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Purpose of the Document

The purpose of this document is to present to Peralta Community College District (PCCD) the
findings of the Data Integrity Project. The project was designed to assist PCCD with examining
the integrity of the data currently collected for reporting and reviewing the related processes
used to optimize student success and the alignment of the MIS reporting with the Student-
Centered Funding Formula (SCFF). The focus was to work directly with the District and college
staff to evaluate the current MIS workflow process, review current policies and procedures and
to develop Data Map/Element Dictionary documents. A comprehensive look at all student
information systems used and the processes used to populate these systems was conducted. An
emphasis on comparing best practices at similar California Community Colleges was done
throughout the project.
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Executive Summary

Peralta Community College District (PCCD) engaged Cambridge West Partnership, LLC (CWP) to
assist them with data integrity and the documentation of data collection processes to optimize
alignment with the Student-Centered Funding Formula (SCFF). The CWP team worked with the
Steering Committee to evaluate and make recommendations with regards to data collection,
storage, processing, validation, and submission.

Project Overview

The project was accomplished in two phases: Discovery and Design. During the Discovery phase
a document review was completed, an environmental scan of best practices was performed,
Chancellor’s Office data mart data for the District was reviewed and staff were interviewed across
the District. From the reviews and interviews, the Process Flows and Data Map/Element
Dictionaries were created to depict the current processes and data capture activities used in
collecting all MIS data. These maps were organized around the MIS data groupings used by the
Chancellor’s Office. The Process Flows and Data Map/Element Dictionaries were then sent out to
the interviewees for review and comment to verify accuracy in the depiction of current
processes. The feedback from the interviewees was incorporated into the Process Flows and
Data Map/Element Dictionaries.

From the Process Flows and Data Map/Element Dictionaries a Fit/Gap analysis was performed to
identify those concerns that could result in loss of funding, loss of students or wasting of
resources not being effectively/efficiently used. Those identified deficiencies are termed “Gaps”.

During the Design phase, the process and Data Map/Element Dictionaries were analyzed, and
Proposed Process Flows were developed which identify the gaps and additional “findings” which
are conditions that need to be addressed to make the institution better but do not raise the level
of a gap. Those Proposed Process Flows were also shared with the interviewed staff for input and
reaction. Changes were incorporated when warranted. In addition, from the environmental scan
and document review general findings were identified. Finally, a report of all gaps, findings and
recommendations was prepared for the institution. The details of those findings and the resulting
recommendations are presented in this report.

Findings

In summary, twelve (12) Gaps were identified in the Fit/Gap analysis which resulted in 30 Gap
Recommendations. Those are presented in Summary of Tasks — Gap Recommendations in Priority
Order (Appendix D). In addition, twenty-eight (28) additional department specific
recommendations were identified and are presented in the Summary of Tasks -
Recommendations by Department (Appendix D).
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Project Plan

The project was completed in three parts. The graphic below depicts the two phases of Discovery
and Design accomplished during the project:

<«— Phase | - Discovery > Phase Il - Desigh ——

Data Element Analysis
S and Evaluation

. I(’:rocess Map for MIS (SCFF) - 210 weeks

urrent e Example Data Entry Standards
e Data Map Initial * Process Map for MIS (SCFF) - ¢ Findings & Recommendations
¢ Fit/Gap Analysis Initial Proposed * Final Report
® Findings & Recommendations * Data Map Final

for Improvement * Fit/Gap Analysis Final
® Findings & Recommendations
Data Collection and for Improvement Standards and

Recommendations

WM Reporting Processes
10-12 weeks

2-3 weeks

The first part of the project, Data Collection and Reporting Processes, resulted in the
documentation of current Process Flows, drafts of the Data Map/Element Dictionaries for each
MIS grouping of data and a Fit/Gap Analysis including findings and recommendations for
improvement of existing practices in the processing of District data.

The second part of the project focused on Data Element Analysis and Evaluation. This part of the
project reviewed the information collected during the Data Collection and Reporting Process
analysis and resulted in proposed Process Flows and refined Data Map/Element Dictionary for
each MIS element grouping as well as updated recommendations for improvement related to the
Fit/Gap Analysis. These results are the action items that the District should undertake to improve
processes and ensure all the necessary data is being collected and processed accurately and in a
timely manner.

The third part of the project, Standards and Recommendations included a review of data
governance best practices used by other educational institutions and examination of existing
data governance policies and data entry standards at PCCD. The result is example Data Entry
Standards for the District to evaluate, refine and adopt.
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The final report also includes a Summary of Tasks (Appendix D). The Summary of Tasks includes
additional columns for the institution to use in tracking the progress of implementation of the
tasks including identification of a responsible party, target completion date and status. This can
be used to continue the necessary work to ensure data integrity across the institution.

Project Timeline
The actual timelines for the three parts of the project are presented below.

Data Collection and Reporting Processes
The following is the final timeline for the Data Collection and Reporting Processes work:

Peralta Community College District
Data Integrity Project
Timeline

NOTES  Timeline projections based on initial project description
Timeline may change based on input from Steering Team & interview schedules

Timeline
jov - Dec [ Holidays January February
10-12 Weeks|Data Collection and Reporting Processes Dates Status 30-4 | 7-11 | 14-18 | 21-25 | 28-1 4-8 | 11-15 | 18-22 | 25-29 1-5 8-12 | 15-19 | 22-26
1-6 Document review and interviews at District & campuses Nov 30-Jan 22 Complete ‘ ‘
Initial data gather to develop current process maps Jan 4-Feb 5 Complete | | | |
78 Product Development - Current process/ data maps drafts Jan 25-Feb 5 Complete
9 Campus & District review current process map drafts Feb 8-12 Complete |
10 Coordinate work with IT Feb15-19 Complete
" 11 |Product Development - Current process/data maps final TFeb 22-26 Complete | | | |
Products *Process Flow for MIS - Current
*Data Map/Element Dictionary -Initial
*Fit/Gap Analysis Initial
*Findings & recommendations for improvement

Data Element Analysis and Evaluation
The following is the final timeline for the Data Element Analysis and Evaluation work:

Timeline
March Holiday| April
8-10 Weeks |Data Element Analysis and Evaluation Dates Status 1-5 8-12 | 15-19 | 22-26 | 29-2 5-9 | 12-16 | 19-23
1-2 Product Development - draft proposed process/data maps March 1-12 Complete
3 Product Development - draft data entry standards March 15-19 Complete
4-5 Campus & District review draft proposed process/data maps March 22-April 9 Complete
I 6 Product Develop - update draft proposed process/data maps April 5-16 Complete
f 7 Coordinate work with IT March 22 -26 Complete
f 8 Finalize proposed process/data maps & data entry standards April 5-23 Complete
Products *Process Flow for MIS - Proposed
sData Map/Element Dictionary for all data elements - Proposed
eData Entry Standards - Proposed
*Findings & recommendations for improvement

Standards and Recommendations
The following is the final timeline for the Standards and Recommendations work:

Timeline
April
2-3 Weeks |Standards and Recommendations Dates Status 12-16 | 19-23 | 26-30
1-2 Prepare final report with findings & recommendations April 12-23 Complete
f 3 Present findings & recommendations April 13; April 26-30 |Complete
Products *Final Report
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Project Phases

The work to gather data and analyze the information during the Discovery and Design phases of
the project is described below. The data and information produced from these efforts resulted
in the recommendations for improvement which are presented in the next section of this report.

Phase I - Discovery: Current Process Flows and Fit/Gap Analysis

Current Process Flows

The process for information and data gathering, conducted during the project Phase | - Discovery,
consisted of interviews with district and college personnel. Over one hundred (100) staff
members were interviewed as documented in Table 1 below. The interviews were conducted in
December, January, and February via Zoom meetings. Follow-up information was collected using
email and additional zoom meetings. Each functional area was interviewed, with separate
interview sessions for management and classified/faculty.

The interview with each functional area began with a review of the Management Information
Systems (MIS) data model which is shown in Figure 1 below. This data model has been utilized
by the California Community College Chancellor’s Office (CCCCO) Digital Innovation and
Infrastructure Division for over thirty (30) years and represents the data reported by each college
and District. The integration of the data and the dependencies between files was highlighted in
each interview with a focus on that functional area’s place in the data model. Very few of the
functional areas interviewed had seen the model prior to the meeting, but every area was
interested in the extent of data integration and how their area’s data fit into the overall data
structure. During the remainder of the interviews, the procedures for data input and reporting
were reviewed to document the systems and processes used in the collection of MIS data.
Interviewees were also asked to provide their view of improvements in data integrity that should
be implemented. Following the interviews, individual phone contacts and email messages were
used for clarification and correction as needed.
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Table 1 - PCCD Community College District Staff Interviewed

Curriculum CB Amany Elmasry Nancy Cayton Frank Nguyen Heather Cisneros LaShaune Fitch
Jane Smithson
Scheduling XB, XE, XF Amany Elmasry Johnny Dong Min Wu Derek Lee Jane Fong
Institutional Research ALL Steven Chan Phoumy Sayavong | Dominique Clifton Coleman Nathan Pellegrin
Sriram Battineni Benavides
Helen Ku
Bao Yang
DSPS SD Dolores Harshaw Rachel Goodwin Nate Failing Francis Moy
Brenda Johnson Shalamon Duke Diane Chang
EOPS/CalWorks/CARE SE, SC/CW Ramona Butler Lydell Willis Dingyao Huang Judith Adams
Brenda Johnson Shalamon Duke Mai Ly Rachel Ellis
Cynthia Alvarado Margie Rubio
Lynne Williams Carmen Johnson
Feke Lauti
Mildred Lewis
VTEA/Perkins SV Steven Chan Karen Croley Eva Jennings Peter Crabtree Marie Amboy
Joya Chavarin Dominique
Benavides
Veterans SG Jennifer Lenahan LaShawn Brumfield | Jean Carey Margie Rubio
Stefani DeVito
Special Student SG Ronda Johnson Shalamon Duke Diane Chang Brock Drazen
Programs Gary Albury Jose Salcedo
Feke Lauti Taukeeda Anderson

Rosa Flores
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Antoine Mehouelley

A&R SX, SB, SP Charlotte Smith Gail Pendleton Amy Lee Tina Tobor Jamila Saleh
Sylvia Cortez Loretta Newsom Angel Huang Maryhelen Kaufman
Thomas Torres-Gil Elinor Chin Joseph Koroma Susana De La Torre
Hue Hyunh Mildred Lewis Marisol Chavez
Brenda Johnson Margie Rubio
Maria Spencer
Financial Aid SF/FA Abigail Umale Loan Nguyen Angie Harris Joseph Koroma Ernesto Nery
Eugene Cheng Nghi Dong
Steven Chan Brenda Johnson
Human Resources EB, EJ Ruby Andrews
Khang Ho
Counseling/ESL SS Gabriel Martinez Vivian Virkkila Diane Chang Lisa Webb
Counseling Dana Cabello Edwin Towle Kathy Ma Rosa Perez
Susan Truong Shalamon Duke Jose Salcedo
IT ALL Antoine Mehouelley
Teresa Chan
Chiran Adusumalli
Frank Chez
Management ALL Siri Brown Angelica Garcia Don Miller Mark Fields Denise Richardson
Adil Ahmed Stacey Shears Tina Vasconcellos Vicki Ferguson Lilia Chavez
Ron McKinley Kuni Hay
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Figure 1 — Chancellor’s Office Management Information System Data Model

5B — Adrmissions & Recs 58 — ddmissions & Recs
SG — Admissions & Recs SEfFA — Financial Ald D Azl

50 - D5PS 5P — Instruction Areas Responsible for Data [ Term-end & Anmual
Admissions & Recs CB - Instruction [ Tem-end

SE - EGPS_ 5K - Student Services
SC/OW — CalWorks - Admissions & Recs

5V -Mocational Ed XB - Instructicn
55 — Spudent Success SD ¥F - Instruction
XE - Instruction
EB — Human Resources
EB/EJ — Human Resources Instruction
CC - Student Services
- Admissions & Recs

From these interviews, three deliverables were created: 1) the Fit/Gap Analysis, 2) current
Process Flows, and 3) the draft Data Map/Element Dictionaries. Recommendations for
improvement were identified and documented in the Fit/Gap Analysis which is presented later
in this report.

Two Process Flows for each MIS data element grouping were created to document current
processes and illustrate recommended process changes. The current process documents
illustrate the MIS files reported to the Chancellor’s office including the sequence of steps
required to gather the data and create the files. The proposed Process Flows are duplicates of
the current Process Flow with highlighted changes to clearly identify what process changes
should be made to improve collection and reporting of District data.

The steps documented in these flows include (see Figure 2 below) the following:

¢ starting and stopping points for each flow represented by an oval,

e activities or tasks represented by a rectangle,

o complex processes represented by a box with internal side bars, and

o decision points represented a diamond.
In addition to process steps, data storage and reports were documented in the flows and notated
in the following manner (see Figure 2 below):
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e database resources were represented by cylinders, and
e reports and written documents were represented by a rectangle with a
bottom curved line.
Finally, recommendations for process change were highlighted using a large red circle (see Figure
2 below).
Figure 2 - Process Flow Symbols

Process Map Symbols

Y Indicates begin or
Start
) end of process flow.

Describes one step in the process,
Activity Includes action verb and object for
action.

Indicates a complex process
Process with many steps.

Indicates a decision where a choice

, Decision / is made that dictates process flow.
Shows direction of process flow. If
flow is from a decision point, aterm
will be included ta show what

—NO

decision was made.

Symbal for data storage — generally
representing a database structure,

Symbol for report that is pass along
Report during process flaw.

Focus for Indicates area where process change
process change or update is required.

Additionally, the Process Flows were also designed to clearly show the departments that
participate in each process. Each department was represented as a separate column called a
“swim lane”. This format shows the tasks completed by each organization as well as information,
forms and data passed between departments. Each transition between departments is a critical
step and represents a chance for lost information or miscommunication. Figure 3 below
demonstrates how organizations are represented in Process Flows.
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Figure 3 - Identification of Departments Involved in a Process

Department 1 Department 2 Department 3 Department 4

During the interviews, the systems used by the various departments were identified and
documented in Figure 4 below:

Figure 4 — Systems Used Across the District

One the strengths of PCCD is the acquisition of shared systems across the District which results
in consistency for students and staff in the technology used and reduces costs of maintenance
and the cost of developing interfaces with other systems. CWP recommends the continuation of
this practice to acquire shared systems across the system.
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Fit/Gap Analysis
During the collection of data to create the Process Flows, analysis was done to assess the fit of
each process and identify gaps in the processes which were causing sub-standard results in the
data reporting. This analysis resulted in a table of twelve (12) items that were identified and
presented to management and the Steering Committee. The Fit/Gap Analysis was presented in
the table format in Figure 5 below:

Figure 5 — Fit/Gap Analysis Example

In the Fit/Gap Analysis the item number, a description of the gap, the reasoning for the gap and
a recommendation to address the gap were presented. The complete Fit/Gap Analysis is
presented later in this report.

Gap Description Reasoning Recommendation
Training and Cross- e Retirements have resulted  Use the resulting Process
training of staff in lost institutional Flows from this report to
inadequate knowledge regarding data  facilitate annual review of

quality and maintenance processes, cross-training of
e Staff report that they do existing staff and training of
not understand how the new staff

system works with regards
to reporting functions
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Phase I/1I - Discovery/Design: Proposed Process Flows and Data Map/Element
Dictionary

Proposed Process Flows

For each MIS reporting group, a proposed Process Flow was created. The basis for the proposed
Process Flows were the current Process Flows with annotations. To highlight recommended
changes to the current Process Flow, the findings and recommendations were applied to each
current Process Flow using a red circle notation with a brief description of the recommended
change in an associated text box.

Data Map/Element Dictionary
A Data Map/Element Dictionary spreadsheet was produced for each MIS reporting group. The
data for this was gathered from multiple sources including:
e Interviews conducted with PCCD staff;
¢ Documentation of the MIS reporting process documents from the PCCD Institutional
Research Department;
e Documentation from the Management Information System of the Digital Innovation and
Infrastructure Division of the Chancellor’s Office;
e Student Center Funding Formula (SCFF) presentations provided by the Finance & Facilities
Division of the Chancellor’s Office; and
e Documentation for the Integrated Postsecondary Education Data Systems (IPEDS)
reporting from the National Center for Education Statistics (NICES).

Information from each of these sources was related to each MIS element to document: 1) the
element’s source; 2) the processes used to analyze or derive the element for reporting; and 3)
how the element is used for SCFF and IPEDS reporting. The same data in PeopleSoft and other
systems is used for the CCFS-320 report but not drawn directly from MIS reported data.
Theoretically, if the same data is used for both MIS and the CCFS-320 then the reporting is
consistent but presented differently.

The Data Map/Element Dictionary files were created in spreadsheets to document each element
in the CCCCO MIS report files as related to PCCD. These spreadsheets include the origin of the
data, the location of the data in PeopleSoft, processing performed on the data to transform it
and error checking processes performed at submission to the Chancellor’s Office. Also included
for each element is its relationship to data used in the Student Center Funding Formula, the CCFS-
320 Apportionment Report, and the Integrated Postsecondary Education Data System (IPEDS)
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reports submitted by the CCCCO MIS Department on behalf each California community college
using MIS reported data.

The spreadsheets can be used by the institution to track where data is stored and understand
how changes to the collection or processing of the data could affect other processes. In addition,
the spreadsheets provide documentation for training. Due to their size, the Data Map/Element
Dictionary files will be delivered separately. The spreadsheet layout is provided in Appendix B.
Each Data Map/Element Dictionary MIS element entry contains of the following information:

Grouping Data Col
SCFF, 320, IPEDS Indication of use in SCFF reporting A
Indication of use in CCFS-320 reporting B
Indication of use in IPEDS reporting C
MIS Element Code D
MIS Element Format E
MIS Element Name F
Organization District Organization G
Responsible for Berkeley City College Organization H
Data College of Alameda Organization |
Laney College Organization J
Merritt College Organization K
Data Method of Collection L
SNGVALLTI G Source Field Name M
Table N
Customized SQL Logic )
System/PeopleSoft
Staging Database
MIS Checks Syntactical Checks P
Referential Checks Q
Quality Checks R

SCFF Relation to MIS Data Elements
There are three areas of allocation in the SCFF which require data from submitted MIS files. If an

element is used in calculation of the SCFF, the column titled SCFF in the spreadsheet will have an
“X” displayed. The use of MIS elements in SCFF is described below:
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Base Allocation

While the Base Allocation is primarily based on the CCFS-320 Apportionment Report, information
is also included regarding Inmate Correctional Facilities. This data is reported in the Special
Population (SG) Data File.

Supplemental Allocation

Supplemental allocations are based on financial aid awards for federal Pell Grants and for state
California College Promise Grants. This data is reported in the financial aid MIS files - Student FS
Demographics (FA) and Student Awards (SA).

Student Success Allocation
Student Success Allocations are based on multiple measures. The chart below relates each
measure to a MIS file submission.

Area Measure MIS Associate

File

Degrees Associates Degrees for Transfer Student Program
Associates Degrees Award (SP)
Baccalaureate Degrees

Certificates Certificates of 18+ units Student Program
Award (SP)
9+ CTE Units Course Basic (CB)
Student
Enrollment (SX)

Transfer Successful Transfer to a four yea Student
Enrollment (SX)
Completion of transfer-level math and Course Basic (CB)
English courses within first academic year Student

Enrollment (SX)

Living Wage MIS file data not applicable N/A

CCFS-320 Apportionment Report Relation to MIS Data Elements
While data for the CCFS-320 Apportionment Report in not drawn directly from MIS file
submission, elements that are critical for MIS reporting are also critical for CCFS-320

Apportionment Reporting. Ensuring this data is correct in MIS reporting will also ensure the data
is correct for CCFS-320 Apportionment Reporting. Critical MIS files that report data elements
also used in CCFS-320 Apportionment Reporting include:

e Course Basic (CB)

e Section Data (XB)
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e Session Data (XF)

e Student Basic (SB)

e Student Enrollment (SX)
If the CCFS-320 column in the spreadsheet has an “X” in it that indicates that the element is also
used in CCFS-320 reporting.

IPEDS Report Relation to MIS Data Elements

The CCCCO MIS Department reports IPEDS data to the National Center for Educational Statistics
(NCES) for all California community colleges. An “X” in the IPEDS column indicates the element
is used by the CCCCO for reporting to IPEDS. The CCCCO MIS Department uses MIS data to fulfill
reporting for the following IPEDS reports:

Reporting Period Report MIS Files
Completions Student Basic (SB)
Student Program Award (SP)s
12-month Enrollment Student Basic (SB)
Student Enrollment (SX)
Student Financial Aid Student Basic (SB)

Financial Aid - Student FS
Demographics (FA) and Student

Awards (SA)
Graduation Rates Student Basic (SB)

Student Program Award (SP)
200% Graduation Rates Student Basic (SB)

Student Program Award (SP)
Admissions Student Basic (SB)

Student Enrollment (SX)
Outcomes Measures Student Basic (SB)

Student Program Award (SP)
Financial Aid - Student FS
Demographics (FA) and Student
Awards (SA)

Fall Enroliment Student Basic (SB)
Student Enrollment (SX)
Course Section File (XB)
Course Session File (XE)

Human Resources Employee Demographic (EB)
Employee Assignment (EJ)
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Phase II - Design: Standards and Recommendations

Standards

During the interviews, the method of data entry into the various systems was discussed. It was
noted that standard forms for students are used across the District. In addition, standard coding
is used for capture of student services rendered across the District as well. Also, the District uses
common course numbering for all curriculum across the District. These practices are serving
students and the District well and should continue.

One area of note is the lack of a set of data entry standards used for all data captured in the
various systems at the District. This can result in inconsistent data and poor sorting/searching
functionality.

Findings and Recommendations
Definitions
To assist the reader in understanding the Fit/Gap Analysis, Findings and Recommendations the
following are the definitions used for this report:
e Gap — a gap is a condition that causes concern because the result could be loss of
funding, loss of students or waste of resources not effectively/efficiently used
¢ Finding —a finding is a condition is something that needs to be addressed to make the
institution better but does not raise the level of a gap
e Recommendation — recommendations provide specific guidance on what to do to
overcome a gap or finding based on best practice

Research Findings and Recommendations
CWP did research on the latest best practices in policy, processes and standards used by other
educational institutions to manage, protect and use data most effectively.

A summary of current research indicates the following common realities in higher education
regarding data:
e Datais the new “oil” that will fuel the economy and drive decision-making
e Data debt, much like technical debt, is requiring too much time and resources to manage
the data which is resulting in fewer resources spent doing new projects
e In addition, there is an onslaught of regulation and mandatory reporting (i.e. GDPR, etc.)
requiring more and more time and resources to understand, assess and implement. This
is in addition to staffing challenges and uncertain funding
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e Data is often siloed and not integrated causing lack of confidence in incomplete and
possibly conflicting information in reports and assessments resulting in a significant
amount of time reconciling any differences

e The traditional governance approach of compliance and control has left many institutions
disappointed with the results

e The resulting environment is unsustainable for many institutions

At PCCD, these realities are present as evidenced by the findings in the Fit/Gap Analysis and in
several of the Recommendations presented later in this document.

Best practice indicates that a data governance policy and structure can result in trust-based
adaptive governance which eliminates fragmented data and decision-making regarding data. This
includes having a set of operational guidelines regarding data, a formal group who regularly
reviews the guidelines, and a process for continual improvement.

Fortunately, the PCCD Steering Committee used to manage this project is best equipped to drive
change to improve the management, protection and use of the institutions data.

CWP has developed a continuum of Data Usage and Management based on the research and on
experience in working with other higher education institutions. It is depicted below:

Diagram 1

Data Usage and Management

Managment

Institutional - Use the

Research - Analysis for
DataQuality  Analyze the DeC|§|on—
Analyst - Data making

Validate the
ITS Staff - Data and

Processthe p oo
Data

End
Users -

Supply
the Data

Diagram 1 depicts the various roles with regards to data usage and management that need to be
present at an institution for it to effectively use and manage data over time. The roles include
end users who supply the data through their daily activities, IT staff who process the data but do
not have the expertise to know if the data is accurate, data quality analyst(s) who provide
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validation of the data and processes, Institutional Research staff who regularly analyze the data
and report out on the findings and management who uses the analysis done by institutional
research for sound decision-making. If these components are present the institution will
effectively manage and use data for improvement of the institution.

Based on current research and best practices presented, CWP presents the following

recommendations and reasoning for consideration:

Recommendation

Reasoning

Develop a comprehensive set of data policies
(Data Governance Policy) that addresses the
following:

e Data Integrity including the quality of
the data expected (Data Entry
Standards), ethical use of data, and
terminology standards regarding
institutional data

e Confidentiality including the privacy,
sensitivity, and security of data

e Availability of the data including
retention, storage locations and the
timeliness of data availability

An example of a foundational Data
Governance Policy is presented in Appendix
A.

Data policies can reduce confusion and
be a single source of truth regarding
acceptable data management, security,
and use

A level of trust regarding the data will
develop over time because management,
security and use are consistent

Decision making regarding data
management, security and use will be
centralized and more universally
understood reducing staff time on these
issues particularly for IT and Research
departments

Use the Steering Committee for this project
to be data stewards defined in the
foundational Policy by:
e developing the operational guidelines
mentioned above,
e tracking the implementation of the
recommendations in this report.
Further, consider having the person(s) filling
the CWP recommended data quality analyst
function as the chair of the committee. See
Gap Analysis recommendation #5.

The resulting Data Usage and Management
organizational structure is shown in Figure 6
below.

This committee has worked on this
project from the outset and understands
the importance of data stewardship
Many of the necessary members of the
District community are present including
Educational Services, Instruction, Student
Services, Research, IT, etc.

This group can work to arbitrate any
disputes about the use of data

This is not unlike the Institutional Review
Board used in many institutions to study
human subjects

The data quality analyst function can
provide the support for the committee
and be the interface between all the
parties involved
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Figure 6 — Data Usage and Management

Board of Trustees — Set Strategy Based on Data

STAFF

OPERATIONS Data Quality
Analyst -
Validate the
Data and
Processes

IT Staff -
Process the
Data

End

Users -

Supply

the Data

eeri
ommitte

Stewards,

Managment -
Institutional Use the
Research -  Analysis for
Analyze the Decision-
Data making

Data Trustees,

Administrators

Data Users

POLICY &
STRATEGY

Procedure

Board of Trustees — Establish Board Policy & Administrative

This figure uses the Data Usage and Management continuum and expands to show how the
institution can be organized based on the example policy provided in Appendix A to effectively
manage and use data. The Board of Trustees are responsible to set policy and strategy for data
collection and usage. The Chancellor and District staff including the Steering Committee are
responsible for the operations aspect of data collection, storage and management using the

example Data Governance Policy presented in Appendix A.
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Fit/Gap Analysis Recommendations
The Fit/Gap Analysis resulted in eleven (12) gaps identified by CWP. Table 2 below contains the gaps with the associated reasoning for
the gap to be addressed and recommendations for improvement.

CW/P september 27, 2021



Gap Description
Potential under-reporting of
Financial Aid data

Table 2 - Fit / Gap Analysis

Reasoning
Statewide average is 61.5% of students
receiving Financial Aid; Peralta is at 41% which
is significantly lower
Peralta is only reporting students enrolled at
census for Financial Aid and not capturing
students who may have attended one session
of a weekly or daily attendance method
course
Summer reporting may not have been
captured
Mismatch of “fee waiver campus” with
“attendance campus” may be causing
reporting to be incomplete
Reporting of SO promise grants of up to 7%
not reported
Annual changes to financial aid are difficult to
track

Recommendation
Involve Financial Aid staff in validation of MIS
reporting to maximize funding

Report all students who enroll and whose
drop date is after the first class meeting

Capture Federal Financial Aid reporting (Pell)
as a trailer (Fall/Spring/Summer)

Capture Promise Grant Financial Aid reporting
(CCPG) as a header (Summer/Fall/Spring)

When a student is granted a fee waiver at one
of the four colleges, use a sync process to
create the other three college fee waiver
record — contact Los Rios CCD for advice on
how to implement this change

Report all SO promise grants up to 7% of total
reported students

Hire a consultant twice a year (or more if
needed) who is familiar with PeopleSoft to
train staff on performing aid year and
semester setup, review system setup and
validate processing will be done properly;
consider using BFAP funding

CW/P september 27, 2021



Gap Description
VTEA/Perkins funding may not
be maximized

Reasoning
Students who enroll walk-up (not online) are
not completing the “Student Enroliment
Survey” and potentially not being counted if
they are taking VTEA/Perkins eligible classes
Courses that are part of the CTE
Degrees/Certificates may not be coded as
SAM A-D
Student Enrollment Survey contains much
more data collection than just VTEA/Perkins
which may be causing students to improperly
answer all questions

Recommendation
Require all students to complete the “Student
Enrollment Survey” regardless of how they
register

Perform a detailed analysis of all CTE
Degrees/Certificates to make sure all courses
and pre-requisites to those courses are coded
SAM A-D

Streamline the Student Enrollment Survey to
ask only what is needed. For example:
e Ask to verify email and phone and only
update if needed
e Remove educational goal/major for
each semester — consider once a year
e Move VTEA/Perkins to the top
e Don’t ask what is not necessary
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Gap Description
Student experience is not
optimized

Reasoning
Staff express concerns about student
processes being cumbersome and frustrating
for students
Staff express concerns regarding the lack of
clarity for students regarding which District or
campus department supports which functions
(i.e. who do I call?)
Staff express concerns that systems are
cumbersome and outdated
Student frustration may be causing students
to explore other options which potentially
affects funding opportunities
Registration process allows registration at all
four sites yet four separate schedules are
produced
Students are shared across all District sites
Educational plans are not consistently
collected in the system and used to determine
optimal course offerings
All campuses use shared systems and forms

Recommendation
Continue use of shared systems and forms
across the District to minimize student
confusion and frustration

Develop process maps of the student
experience from the student perspective and
streamline processes where possible,
including standardizing processes across all
colleges

Use educational planning capabilities and
system data to optimize course offerings
based on need to enhance student success

Consider production of a single catalog and/or
schedule of classes or online version that
encompasses all four institutions
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Gap Description
Lack of clarity in roles &
responsibilities in departments
where both campus and
District departments support a
function

Reasoning
Lack of clarity in roles and responsibilities for
functions between campus and District staff in
areas with both campus and District
departments (i.e. Financial Aid, Admissions &
Records)
Staff express concerns that students do not
know who to contact for support with shared
functions
Multiple departments are performing similar
functions at the District and campuses

Recommendation
Examine current structure of departments at
both District and campuses and optimize the
structure to best support students and
eliminate duplicate effort

Clearly define roles and responsibilities of the
similar departments at District and campus
and clearly communicate this to students and
staff
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Gap Description
Management and
coordination of data is not
formalized; no Data
Governance policy

Lack of trust in the data

Data Quality is not a priority
for the institution

See Diagram 1

Reasoning
End users report a lack of trust in the data
because they do not have an opportunity to
validate the data they produce before it is
reported
Users not required to take responsibility for
their own data; lack of clarity in roles and
responsibilities regarding data collection and
processing
There is no audit function prior to MIS
submission in most departments;
departments report that they do not see the
MIS data until after the term is over in the
form of error reports and data mart results
Users report data mart outcomes do not
match department collected data resulting in
possible lost funding opportunities
No formal coordination of data/processes
across all departments
District IR is currently responsible for all
reporting activities
Departments question the need to maintain
the data if funding is not affected (i.e. SSSP)
Enrollment records often have a grade
reported of “XX”

Recommendation
Develop and implement a Data Governance
policy and structure

Create district data quality analyst function for
coordination of state reporting, federal
reporting, and ad-hoc internal reporting

Emphasize the importance of the data
collection, reporting and analysis functions
across the District by educating all those
involved in these processes on the importance
of data collection and reporting

Involve users in all aspects of data collection,
validation, and reporting

End users should be performing data
validation prior to submission of data using
audit reports designed for each functional
area
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Gap Description
PeopleSoft functionality not
fully leveraged

Custom SQL-based MIS
reporting application
developed in-house

yA Multiple data stores are used
for processing and reporting
functions

Reasoning
Staff often claim they do not understand the
system functions in PeopleSoft and have not
been trained in its use
Auto-awarding of degrees is not being done
Shadow systems, usually in the form of
spreadsheets, are used to monitor and
validate data and are more trusted than
college systems
Customized system used for MIS reporting
that has to be consistently maintained
Use of outside shadow systems creates a risk
regarding the security of data

Currently there are three data stores:
PeopleSoft, ODS Staging Database (MIS
reporting), and Data Warehouse (BIDW)
Although all are connected the timing of the
transfer processes may result in incomplete
and inaccurate data reporting

IT must maintain multiple systems and data
interfaces

Recommendation
Complete an analysis to determine if
PeopleSoft is used the fullest extent possible
(i.e. Educational Planning, Degree Audit,
Workflow, Absence Management, MIS etc.)

Implement auto-awarding of
degrees/certificates to maximize funding and
service students

Conduct a Cost/Benefit analysis of using
consulting services versus in-house
development to develop and maintain MIS
reporting functionality

Consolidate all data into one single source of
truth using specialized consulting resources
that can optimize performance and streamline
maintenance
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Gap Description
Significant loss of institutional
memory has occurred
resulting in inadequate
Training/Cross-training of staff
with regards to functionality
and reporting capabilities

Lack of proper access to
PeopleSoft and inadequate
Training/Cross-training of staff
with regards to functionality
and reporting capabilities

Reasoning
High turnover has caused a loss in institutional
knowledge regarding data quality and
maintenance
Staff report that they do not understand how
the system works with regards to PeopleSoft
functionality so they do not know how to best
use the system
Departments report lack of support in the
functionality and reporting capabilities of the
systems
Departments report that they do not have
subject matter experts in use of the
PeopleSoft system
Staff report they do not have access to the
system tools that would make them more
responsive to student needs and more
productive (i.e. report creation)
Staff report feeling discouraged because they
do not have the tools to be effective
Departments rely on other departments who
do have access to provide them information
or they wait for IT to complete reports which
often has a long lead time

Recommendation
Develop subject matter experts in each
department on system functions

Use the resulting process and data maps from
this report to provide functional training for
department staff conducted by subject matter
experts including: 1) facilitating an annual
review of processes with end users, 2) cross-
training of existing departmental staff and 3)
training of new staff

Provide system functionality training either in
person or online

Develop staff FERPA/security/reporting
training and conduct the training with all staff
who request additional access

After training, grant access to system
functionality and reporting capabilities that
will make staff more self-reliant when it
comes to reporting using PeopleSoft and help
to eliminate shadow systems (i.e. outreach
reports, enrollment verifications, etc.)
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Gap Description
Student attributes not
systematically maintained

Dependency on manual and
paper processes

NOTE: specific
recommendations are
presented in Summary of Task
— Recommendations by
Department in Appendix D

Reasoning

Student groups maintained in PeopleSoft are
not consistently reviewed and maintained by
all departments which may affect funding
Home Campus is reported as an issue
Enrollment/Residency status is not
systematically maintained in a coordinated
fashion but done on a best-efforts basis in
areas such as:

o Special Admit/Dual Enroliment

Students

o International Students
Student WIA status is not collected and
monitored

Use of manual data entry and the collection of
data on paper is prevalent across all
departments leading to inefficient use of
resources

There is no digital imaging system in place
which allows easy access to student
information

Workflow capabilities are not used either
within a department or across departments

Recommendation
Develop a methodology and assign
responsibility for the maintenance of all
student groups in PeopleSoft

Develop standards for Home Campus
designation and adhere to the standard across
the District

Develop a methodology and assign
responsibility for Enrollment and Residency
status for the maintenance of these in
PeopleSoft

Collect and report WIA status by creating a
student group for this population

Eliminate manual entry where possible — use
electronic data capture such as online forms
and systems which interface directly with
PeopleSoft

Select and implement a digital imaging system
that is integrated with PeopleSoft

Implement the use of workflow where
possible to streamline processes and share
information
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- Gap Description

Annual MIS resubmission only
by request

Reasoning Recommendation
Annual MIS submissions are done only by Perform annual resubmission of MIS data to
request capture changes and corrections in data as a

Data is frequently updated after initial capture normal course of business
to correct errors and update records which

may not be captured in MIS reporting because

of the very limited early audit functions in the

current customized MIS system
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Training and Cross-training Recommendation

CWP feels it important to expand on Fit/Gap Analysis recommendation #8. The most important
concept in this recommendation is that communication between the various departments
responsible for data submission across the district as well as continuous training for staff
responsible for data entry are key to ensuring that District data is accurate and consistent.
Communication and training need to be institutionalized to ensure that they are inclusive of all
necessary departments and continually updated based on changes to MIS reporting, PeopleSoft
processes and additional data reporting needs despite changes in organizational structure and
personnel.

The expanded recommendations outlined below start at the highest level of district coordination
and move down to college staff members who are directly responsible for daily data collection

and processing. The recommendations are:

1. District Data Quality Analyst (new)

This is a new function recommended in Fit/Gap Recommendation #5. This function
would:

e Coordinate the development of standard operational procedures that produce
accurate and timely data in support of research, evaluation, and assessment
functions; and

e Provide leadership and technical expertise to ensure district data is accurate
and complete; and

e Coordinate operational activities related to district reporting to meet state and
federal reporting requirements.

2. IR Staff
The IR Staff have a high-level view of the reporting process for all district areas. They
combine the technical knowledge of SQL report creation with the process reporting
knowledge for the district.

From this viewpoint, the IR Staff should analyze the annual MIS updates from the

Chancellor’s office to determine if MIS reporting is impacted. If so, the IR staff should:

a) Coordinate testing to ensure MIS reporting processes remain effective and
efficient; and

b) Review Process Flows and incorporate any related changes.
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3. Data Entry Staff
Data Entry Staff are the end users who, as part of their daily job, enter data in any of
the systems that collect data for MIS and other reporting. Training should be
conducted with this staff annually using the Process Flows to:

a) Review Process Flows in detail for each area; and

b) Review and confirm understanding of PeopleSoft translation, parameter and
validation tables; and

c) Review and confirm understanding of all MIS edits - syntactical, referential,
and quality —related to their department data; and

d) Review Data Entry Standards.
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MIS Grouping Process Flows, Findings and Recommendations

In addition to the gaps identified for the District, CWP had findings that should be addressed to improve the institution but are not
necessarily impacting funding, student retention and resource usage. In this section of the report the Process Flows (current and
proposed), findings, and recommendations (both Gap and Department specific) are presented and are organized by department most
responsible for the data.

Because some of the Process Flows contain detailed information that is hard to read, they will also be provided to PCCD in Visio format
separately for use by the District.

Admissions and Records - SB (Student Demographics), SX (Student Enrollments) and SP (Program Awards)

SB Data File
The Student Basic (SB) Data File is reported during each term reporting period for students who meet the reporting criteria for any
term or annual based student files including:
e SC/CW — Student CalWORKS Data
e SD - Student DSPS Data
e SE —Student EOPS Data
e SF/FA —Student Financial Aid
e SG —Student General Population
e SP —Student Program Awards
e SS—Student Success Data
e SV -Student VTEA Data
e SX-—Student Enrollment Data

Data in this file contains student demographic information as well as academic history data.
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SB Current Process Flow

Student

Student Basic (SB) Data File — Current Process Map
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SB Proposed Process Flow

Student Basic (SB) Data File — Proposed Process Map
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SX Data File
The Student Enrollment (SX) Data File is reported during each term reporting period for enroliments that resulted in:

e Attendance in a course as of first census for daily courses or weekly census
OR

e Attendance in at least one meeting of a positive attendance class
OR

e A notation on the student official record.

Data in this file includes enrollment related dates, units and grades earned, positive attendance hours and an apportionment
status indicator.
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SX Current Process Flow

Student Enrollment (SX) Data File — Current Process Map
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SX Proposed Process Flow
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SP Data File
The Program Awards (SP) Data File is reported annually each September 1%t and is used to report information on student program
awards awarded during the prior fiscal year.
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SP Current Process Flow

Program Awards (SP) Data File — Current Process Flow
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SP Proposed Process Flow

Program Awards (SP) Data File — Proposed Process Flow
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SB, SX, and SP Findings and Recommendations

The following findings and recommendations are provided for Admissions & Records which would improve department
efficiency/effectiveness and provide potential cost savings (Gap Recommendations are also noted where appropriate):

Finding

Recommendation

Forms are common across all campuses

Continue to use common forms for students to minimize confusion

Campus and District Admissions & Records departments
roles and responsibilities are not clearly defined (i.e.,
residency, transcript evaluation, MIS corrections, etc.)

Develop roles and responsibilities for each department and clearly
communicate this to staff and students to avoid confusion and
double work (see Gap Recommendation 4)

A&R staff perform many walk-up registrations; this does not
capture information from the Continuing Student survey
needed for VTEA funding and other purposes

Consider providing kiosks for registration and training of students to
perform online registration under the guidance of A&R staff

Maintenance of student groups for priority registration are
done both at District & campus which may be causing
inaccurate lists over time

Clearly define roles for maintaining student groups to ensure lists
are regularly maintained and accurate; assign specific positions to
maintain the lists (see Gap Recommendation 10)

Definition of Home Campus is not clearly understood nor
consistent

Clearly define the determination of Home Campus and implement
(see Gap Recommendation 10)

Special Admit students may not be removed once graduated
as information is not always provided

Put in place process and responsible party to make sure Special
Admit students are correct each semester; automatically remove
Special Admit status when student (see Gap Recommendation 10)

Staff feel that access is limited to the system based on
security concerns; this puts a burden on certain staff who
have access

Review access restrictions for A&R staff and train the on proper
security; once training is completed grant access to make staff self-
sufficient (see Gap Recommendation 9)

Degree Audit functionality is not being used; auto-awarding
of degrees not in place

Implement Degree Audit and auto-awarding of degrees to better
serve students (See Gap Recommendation 6)

DB/Excel are used to track challenge forms and changes

Eliminate need for DB/Excel shadow systems to be needed for
tracking challenge forms and changes; implement online forms that
feed into PeopleSoft where possible (see Recommendation 6 & 11)
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Graduation Petitions are paper-based forms

Develop online graduation petition process that uses workflow to
route and process petitions and store results in PeopleSoft (See Gap
Recommendation 11)

Students must meet with a counselor to review/approve all
Degree and Certificate petitions for graduation

Review need for Counseling and Admissions & Records to evaluate
Degree and Certificate Petitions for Graduation to more quickly
process petitions for students

Campus A&R can award one degree/certificate in PeopleSoft
and District A&R must award any additional awards

Develop ability for campus Admissions & Records to award multiple
Degrees and Certificates

Transcripts/records are stored on a shared drive

Select and implement a digital imaging system (See Gap
Recommendation 11)

Change of Major process not clearly defined including
approval by Financial Aid to avoid student loss of funding

Clearly define the Change of Major process including approval by
Financial Aid and implement workflow to manage the process
including student notifications

Continuing Student survey is performed each semester and
includes VTEA, Athletics, change of major/goal and other
questions along with validation of student information; it is
lengthy and may be causing students to not complete it

properly

Review the Continuing Student Survey with an eye towards
streamlining (i.e. only ask change of major/goal annually; ask to
verify info already on file rather than re-enter student information,
move important items to top of survey) (see Gap Recommendation
2)

Student WIA status is not collected and monitored

Collect and report WIA status by creating a student group for this
population (see Gap Recommendation 10)

Validation of MIS data is done at the end of the year

Create audit reports for early validation of data by the campuses
(see Gap Recommendation 5)

Staff indicate that they feel that they do not understand
PeopleSoft functionality well

Conduct training on PeopleSoft functionality especially when new
releases of the system are implemented (see Gap Recommendation
8)

International students are not always properly identified and
get classified as out of state students

Add local additional questions to the online application to detect
and direct students to the proper international applications (see Gap
Recommendation 10)

International student data is manually entered in Terra Dotta
and PeopleSoft

Create a two-way synchronization process between Terra Dotta and
PeopleSoft
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Counseling and Assessment - SS (Student Success)
SS Data File
The Student Success (SS) Data File is reported during each term reporting period for student who:
e Enrolled in at least one class as of first census or later for daily or weekly census classes

OR

e Attended at least one meeting of a positive attendance class
OR

e Enrolled in at least one class that resulted in a notation on the student’s official record
OR

e Received pre-enrollment matriculation services.

The data reports the matriculation services a student received.
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SS Current Process Flow

Student Success (SS5) Data File — Current Process Flow
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SS Proposed Process Flow

Student Success (SS) Data File — Proposed Process Flow
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SS Findings and Recommendations

The following findings and recommendations are provided for Counseling which would improve department efficiency/effectiveness

and provide potential cost savings (Gap Recommendations are also noted where appropriate):

Finding

Recommendation

District is in the process of selecting an Orientation system

Continue District-wide effort to select and implement an Orientation
system that will interface with PeopleSoft

Continuing Student survey is performed each semester and
includes VTEA, Athletics, change of major/goal and other
questions along with validation of student information; it is
lengthy and may be causing students to not complete it

properly

Review the Continuing Student Survey with an eye towards
streamlining (i.e. only ask change of major/goal annually; ask to
verify info already on file rather than re-enter student information,
move important items to top of survey); use workflow to process
the changes (see Gap Recommendation 2)

Counselors and counseling staff manually enter data (i.e. Pre-
requisite clearances, SARS coding, etc.)

Eliminate or streamline the manual entry of data reserving
counseling time for students (see Gap Recommendation 11)

Excel is used to manage counseling information

Provide capability in PeopleSoft to capture all needed counseling
data and eliminate the double entry and storage of data (see Gap
Recommendation 6 & 11)

Appointment information is entered in both SARS and
PeopleSoft and is regularly verified to make sure they match

Develop a direct interface from SARS to PeopleSoft to eliminate the
double entry of data and regular verification

Documents are stored on the Shared Drive or local PC’s
which poses a security risk

Select and implement a digital imaging system (See Gap
Recommendation 11)

Staff feel that access is limited to the system based on
security concerns; this limits the ability for staff to detect
students over 30 units, perform early alert, outreach to
students at risk

Review access restrictions for Counseling staff and train the on
proper security; once training is completed grant access to use
reporting and analytic capabilities to allow staff to be self-sufficient
and better serve students (see Gap Recommendation 9)

Validation of MIS data is done at the end of the term

Create audit reports for early validation of data by the campuses
(see Gap Recommendation 5)

Degree Audit and Educational Planning tools in PeopleSoft
are not fully implemented

Complete the implementation of Degree Audit and Educational
Planning modules in PeopleSoft including non-credit (see Gap
Recommendation 6)
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Curriculum - CB (Course Basic)

CB Data File
The Course Basic (CB) Data File is reported during each term reporting period for each course in the college’s course catalog. The

course may or may not have section data associated with it during the reporting period. The file contains elements that describe

the course.
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Course Basic (CB) Data File — Current Process Map
= District Academic Affairs, 5 e
CCCCO Curriculum Board of Trustees 4 i / ‘Campus Curriculum District IR CCCCoMIs
Educational Services
Start
Review courses/ e
programs: prepare =it
or CIPD review &=
including comman ==
e e rograms
Curriculles
Meta
]
Approved? Ho.
|
YES
v
Board Develop Board
Approveaz "] Agenda
Board Agenda
Enter Course in
cceco
Cumiculum
System for
cco
Curiculum
[
81 Tools #
Review and
Update Curicalum
dta a< needed
CurricuNer
Mea
Validate Final
[ Courss & update
needed
oDs
Enter & Manage Peoplascit € Mis Fie CB M Fil
Course Clone D
Datain =
Peoplesoft Files ¢
submission ta Submit fles Process file
Produce Catalog & CCCEO WIS using
ddendium saL seripts
Produce Catalog &
Addendums as
needed
B s
Ertor File
Download and
Review Error Pl
Repons
cBMIs
Error Fis
[NOTE: H corrections| No
o be made in
Curricullet then the
course may go
1o the Curriculum
ttee for
approval and
wpdate
Process Data for
Producion
Revien
Error Fikes

CW/P september 27, 2021



CB Proposed Process Flow

Course Basic (CB) Data File — Proposed Process Map
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CB Findings and Recommendations

The following findings and recommendations are provided for Curriculum which would improve department efficiency/effectiveness

and provide potential cost savings (Gap Recommendations are also noted where appropriate):

Finding

Recommendation

Data stored in three systems including PeopleSoft, CurricuNet
Meta, and the Chancellor’s Office Curriculum Inventory (COCI)
is manually entered into each system as needed

Goal needs to be to input data once (Curricunet) then from there
upload to COCI (once it is available) for state approval and then
transfer to PeopleSoft once approved (system of record) to
eliminate multiple manual entry PeopleSoft contains the official
data about curriculum in order to schedule classes.

Develop programming to allow PeopleSoft and CurricuNet to share
curricular data

When COCI mass upload becomes available (development is in
progress) use it to upload all curriculum from CurricuNet for
approval

Curriculum Board Reports are manually prepared

Use CurricuNet to generate Board agenda items for curriculum
(see Gap Recommendation 11)

Four catalogs are produced: one for each college

Evaluate the costs/benefits of producing a single catalog (see Gap
Recommendation 3)

Staff report that they feel inadequate in understanding
curriculum processes even though online resources and
annual trainings are available; likely this is the result of high
turnover

Annually update the Process Flows and review the process with
campus staff; develop any needed faculty and staff training (see
Gap Recommendation 8)
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Disabled Student Programs & Services - SD (Student DSPS)

SD Data Files
The Student DSPS (SD) Data File is reported during each term reporting period for each student who had one or more contacts

with the DSPS Department. Data in this file contains information regarding the student’s disability.
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SD Current Process Flow
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SD Proposed Process Flow

Disabled Student Programs &t Services — DSPS- (SD) Data SD File — Proposed Process Flow
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SD Findings and Recommendations

The following findings and recommendations are provided for DSPS which would improve department efficiency/effectiveness and

provide potential cost savings (Gap Recommendations are also noted where appropriate):

Finding

Recommendation

AIM is being acquired and implemented at all sites

Campuses use of paper files/Excel /Access/Microsoft
Forms/DropBox and other tools pose a security issue for
student data and cause the same data to be entered multiple
times in multiple systems

Students are often shared across the campuses

Complete the implementation of AIM District-wide in a
consistent manner to eliminate the use of Paper
Files/Excel/Access/Microsoft Forms/Dropbox and other tools
using a common set of forms and integrating directly with
PeopleSoft. Fully leverage the functions of AIM.

(see Gap Recommendation 6 & 11)

DSPS documents are stored in multiple systems

Select and implement a digital imaging system or use AIM to
store DSPS documents (See Gap Recommendation 11)

SAM (Student Accommodation Manager) is used by one
campus

Consider use of SAM District-wide for accommodation requests
(if AIM does not provide this functionality)

CW/P september 27, 2021




Extended Opportunity Programs and Services and CalWorks - SE (Student EOPS) and SC/CW (CalWorks Data and Activity)

SE - Student EOPS

SE Data File

The Student EOPS (SE) Data File is reported during each term reporting period for each student who received services from EOPS.
Data in this file contains student demographic and financial information related to the EOPS program as well as EOPS eligibility

factors and status.
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SE Current Process Flow

Extended Opportunity Programs and Services -EOPS/CARE — (SE) Data File — Current Process Map
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SE Proposed Process Flow

Extended Opportunity Programs and Services -EOPS/CARE - (SE) Data File — Proposed Process Map
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SC/CW Data File

The CalWORKS data files - Student Data (SC) and Student Activity (CW) - are reported during each term reporting period for each
student who is CalWORKS eligible and attends at least one class meeting during each term reporting period. The data documents
the student’s requirements for meeting the eligibility for the CalWORKS program and related work activity the student participated

in.
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SC/CW Current Process Flow

CalWORKS Data Files — CalWORKS Student Data (SC) & CalWORKS Student Activity (CW) Data — Current Process Flow
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SC/CW Proposed Process Flow

CalWORKS Data Files — CalWORKS Student Data (SC) & CalWORKS Student Activity (CW) Data — Proposed Process Flow
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SE and SC/CW Findings and Recommendations

The following findings and recommendations are provided for EOPS/CalWorks/CARE which would improve department

efficiency/effectiveness and provide potential cost savings (Gap Recommendations are also noted where appropriate):

Finding

Recommendation

EOPS/CalWorks/CARE application is collected differently at
each campus

Develop an online EOPS/CalWorks/CARE application that directly
interfaces with PeopleSoft to store the data (see Gap
Recommendation 11)

Maintenance of EOPS/CalWorks/CARE student groups for
priority registration are done both at District & campus which
may be causing inaccurate lists over time

Clearly define roles for maintaining student groups to ensure lists
are regularly maintained and accurate; assign specific positions to
maintain the lists (see Gap Recommendation 10)

EOPS/CalWorks/CARE data is entered manually in Peoplesoft
& Excel; reconciliation between the two systems is ongoing

Capture all data from application directly into PeopleSoft and
eliminate the need for Excel to track data eliminating the need to
manually input data and reconcile PeopleSoft & Excel data (see Gap
Recommendation 6 & 11)

SARS data is manually entered into PeopleSoft

Develop an interface to import SARS data into PeopleSoft

Bl Tools Group Reports have been developed to track
EOPS/Calworks/CARE data; training on the use of this tool to
validate data early in the semester has begun

Continue training EOPS/CalWorks/CARE staff on the use of Bl Tools
Group Reports; provide security training & training on ability to
create reports to check units enrolled/Financial Aid information to
validate eligibility (see Gap Recommendation 5)

EOPS/CalWorks/CARE documents are stored on shared drive

Select and implement a digital imaging system (See Gap
Recommendation 11)
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Financial Aid SF/FA (Student Demographics and Student Awards)
SF/FA Data Files
The financial aid files - Student Demographics (SF) and Student Awards (FA) - are produced in an annual report for each student

who applied for financial aid. If the student received financial aid, a Student Basic (SB) record must be reported for each term
financial aid was received. The (SF) Data File contains general financial information about the student and the (FA) Data file
contains one record for each award the student received.
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SF/FA Current Process Flow

Financial Aid Files — Student Financial Aid Demographics (SF) and Student Awards (FA) — Current Process Flow
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SF/FA Proposed Process

Flow

Financial Aid Files — Student Financial Aid Demographics (SF) and Student Awards (FA) — Proposed Process Flow
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SF/FA Findings and Recommendations

The following findings and recommendations are provided for Financial Aid which would improve department
efficiency/effectiveness and provide potential cost savings (Gap Recommendations are also noted where appropriate):

Finding

Recommendation

Potential under-reporting of Financial Aid data due to:
e Definition of attendance
e Summer reporting
e Mismatch of “fee waiver campus” with
“attendance campus”
e Removing all SO promise grant reporting

Report all student who enroll and whose drop date if after the first
class meeting

For Pell, report Summer as a trailer
For Promise, report Summer as a header

Implement sync process for creation of fee waiver at each campus;
consult Los Rios CCD for their process

Report all SO promise grants up to 7% of total reported.

(see Gap Recommendation 1)

District is moving to CampusLogic for verification processing

Continue the implementation of CampusLogic consistently District-
wide with the ability to share information; setup the storage of
documents uniformly for easy access by all Financial Aid
departments to better and more consistently serve students

Financial Aid changes annually

Hire a consultant twice a year (or more if needed) who is familiar
with PeopleSoft to train staff on performing aid year and semester
setup, review system setup and validate processing will be done
properly; consider using BFAP funding (see Gap Recommendation
1)

Campus and District Financial Aid departments roles and
responsibilities are not clearly defined

Develop roles and responsibilities for each department and clearly
communicate this to staff and students to avoid confusion and
double work (see Gap Recommendation 4)
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Forms are largely paper based (i.e. Appeals, applications, etc.)

Develop online forms that directly interface with PeopleSoft (see
Recommendation 11)

Paper files are used for student information

Select and implement a digital imaging system for all document
storage (See Gap Recommendation 6 & 11)

Validation of MIS data is done at the end of the term

Create audit reports for early validation of data by the campuses
(see Gap Recommendation 1 & 5)

Students respond better to texting than email

Investigate the use of texting tools to communicate with students
using texting in addition to email (i.e. Qless, etc) to better serve
students

Manual input of awards including EOPS/Care

Work with IT to develop logic to import awards where possible
from funding sources and to post EOPS/Care awards when
awarded (see Gap Recommendation 11)

Excel used to track awards and FWS; may be stored on local
computers which introduces a security risk

Eliminate the need for Excel to track awards and FWS students by
using PeopleSoft functionality; develop ability to import FWS pay
information into Financial Aid (see Gap Recommendation 6 & 11)

Change of Major process not clearly defined including
approval by Financial Aid to avoid student loss of funding

Clearly define the Change of Major process including approval by
Financial Aid and implement workflow to manage the process
including student notifications

SAP Processing is not deemed reliable

Review and document the SAP process and validate that it is
working properly
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Human Resources - EB (Employee Demographics) and E] (Employee Assignment)

EB Data File

The Employee Demographic (EB) Data File is reported during each term reporting as well as annually for all employees who had
an assignment associated with teaching a section reported in the Section (XB) Data file. The EB Data File contains information
related to the assignment including assignment type, accounting code, weekly hours, hourly rate and FTE associated with the

assighment.
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EB Current Process Flow

Employee Demographic (EB) Data File — Current Process Flow
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EB Proposed Process Flow

Employee Demographic (EB) Data File — Proposed Process Flow
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EJ Data File

The Employee Assignment (EJ) Data File reports the assignment records of every employee who has an Employee Demographic (EB)
during the year. Every EB record must have at least one EJ record but is limited to 25 EJ records. The EJ record contains FTE, pay,
leave, and hours worked information. Submissions of the Employee Assignment data records are due once a year, during January,
reflecting the employee activity during the Fall term.
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EJ Current Process Flow

Employee Assignment (EJ) Data File — Current Process Flow
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EJ Proposed Process Flow

Employee Assignment (EJ) Data File — Proposed Process Flow
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EB and EJ Findings and Recommendations

The following findings and recommendations are provided for Human Resources which would improve department

efficiency/effectiveness and provide potential cost savings (Gap Recommendations are also noted where appropriate):

Finding

Recommendation

Employment application is entered by applicant into
PeopleAdmin and then once hired manually entered into the
PeopleSoft system

Develop ability to import data from PeopleAdmin into PeopleSoft

Forms for information changes and personnel actions are
manual

Create online Personal Information Change Form and Personnel
Action Form with ability to directly interface data to PeopleSoft
see Gap Recommendation 11)

Hiring packet is administered through Adobe Sign but is then
manually entered into PeopleSoft

Develop ability to import data from Adobe Sign into PeopleSoft

ePAF (Electronic Personnel Action Form) is cumbersome and
requires multiple clicks to approve

Streamline ePAF approvals in PeopleSoft (see Gap
Recommendation 6)

Time & Labor functionality in PeopleSoft is not used;
timesheets are manual

Implement Time & Labor functionality in PeopleSoft (see Gap
Recommendation 6)

Absences are manually tracked

Implement Absence Management functionality in PeopleSoft (see
Gap Recommendation 6)

Evaluations and Professional Development is tracked
manually

Select a product to track evaluations and professional
development and implement

Adjunct Faculty are not regularly terminated in the system per
the contract

Regularly terminate Adjunct Faculty per the contract

MIS data is not validated early in the semester/year;
processing and correction only occur at end of term or
annually

Create audit reports for on-demand early validation of data (se
Gap Recommendation 5)
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Schedule - XB (Section Data), XE (Faculty Data) and XF (Session Data)
XB, XE, & XF — Section, Faculty and Session Data Files
The course files consist of three files that document the courses taught during a term. These files are:

e Section (XB) Data — Data that describes each section taught during the reporting term. This file describes the accounting
method of the course (weekly, daily, positive attendance or independent study) and section characteristics such as number
of units, student contact hours and special course status.

e Session (XF) Data — Data that describes each session taught within an associated section. This file describes instructional
method, meeting times and days, and session hours.

e Faculty (XE) Data — Data that describes the faculty assignment for each session including assignment type, percent of load,
FTE associate with the session and an hourly rate.
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XB, XE & SF Current Process Flow

CW/P september 27, 2021



