ACC]JC Follow-Up Report due
October 1, 2021

Chancellor Jackson, President Garcia and Dr. Janet Fulks & back-up by the expanded Chancellors Cabinet
August 30 PCCD Townhall Meeting on the ACCJC Follow-Up Report
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Presenter
Presentation Notes
In March PCCD had a Comprehensive Accreditation visit. The Peer Review Team Report arrived at the end of June. The report continued all 4 colleges on probation and required a follow-up report and visit. This allows PCCD and colleges to continue operating with Accreditation status. The only other option was to fall to show cause. This is a summary of the report which has been created over the summer and will need college reviews within the next week.


Accreditation following the Peer Review Visits in March

ACCJC Follow-Up Report — Improvement Recommendations and
Non-compliance Requirements

4 Colleges: Improvement Recommendations - 1 at Laney & 2 at BCC

 Districts are not accredited therefore all four colleges share the District
requirements

10 District REQUIREMENTS and

8 Fiscal Issues related to FCMAT which must be addressed in the Follow-Up report

2 Improvement Recommendations — not addressed in follow-up
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Presentation Notes
The follow-up report is directed at the district it is NOT about the colleges, but the district non-compliance that must be directed. However, without the district the colleges cannot continue to operate – so it is about the colleges. The ACCJC action letter required a status update on 10 District REQUIREMENTS, and 8 Fiscal Issues related to FCMAT and the Special Site visit, which must be addressed in the Follow-Up report. 2 Improvement Recommendations (not in this report) 
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Summary of Reporting and Requirements

* The District must analyze issues and stabilize the finances and financial aid, ensure credibility and respond to all audit
findings.

* The District/colleges must clearly delineate functions among the district and the colleges and follow policies and
procedures.

e The District and the Board of Trustees must;:

Evaluate and delineate authority to the Chancellor

Act in one accord — one decision, one voice

Act as an independent body — free of influences

Review its policies and procedures and follow them

Assure academic quality and financial stability

A :\ 2\( “;
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Presentation Notes
This is all about the District and the BOT, so in reviewing the report, please comment on any incorrect statements or forgotten solutions that could be incorporated. The report is due October 1, 2021 - But there is work between now and January to meet requirements and besides the October follow-up virtual visit, we can expect more reports due and another visit in the Spring if not before.

Maintaining and following policy was a major aspect of the requirements. To do this correctly the functions and responsible parties need to be clarified at the district and the colleges.
This is good work that will need to take place between now and December.  A calendar is being constructed to meet the deadline.
In addition, some policies will need to be quickly updated to clear the requirements.


PCCD must

#10. Clearly The District must

document and

communicate the
operational #1. Financial controls,

responsibliies and [l evaluate financia Board of Trustees must

functions of the management
District from those Credible financial |
of the Colleges. documents #9. Delegate

#4. Assure | #5. Once #6. Use a #7 . Actas an EISI onsibilit
#2. Respond to all academic the BOT clearly independent, dp h Y
#8. Regularly P I h defined licy- and authority
" external audit findings quality reaches a efine policy to the
Assess Policies and and decision, policy for making body | ~
Follow them . . Ty Il board i e ancellor to
oversight of its financial fiscal members the public's P

. . administer
aid programs stability support Chancellor interests board policies

w/o BOT
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All these requirement depend on another they are nested within the authority and responsibilities like this. 
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) Status of Requirements 1 Finance

&

A
* Many Reports - FCMAT, CBT, Cambridge West, ACCJC, Integrated Planning Document é
 Many Consultants - PeopleSoft, EdgeRock, CBT
* Extensive Analysis -Software Updates, Recoding & Testing, Eva*atlon,%provement — still in Progress

e Financial Controls Implemented — Technical and procedural business rules e.g., approval cues, Chart of Accounts,
regular testing and evaluation of financial systems, human accountability, committee checks and balances PBIM,

BAM, FBC

* Financial Picture More Stable — SCFF embedded, Tentative budget looks good, Ending balance is improved BP

6250, CFS 311 improved reflecting more fiscal stability

Improved but still needs work; Covid has and hasn’t helped; Need staffing
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The main problems in finance are controls both digital internal control processes, accurate reporting and reviewing (reconciling books) and human controls that check for these errors. The district finance and IT have been working tirelessly on errors in the coding. The issues stems from people building “work-arounds” in the infrastructure, rather than following the built-in platform controls and a lack of defined and followed protocols for various areas. This is complicated by inadequate staffing in some areas and even when this is fixed, without Staff development, you will not be able to sustain the controls and compliance required. How will you create adequate staff development once the technical issues are resolved?
Technology Master Plan a diamond structure with a way to implement technology – Create a structure so that technology with go through a review and approval so that it can fit well instead of buying a product fix. Go back to the basics follow the TMP and vet these as a whole. This will create sustainability and a unified program. 
Highlight historical band aids are an issue to deliver standards for ensuring credibility. 
Need formal transition hand-offs. 


Requlrement #2 Audlt non-compliance
. . will not be
Flndlngs Findines prevented
e Audit findings: What do they mean? Deficiency, Significant 5
Deficiency, Material Weakness 20-001,002,01
* Why should you care? / \ deficiency or
e Actively analyzing and fixing _ deficilencies iln
ienifi ici -\ | internal controls
* Requirement 1 Finance and 3 Financial Aid improvements will SEDHIn BN S Y g T
help Findings
* PeopleSoft Upgrade, EdgeRock, Huron are helping 2020-
004,005,006,007,008,009
* Technology is present- Business processes need to address \
gaps
* Requirement 10 - Delineating functions and accountability, will Deficiency - design or operational
help

controls to ensure compliance are
inadequate and do not allow

. L . employees or management to detect
Respondlng to all audit flndlngs, or correct non-compliance in normal

but not all fixed workflow Finding 2020-003
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Why should you care? Bond ratings are based upon the credibility of these audits and therefore the strategic structure and service to students
The external audits are doing exactly what they are supposed to do. Test reports to be sure we have processes in place. 2020 audit had 10 findings. Deficiency = errors are not prevented, detected or corrected by internal controls,2020-,001,002,  010
Significant deficiency = combination of deficiencies or lack of compliance – 2020-,004, 005, 006, 007, 008, 009
Material weakness=a deficiency, or combination of deficiencies reasonable possibility that material noncompliance with a type of compliance requirement of a Board of Trustees Peralta Community College District (81) federal program will not be prevented, or detected and corrected, on a timely basis 2020-003
Requirements addressed
Many of the findings are at the level of needing attention or PCCD will fall out of compliance – this means losing funding, student financial aid, grants etc as a result of not complying with regulations and requirements such as Ed code or Federal laws.
Things are being addressed through work in the other requirements.  The major lack of control is in internal IT controls over business practices – which PeopleSoft and consultants are troubleshooting. And the second area are human management controls regarding accountability, authority, evaluation. Below is a list of the findings and the audit report is available at 
2020-001-Closing Process and Control Environment, (Repeat from 2019-001), Material Weakness – still correcting
2020-002- Capital Assets are not properly monitored, $3.7 million in incorrectly identified assets, Material Weakness –Corrected in IT, still correcting inventory
2020-003- Vacation Accrual, $3.9 million in accrued vacation, (Repeat from 2019-004), Significant Deficiency – Needs work Partially Corrected
2020-004 - Eligibility and Certification Approval Report, Significant Deficiency, Corrected
2020-005 - Common Origination and Disbursement (COD), Repeat 2019-007 & 2018-04 Reporting for Pell and Direct Loans, Significant Deficiency, Still Correcting
2020-006- Information sharing practices must be disclosed to protect data, particularly financial aid data, Significant Deficiency, Corrected with PeopleSoft Update, testing in future
2020-007- Return to Title 4 (R2T4), Repeat of previous 2018-3 for Merritt, Significant Deficiency, In Progress, testing in future
2020-008 - Enrollment Reporting, Significant Deficiency, Corrected
2020-009 - Outstanding Student Refund Checks, $38,825, Significant Deficiency, Corrected
2020-010 - Allowable Cost Principles, $808,943, Deficiency, Corrected
IT owns the technology; Business owns the business process – 


Requirement 3 Financial Aid

Requirement 3: In order to meet the Standard, the district must practice effective
oversight of its financial aid programs. (111.D.10)

Numerous Audit findings (and repeat findings) were related to Financial Aid and had to do
with controls and accountability.

Solutions:
Technical controls are being worked on in daily meetings with consultants and weekly meetings with Financial Aid Staff

Internal Controls - Many of the functions were patches or bridges — outside of the PeopleSoft functions. Patches, do not integrate
with the platform and cause problems. They are uncovering these and recoding appropriately. Improvement.

Human Controls - Training has happened but needs to organized, not on the fly. Reorganization needs to be properly delineated with
responsibilities and accountability — a person in charge. Requirement 10 Functional Map will help.

A lot of headway has been made — Policy and Procedures Manual collaboratively updated aligning colleges and district better.
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These issues are what were also flagged in finance. There is a lack of controls, a lot of band aids and a shortage of people that know the entire system. 


Requirements 4, 5, 6,7, 9

BOT must:

* #4 assure the academic quality, integrity, and effectiveness of
the student learning programs and services and the financial Delegate

stability of the institution

* #15 reach a decision and act as a unified board
* #6 adhere to the policy to evaluate the chancellor

* #7 function as an independent, policy-making body that
reflects the public

e #8 update Board Policies and follow them

» #9 delegate full responsibility and authority to the Chancellor

h
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The BOT governance and functioning has been externally evaluated by ACCJC and the Grand Jury. Fundamental responsibilities of the BOT have been compromised (Req 1 ensuring academic integrity and programs, maintaining financial stability). Correcting this will depend upon the board acting as an independent body, unified without external political motivations (requirement 5), It will also depend upon delegating day to day operations to the CEO (Requirement 6 & 9) and by taking responsibility for policies that are accurate, updated and followed (requirements 7 & 8).
We have responded to 2 of these requirements by simply correcting policy and setting up a sustainable/ongoing change.


[®) Table 1 PCCD Board Policies (BP) and Administrative Procedures (AP)

2020/21 Board BP/AP Analysis

BP/AP |- |Title '~ | Last Reviewed - | Legally Require-| Legally Advise(-| Good Practise - | Required Accreditatic - Pric
CHAPTER 1

BP 1100 The [ Name] Community College District 11/15/2016 LR 4
BP 1200 District Mission 4/14/2015 A &
CHAPTER 2

BP 2010 Board Membership 11/15/2016 LR A 4
BP 2015 Student Board Member(s) 4/14/2015 LR 4
BP 2100 Board Elections 6/25/2019 LR 4
BP 2110 Vacancies on the Board 9/27/2011 LR 5
BP 2200 Board Duties and Responsibilities 9/27/2011 A 1,
BP 2210 Officers 9/27/2011 GP g
BP 2220 Committees of the Whole 9/27/11 (in review) LA 1
BP 2305 Annual Organizational Meetina Q12712011 GP e
BP 2310 - —

« BP/AP Taskforce:

Requirement 8 —
Regularly review
Board Policy
and follow it.

Copyright © 2020 Peralta Community College District. All Rights Reserved.

Created an interactive matrix of all BP and AP

Arranged AP/BP by last date review and requirement level e.g. legally
required/advised, Good Practice, Accreditation

Included an analysis of missing BPs/APs that are legally required but missing

Prioritized BP/APs for review; over 120 (50%) hadn’t been reviewed in over 7
years

Combined data with review done by legal interns
Updated AP 2410 Administrative Procedures

Created a flow chart to visualize process with 7-year review cycle, newly
submitted and CCLC updates for regulatory changes

Peralta Community College District


Presenter
Presentation Notes
AN analysis by the BP/AP Taskforce (Chancellor Jackson, Trustee Delfin, Royl,  Joseph Bielanski, Board Clerk Sasha, VC Brown found the policies guiding the board were largely outdated and external reviewers evaluated that they were not being followed. Policy and procedure allow institutions to run with integrity. They define the requirements (legally required, legally advised, best practices and accreditation standards) that should guide the institution. If there are problems you begin analysis by the expectations and/policies and work backwards to procedures, and standard operating practices (SOP) to identify necessary solutions. If policies are outdated or not followed, you cannot identify or resolve the problem.
The BP/AP taskforce developed a matrix for regular review of BP/APs every 7 years and prioritized reviews relevant to current issues, findings and requirements.
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Peralta Community College District
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Peralta Community College District
Function Map

The Peralta Community College District (PCCD) Function Map is intended to illustrate how the four
colleges and the district office manage the distribution of responsibility by function. It is based on the
Policy and Procedures for the Evaluation ofinstitutions In Multi-College/Multi-Unit Districts or Systems of
ACCIC/WASC|

It was produced as the result of a collaborative process among the four collegesof the District, Berkeley
City College, College of Alameda, Laney College, Merritt College, and the Peralta Community College
District Office.

The Function Map includes indicators that depict the level and type of responsibility:
P = Primary Responsibility, 5= Secondary, 5H = Shared Responsibility, N/A = Not App
Standard I: Institutional Mission and Effectiveness
A, MISSION
The institution has a statement of mission that defines the institution’s broad educational
purposes, its intended student population, and its commitment to achieving student learning.
College District

1. The institution establishes student learning programs and services P 5
aligned with its purposes, its character, and its student population.

2. The mission statement is approved by the gowverning board and SH SH
published.

3. Using the institution's governance and decision-making processes,the P 5

institution reviews its mission statement on a regular basis and
revises it as necessary.
4. The institution’s mission is central to institutional planning and P 5
decision-making.

B. IMPROVING INSTITUTIONAL EFFECTIVENESS

The institution demonstrates a conscious effort to produce and support student learning, measures
that learning, assesses how well learning is occurring, and makes changes to improve student
learning. The institution also organizes its key processes and allocates its resources to effectively
sunnart student learnine. The institutinon demnnstrates its effectivensss by nrovidine 11 evidence of

Requirement 10
— Functional
Maps

* This does not really
delineate functions in a
useful way.

« With all the reorganization
and staffing changes, it is
iImportant to know who is
responsible.


Presenter
Presentation Notes
The old functional maps were based on Accreditation standards which is not helpful. The new recommendation is to delineate functions based upon responsibility. The Peer Review Report suggested delineating responsibility, workflow and People working on this have shared they feel it was always needed. Here is an example of the FA map draft ( need to replace with real one). The Peralta Community College District Function map was developed to show the delineation of functions between the district and both colleges.
The purpose of this document is to clarify shared responsibilities, authority, and functions in the District and Colleges ant to reference guiding Policies and Procedures related to those tasks. Where applicable, relevant Board Policies (BP) and Administrative Procedures (AP) are listed with each function. These listings are meant to serve as a quick reference and are not comprehensive to each function.



Requirement 10 —

Functional Maps

Action:

Clearly define & delineate
who is responsible
college/district for each
function, NOT each standard

This holds people
accountable & explains how
to FUNCTIONALLY get things
done.

This will be done in
December.

Introduction

PCCD District Functional Map 31231202

=%

The Peralta Community College District Function map was developed to show the delineation of functions between the district and

both colleges.

The purpose of this document is to clarify shared responsibilities, authority, and functions in the District and Colleges ant to reference
guiding Policies and Procedures related to those tasks. Where applicable, relevant Board Policies (BF) and Administrative
Procedures (AP) are listed with each function. These listings are meant to serve as a quick reference and are not comprehensive to

each function. Responsible District and College positions are listed for each function.

Function

Accreditation

(BP 3200
AP 3200)

Admissions,
Records, and
Registration

(BP5010, 5011
AP 5010, 5011)

District Role
Act as liaison between colleges and district for
accreditation functions and issues.
Responsible for addressing accreditation
standards related to centralized district
functions

Chief of Staff, VC of Academic Affairs and Student Success

Maintain online application (CCCApp|y) and
automated process

Set registration, rosters and related schedules;
Establish Priority Registration

Provide transcripts electronically and in print
Offer annual training and updates to college A&R
staff

Serve as lead on all ARR PS functionality projects
Serve as cenfralized registrar

Ensure regulation compliance

Serve as lead on annual internal audits of A&R items
IMaintain and monitor storage of student

records (Le_ grades, attendance records

etc)

Evaluates applications to determine eligibility for
admission, review for complemenls and accuracy,

College Role
Coordinate and facilitate ongoing accraditation
functions.
College ALOs and Presidents are primary
points of contactfor ACCJC.

Presidents

College Accreditation Liaison Officers

Maintain registration processes and services
Maintain student records

Designate priority registration for

categorical programs and special
populations

Review external reporting (MIS, NSC, IPEDS)
for accuracy related to student data/records
Evaluate and award student degrees and
certificates

Assess the student requests for enrollment

enrollment forms

Deans of Enrollment and college AR staff


Presenter
Presentation Notes
The old functional maps were based on Accreditation standards which is not helpful. The new recommendation is to delineate functions based upon responsibility. The Peer Review Report suggested delineating responsibility, workflow and People working on this have shared they feel it was always needed. Here is an example of the FA map draft ( need to replace with real one). The Peralta Community College District Function map was developed to show the delineation of functions between the district and both colleges.
The purpose of this document is to clarify shared responsibilities, authority, and functions in the District and Colleges ant to reference guiding Policies and Procedures related to those tasks. Where applicable, relevant Board Policies (BP) and Administrative Procedures (AP) are listed with each function. These listings are meant to serve as a quick reference and are not comprehensive to each function.



Work in August
to meet the
Timeline

« 8 Extended Chancellor’s
Cabinet meetings Mondays
and Fridays — Cabinet, ALOs,
VPs, VPSS, VPAS

* 10 Meetings on Finance
« 5 Meetings on Financial Aid

« 5 Meetings on Functional
Map

« 4 BP/AP Taskforce
meetings or sub-meetings

* 4 Meetings on the Audit
* 5 meetings on reporting

Adil Ahmed
Amy H. Lee
Angelica Garcia
Angie Harris

Antoine Mehouelley

Atheria Smith
Brenda Johnson
David M. Johnson
Denise Richardson
Derek Pinto

Diana Bajrami
Ernesto Nery
Francisco Herrera
Garth Kwiecien
Hemanth Kumar

Jannett Jackson
Jennifer Ma
Joseph Bielanski
Joseph Koroma

Joyce Brown-Willis

Kuni Hay

Lilia Chavez
Loan Nguyen
Maisha Jameson
Mark Johnson
VERERVAUETWES
Powell

Momo Lim
Nathaniel Jones lil
Phasasha Pharr
Rebecca Opsata
Rupinder Bhatia

Richard Davis
Ron McKinley
Royl Roberts
Rudy Besikof
Sasha Amiri
Sean Brooks
Siri Brown
Stacey Shears
Tami Taylor
Tina Vasconcellos
Vu Nguyen
Janet Fulks




ACCJC Follow-Up Report

Timelines

PCCD Functional Map Iterative

Development and Deadlines

. #Districtwide
. Presentation
Aug 30

~ +Document to
College

+Continued
feedback
from colleges
till Sept 14
BOT
Feedback
Sept14
meeting

Final

Report

'Eig_?l = sFollow-
Agenda U.p

Sept 15 toACCC) YRR

; October AT
*Final BOT 1

- sTeach

review
Sept 28 Out Plans

District
Functional Map
work 38/23-27
nraft 8/27,/2021

Colleges Input 1o
Functional Map
work 8/30-0/28

Draft due 5/27

District 2nd
Reviaw of
college inputs to
Functional Map
B/27-10/11

College Reviews
Final Draft 3
Update 10/1-

1042

o Board First
Read 10,13 BOT
agenda for 10425
meeting

Functional Map
Final Read BOT
Mow 5

Functional Map
Pasted to Distrct
Wweb and
Collegss Mowv 10,
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ACC]JC Follow-Up Report Tlmehne

Activity
August 1-27 Chancellors Extended Cabinet
Works on Report and Research

District-wide Fireside meeting

ST Gl I ER R Draft to Colleges for Review;
comments collected

STl Clag o1 V- BOT reviews Draft — input

collected
ST Gl 1A B Report updated with comments

— Marketing begins formatting

ST Gl 17 4 |dentical Reports, 4 College
signature pages

ST T o 1@t B BOT Final Approval & Sign Off
October 1 Submission to ACCJC

Commission
(0Te3 (o] o 1Y@\ Ev4 I \irtual ACCJC Visit —

Peralta Community College District
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Thank You!

Reach out to us at info@Peralta.edu

f

@PeraltaColleges @PeraltaColleges @peraltacolleges

Yy
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