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� Develop stronger programs to support “under-prepared” students 

� Develop clear “stepping stones” with reasonable credit hour requirements for all 
degrees and certificates; revisit credit hour requirements for AA degrees and 
revise to minimize unnecessary deterrents to student success 

� Institute more educational paths that include meaningful work experiences 

� Administer student learning needs’ assessments that help to identify the best 
instructional and course placement, given students’ learning styles 

� Implement an effective VCCCD Program Review process with linkages to 
anticipated programmatic needs and student and community needs (rather than 
historical precedence) 

� Establish an effective VCCCD enrollment management program, involving 
analysis of programs that might involve right-sizing, merging, or phasing out of 
programs or offerings, and phasing in of new programs to meet the evolving 
student and community needs 

� Eliminate unnecessary duplication of high-cost or under-enrolled programs across 
the Colleges 

� Optimize student access by offering classes at convenient times (nights and 
weekends), variety of media (online or in class), teaching styles, and frequency of 
course offerings 

� Assess the roles and responsibilities of the Deans and Academic Chairs at the 
Colleges to balance workload, establish accountabilities, and ensure student-
learning needs are met.  (For example, some smaller disciplines might have one 
chair shared across all Colleges.) 

Sub-Recommendation 24.6:  The academic community should analyze the benefits of 
non-traditional course offering formats to meet the needs of students and the 
community. 

Traditional semester-length courses may not meet the scope of needs of the greater Ventura 
County community.  Specifically, current and potential students might be discouraged from 
attending a College if the traditional semester-length courses seem excessively long for the 
skills they want to master. 

Therefore, with the Vice Chancellor of Student Learning, the Colleges should assess the 
benefits of increasing the flexibility of course scheduling and offerings to attract more 
students to short-term degree or certificate classes, including intensive weekend courses, 
six-week vocational courses, evening programs, etc. 
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Sub-Recommendation 24.7:  VCCCD’s library managers should collaborate to ensure a 
fully integrated library system with, as appropriate, shared resources and staff.   

The Vice Chancellor of Student Learning should work with the library managers to explore 
the potential for integrating processes, technology, and resource sharing across the libraries. 

STRATEGIC COST MANAGEMENT OF ACADEMIC PROGRAMS 

Recommendation 25:  The Colleges should adopt a Strategic Cost Management approach to 
their instructional programs to maximize their ability to meet students’ needs and balance 
future years’ budgets. 

In recent years, many of the California community colleges have had to come to terms with 
a structural mismatch between their sources and uses of funding, particularly Program 
Based Funding.  Within VCCCD, instructional expenditures have increased because of the 
investments in technology, salaries, and benefits.  Administrative requirements to track 
programmatic expenditures, direct and maintain facilities, administer human resource 
programs, manage categorical programs, and comply with governmental reporting, have 
become more resource-intensive.  The administrative and managerial complexities of 
governance add to the cost. 

If VCCCD continues to face a revenue-expenditure mismatch in the forthcoming years, 
its preferred strategy should be to enhance revenues and capabilities to meet demands, 
rather than to curtail important educational offerings or restrict enrollments.  Without 
such a strategy, these budget difficulties may become ongoing debates during budget, 
planning, and Board meetings.  “One-time fixes” frequently do not address the underlying 
problem.  Therefore, many institutions only postpone the inevitable, operating in a classic 
“downward spiral.”  In the process, they drain contingency reserves and personnel to the 
point where more comprehensive corrective action is simply outside their reach.  Thus, 
VCCCD should aggressively pursue three strategies: 

� Diversify its revenues sources (already discussed) 
� Reach the established “cap” levels for enrollments (discussed under Marketing) 
� Adopt a Strategic Cost Management approach. 
 

The Strategic Cost Management approach requires Deans, Chairs, and faculty to understand 
the financial implications of FTES and WSCH data.  Within VCCCD, the Colleges 
currently have WSCHs that fall below the State average (or target of 525 WSCH); increases 
in WSCHs will not only generate more net revenues but also will help VCCCD to be in 
compliance with the 50% Law. 

The Strategic Cost Management approach dovetails with Recommendation No. 1 (and 
complemented by Recommendation Nos. 2, 3, and 4).  The Colleges should revisit and 
refocus their missions and marketing strategies to meet student and community needs 
during the strategic planning process.  Within the framework of their missions, the Colleges 
can evaluate individual activities and programs against the goals of that mission.  The 
Strategic Cost Management approach also requires that the College faculties look outside 
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the boundaries of their four walls, and assess the strategic importance of their programs, 
facilities, and community service offerings in the broader context of the community.  In 
addition, this broader perspective is important in helping the Colleges to: 

� Assess their position in the community 
� Understand ways in which external linkages and alliances may be used to 

reinforce these strategic linkages. 
 

Revisiting a College’s mission is no simple task because different programs and areas of the 
College offer different perspectives and interpretations of the mission.  This task must be 
completed using governance principles. 

� Step 1 – Develop a framework for defining programs in terms of how they 
meet a College’s primary, secondary, and tertiary mission.  To accomplish this, 
a framework stratifying a College’s goals of primary, secondary, and tertiary 
importance should be developed, and program offerings mapped to correspond to 
these goals.  For example28, in the community college setting in California, the 
primary mission is to offer programs that lead toward the associate degrees and 
vocational certificates; transfer to four-year colleges or universities; or promote 
economic and workforce development.  The secondary mission is to provide 
programs that help students with basic skills development, citizenry skills, etc.  A 
tertiary mission might be those programs that pertain to life-long learning, 
continuing education, community initiatives, etc.  This stratification gives the 
College the means to assess the relative value of the programs to the College’s 
mission. 

� Step 2 – Determine the relative “revenue productivity” of programs.  Second, 
existing program offerings should be measured by whatever factors VCCCD’s 
information systems will support to determine relative revenue productivity of the 
offering (e.g., revenue productivity may be measured in terms of faculty load, 
FTES generated, WSCHs, load, support for matriculation goals, etc.).  On the 
basis of KH’s initial analysis, the Colleges each need to increase their overall 
faculty productivity, given the State target of 525 WSCH. 

� Step 3 – Stratify the programs in terms of their mission and revenue 
productivity.  The resulting information may be displayed as a matrix to stratify 
program offerings into the following summary categories: 

                                                      
28As per the California Community Colleges Chancellor’s Office. 
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VALUE vs.
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KH’s Strategic Cost 
Management Model

 
KH’s Strategic Cost Management approach assumes that each College is capable of self-
renewal, has the capacity to increase revenues, and can involve stakeholders in providing 
input to how they can help the organization and operations overall.  Through a combination 
of these techniques, Strategic Cost Management presents an alternative to reactionary 
management and would allow the Colleges to revitalize their operations, refocus their 
programs, and better serve their community needs. 

� Primary Mission, Positive Revenue – These core programs support the 
Colleges’ primary mission.  Excess revenues over expenditures for these 
programs offer a source of funding to subsidize Primary and Direct Support 
activities with lower financial returns. 

� Primary Mission, Neutral Revenue – These core programs are essentially self-
funding for the College.  They should be retained although they do not offer the 
financial strength to subsidize less productive activities. 

� Primary Mission, Negative Revenue – These core programs should receive first 
allotment of excess funds generated from other programs. 

� Direct Support, Positive Revenue – These are valuable offerings to the College 
in that they can help to subsidize Primary Mission activities. 

� Direct Support, Neutral Revenue – These offerings operate on a break-even 
basis and support the secondary mission (but are not essential to the primary 
mission).  These programs should be monitored, however, to ensure that revenue 
productivity does not decline.  If they become marginal contributors, they may be 
better delivered if consolidated, offered in some other manner, or provided 
outside the College’s boundaries. 
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� Direct Support, Negative Revenue – These programs are candidates for 
allotment of any excess funding after Primary Mission requirements are met.  
They are marginal performers, which should be considered for restructuring to 
improve revenue productivity or elimination if funding is unavailable or 
restructuring is not feasible. 

� Indirect Support, Positive Revenue – These “cash cows” may enable a College 
to subsidize high and Direct Support activities with low revenue productivity. 

� Indirect Support, Neutral or Negative Revenue – These marginal performers 
are not strategically important, offer no direct benefit, and probably consume 
administrative resources.  Consequently, they are candidates for elimination, 
redesign, or transfer to alternate vehicles outside the College. 

KH discussed some initial Strategic Cost Management frameworks with the Colleges 
during the course of the review.  DAC and the Colleges should expand on KH’s initially 
collected data, including the development of common definitions and identification of other 
programmatic costs and revenues. 

The outcome of such analysis allows the Colleges to identify poor or marginal performers, 
which drain the resources without generating a corresponding return within the perspective 
of the Colleges’ goals.  The implication is not that all such poor or marginal performers are 
candidates for discontinuance.  Rather, the Colleges might explore ways to combine these 
programs with stronger counterparts, such as through a combination of small and larger 
departments, to retain the program offerings.  If additional revenues are available, the 
Colleges can invest such funds as seed money for new programs.  Some of the questions 
that each College must address: 

� What must the WSCH goal be to achieve a balance in available resources? 

� What are areas that could be grown, particularly those that can have a positive 
impact on revenue? 

� What improvements in programs could occur that would have a positive impact 
on revenue?  A neutral impact on revenue? 

� What improvements/modifications could be made with Primary Mission 
programs that require subsidization? 

� What improvements/modifications could be made with Direct Support programs 
that require subsidization? 

� What Indirect Support Programs that require subsidization are candidates for 
either downsizing or elimination OR identified as “incubators of innovation” 
programs with a defined period to prove sustainability? 

Chairs, Deans, and Directors should develop plans and strategies to address those programs 
with positive versus negative financial results.  Those programs with positive financial 
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trends might be increased whereas those programs with negative results would signal the 
potential need to: 

� Combine sections, defer courses, and increase average class sizes 
� Develop alternative revenue sources where opportunities are available 
� Urge some programs to reduce expense budgets built to support prior years’ 

large enrollments 
� Ascertain whether some programs of low instructional priority could at least 

achieve fiscal viability 
� Collaborate to develop criteria for determining the optimal department size 

and consolidate unnecessarily small departments within Colleges or across 
Colleges. 

 
If implemented, Strategic Cost Management encourages an entrepreneurial spirit in 
designing and delivering programs that meet students’ and community educational needs 
and interests. 

ATHLETIC PROGRAMS 

Recommendation 26:  The Colleges should routinely analyze the participation rates, support, 
and investments required to operate their numerous athletic programs. 

The communities are very supportive of the athletic programs at the Colleges but not all 
programs are equally supported – either by the community or the students.  Despite 
significant successes by and community support for some teams, VCCCD should establish 
a task force to: 

� Review athletic programs – the number, the participation rates, the costs – at the 
Colleges 

� Through benchmarking and participation rates, objectively analyze the optimal 
balance of inter-collegiate sports, by College (particularly Ventura College’s 18 
programs) and across Colleges 

� Assess sports facility requirements and determine viability of opportunities to 
collaborate with community resources (e.g., assess the need for multiple new 
stadiums – one at Ventura College and the nearby local high schools) 

� Explore the potential for further linkages between VCCCD athletic programs and 
the community. 

Athletic Directors should work with College Foundation staff to explore with the local 
communities how to increase fund-raising, community support, and other involvement with 
local athletics.  The Colleges should support the marketing and increased use of athletic 
facilities by the communities. 
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STUDENT SERVICES 
As discussed under “An Integrated Approach to Academic Learning At VCCCD”, Student 
Services requires a well-defined philosophy of how it supports the student learning 
experiences and what is the appropriate level of support for achieving desired student 
outcomes.  Recommendation Nos. 24 and 25 under “an Integrated Approach to Student 
Learning at VCCCD” are also relevant to Student Services. 

Recommendation 27:  The Colleges should enhance counseling and advising services. 

During the student focus groups, students identified counseling as a concern in terms of the 
availability of counselors, particularly at the start of a semester, and the amount and quality 
of information provided.  In addition, open-ended responses given on the Ventura County 
High School Survey indicate that VCCCD counseling services is an area for improvement.  
Particularly, survey participants did not perceive that VCCCD counseling is a continual and 
effective process from recruitment through informed assistance and promotion of 
matriculation. 

DCSL should form a Counseling Task Force with representatives from the three Colleges 
to explore strategies for improving the effectiveness and efficiency of the counseling 
services they provide.  This Task Force should review current practices, identify best 
practices proven successful elsewhere, and recommend changes.  Some ideas proven 
successful elsewhere are: 

� To increase efficiency, some colleges schedule large student advising groups.  At 
some colleges, to reach the largest numbers of students, faculty and counseling 
staff work as a team to conduct such sessions in all first-year English and 
Mathematics courses and in selected vocational courses.  The individual 
counseling sessions can then focus on specific student issues. 

� Some colleges have non-counseling staff handle more of the routine student 
registration requests and questions (e.g., new students, reentry students, high 
school students, potential students, transfer students, new student orientation, 
prerequisite verification, graduation checks, matriculation information, career 
resources, general education requirements at the California State University or the 
University of California systems, etc.). 

� Some colleges and universities, particularly four-year institutions, implement a 
faculty mentoring or advising program, especially at the start of the semester.  
Some community colleges assign majors to faculty as advisors in their chosen 
disciplines.  The college counselors then focus on the undeclared majors, more 
complicated advising, and counseling. 

Depending on the counseling model adopted, the Colleges would require a triage approach 
so the criteria for determining what issues can be referred to a faculty advisor, counselor, or 
classified staff are pre-defined and well communicated to students. 
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The Task Force should not compromise quality or student learning outcomes in identifying 
the best practices. 

FACILITIES 
REVENUES AND ENERGY EFFICIENCIES 

Recommendation 28:  VCCCD should maximize the fees that it can generate for the use of 
facilities by outside groups. 

Taking advantage of under-utilized space provides attractive opportunities to generate 
revenues with few negative impacts.  Campus business services should consider on a case-
by-case basis the timing and net revenue possibilities of external facility usage, ensuring 
that the revenues generated actually lead to a positive cash flow.  Specifically, the Colleges 
can expand their current facility rental activities and fees generated by developing a facility 
marketing strategy and a comprehensive facility rental package that outlines: 

� Streamlined processes for issuing contracts for facility use, invoicing, and 
collecting receivables 

� Effective techniques for managing customers 
 

VCCCD should also establish cost-accounting procedures to capture all associated costs.  
For example, off-hour facility usage increases utility, custodial, and security costs.  It also 
increases wear and tear on facilities, and may generate more frequent maintenance cycles.  
Such issues must be taken into consideration. 

Recommendation 29:  VCCCD should develop a variety of strategies to reduce costs, including 
environmental and energy conservation. 

VCCCD has opportunities to capture energy savings in the current environment and with its 
plans for new facilities or remodeled facilities with the Measure S bond program.  Energy 
savings are typically viewed as a win-win, particularly with the high costs of fuel and 
energy today.  Therefore, a comprehensive energy management program is a viable 
opportunity.  Analysis should be conducted to determine whether the savings would offset 
additional staffing needed to design and monitor the program. 

The Colleges should focus specifically on: 

� A “waste” minimization program and promotion of the mentality that recognizes 
that every dollar of waste avoided is a dollar available for enhanced programs and 
student services 

� The use of the bond dollars to create energy efficient environments with 
alternative energy sources 
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� The design of landscaping that will be fire retardant and require minimal water 
usage. 

MAINTENANCE AND CUSTODIAL SERVICES 

Recommendation 30:  VCCCD should assess the benefits of consolidated maintenance and 
custodial services with staff deployed to the Colleges and avoid deferring maintenance. 

The Colleges’ operations and maintenance budgets are insufficient.  Although the campuses 
are generally attractive, not all areas are consistently well maintained; the greatest 
complaints came from Ventura College and Oxnard College.  With Measure S funding, it 
would be a shame to build new buildings and have their life expectancy diminished because 
of insufficient upkeep.  Eventually, deferred maintenance takes its toll on public perception 
as well as ultimately costing more than timely, routine maintenance. 

VCCCD should explore the benefits of consolidating the maintenance and custodial 
operations staff in terms of their training, skill development, deployment and redeployment, 
technical supervision, etc.  Specialized expertise could then be shared across the Colleges 
and teams might be able to focus on specific deferred maintenance initiatives during slower 
time periods (semester breaks, summer sessions, etc.). 

To do this, VCCCD will require a management position as a facilities administrator over 
maintenance and custodial services; the incumbent should have a strong commitment to 
customer service.  This position would: 

� Establish priorities 
� Plan for and implement facilities maintenance and operations 
� Advocate on the budgetary side for deferred maintenance funding 
� Coordinate College maintenance and custodial services with consistent service 

standards that meet the College customers’ needs and expectations 
� Consolidate the maintenance trades (e.g., electricians, plumbers) using a team 

approach. 
� Schedule specific repairs at individual Colleges and the team could travel 

throughout the District, dedicating time to each College. 
 

Although the staff may be part of DAC, they will be stationed at the Colleges and 
accountable to the Colleges (e.g., the Vice President, Business Services) in terms of their 
day-to-day work.  When problems arise, the Vice Presidents could ask the manager over 
maintenance and custodial services to intervene – either in terms of taking disciplinary 
actions or assessing the causes of the problems and associated remedies (e.g., improved 
training). 
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MEASURE S 

Recommendation 31:  VCCCD should develop business and community partnerships as a 
means for leveraging its Measure S bond dollars and generating additional revenues for 
maintenance and operations. 

Through Measure S, the Ventura County residents are making an important investment in 
the Colleges’ future capabilities – a $356 million bond for the buildings and renovations 
throughout VCCCD.  VCCCD has completed extensive Environmental Impact Reports 
(EIRs) of the three Colleges for a total cost of $85 million.  To date, Measure S has 
completed such needed facility initiatives as a library/learning resources center and parking 
lots AA-E at Moorpark College; child development center and north parking lot at Oxnard 
College; and science building improvements, east parking lot renovation, science center 
schematic design, LRC augmentation at Ventura College.  Unfortunately, the original bond 
dollars have approximately two-thirds the buying power today. 

There are a number of extraordinarily creative facility projects being successfully 
developed throughout higher education.  Many institutions have introduced concepts and 
projects to meet similar fiscal challenges that VCCCD is facing.  Attachment B contains 7 
higher education examples to stimulate VCCCD’s thinking to maximize its use of Bond 
dollars, generate rental incomes, or attract other funding sources to share in the maintenance 
and operational costs or to fund Academic programs or Student Services. 

Sub-Recommendation 31.1:  VCCCD should exploit opportunities to leverage its 
Measure S funds within the legal parameters set forth.   

With regard to capital projects being funded with Measure S financing, VCCCD should 
expand its planning efforts to: 

� Pursue opportunities, where appropriate, for community involvement in the 
eventual usage of the constructed facilities (e.g., joint civic-College performing 
arts centers, joint community-College libraries, business offices (rental income) 
mixed use buildings (local business offices, faculty offices, conference/meeting 
rooms, and classrooms), community centers mixed with student life areas (e.g., 
popular shops, bookstores, dry cleaners, movie theaters, theatrical stages, and 
eateries). 

� Generate either supplemental construction funding or usage revenues to offset the 
higher construction and operating costs. 

� Optimize the use of facilities – either by offering courses or leasing space to 
others during down times. 

� Generate business complexes or industrial parks where the revenues from the 
office space could off-set the costs of the DAC, for example 

� Ensure that the campuses are open and accessible to the community. 
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Sub-Recommendation 31.2:  VCCCD should revisit its Measure S project list.   

VCCCD should analyze the legal and financial impediments and opportunities, which may 
be available in connection with revisions of the Measure S project list.  To do this, VCCCD 
should build on the growing body of experience within California in obtaining bondholder 
and rating agency approval for changes and substitutions in project definitions and scope. 

Recommendation 32:  The Ventura College East Campus should have a comprehensive 
strategic plan that encompasses the educational master plans. 

The key facility challenges at the Ventura College East Campus to date are: 

� The large HVAC system creates noise problems, which faculty dislike because 
they are required to use a microphone for lectures. 

� The second building houses the administration, counseling, registration functions, 
and includes a mini-Learning Resource Center and a “branch” of the Ventura 
County Library (mostly an access point for delivery and deposit of books).  
Although the space is well kept, it reportedly is barely adequate in meeting their 
needs. 

� Parking is currently a problem, given the limited number of street spaces available 
and limited on-site parking for students.  A new condominium development, 
currently under construction across the street is likely to have a further negative 
impact on parking. 

East Campus has had declining enrollments and decreases in the number of Programs and 
Sections offered during the past several years: 

SEMESTER NUMBER OF CLASSES29 ENROLLMENT 
Fall 2005 33 734 
Fall 2004 37 874 
Fall 2003 37 1,001 
Fall 2002 52 1,097 
Fall 2001 42 962 

• Source:  VCCCD Institutional Research. 

Some of the reasons cited for the reduction in Sections offered involve:  collapsing of ESL 
programs together into a smaller number of sections; loss of space in the local high schools 
for offering sections; moving some programs back to Ventura College (e.g., machine shop).  
The East Campus has increased its outreach efforts to the high schools by actively 
publicizing the programs and the convenience of the East Campus. 

                                                      
29 Number of active classes with enrollment greater than zero.  Crosslisted sections are counted as a 
single class.  This includes courses listed under different names as well as courses where multiple levels 
are meeting at the same time. 
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Sub-Recommendation 32.1:  East Campus should aggressively pursue inter-active 
classrooms with the other Colleges.   

The Ventura College East Campus is in the process of implementing technological 
improvements, which will enable it to have access to real-time communication with the rest 
of VCCCD.  For example, it will soon be linked to the microwave network, which currently 
links the Colleges.  Once installed, interactive counseling and class participation will be 
available between the East Campus and the Colleges. 
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ATTACHMENT A 

GUIDELINES FOR MAXIMIZING LABOR MARKET 
RESPONSIVENESS30 

The following guidelines might be useful for developing strategies to expand and leverage external 
partnerships, particularly for responding to the County of Ventura’s market and meeting economic and 
community development needs. 
 
Relationship-Building 

� Relationship building is everyone’s job.  While the board, the chancellor, the presidents, and 
workforce development divisions have important roles to play; staff and faculty members across 
the organization accept responsibility for building relationships through which to communicate the 
Colleges’ interest in partnerships and community service. 

Partnerships 

� Partnerships are essential to ensure that Colleges address the needs most important to the 
economic vitality of their communities. 

� The market-responsive Colleges select strategic priorities for its partnerships after thoughtful 
assessment and research. 

� College staff members take an entrepreneurial, proactive, and creative stance toward operating 
partnerships.  

� College leaders recognize employees for their partnering activities.  

� Partnerships are assessed, not simply by their bottom line, but rather by their potential for providing 
immediate benefits to the community and long-term opportunities for leveraging. 

� Market-responsive Colleges embrace a continuous improvement philosophy and convey that 
commitment to partners and to the community.   Enlightened self-interest is at the heart of 
successful partnerships—with the ideal being to identify win-win-win arrangements that benefit 
students, businesses, and the community at large. 

Leadership and Governance  

� The College presidents and board of trustees are the most important figures in setting the direction 
for improving market responsiveness. 

� Leaders of market-responsive institutions make themselves visible in the larger community, where 
they are recognized as community leaders and partners in economic development, as well as 
educational leaders. 

                                                      
30 Source:  The 21st Century Community College:  A Strategic Guide to Maximizing Labor Market 
Responsiveness (LMR), Volume 2, Promising Practices and Lessons from the Field (a free publication). 
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� In most cases, the presidents and the board are the primary forces in obtaining the large-scale 
resources needed to develop exemplary programs.  Rarely does anyone else at the Colleges have 
the personal prestige and expertise to raise funds and establish consortia. 

� Effective leaders are well informed, driving the institution’s research agenda to inform strategic 
thinking and planning.  Leaders function as key conduits for information, enabling their staff to 
anticipate coming changes.  The personal characteristics of market responsive College leaders 
mirror those of successful business people—entrepreneurial, anticipatory, innovative, and 
proactive.  Leaders seek to develop these same characteristics in their boards, administrators, and 
staff. 

Organizational Structure and Staffing 

� Each College needs a structure that would accommodate both the development of new, large-
scale, market responsive initiatives and the everyday activities of monitoring existing programs, 
implementing continuous improvements, and responding effectively to external demands.  
Program development, outreach, and interaction with employers can be everyone’s job.  
Institutions need to invest in professional development and support to help faculty succeed in these 
new roles. 

Organizational Culture 

� Community colleges must balance multiple and sometimes competing missions.  Cultural beliefs, 
values, and expectations on campus will determine the relative priority assigned to those missions 
and which ones are successfully accomplished. 

� Responsive colleges have established cultures that support workforce development and value the 
personal traits of entrepreneurship, innovation, flexibility, and risk-taking. 

� Structural changes alone will not successfully engage faculty in the process of market 
responsiveness.  A corresponding cultural shift is also required.  Colleges need to forge 
connections with the surrounding cultural communities to meet their educational and workforce 
needs.  

Resources and Funding 

� It is difficult to be a truly market-responsive institution while relying on traditional sources of 
community college funding.  For example, labor-market-responsive programs31 tend to be 
expensive because of specialized equipment requirements.  Institutions must access a wide range 
of funding sources and be creative in their fundraising strategies. 

� Many colleges should figure out creative ways to reach beyond their communities to tap regional, 
State, and Federal income sources. 

� The College presidents and board play key roles in developing resources for new large-scale 
workforce initiatives and partnerships. 

                                                      
31  For example, vocational education. 
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� Public-private partnerships are a leverage point for significant new College resources.  A 
commitment to market responsiveness requires more resources but can also lead to more 
resources. 

Information and Data  

� Market-responsive colleges use information and data to understand their environment and 
evaluate their effectiveness in meeting local educational and employment needs. 

� Responsive colleges regularly use published data to learn more about student and labor market 
trends.  They capitalize on opportunities to partner with others and survey local employers. 

� Responsive colleges improve by evaluating their services to employers. 

� Responsive colleges do not rely solely on student enrollment as a measure of employer demand.  
They independently assess this demand and find ways to boost enrollment in courses for which 
there are high wages and employer demand but low student interest.  The best indicators of 
market responsiveness come from determining the extent to which coursework helps students 
attain their educational goals.32  The primary sources of this information are surveys of former 
students and employers and matching of enrollment data with State wage data.  

Approaches to Market Responsiveness 

Community colleges vary in their approach to market responsiveness; some of the approaches that 
colleges take are: 
 
� Remain current on the skills most in demand by local employers. 

� Offer courses that address student needs and the training needs of employers. 

� Develop increased ability to rapidly respond to these needs. 

� Offer more targeted and contract-training courses, beyond those listed in the catalog, to benefit 
employers and others seeking to upgrade their skills. 

� Focus on becoming increasingly adept at curriculum development and modification to meet the 
changing needs of students and employers. 

� Integrate non-credit training into for-credit programs, and visa versa. 

� Use technology and distance learning to expand capacity to deliver credit and noncredit training. 

� Collect relevant data, maintain good information management systems, and ensure that decisions 
are data driven.  Establish and maintain strong links to the local secondary school system (Tech 
Prep, Dual Enrollment, School-to-Work). 

                                                      
32 For example, transfer to a four-year institution, get hired at jobs, and perform well after being hired. 
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ATTACHMENT B 

INNOVATIVE HIGHER EDUCATION FACILITY MODELS 

Example 1:  The University of California (UC) System 

Since the mid-1990s, the University of California (UC) system, in collaboration with the 
State’s Public Works Board, has supplemented its capital project financing mechanisms. 
Historically, the University had received direct annual capital appropriations in the State 
budget. As this source of funding began to diminish, the University, working with State 
agencies and the Legislature, created an alternate method, which leveraged annual state 
appropriations to provide capital project funding. 

Under this mechanism, UC enters into a lease-purchase agreement with the State that is 
recorded as a capital lease. The state sells lease revenue bonds to finance construction and 
equipping of state-owned buildings, on UC land, to be used by the University. During the 
construction phase, the University acts as the agent for the State. Upon completion, the 
buildings and equipment are leased to the University under terms and in amounts that are 
sufficient to satisfy the State’s lease revenue bond repayment requirements, with the 
understanding that the State will provide financing appropriations to the University to 
satisfy the annual lease requirements. At the conclusion of the lease term, ownership of the 
building and equipment transfers to the University. 

As of 2004, such Capital Lease transactions had provided in excess of $1.3 billion of 
building and equipment funding for UC projects, with annual State financing appropriations 
for principal and interest on the lease revenue bonds equaling approximately $117 million. 

Example 2:  San Diego State University Foundation-Paseo Project  

The City of San Diego's 131-acre College Community Redevelopment Project Area 
focuses on student housing needs, transportation planning, parking and public 
improvements. The City is working with private developers to provide adequate student 
housing. Development has begun on several student housing projects; the Paseo, a large 
mixed-use project being developed by the San Diego State University (SDSU) Foundation, 
is in the planning stage.  

On 11 acres, the Paseo will improve one of San Diego's older neighborhoods by combining 
housing with commercial and retail shops, employment opportunities, University facilities, 
and public transportation, and create a community gathering place where everyone feels 
welcome and connected.  

Plans for the project include 250,000 square feet of retail, restaurant and entertainment 
space, up to 470 apartments and 100,000 square feet of campus-serving office space. The 
current concept is anchored by an AMC multiplex movie theater, which would serve as 
University lecture halls on weekday mornings. Retail shops and cafes and restaurants with 
outdoor dining are also planned. The project will also include 1,922 managed underground 
parking spaces in a 2-level garage. 



 
KH 
CONSULTING 
GROUP  

PAGE VI-71

 

 

• City of San Diego, College Community Redevelopment Project 

The Paseo will support thousands of new residents in the area, house 1,300 SDSU students, 
provide more than 1,000 jobs, act as the southern gateway to SDSU, and create a dynamic 
work-live-play environment near the campus. The design of the area will provide synergy 
between the campus and College community, and will be coordinated with the development 
of a 6-mile trolley line extension through the campus, set to begin operating in July 2005. 
The estimated total project cost is $330 million and project completion is scheduled for 
2008. 

Example 3:  Ohio State University Gateway Project 

Intended to create a new front door to the 70,000-person campus of the Ohio State 
University, South Campus Gateway is an 887,000 square foot, five-building, mixed-use 
urban environment that will provide a common ground between the University and the 
surrounding neighborhood. Program elements include 250 residential units for the 
University community; office space for University functions; and street-oriented retail 
including grocery, restaurants, and cinema. South Campus Gateway will support 
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reinvestment in the surrounding residential neighborhood and reinforce a sense of place and 
identity for all stakeholders. 

 
Example 4:  University of Pennsylvania-Sansom Commons 

The Sansom Commons Project at the University of Pennsylvania (Penn) is a 305,000-
square foot mixed-use development, consisting of a 56,000 square foot University 
bookstore, the Inn at Penn, an adjoining 195,000 square foot, 259-room hotel which is 
operated by a private company, and 54,000 square feet of additional retail and restaurants. 
The bookstore, operated by Barnes & Noble, is the retail anchor of the development. 

The University purchased much of the 2.4 acres of land for Sansom Commons from the 
Philadelphia Redevelopment Authority in the early 1980s.  Following an analysis of all 
possible scenarios for ownership and operation, Penn determined that it would own and 
finance the project itself. The University hired a development manager who supervised all 
project oversight including architectural and engineering services, retail leasing, hospitality 
operations, marketing, public relations, and construction management.  
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In addition to the University’s decision to own the project in its entirety, they also placed 
the project on the City of Philadelphia’s tax rolls as a for-profit venture. With no reliance on 
outside financial or development resources, and with extensive cooperation from local 
authorities, the entire predevelopment and construction process required only three and one-
half years. 

Example 5:  San Jose State Classroom/Office Complex 

Using approximately 5.5 acres of land along the perimeter of the main campus of San Jose 
State University, the project called for the development of 1.8 million square feet of "Class 
A" tenant office space distributed in five buildings. In addition, the project was planned to 
generate more than 500,000 square feet of replacement classroom/faculty office space for a 
total of 2.3 million square feet of new construction. Related facilities to support the 
development would include 3,400 parking spaces and a 30,000 gross square foot theater. 
The total project cost was estimated at $400 million in 2001. 
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The project was to be financed through non-recourse tax-exempt and taxable bonds as a 
special limited obligation of Spartan Shops Inc., one of San Jose State’s 501(c) 3 auxiliary 
support organizations. The project was to be self-supporting and was projected to generate 
excess revenue over and above that needed to pay debt service. 

A major international technology corporation, looking for a million square feet of 
contiguous space was identified as a tenant. The potential tenant was pleased with the idea 
of having a "corporate campus" located on a university campus. The ability to use the 
engineering and mathematics faculty along with the students was a major bonus for them. 
The location adjacent to the central city core was also seen as an exciting benefit. 

Unfortunately, the commercial real estate market in the Silicon Valley contracted in the first 
quarter of 2001, causing the tenant to withdraw the initial offer. While the University has 
suspended plans for this development, it remains an excellent example of an opportunity to 
leverage both the land and the campus environment of a major public university in an urban 
setting. 

Example 6:  Tufts University-Dowling Hall 

The 210,000-square-foot, seven-story Dowling Hall includes the student services center, 
and the campus safety office, and links the building with the upper campus via a 152-foot 
glycol-heated bridge. The student services facility is located on the top floor of the structure 
and the campus public safety office is located on the ground floor. The remaining five 
floors comprise a University parking structure. 

 
 
 
 
 
 
 
 
 
 
 
 

 
•  

 

 

Given that the student services and public safety office provided a naming opportunity, this 
project is often cited as one of the few parking structure projects ever constructed on a 
university campus which has been funded with a private donation. 
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Example 7:  Arizona State University:  Arts and Business Gateway 

The Arts and Business Gateway project is a high-profile development of an undeveloped 
13-acre site adjacent to Arizona State University's main campus in Tempe, Arizona. The 
University acquired the site in 1983. Planned for the site are major academic uses, including 
a headquarters for the W.P. Carey School of Business, expansion of the Herberger College 
of Fine Arts and the College of Architecture and Environmental Design.  In addition, the 
site is planned for commercial uses including a conference center with hotel, a grocery store 
and other retail space, multi-family housing, and parking.   

 

 

 

 

 

 

 

 

 

TYPE OF FACILITY COLLEGE OR SCHOOL SQUARE FOOTAGE (SF) 
� School of Business � 330,000 sf 
� College of Fine Arts � 400,000 sf 
� College of Architecture and Environmental Design � 100,000 sf 

Academic 

� General Academic Space � 50,000 sf 
� Retail � 160,000 sf 
� Grocery � 20,000 sf 
� Market Rate and University-related Residential � 600 units 

Housing and Retail 

� Dormitories � 250 units 
� Hotel � 120 rooms Conference and 

Hospitality � Conference/Lecture Hall � 15,000 sf 
� Existing 3 Story Structure � 515 spaces 

Parking 
� Surface/Above/Below Grade Parking � 2,115 spaces 
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DECISION-MAKERS INVOLVED WITH THE HIRING OF PART-TIME FACULTY 
STEPS 

BOARD DAC-
HR 

DAC-
HR 

CAMPUS

PRESIDENT, 
EXECUTIVE 
VICE PRES. 

COLLEGE 
DEAN 

SCREENING 
COMMITTEE CHAIR APPLICANT OTHER 

Phase I – Approximately 4 Weeks 
Create a class schedule; identify classes that 
require part-time faculty. 

        

Check longevity list; if no one available, 
proceed. 

    
 

    

Inform campus HR of disciplines to advertise.          

Prepare job announcement, post to website, 
and send to DSC HR and send to VCCCD 
website 

  
 

      

Advertise in newspaper and special 
publications. 

 
 

       

Post the jobs on campuses and at DAC.   
 

      

Phase II – Approximately 3-8 Weeks 
Apply for positions, completing separate 
applications per campus, furnishing: 
� Application 
� Resume 
� Transcript(s). 

       
 

 

Enter into applicant database.  (Note:  Each 
College has a different database and enter 
different degrees of detail.) 

  
 

      

Form Screening Committees, by Discipline, 
of 3 interviewees each. 

    
 

    

Establish hiring criteria, by discipline.     
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DECISION-MAKERS INVOLVED WITH THE HIRING OF PART-TIME FACULTY 
STEPS 

BOARD DAC-
HR 

DAC-
HR 

CAMPUS

PRESIDENT, 
EXECUTIVE 
VICE PRES. 

COLLEGE 
DEAN 

SCREENING 
COMMITTEE CHAIR APPLICANT OTHER 

Prepare screening packet of applications per 
discipline. 

  
 

      

Review applicants’ packets; pre-screen 
applicants; and record on form why the 
applicant is qualified or not qualified.  If 
necessary, complete equivalency form. 

     
 

   

Develop interview forms.     
   

  

Give applicants 2-week notification of 
interviews, if possible. 

     
 

   

Receive notification of interview.        
 

 

Phase III:  Approximately 2-4 Weeks 
If needed, request equivalency approval.  
Forward equivalency request packet to 
campus HR for processing. 

   
  

 
 

  
Academic 

Senate Pres. 
If in agreement, place equivalency request on 
Board Agenda. 

 
   

       

Approve equivalency request(s). 
 

        

Interview applicants.      
 

   

Pre-enter applicant into Banner after 
interviewing committee recommends 
applicant for hire. 
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DECISION-MAKERS INVOLVED WITH THE HIRING OF PART-TIME FACULTY 
STEPS 

BOARD DAC-
HR 

DAC-
HR 

CAMPUS

PRESIDENT, 
EXECUTIVE 
VICE PRES. 

COLLEGE 
DEAN 

SCREENING 
COMMITTEE CHAIR APPLICANT OTHER 

Complete summary form of what applicant(s) 
to recommend for hiring and send to campus 
HR. 

  
 

      

Submit for Board approval.   
 

      

Phase IV:  Approximately 1-4 Weeks 
Notify applicant(s) selected to be hired.     

 
 

 
  

Applicant accepts position. 
1. Pool 
2. Class 

       
 

 

Schedule New Employee Orientation. 
(District HR) 

 
 

       

Conduct New Employee Orientation.  (DSC 
HR) 

 
 

       

Conduct College, division, and discipline 
orientation. 

    
 

 
 

  

Verify information.          
DACPayroll 

Assign the new part-time faculty member to a 
scheduled class in database (or notify) and 
send offer to HR. 

    
 

    

Generate offer of temporary Non-Contract.   
 

      

Prepare class syllabus including book order 
and assignments. 
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DECISION-MAKERS INVOLVED WITH THE HIRING OF PART-TIME FACULTY 
STEPS 

BOARD DAC-
HR 

DAC-
HR 

CAMPUS

PRESIDENT, 
EXECUTIVE 
VICE PRES. 

COLLEGE 
DEAN 

SCREENING 
COMMITTEE CHAIR APPLICANT OTHER 

Order Books.     
 

 
   

Bookstore 
Sign and accept offer of Non-Contract temp 
and return to campus HR 

       
 

 

Process accepted offer in database for payroll.   
 

      

Teach class.        
 

 

Evaluation 1st semester     
 

 
   

 


