provide training and information that could lead to some restructuring and more
accountable processes.
The Board of Trustees were trained in February 2020 by Fiscal Crisis and Management
Assessment Team (FCMAT) on managing finances, the role of the board and chancellor, fiscal
accountability and competency. The Governing Board also participated in a retreat on December
15 - 16t, 2021 to work on their vision statement and to work more effectively as a board. The
Board is also forming an audit and finance committee.
Significant work has been done this last year to create and maintain a stable financial area along
with stabilizing leadership of the District and the colleges.
Addressing all audit findings
The June 2020 audit findings are not available at the time of this Special Report and are expected
by available in mid-January. Per the California Community College Chancellor’s Executive
Order, all college districts were provided a deadline extension for the 2020 audit.
There were nine findings in the 2019 audit, of which five were findings from the fiscal year
ending June 2018. These nine findings are concerning, and it is crucial to get the audit for the
fiscal year ending June 2020 to ascertain if the District has implemented the corrections. This
information should be available to review when providing an analysis of the 2020 Peralta
Comprehensive accreditation review and the ACCJC’s Annual Fiscal Report due in April 2021.
The District has stabilized its leadership through several essential hiring’s as noted earlier in this
report. By stabilizing the financial administration, the college district has made progress in
conducting monthly reconciliations, financial aid policy and procedures, and verbal orders. The
board is forming a subcommittee for audit and finance review. In conversations with the
Interim Chancellor and Interim Vice Chancellor of Finance and Administration and the
assessment of evidence, significant work has been done to create and implement reliable internal
control procedures. These actions were backed up by an informal conversation with the District’s
auditor, who noted several things:
• Implementation of reconciliations
• Implementation of financial aid policies and procedures
• A contract with Oracle to assist in more automated reconciliations
• Working with the County on due to and due from reconciliations
• The District and colleges appear to be moving in the right direction
• There appears to be improvement in the internal controls and expects the audit will
confirm progress on the prior audit findings
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The 19-20 Financial Audit will be complete sometime in January and will be available for the
upcoming ACCJC Comprehensive evaluation, as well as through the ACCJC’s Annual Fiscal
Review process.
The District is addressing this concern by implementing reconciliations and internal controls
Establishing strategies to improve the management of the OPEB debt
The District provided a financial plan for the OPEB Bond Program in the Adopted Final Budget.
The evidence shows that the District has just over a $200 million liability. The District s created
an “OPEB charge” mechanism, an additional payment based on a percentage of payroll that
generates funding to pay the liability. The funds generated by the mechanism are around $5.7
million for 2019-20 and $6.6 million for 2020-21. The District has a plan, and they are adhering
to the plan.
Providing an executive-level staff turnover analysis and recommendations to retain these staff
at the district
Over the past few years, the College has had a significant executive turnover. This turnover is
attributed to health considerations, retirement, and managerial styles that were inconsistent with
the College's culture. As the College is working toward a more strong, positive, accountable
culture, they can attract strong and effective leadership.
By taking into consideration the factors that caused prior excessive turnover, the College is
implementing steps to retain and grow the College leadership:
• Modeling effective executive leadership and accountability
• Solution-based team building
• Equity focused hiring practices
The President’s Cabinet completed two critical trainings in October of 2020: Communication,
Cultural Competence, and Team Building. The College leadership has implemented focused
professional development to prepare mid-level managers for senior level opportunities.
The District is developing plans to hire and retain employees and has not yet implemented a
turnover analysis mechanism. It is reasonable to expect that with the stabilized leadership in the
District and colleges the capacity will be in place to conduct a turnover study and develop a
retention plan for the district. It was noted by the Interim Chancellor that this is forthcoming, but
a plan was not available for the team to review.
Overall, the Merritt College and District have stabilized executive leadership. The College hired
a permanent president in November, each college has a permanent president as of November 10,
2020. The executive leadership at the District and colleges are demonstrating their commitment
to understanding the turnover issues better and implementing strategies for retaining employees.
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As noted by the commission in January 2020 it is not evident from the special report that the
College/District has addressed foundational issues which have bearing on its fiscal health, this
includes:
•

A continued structural deficit
The District presented a balanced budget for FY 2020-21. In researching more deeply, it
appears the District overstated their SCFF calculation by nearly $3 million. The visiting
team worked through the calculations with the Interim Vice Chancellor of Finance and
Administration and came to the resolution that the District is nearly $6 million deeper in
hold harmless that the Adopted 2020-21 Budget projected. The leadership demonstrated
their clear understanding they need to continue to work toward closing the hold harmless,
so they are sustainable when the hold harmless is projected to end in 2024-25.
The College is demonstrating capacity and momentum for addressing this concern. The
District Office has also been making significant movement toward addressing the issues
through internal controls, training, and understanding their actual numbers. The
assistance from Cambridge West Ltd. will assist the district in their efforts through
ensuring the district’s data integrity.

•

Lack of adherence to Board policies and administrative procedures
Board Policy 6250 notes that the District shall maintain a minimum unrestricted general
fund balance for every fiscal year. The FY year 2020-21 Adopted Budget projects above
a 10% ending balance.
The budget shall be managed in accordance with Title 5 and the California
Community Colleges Budget Accounting Manual. Budget revisions shall be made
only in accordance with these policies and as provided by law. Peralta
Community College District shall maintain a minimum 10% of unrestricted fund
balance for every fiscal year. When the unrestricted ending fund balance falls
below 10%, the District shall adopt a plan to replenish it to 10% within one year.
When the unrestricted fund balance exceeds 10%, balances in excess may be set
aside for reserves, investment in one-time expenditures, or appropriation to a
major budget classification upon a resolution of the Board.
Administrative Procedure 6250 spells out the management of the budget through a budget
calendar, budget directives, budget preparation, budget consolidation, presentation and
adoption. In reviewing the evidence provided through minutes, calendar, and board
agendas, it appears the colleges and district have now been following their policy and
procedures, especially those related to budget management.

•

Deficiency in reconciliation and financial control issues
The District hired a full-time employee as Internal Auditor in April 2020. The District
continues to implement and enforce internal controls through its technology applications and
contracted with Oracle to complete a comprehensive system upgrade at the May 29, 2020 –
Special Meeting of the Board of Trustees. Cash flow and budget to variance reports
presented to the Board of Trustees on May 26, 2020 and July 28, 2020 indicate enhanced
accountability practices. The finance department is presenting financial statements to the
Board quarterly.
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Through discussions with staff and the current auditor it appears the District and colleges
are making headway on financial control issues through reconciliations, adherence to
policies and procedures, enhanced college procedures, calendars and timelines, and more
transparent reporting. The District has been able to train staff regarding the policies and
procedures.
The District and colleges have demonstrated they are serious about making sustainable
changes in these areas to ensure the financial viability of the district.
•

Key staffing issues
Overall, the District and colleges have done good work to stabilize executive leadership.
Merritt College has a permanent president as of November 10, 2020 and has stabilized
the leadership team. The District Office has filled several key management and
accounting positions and is working toward a permanent Chancellor. The detail is noted
in the College comments throughout this report.

•

It OPEB obligations
The evidence shows that the District just over a $200 million liability. The have created
an “OPEB charge” mechanism which is an additional payment based on a percentage of
payroll that generates funding to paying the liability. This is around $5.7 million for
2019-20 and $6.6 million for 2020-21. The District has a plan, and they are adhering to
the plan.

•

Ongoing unaddressed audit findings
As noted in prior comments, the June 2020 audit findings are not available at the time of
this Special Report and are expected by mid-January.
In following the 2019 audit there we nine findings of which five were findings from the
fiscal year ending June 2018. This is a concerning trend and it crucial to get the audit for
the fiscal year ending June 2020 to ascertain if the District has implemented the
corrections. This information should be available to review when providing analysis of
the 2020 Peralta Comprehensive accreditation review.
The District has stabilized its leadership through several key hiring’s as noted earlier in
this report. Through stabilizing the financial leadership, the college district has made
progress in conducting monthly reconciliations, financial aid policy and procedures,
verbal orders, and the board is forming a subcommittee for audit and finance review. In
conversations with the Chancellor, Vice Chancellor of Finance and Administration and
reviewing evidence, significant work has been done to create and implement solid
internal control procedures. This was backed up by a conversation with the auditor who
noted several things:
• Implementation of reconciliations
• Implementation of financial aid policies and procedures
• A contract with Oracle to assist in more automated reconciliations
• Working with the County on due-to and due-from reconciliations
• The District and colleges appear to be moving in the right direction
• There appears to be improvement in the internal controls and expects the audit will
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confirm progress on the prior audit findings
The 19-20 Financial Audit will be complete sometime in January and will be available for
the upcoming ACCJC Comprehensive evaluation.
Conclusion
Overall, the team found a committed, competent, group of district and college leaders at Merritt
College who are earnestly making progress toward addressing all the Commission’s concerns as
noted in prior reports and the January 2020 ACCJC communications. The District overall
needed to stabilize the leadership in the District Office and the colleges and that has happened.
Merritt College and the District are working more closely together in order to sustain fiscal
viability. While there is still work to do, the evidence supports that the Merritt College and the
District are following their plans and are moving in the right direction.
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Attachment
PCCD Audit Progress Summary December 2020

Peralta Community College District Audit Progress - December 31, 2020
Criteria or Specific Requirement

The accounting system used to record the financial affairs of any community college district shall be in
accordance with the definitions, instructions, and procedures published in the California Community
Colleges Budget and Accounting Manual (BAM). Colleges are also required to present their financial
statements in accordance with generally accepted accounting principles (GAAP).

Industry standards and best business practices require a system of internal control over capital asset
accounting that will allow the District personnel to properly record the purchases and depreciation
of capital assets, as well as safeguarding equipment purchased for use throughout the District.

The accounting system used to record the financial affairs of any community college district shall be in
accordance with the definitions, instructions, and procedures published in the California
Community Colleges Budget and Accounting Manual (BAM). Colleges are also required to use fund
accounting. A fund is defined as a fiscal and accounting entity with a self-balancing set of accounts
recording cash and other financial resources, together with all related liabilities and residual equities or
balances, and changes therein, which are segregated for the purpose of carrying on specific activities or
attaining certain objectives in accordance with special regulations, restrictions, or limitations.

Criteria or Specific Requirement District's policy limits the maximum vacation hours accrued for
academic administrators and classified management employees to not exceed 44 days.

Category

Finding
No.
Type

Financial
Closing Process and
2019-001
Statement
Control Environment

Financial
2019-002 Capital Assets
Statement

Financial
Internal Service Fund
2019-003
Statement
Deficit Fund Balance

Financial
2019-004 Vacation Accrual
Statement

Material
Weakness

Material
Weakness

Condition

District appears to have an ineffective control environment over. As noted
in the prior year, errors were made within the reconciliation processes of
the District's financial records. As of year end, material adjustments and
reclassifications were required to conform to the BAM and GAAP.
Differences were found in various accounts including, but not limited to:
• Receivable balances were not being properly reviewed and reconciled.
• The journal entry review process is not being completed effectively.
Several errors, reversals and corrections were observed throughout the
general ledger activity involving journal entries that appear to have gone
through the proper approval process which were later reversed.
• Bank reconciliations are not being prepared accurately or reviewed in a
timely manner.

Recommendation

Yes
[2018-01]

Repeat Finding

No

No

Yes
[2018-02]

As part of the closing process, the District should develop a closing
calendar and procedures to review all accruals recorded in the
governmental funds to ensure accuracy and correct recording of all
account balances. Carry-over balances from prior years should be analyzed
to determine if the transaction still represents a valid receivable. In
addition, the District should maintain an aging report for receivables to
help identify old receivables to determine if the transaction still
represents a valid receivable or deemed uncollectible. The District should
perform a reconciliation of all accounts to ensure they are being properly
accounted for.

Coordination of the responsibilities over the accounting for Capital Assets
should be shared jointly by the Purchasing Department, Bond oversight
personnel, and the Accounting Department.
Procedures should be implemented to ensure all transactions meeting the
capitalization threshold have been properly identified, capitalized, and
depreciated. Reconciliations of construction in
progress should be performed in a manner where projects can uniquely be
identified and updated as projects are completed and capitalized. Capital
Assets should be inventoried once every two years to ensure deletions are
properly monitored and removed from the capital asset schedule.
Reconciliations need to be reviewed timely for completeness and
accuracy.

Material
Weakness

The District should review the activities with the Internal Service Fund
The Internal Service Fund had a deficit balance of $1,147,822 as of June 30, and determine a funding plan to ensure the fund does not remain in a
2019.
Deficit. The District's year-end closing process should include a
reconciliation and review process over fund balances to ensure ending
balances are not in deficit. Deficit ending fund balances should be
researched and reviewed prior to year-end closing.

As noted in the prior year, the District's capital asset detail includes several
items that cannot be clearly identified or separated by project. A
reconciliation of construction in progress is not performed accurately and
does not have proper review to ensure uncapitalizable expenditures are
properly removed. Completed projects are not being correctly identified
or removed from the construction in progress detail to the appropriate
capital asset account to begin depreciating. In addition, an inventory has
not been performed in accordance with District policy, every two years.
Deletions from the capital asset schedule are not being properly monitored
or adjusted to accurately reflect items currently in use.

Significant
Deficiency

The District should develop and implement appropriate policies and
procedures to monitor
employee vacation hour accruals and cease the accrual when the
Several employees were noted as having accrued vacation hours in excess of maximum hour limit is reached.
their maximum amount allowed.
Until the employee uses vacation hours, vacation hours should not
continue to accrue. The District
should encourage employees to utilize the vacation hours they have
accrued to help reduce the
liability.

PCCD Audit Progress Summary December 2020.xlsx

Cause

Ineffective control environment. There
are multiple key management roles
vacant including: Vice
Chancellor of Finance &
Administration, Director of Fiscal
Services, Internal Auditor, Director of
Payroll and Purchasing Director.

Actions Taken

The District has created a closing calendar for year end and procedures.

Reconciliation are performed monthly and procedures have been developed.
A year-end process has been developed with appropriate delegation of duties
and clearly defined oversight.

The District's Finance Division staff has been trained on reconciliation of
accounts and year-end closing process. The District has two senior accountants
to do all balance sheet reconciliations.

The VC of Finance has reconciled all the receivable accounts on a monthly basis
and an aging report on the receivables are maintained; write-off are recorded.

District Finance has filled the following vacant positions:
-District Accountant Technician
-Vice Chancellor of Finance and Administration
-Internal Auditor
-Staff Assistant

The District is in the process of implementing an upgrade to the HR Module in
PeopleSoft.

The District has developed a District's policy over vacation hours and accruals
and cease accruing once the maximum accruals are reached. On September 3,
2020 Interim Vice Chancellor for Human Resources & Employee Relations sent
a PCCD Announcement related to policy.

Risk Management will also obtain a self funding report (fund 80) from a third
party bi-annually. This report will be provided to District Finance. An
adjustment will be accounted for as part of year-end close.

A process is in place; however, due to the high volume of vacancies processes
are currently being performed on a quarterly basis.

Management has implemented the corrective action plan. Finance District will
perform monthly reconciliation of the self-insurance fund (Fund 80).

As noted in prior years, the District
does not perform a periodical review of
the Capital Asset accounts during the
year. Prior year audit adjustments that
The District has hired a Director of Purchasing position.
were not posted to the District's capital
asset schedule caused reconciling
differences which required research by
A software upgrade is in the process for addressing this concern.
District management.
Management in the current fiscal year,
was unable to reconcile and close the
Capital Asset balance completely.

Ineffective monitoring and
reconciliation of District ending fund
balances.

Ineffective monitoring of employee's
accrued vacation hours and nonimplementation of District policy.

Policy existed and will now be being enforced.

Current Status

Implemented

Not
Implemented

Implemented

Implemented
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Criteria or Specific Requirement

Peralta Community College District Audit Progress - December 31, 2020

34 CFR Section 668.173(b):
Return to Title IV funds are required to be deposited or transferred into the Student Financial Assistance
(SFA) account or electronic funds transfer initiated to ED as soon as possible, but no
later than 45 days after the date the institution determines that the student withdrew. Returns by check
are late if the check is issued more than 45 days after the institution determined the student
withdrew, or the date on the cancelled check shows the check was endorsed more than 60 days after the
date the institution determined that the student withdrew.

According to 34 CFR 685.300(b)(5), the school must promise to comply with applicable regulations and
must agree to reconcile institutional records with Direct Loan funds received from the Secretary and
Direct Loan disbursement records submitted to and accepted by the Secretary, on a monthly basis as
required by 34 CFR 685.300 (b)(5).

Common Origination and Disbursement (COD) System (OMB No. 1845-0039) – All schools receiving Pell
grants submit Pell payment data to the Department of Education through the COD System.
Schools submit Pell origination records and disbursement records to the COD. Origination records can
be sent well in advance of any disbursements, as early as the school chooses to submit them for any
student the school reasonably believes will be eligible for a payment. The disbursement record reports
the actual disbursement date and the amount of the disbursement. ED processes origination and/or
disbursement records and returns acknowledgments to the school. Institutions must report student
payment data within 15 calendar days after the school makes a payment, or becomes aware of the need
to make an adjustment to previously reported student payment data or expected student payment data.
Schools may do this by reporting once every 15 calendar days, bi-weekly or weekly, or may set up their
own system to ensure that changes are reported in a timely manner.
California Code of Regulations, Title 5, Section 58030 requires that each district shall adopt procedures
that will document all course enrollment, attendance and disenrollment information. These procedures
shall include rules for retention of support documentation which will enable an independent
determination regarding the accuracy of tabulations submitted by the district to the
Chancellor's Office. California Code of Regulations, Title 5, Section 58024(a) requires that a separate
tabulation is required for all indentured apprentices actively enrolled in each apprenticeship course of
related and supplemental instruction. Each tabulation shall provide a detailed listing for each course.

California Code of Regulations, Title 5, Section 54010(b) and 54010(d) requires for residency
classification procedures students to present evidence of physical presence in California and intent to
make California the home for other than a temporary purpose and that the district weigh the
information provided by the student an determine whether the student has clearly established they have
been a resident of California for one year prior to the residence determination date.

Category

Federal
Award

Finding
No.
Type

SPECIAL TESTS AND
PROVISIONS - RETURN
2019-005
TO TITLE IV
Program
Significant
Deficiency

Condition
The District's controls are not operating effectively to prevent
non-compliance and ensure that Return to Title IV funds are returned
within 45 days after the date the institution determines that the student
withdrew.
The District did not determine the withdrawal date for 12 out of 100
Return to Title IV calculations tested in a timely manner. All twelve of the
exceptions noted were from Merritt College for which 40 Return to Title IV
calculations were tested. All twelve of these instances occurred for the Fall
2018 term. Additionally, for 2 out of 100 Return to Title IV calculations
tested, the required funds were not returned within 45 days of the
student's withdrawal date. The funds were returned 236 and287 days after
the student's withdrawal date.

Recommendation

The District should develop and implement procedures to ensure that the
student withdrawal
calculations are performed in a timely manner to ensure that Return to
Title IV funds are returned no
later than 45 days after the date the institution determined the student
withdrew.

The process dates reported in the COD files were more than 15 calendar
days after the disbursement dates reported in the COD files in the District's The District processed and reported approximately $24,526,937 in Pell
financial records for the Fall and Spring semesters. Nine students of the 15 grants during the year.
students tested at Merritt College had transactions processed in excess of
15 days. Reporting days ranged from 18 to 186 days after disbursement.

During our review of the Direct Loans, it was noted that Laney College and
It is recommended that the District develop and implement policies and
Merritt College were unable to provide adequate documentation to show
procedures to ensure that
that they were reconciling the institutional Direct Loan records with the
the institutional Direct Loan records are being reconciled with the School
School Account Statement (SAS) data file received by COD on a monthly
Account Statement (SAS)
basis.
data file received by COD on a monthly basis

Significant
Deficiency

Significant
Deficiency

COMMON
ORIGINATION AND
DISBURSEMENT (COD)
REPORTING

SPECIAL TESTS AND
PROVISIONS - DIRECT
LOAN
RECONCILIATIONS

2019-007

2019-006

Federal
Award

Significant
Deficiency

Federal
Award

State
Award

The District should implement attendance taking procedures that require
instructors to record and
Apprenticeship courses provided to students in the 2018-2019 fiscal year submit detailed attendance documentation for each student and each
reported to the California Community Colleges Chancellor's Office (CCCCO) course meeting. The District
were not supported by appropriate detailed documentation.
should create a review and monitoring process to ensure the hours for
each course are being
reflected accurately in the CCFS 321 submitted to the State Chancellor's
Office.
The District should implement a monitoring and review process over the
residency classifications of students. Additional training of the residency
requirements should be provided to all District personnel involved in the
resident classification of students. In addition, the district should
implement a retention policy for documents used to classify a student's
residency.

444 - APPRENTICESHIP
RELATED AND
2019-008 SUPPLEMENTAL
INSTRUCTION (RSI)
FUNDS

Two conditions were identified relating to student residency classification.
Two of the 34 students tested for residency compliance were classified as a
resident however, the district was unable to provide documentation that
supported this classification. In addition, one of the 34 students tested was
classified as a resident but failed to meet the one-year residency
requirement prior to the residence determination date.
425-RESIDENCY
2019-009 DETERMINATION FOR
CREDIT COURSES

-

State
Award
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Repeat Finding

Yes
[2018-03]

No

Yes
[2018-04]

Yes
[2018-05]

No

Cause

The District's internal controls
associated with the Return to Title IV
procedures failed to ensure that
withdrawal calculations are performed
in a timely manner to ensure that funds
are returned within the 45 day
requirement.

The District is not implementing
policies and procedures to verify that
the institutional Direct Loan records
are being reconciled to the SAS data
files on a monthly basis.

Actions Taken

The District hired a consultant to develop and implement procedures
regarding Title IV to ensure reconciliations are performed in a timely manner.
This will include that the returns are made no later than 45 days to be in
compliance.

A Director of Financial Aid has been hired for the College of Alameda, Laney,
and Merritt. Berkeley Community College is in the process of hiring for this
position.

The colleges are in the process of streamlining their processes and procedues to
ensure controls are operating effectively to prevent non-compliance.

This area is included as part of the preliminary results, the external auditors
shared on October 12, 2020.

The District has hired a consultant that will help develop policy and
procedures to ensure direct loans are being reconciled in a timely manner by
the colleges.

District Finance is currently not involved in reviewing the reconciliations to
ensure the accuracy of the data for the Direct Loan.

A flowchart has been created to portray this process.

The colleges are in the process of streamlining their processes and procedues to
ensure controls are operating effectively to prevent non-compliance.

This area is included as part of the preliminary results, the external auditors
shared on October 12, 2020.

The Vice Chancellor of Academic and Affairs and Student Success and held a
district wide A&R Residency Training and regarding egulations, examples and
supplied college A&R staff, Deans and Vice Presidents of Student Services with
state guidelines.

The Vice Chancellor of Academic and Affairs and Student Success met with the
CE deans who have APR programs to ensure proper attendance was taken by
faculty. The Deans collect the attendance records for the current audit year.

The colleges are in the process of streamlining their processes and procedues to
ensure controls are operating effectively to prevent non-compliance.
The District did not report student files
to COD on a timely basis.
This area is included as part of the preliminary results, the external auditors
shared on October 12, 2020.

The District does not require
instructors to submit detailed
supporting documentation to
corroborate the total hours being
claimed.

The District failed to ensure the student
met the one-year resident requirement
as well as retain supporting
documentation for student residency
classification.

Current Status

In progress

In progress

In progress

Implemented

Implemented
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Criteria or Specific Requirement

Peralta Community College District Audit Progress - December 31, 2020

California Constitution Article XIII section 36(e)(6) states that a community college district shall have
sole authority to determine how the moneys received from the Education Protection Account are spent
in the school or schools within its jurisdiction, provided, however, that the appropriate governing board
or body shall make these spending determinations in open session of a public meeting of the governing
board or body and shall not use any of the funds from the Education Protection Account for salaries or
benefits of administrators or any other administrative costs. Each community college district shall
annually publish on its Internet Web site an accounting of how much money was received from the
Education Protection Account and how that money was spent.

Category

State
Award

Finding
No.
Type

491 – EDUCATION
2019-010 PROTECTION ACCOUNT
FUNDS
-

Condition

The governing board did not make a spending determination in an open
session of a public meeting of the governing board or body. The governing
board did not publish on its Internet website an accounting of how much
money it received from the Education Protection Account and how it will
be expensed.

The governing board should hold open session public meetings where
they take action to adopt a plan to expend Education Protection Account
funds received.

Recommendation

No

Repeat Finding

PCCD Audit Progress Summary December 2020.xlsx

Cause

Actions Taken

The EPA (Education Protection Account) for fiscal year 2018-2019 has been
The District governing board did not
submitted to the Governing Board.
hold an open session to make spending
determination for the Education
The District has developed a calendar for documents submission to the Board
Protection Account funds received.
of Trustees to ensure that the EPA or any other documents are submitted in a
timely manner.

Current Status

Implemented

Page 3

Attachment
FCMAT June 2019 Report

Peralta Community College District
Financial Review and
Fiscal Health Risk Analysis
June 28, 2019

DRAFT
Michael H. Fine

Chief Executive Officer

June 28, 2019
Christian Osmeña, Vice Chancellor
California Community Colleges Chancellor’s Office
1102 Q Street
Sacramento, CA 95811
Vice Chancellor Osmeña:
In January 2019, the California Community Colleges Chancellor’s Office and the Fiscal Crisis and
Management Assistance Team (FCMAT) entered into an agreement to conduct a management
assistance study and provide professional development training for the Peralta Community College
District. Specifically, the agreement states that FCMAT will perform the following:
1. Prepare an analysis using FCMAT’s Fiscal Health Risk Analysis (2019 version) and
identify Peralta’s specific risk rating for fiscal insolvency.
2. Provide training on financial health for the board of trustees, the district administration and others identified by the district chancellor. The training will focus on
managing finances in a community college district, including efforts to improve
fiscal accountability and competency.
3. Analyze the organization and staffing levels of the employees responsible for
district finances at the Peralta district office and make recommendations, which
may include changes in the organization and staffing, to allow the district to function effectively and efficiently.
4. Provide recommendations on best practices for communication between the
district administration and the board of trustees on issues related to the district’s
financial health.
5. Develop a corrective action plan to address audit findings for Peralta for the most
current (2017-18) and prior four years and conduct an internal control review of
Peralta’s reporting and monitoring of financial transactions, including an evaluation of policies, procedures, and transactions performed by the district.
6. Evaluate spending patterns, including other postemployment benefit (OPEB) liabilities.
7. Project funding for Peralta under the Student Centered Funding Formula and make
recommendations for actions the district can take to maximize funding.

This final report will be presented to the district’s governing board on September 10, 2019 as well as
the California Community Colleges Board of Governors on September 16, 2019.
We appreciate the opportunity to serve you and we extend thanks to all the staff of the Peralta
Community College District for their cooperation and assistance during fieldwork.
Sincerely,
Michael H. Fine
Chief Executive Officer
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About FCMAT
FCMAT’s primary mission is to assist California’s local K-14 educational agencies to identify, prevent, and resolve financial, human resources and data management challenges. FCMAT provides fiscal and data management assistance, professional development training, product development and other related school business and data services. FCMAT’s fiscal
and management assistance services are used not just to help avert fiscal crisis, but to promote sound financial practices,
support the training and development of chief business officials and help to create efficient organizational operations.
FCMAT’s data management services are used to help local educational agencies (LEAs) meet state reporting responsibilities, improve data quality, and inform instructional program decisions.
FCMAT may be requested to provide fiscal crisis or management assistance by a school district, charter school, community college, county office of education, the state Superintendent of Public Instruction, or the Legislature.
When a request or assignment is received, FCMAT assembles a study team that works closely with the LEA to define the
scope of work, conduct on-site fieldwork and provide a written report with findings and recommendations to help resolve
issues, overcome challenges and plan for the future.
FCMAT has continued to make adjustments in the types of support provided based on the changing dynamics of K-14 LEAs
and the implementation of major educational reforms.

Studies by Fiscal Year
90
80

Number of Studies
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50
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95/96 96/97 97/98 98/99 99/00 00/01 01/02 02/03 03/04 04/05 05/06 06/07 07/08 08/09 09/10 10/11 11/12 12/13 13/14 14/15 15/16 16/17 17/18

FCMAT also develops and provides numerous publications, software tools, workshops and professional development
opportunities to help LEAs operate more effectively and fulfill their fiscal oversight and data management responsibilities.
The California School Information Services (CSIS) division of FCMAT assists the California Department of Education with
the implementation of the California Longitudinal Pupil Achievement Data System (CALPADS). CSIS also hosts and maintains the Ed-Data website (www.ed-data.org) and provides technical expertise to the Ed-Data partnership: the California
Department of Education, EdSource and FCMAT.
FCMAT was created by Assembly Bill (AB) 1200 in 1992 to assist LEAs to meet and sustain their financial obligations. AB
107 in 1997 charged FCMAT with responsibility for CSIS and its statewide data management work. AB 1115 in 1999 codified CSIS’ mission.
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AB 1200 is also a statewide plan for county offices of education and school districts to work together locally to improve
fiscal procedures and accountability standards. AB 2756 (2004) provides specific responsibilities to FCMAT with regard
to districts that have received emergency state loans.
In January 2006, Senate Bill 430 (charter schools) and AB 1366 (community colleges) became law and expanded
FCMAT’s services to those types of LEAs.
On September 17, 2018 AB 1840 became effective. This legislation changed how fiscally insolvent districts are administered once an emergency appropriation has been made, shifting the former state-centric system to be more consistent
with the principles of local control, and providing new responsibilities to FCMAT associated with the process.
Since 1992, FCMAT has been engaged to perform more than 1,000 reviews for LEAs, including school districts, county
offices of education, charter schools and community colleges. The Kern County Superintendent of Schools is the administrative agent for FCMAT. The team is led by Michael H. Fine, Chief Executive Officer, with funding derived through
appropriations in the state budget and a modest fee schedule for charges to requesting agencies.
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Introduction
Background
The Peralta Community College District was formed on July 1, 1964. The district serves the residents of the cities
of Oakland, Berkeley, Alameda, Piedmont, Emeryville, and Albany in northern Alameda County, California and is
composed of four colleges: Berkeley City College, College of Alameda, Laney College and Merritt College. The Peralta
Colleges offer various educational programs and services, including two-year degrees, certificates and university transfer
programs, to more than 30,000 students.
In January 2019, the California Community Colleges Chancellor’s Office requested that FCMAT assist the district by
conducting a review of the finance department staffing and services, conduct a Fiscal Health Risk Analysis and provide
professional development training to promote the district’s financial health.

Study and Report Guidelines
FCMAT visited the district on several occasions between March 4 and April 17, 2019 to conduct interviews, collect data
and review documents. This report is the result of those activities and is divided into the following sections:
• Executive Summary
• Fiscal Health Risk Analysis
• Internal Controls
• Comparative Staffing
• Student Centered Funding Formula
• Other Post-Employment Benefits Program
• Spending Pattern Analysis
• Appendices
FCMAT’s reports focus on systems and processes that may need improvement. Those that may be functioning well are
generally not commented on in FCMAT’s reports. In writing its reports, FCMAT uses the Associated Press Stylebook, a
comprehensive guide to usage and accepted style that emphasizes conciseness and clarity. In addition, this guide emphasizes plain language, discourages the use of jargon and capitalizes relatively few terms.

Study Team
The study team was composed of the following members:
Michelle Giacomini

School Services of California, Inc.

FCMAT Deputy Executive Officer

FCMAT Community College Consultant

Leonel Martínez

Cambridge West Partnership, LLC

FCMAT Technical Writer

FCMAT Community College Consultant

Peralta Community College D istriCt
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Executive Summary
Following a comprehensive review of the Peralta Community College District using FCMAT’s Fiscal Health Risk
Analysis, a study team identified serious concerns about the district’s fiscal condition. Without fundamental changes,
these concerns may result in a high risk that the district would become insolvent or require emergency appropriations
from the state.
The district is searching for a permanent chancellor, and several of the vice chancellor positions are interim or new. While
interim administration has been brought in, and much work has been done during their short tenure, the district has
suffered from years of ineffective and inconsistent guidance, nonadherence to policies and procedures, and difficulties in
receiving consistent information and communication. The leadership void has had a significant impact on the district’s
fiscal health risk score, which is excessively high at 69.9%.
The district has experienced sharp enrollment decline in recent years. Three of the four colleges have declined in full-time
equivalent students (FTES) over a five-year period, and at the same time, two of those colleges have increased full time
equivalent faculty (FTEF). The fourth college has added 140 FTES, but also increased by 37 FTEF, which equates to an
additional 1 FTEF for every 3.78 FTES. In aggregate, the district has 2,261 less FTES and 48 more FTEF over the last
five-year period. The combination of declining enrollment and increased staff creates a budget formula that is unsustainable.
The district lacks a coordinated and effective process for establishing mutually agreed upon annual FTES productivity
targets. Instead, individual colleges decide what annual productivity will be achieved, and despite shrinking enrollments,
the colleges continue to spend at previously established funding amounts. Productivity targets and the corresponding
budgets must be evaluated, and revisions must be made to the practice used for establishing annual FTES productivity
targets. The funding measurement metrics and opportunities to improve performance should be carefully considered
in all future productivity target discussions since the district is not earning the revenue possible with the new funding
formula.
Staff interviews repeatedly indicated the district has poor communication and operational practices, resulting in ineffective planning and a confrontational environment that undermines successful interactions in accounting and budgeting.
The district’s poor communication and feeling of mistrust is related to the lack of accountability of staff at all levels.
Interviewees freely discussed their lack of trust and a culture of “favoritism,” leading to poor morale and mistrust. In a
public agency, employees are the custodians of public resources and should be expected to honor their public commitment by modelling the highest level of accountability at all levels of employment. Members of the leadership are the
models for other employees and therefore cannot be allowed to ignore directives or policies. Lack of accountability and
accusations of favoritism have left employees questioning the ethics of district leadership.
The district has had several transitions in the Fiscal Services Department staff and experiences regular conflicts between
bargaining unit leadership, college leadership, and other district office departments. Communications between staff,
among staff, and between colleges and the district office are severely impaired. Departments have a general lack of trust
in the administration as a whole. Many staff throughout the district lack confidence in the district’s fiscal reporting
and projections. This appears to be largely because of a lack of clarity and documentation concerning assumptions and
processes, insufficient participation in staff development, and inadequate communications.
Because employee compensation is the largest budgetary expense for the district, consistent multidisciplined oversight
of position control and the hiring processes must be implemented to prevent unexpected, and unauthorized, budget
expenses from occurring. The Human Resources and Budget departments must work together to maintain the integrity
of position control. No position should have a budget number assigned or be approved for advertisement without the
approval of both departments. Any hiring being considered outside of the normal budgeting process should be discussed
openly in chancellor’s cabinet, so the entire executive team is aware of decisions. Employment of all personnel (except
those who work hourly) should require approval of the board of trustees before the individual begins working for the
district.
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The number of administrators in the district office should be decreased. The district has a chancellor and six vice chancellors. Similar-size districts in the community college system operate with a chancellor and two or three vice chancellors,
culminating in a more efficient model of decision-making and assigned responsibilities to direct and provide guidance
to colleges. The current structure is cost-prohibitive, inefficient, and adds to the ineffective and poor communication
throughout the district.
The number of vacancies in the Finance and Accounting departments made it difficult to gain a full understanding of
some processes. The staff available to answer questions often were not knowledgeable and could discuss their specific
function, but not how their responsibilities assist in the overall organization. In a comparison of the number of positions
in the department, staffing is comparable with other districts; however, this report contains numerous findings and
recommendations for organizational changes to build capacity within departments. The district should immediately begin
filling vacant positions, training staff for their positions, utilizing software appropriately, and implementing controls
within practices to build capacity.
Technology systems and access must be a priority for the district, which appears to have a history of underusing
purchased software. While a significant amount of resources have been spent on the PeopleSoft financial system software,
it has never been fully implemented and therefore is not utilized to its full capability. This results in extra staff work and
frustration, costs the district valuable resources and constitutes a significant risk to the district’s financial security.
The internal control issues and the lack of awareness regarding the fraud potential have caused numerous audit findings
and opened the district to considerable risk. Poor controls create an opportunity for fraud to be committed. The district
should establish a fraud prevention program, including the appropriate board policy and administrative procedures. The
internal auditor position should also be filled.
Unauthorized purchases should immediately be discontinued, and all employees should understand that purchasing
without proper authorization may lead to disciplinary action. Training should be scheduled to review purchasing procedures, particularly the need to submit purchase requisitions before all purchases are considered.
Past leadership regularly overrode policies, leaving staff with little certainty in managing their roles. The lack of consistency in the implementation, monitoring, and ensuring accountability for policies and procedures leaves the district at
high financial risk. The chancellor and other district leaders should hold themselves, as well as managers and administrators, accountable for implementing and monitoring adherence to policies and procedures and strengthening overall
internal controls.
A widespread perception is that key district operational procedures are “simply broken.” Staff expressed frustration over
poorly performing procedures and processes within the district.
The district’s departments seem to operate in isolation, focusing internally within functional areas instead of on the
district as a whole. The origin of this isolation, and the culture itself, begins with the leadership. Expectations are unclear,
and transparency, partnerships, and teamwork are not modeled. Administrators and staff seem to have lost sight of the
district’s mission and do not consider that what they do (or do not do) affects the rest of the district. During interviews
and conversations, students were rarely mentioned as the purpose for the district’s existence, and no one expressed that
the district office exists to provide support and oversight to the colleges. Information is not shared, and communication
appears stifled, which causes a lack of collaboration, inefficiency, lost opportunities for improvement, and decreasing
morale. Changing culture is difficult, and the right leadership is required to make the change.
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Fiscal Health Risk Analysis
FCMAT has developed the Fiscal Health Risk Analysis (FHRA) as a tool to help
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16. Multiyear Projections
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Financial Review
Internal Controls
Internal controls provide the means by which an organization’s assets and resources are directed, monitored and
measured, and play an important role in protecting an organization from fraud, abuse or misappropriation of resources.
Internal controls help ensure efficient operations, reliable financial information, and legal compliance; they also help
an organization obtain timely feedback on its progress in meeting its goals. Internal control procedures are designed to
prevent fraud and identify errors before they occur. The internal control review includes elements such as segregation of
duties; periodic reconciliations; physical audits; and security access for technology, authorizing signatures, and others as
necessary.
An internal control review of the district’s financial functions was performed to obtain reasonable assurances based on
the testing performed that adequate management and internal controls are in place for the reporting and monitoring
of financial transactions. This report depicts the findings and recommendations based upon the interviews with staff,
document review and analysis, and best practices for internal controls based on Generally Accepted Accounting Principles
(GAAP).
The internal control review encompasses the financial functions for the district office Finance Department (excluding the
college business offices). The study includes a review of various processes for planning, organizing, directing, and controlling program operations, including systems for measuring, reporting, and monitoring performance as well as:
• A review of high-risk areas such as receipt of cash and/or cash transactions, payroll, purchasing and contracts,
bank accounts, student fees and payments, accounts receivable, warehouse and receiving, and accounts payable
• Evaluation of policies, procedures, internal controls, and transactions performed by the district office
This review and analysis of the district’s internal controls is based on information gathered during staff interviews,
observed practices and examination of numerous documents that were provided by the district, such as organizational
charts, job descriptions, policies, and procedures.

Fiscal Services Department
A well-functioning fiscal services department is critical to ensuring appropriate supervision over the district’s assets. This
involves establishing and maintaining proper controls over accounting transactions, including appropriate segregation of
duties, management authorization of transactions, internal audits, financial reporting, checks and balances, and proper
training and supervision of staff.
The number of vacancies in the accounting staff, including senior accountants and the controller, made it difficult to gain
full understanding of some processes. The staff that were available to answer questions were not knowledgeable in the
full process and were only able to speak to their specific function in the overall organization and did not seem aware of
how their function affects other areas of the overall organization. This is a weakness in department oversight since staff
assigned specific tasks should be knowledgeable of other roles and able to fill in when needed.
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The Fiscal Services Department consists of the following staff members that operate under the direction of the vice chancellor, finance and administration as shown in Figure 1 below:
Fiscal Services

Title of Position

Full-Time Equivalent (FTE)

Executive Assistant

1.00

Controller

1.00 (1.0 vacant)

Director, Fiscal Services and Payroll

1.00

Payroll Manager

1.00

Payroll Coordinator

1.00

Payroll Specialist

3.00

Senior Accountant

2.00 (2.0 vacant)

Principal Accounting Technician

1.00

District Accounting Technician

3.00 (2.0 vacant)

Senior Payroll and Financial Systems Analyst

1.00

Student Financials System Analyst

1.00

Staff Assistant—Student Financial Applications

1.00

Director, Budgets

1.00

Supervisor, Accounts Payable

1.00 (1.0 vacant)

Coordinator, Grants and Special Programs

1.00

Coordinator, Capital Projects

1.00

Principal Financial Analyst

1.00

Accounts Payable Specialist II

1.00

Accounts Payable Specialist I

4.00 (1.0 vacant)

Total FTEs

27.00
7.00

Source: District-provided data
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Accounts Payable
Specialist I

Accounts Payable
Specialist I

Capital Projects
Coordinator

Principal Financial Analyst

Accounts Payable
Specialist I

Accounts Payable
Specialist I

(Vacant)

Accounts Payable Supervisor

District Accounting
Technician

Coordinator, Grants and
Special Projects

District Budget Director

Executive Assistant

Payroll Specialist

Payroll Specialist

Payroll Specialist

Payroll Coordinator

Payroll Manager

Internal Auditor (Vacant)
Frozen Position

Vice Chancellor
of Finance and
Administration

Staff Assistant/Student Financial
Applications (Hourly)

Student Financial Systems
Analyst

Senior Payroll and
Financial Systems Analyst

Director of Fiscal Services

District Accounting
Technician

District Accounting
Technician

Senior Accountant
(Vacant)

Senior Accountant
(Vacant)

FINANCIAL REVIEW

Figure 2 below is the most current organizational chart at the time of fieldwork:

Finance and Administration Organizational Chart

Source: District-provided document
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Internal Control Standards
GAAP constitutes the highest industry, standard for preparing financial statements and reflects best practices to ensure
internal controls are implemented to avoid and detect risks to the financial stability of the agency. GAAP standards for
internal controls include the following:
• Segregation of Duties
• Access
• Authorization
• Record Keeping
The district has been assessed for identified risk based on the current practices observed, data analysis, and interviews with
key staff members.

Segregation of Duties
Separating duties among different employees reduces the opportunity for any one person to commit fraud and creates
verification procedures to reduce clerical errors. The employee who handles record keeping should not have physical
custody of the asset. For example, the person responsible for bank reconciliations should not also receive payments from
customers or prepare the bank deposits.
Access
Physical controls ensure that only authorized employees may access the district’s assets. Some common controls include
petty cash lockboxes, warehouse key cards, and unique passcodes for employees using cash registers. These controls may
also be digital, such as requiring a password to access the district’s computer system.
Authorization
Agencies should also develop specific written procedures for financial transactions, including a list of the people with
authority to approve different types of transaction. A policy or list of standard transactions and acceptable approval
amounts by job title should be provided. Manager approval to exceed these approved limits should be required. The vice
chancellor, finance and administration, should periodically review management approvals to ensure managers do not
permit fraudulent transactions. Major transactions may require approval from more than one person, and the level of
seniority required should rise as the dollar amount increases.
Record Keeping
All financial statements should be backed up by general ledger reports or additional schedules. Fraud and accidental errors
are reduced by using standardized forms for financial transactions such as purchase orders or personnel action forms
whenever possible. These forms, or another document with a record-keeping identification number (such as position
control numbers), should be sequentially numbered so missing forms in the sequence, or new forms used to backdate a
previously undocumented transaction, can be identified.
A supervisor should periodically review all key general ledger accounts for accuracy. The supervisor must be an employee
who was not involved in preparing the report. Some agencies also employ internal auditors to verify the supervisor’s
approval. The reviewing employee must sign and date the document as proof of approval. Supervisors should also review
relevant financial metrics to find areas that have efficiency problems since variances may indicate fraud or improperly
recorded transactions.
Based on interviews with staff and data analysis, the district has lenient processes that do not meet the standard for
adequate internal controls. Each of the following sections details weaknesses in financial accounting procedures that
increase the district’s financial vulnerability.
Areas included in the analysis and review include the following:
• Accountability
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• Accounts payable
• Budget and budget monitoring
• Communication
• Enrollment
• General ledger and monitoring
Reconciliations/clearing accounts/accounts receivable
Cash handling and bank accounts
• Inventory and asset management/record keeping
• Payroll
• Policies and procedures
• Position control
• Purchasing and warehouse
• Staff development
• Technology systems and access

Accountability
Employee accountability includes the responsibility of employees’ to complete assigned tasks, perform assigned job duties,
and be present for their assigned work schedules to fulfill or further the organization’s goals. Accountability is based on
both a vertical and horizontal organizational chart. All levels of supervisors must be held accountable to conduct their
work, which includes completing timely staff evaluations, participating in meetings, and supporting staff. Accountability
reciprocity means that supervisors cannot hold employees accountable for performance expectations or behaviors that
have not been made explicit.
The district’s poor communication and trust is directly related to the lack of accountability of staff at all levels.
Interviewees freely discussed their lack of trust, a culture of “favoritism,” and the chancellor soliciting negative information about employees that would lead to discipline (up to dismissal). These behaviors and past actions indicate no
accountability for the actions or inaction of employees in the completion of their tasks. One example provided was
a “friend” of the chancellor who was hired and allowed to start at a salary higher than the position should have been
allowed according to the contract for these positions. Others in similar positions were not provided with similar compensation or starting salaries. This type of favoritism leads to poor morale and mistrust. Staff expressed their frustration of
administrators who were favored and allowed to bypass rules while holding their assigned employees accountable for
similar actions. In a public agency, employees are the custodians of public resources and should be expected to honor
their public commitment by modelling the highest level of accountability at all levels of employment. If top-tier staff
are allowed to ignore directives or policies, they model for all other employees that the procedures are unimportant.
The lack of accountability erodes the trust and respect of an organization. Interviewees who have witnessed the lack of
accountability communicated their concern “as a taxpayer.” Lack of accountability and accusations of favoritism have left
employees questioning the ethics of district leadership.

Recommendation
The district should:
1. Develop processes and procedures to ensure that accountability measures are well communicated, and
processes adhered to by all levels of staff in the organization.
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Accounts Payable
Fiscally responsible agencies manage accounts payable through a three-way match of the purchase order, receiving
document, and vendor invoice before payment, as well as ensuring vendor payment are generated timely and accurately.
Adequate supporting documentation should be compiled to ensure that all payments are properly approved, received, and
recorded to the general ledger.
The district’s accounts payable staff report to the budget director. Figure 3 below outlines district staffing for the accounts
payable functions; it does not include the rest of the departmental staff who report to the budget director.

Accounts Payable Staff
Position

FTE

Accounts Payable Specialist I

4.0 (1.0 Vacant)

Accounts Payable Specialist II

1.0

Total FTEs of Accounts Payable Staff

5.0
1.0

Source: District-provided data

The accounts payable staff follow a set of legacy procedures based on the board policies and in-house training received
from others who are or were in the positions. FCMAT was able to confirm through interviews that staff requires the
appropriate documentation before processing payments to maintain proper internal controls, and appropriate procedures
are followed. However, significant delays occur in issuing vendor payments. Staff in other departments complained about
the length of time it takes for payments to reach vendors; those interviewed blamed department-imposed procedures and
a lack of direct communication when missing paperwork or signatures occurs. Accounts payable staff stated that lack of
proper paperwork, including requisitions reflecting preauthorization and appropriate funds to pay the invoice, necessitates extensive communication, which further delays processing. Although it appears that the reasons given for delayed
processing differ depending on whether the interviewee was from the Business Department or outside it, the end result is
the same. The district should consider utilizing the PeopleSoft system to fully automate the approvals and verifications of
receipts. College and department staff depend on their relationships with vendors when materials and services are necessary. The delays in processing were reported as a reason some vendors decline to do business with the district although
FCMAT was unable to access data to verify that this occurs.
Staff indicated that the accounts payable clearing account reconciliation was not incorporated into their regular and
routine monitoring process. This reconciliation should be incorporated into the monthly or quarterly cycle, which
would also assist staff in understanding the timing of vendor payments and detect procedures that are barriers to overall
efficiency. If not reconciled, the accounts payable clearing accounts can falsely inflate the district’s outstanding obligation.
Accountants used the accounts payable accounts to offset borrowing between funds (due to/due from accounts) rather
than clearing them to the proper account code.

Recommendations
The district should:
1. Implement standardized procedures to process vendor payments in a timely manner.
2. Utilize the PeopleSoft system for approvals of requisitions and verification of receipts to accommodate
a timelier processing of vendor payments.
3. Ensure that accounts payable clearing accounts are reconciled regularly.
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Budget Development/Monitoring
Budget development is a dynamic process that integrates the educational goals of a community college district with a
finite revenue source. The budget allocates limited and valuable resources to best meet these goals. The budget drives the
expenditure practices of the district and is a road map for management to follow during the course of the year. Once
a sound budget has been developed, the document and the actions that follow should reflect the district’s educational
philosophy and its financial strengths and weaknesses.
To be a useful management document, the district’s budget must be based on the following:
• Accurate data
• Budget guidelines that embody the educational goals of the district
• Assumptions based on the best available information
• A systematic method of realigning the budget during the year to match actual resources
Developing an accurate budget depends on the collaboration of all parties, which must ultimately be held responsible
for the district’s educational and financial outcomes. These individuals typically include governing board members, the
chancellor, cabinet members, program directors, and business services personnel.
Ongoing fiscal stability is promoted through the use of multiyear financial planning. This planning should include the
current-year budget, short- and long-range capital expenditure plans, and other long-term district goals. Multiyear financial projections are an important in long-range financial planning since they project the future impact of management
decisions.
Monitoring the budget on a timely basis enables management to gauge financial performance in relation to educational
goals. The budget document is not static, and many new financial decisions must be made during the year. Budget
amendments that should be considered include whether to allocate new or unexpected income received during the year,
capture budget savings and reallocate these dollars to other projects and programs, change expenditure patterns when
headed toward fiscal insolvency, or redirect funding to higher-priority projects.
The cost of special programs and projects should not divert funds from core academic programs without the district
management’s knowledge. Each special program and project should be allocated its full share of direct and indirect costs.
Carryover of excess funds should be discouraged unless specific long-range expenditure plans are approved. Program
managers should be evaluated on their ability to operate both an educationally effective and cost-efficient program, special
programs, funds, and project budgets should be evaluated for adequacy as rigorously as unrestricted general fund budgets.
The vice chancellor, finance and administration, leads the budget development and monitoring processes with support
from the director, budget; district accounting technician; and principal financial analyst. The district is required to
submit an adopted budget to the chancellor’s office annually by October 10 via the Annual Financial and Budget Reports
(CCFS-311), and four quarterly financial status reports via the Quarterly Financial Status Report (CCFS-311Q) by
November 15, February 15, May 15, and August 15. The adopted budget is intended to be the roadmap for decisionmaking and should reflect the priorities of the board, and the consensus from the shared governance model. Shared governance in decision-making is a structure in which the staff, board, cabinet, and often students and other affected parties
participate in making district decisions. A shared governance structure ideally recognizes the needs of all constituencies
and fosters partnership and vested interest in the successful policy outcomes.
During interviews, staff agreed that budget building consists of a significant amount of rollover budgeting with a 5%
increase for utilities. Figure 4 below is based on the 2018-19 district’s Tentative Budget Book, which illustrates the notion
of rollover budgeting as evidenced by the large fluctuations in expenditure categories. Budget transfers are not performed
regularly, which means the budgets are not updated, causing a lack of understanding among departments and colleges
about their financial status.
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Figure 4: 2018-19 Tentative Budget

Source: District-provided document
The expenses in the 2018-19 tentative budget closely mirror the 2017-18 adopted budget, and the tentative budget does
not appear to incorporate the analysis used for the 2017-18 estimated actuals. The reasons for the lack in updates include
the following:
• Change in leadership—The Finance and Administration Department hired a new vice chancellor and director of
budget, between the 2017-18 adopted budget and the 2018-19 tentative budget. Additionally, the turnover in
leadership in this department has been ongoing and frequent.
• Lack of communication—Budget building and overall communication between the colleges and the Finance and
Administration Department is lacking.
• Leadership directives—The district hierarchy progresses from the chancellor to the four college presidents, while
the vice chancellors consistently find themselves excluded from many conversations and decisions. The required
attendees for cabinet meetings often include the chancellor and the presidents, and the vice chancellors are
called only as needed. In a well-functioning district, the vice chancellors’ primary responsibility is to oversee and
implement actions affecting day-to-day operations with shared goals. The absence of the vice chancellors from
cabinet meetings and the explicit directive from the chancellor to ignore the vice chancellors has undermined the
district’s integrity and prevented standardized policies and procedures from being implemented.
• Lack of protocols and procedures—A budget calendar is available on the district’s website, but no internal
calendar was developed or followed in building the annual budget. As the hierarchy is restored, a budget calendar
that is shared with the departments will be necessary to establish expectations and meet deadlines so that the
Finance and Administration Department can appropriately update the budget each year. The district should
consider developing and sharing a comprehensive budget calendar for the upcoming years.
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• Colleges are allocated the same budget each year regardless of loss of FTES. Both the finance and administration
and student services departments have highlighted the need to reduce FTEF to keep pace with the declining
FTES. The primary challenge in implementing this reduction has been the current hierarchy. As the district
changes its hierarchy, it should consider reducing FTEF commensurate with the FTES at each of the colleges.
The combination of these factors was the reason for rollover budgeting. The lack of protocols and procedures and rollover
budgeting have significantly contributed to the district’s financial uncertainty. As the district moves towards an improved
shared governance model, and the vice chancellors move up the decision-making hierarchy, it should consider improving
budget building by incorporating additional accountability to improve accuracy.

Recommendations
The district should:
1. Include vice chancellors in all cabinet meetings and communications.
2. Share the budget calendar with all departments, instead of only posting it on the website.
3. Develop an internal budget calendar.
4. Consider adjusting staffing based on the FTES.
5. Consider reducing FTEF commensurate with the FTES at each of the colleges.
6. Provide ongoing budget training for shared governance teams, college business offices and district
office staff.
7. Consider implementing and adhering to prescribed budget timelines to support and enhance budget
development.

Communication
The key to any organization’s success is effective communication at all levels. Formal lines of communication typically
follow the organizational chart, but some should also cross departmental and functional area lines. Communication can
take place through face-to-face meetings, email messages, memorandums, telephone conversations, etc. A healthy organization uses all communication venues. If formal communication is strong, these messages will be accurately reflected in
informal communication as well.
Strong communication helps ensure the interests of staff members at all levels are closely aligned with those of the organization, promoting continuous improvement.
The Public Information, Communications, and Media Department has a vacant position for an executive director.
During FCMAT’s fieldwork, department staff was not interviewed because this assessment was focused on the structure
within the district instead of outside communication and marketing.
FCMAT found that the leadership in the Chancellor’s Office has been based on that position’s relationships with
specific people he may have hired or placed in specific roles. As a result of those relationships, some staff are perceived as
“untouchable” while others are perceived as ostracized. An example is the cabinet leadership meetings, where the college
presidents have been regarded as the top-tier leadership while the vice chancellors were treated as second tier. Several
interviewees reported that they were told that the vice chancellors “work for the college presidents,” allowing the presidents to override decisions made in the finance and budget areas.
The district has had several transitions in the staff of the Fiscal Services Department as well as with regular conflicts
between bargaining unit leadership, college leadership, and the district office. Interviews indicated that communications
between staff, among staff, and between colleges and the district office are severely impaired. There is a general lack of
trust between departments and of the administration as a whole.
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The district lacks a communication plan, which should include the roles of governing board members and each leadership
team member in ongoing communications between various groups including bargaining units, colleges, and departments.
The plan should include the positions responsible for addressing concerns; developing protocols, procedures, and practices; and frequency as well as who should receive the communications.
In addition, meetings between departments and colleges should be scheduled, with department leads mandated to attend.
The regular meeting schedule, agenda/topic areas, who should attend, and timelines should be incorporated into the
communication plan.

Recommendations
The district should:
1. Develop a communication plan.
2. Schedule meetings between departments and colleges, with mandated attendance.
3. Ensure that department/college meetings include a regular meeting schedule, agenda/topic areas, who
should attend, and timelines, all of which are incorporated into the communication plan.

Enrollment
Most of a district’s discretionary revenues are driven by the number of FTES in its colleges and programs. In developing
and updating a district budget, it is critical to have an accurate enrollment and FTES projection using a sound methodology that has been proven to provide reasonable results over time.
The vice chancellor, academics, provides the FTES projections for the budget office. The enrollment and FTES projections have a significant impact on the accuracy of the budget, availability of reserve funding, and fiscal position of the
district. Figure 5 illustrates the district’s full-time equivalent faculty (FTEF) and the FTES over the past five years.

Historical FTES to FTEF Comparison
Alameda

Berkeley

Laney

Merritt

Fiscal Year

FTES/FTEF

FTES/FTEF

FTES/FTEF

FTES/FTEF

2018-19

3,283/227

3,711/259

6,558/473

4,081/264

2017-18

3,536/234

4,052/266

7,015/487

4,196/258

2016-17

3,565/231

4,347/264

7,287/503

4,150/248

2015-16

3,727/237

4,624/274

7,875/521

4,121/242

2014-15

3,656/227

4,541/262

7,880/512

4,188/242

2013-14

3,708/220

4,283/244

7,962/484

3,941/227

-425/7

-572/15

-1,404/-11

140/37

Source: District-provided data
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Historical FTES to FTEF Ratios
Alameda

Berkeley

Laney

Merritt

Fiscal Year

Fiscal Year

FTES/FTEF

FTES/FTEF

FTES/FTEF

2018-19

14.46

14.33

13.86

15.46

2017-18

15.11

15.23

14.40

16.26

2016-17

15.43

16.47

14.49

16.73

2015-16

15.73

16.88

15.12

17.03

2014-15

16.11

17.33

15.39

17.31

2013-14

16.85

17.55

16.45

17.36

2.39

3.23

2.59

1.90

Source: District-provided data

Three of the four colleges have declined in FTES over a five-year period and two have more FTEF over the same span.
The fourth college, Merritt, has added 140 FTES, but added a significant amount of FTEF, 37, which equates to 1 FTEF
for every 3.78 FTES. In aggregate, the district has 2,261 less FTES and 48 more FTEF over the last five-year period. The
combination of declining enrollment and increased staff creates a budget formula of decreasing revenues and increasing
costs that is unsustainable. Contributing to growth in FTEF is the culture that chancellors and presidents make decisions
about expenditures, with the vice chancellors’ input and recommendations considered non-essential and not followed.
It is nearly impossible for any vice chancellor to hold standards for staffing, or other critical decisions, while this culture
continues. District FTES targets are set at 19,500 and have been historically overstated. A more realistic estimate would
be 17,500.
Staffing allocations are not tied to FTES; the FTEF may increase while FTES declines in the same year. The over
projecting of FTES contributes to courses staying open when they are under enrolled, which has a direct negative impact
on the financial position of the district. For 2018-19, the vice chancellor, finance and administration, imposed limits on
the FTEF at each college. By December, Laney College sent an email that they were increasing FTEF. The chancellor
allowed the increase, overriding the directive not to do so from the vice chancellor.

Recommendations
The district should:
1. Adopt a more realistic target for FTES based upon trend data.
2. Adopt a staffing process aligned to the FTES.

General Ledger Monitoring
While recording and monitoring budget activities is integral to district operations, the actual journal entry transactions
and reconciliations are the foundation of financial reporting. To be useful to management, the district’s general ledger
must be based on the following:
• Accurate data
• Alignment with budget estimates
• Properly recorded entries
• Accounts being reconciled in a timely manner
The combination of these factors, along with the annual report and clear communication to those affected, allows a
district to assess its financial situation and make timely decisions.
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The general ledger component of the Finance and Administration Department functions were under the direction of an
interim director of fiscal services at the time of the fieldwork. The director of fiscal services oversees two senior accountants, two accounting technicians and a principal accounting technician. These positions are responsible for recording
deposits to the general ledger, reconciling clearing accounts, and requesting drawdowns/compiling reports for specific
grants.
At the time of fieldwork, both of the senior accountant positions were unfilled, and the interim director of fiscal services
had been in the position for less than a year. Conversely, the two accounting technicians and principal accounting technician had more than 50 years of collective experience with the district. The institutional knowledge allowed these positions
to continue to operate daily, but no documented procedures or calendars listed how and when duties must be performed.
The absence of procedures does not necessarily correlate to underperformance, but in this case, a significant number of
duties were not completed in a timely and/or accurate manner.

Reconciliations/Clearing Accounts/Accounts Receivable
The account reconciliation should be supported by information from both sides of the reconciliation, which means that
support for general ledger activity and period balances is reconciled, and related transactional, subledger or supporting
systems, and internal/external data sources are used to evaluate the activity recorded. Clearing accounts are temporary
“holding” accounts and should be used to hold funds until the agency clears them; for instance, a payroll clearing account
might hold voluntary deductions to pay for services from a vendor. Standard accounting practices require closing out
these temporary accounts at the end of the fiscal year or cycle. Fiscally healthy districts manage their cash flow by planning to balance an unequal revenue to expenditure stream. They manage accounts receivable through periodic reconciliations, timely collections and posting, and minimizing write-offs to fully understand the balance due.
The district’s audit report for the year ended June 30, 2018, included five findings, four of which are related to general
ledger activity and reconciliations. Figure 7 summarizes those four findings as follows:

Audit Findings for the Year Ended June 30, 2018
Finding

Type

Financial Statement Reconciliation

Capital Asset Reconciliation

Description

Budget and Accounting Manual (BAM) and Generally Accepted Accounting
Principles (GAAP).
does not clearly identify capital assets by project.

Student Financial Aid
Student Financial Aid

-

Source: District audit report for the year ended June 30, 2018

The financial statement reconciliation and student financial aid findings were repeated from either the 2017 or 2016
audits, which indicates that the problem is ongoing and persistent. The common themes across the findings in Figure 7
are lack of processes and procedures for monitoring compliance requirements and having the knowledge to implement
solutions to prevent future findings. Although no financial penalty is associated with the findings in Figure 7, the risk
increases that the district’s financial position is significantly misstated. Given the district’s current financial state, relevant
and accurate financial information is critically important.
The most significant finding, as denoted by the material weakness designation, is the lack of reconciliation for financial
statement accounts. Based on review of audit reports back to the 2013 audit, this material weakness has been present. The
force of a material weakness signifies a significant lack of accounting knowledge and inaction in addition to untimely or
incorrect entries into the financial system.
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In addition to the findings which rose to a level significant enough to require reporting in the audit report, the auditors
provided a separate management letter that included 11 areas of concern. These observations included a lack of timely
revolving and food service bank account reconciliations, improper payments from the Workers’ Compensation fund, and
lack of segregation of payroll duties.
The district has a number of clearing accounts that are utilized through the year for the various grants and funding
sources, but one of the most significant is student financial aid. Interviews indicated that the sites are responsible for
reconciling financial aid receipts and payments, and staff at the district office provide support as needed. Figure 8 below
shows a copy of the financial aid reconciliation for the 2018-19 school year that was requested by FCMAT in April 2019.
The summary shows that nearly $380,000 in student financial aid activity is yet to be reconciled.

Student Financial Aid Reconciliation
Figure 8: Student Financial Aid Reconciliation
Month

Account

Alameda

Laney

Merritt

Grand Total

BCC

JUL

7511

$63,765.09

$65,548.68

$30,167.59

$59,602.76

$219,084.12

AUG

7511

$365,974.31

$858,985.15

$293,249.61

$407,035.09

$1,925,244.16

SEP

7511

$526,410.72

$1,177,413.00

$465,602.88

$562,944.26

$2,732,370.86

OCT

7511

$1,173,614.38

$2,544,414.14

$1,063,013.00

$1,198,904.21

$5,979,945.73

8151

($951,501.93)

($2,133,616.00)

($826,476.88)

($1,021,234.43)

($4,932,829.24)

7511

$199,814.00

$357,163.30

$220,467.00

$140,198.13

$917,642.43

8151

($1,173,614.38)

($2,544,414.14)

($1,062,864.00)

($1,199,186.76)

($5,980,079.28)

7511

$55,300.85

$146,380.00

$125,087.00

$48,137.05

$374,904.90

7511

$531,685.18

$1,009,619.94

$481,213.00

$529,964.00

$2,552,482.12

8151

($713,953.64)

($1,265,825.24)

-

($556,171.09)

($2,535,949.97)

7511

$545,571.67

$1,157,736.52

$482,763.00

$626,735.00

$2,812,806.19

8151

($25,695.18)

($107,381.00)

($718,206.00)

($78,373.00)

($929,655.18)

7511

$1,171,284.58

$2,660,891.70

$1,008,472.52

$1,209,352.63

$6,050,001.43

8151

($1,651,981.85)

($3,507,047.94)

($437,941.02)

($1,754,562.16)

($7,351,532.97)

7511

$73,953.00

$177,317.00

$80,986.82

$96,955.60

$429,212.42

190,626.80

$190,626.80

$597,185.11

$1,205,534.52

$270,301.29

NOV

DEC
JAN

FEB

MAR
APR
Grand Total

$1,456,505.55
$429,212.42
Difference to be determined

$377,929.75

Source: District-provided data

Cash Handling and Bank Accounts
Public officers and employees whose duty it is to collect and receive payments should deposit receipts with the treasurer
of the local government at least once every 24 hours. Deposits must be made intact, meaning all payments received must
be deposited without substitution. Receipts should be prenumbered and include the payor, amount, method of payment,
purpose, and name of the person preparing the receipt.
FCMAT attempted to determine the processes for the collection of cash and student fees through the district office. The
study did not include the colleges’ processes and therefore, there may be risks associated with cash management that
FCMAT was unable to identify.
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Based on interviews, the cash collections occur primarily at the colleges. Two of them, Laney and Berkeley City College,
perform their own cash reconciliations for student fees, while College of Alameda and Merritt College rely on district
office staff to perform the cash reconciliations. As part of the 2018 and 2017 audits, a portion of the financial statement
material weakness was that accounts receivable was not properly reviewed or reconciled. This receivable balance incorporates unpaid student fees, which portrays that as student fees were collected, the account balance was not adjusted, or
student fees are uncollectible.
A number of clearing, suspense, and balance sheet accounts should be monitored and reconciled throughout the year.
Each month that passes without a reconciliation creates additional time and effort to reconcile multiple months at one
time as well as the opportunity for fraud. The district should consider documenting the procedures for reconciling each of
the necessary accounts monthly.
The district does not have the staff to reconcile all of the college-based activities, including student fees and financial
aid. In the absence of additional staff, the district should develop a calendar that clearly communicates due dates for
completed reconciliations as well as any necessary backup that must be submitted so that district office staff can review
the reconciliation for accuracy and reasonableness. The site-level reconciliations should be done at the college-level and
reviewed for accuracy at the district office.
The district office staff will accept cash or cashier’s checks and post to the student accounts once per day. When personal
checks are provided, they are deposited at the end of the week. The district staff do not have a means of knowing when or
if a personal check was returned.
The tenets of internal control suggest that the person making deposits to bank accounts and the person accepting
payments should not be the same individual, but if they are, the supervisor should oversee and verify the process. The
district should review cash collections at the colleges that receive payments and the district office’s practices to ensure they
are aligned with best practices and internal control.
The vacancies or absence of leadership within the department make it difficult to provide support to lower level staff and
the colleges. Training is critically important to ensure staff understand what is required by industry standards and law.
The district should consider providing all staff with additional trainings in BAM and GAAP to reduce and eliminate the
repetitive audit findings and clean up the financial statements.
The combination of the lack of authority given to the vice chancellors, constant turnover within the department, and lack
of training, policies and procedures have contributed to a system that is not functioning efficiently or effectively.

Recommendations
The district should:
1. Develop standardized, monthly procedures for reconciliations.
2. Develop an internal calendar for college-based reconciliations.
3. Require each college to complete their own reconciliations and submit to the district office for review.
4. Provide training to all staff on BAM and GAAP.
5. Review cash management procedures across the district to ensure appropriate internal controls and
oversight exist.

Inventory Asset Management/Record Keeping
An efficient inventory control and asset management system records timely receipt, value, location, and disposal of agency
assets at the time of the activity involving the asset. Accurate depreciation and values are updated at least annually, and
locations of items are correct. Governmental Accounting Standards Board No. 34 (GASB 34) defines asset management
procedures for governmental agencies for fixed asset accounts (land, buildings, construction in progress, etc.).
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The warehouse supervisor manages the inventory for consumable supplies and capital assets within the financial system
up to its limitations and also maintains a spreadsheet of items received and disbursed through the warehouse. The fixed
asset inventory is maintained through the Department of General Services. The vice chancellor, general services reported
that he maintains the fixed asset inventory, and that it is updated regularly. The financial system can record the fixed assets
and apply the depreciation annually on a simple depreciation schedule based on the useful life of the asset.
The district office should have a master fixed asset inventory that encompasses fixed assets of each college and district
properties. The fixed asset inventory should be updated annually along with the depreciation of assets to properly record
the value of all the district’s assets. FCMAT was unable to verify the accuracy of the financial system records of the fixed
assets.

Recommendation
The district should:
1. Verify fixed asset inventory and depreciation schedule.

Payroll
The payroll process must ensure compliance with the various laws and regulations established and enforced by federal,
state, and local governments. This includes federal and state labor laws, Internal Revenue Code, California Government
and Education Code, minimum wage laws, the Health Insurance Portability and Accountability Act, and other statutes
and regulations. Because of the complex nature of the legal framework for payroll, and the frequent changes in laws and
regulations, professional development is critical for payroll staff to ensure compliance in payroll processing.
The payroll staff report to a payroll manager who reports to the director, payroll services, who reports directly to the vice
chancellor, finance and administration. Figure 9 illustrates the positions and FTE for Payroll Services.

Payroll Services Staff
Position

FTE

Director, Payroll Services

1.0

Payroll Manager

1.0

Payroll and Financial Systems Analyst

1.0

Payroll Coordinator

1.0

Payroll Staff Assistant

3.0

Total FTEs

7.0
0.0

Source: District-provided data

The payroll staff reported a lack of systems to ensure accuracy in the payroll. The most common concerns were regarding
the timing of receipt of timesheets, substitute information, and working out of class. They also indicate that a number of
payroll errors and corrections are made each year. The staff believe that the resulting penalties from the pension providers
are insufficient to prompt management to make changes that would avoid the mistakes. Payroll staff reported that
management overrides, last-minute changes, and other modifications occur after the fact, which bypasses timelines and
processes, eventually leading to errors in payroll calculations. The calculations themselves are so cumbersome and timeconsuming, errors are not surprising. Of particular issue are the times throughout the year when classes are scheduled and
cancelled, or changes are made to faculty assignments, all of which conflict with payroll timelines. Staff repeatedly stated
that they have no confidence that leave tracking and monitoring is accurate.
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Supervisors and management need to implement payroll oversight. Department and site managers should ensure that
absences and position changes within their departments are reported in a timely and efficient manner to avoid overpayments.
The December 21, 2018, audit report to the board of trustees included a finding on payroll errors. Specifically, it stated
that “due to a clerical error, 1 of 49 timecards tested were not calculated correctly resulting in the underpayment of one
employee.” Several staff reported in interviews that underpayments and overpayments regularly occur.
Because of the cumbersome process and frequency of overpayments, the document attached as Appendix B to this report
includes a methodology provided to faculty by the Payroll Department that explains how pay is calculated. In reading
through the process and the monthlong payroll calendar of activity, it is evident that an integrated and more effective
system is needed to accurately process payroll.
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Figure 10: Sample March 2019 Payroll Schedule of Activity
For the Month of March 2019
REQUIRED ACTION

To Be Completed by

Due Date

Run general ledger for February payroll

Finance

Mar. 01

Student Timesheets

Mar. 01

Time

3:00 p.m.

Mar. 04
Submit Prorate Mid-Month Laundry List

Campus schedulers

Mar. 06

Submit to ACOE PERS/STRS “DB” Final File

Mar. 06

12:00 p.m.

Create pay sheets for EOM Payroll

Mar. 07

10:00 a.m.

No Personnel Update on Students File (15th payday)

District Human Resources

Mar. 07

District Human Resources

Mar. 07

Submit Apple report and contribution

Mar. 08

Submit STRS CB report to STRS
Submit Personnel Actions to District Payroll

Mar. 11

10:00 a.m.

Mar. 11

4:00 p.m.

Mar. 12

12:00 p.m.

Mar. 12
District Human Resources

Student Payrolls Routed to Campuses

Mar. 13

12:00 p.m.

Mar. 13

12:00 p.m.

Mar. 14

11:00 a.m.

Mar. 14

2:00 p.m.

No Personnel Update (EOM payday)

District Human Resources

Mar. 14

Submit Prorate Laundry List for EOM Payroll

Campus Schedulers

Mar. 14

Student Payday
Update leave for regular employees

4:00 p.m.

Mar. 15
Mar. 15

3:00 p.m.

Mar. 15

3:00 p.m.

Mar. 18

4:00 p.m.

Mar. 19

10:00 a.m.

Mar. 25

4:00 p.m.

Mar. 26

12:00 p.m.

Mar. 27

12:00 p.m.

End of Month Payrolls to Campuses

Mar. 28

9:00 a.m.

Submit to ACOE PERS/STRS “DB” Estimates

Mar. 28

1:00 p.m.

End of Month Pay Day

Mar. 29

Student Timesheets

Mar. 29

Create Prorate pay sheets (after extract)

District Human Resources

3:00 p.m.

The schedule is established by the County of Alameda Controller Agency with any related funding constraints.
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Recommendations
The district should:
1. Utilize and/or provide a more integrated payroll system.
2. Implement and reconcile payroll oversight by supervisors and management.
3. Ensure that management does not override processes or allow last-minute changes, so that timelines
and processes are followed.

Policies and Procedures
Policies and procedures are the link between a local agency’s core mission and its day-to-day operations and the answer
“What?” and “How?” of an individual’s or group’s assigned work. Well written policies and procedures allow employees to
understand their roles and responsibilities while allowing management to guide operations without constant management
intervention. Additionally, well-written policies and procedures do the following:
• Ensure consistent implementation of effective practices
• Promote compliance with regulations, statutes, and accreditation requirements
• Reduce potential errors and mitigate risks
• Standardize practices across the district
• Serve as a resource and guide to staff when making decisions
• Increase efficiencies
• Allow managers to hold employees accountable to predetermined standards
For internal controls to be integrated into any financial framework, policies and procedures must be implemented
uniformly and consistently, and staff should be held accountable for them.
Policies and procedures are the responsibility of the district’s policy and procedures coordinator who reports to the chief
of staff and special assistant to the chancellor (a single position that is vacant). FCMAT did not meet with the policy and
procedures coordinator during fieldwork, but reviewed policies and talked with the Finance Department staff about the
use and implementation of policies and procedures.
The staff interviewed indicated that, despite written policies and procedures in several areas, management regularly overrides policies, leaving staff with little certainty in managing their roles. Examples of placement on salary schedule for
new or “favored” employees were discussed in several interviews, along with purchasing and bid overrides and student fee
collections and arrears payments.
The feedback received by FCMAT indicated that written policies and procedures have little merit over the financial
internal controls in the district. The lack of consistency in the implementation, monitoring, and ensuring accountability
for policies and procedures leaves the district at high risk of financial insecurity.
The board of trustees and leadership team should review policies and procedures to ensure all statutory requirements
are included and addressed. The policy review should include addressing areas where policies are not implemented, and
an implementation plan should be developed for training and communication to ensure policies and procedures are
followed.

Recommendations
The district should:
1. Ensure policies and procedures are reviewed by the board of trustees and leadership team to ensure all
statutory requirements are included and addressed.
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2. Hold managers and administrators accountable for implementing and monitoring adherence to policies and procedures.
3. Communicate accountability measures and remedies to district leaders.
4. Ensure new leaders have training regarding the implementation and monitoring of policies and procedures.

Position Control
Cost controls over salaries and benefits are essential for ongoing fiscal stability since these expenditures make up the
majority of a school agency’s budget. Overstaffing, intentional or unintentional, quickly leads to budget problems. If an
agency significantly underestimates its staffing costs, the rest of the budget usually has insufficient resources to compensate. For these reasons, the position control system is the most important internal control in a school agency. An agency
uses a position control system to drive budget and control expenditures.
An effective position control system should ensure the following:
• Only positions that are funded and authorized by the governing board are advertised and filled.
• Written procedures exist requiring personnel requisitions to be approved only for funded board-authorized
positions.
• Each funded board-authorized position is assigned a unique position control number after budget approval has
been secured and the funds encumbered.
• The payroll, accounting, budget, and personnel systems are fully integrated ensuring that salary payments are
limited to funded board-authorized positions.
The process is illustrated by Figure 11 below:
Segregation of Duties for Position Control

Financial
Services
(Budget)

• Maintains database of board-authorized
positions (spaces)
Human
Resources

• Hires employees into
board-authorized positions (faces)
Fiscal Services • Pays only personnel hired
by Human Resources into
(Payroll)
authorized positions

The district does not utilize an automated position control system. Interviewees reported that the last major upgrade of
PeopleSoft, known as One Peralta, didn’t include incorporating position control into the human resources or financial systems.
The modules were purchased, but not implemented. Data analyzed showed that the human resources and financial offices
have separate and disparate information that are considered position control data. The district should invest in the training
to implement the modules needed to integrate the position control and payroll processes to eliminate mistakes and disparities between human resources, payroll, and the budget. The use of multiple systems and redundant data make it difficult to
navigate data to determine what is useful and what is not. Staff need a reliable, automated mechanism for position control
that will drive the budget for staffing costs and monitor any staffing changes. Staff also needs support through training and
ongoing development of the processes to ensure the system has the proper internal controls.
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As an example of what is utilized as position control, three different files were provided as “position control documents”
when FCMAT requested the information. Two of the three spreadsheets were identical and from the same source, a printout
from the financial system (provided by the accounting staff). The other document was a spreadsheet provided by the
Human Resources Department. FCMAT isolated 22 positions to review, and of those, 10 (45%) have conflicts between the
financial system and the spreadsheet involving either the range or step of the employee in the position. The payroll system
utilizes the information in the financial system for employee payroll. With no regular reconciliation of the human resources
and finance/budget position control, there are many opportunities for errors. The exposure to the district and number of
overpayments or payroll errors that occur can be directly related to a lack of appropriate position control and internal control
over the process. The department that is hiring the position utilizes an electronic personnel action form that is sent manually
(on paper) to the Human Resources Department, which then forwards it to different departments to sign. Depending on
the position and the funding source, the form may require up to eight different signers, which can take months to finally
process. As a result of inadequate position control, the budget and personnel costs have no direct interaction. Staff reported
that the position control electronic record (within the financial system) is updated only once per year.
Another issue is the assignment of staff to the proper salary range. Of the 22 positions reviewed, nine staff members were
placed on a salary step that exceeded their years of service in the district. All three salary schedules (SEIU, confidential, and
management) include five steps for employees. FCMAT reviewed individual placements for employees with less than one
year at step 4 and employees with 1-3 years at step 5. A common complaint was that there are no consistent methodologies
for determining salary placement and that this appears to be based on “favoritism” and not on experience or education.

Recommendations
The district should:
1. Implement the automated position control module in PeopleSoft that will drive the budget for
staffing costs.
2. Provide ongoing staff development for position control system to human resources, payroll, and
budget staff.

Purchasing and Warehouse
Fiscally healthy districts manage purchasing by following board policies, ensuring purchasing methods follow statutes and
local policies while allowing options to meet the district’s needs, and verifying that no requests for purchases are generated
without proper supporting documentation.
Capital expenditures require careful long-range planning to identify future needs and financing alternatives to fund
each project and/or purchase. The strategic planning process should drive the decisions as a district conducts its facilities
program and determines and implements its goals. Once long-term capital assets are acquired, a system should be established to track and account for all district property.
Many technology systems exist to support the business operations of LEAs. Each district should manage its resources prudently
by ensuring that the technology systems used are up to date and are augmented by appropriate procedures and controls.
The Purchasing and Warehouse Department functions are accomplished by the staff positions shown in Figure 12:
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Purchasing and Warehouse Department Staff
Title of Position

FTE

Director, Purchasing

1.00 (Vacant)

Buyer

2.00

Buyer/Contract Specialist

1.00

Assistant Buyer

1.00

Warehouse Supervisor

1.00

Assistant Warehouse Supervisor

1.00

Warehouse Worker/Driver

2.00

Senior Duplication and Support Technician

1.00

Total FTEs

10.00
1.00

Source: District-provided data

During the majority of fieldwork, the Purchasing Department reported to the vice chancellor, general services, who was
also responsible for overseeing facilities and operations as well as the warehouse and districtwide security. Although the most
current organization chart provided to FCMAT suggested that the Facilities and Operations Department reported directly
to the chancellor, as did the Capital Projects Department, the day-to-day operations ran through the vice chancellor, general
services. Interviews indicated that the Purchasing Department had recently been under the supervision of other departments,
including finance and administration, as well as information technology. Having general services oversee the Purchasing and
Facilities/Capital Projects departments is a conflict of interest and a significant weakness in internal controls. To provide proper
segregation of duties, the district should align the Purchasing Department with the Finance and Administration Department.
In doing so, purchasing and accounts payable should be under separate supervision to maintain a full segregation of duties.
This will also improve communications and processing time between the purchasing and accounts payable functions.
The Purchasing Department’s primary responsibility is to facilitate the execution of contracts and purchase orders on
behalf of the four colleges and various departments. The department is also responsible for advertising and analyzing bids.
The district uses PeopleSoft for its finances, including the purchasing module to facilitate the electronic vendor requisition process.
The colleges generate vendor requisitions, which are routed electronically for approval and eventually progress to the
buyers. Each of the three buyers and the assistant buyer are responsible for supporting one college. Each position is
responsible for ensuring that the requisition has adequate supporting documentation, including a contract for services or
appropriate quotes. Although the current workload is separated by college, each college has a disparate number of faculty
and students which drive the purchasing needs. The department should review the workload distribution to determine if
an allocation by college is the most appropriate methodology for allocating duties.
The chancellor in BP 6330, Purchasing, and the board of trustees in AP 6330, Purchasing, are the only identified authorities to make purchases on behalf of the district.
BP 6330 specifically states the following:
The Chancellor is delegated the authority to purchase supplies, materials, apparatus, equipment and services
as necessary for the efficient operation of the District. No such purchase shall exceed the amounts specified by
Section 20651 of the California Public Contract Code as amended from time to time. The Chancellor shall issue
administrative procedures to detail the implementation of this policy to include a process for prequalification of
vendors. The prequalification procedure is to include specific criteria in conformance with the public contract
code. All District purchasing and relevant administrative procedures shall comply with applicable Board Policy
3910 on Environmental Sustainability. All such transactions shall be reviewed by the Board every 60 days.
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AP 6330 states the following:
The authority to contract for goods and/or services is vested in the Board of Trustees. Authority to purchase
supplies, materials, apparatus, equipment and services is annually delegated by Board action to designated
District officers. The purchase of goods and services shall be made through the Purchasing Department
following authorized procedures in accordance with established policies and laws. Any purchase made by an
employee without proper authorization will be considered an obligation and liability of the employee and not
the Peralta Community College District.
The district should consider authorizing an additional employee, such as the director of purchasing, to make
purchases on its behalf upon board approval. Information about the approved positions should be widely
circulated so district staff understand that they must have approval to make purchases on behalf of the district.
Distribution of the board policy and administrative procedure should be distributed to all employees, advising
them that unauthorized purchases may lead to disciplinary action. Training should be scheduled to review
purchasing procedures, particularly the need to submit purchase requisitions to the district office before
purchases are made.
AP 6330 states that any purchase of less than $10,000 must have at least one quote, but if the purchase is more than
$2,500 the quote must be in writing. Purchases between $10,000 and the annually adjusted rate that is increased based
on the Implicit Price Deflator ($92,600 for the 2019 calendar year) must be accompanied by three written bids/price
quotations. The $92,600 is governed by Public Contract Code Section 20651 and is adjusted annually. Any public works
projects of more than $15,000 and purchase of goods in excess of $92,600 must go through the formal bid process. In
addition to AP 6330, BP 6340 requires board approval, not ratification, for any public works contract of more than
$25,000 with a single vendor. This threshold increases to the annually adjusted $92,600 for public works projects.
Interviews with staff indicated that board policies and administrative procedures are regularly circumvented and even
abused in an effort to expedite work and/or award contracts to specific vendors. The Purchasing Department frequently
receives a vendor requisition after the goods or services have been delivered. This creates a dilemma for purchasing and
accounts payable staff who receive phone calls from vendors who are angry because of a payment delay. However, the
vendors never received written authorization to perform the work or provide the goods.
Interviews found that numerous independent service contractor contracts are submitted with a total of slightly less than
$25,000 with the intent of avoiding the requirement to obtain board approval. Through April 2019, 14 open purchase
orders had an authorized amount between $24,875 and $24,999. Evidence was also received showing that a contract
for $89,600 was awarded to a company (bid threshold was $90,200) and a subsequent change order for $45,800 was
approved, but the project never went out to bid. While this may occur in legitimate instances, the interviews suggested
this was a calculated move to avoid the bid process. Interviews also suggested that if a bid was not awarded to a specific
company, either the vice chancellor, general services, or the chancellor would issue a directive requiring the project to go
back out for bid or to have the bids themselves reevaluated.
Contracts and purchase orders are often set up for an amount of slightly less than the $25,000 threshold that requires
board approval. The district should consider reducing the threshold in an effort to halt these actions and instituting a
process to review items that are just under the limit to ensure compliance with the policy intent. The district should
also incorporate a practice to review a list of purchase orders and payments by vendor to prevent bid splitting, which is
creating multiple purchase orders or entering into change orders to avoid going out to bid. By circumventing the bid
process, work is potentially awarded to a less-than-qualified contractor or at a less-than-optimal price.
District practice, which has been in place since 2014-15, is to have contracted (outside) legal counsel review all contracts,
greatly adding to the amount of time needed to process all paperwork. The district should reconsider this practice and
hire one or two attorneys who are district employees, the cost offset by the amount paid to outside counsel. This would
result in a cost savings and decreased turnaround time as the attorney(s) would concentrate specifically on district transactions.
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The significant management override of controls is due in large part to the organizational structure of the district. Having
the purchasing and facilities/capital projects departments report to the same administrator is a significant conflict of
interest. Although most administrators would work to keep the divisions separate and operating as intended, the opportunity for misappropriation of assets and circumventing of the bid process is significantly higher when the two departments
report to the same administrator.
Towards the conclusion of FCMAT’s fieldwork, the interim chancellor revised the reporting structure so that purchasing
and facilities/capital projects no longer report to the same vice chancellor.

Recommendations
The district should:
1. Ensure that purchasing reporting responsibilities continue to be separate from the facilities/capital
projects responsibilities.
2. Separate supervision of purchasing and accounts payable to maintain a full segregation of duties.
3. Update board policy and administrative procedure to increase identified authorities to make purchases
on behalf of the district.
4. Ensure staff understand, and are held accountable, for obtaining approval to make purchases on behalf
of the district.
5. Discipline employees that make unauthorized purchases.
6. Schedule training to review purchasing procedures, particularly the need to submit purchase requisitions to the district office before purchases are made.
7. Consider reviewing a list of purchase orders and payment by vendor to avoid the practice of bidsplitting.
8. Consider reviewing workload distribution among the buyers and assistant buyer.
9. Employ legal counsel, rather than entering into a contract for outside services, as was the practice
prior to 2014-15.

Staff Development
Staff development reflects the priorities and goals of an organization by providing staff with formal and informal opportunities to develop required skills and competencies necessary to accomplish district and personal goals. These opportunities help
employees to grow personally and professionally and to prepare themselves for advancement and to better serve the district.
Staff development policies should be directed toward the following objectives::
• Clarify expectations for the continued professional education of each staff member.
• Specify the options available for staff improvement.
• Make clear the connection between continuous professional development and institutional rewards.
• Ensure adequate funding for staff development activities.
• Purposefully determine staff development activities based on a careful assessment of staff member needs.
• Employ accepted methods of teaching and learning in staff development activities.
The district has not regularly or consistently provided training in areas that are job-related or related to district initiatives. Interviewees all indicated there is little opportunity for training and staff development, and one said the culture
discourages employees from even asking about training expectations. The only exception was the initial investment in
the One Peralta software conversion (to PeopleSoft), and when those funds were spent, further training was unavailable.
Training is integral with the district’s software upgrade and the expectation to ultimately have a fully-integrated financial
Peralta Community College D istriCt
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and human resources software system. Employees in the financial and technology offices expressed frustration at the lack
of training; contractors were brought in to assist in the transition, and a significant amount of funds were spent, but a
lack of knowledge remained within the district. Staff interviewed from the business office were unanimous in stating the
need for training in software as well as practices that will improve their overall efficiency. Employees reported that they
sometimes developed internal processes to bypass the software because they lack awareness of its capacity. Funds invested
to date on the conversion are basically wasted if employees cannot use the tools for their daily work.

Recommendations
The district should:
1. Invest in training for the PeopleSoft software.
2. Give employees resources to expand the use of the software.
3. Provide staff development opportunities for specific functions of each job to ensure well-trained
employees are managing the district’s finances.

Technology Systems and Access
Technology standards establish boundaries for technology usage and access by employees to programs and software.
Technology use agreements will often cover accessibility of agency-owned programs or licenses as well as the ability to
load or download programs and files from outside sources.
The Office of Information Technology is led by the vice chancellor, information technology, and employs staff directed to
support educational and internal technology needs. The vice chancellor, information technology, also oversees the Office
of Institutional Development and Research. Figure 13 illustrates the staff positions within the Office of Information
Technology (excluding the staff of the Office of Institutional Development).
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Staff Positions within the Office of Information Technology
Position

FTE

Director, Enterprise Services

1.0 (Interim)
1.0 (Interim)

Education Web Technology Analyst

1.0

Distance Education Faculty Coordinator

1.0 (Release)

Staff Specialist

1.0

Director of Technology Services

1.0

Staff Services Specialist/IT

1.0 (Hourly)
1.0
1.0

District Telecommunications System Administrator

1.0
4.0
1.0
1.0
1.0

PeopleSoft Database Administrator

1.0
1.0
1.0

Senior Application Programmer

1.0 (Vacant)

Total FTEs

21.0
1.0

Source: District-provided data

The district has a financial system software, PeopleSoft, that was recently upgraded through a transition termed
“One Peralta.” Staff reported that the project had dedicated funding, but it was insufficient to complete the project.
Interviewees stated the district has a history of purchasing and underusing high-end software (25 Live was another
example provided to FCMAT). The new technology is used within the financial services division for the general ledger
and purchasing functions but was never implemented for position control and payroll. As a result, the district operates on
a manual system for position control and redundant systems for absence tracking and payroll, which do not feed directly
into the general ledger and budget modules. This is a significant risk to the district’s financial security. The manual
processes that have been implemented to track payroll and position control require considerable staff time, increase the
margin for error, and operate without consideration of the budget for either. The December 21, 2018 audit report to the
board of trustees confirms the risk with the following finding:
It was noted that Payroll and IT personnel have the ability to change employee pay rates in the system. We
noted several employees which had access to payroll and HR functions that were not applicable to their job
duties. We also observed personnel that were no longer employed by the District still maintained access to the
system.
The accessibility of modules within the financial system is not documented within the various functions of the business
and financial office. Institutional knowledge was not evident concerning who has access to what software and the level of
access. The technology, human resources and payroll staff each can make changes in their systems that can go unchecked
by the other. Accessibility should be limited to the need based on the tasks required within each position; view-only rights
should be assigned to those who need access to information, but do not need to override or make changes. Supervisors in
the Payroll Department have full access and can make changes to any pay lines as needed. Human Resources creates the
username and password for PeopleSoft and sends an email to the help desk to set up an email account, which requires
two levels of approval. Access to various programs is based on user request. The business analyst, or the position desigPeralta Community College D istriCt
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nated as a “power user,” is key in controlling access. Shared interests in employee information is common between payroll
and human resources, but to maintain a system of internal control, the limitations for access to make changes should be
instilled in the process. This prevents any overrides of the system and appropriately segregates duties between the departments.
Information Technology indicated it is developing lists of users and their individual access. Those interviewed could not
define or demonstrate knowledge of how employee access rights are decided since there was no knowledge of a formal
practice. Therefore, procedures for adding and/or removing access rights to software and the financial system should be
developed and should include notification of when to terminate employee access rights.

Recommendations
The district should:
1. Research the access rights of all district office and off-site staff having access to the financial system.
2. Develop procedures for adding and/or removing access rights to software and the financial system.
3. Assign view-only rights in place of full access to individuals who should not be able to change payroll,
human resources, or benefits information of employees.
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The comparative staffing review was conducted to provide an objective analysis of the staffing levels in each department in
comparison with community college districts with similar characteristics.
The analysis is divided to reflect the staffing for the divisions within the Fiscal Services Department. The information
includes the most similar comparisons, and some positions in other districts may report to different departments; this has
been noted where appropriate. Staffing is grouped to reflect the district’s most current organizational structure at the time
of FCMATs work and adjusted to ensure that the comparisons include staffing for similar major functions in each department. The focus of this comparison is on the core functions of the district office departments as identified by the reports
and data provided by each district.
When comparing staffing, the most relevant comparisons are to community college districts similar in credit full-time
equivalent students (FTES). Four of those college districts responded and provided data when requested. Two of the
community college districts included in the comparison (San Mateo and South Orange) are “basic aid,” which means that
they receive more resources in property tax than they would in state funding and are allowed to keep the excess. This is
shown in Figure 14.

Comparative District 2017-18 Credit FTES
District

County

Resident

Non-Resident

Total

Chabot-Las Positas

Alameda

18,667.36

437.72

19,105.08

Rancho Santiago

Orange

23,304.55

666.40

23,970.95

San Mateo

San Mateo

15,681.00

1,770.11

17,451.11

South Orange

Orange

23,956.44

1,660.67

25,617.11

Peralta

Alameda

18,684.53

1,847.10

20,531.63

Source: http://extranet.cccco.edu/Divisions/FinanceFacilities/FiscalServices/FTESReports.aspx

The data contained in this comparison was collected by conducting a survey and is as complete and accurate as the data
the districts provided. The primary sources of information for the districts were position control reports, employee rosters,
and district organizational charts.
The district has historically addressed staffing through the needs or limitations of staff or supervision instead of basing
it on workload management and departmental expertise. Most notably, the Payroll Department reports to the director,
budget, and the Purchasing Department reports to the vice chancellor, general services, instead of the vice chancellor,
finance and administration. For comparison, FCMAT combined all the positions within the different specialties by
district. The average number of positions for the entire department, plus the Warehouse/Purchasing Department, is 35.36
FTE. Both Rancho Santiago and Peralta are slightly above that with 37 total FTE, and South Orange County is higher at
45.63 FTE while San Mateo is the lowest with an overall total of 32 FTE.
A review of the total number of positions found the district staffing is comparable. However, this report contains many
recommendations for organizational changes to build capacity within the departments. The district should prioritize
department needs and begin filling vacant positions, training staff for their positions, utilizing software appropriately,
and inserting controls within current practices. This type of change may require temporary help to begin projects such as
software utilization and training, but in the long run will provide more value.

Finance and Administration Department
The Finance and Administration Department is staffed similarly to the other districts in the comparison; only South
Orange County has the same number of FTEs, but a much higher student per FTE ratio than the district. The district is
at 6,844 credit FTES per FTE, and South Orange has 8,539 credit FTES per FTE. Figure 15 illustrates the specific positions in the department.
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Finance and Administration Department Staffing Comparison
Peralta CCD

Chabot-Las
Positas CCD

Rancho Santiago
CCD

San Mateo CCD

South Orange
County CCD

Vice Chancellor, Finance
and Administration

Vice Chancellor, Business
Services

Vice Chancellor, Business
Operations and Fiscal
Services

Executive Vice
Chancellor or Deputy
Vice Chancellor

Vice Chancellor, Business
Services

1.00

1.00

1.00

1.00

1.00

Administrative Staff

Controller
1.00
Internal Auditor
1.00
Clerical Staff
Executive Assistant

Executive Assistant

Assistant to the Vice
Chancellor

Executive Assistant to
the Vice Chancellor

Executive Assistant to
the Vice Chancellor

1.00

1.00

1.00

1.00

1.00

Total FTEs

3.00

2.00

2.00

2.00

3.00

2017-18 Credit FTES

20,532

19,105

23,971

17,451

25,617

Credit FTES/FTE

6,844

9,553

11,985

8,726

8,539

Source: District-provided data

Fiscal Services Department
The Fiscal Services Department has a higher student to FTE ratio than the comparison districts in that the district has
1,466 students per FTE and the closest comparative to that ratio is San Mateo with 1,132 FTES per FTE. Figure 16
illustrates the specific positions in the department.

Fiscal Services Department Staffing Comparison
Peralta CCD

Chabot-Las
Positas CCD

Rancho
Santiago
CCD

Director, Fiscal
Services and Payroll
Services

Director, Business
Services

Assistant Vice
Chancellor, Fiscal
Services

1.00

1.00

San Mateo
CCD

South Orange
County CCD

Chief Financial

Executive Director, Fiscal
Services/Comptroller

1.00

1.00

1.00

Assistant Director,
Business Services

Manager, Fiscal
Services

Controller

Assistant Director, Fiscal
Services

1.00

1.00

1.00

1.00

Payroll Manager

Payroll Manger

Payroll Manager

Payroll Manager

1.00

1.00

1.00

1.00

Administrative Staff

Processing Manager
1.00

Accounting
Supervisor
1.00
District Accountant
1.00
Internal Audit
Manager
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Fiscal Services Department Staffing Comparison
Peralta CCD

Chabot-Las
Positas CCD

Rancho
Santiago
CCD

San Mateo
CCD

South Orange
County CCD

1.00
Department Staff
Senior Accountant

Accountant II

Senior Accountant

2.00

1.00

4.00

Principal
Accounting
Technician

Accountant I

Accountant

Accountant

1.00

2.00

4.00

1.00
Senior
Accounting
Coordinator

District Accounting Services
Specialist

2.00

1.00

Senior Account

Accounting
Analyst

Senior Accounting Specialist

4.00

1.00

5.00

Accounting
Technician

Intermediate

Accounting
Technician

Accounting Specialist

3.00

1.00

3.00

3.00

District Accounting
Technician
2.00

3.00

Senior Payroll and
Financial Systems
Analyst
1.00
Student Financials
System Analyst
1.00

Accounting Assistant
1.00
Payroll Coordinator

Payroll Analyst

1.00

1.00
Senior Payroll
Specialist

Senior Payroll
Technician

District Payroll Systems
Specialist

2.00

2.00

1.00

Payroll Specialist

Payroll Technician

Payroll Specialist

Payroll Specialist

Payroll Specialist

3.00

2.00

3.00

1.00

5.00
Payroll Assistant
0.63
1.00
1.00

Audit Specialist
1.00

Compliance
1.00
Grants Analyst
1.00

Peralta Community College D istriCt

53

FINANCIAL REVIEW

Fiscal Services Department Staffing Comparison
Peralta CCD

Chabot-Las
Positas CCD

Staff Assistant—
Student Financial
Applications

Senior
Administrative
Assistant

Rancho
Santiago
CCD

San Mateo
CCD

South Orange
County CCD

Clerical Staff
Senior Administrative
Assistant

1.00

1.00

1.00

Total FTEs

14.00

17.00

24.00

16.00

1.00
22.63

2017-18 Credit FTES

20,532

19,105

23,971

17,451

25,617

Credit FTES/FTE

1,467

1,124

999

1,091

1,132

Source: District-provided data

Budget Department
The district’s Budget Department has a high number of FTEs comparatively because the payroll staff report through the
Budget Department instead of the Fiscal Services Department like the comparative districts. Figure 17 illustrates the
specific positions in the department.

Budget Department Staffing Comparison
Peralta CCD

Chabot-Las
Positas CCD

Rancho Santiago
CCD

San Mateo CCD

South Orange
County CCD

Administrative Staff
Manager, Budget,
Forecasting, and Analysis

Budget Director
1.00

1.00

1.00

Accounts Payable
Supervisor
1.00
Department Staff
Coordinator, Grants and
Special Programs
1.00
Coordinator, Capital
Projects
1.00
District Accounting
Technician
1.00
Principal Financial Analyst

Budget Analyst

1.00

1.00

Accounts Payable
Specialist II
1.00
Accounts Payable
Specialist I
4.00
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Budget Department Staffing Comparison
Peralta CCD

Chabot-Las
Positas CCD

Rancho Santiago
CCD

San Mateo CCD

South Orange
County CCD

Total FTEs

11.00

1.00

2.00

1.00

0.00

2017-18 Credit FTES

20,532

19,105

23,971

17,451

25,617

Credit FTES/FTE

1,867

19,105

11,986

17,451

0

Source: District-provided data

Purchasing Department
The Purchasing Department is comparable to the other districts. Figure 18 illustrates the specific positions in the department.

Purchasing, Warehouse, and Duplication Department Staffing Comparison
Peralta CCD

Administrative Staff

Chabot-Las
Positas CCD

Rancho Santiago
CCD

San Mateo CCD

South Orange
County CCD

This department reports
to the Vice Chancellor,
Business Operations and
Fiscal Services

These positions report
to the Department of
General Services

Executive Director,
Procurement, Central
Director, General
Services

Management

1.00

1.00

Director, Purchasing

Manager, Purchasing,
Warehouse Services, and
Contracts

Director, Purchasing

Contracts Manager

Manager, Purchasing and
Contracts

1.00

1.00

1.00

1.00

1.00
Manager, Central
Services
1.00
1.00
Manager, District
and Safety
1.00

Department Staff
Purchasing Supervisor
1.00
Senior Buyer

Senior Buyer

1.00

2.00

Buyer

Buyer

Buyer

Buyer

Buyer

2.00

2.00

2.00

2.00

1.00

Buyer (Capital Projects)
1.00
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Purchasing, Warehouse, and Duplication Department Staffing Comparison
Chabot-Las
Positas CCD

Rancho Santiago
CCD

Assistant Buyer

Purchasing Services
Specialist

Purchasing Assistant

1.00

3.00

1.00

Peralta CCD

San Mateo CCD

South Orange
County CCD

Buyer/Contract Specialist
1.00

1.00
Accountant II
1.00
Accounting Technician
1.00
Warehouse Supervisor

Inventory, Delivery, and
Storage Supervisor

1.00

1.00

Assistant Warehouse
Supervisor

Central Services
Specialist

1.00

1.00
2.00

1.00

2.00

1.00

3.00

Driver

Delivery Driver

2.00

1.00
Mail and Warehouse
Assistant
1.00

Senior Duplication and
Support Technician
1.00
Mailroom Assistant
1.00

1.00

1.00
Program Technician
1.00
Contracts Specialist
1.00

Clerical Staff
Senior Administrative
Assistant
1.00
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Purchasing, Warehouse, and Duplication Department Staffing Comparison
Peralta CCD

Chabot-Las
Positas CCD

Rancho Santiago
CCD

San Mateo CCD

South Orange
County CCD
Administrative Assistant
1.00

Total FTEs

10.00

12.00

9.00

7.20

21.00

2017-18 Credit FTES

20,532

19,105

23,971

17,451

25,617

Credit FTES/FTE

2,053

1,592

2,663

2,424

1,220

Source: District-provided data

Recommendations
The district should:
1. Reorganize the work and the hierarchy of supervision to efficiently address the needs of each specialty
area. This should assist in alleviating the redundancy, rework, or lack of communication that occurs
throughout the department.
2. Prioritize the needs of the department and implement recommendations for organizational changes
outlined in the internal controls section of this report to build capacity within the departments,
including the following:
•

Fill vacant positions

•

Train staff for their positions

•

Utilize software appropriately

•

Insert controls within current practices

3. Ensure that the Fiscal Services Department reports to the vice chancellor, finance and administration.
4. Ensure that the Purchasing and Warehouse Department reports to the vice chancellor, finance and
administration.
5. Ensure the Payroll Department is physically housed and supervised in the Fiscal Services Department.
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Student Centered Funding Formula
The Student Centered Funding Formula (SCFF), written into California state law on June 27, 2018, significantly changes
the way California community college districts are funded. SCFF focuses on narrowing the access and achievement gap
for disadvantaged students and improving community college student outcomes as a whole, as outlined in the state’s
“Vision for Success.”
SCFF divides the state’s community college budget into three allocations. The base allocation, which in 2018-19
comprises 70% of the statewide budget, targets access. It is distributed based on FTES enrollments. The supplemental
allocation, which comprises 20% of the state budget in 2018-19, targets equity and is distributed based on head counts
of Pell Grant recipients, AB540 students, and California College Promise Grant recipients. The student success allocation,
which comprises 10% of the budget in 2018-19, targets successful outcomes and is distributed based on a variety of
weighted metrics that represent various types of student success.
Under the SCFF, Peralta Community College District’s projected 2018-19 total computational revenue (TCR) is
$117,365,609. This represents a modest 4.4% increase from the 2017-18 revenue of $112 million at a time the average
year-to-year change was +6.4% systemwide. The district underperforms in all three funding areas when compared to the
rest of the California community college (CCC) system, in particular with success metrics. If Peralta raised its supplemental and success metrics to the system average, it would generate up to $10 million in additional revenue annually.
In 2020-21, the district is projected to be held harmless for $2.3 million, due to a drop in the 3-year average of traditional credit FTES, and low performance on success metrics. And in 2021-22, Peralta’s projected TCR is $124 million,
with no assumed growth in FTES or supplemental and equity measures, and with estimated COLA for all three years.
Figure 19 below is a summary of the district’s funding:
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Formula Structure, Elements and New Requirements of the Student Centered
Funding Formula
Before the SCFF, apportionment funding for the state community college system was based entirely on FTES enrollment
in each district, in addition to a basic allocation that considered the number of colleges and educational centers in the
district. Therefore, district funding levels targeted access without regard for measures of equity or student success. The
new SCFF instead has a three-part focus that still supports access through enrollment-based funding, but also improves
equity and student success through allocations that target low-income students and successful student outcomes.
The SCFF has three major components. First, in the 2018-19 implementation year, the base allocation is comprised of
70% of total systemwide funding and focuses on overall access. A district’s base allocation is determined by total enrollment and size. Second, 20% of the supplemental allocation of total systemwide funding and focuses on supporting
equity. A district’s supplemental allocation is determined by the head count of its low-income students. Third, the student
success allocation is 10% of total systemwide funding and is focused on supporting success. Each district’s success allocation is determined by a number of outcomes for various measures of student success in progress, transfer, completion and
wage earning, with a funding bonus for successful outcomes of low-income students.
During the first three transition years of SCFF, districts will be held harmless and guaranteed their 2017-18 TCR, as well
as any COLA through 2020-21. This hold-harmless provision will no longer apply after 2021-22.
After passage of the AB 1809 on June 27, 2018, Education Code Section 84750.4(m)(1) requires the following from all
districts:
The governing board of each community college district shall certify it will do all the following, no later than
January 1, 2019:
(i) Adopt goals for the community college district that meet the following requirements:
(I) Are aligned with the systemwide goals identified in the Vision for Success, which were adopted by the
Board of Governors of the California Community Colleges in 2017.
(II) Are measurable numerically.
(III) Specify the specific timeline for achievement.
(ii) For the meeting when the goals are considered for adoption, include in the written agenda an explanation of
how the goals are consistent and aligned with the systemwide goals.
(iii) Submit the written item and summary of action to the chancellor’s office.”
Education Code Section 84750.4(m)(2) requires the following:
Each community college district shall align its comprehensive plan pursuant to paragraph (9) of subdivision (b)
of Section 70901 with the adopted local plan goals and align its budget with the comprehensive plan. The funds
apportioned to a community college district pursuant to this section, and for excess tax districts, the Student
Equity and Achievement Program, shall be available to implement the activities required pursuant to this paragraph.
Additionally, the district’s responsibility is to adjust to new instructions for the external audit report, per Education Code
Section 84750.4 (m)(4)(C) as follows:
The board of governors shall include instructions in the audit report required by Section 84040 related to the
implementation of the funding formula pursuant to this section. The chancellor may require a community
college district to repay any funding associated with an audit exception identified in a community college
district’s audit report pursuant to this subparagraph.
The Peralta Community College District will need to validate supplemental and student success outcome metrics at the
district and college level to verify that data and outcomes are counted correctly. Supplemental and student success projection reports will need to be developed to assist with goal setting, audit requirements and budget development. The district
will also need to understand the unduplicated student population at each college, such as full-time, part-time, special
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admit, etc. Understanding the unduplicated head counts of each population will assist the colleges in establishing their
goals and improving student success. If colleges do not break down their head counts, they cannot understand who their
students are, and what their goals are. Colleges are finally starting to identify degree/certificate-seeking students, which
was not previously done.

Peralta Projections
Assuming no change in FTES, supplemental head counts or success outcomes from their most recent values in
January 2019, the district’s 2018-19 TCR is projected by the FCMAT SCFF Calculator, January 2019 version, to be
$117,365.609, a 4.4% increase over 2017-18’s TCR of $112 million.
The sections below will further detail the base, supplemental, and student success allocations for the district, and the
district’s performance in various metrics against the systemwide average. For the supplemental and success allocations, the
district’s total 2017-18 unduplicated head count will be used in analysis of its performance on individual funding metrics.
The unduplicated head count includes all categories of students; credit, career development college preparation (CDCP)
courses, noncredit, incarcerated, and special admit.

Base Allocation
Peralta is allocated $83,253,762 from the base allocation in the 2018-19 SCFF calculator projections. This represents
71% of its 2018-19 TCR before being held harmless, close to the systemwide average base proportion of 70%. This
means the district has a low percentage of supplemental and student success outcome metrics relative to the rest of
the state. Across the system, there is a moderate-to-strong negative relationship between a district’s proportion of base
funding and its year-to-year growth under the SCFF, indicating that the largest recipients under the new formula tend to
be those whose base allocation is less prominent.
Highlights from Peralta’s base allocation information (refer to Table 1, page 19, of the document attached as Appendix C
to this report) include the following:
• 74% of the district’s base allocation is from traditional credit FTES funding ($61 million). In 2018-19, credit
FTES are funded at a rate that is roughly 32% less than the previous year’s rate. This is based on the new SCFF
funding model, as FTES rates were reduced to fund supplemental and success funding.
• Special admit FTES generate nearly $6 million in revenue for the district in 2018-19.
The district must better understand enrollment changes and why the steady decline at the colleges occurs. Unless an
attempt is made to improve enrollment management, the decline will continue, affecting the base allocation.

Supplemental Allocation
Peralta is allocated $22,606,481 from the supplemental allocation in 2018-19 (projected by the SCFF Calculator). This
represents 19% of the district’s total TCR, near the system supplemental proportion of 20%. Systemwide, there is a
moderate positive relationship between the proportion of a district’s TCR that comes from the supplemental allocation
and its year-to-year funding increase from 2017-18 to 2018-19 under the new formula. That is, districts whose portion of
equity revenue is greater than the systemwide standard of 20% tend to fare better under the SCFF.
Highlights of Peralta’s supplemental allocation include the following:
• In 2017-18 the district served 7,701 Pell Grant recipients, which generated $7.1 million in supplemental funding
for 2018-19 as all supplemental and success outcome metrics are based on prior year data. Systemwide, 19%
of community college students are Pell students. For Peralta, which had a 2017-18 unduplicated head count of
50,786, this proportion is 15%, slightly lower than the system average. If the district had the systemwide average
percentage of Pell students, it would have generated an additional $1.8 million in supplemental revenue. It is
imperative that financial aid offices’ processes and procedures be reviewed and updated as necessary to ensure that
all Pell students are counted.
• In 2017-18 the district served 16,269 California Promise Grant recipients, which generates $14,951,211 in
supplemental funding for 2018-19. Systemwide, 42% of community college students receive the grant. For
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Peralta, this proportion is 32%, again lower than the system average. If the district had the systemwide average
percentage of Promise students, it would have generated an additional $4.7 million in supplemental revenue.
• Of all the new funding metrics added with the SCFF, the ones most associated with year-to-year funding
increases from 2017-18 to 2018-19 are the head counts of Pell and Promise students. Systemwide, there is
a strong positive relationship between a district’s year-to-year funding growth and its proportion of Pell and
Promise Grant student head counts. That is, districts with proportionally more Pell and Promise students are
likely to receive significantly more total funding under the SCFF, not considering any other variables.
The district is in a long period of FTES decline. Although the new SCFF includes equity and success elements, it
continues to rely on FTES for the majority of funding. The SCFF funding also relies heavily on the district’s ability to
serve low-income students. Peralta, as a district, serves fewer low-income students than the state average. In comparison
to the rest of the state, its numbers are also lower in the area of student success. The primary reason for the low success
comparison is in the areas of Associate of Arts (AA), Associate Degree for Transfer (ADT) and 9+ units of career technical
education (CTE).
Because the district was able to shift FTES to the 2017-18 fiscal year, an inflated hold harmless funding figure was established, which should help revenues stabilize during the next three years.
To prepare the district as it exits the hold harmless status, it should develop a comprehensive enrollment management
team that includes members that have a keen understanding in outreach, scheduling strategies, and program development
and improvement with the goal of increasing FTES. In addition, the district should analyze supplemental and success
metric revenues per college, as well as evaluate outreach efforts by the financial aid offices at each college. The district
should also compare best practices across the district in outreach, student assistance and data entry procedures; fully
implement all guided pathway principles and assess all course outlines of record for completion and accuracy.

Student Success Allocation
Peralta receives $11,505,366 from the student success allocation 2018-19 based on the SCFF Calculator, which is 10% of
the district’s total TCR and the same as the systemwide proportion of 10%. The $8,617,840 of student success revenue is
from all students, with the remaining $2,887,526 from Pell and California Promise grant recipients.
Highlights of Peralta’s student success allocation include the following:
• The outcome, from which the district earns the highest amount of success revenue, is transfer, followed by AAs,
9+ CTE units, and certificates.
• 25% of the district’s success revenue is from the Pell and Promise student success bonus, which is equal to the
systemwide average percentage.
• In student success categories, the district trails the system average of outcomes as a proportion of unduplicated
head count in all outcome categories. The largest deficiencies are in AAs, 9+ CTE units, and living wage (Figure
21, below).
• If the district were instead at the system average proportion in AAs, 9+ CTE units and living wage, it would
have generated an additional $3 million in success revenue for 2018-19, from all students in the student success
allocation alone.
Cambridge West Partnership developed a “success score” that aggregates each district’s performance across all success
metrics, each weighted for its respective point values as ascribed by the SCFF, then scaled to 100.1
Using unduplicated head counts as basis for comparison, across the system, the success scores range from 25 to 100, and
Peralta’s score is 37, one of the lowest in the system. Systemwide, the average success score is 56.
Figure 21 below displays the methodology used to compute the success score.2
1 Cambridge West Partnership developed the Success Score independently in order to approximate the relative performance of districts across student success measures
2 For each district, the number of total 2017-18 outcomes for each of the seven success metrics (all students only) was divided by the 2017-18 total unduplicated head count of the district.
These percentages were then multiplied by a weighting factor, based on the point value attributed to each metric by the SCFF. This ensures the relative importance and funding level of each
metric is accounted for in the success score. The sum of all of these weighted percentages was then scaled to be a maximum of 100 for the whole system. The resulting value is the success
score.

62

Fiscal crisis & ManageMent assistance teaM

FINANCIAL REVIEW

Peralta CCD Success Score Computation (using 2017-18 data)
Unduplicated Head
count: 50,786
AAs
AD-Ts

Total
Outcomes

% of Total
Unduplicated
Head count

System
Average

Funding
Weight

Weighted
Percentage

1,345

2.65%

5.03%

3

7.95%

568

1.12%

2.12%

4

4.48%

1,220

2.40%

2.88%

2

4.80%

9+ CTE Units

2,758

5.43%

8.27%

1

5.43%

Transfer

3,254

6.41%

6.56%

1.5

9.62%

241

0.47%

1.09%

2

0.94%

Living Wage

2,718

5.35%

8.83%

1

5.35%

SUM

Scaled Sum (Success Score) =
Weighted percentage sum* scaling factor of 0.97

38.03%

37

Figure 22 below visualizes the performance of Peralta in each of the seven success metrics, compared with the systemwide
average.

Figure 22: Peralta CCD vs. System: Success Metrics’ Outcomes as % of Unduplicated Head Count

Future Years: 2019-20, 2020-21 and 2021-22
The SCFF Calculator has the capability to project state apportionment funding for years beyond 2018-19 if assumptions
are used. For purposes of this report, projection assumptions included:
• Reported traditional credit FTES is projected to stay constant at 14,975.63.
• Supplemental head counts and success outcomes are assumed to stay the same as 2017-18 through the four years
(2019-20 to 2022-23).
• Systemwide rates will shift as the overall allocation between base, supplemental and success allocations change
from 70%/20%/10% in 2018-19 to 60%/20%/20% in 2020-21.
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• The most recent COLA estimates are applied to all years.3 COLA percentages are only estimates, and any
projected funding increases resulting from changes in COLA are contingent on these estimates holding true in
future years.
Based on these assumptions, Peralta’s 2019-20 projected SCFF revenue is $120,854,615. This represents a 2.97% increase
from the prior year after being held harmless.
The district’s 2020-21 SCFF projected revenue is $122,827,093, a 1.63% increase from the prior year after being held
harmless for $2.3 million. The district is held harmless because projections anticipate that three-year traditional credit
FTES will drop, and performance on success metrics is not strong enough to generate adequate income compensation.
All of this means revenues will drop when the district exits hold harmless in 2021-22.
The district’s projected SCFF revenue is $124,047,887 in 2021-22, a 1% increase over 2020-21. Hold harmless funding
does not exist after 2020-21. The SCFF revenue amount is made up of the following:
• Base allocation: $74,084,951 (60% of TCR)
• Supplemental allocation: $24,760,123 (20% of TCR)
• Student success allocation: $25,202,813 (20% of TCR)
The document attached as Appendix C to this report includes detailed information about Peralta’s funding projections
from 2018-19 through 2021-22.

Recommendations
The district should:
1. Validate supplemental and student success outcome metrics at the district and college level to verify all
outcomes are counted correctly.
2. Develop supplemental and student success projection reports to assist with goal setting, audit requirements and budget development.
3. Understand the unduplicated student population at each college, such as full-time, part-time, special
admit, etc. to assist the colleges in establishing their goals, improving student success, and increasing
revenues.
4. Develop a comprehensive enrollment management team that includes members that have an understanding in outreach, scheduling strategies, and program development and improvement with the goal
of increasing FTES.
5. Analyze supplemental and success metric revenues per college.
6. Evaluate outreach efforts by the financial aid offices at each college.
7. Ensure that financial aid offices’ processes and procedures be reviewed and updated as necessary to
ensure all appropriate students are part of the allocation/count.
8. Compare best practices across the district in outreach, student assistance and data entry procedures.
9. Fully implement all guided pathway principles.
10. Assess all course outlines of record for completion and accuracy.
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Before 2004, Peralta offered lifetime retirement health benefits to new employees, their spouses/partners and children to
age 26. In 2005, the Government Accounting Standards Board (GASB) adopted rules requiring public agencies to report
in financial audit reports the value of Other Post-Employment Benefits (OPEB). In response to the new GASB rules
and the considerable attention brought by the legislature and other state agencies about the ability of local governments
to fund future retiree health costs, local governments began to limit retiree health benefits for new employees. In 2004,
in anticipation of the new GASB rules, Peralta reacted to its large OPEB liability by ending the lifetime medical benefit
and replacing it with a modified health benefit for new employees (not to spouses/partners and children) to the age of
65 (rather than lifetime). That benefit continues today for all new employees, continuing to increase the district’s future
liability with each employee hired. This change created two OPEB obligations, one for employees hired pre-2004 and one
for employees hired post-2004.
Figure 23 is a comparison of Peralta’s OPEB programs:

Comparison: Pre-2004 and Post-2004 OPEB Programs
Pre-2004

Post-2004
Lifetime

Who

Retirement up to age 65

Employee, spouse, children to 26 years of age

Employee Only

STRS – 55; PERS – 50

STRS – 55; PERS – 50

907

588

Eligible Employees
Trusts Funded Level

$218 million

$6 million

Actuarial Liability

$139 million

$12 million

Funding OPEB with Bonds
In 2005, the district’s actuarial study calculated the district’s OPEB liability at $133 million. As part of a long-term
strategy to finance its future OPEB obligations, the district sold taxable OPEB bonds in December 2005 equaling $153
million. At the time of the 2005 bond sale, the actuarial study estimated the annual cost of providing retiree health benefits in 2018 to be $10.8 million, compared to $5.7 million in 2005. While not a normal practice employed by California
community college districts, the bonds were a legal, viable approach to pay for a growing annual liability. Selling the
bonds allowed the district to do the following:
1. Fully fund its actuarial liability.
2. Invest the $153 million in bond proceeds in a revocable trust with investment returns sufficient to
cover the repayment of the bonds and provide funding to assist in covering the district’s rising annual
OPEB cost.
The 2005 bond issuance was structured as two series, one of current interest bonds (CIB) worth $20 million and the
second of six portions of convertible capital appreciation bonds (CAB) worth $133 million. These six portions of term
bonds convert from CABs at different dates into variable rate securities called Auction Rate Securities (ARS). CABs have
much higher cost ratios, longer maturities (45 years for Peralta) and lack a call feature prior to their conversion date.
In 2006, the district entered into six interest rate swap agreements to help mitigate future interest rate risk associated with
the underlying bond program. In 2006, 2009, and 2011 the district modified and restructured its bond portfolio (deferring approximately $53 million in principal payments from 2006 to 2015), further complicating this structure. To fully
appreciate the history and better understand the complex OPEB bond program, FCMAT has included a report written
by the district’s financial adviser – KNN - called, “Final Report: Other Post-Employment Benefits Program” dated June
28, 2011, which is available online at http://web.peralta.edu/accreditation/files/2012/01/3.-OPEB-Final-Report-June-282011-KNN.pdf
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In 2013, the California legislature recognized the financial risks posed by CABs to local governments and restricted their
use with passage of AB 182. This statutory change put the district in a position of holding bonds with a high financial
risk that was outlawed by the state. These CABs convert at different future dates into ARSs. This poses an even greater
financial risk since the auction rate bond market went out of business in 2008 when the financial markets crashed,
causing much more difficulty to find buyers for the CABs. For these reasons and because of the highly complex nature
of the district’s OPEB bond program, FCMAT agrees with the recommendation of the district’s financial advisor, KNN,
to continue to closely monitor the program and take steps to terminate and restructure the remaining outstanding CABs
held in the district’s portfolio, as appropriate. The bonds, with all their modifications and amendments over the past 14
years, are multifaceted financial instruments and the district should rely on expertise to help understand and navigate
these complex bond financing mechanisms. An addendum should be developed to KNN’s 2011 OPEB report that would
include an update of actions taken by the district so that the full history is documented.
The district’s 2018 actuarial study shows a $50 million increase in its liability for pre-2004 employees compared to 2016,
increasing from $139 million to $189 million. The main reason for the increase is a GASB 75 rule change that required
the actuary to use a lower estimated investment return than in prior studies, with the rate decreasing from 6.7% to 3.8%.
Prior to GASB 74 (for irrevocable trusts) and GASB 75 (for revocable trusts), GASB 44 and 45 allowed the actuary to use
the estimated rate expected on the investment regardless of whether the trust was revocable or irrevocable. Under the new
GASB 74 and 75 rules, actuaries cannot use the estimated return on the trust fund unless the trust is irrevocable. Since
Peralta’s trust is revocable, the actuary is required to use a return rate assumed on “long-term return on employee assets,”
which usually equates to a similar return rate in a county holding account and offers a substantially lower rate of return.
Because of this change in reporting, the district’s actuarial reflects a smaller return on its investment in the trust fund,
increasing the liability. The district will actually receive a higher return from the funds whether or not the trust is revocable, so the higher liability included in the actuarial report is purely driven by a GASB rule change. For better forecasting
of the true liability, the district should request the actuary to perform a separate funding valuation at the estimated rate
rather than the long-term return on employee assets, so it has a more realistic liability number to plan on.
While fully funding the OPEB liability is laudable and desirable if resources are available, it has never been a GASB
requirement. Many districts statewide use the “pay-as-you-go” method, instead of fully funding the liability because they
lack the funds to do otherwise. At present, the OPEB trust funds are adequately funded based on the latest reports from
the district. The pre-2004 Trust (Trust I) holds $218 million, which is made up $153 million of OPEB bonds and $65
million of large annual contributions from its general fund the past several years. Trust II (post-2004) holds $6 million.
Because the combined trust balances are higher than the estimated liability, the district could discontinue making transfers. Instead of aiming to fully fund the obligation, the district should consider focusing on understanding the amount of
funds it will need to meet its annual obligations for the next 30 years so it can better estimate future OPEB expenses for
both the pre- and post-2004 OPEB programs and plan accordingly. Ten years’ worth of this information is already known
since it is included on page 13 of the 2018 actuarial report. The study shows the pay-as-you-go costs in 2018-19 at $10.1
million, rising to $11.6 million in 2027-28. The actuary should be requested to extend this for another 20 years so the
district can understand what specific fiscal year OPEB expenses will be the highest, and a plan can be developed to fund
the annual liability.
While some community college districts continue to offer some retiree health benefits to new employees, many have
ended the practice. The district should consider discontinuing its offer of retiree health benefits for new employees
pending negotiation with the appropriate collective bargaining groups. If agreed upon, new hires would receive health
benefits while active district employees but would no longer be entitled to health benefits upon retirement or termination. This would create a closed-ended liability for the post-2004 OPEB program. The last two post-2004 actuarial
studies reflect the number of eligible employees growing by 89 employees as of December 2018, increasing from 499
at March 2017 to 588 as of December 2018. At the same time, these reports show the district’s OPEB liability growing
from $6.3 million to $12 million over the two reporting periods. Terminating retiree health benefits for new employees
will greatly slow the increases to the liability, and the district will be able to fully realize the liability for both the pre-2004
and the post-2004 program.
The district should annually audit enrollment in the OPEB program, ensuring that only eligible enrollees are included in
the benefits available under the terms of the pre- (Trust I) and post- (Trust II) 2004 OPEB programs. The audit should
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include questionnaires mailed to OPEB enrollees asking for verification of their eligibility and that of their dependents (if
applicable to pre-2004 hires). Annual audits are an effective business practice and ensure the district pays benefits only to
those who are entitled.
The district should conduct actuarial studies of the OPEB annually rather than every two years, which is the current
practice. Annual actuarial studies will help the district stay focused on the true cost of the OPEB, what annual obligations
are, and allow the district to stay informed on the total liability of the OPEB due to changes in enrollment and overall
assumptions used in the forecast. To stay informed of the district liability, the governing board should annually approve
the OPEB actuarial report.

Recommendations
The district should:
1. Audit annual enrollment eligibility in the OPEB program.
2. Conduct an annual OPEB actuarial study.
3. Ensure that the governing board approves the annual OPEB actuarial study.
4. Request the actuarial to perform a separate OPEB funding valuation at the estimated rate rather than
the long-term return on employee assets, so it has a more realistic liability number for the pre-2004
amount.
5. Reconsider the current goal of fully funding the OPEB liability.
6. Consider eliminating annual general fund payments to the OPEB trust funds since they are fully
funded at this time.
7. Consider renegotiating (i.e. ending) retiree health benefits for new employees.
8. Terminate and restructure some of the more volatile bonds.
9. Contract for an addendum to KNN’s 2011 report that would include an update of actions taken by
the district to date related to its OPEB bond program since the 2011 report was published.
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Spending Pattern Analysis
FCMAT conducted a review of the last five years’ expenses for Peralta Community College District using 2013-14
through 2017-18 annual financial and budget reports (CCFS-311). During this timeframe, overall total district expenditures increased by 27.81%.
Between 2013-14 and 2017-18, academic salaries increased by 31.72%, classified salaries by 15.33% and employee
benefits by 27.09%, while FTES increased at a much lower amount, 3.2%. In addition, supplies and materials increased
by 14.45%, and other operating expenses rose by 33.42%. Increased expenditures did not keep pace with the slight
increase in FTES, resulting in the district deficit spending.
The analysis shows negative cash balances in the general fund at the end of each fiscal year during this same time period.
Also of concern is that the district uses the due to and due from accounts at a high level, which reflects the payment of
expenditures out of the general fund instead of the fund that the expense actually “belongs” to. This practice means that
the district is not aware of its true available cash balance in any of their funds throughout the year since expenditures are
not initially recorded against the appropriate fund. In addition, ending fund balances are affected if the due to/due from
accounts are not appropriately cleared at year end as shown in Figures 24 and 25 below.

Peralta CCD Year End Balance Sheet Data
Description

Code

2017-18

2016-17

2015-16

2014-15

2013-14

Cash In County Treasury

9112

(30,754,866)

(40,285,313)

(31,888,498)

(24,028,318)

(38,538,264)

Due from Other Funds

9140

74,787,855

58,668,992

35,694,374

31,356,565

38,826,391

Due to Other Funds

9540

36,985,127

2,709,688

8,824,403

7,376,800

4,820,759

Another concern noted by reviewing general ledger data are prior year adjustments.

Peralta CCD Prior Year Adjustment
Description

2017-18

Prior Year Adjustment

9,191,755

2016-17

2015-16

(5,642,130)

2014-15

50

2013-14
-

(779,070)

While prior-year adjustments are difficult to explain without much more detailed information, they indicate poor district
practices that are not remedied during year-end closing since they occur annually. Most districts do not regularly record
prior-year adjustments. Prior-year adjustments reflect an issue that was not considered by the district when closing the
annual financial records, so the independent auditors have requested an adjustment. The reasons for prior-year adjustments could indicate that reconciliations are not done or are done incorrectly, activity between funds is not recorded, or
all revenues are not captured during the current year. While prior-year adjustments are sometimes necessary, they should
be kept to a minimum. During the past two years, negative and positive prior-year adjustments have had a significant
impact on the district’s year-end general fund ending balances, reflecting poor accounting practices. As evidenced
throughout the FCMAT report, this is a crucial issue for the district.
Figure 26 below reflects actual FTES production in the district.

Peralta CCD Prior Year End FTES
Description
Year End FTES

2017-18

2016-17

2015-16

2014-15

2013-14

20,655

17,394

21,251

21,042

20,000
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The year-to-year change indicates enrollment has fluctuated for the past five years. The significant decrease in 2016-17
indicates summer enrollments were held back and used to inflate the 2017-18 FTES. While legal, this practice has artificially inflated apportionment for the next few years due to the SCFF’s hold-harmless mechanism. The 2018-19 FTES
will most likely show a reduction down to the 2016-17 FTES level, which will significantly affect district revenues. More
effort is needed to develop an enrollment management plan, which includes provisions to reduce expenses to the level
that FTES has decreased.
Also important are the district’s faculty obligation number (FON) and the reported actual full-time faculty for each year
as shown below in Figure 27:

Peralta CCD Faculty Obligation Number
Description

2018 Fall

2017 Fall

2016 Fall

2015 Fall

2014 Fall

FON Compliance

322.9

301.9

336.9

313.2

304.2

Actual FON

350.5

334.9

351.6

335.1

310.2

Difference

27.6

33

14.7

21.9

6

FON is directly correlated to credit FTES production using districtwide FTES for each fiscal year. The information
indicates that the district has more faculty than is required to meet its FON obligation. The actual number of faculty has
increased over the years at a higher rate than enrollment. Since the FON is higher than the district obligation, the district
should develop a plan to remain in alignment with their obligation to reduce costs and control deficit spending.
More information is attached to this report as Appendix E, “Fiscal Trend Analysis and Balance Sheets,”
The district must provide staff training so employees understand the importance of processes necessary to properly
complete year-end closing, which will assist in ensuring accurate year-end balances. All apportionment related reconciliation must be performed, and all related entries must be posted prior to closing the books.

Recommendations
The district should:
1. Create and follow a plan to proportionately reduce expenses as it related to FTES production.
2. Align full-time faculty with student enrollment.
3. Provide training to staff to properly complete year-end closing practices.
4. Refrain from using cash from other funds to pay invoices.
5. Ensure that due to and due from accounts are used for limited purposes.
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Peralta Community College District

Student Centered Funding Formula

March 2019
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PERALTA COMMUNITY COLLEGE DISTRICT

Executive Summary
The Student Centered Funding Formula, written into California State Law on June 27, 2018, significantly
changes the way California Community College Districts are funded. With new goals—identified by the
State’s initiative Vision for Success—of narrowing the access and achievement gap for disadvantaged
students and improving community college student outcomes as a whole, the Student Centered Funding
Formula (SCFF) targets not only educational access, but also equity and success.
The new formula divides the State’s Community College Budget into three Allocations. The Base Allocation,
which in 2018-19 comprises 70% of the statewide budget, targets Access. It is distributed based on Full
Time Equivalent Student enrollments. The Supplemental Allocation, which comprises 20% of the state
budget, targets Equity. It is distributed based on headcounts of Pell Grant Recipients, AB540 Students, and
California College Promise Grant Recipients. The Student Success Allocation, which comprises 10% of the
budget, targets Successful Outcomes. It is distributed based on a variety of weighted metrics that represent
various types of student success.
Under the Student Centered Funding Formula, Peralta Community College District’s projected 2018-19 TCR
is $117,365,609 when modeled by the SCFF Calculator. This represents a modest 4.4% increase from the
2017-18 revenue of $112 million, under the system average year-to-year change of +6.4%. While it is
impossible to pinpoint the specific reason for the slight increase in revenue, the District underperforms in
all three funding areas, in particular Success metrics, relative to the rest of the CCC System. If Peralta CCD
raised its Supplemental and Success metrics up to the System average, it could generate up to $10 million
in additional revenue.
In 2020-21, the District is projected to be held harmless for $2.3 million, due to a drop in the 3-year average
of Traditional Credit FTES, and lackluster performance on Success metrics.
In the final year of the simulation, 2021-22, Peralta CCD’s TCR is projected to be $124M, with no assumed
growth in FTES or Supplemental and Equity measures, and with estimated COLA for all three years.
In the near future, Peralta CCD will be required by the State to align its goals with the Vision for Success and
by extension the Student Centered Funding Formula. These goals must be measurable, have a clear
timeline, and be consolidated in a report to be submitted to the State Chancellor’s Office.
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Purpose of the Student Centered Funding Formula
The California Community College (CCC) System, which serves a diverse body of 2.2
million students and is the largest system of higher education in the nation, has a
mission that includes providing full and open access to higher education, reducing
equity gaps, and strengthening the state’s economy. Historically, the System has
experienced successes in some areas, including maintaining universal access for
California residents and functioning as the largest workforce provider in California. It
has, however, also continued to face challenges in pursuing its mission: too few students reach their
educational goals, and others take far too long to do so; access and achievement gaps exist for low-income
and students of color; older and working adults are often left behind.
Recognizing these persistent challenges, in 2017 the California Community Colleges Chancellor’s Office
adopted the Vision for Success initiative, which outlines the institutional goals that will guide the system
over the next five years. The Vision for Success establishes the following six broad goals for the system to
achieve by 2022:
“Increase by at least 20 percent the number of CCC students annually who acquire
associate’s degrees, credentials, certificates, or specific skill sets that prepare them for an indemand job.
Increase by 35 percent the number of CCC students transferring annually to a UC or CSU.
Decrease the average number of units accumulated by CCC students earning associate’s
degrees, from approximately 87 total units (the most recent system-wide average) to 79 total
units—the average among the quintile of colleges showing the strongest performance on this
measure.
Increase the percent of exiting CTE students who report being employed in their field of study,
from the most recent statewide average of 60 percent to an improved rate of 69 percent—the
average among the quintile of colleges showing the strongest performance on this measure.
Reduce equity gaps across all of the above measures through faster improvements among
traditionally underrepresented student groups, with the goal of cutting achievement gaps by
40 percent within 5 years and fully closing those achievement gaps within 10 years.
Reduce regional achievement gaps across all of the above measures through faster
improvements among colleges located in regions with the lowest educational attainment of
adults, with the ultimate goal of fully closing regional achievement gaps within 10 years.”
The purpose of the Student Centered Funding Formula (SCFF) is to help the CCC System realize the new
Vision for Success and mitigate these challenges that it has long struggled to address institutionally.
Following the example of many other states that have implemented innovative equity- and performancebased funding models, the CCC System is adopting a new funding framework that specifically targets the
goals of the Vision for Success. Namely, the SCFF promotes the access and opportunity of all students while
prioritizing that of underrepresented and economically disadvantaged students, improves overall equity,
and rewards community college districts for improving student success metrics in areas of awards, transfer,
and skill development.

3

84

Fiscal crisis & ManageMent assistance teaM

E ISS
F C M A T F I S C A L H E A LT H R IA
SP
K PAENNADLI C
YS

PERALTA COMMUNITY COLLEGE DISTRICT
The SCFF was in development for over one year. After the adoption of the Vison for Success, the CCC
Chancellor entrusted the Advisory Workgroup on Fiscal Affairs, consisting of Chief Business Officials of
community college districts, with developing a new funding formula that reflects the new vision of the
State. The workgroup considered the ideas of a variety of stakeholders in the system, as well as officials
from community college systems in other states. The recommendations of this workgroup were later
incorporated into a budget proposal by Governor Brown in January 2018 that proposed a new CCC System
funding formula, and over the course of the year the Chancellor’s Office, Fiscal Advisory Workgroup, and a
separate CCC CEO workgroup deliberated in order to design the foundation of the new funding formula.
Community leaders, college faculty and students, and the public all had their voices heard throughout the
process. After this long process of collaboration and deliberation, on June 27, 2018 the Student Centered
Funding Formula was signed into law as California Education Code Section 84750.4, a significant and
progressive achievement for the State and its Community College System.
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Formula Structure and Elements
Prior to the SCFF, apportionment funding for the CCC System was based entirely on
Full-Time Equivalent Student (FTES) Enrollment in each district, in addition to a Basic
Allocation that considered the number of colleges and educational centers in the
district. As such, district funding levels were only targeting access, without regard for
measures of equity or student success. This singularly-focused, basic formula was not
sufficient to guide the CCC System toward achieving its long-term goals. The new SCFF
instead has a three-pronged focus, which still supports access through enrollment-based funding, but also
bolsters equity and student success through allocations that target low-income students and successful
student outcomes.
There are three major components of the SCFF. First, in the implementation year of 2018-19 the Base
Allocation comprises 70% of total systemwide funding and focuses on overall access. A district’s base
allocation is determined by overall district enrollments and district size. Second, the Supplemental
Allocation comprises 20% of total systemwide funding and focuses on supporting equity. A district’s
supplemental allocation is determined by the headcount of low-income students served by the district.
Third, the Student Success Allocation comprises 10% of total systemwide funding and focuses on supporting
Success. Each district’s success allocation is determined by the number of outcomes for various measures
of student success in progress, transfer, completion and wage earning, with a funding bonus for successful
outcomes of low-income students.
According to the initial legislation that established the SCFF, systemwide allocation percentages are
intended to shift in future years:1 in 2019-20, they will be 65%/20%/15%, and in 2020-21 they will be
60%/20%/20%. In subsequent years they will remain unchanged. The allocation percentages change in
order to gradually increase the priority of low-income students and student success. The steady shift over
three years will allow districts to adjust strategies, programs and practices in order to align with the SCFF
and CCC System’s Vision for Success Goals. Over the course of these three years districts will be held harmless
and guaranteed their 2017-18 TCR, accounting for any Cost of Living Adjustments (COLA) in subsequent years.
This hold harmless provision no longer applies from 2021-22 onward:
Approximate Percent of Total Systemwide Budget
Target

2018-19

2019-20

2020-21

2021-222

Base Allocation

Access

70%

65%

60%

60%

Supplemental Allocation

Equity

20%

20%

20%

20%

Student Success Allocation

Success

10%

15%

20%

20%

1

While the Education Code established funding rates to facilitate this shift, the Governor’s Updated Budget proposal
limits the Success Allocation to 10% of total systemwide funding for 2019-20. It also establishes a 10% year-to-year
growth cap on Success dollars.
2
In 2021-22 and years that follow, districts are no longer held harmless to their 2017-18 TCR plus subsequent years’
COLA. In that year going forward, districts are held harmless to the prior year’s TCR, or the 17-18 FTES rates with 2021 FTES counts (no COLA or Supplemental/Success funding).
http://extranet.cccco.edu/Portals/1/CFFP/Fiscal_Services/SCFF/ADA/SummarySCFFandHoldHarmlessProvisions_AD
A.pdf
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Base Allocation
The Base Allocation is the enrollment-based component that is most similar to the current funding formula.
A district’s Base Allocation is the sum of its Basic Allocation funding, and its funding for Credit, Non-Credit,
CDCP, Incarcerated and Special Admit FTES. Across all districts, in 2018-19 this sum comprises ~70% of the
total systemwide available funds in the budget.
For each unit of FTES, districts are funded the following amounts in 2018-19: Traditional Credit ($3,727),
Non-Credit ($3,347), CDCP ($5,457), Special Admit ($5,457), Incarcerated Credit ($5,457), and Incarcerated
Non-Credit ($3,347). For all FTES categories besides Traditional Credit, the data used to establish funding
are the actual FTES from the most recent year.
For Traditional Credit FTES, a three-year average of the FTES of the current year, funded FTES of the prior
year, and the funded FTES of the second prior year is the benchmark for current year funding. This threeyear rolling average of funded Credit FTES is used instead of the most recent year’s Credit FTES in order to
financially protect districts from large enrollment swings and unexpected economic downturns. It is also
used in order to increase district predictability for planning, program implementation, and budgeting.
Funding rates are the same for all districts, save for the 10 districts with higher Credit FTES rates as
established in the previous funding formula. The base Credit FTES funding rate will decrease in 2019-2020
($3,387) and 2020-21 ($3,046), to facilitate the shift from a systemwide 70% Base Allocation to 60%3.
The following table demonstrates how a hypothetical district would be funded for its Base Allocation:
Rate ($/FTES)

FTES

3,727
3,347
5,457
5,457
5,457
3,347

3,000
500
300
100
25
0

Basic Allocation
3-Year Average Credit 4
Non-Credit 5
CDCP
Special Admit
Incarcerated Credit
Incarcerated Non-Credit

Total ($)
5,000,000
11,181,000
1,673,500
1,637,100
545,700
136,425
0
20,173,725

The Base Allocation funding for this hypothetical district would be $20,173,725.
While systemwide the Base Allocation comprises 70% of total revenue, it is not guaranteed and indeed
unlikely that at the district level, exactly 70% of districtwide funds come from the Base Allocation, as the
balance of individual districts’ funding allocations will differ based on each district’s own unique conditions
and composition relative to the field. For example, one district may receive a Base Allocation equaling
68.5% while another may receive 70.8%. This percentage may change annually and is interrelated with a
district’s allocations for Student Success and Equity.

3

Refer to question B8 in the Technical FAQ, and Education Code Section 84750.4(c) added per Bill AB 1809, linked at
the end of the report.
4

With Special Admit and Incarcerated Credit FTES removed

5

With Incarcerated Non-Credit removed.
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Supplemental Allocation
The Supplemental Allocation is the component of the SCFF that targets equity of access and opportunity for
low-income students. It is calculated by distributing 20% of total systemwide revenue to districts based on
their most recent year’s unduplicated headcounts of Pell Grant Recipients, AB540 Students, and College
Promise Grant Recipients. For 2018-19, all equity student categories are funded at a rate of $919 per
student. If a student is both a Pell Grant and California College Grant recipient, they are funded twice. For
2019-20 and 2020-21, this $919 rate persists, adjusted for changes in COLA and other base adjustments,
since the Supplemental Allocation will continue to comprise ~20% of total systemwide funding. All districts
are funded at the same rate for the Supplemental Allocation.
The $919 rate was established by dividing the total Supplemental Allocation funds available (20% of Total
System Revenue) by the total number of Pell, AB540 and College Promise Grant students in the CCC System,
to establish dollars funded per student systemwide.
Unduplicated headcounts are used instead of FTES because some of the data is only available on a
headcount basis (e.g., AB540 data). Headcounts are also preferred because, although some of these
students may generate low individual FTES, each individual still requires specialized services, e.g.
counseling. Using headcounts in the funding calculation ensures such services can stay funded.
The following table demonstrates how a hypothetical district would be funded for its Supplemental
Allocation:
Pell Grant Recipients
AB540 Students
California Promise Grant Recipients

Rate ($/Student)
919
919
919

Headcount
2,500
500
4,500

Total ($)
2,297,500
459,500
4,135,500
6,892,500

The Supplemental Allocation funding for this hypothetical district would be $6,892,500.

7
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Student Success Allocation
The Student Success Allocation is the component of the SCFF that targets and incentivizes successful
outcomes of CCC students. The Success Allocation is calculated by distributing the remaining 10% of the
total systemwide revenue to districts based on their performance in various outcome metrics. This may
increase to 15% in 2019-20 and 20% in 2020-21.6 There are eight outcome metrics that can generate
success funding for a district: Associate’s Degrees, Bachelor’s Degrees, Associate’s Degrees for Transfer,
Credit Certificates, Completion of 9+ CTE Units, Transfer, Completion of Transfer Level Math & English, and
Achievement of Regional Living Wage.
In formulating the SCFF, some metrics were weighted more than others by ascribing different point values
to each metric. A single student outcome with more points will have a higher rate and thus generate more
funding. Outcome metrics for Pell and College Promise students receive additional funding, in addition to
the “All Students” rate.7
The tables on the following page show how the Student Success Allocation is calculated for a single
hypothetical district on a per-outcome basis. While the outcome counts in the example are arbitrary, the
rates ($/outcome) used are those that apply to all districts in 2018-19. Notably, a student who achieves
multiple outcomes will have all of his or her outcomes count toward a district’s funding.

6

As established by Ed. Code section 84750.4. This, however, may be amended this year according to the most
recent update to the State Budget from the Governor.
7
Each metric has a precise definition used when gathering data for districts; refer to Section D in the Technical FAQ
(linked at the end of the report) for further definitions of the metrics, an explanation on how their funding rates were
formed, and how they will increase in 2019 -20 and 2020 - 21.
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Associate’s Degree
All Students
Pell
Promise

Rate
1,320
500
333

Outcomes
300
200
250

Associate’s Degree for Transfer (AD-T)
Total ($)
396,000
100,000
83,250
579,250

The district receives $579,250 in funding from
Associate’s Degrees awarded in the most
recent year
Credit Certificates
All Students
Pell
Promise

Rate
880
333
222

Outcomes
50
15
30

Total ($)
44,000
4,995
6,660
55,655

Outcomes
500
100
200

Outcomes
25
5
10

Total ($)
44,000
3,330
4,440
51,770

The district receives $51,770 in funding from
Associate’s Degrees for Transfer

All Students
Pell
Promise

Rate
440
167
111

Outcomes
500
300
400

Total ($)
220,000
50,100
44,400
314,500

The district receives $314,500 in funding from
students who completed at least 9 CTE units in
the most recent year.
Transfer Level Math and English

Transfer
Rate
660
250
167

Rate
1,760
666
444

Completion of 9+ CTE Units

The district receives $55,655 in funding from
Credit Certificates awarded in the most recent
year

All Students
Pell
Promise

All Students
Pell
Promise

Total ($)
330,000
25,000
33,400
388,400

The district receives $388,400 in funding from
students who were enrolled in their districts
the year prior to successfully transferring to a
4-year higher education institution in the most
recent year.

All Students
Pell
Promise

Rate
880
333
222

Outcomes
40
20
30

Total ($)
35,200
6,660
6,660
48,520

The district receives $48,520 in funding from
students who successfully completed transfer
level math and English in their first year, the
most recent year.

Achieved Regional Living Wage
All Students
Pell
Promise

Rate
440
167
111

Outcomes
500
150
200

Total ($)
220,000
25,050
22,200
267,250

In total, the Student Success Allocation funding
for this this hypothetical district would be
$1,705,345.

The district receives $267,250 from students
who were enrolled the prior year and
achieved the regional living wage in the most
recent year.
9
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Peralta CCD Projections
Assuming no change in FTES, Supplemental headcounts or Success outcomes
from their most recent values, Peralta Community College District’s 2018-19 Total
Computational Revenue (TCR) is projected by the January 2019 SCFF Calculator to
be $117,365.609, a 4.4% increase over the previous year’s TCR of $112M.8
Figure 1 below ranks the projected year-to-year funding changes between 201718 and 2018-19 for all districts in the system, with the switch to the SCFF before
being held harmless. Each column represents one of the seventy-two CCC Districts. Systemwide these
values range between -8% and +20%. Peralta CCD is highlighted at +4%. Systemwide the average year-toyear funding change in switching to the SCFF is +6.4%.

Figure 1: CCC System – All 72 Districts’ Projected Year-to-Year % Change, 2017-18 to 2018-19

The reason for this moderate increase in funding with the switch to the SCFF is likely that the District is
performing adequately in some of the funding metrics that have been added or modified with the new
formula, while underperforming in others. The sections below will examine in detail each of the Base,
Supplemental, and Student Success Allocations for the District, and the District’s performance in various
metrics against the systemwide average. For the Supplemental and Success allocations, the District’s total
2017-18 unduplicated headcount will be used in analysis of its performance on individual funding metrics.

8

The $117M revenue is based upon the computation from the most recent January 2019 SCFF Calculator and the
most recent available data from the District.
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Peralta CCD’s 2016-17 Unduplicated Headcount was 50,786. This headcount includes all categories of
students—Credit, CDCP, Non-Credit, Incarcerated, and Special Admit.

Base Allocation
Peralta CCD is allocated $83,253,762 from the Base Allocation in the 2018-19 SCFF Calculator projections.
This represents 71% of its 2018-19 TCR before being held harmless, close to the systemwide average Base
proportion of 70%. Across the system, there is a moderate-to-strong negative relationship9 between a
district’s proportion of Base funding and its year-to-year growth under the SCFF, indicating that the largest
winners under the new formula tend to be those whose Base Allocation is less prominent.
Figure 2 on the next page visualizes the systemwide distribution of each district’s allocation between Base,
Supplemental and Student Success funding sources. Each column represents one of the seventy-two CCC
districts. For each district, red represents the percentage of its revenue that is from the Base Allocation
(with blue and green representing Supplemental and Success Allocations, respectively). Peralta CCD is
highlighted. From left to right, the districts are ranked in order of the percent of their total 2018-19 revenue
that is sourced from the Base Allocation. Across the system, this amount ranges from 62% to 82%. Districts
farther to the left are less dependent on FTES funding than districts to the right. The average year-to-year
funding increase of the bottom half of the districts—those on the left side of the chart with a Base Allocation
proportion of less than 70%—is 9.5%, compared with only 3.3% for the other half of districts. This further
emphasizes that districts with less funding from the Base Allocation tend to receive more funding under
the SCFF.

9

Correlation coefficient = -0.5
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Figure 2: CCC System – All 72 Districts’ Individual Allocation Proportions in 2018-19

Highlights from Peralta CCD’s Base Allocation (refer to Table 1, page 19):
74% of the District’s Base Allocation is
from Traditional Credit FTES funding
($61M). In 2018-19, Credit FTES are
funded at a rate that is roughly 32% less
than the previous year’s rate.

Special Admit FTES also generates nearly
$6M in revenue for the District in 2018-19.
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Supplemental Allocation
Peralta CCD is allocated $22,606,481 from the Supplemental Allocation in 2018-19, as computed by the
SCFF Calculator. This represents 19% of the District’s total TCR, near the system Supplemental proportion
of 20%. Systemwide there is a moderate positive relationship between the proportion of a district’s TCR
that comes from the Supplemental Allocation and its year-to-year funding increase from 2017-18 to 201819 under the new formula. 10 That is, districts whose portion of equity revenue is greater than the
systemwide standard of 20% tend to fare better under the SCFF.
Highlights of Peralta CCD’s Supplemental Allocation:
In 2017-18 the District served 7,701 Pell
Grant Recipients, which generates $7.1M
in supplemental funding for 2018-19.
Systemwide,
19%
of
California
Community College students are Pell
students. For Peralta CCD, which had a
2017-18 unduplicated headcount of
50,786,11 this proportion is 15%, slightly
lower than the system average. If the
District had the systemwide average
percentage of Pell students, it would
have generated an additional $1.8M in
supplemental revenue.

In 2017-18 the District served 16,269
California Promise Grant Recipients, which
generates $14,951,211 in supplemental
funding for 2018-19. Systemwide, 42% of
California Community College students are
Promise students. For Peralta CCD, this
proportion is 32%, again lower than the
system average. If the District had the
systemwide average percentage of
Promise students, it would have generated
an additional $4.7M in supplemental
revenue.

10

Correlation coefficient = 0.48
As mentioned before, this headcount includes all groups of students—Credit, CDCP, Non-Credit, Incarcerated, and
Special Admit.

11
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Of all of the new funding metrics added with the SCFF, the ones most associated with yearto-year funding increases from 2017-18 to 2018-19 are the headcounts of Pell and Promise
students. Systemwide, there is a strong positive relationship between a district’s year-toyear funding growth and its proportion of Pell and Promise Grant student headcounts.12 That
is, districts with proportionally more Pell and Promise students are very likely to receive
significantly more total funding under the SCFF, not considering any other variables.
Figure 3 below presents this trend for Promise headcounts. On the plot, each point
represents one community college district. Districts are placed according to their year-toyear funding % change from 2017-18 to 2018-19 (y-axis) against their proportion of Promise
students to overall unduplicated headcount (x-axis). Peralta CCD is highlighted in red (32%
Promise headcount proportion, +4% Y-to-Y funding change). The District’s position on the
trendline signifies that its actual year-to-year growth is at its expected level given its
proportion of Promise students.

Y-to-Y
Funding
Change

Proportion of Promise Students

Figure 3: Year-to-Year Growth versus Proportion of Promise Grant Recipients, All Districts 13

12
13

Pell correlation coefficient = 0.58. Promise correlation coefficient = 0.68
Based on July 2017 SCFF Simulation, using 16-17 data
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Student Success Allocation
Peralta CCD is allocated $11,505,366 from the Student Success Allocation 2018-19 as computed by the SCFF
Calculator. This is 10% of the District’s total TCR, the same as the systemwide proportion of 10%. $8,617,840
of Success revenue is from all students, and successful outcomes of Pell Grant and California Promise Grant
recipients generate an additional bonus of $2,887,527.
Highlights of Peralta CCD’s Student Success Allocation:
The outcome from which the District
earns the highest amount of success
revenue is Transfer, followed by AAs,
9+CTE Units, and Certificates.

In Student Success categories, the District
trails the System average of outcomes as a
proportion of unduplicated headcount in all
outcome
categories.
The
largest
deficiencies are in AAs, 9+ CTE Units, and
Living Wage (Figure 5, next page).

25% of the District’s success revenue is
from the Pell and Promise student success
bonus, equal to the systemwide average.

If the District were instead at the system
average proportion in AAs, 9+ CTE Units
and Living Wage, it would have generated
an additional $3M in success revenue for
2018-19, from all students alone.

A “Success Score” was developed that aggregates each district’s performance across all success metrics,
each weighted for its respective point values as ascribed by the SCFF, then scaled to 100.14
Using unduplicated headcounts as basis for comparison, across the system the success scores range from
25 to 100. Peralta CCD’s Success Score is 37, one of the lowest in the system. Systemwide, the average
Success Score is 56. The distribution of scores are in Figure 4 below (Peralta CCD in blue, with regional
neighbors identified):

Figure 4: Success Score Distribution for CCC System, Unduplicated Headcount as Standardizing Base

14
Cambridge West Partnership developed the Success Score independently in order to approximate the relative
performance of districts across student success measures.
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The table below displays the methodology used to compute the Success Score.15
Peralta CCD Success Score Computation (using ’17-18 data)
Unduplicated
Headcount:
50,786
AAs
AD-Ts
Certificates
9+ CTE Units
Transfer
Xfer M&E
Living Wage
SUM

Total
Outcomes
1,345
568
1,220
2,758
3,254
241
2,718

% of Total
Unduplicated
Headcount
2.65%
1.12%
2.40%
5.43%
6.41%
0.47%
5.35%

System
Average
5.03%
2.12%
2.88%
8.27%
6.56%
1.09%
8.83%

Funding
Weight
3
4
2
1
1.5
2
1

Weighted
Percentage
7.95%
4.48%
4.80%
5.43%
9.62%
0.94%
5.35%
38.03%

Scaled Sum (Success
Score) = Weighted
percentage sum*scaling
factor of 0.97

37

The Figure below visualizes the performance of Peralta CCD in each of the seven Success Metrics,
compared with the Systemwide average.

Figure 5: Peralta CCD vs. System: Success Metrics’ Outcomes as % of Unduplicated Headcount

15

For each district, the number of total ’17-18 outcomes for each of the seven Success metrics (All Students only)
was divided by the ’17-18 total unduplicated headcount of the district. These percentages were then multiplied by a
weighting factor, based on the point value attributed to each metric by the SCFF. This ensures the relative
importance and funding level of each metric is accounted for in the Success Score. The sum of all of these weighted
percentages was then scaled to be a maximum of 100 for the whole system. The resulting value is the Success Score.
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Future Years: 2019-20, 2020-21 and 2021-22
The SCFF Calculator can project State apportionment funding for years beyond 2018-19. Later years will be
projected according to the following scenario.16 Reported Traditional Credit FTES is projected to stay
constant at 14,975.63, and all supplemental headcounts and success outcomes are assumed to stay the
same through the four years. Systemwide rates will shift as the overall allocation between Base,
Supplemental and Success Allocations change from approximately 70%/20%/10% to 60%/20%/20% and
the most recent COLA estimates are applied to all years.17 It is important to note that these COLA
percentages are only estimates, and any projected funding increases resulting from changes in COLA are
contingent on these estimates holding true in future years. All projections are presented in Figure 6 on the
following page, and in Table 1 (p. 19).
In 2019-20, Peralta CCD’s Revenue as calculated by the SCFF is projected to be $120,854,615. This represents
a 2.97% increase from the prior year after being held harmless
In 2020-21, Peralta CCD’s Revenue as calculated by the SCFF is projected to be $122,827,093. This represents
a 1.63% increase from the prior year after being held harmless. The District is projected to be held harmless
for $2.3M in this year. The reason for this is twofold: the 3-year Traditional Credit FTES is projected to drop
in this year, and performance on Success metrics is not strong enough to generate significant revenue.
In 2021-22, Peralta CCD’s Revenue as calculated by the SCFF is $124,047,887, a 1% increase from the prior
year after losing hold harmless funding, with the following composition:
Base Allocation: $74,084,951 (60% of TCR)
Supplemental Allocation: $24,760,123 (20% of TCR)
Student Success Allocation: $25,202,813 (20% of TCR)
Hold Harmless calculations are displayed below on Table 2 (p. 20). A Summary of projected SCFF revenue
is on Table 3 (p. 21).

16

Scenarios were chosen in consultation with District administration.
This shift is based on current Ed. Code. It may not occur in the years specified, per the most recent updated to the
Governor’s Budget. A table with projected revenues under the Governor’s Proposed budget is on page 22 (Table 4)
17

17
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Figure 6: Peralta CCD’s Projected Revenue, 2018-19 to 2021-22
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SCFF Calculation

Student Success
Allocation

Supplemental
Allocation

Base
Allocation

NonCredit
FTES

Credit
FTES

$

$

$

$

$

$

4.44%

$

120,854,615

2.97%

$

$

$

To tal

122,827,093

2,298,653

120,528,440

24,487,781

6,619,133

6,619,133

24,487,781

2,979,232

266,963

58,118

686,425

432,101

410,130

405,405

-

720,090

3,166,519

210,853

68,040

675,616

441,551

455,018

469,193

-

846,248

18,342,031

2,545,371

451,387

4,570,992

2,582,831

2,285,028

2,127,698

-

3,778,724

24,057,576

15,910,919

615,156

7,531,501

71,983,083

413,566

-

-

413,566

54,892,555

-

6,348,751

48,543,804

16,676,962

1.63%

-0.27%

37.04%

37.04%

36.74%

36.74%

37.15%

2.86%

-9.57%

2.86%

-12.84%

-14.55%

2.86%

%
change

Table 1: Peralta CCD Simulated SCFF Revenue, per Current Ed. Code, 2018-19 through 2021-22

117,365,609

-

120,854,615

2.97%

$

$

$

To tal SCFF

-

117,365,609

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

37.04% $

236

473

354

236

473

945

709

709

354

709

532

354

709

$

$

Ho l d Harml ess Fu n d i n g

4.44%

$

$

$

$

$

$

$

$

$

$

$

$

$

$ 1,418

$ 1,063

$

$

$

$

$

$

$

$

$

7,332
24,413

1,130

123

1,937

1,829

868

429

-

1,016

4,977

595

96

936
$ 1,063

$

$ 1,873

$
$

Total SCFF before Hold Harmless

17,868,649

55.31%

55.31%

55.66%

55.66%

642
1,271

1,246

936
$ 1,405

$

$ 1,873

$ 3,746

$ 2,809

$

$

$

$

$

$

$

$

$

$

$

$

$

$

11,505,366

6,363,282

6,363,282

17,868,649

2,178,828

195,241

42,504

502,012

316,015

299,946

296,486

-

526,623

2,315,789

154,206

49,760

494,101

322,926

332,768

331

-

796

12,104

Rate

978

978

978

$ 2,809

$

$

$

Rate

$ 3,562

$ 5,807

$ 3,562

$ 5,807

$ 5,807

$ 3,242

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

55.19%

2,718

241

3,254

2,758

1,220

568

-

1,345

Outcomes

24,599

16,269

629

7,701

Headcount

16,184.98

116.11

-

-

116.11

16,068.87

-

1,093.24

14,975.63

Rate

Total

173

346

259

173

346

691

518

518

259

518

389

259

518

343,138

-

618,890

13,374,032

1,855,959

329,126

3,332,910

1,883,273

1,666,117

1,551,401

-

2,755,246

3.46%

-4.39%

3.46%

-6.27%

-7.22%

FTES

37.04% $

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

23,388,729

15,468,565

598,053

7,322,111

79,597,237

402,067

-

-

402,067

62,981,908

-

6,172,225

56,809,683

3.46%

no limit

7,332
24,413

1,130

123

1,937

1,829

778

778

683

$ 1,037

$

$

$

$ 1,366

$
$

To tal
16,213,262

55.31% $

11,505,366

1,399,766

125,430

27,306

322,511

203,019

868

429

683

$ 1,024

$

$ 1,366

$ 2,731

$ 2,049

$

$

$

$

$

$

$

$

$

$

$

$

$

$

2.86%

2020-21

no limit

no limit

192,696

190,476

Rate

951

951

951

$ 2,049

$

$

$

Rate

$ 3,463

$ 5,646

$ 3,463

$ 5,646

$ 5,646

$ 3,504

Rate

%
change

Maximum Growth
Funded Growth

$

$

222 $
111 $

111 $
167 $

444 $
222 $

1,016

4,977

595

96

1,271

1,246

642

331

-

796

12,104

2,718

241

3,254

2,758

1,220

568

-

1,345

Outcomes

24,599

16,269

629

7,701

Headcount

17,421.28

116.11

-

-

116.11

17,305.17

-

1,093.24

16,211.93

FTES

3.46%

2019-20

55.31% $

24,413

Preliminary Total

$

$

$

$

$

$

1,487,761

$
333 $
333 $
338,328

99,068

31,968

317,432

207,459

213,786

220,446

-

397,602

8,617,840

1,195,920

212,080

2,147,640

1,213,520

1,073,600

999,680

-

1,775,400

22,606,481

14,951,211

578,051

7,077,219

83,253,762

388,620

-

-

388,620

67,194,097

-

5,965,811

61,228,287

167 $

250 $
333 $

333 $
167 $

To tal
15,671,044

%
change

Available Growth

7,332

Subtotal

1,130

Achieved Regional Living Wage

1,937
123

1,829

Transfer Level Math and English

Transfer

868

Credit Certificates

Nine or More CTE Units

429

Associate Degrees for Transfer

- $

1,016

Associate Degrees

Baccalaureate Degrees

595
4,977

Achieved Regional Living Wage
Subtotal

96

1,271

Transfer

642
1,246

Nine or More CTE Units

Credit Certificates

$

500 $
666 $

$

- $
331

Transfer Level Math and English

$

$
880 $
440 $

660

440

500 $

$

$

$

$

$1,760 $
$ 880 $

$

796

12,104

Associate Degrees for Transfer

Associate Degrees
Baccalaureate Degrees

Subtotal

2,718

Achieved Regional Living Wage

3,254

Transfer
241

2,758

Transfer Level Math and English

1,220

Nine or More CTE Units

568

Credit Certificates

Associate Degrees for Transfer

Baccalaureate Degrees

-

$
Rate
$1,320 $
$1,320 $

24,599

$

Outcomes
1,345

919

$
919 $

919

Total

Associate Degrees

$

$

$

Rate

$

$

$3,347 $

$3,347 $
$5,457 $

$

$5,457 $

16,269

629

7,701

$
$3,727 $
$5,457 $

Rate

2.71%

2018-19

California Promise Grant Recipients

State Nonresident Fee Waiver

Pell Grant Recipients

Headcount

116.11
17,637.65

Total

Subtotal

-

116.11

17,521.54

-

1,093.24

Incarcerated Non-Credit

Subtotal

FTES
16,428.30

CDCP

Traditional Non Credit

Incarcerated Credit

Special Admit

3-Year Average Credit

Basic Allocation

Estimated State COLA

Peralta Community College District

All Students

Equity: Pell Grant Recipients
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Equity: California Promise
Grant Recipients

100

Success
Growth

7,332
24,413

1,130

123

1,937

1,829

868

429

-

1,016

4,977

595

96

1,271

1,246

642

331

-

796

12,104

2,718

241

3,254

2,758

1,220

568

-

1,345

Outcomes

24,599

16,269

629

7,701

Headcount

16,184.98

116.11

-

-

116.11

16,068.87

-

1,093.24

14,975.63

FTES

964

964

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

$

2.92% $

no limit

2.92% $

243

486

365

243

486

973

729

729

365

729

547

365

729

$ 1,459

$ 1,094

$ 1,094

$

$ 1,928

$ 1,446

$

$ 1,928

$ 3,855

$ 2,892

$ 2,892

Rate

$ 1,007

$ 1,007

$ 1,007

Rate

$ 3,666

$ 5,977

$ 3,666

$ 5,977

$ 5,977

$ 3,336

Rate

2.92%

2021-22

124,047,887

-

124,047,887

25,202,813

715,032

715,032

25,202,813

3,066,229

274,760

59,815

706,463

444,721

422,108

417,241

-

741,121

3,258,974

217,008

70,027

695,339

454,441

468,307

482,893

-

870,959

18,877,610

2,619,690

464,566

4,704,471

2,658,243

2,351,745

2,189,827

-

3,889,068

24,760,123

16,375,562

633,120

7,751,442

74,084,951

425,643

-

-

425,643

56,495,379

-

6,534,131

49,961,248

17,163,929

To tal
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0.99%

2.92%

2.92%

2.92%

2.92%

2.92%

2.92%

2.92%

2.92%

2.92%

2.92%

2.92%

2.92%

%
change
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Line 5

Line 4

Line 3

Line 2

Line 1

2017-18 TCR adjusted by COLA
Maximum Hold Harmless Value
Additional Funding due
to Hold Harmless

Subtotal
Greater of prior year or current
year SCFF calculation

CDCP Noncredit FTES rate

Noncredit FTES rate

Credit FTES rate

2017-18 Total Computational
Revenue (TCR)
2017-18 TCR Rates
x Current Year Workload
Basic Allocation

Total SCFF before Hold Harmless

Hold Harmless Calculation

-

115,418,434
117,365,609

112,373,122

117,365,609
*

$

$
$

$

$

-

119,411,912
120,854,615

120,854,615

112,373,122

120,854,615
*

-

116.11

16,068.87
$ 5,301

$ 3,188

$ 5,301

$

$
$

$

$

$

$

$

2,298,653

122,827,093
122,827,093

120,854,615

100,805,064 *

-

370,101

85,177,399 **

15,257,564

120,528,440

Table 2: Peralta CCD Hold Harmless Calculations, 2018-19 through 2021-22

$

$
$

$

$

-

116.11

16,068.87

$ 5,301

$ 3,188

$ 5,301

$

$

$

$

$

$

$

-

124,047,887

124,047,887

100,805,064 *

-

370,101

85,177,399 **

15,257,564

124,047,887

PERALTA COMMUNITY COLLEGE DISTRICT
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District SCFF Summary
340

Peralta

Student Centered Funding Formula Results
2017-18

2018-19

2019-20

2020-21

2021-22

Base Allocation

$

83,253,762

$

79,597,237

$

71,983,083

$

74,084,951

Supplemental Allocation

$

22,606,481

$

23,388,729

$

24,057,576

$

24,760,123

Student Success Allocation

$

11,505,366

$

17,868,649

$

24,487,781

$

25,202,813

Subtotal
Hold Harmless
Total

$ 112,373,122

% Change from Prior Yr.

$ 117,365,609

$ 120,854,615

$ 120,528,440

$ 124,047,887

$

$

$

$

-

$ 117,365,609

-

$ 120,854,615

2,298,653

$ 122,827,093

-

$ 124,047,887

4.44%

2.97%

1.63%

0.99%

Districtwide Distribution of Funding Sources
2018-19

2019-20

2020-21

2021-22

Base Allocation

71%

66%

59%

60%

Supplemental Allocation

19%

19%

20%

20%

Student Success Allocation

10%

15%

20%

20%

0%

0%

2%

0%

2018-19

2019-20

2020-21

2021-22

Hold Harmless

FTES
Traditional Credit FTES
Reported FTES

14,975.63

14,975.63

14,975.63

14,975.63

3-year Average

16,428.30

16,211.93

14,975.63

14,975.63

Available for Growth

-

-

-

-

Achieved Growth

-

-

-

-

Paid FTES

16,428.30

Excess FTES

-

16,211.93
-

14,975.63
-

14,975.63
-

Other FTES
Reported FTES

1,093.24

Achieved Growth

-

Paid FTES

1,093.24

1,093.24
1,093.24

1,093.24
1,093.24

1,093.24
1,093.24

Excess FTES

-

-

-

-

Reported FTES

116.11

116.11

116.11

116.11

Achieved Growth
Paid FTES
Excess FTES

60.63

-

-

-

116.11

116.11

116.11

116.11

-

-

-

-

Table 3: Peralta CCD Funding Projections, 2018-19 through 2021-22
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Future Obligations of District
After passage of the Higher Education Trailer Bill AB-1809, on June 27,2018, Section 84750.4(m)(1) of the
California State Education Code requires the following from all districts:
“The governing board of each community college district shall certify it will do all the following, no
later than January 1, 2019: 18
(i) Adopt goals for the community college district that meet the following requirements:
(I) Are aligned with the systemwide goals identified in the Vision for Success, which were adopted
by the Board of Governors of the California Community Colleges in 2017.
(II) Are measurable numerically.
(III) Specify the specific timeline for achievement.
(ii) For the meeting when the goals are considered for adoption, include in the written agenda an
explanation of how the goals are consistent and aligned with the systemwide goals.
(iii) Submit the written item and summary of action to the chancellor’s office.”
Section 84750.4(m)(2) requires:
“Each community college district shall align its comprehensive plan pursuant to paragraph (9) of
subdivision (b) of Section 70901 with the adopted local plan goals and align its budget with the
comprehensive plan. The funds apportioned to a community college district pursuant to this
section, and for excess tax districts, the Student Equity and Achievement Program, shall be
available to implement the activities required pursuant to this paragraph.”
Additionally, it is the responsibility of the district to adjust to new instructions for the external audit report,
per section 84750.4 (m)(4)(C):
“The board of governors shall include instructions in the audit report required by Section 84040
related to the implementation of the funding formula pursuant to this section. The chancellor may
require a community college district to repay any funding associated with an audit exception
identified in a community college district’s audit report pursuant to this subparagraph.”

18

This deadline has been extended to a future date.
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Resources
Technical FAQ
http://extranet.cccco.edu/Portals/1/CFFP/Fiscal_Services/SCFF/TechnicalFAQsAugust17version.pdf

Education Code Section 84750.4
http://extranet.cccco.edu/Portals/1/CFFP/Fiscal_Services/SCFF/Statutory%20Language%20Student%20Ce
ntered%20Funding%20Formula%20Language%20-%20AB%201809.pdf

SCFF 2018-19 Simulation (w/ Data Dictionary)
http://extranet.cccco.edu/Portals/1/CFFP/Fiscal_Services/SCFF/201819%20Student%20Centered%20Funding%20Formula%20Simulations%20July%2017,%202018.xlsx

FCMAT SCFF Calculator
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Local Revenues

Other Financing Soures

Total Revenues

Academic Salaries

Classified Salaries

Employee Benefits

Supplies and Materials

Other Operating Expenses and Services

Capital Outlay

Other Outgo

Total Expenditures

Excess/(Deficiency) of Rev. over Expenditures

Net Increase/(Decrease) in Fund Balance

Net Beginning Balance, July 1

Prior Year Adjustment

Adjusted Beginning Balance

Ending Balance, June 30

8800

8900

801

1000

2000

3000

4000

5000

6000

7000

501

201

901

902

903

904

905

Total FTES

FTES-Nonresident

FTES-Resident

Over/(Under) 5%threshold

Required Fund Balance to meet 5% threshhold

Cash Balance per 311Q (excluding investments)

GF Cash balance (unrestricted and restricted:

Salaries and Benefits as a % of Total Expenditures

Over/(Under) 50% Requirement

50% Requirement

% of Instructional Salary Costs to CEE

Current Expense of Education

Instruction Salary Costs

50 % Law:

FTES:

State Revenues

8600

Fund Balance % [905/501]

Federal Revenues

8100

PERALTA
EDP
No.
Acct Description

340

8,400,897
153,040,610

149,990,998

7,568,229

2016-17 4th Qtr
311Q Report

15,147,573

2017-18 1st Qtr
311Q Report

15,543,187

1,364,316

353,247

15,035,375

2015-16 4th Qtr
311Q Report

77.1%

61,442,961

66,681,371

82.6%

51.11%

62,807,277

67,034,618
50.26%

2016-17
122,885,922

2017-18
133,362,742

1,722
21,251

1,626

12,957,422

17,394

80.5%

2017-18

19,507

(59,392)

518,689

2015-16
19,528

7,853,996

7,624,963

13.6%

2015-16

20,525,651

18,849,616

50

18,849,566

1,676,035

1,676,035

151,364,575

11,756,639

1,067,814

19,903,594

1,889,755

39,905,529

23,193,299

2016-17
15,768

5.0%

2016-17

7,794,604

14,883,521

(5,642,130)

20,525,651

(7,088,917)

(7,088,917)

157,079,915

5,648,524

671,861

19,387,830

1,668,002

52,120,082

26,628,837

5.3%

2017-18

8,143,652

7,794,604

0

7,794,604

349,048

349,048

152,499,265

6,059,821

328,317

21,833,331

1,590,318

43,597,126

29,907,240

49,183,112

152,848,313
53,647,945

57,572,856

68,880,267

50,954,779

87,062,135

69,263,865
11,845,534

9,650,000

60,221,882

82,976,431

0

2015-16
4,722

2016-17
1,332

2017-18

0

2014-15 4th Qtr
311Q Report

79.1%

142,981

54,611,583

50.13%

109,223,165

54,754,563

2015-16

21,042

1,539

2014-15
19,502

12,142,807

6,706,759

14.1%

2014-15

18,849,566

17,586,488

0

17,586,488

1,263,078

1,263,078

134,135,177

8,205,140

583,705

17,499,547

1,686,465

37,741,848

22,694,792

45,723,680

135,398,255

10,484,708

55,874,852

69,028,615

2014-15
10,080

Actual

Unrestricted GF - Fund 11, Col 1
Actual

Actual

Budgeted

Unrestricted GF-Col 2

0

2013-14 4th Qtr
311Q Report

80.6%

15,232

47,917,122

50.02%

95,834,243

47,932,353

2014-15

20,000

1,358

2013-14
18,642

11,393,405

6,193,083

14.2%

2013-14

17,586,488

14,554,674

(779,070)

15,333,744

3,031,814

3,031,814

123,861,657

7,080,296

469,621

14,957,742

1,490,690

37,061,495

23,165,417

39,636,396

126,893,471

11,188,145

45,289,037

70,397,373

2013-14
18,916

Actual

19.8%
-12.6%

4.5%

8.9%

-523.0%

-523.0%

3.8%

-52.0%

-37.1%

-2.6%

-11.7%

30.6%

14.8%

-5.0%

-2.0%

41.0%

19.6%

-20.4%

% Change
-8.6%

-62.0%

-21.0%

From 15/16 to 16/17
$ Change % Change
112,198
0.7%

From 16/17 to 17/18
$ Change % Change
395,614
2.6%

-0.8%

8.5%

% Change
5.4%

10,476,820

$ Change % Change
4,227,341
6.7%

-5.6%
-18.1%

(97)
(3,857)

From 15/16 to 16/17
$ Change % Change
(3,760)
-19.3%

(12,731,047)

(3,966,095)

(5,642,180) #########

1,676,085

(8,764,952)

(8,764,952)

5,715,340

(6,108,115)

(395,953)

(515,764)

(221,753)

12,214,553

3,435,538

(2,693,166)

(3,049,612)

3,444,637

11,307,411

(17,798,270)

$ Change % Change
(3,390)
-71.8%
3.0%

26.1%

% Change
-0.5%

8.9%

7.2%

n/a

7.2%

32.7%

32.7%

12.8%

43.3%

82.9%

13.7%

12.1%

5.7%

2.2%

17.3%

13.0%

-19.9%

1.0%

11.9%

% Change
-2.0%

1.0%

12.5%

From 14/15 to 15/16
$ Change % Change
15,035,375
n/a

13,662,757

$ Change % Change
8,052,714
14.7%

209

183

From 14/15 to 15/16
$ Change % Change
26
0.1%

1,676,085

1,263,128

50

1,263,078

412,957

412,957

17,229,398

3,551,499

484,109

2,404,047

203,290

2,163,681

498,507

7,924,265

17,642,355

(2,083,811)

1,698,004

18,033,520

$ Change % Change
(5,358)
-53.2%

From 14/15 to 15/16

Year-to-Year Change
From 15/16 to 16/17

% Change
-2.1%

From 16/17 to 17/18
$ Change % Change
3,739
23.7%

% Change
0.4%

-47.6%

349,048

104.9%

7,437,965

(7,088,917)

104.9%

7,437,965

-62.0%

-2.9%

(4,580,650)

100.0%

7.3%

411,297

5,642,130

-51.1%

(343,544)

(12,731,047)

-4.7%
12.6%

(77,684)
2,445,501

12.3%
-16.4%

3,278,403
(8,522,956)

1.9%
-3.5%

2,857,315

-18.5%

(1,771,667)

(2,195,534)

(8,658,385)

13,712,566

$ Change % Change
(1,332)
-100.0%

From 16/17 to 17/18

Analysis of Selected Data from the Annual Fin. and Budget Report (CCFS-311), Qtrly. Fin. Status Report (CCFS-311Q), and Fiscal Data Abstract
For the period FY 2013-14 to 2017-18

-1.9%

% Change
-0.1%

7.2%

20.8%

100.0%

14.7%

-58.3%

-58.3%

8.3%

15.9%

24.3%

17.0%

13.1%

1.8%

-2.0%

15.4%

6.7%

-6.3%

23.4%

5.2%

13.3%

% Change
-1.5%

0.1%

14.0%

From 13/14 to 14/15
$ Change % Change
0
n/a

13,388,922

$ Change % Change
6,822,210
14.2%

1,042

181

From 13/14 to 14/15
$ Change % Change
860
4.6%

1,263,078

3,031,814

779,070

2,252,744

(1,768,736)

(1,768,736)

10,273,520

1,124,844

114,084

2,541,805

195,775

680,353

(470,625)

6,087,284

8,504,784

(703,437)

10,585,815

(1,368,758)

$ Change % Change
(8,836)
-46.7%

From 13/14 to 14/15
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4

3

2

1

Budget Development/Monitoring [2]

Budget Development/Monitoring [1]

Accounts Payable [3]

Accounts Payable [2]

Accounts Payable [1]

Accountability [1]

FCMAT - Area of Deficiency

Develop an internal budget calendar.

Share the budget calendar with all departments, instead of only
posting it on the website.

Include Vice Chancellors in all cabinet meetings and
communications.

Ensure that accounts payable clearing accounts are reconciled
regularly.

Utilize the PeopleSoft system for approvals of requisitions and
verification of receipts to accommodate a timelier processing of
vendor payments

Implement standardized procedures to process vendor payments in
a timely manner.

Develop processes and procedures to ensure that accountability
measures are well communicated, and processes adhered to by all
levels of staff in the organization.

Recommendation

Complete
and ongoing

Complete

Complete

Complete

Complete

Complete

Complete

Complete

Status

Board Agendas

Internal Budget
Calendar

Emails, PBIM
Agendas

Cabinet Agendas

General Ledger
Reconciliation
Reports

General Ledger
Reconciliation
Reports

AP 6330

Procedural
Evaluation

Evidence

Peralta Community College District - FCMAT 2019 Report Status as of December 31, 2020

7

Budget Development/Monitoring [3]

Consider adjusting staffing based on the FTES.

5

8

Budget Development/Monitoring [4]

Page 1

9

FCMAT Update

Consider reducing FTEF commensurate with the FTES at each of the
colleges.

Complete

PBC Agendas

Finance and
Budget

Peralta Community College District - FCMAT 2019 Report Status as of December 31, 2020
10 Budget Development/Monitoring [5]

In Progress
and ongoing

Marketing

Provide ongoing budget training for participatory governance
teams, college business offices and district office staff.

Develop a communication plan. (marketing, district messaging, and
In Progress
website)

Meeting
Schedules

11 Budget Development/Monitoring [6]

In Progress

Meeting Agendas

PBC Agendas

Communication [1]

Schedule meetings between departments and colleges, with
mandated attendance.

Complete

Complete

13

Communication [2]

Ensure that department/college meetings include a regular meeting
schedule, agenda/topic areas, who should attend, and timelines, all
of which are incorporated into the communication plan.

Consider implementing and adhering to prescribed budget
timelines to support and enhance budget development.

14

Communication [3]

12 Budget Development/Monitoring [7]

15

Org. Chart

Comparative Staffing [1]

Page 2

16

Reorganize the work and the hierarchy of supervision to efficiently
address the needs of each specialty area. This should assist in
Complete/O
alleviating the redundancy, rework, or lack of communication that
ngoing
occurs throughout the department.

FCMAT Update

Peralta Community College District - FCMAT 2019 Report Status as of December 31, 2020

19

18

Comparative Staffing [5]

Comparative Staffing [4]

Comparative Staffing [3]

Adopt a more realistic target for FTES based upon trend data.

Ensure the Payroll Department is physically housed and supervised
in the Fiscal Services Department.

Ensure that the Purchasing and Warehouse Department reports to
the Vice Chancellor - Finance and Administration.

Ensure that the Fiscal Services Department reports to the Vice
Chancellor - Finance and Administration (*centralized).

Complete
and ongoing

Complete

Complete

Complete

Board Agenda

Board Agendas

Org. Chart

Org. chart

Org. Chart

See Reports

20

Enrollment [1]

Adopt a staffing process aligned to the FTES.

Complete

Comparative Staffing [2]

21

Enrollment [2]

Develop standardized, monthly procedures for reconciliations.

17

22

General Ledger Monitoring [1]

Prioritize the needs of the department and implement
recommendations for organizational changes outlined in the
internal controls section of this report to build capacity within the
departments, including the following:
Complete/O
a) fill vacant positions
ngoing
b) train staff for their positions
c) utilize software appropriately
d) insert controls within current practices

23

General Ledger Monitoring [2]

Page 3

Completed
See Student
and ongoing Services Reports

24

FCMAT Update

In Progress Ongoing

Peralta Community College District - FCMAT 2019 Report Status as of December 31, 2020
Require each college to complete their own reconciliations and
submit to the district office for review.

Board Agendas

General Ledger Monitoring [3]

N/A

25

In Progress

N/A

Completion of
Training
Completion of
Training

Verify fixed asset inventory and depreciation schedule.

In Progress

Board Agenda

In Progress

Audit annual enrollment eligibility in the OPEB program.

Complete

Board Agendas

Provide training to all staff on BAM and GAAP.

Conduct an annual actuarial study.

Complete

OPEB Funding
Valuation Report

General Ledger Monitoring [4]

OPEB [2]

Ensure that the governing board approves the annual OPEB actuarial
study.

Complete

N/A

26

30
OPEB [3]

Request the actuarial to perform a separate OPEB funding valuation
at the estimated rate rather than the long-term return on employee
assets, so it has a more realistic liability number for the pre-2004
amount.

N/A

Adopted Budget

Complete

31

OPEB [4]

Reconsider the current goal of fully funding the OPEB liability.

Complete

N/A

Review cash management procedures across the District to ensure
appropriate internal controls and oversight exist.

32

OPEB [5]

Consider eliminating annual general fund payments to the OPEB
trust funds since they are fully funded at this time.

N/A

Board Agendas

General Ledger Monitoring [5]

33
OPEB [6]

Consider renegotiating (i.e. ending) retiree health benefits for new
employees.

In Progress Ongoing

27

34

OPEB [7]

Terminate and restructure some of the more volatile bonds.

29

Inventory Asset Management/Record
28
Keeping [1]
OPEB [1]

35

OPEB [8]

Page 4

36

FCMAT Update

37

38

N/A

Utilize and/or provide a more integrated payroll system.

Functional
Workgroup
Meeting Action
Plan

Contract for an addendum to KNN’s 2011 report that would include
an update of actions taken by the district to date related to its OPEB Complete
bond program since the 2011 report was published.

Peralta Community College District - FCMAT 2019 Report Status as of December 31, 2020

OPEB [9]

Payroll [1]

Completed/
Ongoing

Board Agendas

BP and AP

Payroll [2]

Complete/O
ngoing

Procedural
Evaluation

Complete

39

Payroll [3]

Ensure policies and procedures are reviewed by the Board of
Trustees and leadership team to ensure all statutory requirements
are included and addressed.

In Progress

Board and
Cabinet Agendas

Implement and reconcile payroll oversight by supervisors and
management.

40

Policies and Procedures [1]

Hold managers and administrators accountable for implementing
and monitoring adherence to policies and procedures.

In Progress

Evaluations

41

Policies and Procedures [2]

Communicate accountability measures and remedies to district
leaders.

Ensure that management does not override processes or allow last- In Progress minute changes, so that timelines and processes are followed.
Ongoing

42

Policies and Procedures [3]

Page 5

43

FCMAT Update

44

Position Control [1]

Policies and Procedures [4]

47

Purchasing and Warehouse [2]

Purchasing and Warehouse [1]

Provide ongoing staff development for position control system to
human resources, payroll, and budget staff.

Implement the automated position control module in PeopleSoft
that will drive the budget for staffing costs.

Complete

Org. Chart

Org. Chart

Upgrade Training
Plan;
In Progress PeopleSoft Virtual
Ongoing
Training
Subscription

Functional and
Technical
Specification
Not
Document
Completed
(Enhance
Integration);
PeopleSoft
Upgrade Timeline

Website

Ensure that purchasing reporting responsibilities continue to be
separate from the facilities/capital projects responsibilities.

Complete

Board Agendas

Separate supervision of purchasing and accounts payable to
maintain a full segregation of duties.
Update board policy and administrative procedure to increase
identified authorities to make purchases on behalf of the district.
Ensure staff understand, and are held accountable for, obtaining
approval to make purchases on behalf of the district.

Page 6

AP 6330, BP
In Progress 7365, Employee
Ongoing
Evaluations

Complete

Ensure new leaders have training regarding the implementation and
In Progress
monitoring of policies and procedures.

Peralta Community College District - FCMAT 2019 Report Status as of December 31, 2020

45

48

Purchasing and Warehouse [3]

Position Control [2]

49

Purchasing and Warehouse [4]

46

50

FCMAT Update

Peralta Community College District - FCMAT 2019 Report Status as of December 31, 2020

BP 7365,
Employee
Evaluations

Completion of
Training

In Progress Ongoing

Purchasing and Warehouse [5]

Schedule training to review purchasing procedures, particularly the
need to submit purchase requisitions to the district office before
In Progress
purchases are made.

Discipline employees that make unauthorized purchases.

51

Purchasing and Warehouse [6]

N/A

52

Not
Completed

See Budget
Webinars

In Progress

Purchasing and Warehouse [8]

Employ legal counsel, rather than entering into a contract for
outside services, as was the practice prior to 2014-15.

Complete

College and
District Multi Year
SCFF Targets

Purchasing and Warehouse [7]

54

Purchasing and Warehouse [9]

Validate supplemental and student success outcome metrics at the
district and college level to verify all outcomes are counted
correctly.

Complete

53

55

SCFF [1]

Develop supplemental and student success projection reports to
assist with goal setting, audit requirements and budget
development.

Updated Policy
and Procedure;
TBD

56

SCFF [2]

Consider reviewing a list of purchase orders and payment by vendor
to avoid the practice of bid splitting.

57

Power BI
Dashboards
SCFF [3]

Complete

58

Page 7

Understand the unduplicated student population at each college,
such as full-time, part-time, special admit, etc. to assist the colleges
in establishing their goals, improving student success, and
increasing revenues.

FCMAT Update

Peralta Community College District - FCMAT 2019 Report Status as of December 31, 2020

Complete

SCFF [4]

Develop a comprehensive enrollment management team that
includes members that have an understanding in outreach,
scheduling strategies, and program development and improvement
with the goal of increasing FTES.

59

Analyze supplemental and success metric revenues per college.

Student Centered
Funding Formula

College and
District SEM
Plans: BCC, Laney

SCFF [5]

Evaluate outreach efforts by the financial aid offices at each colleges. In Progress

College Multi-Year
SCFF Goal Sheets

60

SCFF [6]

In Progress
and ongoing

Page 8

College's SOAA

Meeting Agendas,
Email
In Progress
Communication,
Website

Financial Aid
Reports and
Audits

Complete

61

SCFF [7]

Fully implement all guided pathway principles.

Compare best practices across the district in outreach, student
assistance and data entry procedures.

62

SCFF [9]

SCFF [8]

Ensure that each financial aid offices’ processes and procedures be
In Progress
reviewed and updated as necessary to ensure all appropriate
and ongoing
students are part of the allocation/count.

63

64

FCMAT Update

Peralta Community College District - FCMAT 2019 Report Status as of December 31, 2020

66
Spending Pattern Analysis [2]

Spending Pattern Analysis [1]

Provide training to staff to properly complete year-end closing
practices.

Align full-time faculty with student enrollment.

Create and follow a plan to proportionately reduce expenses as it
relates to FTES production.

Complete

Complete

Ongoing

In Progress

Reconciliation
Reports

Budget Planning

Spending Pattern
Analysis

Assess all course outlines of record for completion and accuracy.

67
Spending Pattern Analysis [3]

Refrain from using cash from other funds to pay invoices.

N/A

N/A

SCFF [10]

68
Spending Pattern Analysis [4]

Ensure that due to and due from accounts are used for limited
purposes.

In Progress
and ongoing

65

69

Spending Pattern Analysis [5]

Invest in training for the PeopleSoft software.

Curriculum
Committee
Agendas

70

Staff Development [1]

Page 9

Completion of
Training
Reconciliation
Reports

71

FCMAT Update

72

Staff Development [3]

Staff Development [2]

Research the access rights of all district office and off-site staff
having access to the financial system.

Provide staff development opportunities for specific functions of
each job to ensure well-trained employees are managing the
district’s finances.

Give employees resources to expand the use of the software.

N/A

Security Access
Audit Report

Page 10

District IT
Operating
Completed/
Standard
Ongoing
Procedure (Access
Management)

In Progress

Development of
HR Standard
In Progress
Operating
and ongoing
Procedure
Manual

In Progress

Peralta Community College District - FCMAT 2019 Report Status as of December 31, 2020

73

Technology Systems and Access [1]

Develop procedures for adding and/or removing access rights to
software and the financial system.

74

Technology Systems and Access [2]

FCMAT Update

