November 19, 1999

The Honorable George W. Bush

The Honorable Rick Perry

The Honorable James E. "Pete" Laney
Members of the 76! Texas Legidature

Ladies and Gentlemen:

| am pleased to present our Texas School Performance Review of the El
Paso Community College (EPCC).

This review, requested by State Senator Eliot Shapleigh and EPCC
President Bill Campion, is intended to help EPCC hold the line on costs,
streamline operations, and improve services to ensure that every possible
tax dollar is spent on improving educational opportunities at the college.
To aid in thistask, the Comptroller's office contracted with McConnell,
Jones, Lanier & Murphy LLP, a Houston-based consulting firm.

We have made a number of recommendations to improve EPCC's
efficiency, but we also found a number of "best practices" at the college.
This report highlights model programs and services provided by EPCC's
administrators, faculty, and staff. This report outlines 115 detailed
recommendations that could save EPCC more than $15.5 million over the
next five years, while reinvesting more than $2.8 million to improve
educational services and other operations. Net savings are estimated to
reach more than $12.7 million-savings that EPCC can redirect to serving
the employment needs of the greater El Paso area.

We are grateful for the cooperation of EPCC's administrators and
employees, and we commend them and the community for their dedication
to improving the educational opportunities offered to the residents of El

Carole Keeton Rylander
Comptroller of Public Accounts



EXECUTIVE SUMMARY

The Executive Summary is divided into the following two parts:

Part | - Improving TSPR, TSPR in EPCC, Acknowledgments, Exemplary
Programs
Part 11 - Summary of Costs and Savings by Recommendation

PART | - IMPROVING TSPR, TSPR IN EPCC,
ACKNOWLEDGMENTS, EXEMPLARY PROGRAMS, ETC.

At the request of State Senator Eliot Shapleigh (a member of the Texas
Legidature) and the college, the Comptroller's office began a performance
review of the EI Paso Community College District (EPCC) in June 1999.
The review marked the first time that the agency had conducted a school
performance review of acommunity college district.

After more than five months of work, this report identifies exemplary
programs in EPCC and suggests concrete ways to improve district
operations. If fully implemented, the Comptroller's 115 recommendations
could produce net savings of more than $12.7 million over the next five
years-savings that could be focused on improving education in the college
classroom.

I mproving the Texas School Performance Review

Comptroller Carole Keeton Rylander, who took office in January 1999,
has consulted school district officials, parents, and teachers from across
Texas and carefully examined past reviews and progress reportsin an
effort to make the Texas School Performance Review (TSPR) more
valuable, even vital, to the state's more than 1,000 school districts. With
the perspective of aformer teacher and a former school board president,
the Comptroller has vowed to steer TSPR to increased accountability to
local school districts and the communities they represent.

Comptroller Rylander began by establishing new criteria for selecting
school districts for future reviews. The agency will give priority to
districts that are judged poor performing academically or financially, and
to hands-on reviews that will benefit the greatest number of students.
These are the school districts and children that need help the most.

Recognizing that only about 52 cents of every education dollar is spent on
instruction, Comptroller Rylander emphasizes an approach that will give
local school officials the ability to move more of every education dollar
into the classroom. In addition, no longer will TSPR reports bury school
districts best practices and exemplary programs. Instead, Comptroller



Rylander has ordered best practices and exemplary programs to be shared
quickly and systematically among al the state's school districts and with
anyone who requests such information. There is no reason for a district
that has solved a problem to keep the solution to itself. Comptroller
Rylander has directed TSPR to serve as an active clearinghouse of the best
and brightest ideas in Texas public education.

Under Comptroller Rylander's approach, consultants and the TSPR team
works with districts to:

ensure students and teachers receive the support and resources
necessary to succeed,

identify innovative ways to address core management challenges;
ensure administrative duties are performed efficiently, without
duplication, and in away that fosters education;

develop strategies to ensure that the district's processes and
programs are continuously assessed and improved;

understand the link between the district's functions and determine
way's to provide a seamless system of services;

challenge any process, procedure, program, or policy that impedes
instruction and recommend ways to reduce or eliminate obstacles;
and

put goods and services to the "Y ellow Pagestest” - government
should do no job if there is abusiness in the Y ellow Pages that can
do that job better and at alower cost.

Finally, Comptroller Rylander has opened her door to Texans who share
her optimism about the potential for public education. Suggestions to
improve our schools or the school reviews are welcome at any time. The
Comptroller believes that public schools deserve al the attention and
assistance they can possibly get.

For more information, contact TSPR by calling toll-free at 1-800-531-
5441, extension 5-0332, or see the Comptroller's website at
www.window.state.tx.us.

TSPR in EPCC

TSPR went to El Paso Community College in response to alocal call for
assistance from State Senator Eliot Shapleigh and EPCC President
William Campion. Having completed successful reviews of the El Paso,
Y sleta and Socorro Independent School Districts in the El Paso area,
TSPR was viewed as a vehicle for recommending structural changes to
educational ingtitutions that could result in improvements.



With the help of McConnell, Jones, Lanier & Murphy LLP, a Houston
based consulting firm, the TSPR team devised a multi- faceted approach to
identify the major issues in the district. The approach involved
interviewing key stakeholders, holding community forums, conducting
focus groups of interested parties, soliciting comments from the general
public, conducting written and telephone surveys inside and outside the
ingtitution, analyzing key financial and educational data provided by the
district, comparing district operations to similar institutions, and
consulting the Texas Higher Education Coordinating Board and other
higher educational authorities.

The team interviewed college staff and instructors, students, district board
members, business leaders, and community members. TSPR also held
community meetings at five EPCC campus sites. Participants were invited
to write their observations on major topics of concern or to be interviewed.
To obtain additional comments, the review team conducted focus group
sessions with students, college staff, business leaders and members of the
community. The team also collected comments from letters to the
Comptroller and telephone calls to the Comptroller's toll- free hotline.

TSPR sent surveysto a sample of district personnel and conducted a
telephone survey of the community. Both surveys asked respondentsto
comment on their satisfaction with district operations.

TSPR aso contacted the Texas state agency that oversees community
colleges in Texas, the Texas Higher Education Coordinating Board
(THECB), for information on community colleges in general and on
EPCC specificaly. THECB provided data on the responsibilities of
community colleges and data on the information required from community
colleges.

For the review, TSPR asked EPCC to select peer community colleges for
comparative purposes based on similarities in student enrollment, budget,
and other factors. The peers selected were the following community
college districts: Alamo, Austin, North Harris Montgomery County, San
Jacinto and Tarrant County. TSPR compared the community college
districts to eachother in several areas (Exhibit 1).

Exhibit 1
Enrollment, Gender, and Ethnicity Percent
El Paso Community College vs Peers
1998

Credit Gender Ethnicity ‘

College
Head-Count [\~ e [\white| Black | Hispanic Other |




Alamo 47,824 | 41%| 59%| 33% 8% 56% 3%
Tarrant 40,145 | 43% | 57% | 72%| 11% 10%| 6%
Austin 30,891 | 46% | 54%| 65% 7% 20%|  T%|
North Harris 27,046 | 39%| 61%| 75% 10% 13%| 6%
El Paso 22,390 |39% |61% | 14% | 3% 82% | 1%
San Jacinto 18,263 | 44% | 56%| 60%| 3% 25% 5%\

Source: THECB, 1999 Annual Data Profile.
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Community Collegesin Texas

Community colleges play avita role in Texas by providing educational
services beyond public school. In the fall of 1998, the Texas Higher
Education Coordinating Board estimated community college enrollment at
amost 407,000. Enrollment in community colleges surpasses enrollment
in al public senior colleges in Texas (398,000).

Community colleges provide a variety of offerings including technical and
vocational programs, freshman and sophomore coursesin arts and
sciences, continuing adult education programs, compensatory education
programs, counseling and guidance, workforce development programs,
adult literacy classes, and other basic skills programs.

Two- year academic programs lead to either an Associate of Arts (AA) or
an Associate of Science (AS) degree and are designed to feed into
baccalaureate programs. Community colleges and four-year colleges and
universities must work closely together to ensure that credits are properly
transferred for students.

Two- year technical programs lead to an Associate of Applied Science
(AAS) degree and programs of shorter duration lead to occupational
certificates. Technical programs are offered in a wide range of fields, such
as computer information systems, allied health, semiconductor



manufacturing, criminal justice and law enforcement, and construction
trades. Although these programs are designed primarily for students intent
on obtaining employment upon graduation, some technical programs also
transfer into baccal aureate programs, providing students access to
additional education and career advancement.

Community colleges respond to the employment needs of citizens,
agencies, businesses, and industry through customized and contract
workforce instruction, courses for professional certification or licensure,
and genera continuing education opportunities. They work cooperatively
with local public schools to provide greater educational options for high
school students through School-to-Work and Tech-Prep programs. School-
to-Work programs provide students opportunities for early career
exploration and counseling. The Tech-Prep program allows high school
students to receive college credit for high quality technical courses taken
in high school. In addition, concurrent course enrollment programs allow
advanced students to take courses for concurrent credit in both high school
and college.

EPCC Background

More than 20,000 students enroll annually at EPCC. While this figure has
remained relatively stable over the past five years, EPCC still has the sixth
largest enrollment among community college systemsin Texas.

Eighty-two percent of EPCC's students are Hispanic, 14 percent are
Anglo, 3 percent are Africant American, and 1 percent are classified as
Other. The average age of the student body is 27.5 years.

Approximately 44 percent of the students this fall enrolled in academic
areas in preparation for senior college, while the remainder enrolled in
technical or other programs. About 42 percent were full-time students
carrying 12 hours or more of classes, and 58 percent were part-time.

During 1998-99, EPCC employed a staff of almost 2,900 employees with
faculty making up about 47 percent of the total staff. The district's
operating budget is $106.4 million. Thirty-nine percent of EPCC's revenue
is generated locally, 35 percent comes from the state, and 26 percent
comes from federal sources.

El Paso is the 5" largest city in Texas and the 22" largest city in the
nation. The population of the greater El Paso area has increased by more
than 17 percent since 1990. With a service area of more than 412,000
residents, EPCC is in a good position to provide employment skillsto a
large population.



However, the Texas Education Agency estimates that about 50 percent of
the high school population in the EI Paso area do not go to college. In
addition, the average age of students at EI Paso Community Collegeis 27
years or approximately the same as the average age for all community
colleges in the state. This figure indicates that the college is attractive to
adult, part-time students who are aready working but who are seeking
new skills or retraining. Coupled with the fact that many EPCC students
are firgt- generation college students, the college is striving to help students
use the college's services and programs efficiently.

As EPCC moves into the 21% century, the college must be capable of
meeting the challenges affecting community colleges in general and EPCC
in particular. These challenges include:

Changing demographics, such as a projected 42-percent enrollment
growth by 2015;

The public's demand for greater accountability-both finarcial and
academic-among public institutions of higher education;

The ability to develop training programs to meet El Paso
employers needs.

The demand to keep higher education affordable and accessible.

In al, TSPR found EPCC an open and receptive institution. The district
has met the challenge of a high minority population with diverse training
needs by working closely with the business community. EPCC, however,
can improve its ability to serve the community by expanding its contacts
with the business community, responding more rapidly to training needs
and tracking more accurately student needs and intentions.

During its review, TSPR developed 115 recommendations to improve
operations and save taxpayers more than $15.5 million in gross savings by
2003-2004. Cumulative net savings from all recommendations (savings
less recommended investments) are projected to reach more than $12.7
million by 2003-2004.

A detailed list of costs and savings by recommendation appearsin Exhibit
2. Many of TSPR's recommendations would not have a direct financial
impact if implemented but would still improve district operations.

Exemplary Programs and Practices

TSPR identified numerous "best practices’ in EPCC. Through
commendations in each chapter, the report highlights the district's model
programs, operations, and services. Other community colleges throughout
Texas are encouraged to examine these exemplary programs and services



to seeif they could be adapted to meet local needs. The TSPR
commendations include:

EPCC aggressively pursues federal grants, and its total grant
spending as a percentage of current fund revenue is twice that of its
peer community colleges. EPCC's Office of Resource
Development (ORD) solicits supplemental funding for
development, maintenance, and initiation of special programs.
ORD regularly sends requests for proposals for funding
opportunities to division chairs, executive deans, and directors
throughout EPCC.

EPCC centralizes its administrative agreements with secondary
schools, ingtitutions of higher education, and technical preparatory
operations under a single administrator. Under a previous
organizational structure, these efforts were divided under three
offices. By placing these responsibilities under one administrator,
EPCC better coordinates and integrates courses and activities and
develops consistent goals and objectives.

EPCC uses atwo-step screening process for new full-time hires
that is unbiased and allows the most qualified candidates to be
selected. The system provides two levels of review of candidates
qualifications that focus on educational attainment and relevant
experience.

EPCC maintains good relations with the local print and broadcast
media and provides access to information about administrative
meeting schedules, agenda items, and administrative personnel.
Print and broadcast correspondents agree that EPCC provides one
of the best press briefing packages for board meetings of any
comparable institutions.

EPCC has prevented the accumulation of deferred maintenance by
systematically identifying and funding major repairs and
renovations through annual budget provisions. Approximately
$700,000 is transferred from operating funds to plant operations
each year for mgor maintenance and also for renovation or
construction projects.

EPCC has contained or reduced its electrical energy costs through
highly effective energy management. The district has installed a
computerized energy management system that monitors heating
and air conditioning from the Physical Plant office, and room
temperatures in district facilities are monitored and adjusted as
needed.

Through its safety training programs, EPCC has significantly
reduced the cost of its workers compensation claims over the past
three years. EPCC's workers compensation payment s decreased by
45 percent from fiscal 1996 to fiscal 1998.



EPCC saves administrative time and overhead by delivering
supplies and materials "just in time" to ordering departments. The
district does not have a traditional warehousing function and
instead manages requests for supplies and materials through
vendor deliveries as needed. By managing district needs
efficiently, EPCC avoids the additional costs of storage and
staffing associated with atraditional warehouse operation.

EPCC provides excellent mail distribution and copying services.
By surveying its customers, and analyzing its incoming and
outgoing mail, EPCC's Mail Service Department continually seeks
to improve service.

The Student Financial Aid Web site contains comprehensive
information that enables students to research information about
available financia resources. The site outlines available sources of
financial aid, eligibility requirements, deadlines, and the steps
necessary to apply for aid.

EPCC's Rio Grande FreeNet provides free Internet access to low-
income residents. More than 44,000 students have used the Internet
viathis system, and the network has more than 8,000 registered
USers.

Chapter by Chapter Key Findings and Recommendations

District Organization and Management: EPCC board members are
inappropriately participating in college administration and operations. By
removing board members from ad hoc administrative committees and
providing them in-depth training on their policy setting roles, codes of
conduct, and ethics, EPCC could ensure the college is run appropriately
and efficiently.

Educational Service Delivery: A community college prepares students for
the workforce or for continuing their education at a four-year institution.
To be more effective, EPCC's programs including devel opmental
education should focus on fulfilling local area workforce needs, both
current and future. Programs that are not producing graduates or are not
meeting local needs should be reviewed, improved, or discontinued and
replaced with programs that meet these goals.

Personnel and Human Resource Management: Numerous positionsin
EPCC are incorrectly classified. In addition, part-time faculty provide a
major teaching resource for the college but are paid less than full-time
faculty per semester hour. The last compensation and classification study
was completed in 1993. Although the college has contracted for a salary
survey, EPCC should review all position classifications, job descriptions,
and salary schedules to ensure that individual jobs complexity and
experience are reflected. In addition, EPCC should complete



compensation standards and goals for part-time faculty to develop pay
grades.

Community I nvolvement: EPCC's community involvement activities are
fragmented. By creating a single vice president for Public Relations and
Marketing and eliminating two duplicative staff positions, EPCC could
save more than $70,000 annually. Additionally, by adopting a more
focused marketing and fundraising effort, EPCC could increase donated
funds by as much as $200,000 annually.

Facilities Use and Management: An aspect of meeting growing
educational demands is not only projecting enrollment but also
determining space needs. A facilities master plan sets out a community
college's future facility needs based on its strategic plan. By establishing a
facilities master plan, EPCC could present the district's vision of its future
educational opportunities and how it plans to fulfill them.

Asset and Risk: Insurance purchasing within EPCC has been
controversial. To prevent any perception of a conflict of interest, the
college should modify the insurance agent/consultant contract to eliminate
potential conflicts of interest with commercial insurance companies and
re-bid the insurance agent/consultant contract.

Financial Management: EPCC does not have policies and procedures to
monitor and control the budget. In addition, EPCC's internal audit function
is not as effective as it could be because it lacks a mission, has no audit
plan, and suffers from poor reporting relationships. Through a series of
recommendations in this chapter, control and processes could be put into
place to remove opportunities for misuse of funds, prevent fraud, and
enhance accountability. For example, executive level officials should be
required to review and explain all budget variances each month or quarter.
And policies on fraud should be documented and strictly followed without
exception.

Purchasing, Receiving and Distribution: EPCC does not consistently
follow statutory purchasing requirements and control over purchasing is
poor. By developing and implementing a stringent system of controls and
a comprehensive procurement plan, EPCC can improve efficiency and
reduce costs by as much as $1.7 million annually.

General Support Services: EPCC, like many other colleges and
universities, contracts for awide array of support services, such as campus
book stores and food service. TSPR found little evidence of effective
contract management and monitoring for performance or costs. By
soliciting competitive bids, EPCC could realize estimated savings of more
than $1 million over the next five yearsin book store operations aone.



Student Services. EPCC currently operates a Cooperative Education Job
Placement Department that has placed only a limited number of students
in jobs over the last three years. By partnering with the local Workforce
Development Board and making use of HIRE TEXAS for job placement
services, EPCC can eliminate five positions and save more than $130,000
annually while providing better services to students.

Management I nformation Systems. Historically, information technology
has not been a high priority in EPCC. Funding and staffing have not kept
pace with instructional and administrative needs. Today, EPCC is
technologically trailing most organizations of comparable size and
complexity. Many functions are still operated manually and are labor-
intensive. Any substantive gains in the academic or administrative arena
will require a complete overhaul of the Information Technology
Department and a massive re-training of staff.

Savings and I nvestment Requirements

Many of TSPR's recommendations would result in savings and increased
revenue that could be used to improve educational services in the El Paso
area. The savings opportunities idertified in this report are conservative
and should be considered minimums. Proposed investments of additional
funds usually are related to increased efficiencies or savings or the
enhancement of productivity and effectiveness.

Full implementation of the recommendations in this report could produce
net savings of $504,410 in the first year (Exhibit 2). EPCC could achieve
total net savings of more than $12.7 million by 2003-04 if al of TSPR's
recommendations are implemented.

Exhibit 2
Summary of Net Savings
TSPR Review of EI Paso Community College

Y ear Total
1999-2000 Initial Annual Net Savings $504,410
2000-2001 Additional Annual Net Savings $3,333,821
2001-2002 Additional Annual Net Savings $3,303,660
2002-2003 Additional Annual Net Savings $2,923,194
2003-2004 Additional Annual Net Savings $2,691,411
One Time Net (Costs) ($31,200)
TOTAL SAVINGS PROJECTED FOR 1999-2004 | $12,725,296




PART Il - SUMMARY OF COSTSAND SAVINGSBY
RECOMMENDATION

A detailed list of costs and savings by recommendation appearsin Exhibit

3. The page number for each recommendation is listed in the summary

chart for reference purposes. Detailed implementation strategies,
timelines, and estimates of fiscal impacts follow each recommendation in
this report. The implementation section associated with each
recommendation highlights the series of actions necessary to achieve the
proposed results. Some items should be implemented immediately, some

over the next year or two, and some over severa years.

TSPR recommends the EPCC board ask college administrators to review

the recommendations, develop an implementation plan, and monitor

progress. As always, TSPR staff is available to help implement proposals.

Exhibit 3

Summary of Costs and Savings by Recommendation

Recommendation

1999-
2000

2000-2001

2001-2002

2002-2003

2003-2004

Total 5-
Y ear
(Costs) or
Savings

One
Time
(Costs)
or
Savings

Chapter 1 Organization and M anagement

1

Remove the board
members from the
ad hoc
administrative
committees and
provide them with
in-depth training
on their policy
setting roles,
codes of conduct,
ethics, and legal
ramifications of
unethical behavior
and itsimpact on
the college.

$0

$0

$0

Implement a
formal procedure
to obtain board
inout in preparina




the board agenda.
p. 26

Develop aconcise,
summary-leve,
user friendly
executive
reporting format to
present financial,
management, and
educational
program-related
information to the
board.

Refine the revised
organization
structure to
combine
compatible
functions,
gliminate one-to-
one reporting
relationships, and
reduce the number
of clerical support
daff.

$391,799

$391,799

$391,799

$391,799

$1,567,196

Develop a
comprehensive
strategic plan
starting with a
board retreat to
establish ashared
vision for the
college asawhole.

Complete
evauation of all
instructional
programs by May
2000.

Hire an in-house
counsd to handle
routine legal

issues and develop
hid snecifications

$135,058

$135,058

$135,058

$135,058

$540,232

($20,000)




to seek outside
counsdl for other

legal
responsibilities.

Complete a
comprehensive
review of the
Board Policy
Manual, and
amend outdated
policies.

Totals-Chapter 1

$0| $526,857

$526,857

$526,857

$526,857

$2,107,428

($20,000)

Chapter 2 Educational

Service Delivery

9

Conduct areview
of al programs
that do not meet
minimum
graduates
standards and
determine if the
programs should
be continued.

$0

$0

$0

$0

$0

$0

10

Review the
Training Gap
Analysis study to
identify programs
and courses
offered by EPCC
that provide
needed training as
well as areas that
could be
developed to meet
current and future
areatraining
needs.

11

Conduct a
comprehensive
review of its
developmental
education
programs and use
theresllts to




improve the
program.

12

Expand the
English for
Specific Purposes
(ESP) offeringsin
the English asa
Second Language

program.

($31,769)

($33,357)

($35,025)

($36,776)

($136,927)

13

Expand distance
education by
offering certificate
and degree
programs.

14

Develop clear
policies, goals for
student learning,
and support
services for both
faculty and
students for
distance education
COUrSEs.

Totals-Chapter 2

$0

($31,769)

($33,357)

($35,025)

($36,776)

($136,927)

Chapter 3--Personnel Managemen

15

Eliminate the
committee process
for hiring for al
classified
employees,
streamline the
flow of
paperwork, and
use technology to
enhance
productivity in the
hiring process.

$0

$0

$0

$0

$0

$0

16

Review al
position
classifications, job
descriptions, and
salarv schedules to




ensure that the
classification and
compensation for
each position
reflects the job's
complexity and
the experience it
requires.

17

Establish two
levels of approval
for manual action
forms.

18

Establish clear and
consistent policies
on how crimina
background
checks should be
conducted, and
ensure these
policies are
coordinated
through the
Personnel Services
Department.

19

Adopt a nepotism
policy that
complieswith
state law and
addresses
supervisory
relationships
within
departments.

20

Require all
departments to
coordinate grant
writing with
Personnel Services
to ensure equity in
job classification
and staffing.

21

Require all
classified staff to




report leave taken,
and conduct
periodic audits of
leave records.

22

Establish
compensation
standards and
gods for part-time
faculty and use
these standards for
developing pay
grades.

23

Develop aclear,
consistent merit
and incentive pay
system to reward
outstanding
employees and
those achieving
certificationsin
their field.

24

Discontinue
annual contracts
for al employees.

25

Implement a set of
required training
programs for all
college
employees.

26

Changethe
evaluation
instrument for
non faculty to
include rating
scales and criteria
relevant to their
position and
performance on
the job, and tie the
evaluation to
continued
employment, merit
increases. or




annual pay raises.

27

Implement a
performance
appraisal system
for college
administrators,
and require that
annual appraisals
be completed
before any salary
increases can be
awarded.

Totals-Chapter 3

$0

$0

$0

$0

$0

$0

Chapter 4--Community

I nvolvement

28

Create a new
position of vice
president for
Public Relations
and Marketing to
manage an
integrated
community
involvement,
image, and
marketing effort.

$47,399

$71,098

$71,098

$71,098

$71,098

$331,791

29

Develop and
implement awell-
defined marketing
strategy that
mirrors EPCC's
strategic plan's
goals and
objectives.

30

Identify and assign
awebmaster to
report directly to
the vice president
for Public
Relations and
Marketing with
specific
responsibility for

desianina and




updating EPCC
Web pages.

31

Expand existing
internal
communications
strategies to
address EPCC
stakeholders
issues and
concerns.

32

Establish
districtwide
fundraising
protocols and
procedures and
coordinate all
genera
fundraising
activities.

$200,000

$200,000

$200,000

$200,000

$200,000

$1,000,000

33

Establish a
consortium of
public and private
policy research
organizations to
facilitate and focus
the activities of
the Paso del Norte
Public Policy
Institute, the

El Paso Business
Leaders Policy
and Research
Ingtitute, and the
UTEP Public
Policy Institute.

Assign the
coordination of
governmental
project
development to
the vice president
of Workforce
Development and
Lifelona Learnina




to expand training
and develop
partnerships and
cooperative
agreements with
city and county
government
agencies.

35

I ssue an annual
report to the
community
detailing EPCC's
finance
information,
community
programs, student
success and
enrollment
information.

($15,428)

($16,971)

($18,668)

($20,535)

($22,588)

($94,170)

36

Prioritize EPCC's
workforce training
and development.

37

Establish
partnership
agreementswith
local professional
schools,
community-based
organizations, and
employer business
leaders.

38

Assign a public
information
specialist the tasks
of developing
press information
on the successes
of the five EPCC
Campuses.

Totals-Chapter 4

$231,971

$254,129

$252,432

$250,565

$248,512

$1,237,609

Chapter 5--FacilitiesUse and Man

agement

39

Prenare and adont

$0

$0

$0

$0

$0

$0




aFacilities Master
Plan, using the El
Paso Community
College District
Facilities Master
Plan, Discussion
Draft 1991 asa
base document
that could be
updated for
implementation.

40

Revisejob
descriptions to
describe job
requirements of
each position in
the organizational
units concerned
with facilities
maintenance and
congtruction.

41

Conduct a space
utilization study of
district facilities.

42

Develop aplan of
action for the
future use or
disposition of

CSC facility,
either as part of
district facilities
master plan or asa
site plan.

43

Develop adesign
and construction
standards
handbook.

Revise work order
system's software
program to include
additional
management
information.




45

Revise or create
new policy and
procedure manuals
in the Physica
Plant and
Facilitiesand
Construction
departments to
reflect current
practice.

46

Develop written
procedures for the
employees of the
Physical Plant and
Facilitiesand
Construction
Services
departments
establishing
conditions under
which employees
may take college
courses on college
time and including
specific record
keeping
requirementsto
document lost job
time and time
made up by extra
work.

Totals-Chapter 5

$0

$0

$0

$0

$0

Chapter 6--Asset and R

isk M anagement

47

Outsource the
college's
investment
management
activitiesto
improve the
college'syield on
its portfolio.

$125,000

$250,000

$250,000

$250,000

$250,000

$1,125,000

48

Modify the
auarterlv




investment reports
to convey the
college's
investment
portfolio activity
toinclude al of
the information
required by the
Public Funds
Investment Act
and the college's
investment policy.

49

Re-bid the
college's property
and casualty
insurance
coverages using
appropriate
purchasing
procedures.

50

Modify the
insurance
agent/consultant
contract to
eliminate potential
conflicts of
interest with
commercial
insurance
companies and re-
bid the insurance
agent/consultant
contract.

51

Develop a
comprehensive
risk management
plan to include
training for staff
with management
and administrative
responsibilities
over specific risk
management
functions.




52

Increase the fixed
asset capitalization
threshold to
$1,000.

53

Update the
college's Property
Control Manual,
and require the
internal auditor to
review the
college's fixed
asset procedures,
controls, and
inventory records.

Totals-Chapter 6

$125,000

$250,000

$250,000

$250,000

$250,000

$1,125,000

$0

Chapter 7--Financial M

anagement

54

Establish annual
goals and budget
priorities so that
the college's
resources are
alocated to its
highest priorities.

$0

$0

$0

$0

$0

55

Review, update,
and revise EPCC's
policies and
procedures related
to budget
transfers.

56

Assessthe
college's staffing
needs and
eliminate vacant
positions that are
not required for
the normal
administrative
operations from
the budget.

57

Require executive
level officiasto
review budoet




variance reports
and explain
significant
variances monthly
or quarterly.

58

Produce a budget
document that
servesasa
communications
device, policy
document, and
financia plan.

59

Rescind board
policy 2.01.13,
abolish the current
Internal Audit
Committee, and
establish an audit
committee of the
Board of Trustees.

60

Fill the director of
Internal Audit
Servicesposition
by March 2000,
and hire at least
one part-time staff
auditor to provide
assistance.

($10,980)

($21,960)

($21,960)

($21,960)

($21,960)

($98,820)

61

Adopt a
comprehensive
fraud and
investigation
policy.

62

Stop physicaly
matching the
purchase
requisitionsto
purchase orders
and only match
the purchase
orders, receipts
reports, and
vendor invoices.




63

Assign
responsibility for
Setting up new
vendors in the
accounts payable
module to the
Purchasing
Department.

Improve payroll
coordination to
ensure payrolls are
processed in a
timely manner
every payroll

period.

65

Conduct a detailed
audit of the
payrol| database
with existing
employees
personal and
payroll detailsto
ensure that
information upon
which payroll is
based is accurate.

66

Establish a
delinquent tax
collection policy
for the college that
reflects the
college's interest
inits dealings with
the delinquent tax
attorney.

Totals-Chapter 7

($10,980)

($21,960)

($21,960)

($21,960)

($21,960)

($98,820)

Chapter 8--Purchasing,

Receiving

and Distribution

67

Prepare
competitive bids
for goods and
services acquired
for $25,000 or
more in the

$0

$0

$0

$0

$0

$0




aggregate per
year, and hold
budget heads and
the Purchasing
Department
responsible for
compliance with
competitive
bidding provisions
of the Education
Code.

68

Develop and
implement a
comprehensive
procurement plan
that balances the
needs and interests
of all stakeholders
in the procurement
process, while
improving
efficiencies and
reducing costs.

$1,989,520

$1,989,520

$1,989,520

$1,989,520

$7,958,080

69

Require all
departments to use
the online
requisitioning and
approval features
of the Financia
Records System,
and transfer
responsibility for
requisitioning
from the
Purchasing
Department to
user departments.

$6,565

$15,755

$15,755

$15,755

$15,755

$69,585

70

Raise purchasing
thresholds to shift
responsibility for
making low-vaue
purchases from the
Purchasing
Department to




ordering
departments, and
eliminate
duplications in the
purchasing
process, and
develop a
procurement card
program.

71

Establish clear
definitions and
policies for
emergency
purchases, and
develop strong
punitive measures
for unauthorized,
after-the-fact
purchases.

72

Involve the
Purchasing
Department in
non-employee
contract
negotiations,
collect contract
performance data,
and perform cost-
benefit analysis at
the end of all
contracts.

73

Eliminate
Purchasing's
approval of
contractor
payment vouchers.

74

Purge the vendor
list, develop an
approved vendor
list, and establish a
vendor evaluation
process.

75

Adont the




purchasing
procedures drafted
by the director of
Purchasing, which
currently are being
reviewed by legal
counsd, and
adhere to its more
comprehensive,
stringent
provisions.

76

Open bids more
frequently than
once per month,
and exclude board
members from the
bid evaluation
phase of the
process.

7

Develop a
checklist of all
itemsthat are
required to bein
bid files, and
organize each file
according to a
table of contents
based on the
checklist.

78

Require buyers to
work towards one
or more of the
professional
designations
offered by national
purchasing
organizations, and
provide incentives,
including rewards
for successful
completion.

($1,530)

($10,260)

($14,760)

($14,760)

($14,760)

($56,070)

Totals Chapter 8

$5,035

$1,793,827

$1,789,327

$1,789,327

$1,789,327

$7,166,843

Chapter 9-- General Support Services




79

Operate the print
shop and
Publications
Department as an
internal service
fund and allocate
al coststo
departments using
their services.

80

Assign
responsibility for
printing and
copying
operations to the
vice president for
District Support
Services.

81

Assgn
responsibility for
copier
procurement to a
central department
and conduct a
collegewide needs
analysis for
copying to
determine the
optimum quantity,
location, size, and
capabilities of
copiers, and
redistribute the
copiers as needed.

82

Solicit competitive
bids from
bookstore
management
companies before
the current
contract expires.

$135,443

$232,190

$232,190

$232,190

$232,190

$1,064,203

83

Require the
bookstore
contractor to
compolv with




contract's pricing
provisions.

Develop a process
for expediting
amendments to
NAFTA contract
students so
students can
purchase the
necessary books to
start class.

85

Develop a
program for
shared police
officer services
between the City
of El Paso and
EPCC.

($118,939)

($34,105)

($34,105)

($34,105)

($221,254)

86

Determine who
has access to the
DSX aarm system
and what kind,
then establish
control procedures
to limit access.

87

Apply for access
tothe TCIC/NCIC
database of stolen
vehicles.

($2,500)

88

Include the Police
Department in
planning and
implementing any
operation that
involves safety
and security.

89

Centralize vehicle
procurement
authority and
develop and
implement
policies and
nrocedireson




vehicle
acquisition,
maintenance, and
disposal.

90

Purchase and
ingtall avehicle
maintenance
information
system.

($6,360)

($510)

($510)

($510)

($510)

($8,400)

91

Clean up the
second vehicle
mai ntenance bay
and purchase or
build additional
storage space.

($1,500)

92

Develop an
instructional
pamphlet
describing the
sarvices of the
Mail Services
Department and
conduct internal
mail distribution
surveys every two
years.

93

Perform quarterly
audits of the food
service operations
to verify the
accuracy of
commissions paid
and the accuracy
of profit
calculation.

94

Inventory the
condition of food
service equipment
and implement a
maintenance
reguest process
that brings needed
renairsto the




attention of the
Maintenance
Department in a
timely manner.

95

Ensure that the
contractor
complies with the
terms of the
contract by
providing training
for food service
personnel who
meet the
requirements of
the agreement.

Totals Chapter 9

$129,083

$112,741

$197,575

$197,575

$197,575

$834,549

($4,000)

Chapter 10--Student Services

96

Create and
implement a
coordinated
student
recruitment and
outreach effort
that includes
enrollment goals
and outcome
measures anong
Student Services
and the Office of
Public
Information/Public
Relations.

$0

$0

$0

$0

$0

97

Form astudy
group to prepare
for asmooth
trangition to the
SCT Banner 2000
integrated student
services
component.

98

Develop apolicy
that clarifies the
functions of




personnel who are
advising and
counseling
students and
clearly identify the
gualifications and
expectations of
each function.

99

Assign each
student who
declares an
educational goa
an advisor who is
qualified and
prepared to assist
the student in
career options,
degree plans, and
scheduling.

100

Make the student
financia aid Web
page more
accessible to
EPCC students.

($7,200)

101

Begin using the
Pell grants
software
immediately.

($3,088)

($1,544)

($1,544)

($1,544)

($1,544)

($9,264)

102

Ensure that staff is
appropriately
trained and that
crosstraning is
implemented to
ensure efficient
and accurate
administration of
student financial
aid programs.

($4,500)

($9,000)

($9,000)

($9,000)

($9,000)

($40,500)

103

Ensure privacy for
students
discussing family
financial
information with




financial aid
counselors.

104

Implement the
institutional steps
recommended by
the College
Coordinating
Board in the
Access and Equity
2000 plan.

105

Move the
cooperative
education
placement
function from Job
Placement and
Cooperative
Education in
Student Services
to the Vice
President for
Workforce
Development,
Life-long
Learning, and
Technical
Education.

106

Streamline and
improve
Cooperative
Education record
keeping to ensure
accessibility,
accuracy, and
integrity of
required
documentation.

107

Partner with the
local Workforce
Development
Board and use
HIRE TEXAS for
job placement
SErvices.

$31,889

$130,108

$132,710

$135,365

$138,071

$568,143




108

Provide a
placement service
for program
completersand
degree graduates
to enhance
servicesto
students and
employers.

Totals-Chapter
10

$24,301

$119,564

$122,166

$124,821

$127,527

$518,379

($7,200)

Chapter 11--M anagement Infor mation System

S

109

Create achief
information
officer position
and elevate the
reporting
relationship of the
Information
Technology
Department to
report directly to
the executive vice
president.

$0

($112,500)

($112,500)

($112,500)

($112,500)

($450,000)

110

Combine
academic
computing and
administrative
computing
functions into one
technology

organi zation.

111

Broaden the
membership of the
Digtrict
Technology
Committee and
develop a
comprehensive
technology plan
with
implementation
stratenies. nosifion




responsibility,
timelines, and link
it to both the
college budget and
long-term strategic
plan.

112

Develop adetailed
plan for the
implementation of
the SCT Banner
system including
thetraining of IT
staff and a pay-
for-performance
plan.

(30)

($230,685)

($610,271)

($840,956)

($1,681,912)

113

Complete the
installation of
Wide-Area
Network
connections at the
ValeVerde,
Transmountain,
and Rio Grande
CaMmPUSES.

114

Implement a PC
leasing program to
reduce the cost of
ownership ad
maintain state-of-
the-art technology
for the college.

$241,746

$362,619

$362,619

$362,619

$1,329,603

115

Develop apolicy
establishing
hardware and
software
acquisition
standards and
requiring
consultation with
IT staff before
hardware and
software are
purchased.




Totals-Chapter %0 ($105,939) | ($364,652) | ($595,337) | ($595,337) | ($1,661,265) $0
11
TOTAL $546,296 | $3,657,274 | $3,780,749 | $3,783,404 | $3,786,110| $15,553,833 $0
SAVINGS
TOTAL COSTS | ($41,886) | ($323,453) | ($477,089) | ($860,210) | ($1,094,699) | ($2,797,337) | ($31,200)
NET SAVINGS | $504,410 | $3,333,821 | $3,303,660 | $2,923,194 | $2,691,411 | $12,756,496 | ($31,200)
(COSTY9)

5 Year Gross Savings $15,553,833

5 Year Gross Costs ($2,828,537)

Grand Total

$12,725,296




Chapter 1

ORGANIZATION AND MANAGEMENT

This chapter reviews El Paso Community College's (EPCC) organization

and management in five sections.

A. Governance
B. Strategic Planning
C. Institutional Effectiveness

D. Community College Management, Policies, and Procedures

E. Grants Management

In June 1969, citizens of El Paso County voted to create a county junior
college district and elected a seven-member Board of Trustees. The
district encompasses al of El Paso County, an area of 1,058 square miles,
and includes the City of El Paso and 12 other cities and towns.

Thefirst registration was held in September 1971, with an enrollment of
901 students, and has grown to more than 26,000 credit and non-credit
students during fall 1999. The organization has grown from conducting
classes in high schools in the late afternoon and evenings to a network of

five campuses and four centers.

Exhibit 1-1 presents EPCC's campuses and centers, along with the

addresses for each.

Exhibit 1-1

El Paso Community College
Campuses and Centers

Campuses

Centers

Valle Verde Campus 919 Hunter
Drive El Paso, Texas 79915

Institute for Economic and Workforce
Development (IEWD) 4191 North Mesa El
Paso, Texas 79902

Transmountain Campus 9570
Gateway Boulevard North El Paso,
Texas 79924

Career Training Center 215 Francis Street
El Paso, Texas 79905

Rio Grande Campus 100 West Rio
Grande Avenue El Paso, Texas
79902

Northwest Campus 6701 South
Desert Boulevard El Paso. Texas




79912

Mission Del Paso Campus 10700
Gateway East El Paso, Texas 79927

Source: EPCC, September 1999.




GOVERNANCE

Community college Boards of Trustees (board) are responsible for the
wise and prudent delivery of education on behalf of the people in their
communities. The board members are guardians and stewards of the
public interest. Trustees ensure the community college district fulfillsits
responsibility to lead and serve its ever-changing community.

Community college boards are responsible for the resources, performance,
and welfare of the institutions they govern. Strong, effective boards help
create strong, effective ingtitutions. The board's role is significantly
different than the role of the president and others. The board does not
perform the work of the institution, but ensures that it is performed.

EPCC's Board of Trustees consists of seven members, elected from single-
member districts, serving six-year terms. School board elections are held
every everrnumbered year on the first Saturday in May. Two members
each are elected in consecutive even- numbered years and the remaining
three members are elected in the following even-numbered year.

The current board is listed in Exhibit 1-2.

Exhibit 1-2
El Paso Community College
Board of Trustees

1999-2000
Term Length of
Name Title ExDires Service as of Occupation
P September 1999
M ichael C. Chairman 2000 5 years Counselor
Silva
Arturo Huerta Vlce_: 2002 3years County Hedlth
Chairman Inspector
Vicki K. Icard | Secretary 2000 5 years Director Of _
Communications
EI’I an Member 2002 3years Fireman
aggerty
J A. Tony Member Dentist
Marquez (A) 2000 1 year
Inocente Member Assistant
Quintanilla 2004 Lyear Superintendent




John Uxer Member 2004 | year Retired Educator

Source: EPCC.
(A) Appointed by the board on 2/15/99 to fill a vacancy until the end of the
term.

Regular board meetings are held monthly on the third Tuesday of each
month. Meetings are held at 5:00 p.m. in the Board of Trustees meeting
room located in the IEWD Building at 4191 North Mesa Drive. The public
iswelcome to attend all meetings, and citizens wishing to address the
board must provide the recording secretary their name, address, and the
name of the individual or group they are representing. During the Open
Forum period, citizens are allowed three minutes to bring up original
topics. Additional presentations on the same topic are limited to one
minute. A maximum of 10 minutes is allocated to any given topic.
Individuals who have not made recent appearances before the board are
given preference. The board takes no action on issues raised during the
Open Forum.

Two weeks before the monthly meeting, the president and administrative
leadership team organize the agenda. The board agenda is finalized the
week before the meeting and supporting materials for board review are
delivered to each board member on the Friday afternoon before the
Tuesday meeting. Board members must read the agenda material over the
weekend. They may call the president or members of the administrative
leadership if they have questions.

The president's secretary prepares the official minutes of board meetings.
The board secretary, along with other board members, reviews the official
minutes of all meetings for accuracy and completeness prior to approval.
Minutes of executive sessions are not recorded. Special meetings of the
board are called as necessary.

FINDING

Generally, amajority of board members believe communication between
the board and the president is good. Each board member has a fax machine
and computer installed in their home that is provided by the college. Each
board member is also assigned ane-mail address and has access to EPCC's
Intranet that contains statistical data about the institution. Most board
members told TSPR that the president communicates with them weekly
through memoranda and newsletters via fax.

COMMENDATION



El Paso Community College strengthened communication between
board members and the president by installing fax machines and
computerswith e-mail and Intranet accessin the homes of each board
member.

FINDING

Although Section 1.4010 of EPCC's board by- laws provides the authority
for the board to establish special committees to deal with "specific
matters,” the board does not have a standing committee structure. In lieu
of standing committees, the president created ad hoc committees for
budget, real property site selection, architect selection and the competitive
bid process. Two board members serve on each of those committees.
Administrative employees are also assigned for each area.

Board members, through these ad hoc administrative committees created
by the president, are participating in college administration and operations.
In fact, there is an appearance of conflict of interest because board
members participate in administrative and operational decisions, which
they must ultimately vote to approve in their capacity as board members.
For example, in May 1999, the college solicited Requests for
Qualifications (RFQ) for architectural and engineering services for the
construction of a parking lot on the Rio Grande campus and for the
expansion of facilities at the Northwest Center Campus. The review
committee was comprised of two board members, the director of
Facilities, the associate vice president of Support Services, and the
construction engineer. Firgt, thisis aviolation of the college's own
purchasing policies and procedures, which assigns the final responsibility
of bid evaluation with the Purchasing Services Department. Second, no
interviews were conducted, no references were checked, and there was no
scoring sheet in the bid file. On May 28, the El Paso Chapter of the
American Institute of Architects (AlA) registered a protest with the
college for its hasty selection process. Such complaints send a negative
message to the staff of the college and may ultimately cause problems for
the college accreditation process.

Generally, EPCC board members do not attend continuing education
courses in governance beyond the initial orientation when they are elected
to the board. Neither the Education Code nor the Administrative Code
requires community college board members to attend mandatory
continuing education courses.

EPCC senior administrators' orientation for the board includes a history of
the college and formal presentations by each of the five campuses, during
which campus provosts provide introductions of the administrative team,
enrollment statistics, academic credit and non-credit program offerings,



and aerial maps of each campus. It also includes formal presentations by
the Department of Instructional and Student Services and Financial and
Administrative Services Department.

Additionally, because of board members fiduciary responsibility for
public funds under their governance, the Public Funds Investment Act of
1987 as amended requires each newly elected board member to attend at
least one training session within six months after assuming the duties of a
trustee. As aresult, each board member is required to watch a three-hour

training video that reviews the specific responsibilities of governing
boards. Each new board member viewed this training video. Although

EPCC's administration regularly provides board members lists of

conferences and workshops, board members have attended infrequently.
To encourage more participation in continuing education seminars, the
administration will begin to look for seminars’workshops that are held
locally. For example, EPCC's legal counsdl is scheduled to provide board
members training on the Texas Open Meetings Law.

Exhibit 1-3 shows continuing education sessions attended by board
members during the calendar years 1998 and 1999.

Exhibit 1-3

El Paso Community College
Continuing Education Workshops Attended by Board Members
Calendar Years 1998 and 1999

Number of
Y ear Board
Workshop Attended Members
Attending
Association of Community College Trustees 78" 1998 5
Annual Convention
Texas Higher Education Coordinating Board 1998 3
Workshop
Texas Speech Communication Association State 1998 1
Convention
Community College Futures Assembly 1999 1
American Association of Community Colleges 79" 1999 4
Annual Convention
Association of Community College Trustees 1999 3
Pacific/Western Region Seminar
National Assnciation of | atino Flected and 1999 2




Appointed Officias (NALEAO)'s Annual
Conference

Source: EPCC, July 1999.

Exhibit 1-3 shows that in 1998, nine board members attended three
seminars/workshops - an average of three board members per
seminar/workshop. In 1999, 10 members attended four
seminars/workshops - an average of 2.5 board members per
seminar/workshop. EPCC does not maintain records of continuing
education hours atterded by board members. Instead, the college
maintains records of workshops attended as shown in Exhibit 1-3. TSPR
was unable to determine the number of continuing education hours
received by board members who attended the workshops. However,
members of EPCC's administrative leadership team and one board
member told TSPR some board members are attending conferences but are
not tracking continuing education because it is not required by law.

EPCC allocates $70,000 annually in its budget as atravel pool for board
members to attend continuing education training, or $10,000 per trustee.
In 1998-99, board members spent $31,626 from the board travel pool or
$4,518 per board member.

Recommendation 1;

Remove the board members from the ad hoc administrative
committees and provide them with in-depth training on their policy
setting roles, codes of conduct, ethics, and legal ramifications of
unethical behavior and itsimpact on the college.

EPCC board members are elected by and come from the community. They
are mogt effective when they focus on their relationship with external
communities, their policy-making role, and their responsibility to monitor
the progress of the institution. As elected officials, trustees have a special
responsibility for ethical behavior. Laws and ethical codes, and state
expectations, regulate their behavior. It isimportant that board members
fully understand their roles and responsibilities and follow those
guidelines. They should also understand the consequences of not adhering
to those standards-both for them and for the institution.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president drafts the board training policy that every board January-
member must attend a mandatory workshop on board February
reannng hilities avnidinn micromananement exercid<inn 2000




authority, codes of ethics, conflicts of interests, and
consequences of unethical behavior.

2. | The board approves the policy. March
2000

3. | The president contacts national and Texas organizations, such as | April 2000
Association of Governing Boards, Texas Higher Education
Coordinating Board, and the Community College Leadership
Program at the University of Texas at Austin, to identify experts
that can provide board training on policy governance, code of
ethics and legal responsibilities.

4. | The president arranges a two-day training retreat for the board. | June-
August
2000
Annual

FISCAL IMPACT

This recommendation could be implemented with EPCC's current training
budget.

FINDING

EPCC by-law 1.6020 states that: "An agenda shall be prepared for each
meeting of the board by the president of the college. Items for this agenda
may be submitted by the president of the college and any trustee. The
public notice of each meeting shall be prepared from this agenda and no
item, not publicly posted, may be considered.” Board members, however,
have little input in forming the board agenda, and most told TSPR that the
president developed the agenda based on items he believed should be
brought to the board's attention. For example, the chairman of the board
has limited input in forming the agenda and seldom reviews the agenda
with the president before board meetings. The chairman usually accepts
the agenda as prepared by the president. Since the chairman has little input
in forming the board agenda, sitting board members have no formal
procedure for placing items of interest to them on the agenda.
Additionally, members of the board do not have an opportunity to review
the board agenda before it is printed.

EPCC's outside lega counsel and a member of the board told TSPR that
during any board meeting board members can ask the president or board
chairman for information. These requests for information are placed on the
agenda for future meetings by the president. Consequently, the board has
informal processes in place to have input to the agenda, but no formal
procedure to ensure that each board member has input to each month's




agenda, if desired. The absence of aformal procedure for board members
to provide input into the monthly board agenda could potentially limit the
board's effectiveness.

Recommendation 2;

Implement a formal procedure to obtain board input in preparing the
board agenda.

The chairman of the board and president should develop aformal
procedure to obtain input from each board member before finalizing each
month's board agenda. This procedure should allow sufficient time for
each board member to submit items of interest to be placed on the agenda
for each month's board meeting.

The formal procedure should contain deadlines for submitting specific
agendaitems to the chairman and president, the types of items that can be
submitted within a specific time frame (for example, action items vs.
information items), and the time frames for reviewing and providing
comment on drafts of monthly agendas before they are posted.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president and board chairman develop a draft formal January
procedure for placing items on the monthly board agenda. 2000

2. | The board chairman presents the draft formal proceduresto the | February
full board for review and comment. 2000

3. | The president and board chairman include board members February
comments and finalize the procedure. 2000

4. | The president and board chairman implement the formal March
procedure. 2000

FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING

Executive-level reporting to the board is inadequate, sketchy, and
incomplete. The agenda packets do not contain enough information to
allow board members to make informed decisions about items they must
approve. For example, on two separate occasions the board tabled agenda
items for implementing a new Cosmetology program and a childcare
center because of inadequate supporting documentation. The board aso




delayed action on approving additional intercollegiate athletic programs
because insufficient cost information was provided to support the
proposed programs. One board member told TSPR he could go through
the agenda material in five minutes because of the absence of supporting
information on various action items.

TSPR reviewed monthly agenda packets for January 1999 through June
1999 and found limited supporting data. For example, in the April 1999
agenda packet on page 63, the administration requested board approval of
a 12-year contract with a soft drink vendor totaling over $2.5 million
without providing a copy of the contract for the board's review.

Agenda packets also contain monthly financial information under the
cover of the Treasurer's Report and include financial statements for
current unrestricted and restricted funds, loan funds endowment funds,
plant funds, agency funds, and temporary investments. Although the
financial statements show original, and revised budget amounts along with
actual revenues, expenditures, and available budget balances, there are no
budgeted versus actual revenue and expenditure comparisons with
accompanying comparative analysis between years or the percentage
differences between years for executive-level review. Additionally, the
agenda packet does not include monthly or quarterly summaries of
academic program performance data such as the number of students
participating in workforce development programs and related placement
statistics.

The associate vice president for Budget and Financial Services provided
TSPR EPCC's Ledger Summary by Executive Level Report dated July 30,
1999, as an example of executive-level reports provided the board. The
report contained total original and revised budget amounts for the
President's Office, Instructional and Student Services, Institutional
Development, Financial and Administrative Services, and each of the five
campuses. Additionally, for each of these units the report showed the
prorated budget for the fourth quarter, the percentage prorated, fiscal year-
to-date expenditures, percentage of budget used, open commitments,
budget balance available, and percent of budget used to date. The report
contained no comparative data between periods or variance analysis
essentia to executive-level decision-making.

Without monthly or quarterly budgeted versus actual comparisons and
academic program performance data, the board is not receiving the
appropriate management information to allow it to make informed
decisions about administrative, operational, and academic functions.
Although executive-level reporting was deficient during the review team's
gite visit, one board member told TSPR improvements were made in the
reporting format in the three months before the final report was released.



Recommendation 3:

Develop a concise, summary-level, user friendly executive reporting
format to present financial, management, and educational program-
related information to the board.

The board, president, and administrative |eadership team should develop
an executive reporting format for presenting financial, management, and
academic program-related data to the board. Exhibit 1-4 presents
examples of summary-level executive management reports EPCC's
administrative leadership team should present to the board.

Exhibit 1-4
Examples of Summary-L evel Executive Management Reports

Report Title Sample Contents

Budget Control - Summary of campus, center, and unit budgets by
function, with columns for prior-year actual amounts,
adopted budget, revised budget, projected balance at
year-end, and associated variances.

Unit-specific performance measures, including the
status of performance measures for the month.
Summary section highlighting operational or
administrative issues affecting performance goals and
explanation of variances.

Financia - Revenue and expenditure data showing columns for
Management current and prior-year actual amounts for similar
periods for both restricted and unrestricted funds.
Notes explaining significant variances of interest to
board members.

Bar graphs and pie charts depicting comparative
revenue and expenditure information.

Administrative cost ratios, cost per student,
expenditures per student, costs per credit hour
generated, etc.

Monthly reconciliation of fund balance, including
specific items increasing or decreasing fund balance.
Summary of monthly grant activity, including number
and dollar value of grants submitted, number and dollar
value of grants awarded, and the ratio of grants awarded
to grants submitted - all compared to prior years.

Notes explaining significant variances.




Academic
Program
Performance

Comparative data related to performance such as annual
graduation rates, workforce development statistics, job
placements, etc.

Comparative funding of specific academic programs
between fiscal years (Cosmetology, Truck-Driving,
Tech Prep, Continuing Education).

Status of articulation agreements, including schools
participating and number of students matriculating to
EPCC, compared to prior periods (e.g., monthly,
quarterly, or annually).

Actual vs. planned performance, with accompanying
notes explaining significant variances between planned
and actual performance.

Source: TSPR

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board identifies critical management information January 2000
desired by board members and designates the type, format,
and content of executive management reports.

2. | The president, in conjunction with the administrative January -
leadership team, develops draft executive-level reports for | February 2000
review and comment by the board.

3. | The board suggests the appropriate revisions and the March - April
administrative leadership team finalizes the reporting 2000
formats.

4. | The president submits executive-level management reports | May 2000 and
to the board monthly. each month

thereafter

FISCAL IMPACT

This recommendation could be implemented with existing resources.

Exhibit 1-5 presents EPCC's organization structure before the president's

reorganization in July 1999.

Exhibit 1-5
El Paso Community College
Befor e Reor ganization
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FINDING

EPCC has a top-heavy organization structure with multiple levels of
management that do not add value to the organization. The board directed
the president to reorganize EPCC's administrative structure and "flatten
the organization." As shown in Exhibit 1-5, there were four associate vice
presidents and one associate provost who reported to either vice presidents
Or provosts creating "one-to-one" reporting relationships that potentially
duplicate management activities.

Beneath the associate vice presidents were numerous coordinators and
directors who reported directly to the associate vice presidents. For
example, the associate vice president for District Support Services
managed three directors, two coordinators, and one safety specialist.
Additionally, under EPCC's organization structure there were 13 division
deans serving three campuses within EPCC: Rio Grande, Transmountain,
and Valle Verde. Each campus had a dean for similar education units. For
example, the Rio Grande, Transmountain, and Valle Verde campuses each
have division deans for Arts & Sciences and Communications.

The board approved the president's initial reorganization plan at its July
27, 1999 meeting. The reorganization creates five vice presidents and
reduces the number of division deans to seven from 13, and reorganizes
academic deans to serve all five campuses as instructiorel deans. Exhibit
1-6 presents the revised organization structure approved by the board.
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El Paso Community College
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Exhibit 1-6 shows that, although the president took some measure to
flatten EPCC's organization structure, there are still 10 direct reports to the
executive vice president, increasing the span of control by one more
position. A total of 11 positions were eliminated from the entire
administrative organization as a result of the reorganization. The mgjority
of administrative positions were renamed with different functions,
reassigned, or upgraded.

The Community College of Denver has a flat organization that is a best
practices model for a streamlined community college organization
structure. The president has five vice presidents and a director of the
foundation that report directly to him without an executive vice president.

Exhibit 1-7 presents the top-level organization for the Community
College of Denver.

Exhibit 1-7
Community College of Denver
Organization
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1999.
CCD = Community College of Denver.

An additional reduction in the span of control in EPCC's central
administration will provide a more streamlined organization that can be
more responsive to students and provide better support to instructional
deans.

Based on initial reviews of the existing organization structure, there are
too many secretaries and staff assistants. Although the board has approved
the president's initial reorganization, the president has not thoroughly
assessed the number of clerical staff positions that will support the new
structure.

Recommendation 4:
Refine the revised organization structure to combine compatible
functions, eliminate one-to-one reporting relationships, and reduce

the number of clerical support staff.

The president should refine EPCC's organization structure to reduce the
gpan of control to a manageable number of direct reports.

Exhibit 1-8 presents the recommended organization.



Exhibit 1-8
Recommended El Paso Community College
Organization Structure
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Exhibit 1-9 presents a summary of changes to the organization included in
the recommended organization structure and accompanying rationale for

the changes

Exhibit 1-9
Summary of Changes Included in Recommended
Organization Structure and Rationale for Changes

Description of Recommended

Change

Rationale for Change

Fiscal

Imnact




Savings

(Cost)
1. Eliminate the executive vice | The executive vice president $110,000
president position. position is a one-to-one relationship
that basically manages the day to
day operations of the college for the
president. Reducing the span of
control to six direct reports to the
president, plus two staff positions
will allow the president to conduct
internal activities and oversee day-
to-day operations.
2. Reduce the President’s span
of control by:
3. Eliminating the associate The vice president for Employee 73,142
vice president for Employee Relations & Development performs
Relations & Development human resources functions, which
position. can be managed from a director
level position.
4. Transferring the director of | The vice president for Employee 0
Human Resources Relations & Development performs
Development position to the human resource functions, which
vice president for Resource can be managed from a director
M anagement. level position.
5. Changing the associate vice | The vice president for Information 0
president for Information Technology Systems & Chief
Technology Systems & Chief | Information Officer position is
Information Officer (CIO) critical for establishing the overall
position to a vice president. technology vision and
accompanying strategy for the
college. Based on the importance of
technology to distance education
and rapid changes in the technology
environment, this position must
report directly to the president.
6. Transferring thetemporary | The temporary project manager 0
project manager position for the | position for the AIMS
AIMS implementation to the implementation functionaly is a
vice president for Information | better fit to report to the CIO, rather
Technology Systems & CIO. than the president.
7. Transferring the internal The internal audit position's 0

auditor position to report

independence and obiectivitv is best




directly to the board.

maintained with a direct reporting
relationship to the board rather than
the president.

8. Transferring the director of
Athletics position to report to
the vice president for Resource
Management.

Athletics is an auxiliary enterprise
that consumes considerable
financial resources, and has a
significant compliance component
(e.g., NCAA rules, Title IX, etc.).
The vice president for Resource
Management's function is to manage
the allocation and use of the
college's financial resources and
ensure compliance with statutory
guidelinesin avariety of areas.

9. Transferring the Police
Department to report to the vice
president for Resource
Management.

The Police Department is a general
support service that benefits the
entire college and is an
administrative function that is more
appropriately aligned as a direct
report to the vice president for
Resource Management.

10. Eliminating the associate
vice president for Instructional
Support position.

The associate vice president for
Instructional Support is a one-to-one
relationship that manages only three
positions: the director of
Instructional Support Programs
(vacant), director of the Center for
Instructional Telecommunications,
and the director of Student
Activities (vacant); and five district-
wide functions. The district-wide
functions include the Curriculum
Office, the Faculty Development
Office, Service Learning, the Phi
Theta Kappa Honors Program, and
the Natioral Issues Forum. Two of
the three positions are more
appropriately aligned functionally
with the vice president for Student
Services (Student Activities) and
CIO (Center for Instructional
Telecommunications), and district-

wide functions can be managed
fromr a district-wide administrative

62,570




dean position.

11. Eliminating one Both administrative deans currently 67,727
administrative dean position. handle campus administrative
functions for al five campuses: one
dean handles the two east campuses
and one dean handles the three west
campuses. One dean can be
assigned to handle administrative
issues affecting al five campuses
and can be centrally located within
the college district.
12. Changing the associate vice | Each of these functionsis 0
president’s position to an districtwide and can be managed by
administrative dean for Digtrict- | a dean for District-wide
wide Administration and Administration rather than an
transferring Phi Theta Kappa, | associate vice president's position.
National Issues Forum, Faculty
Development, Service
Learning, and Curriculum
Office functions to this
position.
13. Transferring Student The Student Activities function is 0
Activities to the vice president | more appropriately aligned with
for Student Servicesfromthe | Student Services.
associate vice president for
Instructional Services.
14. Transferring the director of | The Center for Instructional 0
the Center for Instructional Telecommunications is more
Telecommunications to the appropriately aligned with
ClO. Information Technology, which will
oversee both instructional and
administrative technology as well as
instructional and administrative
telecommunications.
Subtotal $313,439 \
Add: Fringe benefits at 25 $78,360
percent of salary
Total Savings (Cost) $391,799‘

Source: TSPR

IMPLEMENTATION STRATEGIESAND TIMELINE



1. | The president directs vice presidents to refine the existing January 2000
organization structure to eliminate one-to-one relationships
and unnecessary clerical support staff.

2. | The president reviews the existing organization and reduces | January -
the span of control to six line executives. March 2000

3. | The vice presidents refine their respective areasto eliminate | January - May
unnecessary positions and combine compatible functions. 2000

4. | Individual managers evaluate their clerical needs and January - May
eliminate unnecessary positions. 2000

5. | The president presents the revised organization to the board June 2000
for approval.

6. | The board approves the revised organization. June 2000

7. | Therevised organization is implemented as approved. September

2000

FISCAL IMPACT

At aminimum, the fiscal impact of this recommendation will produce
annual savings of $391,799 as shown in Exhibit 1-9. Additional savings
will be achieved as vice presidents review their respective functional areas
and eliminate unnecessary clerical positions. But those savings cannot be

caculated at thistime.

Recommendation 12%%% 2000-01 | 2001-02 | 2002-03 | 2003-04
Refine the revised $0| $391,799 | $391,799 | $391.799 | $391.799

organization structure to
combine compatible functions,
eliminate one-to-one reporting
relationships, and reduce the
number of clerical support
Steff.




STRATEGIC PLANNING

The board, president, and vice president for Research and Devel opment
are responsible for EPCC's planning. The board establishes the overall
strategic direction for the district and develops broad goals and objectives,
with the Office of Institutional Effectiveness overseeing the planning.

Under the previous president, the board approved a document entitled
"District Strategic Goals 1998-2001" on June 10, 1998. Eight strategic
areas were identified, and strategic goals were developed for each area.
Exhibit 1-10 presents a summary of the strategic areas and related
strategic goals.

Exhibit 1-10
El Paso Community College
Summary of District Strategic Goals

1998-2001
Strategic Area Strategic Goals
Instruction/Services - Provide accessible and effective higher education,

training, and services

Provide on-going professional development
Ensure quality off-site instruction

Increase student retention, graduation, and transfer
Develop and implement an Academic Master Plan
for instruction and services

Provide support and training for creative
instructional approaches

Review tenure system

Maintain linkages with business, industry, and
government to provide educationa plans that meet
staffing needs

Ensure ongoing articul ation efforts

Provide support for cultural and artistic activities/

Resources - Maximize existing revenue sources

Seek new opportunities for resource development
Link planning and resource allocation

Initiate the operation of a college foundation
Maintain and strengthen effective legidative
relationships

Provide staffing that will support the growth of the
college




Communication

Improve communication/information exchange
Encourage the use of new technologies in the
communication of information

Strengthen participatory management, to include
student government

Disseminate districtwide master plans throughout the
college

Communicate to prospective students/customers the
potential for expanding their employment
opportunities

Technology

Provide equipment, training, and access to current
technology for institutional needs

Increase access to computers and other instructional
technologies

Develop and implement a district-wide Technology
Master Plan that includes both an instructional and a
non-instructional component

Development and implement a process to upgrade
technologies

Facilities

Maximize usage of existing facilities

Update and implement the Facilities Master Plan
Provide safe and environmentally-sensitive college
facilities

Centralize administrative and noninstructional
support personnel

Provide appropriate instructiona and nort
instructional facilities

Personnel

Review personnel procedures regarding promotions,
reclassification, and hiring/firing

Strengthen employee morale

Increase opportunities for professional development
for al college employees

Assure that all employees will have the necessary
information and resources to perform their work

Marketing

Improve internal and external marketing
Enhance customer service

Implement the comprehensive marketing plan
Strengthen links with business and industry to
expand employment opportunities for students




Assessment/ . Strengthen the college's ingtitutional effectiveness
Accountability system
Review and evaluate all college units

Source: EPCC. Didtrict Strategic Goals 1998-2001, June 10, 1998.

Even though the previous president developed strategic goals, the board
has not revisited the goals to determine if they are compatible with a
shared vision for the college that can be projected into the 21% century.
Effective boards conduct annual planning retreats to ensure they
continuoudly focus on future visions for the college that are shared by the
president, administration, and faculty.

FINDING

EPCC's Board of Trustees, has never had a retreat with the current
president and an outside facilitator to establish a shared vision for the
college, which is essential to an effective strategic planning process.

Although EPCC does not have a comprehensive strategic plan, parallel
planning initiatives are under way through internal and external strategic
planning committees. Both committees were formed by the new president
as a part of his comprehensive strategic planning process and given the
same charge: "examining the mission statements of the college and then
charting the future course and direction of the institution as they relate to
program offerings, curriculum, student services, facilities, fiscal affairs,
literacy, workforce development, technology, community image, and
future expansion." Both committees formed identical subcommittees,
which include:

Subcommittee on Program Offering, Curriculum, and Student
Services,

Subcommittee on Community Image and Future Expansion,
Subcommittee on Technology,

Subcommittee on Facilities and Fiscal Affairs, and
Subcommittee on Workforce Development and Literacy.

The internal committee is made up of faculty, staff, and administrators and
is responsible for approaching strategic planning from within EPCC, while
the external Blue Ribbon Strategic Planning Committee is made up of
business and community representatives appointed by the board to
approach strategic planning from the community's perspective. Both
committees are to come together in April-May 2000 to merge goals,
objectives, and strategies.



During interviews with board members and administrators, TSPR learned
that there is alack of coordination between the internal and external
strategic planning committees. EPCC has assigned administrators with
expertise in each area covered by subcommittees to serve as resource
persons to the Blue Ribbon Strategic Planning Committee, including the
vice president for Instruction and the vice president for Student Services
who serve on both committees. However, no one has been assigned to
coordinate the overall efforts of both committees.

Recommendation 5:

Develop a comprehensive strategic plan starting with a board retreat
to establish a shared vision for the college as a whole.

The president should designate one person to coordinate the internal and
external strategic planning efforts and serve as overall coordinator for
developing the strategic plan. One coordinator will ensure that the board
and president's shared vision will be incorporated into both internal and
external strategic planing initiatives resulting in a well-considered
comprehensive strategic plan for the college.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president and board chairman schedule a strategic December 1999
planning retreat for January 2000.
2. | The president designates the director of Institutional December 1999

Research and Strategic Planning as the coordinator for
strategic planning initiatives.

3. | The president and board members attend the strategic January 2000
planning retreat and develop a shared vision for EPCC.

4. | The president communicates the shared vision developed February 2000
by him and the board to the director of Institutional
Research and Strategic Planning through a formal

memorandum.
5. | The director of Institutional Research and Strategic February 2000
Planning coordinates the board and president's shared Ongoing

vision with initiatives under way within the strategic
planning committees.

6. | The chairpersons of both strategic planning committees March 2000 and
provide monthly updates of planning activities to the monthly
director of Institutional Research and Strategic Planning. thereafter

7. | Thedirector of Ingtitutional Research and Stratenic March 2000 and




Planning communicates the status of the strategic planning | monthly
process to the president and board. thereafter

FISCAL IMPACT

This recommendation could be implemented with existing resources.



INSTITUTIONAL EFFECTIVENESS

The Texas Higher Education Coordinating Board defines institutional
effectiveness as a comprehensive approach to planning and evaluation that
reviews the effectiveness of Texas community and technical collegesin
achieving their local and state statutory missions and uses the evaluation
results to continuously improve institutional performance and programs.

Ingtitutional effectiveness compares an institution's purpose to its overall
performance to ensure the college remains focused on its students and
vision. For example, the effectiveness of an institution's student learning
system can be determined through gathering and assessing student
learning data and student services data through program reviews.

A program review is a systematic process for the collection, analysis, and
interpretation of data to improve the program. Program reviews are
important to ingtitutional effectiveness because they provide information
about how well programs function in relation to the college's mission and
the needs of the community.

FINDING

EPCC Office of Institutional Effectiveness (OIE) started developing a
four-step model to assess how effective the college isin establishing
strategic goals, developing plans that enhance academic programs,
allocating resources, implementing the plans in a timely manner, and
evaluating performance.

Exhibit 1-11 presents the four elements of OIE's continuous institutional
effectiveness cycle and how each element is used within the overall
framework of institutional effectiveness.

Exhibit 1-11
El Paso Community College
Elements of Institutional Effectiveness Cycle

Steps Description

Planning A smple, one-page Unit Improvement Plan is prepared by each

college area annually, proposing specific actions and needed
resources as the first step in addressing District Strategic Goals;
enhancing strong and challenged units, and improving units with
problems. Unit Improvement Plans also respond to accreditation
or regulatory body recommendations, unit review findings, and
unit planning.

Allocating Unit Imorovement Plans. whether thev reauiire findina or not.




receive a protocol review, which first looks to budget reallocation
at the executive level and then to specia funds. Specia funds
include Special One-year Allocation, Instructional Technology,
Facilities, Carl Perkins, Resource Development, and the College
Foundation. After looking to special funds, the protocol review
seeks to alocate funds to Unit Improvement Plans from new
funding and/or budget reallocation at the college level.

Implementing

The progress toward implementing Unit Improvement Plansis
assessed at mid-year and year-end to ensure that the plans are
implemented timely and address such concerns as accreditation
and Unit Review Findings. Typica improvements resulting from
timely implementation of the plans include refurbishing
ambulances for the Emergency Medical Technology program,
purchasing dissection software for the Biology program,
developing interactive lab materials for the ESL program, and
upgrading the satellite system for Instructional Media Services.

Evaluating

OIE continuously collects current, comprehensive performance
data from 30 sources to chart the strengths and weaknesses of over
250 administrative and over 300 instructional units by campus or
site. The datais grouped by four quality areas. Student Profile,
Curriculum, Instruction, Student Achievement, and
Administration. Quality indicators are applied to all institutional
activities (e.g., English, President's Office, Maintenance) to score
and evaluate such concerns as communication, student
satisfaction, graduation rates, and employee professional
development to determine institutional effectiveness and guide the
allocation of resources.

Source: EPCC Office of Institutional Effectiveness, September 1999.

OIE uses a Computerized Interactive Information Retrieval System
(CIIRS) to assess the effectiveness of its processes. CIIRS is an automated
reporting system that posts performance reviews of both administration
and instruction on EPCC's Intranet.

COMMENDATION

EPCC's Office of Institutional Effectiveness usesa Computerized
Information Retrieval System to compar e institutional purposeto
institutional performanceto assessthe overall effectiveness of
instructional programs, services, and departments.

FINDING




The college identified 575 units, both in instructional and administrative
areas to evaluate annually. In the past two years, EPCC has evaluated less

than 25 units. In 1997, the Texas Higher Education Coordinating Board

(THECB), based upon a site visit to EPCC, recommended that the college
"should establish a process that tracks the success of students through the

sequences of developmental programs.” At this writing, EPCC has not
collected any data on their developmental programs for evaluation.
Another critical program the college has not started collecting data is
English as a Second Language (ESL).

Recommendation 6:

Complete evaluation of all instructional programs by May 2000.

The college already has a system in place. Evaluating all instructional

programs will make it possible for the college to make improvements to

the program which should help to students performance and track their
success over aperiod of time.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president directs the Director of Institutional Effectivenessin | January
conjunction with the District Institutional Effectiveness 2000
Committee (DIEC) that oversees all Institutional Effectiveness
processes to draft a plan identifying all the data elements for
evauating all instructional programs, a calendar for loading data
into the system, and evaluating the programs and reporting them
to al stakeholders.

2. | Thedirector of Institutional Effectiveness preparesthe draft plan | February
and submits to the president. 2000

3. | Thedirector of Institutional Effectiveness requests the vice March -
president for Research and Development for some clerical help May 2000

and with the help of the DIEC completes the evaluations and
places them on EPCC's web site.

FISCAL IMPACT

This recommendation could be implemented with existing resources.




COMMUNITY COLLEGE MANAGEMENT, POLICIES, AND
PROCEDURES

Dr. William Campion has served as president of EPCC since January
1999. The president’'s administrative leadership team consists of the
executive vice president, vice presidents, associate vice presidents,
directors reporting to the executive vice president, the chief of police, and
instructional deans. The president meets with his administrative leadership
team every other Tuesday morning. Meetings typically include the
distribution of information and the president's directives and members of
the leadership team submits status reports.

Aside from the meeting with the president on every other Tuesday, the
executive vice president holds working team meetings with other members
of the president's leadership team twice each month. Working team
meetings encourage free flowing dial ogue between the administrators and
the executive vice president to effectively manage college operations.

FINDING

EPCC's outside legal fees have averaged $333,411 annually over the past
three years. TSPR reviewed detailed legal invoices from outside counsel
over the past three years and found that approximately 75 percent of the
legal fees paid were for routine legal services. They included:

Researching real property acquisitions and construction matters;
Preparing for eminent domain proceedings;

Handling personnel matters, including Equal Employment
Opportunity Commission complaints and grievance matters,
Reviewing lease agreements;

Drafting public notices for meetings of the board of trustees;
Researching and preparing literacy and workforce devel opment
contracts,

Researching matters related to the Texas Open Meetings Act;
Researching and preparing for pending litigation in a variety of
Cases,

Handling bond issues; and

Handling other routine legal maters.

Exhibit 1-12 summarizes legal fees paid to outside counsel by EPCC for
the past three years.

Exhibit 1-12
Summary of Outside L egal Fees Paid by EPCC
1996-97, 1997-98, 1998-99



Law Firm/Attorney 1906.97 | 1997-98 | ‘000 | Average
Dunbar, Barhill, Crowley &
Hegeman, LLP $290,557 | $419,402 | $239,205 | $316,388
Krafsur Gordon Mott Davis &
Woody, P.C. 0 1,898 0 633
Albert Armendariz, Jr., Attorney at 13316 35853 ol 16390
Lal\, ) b )
Total $303,873 | $457,153 | $239,205 | $333,411

Source: EPCC Finance and Information Services Department, July 1999.

* Amounts through July 19, 1999.

The increase in legd feesin 1997-98 is attributable to the corresponding
increase in federd litigation EPCC was involved in during that year. In

1998-99, legal fees returned to the approximate levels experienced in

previous years.

North Harris Montgomery Community College District chose to hire an
in-house counsel to handle routine legal matters to reduce outside legal
fees and benefit from internal legal assistance.

Exhibit 1-13 presents a comparison of peer colleges with in-house lega

counsal.

Exhibit 1-13

Comparison of Peer Colleges with In-House L egal Counsel

That Handle Routine Legal Matters

Community College ! n'ggﬂﬁesél-ggal Oug)(:ﬁ] I;elegal

Alamo No Yes
Austin No Yes
El Paso No Yes
North Harris Montgomery Yes Yes
County

San Jacinto No Yes
Tarrant County No Yes




Source: TSPR survey, August 1999.

Using an in-house counsel for routine legal matters and outside counsel
for more complex legal matters and litigation is gaining acceptance among
community colleges and school districts as a strategy for reducing
excessive legal fees charged by outside counsel.

Recommendation 7:

Hire an in-house counsel to handle routine legal issues and develop
bid specifications to seek outside counsel for other legal
responsibilities.

An In-house general counsel could handle routine legal tasks such as
reviewing contracts, researching Texas Open Meetings Act issues,
employee grievances and complaints, researching real property
acquisitions, and researching legal issues raised by the board and
administration. Based on TSPR's review of legal invoices, approximately
75 percent of legal fees were paid for routine legal tasks. Non-routine
legal matters such as discrimination suits brought by employees, litigation
requiring special legal expertise, and bond issues could continue to be
handled by outside legal counsel. However, the in-house legal counsel will
determine, in accordance with board policy, legal issues that require
outside assistance and obtain appropriate board approval.

The legal counsel should be familiar with Texas laws pertaining to higher
education ingtitutions and policies; attend all board meetings, review all
policies and administrative changes; be informed immediately of all
incidents, complaints, or grievances that could lead to litigation; and
maintain the district policy manual and work with all vice presidents and
deans on recommended policy changes.

In addition, the legal counsel should routinely compare cost of in-house
versus external law firm services and use one or the other, as appropriate.
The counsel should also develop an annual contracting plan based upon
the previous year's performance.

IMPLEMENTATION STRATEGIES AND TIMELINE

1. | The president develops criteriafor hiring a general counsel January -

and gets the board's approval . February
2000
2. | The board advertises for a general counsel in the appropriate | March - April
media. 2000

3. | The board and presidert interview and hire a general counsal. | Mav - Julv




2000

4. | The executive vice president directs staff to develop RFP May - July
specifications for areas the college may seek outside legal 2000
counsel.

5. | The in-house counsel accepts the position and reports to work | September
at the college. 2000

6. | The genera counsel reviews all proposed RFPs to ensure that | September
all essential bid specifications are incorporated (such as 2000
hourly rates, time estimates, firm qualifications and
performance records).

7. | RFPs are released to qualified legal firms with a four-week October 2000
due date.

8. | The genera counsel prepares responses to each RFP. December

2000

9. | All RFP responses are reviewed and tabulated by the January 2001
executive vice president.

10. | The president reviews the findings and recommendations of | February
the executive vice president and presents them to the board. | 2001

11. | The board directs the genera counsdl to implement the February
systematic approach to providing alegal services delivery 2001

system.

FISCAL IMPACT

In the El Paso area, an in-house counsel can be hired for approximately
$60,000 per year. A full-time secretary must be hired as well. Additional
costs will include start-up costs for legal reference books and supplies. An
estimate of the savings from hiring an in-house general counsel are based
on the average fees paid by EPCC for routine legal services over athree-
year period :

Annual salary of $60,000, plus fringe benefits at arate of 25

percent ($60,000 x 1.25 = $75,000).

Full-time secretaria help beginning in 1999-2000 based on an

annual salary of $28,000, plus fringe benefits at a rate of 25

percent ($28,000 x 1.25 = $35,000).
Start- up costs in 1999-2000 for computers and peripheral
equipment, legal reference books, and supplies of $15,000.

Annua updates of lega reference materials for library of $5,000.

The net fiscal impact is summarized as follows:




EPCC's average annual expenditures for routine legal services $250.058
(Seventy-five percent of average lega fees -$333,410 x .75) '
General counsel's salary, plus benefits ($75,000) ‘
Secretary's salary, plus benefits ($35,000)
Annual updates for legal reference material (%5,000) ‘
Net savings (cost) $135,058
. 1999-

Recommendation 2000 2000-01 | 2001-02 | 2002-03 | 2003-04
Hire an in-house counsel
to handle routine legal $0 | $135,058 | $135,058 | $135,058 | $135,058
matters
One-time start-up costs for
equipment, books, and ($20,000) $0 $0 $0 $0
supplies
Net Savings (cost) ($20,000) | $135,058 | $135,058 | $135,058 | $135,058 ‘
FINDING

EPCC's Board Policy Manual has not been comprehensively reviewed and
updated in over 11 years. In late 1996 and into 1997, a district-wide effort
was undertaken by EPCC administrators to review all policies, which
included a number of policies forwarded to the board for review.

However, only one revised policy was ultimately submitted to the board in
1997 for approval. EPCC administrators told TSPR the comprehensive
review of board policies was recently reinitiated in fall 1999. The review
will include appropriate revisions and updates to reflect the reorganization,
including position title changes, with review by districtwide administrators
and constituents.

TSPR reviewed EPCC's Board Policy Manual noting that athough the
most recent amendments to existing policy were made September 16,
1997, the majority of board policies included were last updated on January
20, 1988.

Exhibit 1-14 presents the number of board policies updated by the
primary period of the updates:

Exhibit 1-14
Number of Board Policies by Period Updated

Primarv Perind Niimher nf Per cent nf




of Updates Policies Updated | Policies Updated|
Before January 20, 1988 124 46
On January 20, 1988 101 37|
After January 20, 1988 45 17
Total 270 100

Source: EPCC. Board Policy Manual.
Recommendation 8:

Complete a comprehensivereview of the Board Policy Manual, and
amend outdated policies.

EPCC should complete its comprehensive review of the Board Policy
Manual as soon as possible. Outdated policies must be amended or revised
as appropriate to ensure that they reflect the changing organization
structure and academic, administrative, operational, and legal
environments.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president designates the vice president for Research and January 2000
Development to coordinate the comprehensive review and
update of the Board Policy Manual.

2. | The vice president for Research and Development assemblesa | January 2000
Board Policy Manual update committee to lead the review and
update of the manual.

3. | The committee reviews and updates the Board Policy Manual | February -
with input from administrative, operational, and academic July 2000
constituencies throughout the college and prepares updates as

appropriate.

4. | The committee submits the updated Board Policy Manual to the | July 2000
vice President for Research and Development for review and
approval.

5. | The vice president for Research and Development submitsthe | August 2000
Board Policy Manual to the president and board for review and
approval.

6. | The board approves the updated Board Policy Manual. September
2000




FISCAL IMPACT

This recommendation could be implemented with existing resources.



GRANTSMANAGEMENT

The Office of Resource Development (ORD) within the Office of the
Ingtitutional Effectiveness is responsible for managing grants. EPCC
solicits supplemental funding for development, maintenance, and initiation
of specia programs. Solicitations are submitted directly to funding
agencies through ORD. All grant applications submitted are entered into a
Microsoft Access database and monitored to determine if awards are
received, requested, or pending.

Grant proposals originate with any member of EPCC's faculty or staff, but
are processed by ORD. ORD regularly sends requests for proposals for
grant funding opportunities to division chairpersons, executive deans, and
directors throughout EPCC. Before grant applications are submitted to
ORD for processing, they must be approved by the originating office or
department and ORD. Once approved, the originating grant-writer
develops a draft copy of the application with technical assistance provided
by ORD. During the grant-writing process, the supervising administrator
responsible for writing the grant will meet with representatives from ORD,
Human Resources, and the Business Office to develop a detailed staffing
pattern and budget.

Once the grant application is completed, ORD will forward the application
to the appropriate supervising administrator for approval. ORD will send
the grant application to the president for review and signature. After
obtaining the president's signature, ORD submits the grant application to
the funding agency and monitors the status of the application.

FINDING

EPCC received over $26 million in cumulative grant awards for 1998 and
1999, including $7,492,636 in 1998 and $19,037,729 in 1999. ORD has
received acknowledgements form funding agencies that an additional
$3,997,545 in grants will be awarded in 2000.

Exhibit 1-15 compares federal grant expenditures as a percentage of total
current fund revenues for EPCC and peer colleges for 1998. To ensure an
equitable comparison of grant activity, TSPR obtained federal grant
expenditures and current fund revenues from the August 31, 1998 audited
financial statements for EPCC and peer colleges listed.

Exhibit 1-15
Federal Grant Expenditures
El Paso Community College Peer District Comparison
August 31, 1998 (Audited Financial Statements)



Total

Federal Current Grant Expenditures
Community College Grant asa
Expenditures Fund Per cent of Revenue
Revenues
Alamo $30,481,056| $162,259,724 18%
Austin $7,728,668,  $96,904,767 8%
El Paso $27,747,394| $106,701,357 26%
North Harris 0
Montgomery County $8,925,579| $81,789,829 11%
San Jacinto NR NR NR
Tarrant County $9,314,442| $102,918,870 9%
Eﬁ%éverage Without $14,112,436| $111,718,298 13%

Source: Audited financial statements of community colleges listed, August

31,1999.
NR = No Response.

COMMENDATION

EPCC aggressively pursuesfederal grantsand itstotal grant

expenditures as a per centage of current fund revenuesistwice that of
its peer community colleges.




Chapter 2
EDUCATIONAL SERVICE DELIVERY
AND STUDENT PERFORMANCE

This chapter contains areview of EPCC's educational service delivery and
student performance in six sections.

A. Student Performance

B. Program Offerings and New Program Development
C. Developmental Education

D. Articulation

E. Literacy and English as a Second Language

F. Distance Education

The Texas Education Code requires each public community college to
provide a variety of offerings, including technical programs up to two
years in length leading to associate degrees or certificates, vocational
programs leading directly to employment in semi-skilled and skilled
occupations, freshman and sophomore courses in arts and sciences, adult
education programs for occupational or cultural upgrading, and
compensatory education programs to fulfill the commitment of an
admissions policy allowing the enrollment of disadvantaged students,
counseling and guidance to assist students in achieving their individual
educational goals, workforce development programs to meet local and
statewide needs and, adult and basic literacy programs for adults.

The digtrict's Board of Trustees recently approved a reorganization of
EPCC's administrative structure. Under the new organization, all academic
programs are the responsibility of a vice president of Instruction who
directs an associate vice-president for Instructional Support, six
instructional deans, and two campus deans.

The associate vice president directs al instructional support programs; the
center for instructional telecommunications; all student activities, such as
student government, honor society, and honors programs, and the National
I ssues Forum where the college hosts teleconferences on critical issues
that affect higher education; the faculty development office; service
learning, where students provide community service in their areas of study
and earn credit; and the curriculum office.

Exhibit 2-1 illustrates the EPCC organization for instructional services.
The instructional deans have district-wide responsibilities for all

instructional programsin their areas of expertise. Campus deans
responsibilities include the day-to-day oversight for the district's five



campuses and its libraries, instructional service centers, cafeteria and
bookstore operations, and day-to-day facilities operations.

Exhibit 2-1
El Paso Community College
Instructional Services

Vice President

Iretraction
Agzociate
Vice President —
Instruct onal Support
I |
Cathps Trstrct oral
Deans Dears
|| East C ampus I} Health
Dean Ocoupations
Lil} Busitess & Compnter
MhssiotiDel Paso Based Ocoupati ons
Walle Werde UL} Comoaricati ons &
Fine Arts
West C anpns
T Dean Huar atdties, Social 3ciences,

fii E3L, & Reading

L Horthorest Campus || fmericara Langiage Progam

& Bagic 3killz

— Fio Gratude
- Mlath, Beience, Plyrsical

R T ——— Educaton, & Architecture

Source: EPCC, September 1999.

Technical education and workforce programs, continuing education
programs, adult education, and literacy programs are under the vice
president of Workforce Development, Technical Education & Lifelong
Learning.

Exhibit 2-2 illustrates EPCC organization for technical and continuing
education services.



Exhibit 2-2

El Paso Community College
Workforce Development, Technical Education,
and Lifelong L earning Services

Source: EPCC, September 1999.

Wice Precidert
PRorbdiore e Dewelopm erd,
Tecknical Edx aticn ard
Lifeloaz Learnitg
I
[ ]
Drean Agsociate VP of Ietinge for
Liekre Leaming Ecotomi and Woddarce
Demre opm et Theary of
Te chwvic al Bbucation
Codiomirg Cordiuig okt ac e Cerder for
Ehacation - Edxatim Derelpment Buasiiess Serwic es
Purzanal Byrichm vt Safety & Seoxiy
Ct otz Coridirig Adrarced
Ehacation - Edxatio Tectenkizr
Technolosy Busire o= Certer
Cit ot
Ehacation | Lismacy
Healh
Ttemational Semior Adnk
Ehication e Progrmm

Exhibit 2-3 shows the percentage of students who were enrolled in
academic, technical, and continuing education courses during 1997-1998
in EPCC and its five peer digtricts. At EPCC, the percentage of students
enrolled in academic courses was lower than at any of the peer districts
except San Jacinto Community College. The percentage of EPCC students
enrolled in technical and tech-prep courses was the second highest of the
six districts. The percentage of students enrolled in continuing education
courses was approximately the same as those enrolled at North Harris, San

Jacinto and Tarrant.

Exhibit 2-3

Per centage of Students Enrolled in Academic, Technical,
and Continuing Education Courses
EPCC and Peer Districts

1997-98
Enrollment , El North San
Category Alamo | Austin Paso Harris Jacinto Tarrant
Academic 61.6% | 67.7% | 45.0% 54.6% | 39.2% 55.3%‘
Technical 25.1% | 24.7% | 33.5% 21.5% | 38.6% 24.2%‘




Continuing Education

13.3%| 7.6%  21.5%

23.9% | 22.2% 20.5%

Source: THECB 1999 Annual Data Profile.

EPCC offersinstructional programs for academic and technical credit as
well as workforce training and continuing education. The two- year
academic program, which leads to the Associate of Arts and Sciences
degree, is designed to feed into four-year baccalaureate programs for
students pursuing professional careersin medicine, law, engineering,
teaching, business, and other arts and sciences requiring higher education.

Two- year occupational/technical programs lead to the Associate of
Applied Science (AAS) degree and are offered in a wide range of fields,
such as computer information systems, allied health, criminal justice, and
construction trades. Although designed primarily to provide extensive
training for employment, some technical programs aso lead to Associate
degrees, and the credits transfer into baccal aureate programs, providing

students access to additional education and career advancement. Programs

of study requiring fewer than 60 credit-hours lead to Certificates of
Completion. Tech-Prep Enhanced Skills Certificates provide advanced
studies in specific AAS programs.

Exhibit 2-4 presents data on the number of degrees, certificates, and total
awards conferred by EPCC and its peer districts. The data show that
EPCC conferred the lowest number of awards among the six districts.
EPCC conferred a greater number of technical awards than academic
awards, the same as at its peer community colleges.

EPCC and Peer Districts

Exhibit 2-4
College Degrees/Certificates Conferred

1997-98
D ifi T A
College egrees Certificates otal Awards Total ‘
Academic| Technical | Academic | Technical | Academic | Technical

Alamo 472 741 0 581 472 1,322 1,794‘
Austin 326 526 0 232 326 7581,084
El 196 494 0 221 196 715/ o11
Paso

North 524 450 0 784 524|  1234/1758
Harris

San 498 548 0 678 498 1,2261,724




Jacinto ‘

Tarrant

918 672 0 349 918 1,021

1,939 ‘

Source: THECB 1999 Annual Data Profile.

EPCC's budgeted expenditures for educational services increased between
1992 and 1998. Asindicated in Exhibit 2-5, the percentage increase was
greatest for expenditures on scholarships (41.6 percent). The smallest
percentage increase was for academic support which includes expenditures
for libraries, and administrative and technical support. (5 percent). Asa
percentage of total revenue, however, expenditures for educational
services has actually declined 7.2 percent during the six-year period
reviewed.

Exhibit 2-5
Expenditures Related To Educational Service Delivery
El Paso Community College

1992-98
Educational
Academic Scholar shi Total Services
Fiscal Instructional | Support Expen P Educational Total Expenditures
Y ear Expenditures| Expen ditﬁres Services Revenue | asaPercent
ditures Expenditures of Total
Revenues
1992 $25,600,690 | $7,913,406 | $16,530,789 | $50,044,885 | $72,496,987 69.0%‘
1993 27,594,021 | 7,460,955 17,124,340, 52,179,316| 77,337,077 67.5
1994 30,345,383 | 7,203,435, 18,902,059 56,450,877 88,614,654 63.7 ‘
1995 35,957,891 | 5126,712| 20,291,349 61,375,952| 90,660,395 67.7
1996 32,410,952 | 8,389,694 21,165,303 61,965,949| 96,642,800 64.1 ‘
1997 33,409,866 | 8,569,547 | 21,204,533 63,183,946| 98,392,111 64.2
1998 35,426,876 | 8,310,210, 23,412,461 67,149,547 | 104,893,589 64.0
6Yr.%
Increase
(Decrease) 38.4% 5.0% 41.6% 34.2% 44.7% (7.2%)

Source: The Texas Public Community College Database System, FY 1998
Instructional Expenditure includes salaries and benefits of faculty and



capital expenditures.

Academic Support Expendituresinclude libraries, museums, galleries,
deans' salaries and office expenses, and technical support.

Scholarship Expenditures include student scholar ships and fellowships
including tuition remissions and exemptions.

Total Revenue includes state appropriations, property taxes, endowments,
and federal funds. Auxiliary fund revenue is not included.

Expenditures devoted to educational services based on each full-time
equivalent (FTE) student and faculty member are provided in Exhibit 2-6.
For the years 1992 through 1998, total expenditures for educational
services increased 34.2 percent, while expenditures for each FTE student
increased 24 percent, and those for each FTE faculty increased 34.1
percent.

Exhibit 2-6
Expendituresfor Educational Services Per
FTE Student and Faculty
El Paso Community College

1992-98
Per cent
Total Increase - :
Fiscal | Educational | (Decrease)| FTE |EXPenditure) o |Expenditure
) Per FTE Per FTE
Y ear Services from Students Faculty
) : Student Faculty
Expenditure | Previous
Y ear

1992 $50,044,885 12,572 $3,981 | 547.10 $91,473 ‘
1993 52,179,316 43%| 13,616 3,832 528.84 98,667 ‘
1994 56,450,877 8.2%| 13,030 4,332 | 613.85 91,962
1995 61,375,952 8.7% | 14,044 4,370 | 808.68 75,896
1996 61,965,949 1.0%| 13,746 4,508 | 549.46 112,776
1997 63,183,946 2.0% | 13,533 4,669 | 545.20 115,891
1998 67,149,547 6.3%| 13,607 4,935 | 547.43 122,663
Six-Year
Per cent
I ncr ease 34.2% 8.2% 24.0% | <0.1% 34.1%
(Decr ease)




Source: Sate Auditor's Office. The Texas Public Community College
Database System, FY 1998.

All community colleges must now report information on their faculty's
qualifications to the Texas Higher Education Coordinating Board
(THECB). Over 56 percent of EPCC's faculty have a master's degree, and

9.2 percent have a doctorate. Comparative data on the qualifications of the

faculty at EPCC and of its peer districts are presented in Exhibit 2-7.

Exhibit 2-7

Per centage of Faculty by Level of Education
EPCC and Peer Districts

1997-98

High&l_sltelli)jegree Alamo | Austin Pio HNgrr:ihs Jaf:?rr:to Tarrant
No degree 0 0 0 0.3 2.4 ‘
Certificate Only 0.3 4.4 4.6 0 2.8 0
Associate's Degree 3.0/32 7.0 2.6 14.0 2.4‘
Bachelor's Degree 129| 185 229 26.3 19.5 10.3
Master's Degree 739| 550| 56.3 57.9 53.5 67.2
Doctora Degree 9.9| 189 9.2 13.2 9.9 17.7

Source: THECB 1999 Annual Data Profile.



STUDENT PERFORMANCE

Beginning with the 1997-98 school year, public community collegesin
Texas are required to develop areport on certain performance measures
and make it available to the public. Section 130.0035 of the Texas
Education Code states that "as soon as practicable after the end of each
academic year, the community/junior college district shall prepare an
annual performance report for that academic year. The report shall be
prepared in aform that would enable any interested person, including a
prospective student, to understand the information in the report and to
compare the information to similar information for other
community/junior college districts. The college district shall make the
report available to any person on request.” In addition, college districts
must include specific information on the items listed below:

The rate at which students completed courses attempted.

The number and types of degrees and certificates awarded.

The percentage of graduates who passed licensing exams related to
the degree or certificate awarded.

The number of students or graduates who transfer to or are
admitted to a public university.

The passing rates for students tested under the Texas Academic
Skills Program.

The percentage of students who are academically disadvantaged.
The percentage of students who are economically disadvantaged.
The racial and ethnic composition of the student body.

The percentage of student contact hours taught by full-time faculty.

Assessing the number of students who graduate, transfer, or remain in
school is one of the performance measures used to determine the
effectiveness of acommunity college.

Exhibit 2-8 provides data on the number of first-time students who
enrolled at EPCC or one of its peer districts in fall 1995 and tracks their
academic status after three years. By fall 1998, 30.7 percent of EPCC's
students have either graduated, transferred to another institution, or remain
enrolled at EPCC. This is the lowest among the peer districts.

Exhibit 2-8
Graduation/Persistence Rates for Fall 1995 First-Time Enrollees
EPCC and Peer Districts
Fall 1998

Fall 1995 Total Still Enrolled, | Percent Still Enrolled,

Institution | Headcount of Transferred, Transferred,

Fird-Time or Gradnated Fall ar Gradiiated Fall




Enrollees 1998 1998
Alamo 7,139 3,217 45.1%
Austin 4,382 1,908 435
El Paso 3,834 1,178 30.7
North 4431 2,050 463
Harris
San Jacinto 3,739 1,960 52.4
Tarrant 5,143 2,284 44.4
Source: THECB 1999 Annual Data Profile.
Exhibit 2-9
Per centage of Graduates by Program
EPCC and Peer Districts
1997-98
Alamo | Austin El North San Tarrant
Paso Harris Jacinto

Academic Graduates 26.3 30.1 215 29.8 28.9 47.3
Technical Graduates 73.7 69.9| 78.5 70.2 71.1 527
Continuing Ed
Graduates 0 0 0 0 0 0
Institution Totals 100.0| 100.0/100.0 100.0 100.0 100.0

Source: THECB 1999 Annual Data Profile.

Another measure of a college's effectiveness is the extent to which thereis
access to and equity of programs for special populations-students with

limited English proficiency, academic or economic disadvantages, or

disabilities. The standard of acceptability set by THECB is that the
proportion of specia populations enrolled in a community college:

1) is not less than 5 percent below its percentage in the
college's service area, or
2) proportion of specia populationsin technical programs
is not less than five percent below total college enrollment
for specia populations or shows improvement from

previous year.




The percentage of each specia population within the total college
enrollment in 1997-1998 for EPCC and its peer districtsis shown in
Exhibit 2-10. EPCC had the highest percentage of academically
disadvantaged, disabled and Limited English Proficiency students among
al six districts. The percentage of economically disadvantaged students
was the second highest among the districts.

Exhibit 2-10
Per centage of College Enrollment Represented
By Special Populations
EPCC and Peer Districts

1997-98
) ) . El North San
Special Population |Alamo |Austin Paso | Harris | Jacinto Tarrant
g?ghﬂﬁjé)e/d 389 156/ 515 23.1 289 280
E?;Rrgﬁfggd 550/ 71| 423 2.4 08 163
Disabled 39| 49| 51 1.0 3.1 24
'F-,:g;'itc?den'fr(‘ﬁll';g 103 04| 227 21 06 1.9

Source: THECB 1999 Annual Data Profile.

For 1997-1998, EPCC met THECB's criteria for access to programs and
services by special populations. The percentage of academically
disadvantaged, economically disadvantaged, disabled, and limited English

proficient students enrolled in technical programs at EPCC exceeded their

percentages in overall college enrollment by at least five percentage points
or showed improvement from the previous year. The data are provided in

Exhibit 2-11.

Exhibit 2-11

Per centage of Special Populations Enrollment

In College and in Technical Programs
El Paso Community College
1996-97 and 1997-98

Special
Populations

Per cent of
College
Enrollment
1996-97

Per cent of
Technical
Enrollment
1997-98

Per cent of
College
Enrollment
1996-97

Per cent of
Technical
Enrollment
1997-98




Academically

Disadvantaged 49.0 54.0 51.5 59.6
Economically

Disadvantaged 46.0 66.0 42.3 64.2
Disabled 5.0 8.0 51 7.4
Limited English

Proficiency 22.0 22.0 22.7 23.3
(LEP)

Source: THECB 1998 and 1999 Annual Data Profile.

A critical factor in measuring a community college's success is the rate its
students compl eted the courses they attempted. The THECB's standard for
assessing a college is the percentage of contact hours the students
completed compared to the state average. The completion rate should not
be less than five percentage points compared to the state average.

The percentage of contact hours completed by EPCC's students exceeds or
equals state average in academic, technical, and continuing education
courses. The percentage of contact hours completed for academic and
technical courses was higher at EPCC than at any of its peer districts or
the state. The percentage of contact hours completed at EPCC for
continuing education courses was dlightly lower than at three peer
districts, but same as the state as a whole. The data are shown in Exhibit

2-12.

Academic, Technical and Continuing Education Courses

Exhibit 2-12
Per centage of Contact Hours Completed

EPCC, Peer Districts, and State Average

1997-98
) El North San State
Program | Alamo | Austin Paso | Harris | Jacinto Tarrant Average
Academic 75.7 75.0 820 78.2 74.4 76.5 79.0
Technical 87.3 83.0/ 90.0 83.5 85.6 86.5 88.0
Continuing 99.6| 980| 990/ 1000 1000/ 99.6 99.0
Education

Source: THECB 1999 Annual Data Profile.

FINDING




Anindicator of the quality of a community college program is the number
of program graduates over athree-year period. New programs excluded,
the three-year standard for program graduates set by the THECB is 15.
Although only two districts offer more programs, the percentage of
programs at EPCC meeting the standard of 15+ graduates over the last
three years is the lowest of the six districts (Exhibit 2-13).

Exhibit 2-13
Programs M eeting the Standard
For Minimum Graduates Over a Three Year Period
EPCC and Peer Districts
1995-96 through 1997-98

I nstitution Programs | Programs Meeting Percen.t of Programs
Offered Standard M eeting Standard

Alamo 77 58 75.3%|
Austin 49 39 79.6
El Paso 49 36 735
North Harris 58 43 74.1‘
San Jacinto 74 61 82.4
Tarrant 72 54 75.0\

Source: THECB 1999 Annual Data Profile.

EPCC programs with fewer than 15 graduates over athree-year period are
listed below.

Apparel and Accessories Marketing Operations
Institutional Food Workers and Administrators

Fashion Design and Illustration

Film/Video & Photographic Arts

Emergency Medical Technology/Technician

Nursing

Miscellaneous Health Services & Allied Health Services
Court Reporter

Hospitality Services Management

Real Estate

Further review of the datafor EPCC contained in the THECB 1999
Annua Data Profile indicates that four programs in addition to those
above have had fewer than 15 graduates over the past three years. Those
programs include: Individual and Family Development Studies,



Carpenters, Industrial Equipment Maintenance and Repairs, ard Vehicle
and Equipment Operators.

A number of "critical success factors' have been established for
determining institutional effectiveness of community colleges.

Among the six peer districts, the number of contact hours completed by
EPCC students meets or exceeds the state average for academic, technical,
and continuing education programs. The percent of contact hours
completed at EPCC in academic and technical programs is higher than it is
at any of the peer districts. However, the graduation/persistence rate for
1995 first-time enrollees at EPCC was the lowest among the six districts,
30.7 percent at EPCC compared to 52.4 to 43.5 percent at the other
districts. The percentage of academic program graduates at EPCC was the
lowest among the six districts, although it was the highest for Tech-Prep
programs and the second highest for technical programs.

The percentage of academically disadvantaged and limited English
proficient students represented in the total college enrollment was higher
at EPCC than at any of the six districts. The percentage of economically
disadvantaged students in the total enrollment was the second highest.
EPCC has the lowest percentage of programs graduating at least 15
students over athree-year period of any of its peer districts. "Some of
these programs represent areas of high demand in the El Paso Workforce."
For instance, the Training Gap Analysis, a report prepared by the El Paso
Chamber of Commerce which analyzed the training gap between the area
workforce needs and programs offered by EPCC, identified a number of
EPCC programs with fewer than 15 graduates.

Recommendation 9:
Conduct areview of all programsthat do not meet minimum
graduates standar ds and deter mine if the programs should be

continued.

IMPLEMENTATION STRATEGIES AND TIMELINE

1. | The president assigns the vice president of Research and January
Development to review all EPCC programs contained in the 2000
THECB 1999 Annual Data Profile to determine that all
Classification of Instructional Program (CIP) codes and names
are correct and that all programs are ones offered by the district
and identify programs with less than 15 graduates over the past
three years.

2. | The vice nresident of Research and Develonment identifies from | Februarv-




the Annual Data Profile those programs with less than 15 March
graduates over the past three years and provides that information | 2000
to the vice president of Instruction and vice president of
Workforce Development, Technical Education & Lifelong

Learning.
3. | The vice president of Irstruction and the vice president of March-June
Workforce Development, Technical Education & Lifelong 2000

Learning assign the identified programs to the appropriate
instructional deans for review and recommendation.

4. | The ingtructional deans, with the involvement of faculty and the | July-
program advisory board members (if the program has any) December
review program objectives, course content, and enrollment 2000
trends and devel op recommendations to the vice president of
Instruction, and the vice president of Workforce Development,
Technical Education & Lifelong Learning for improving
graduation rates for courses that will be continued.

5. | The vice president of Instruction, and the vice president of January
Workforce Development, Technical Education & Lifelong 2001
learning, together submit, with the approval of the president,
recommendations to the Board of Trustees to phase out the
appropriate courses and improve graduation rates for courses that
areretained.

6. | The curriculum office revises summer, fall, and spring class February-
schedules to implement the recommendations. March
2001

7. | Theinstructional deans and faculty initiate the recommendations | Ongoing
and evaluate the results.

FISCAL IMPACT

This recommendation could be accomplished with existing resources.




PROGRAM OFFERINGS AND NEW PROGRAM

DEVELOPMENT

A review of the 1998-99 EPCC Catalog and Bulletin shows that programs
are provided in each of the areas as required by the statute, including
academic, technical, vocational and continuing education. Thirty-eight
occupational- technical programs are offered leading to an associate of
applied science degree. Sixteen programs lead to the associate of arts

degree, and 11 programs lead to an associate of science degree.

A wide range of continuing education courses also is offered at the Rio
Grande Campus, the Transmountain Campus, the Valle Verde Campus,
the Northwest Center, Mission Del Paso, and the Americana Language
Village. A review of the district's 1999 Summer Class Schedule for
continuing education indicates that many of those courses are offered after
5 p.m. and on weekends to meet the needs of those currently employed.

Offerings include courses in business, health, language and specia skills,
NAFTA and industria training, personal enrichment, security and special
officers, and the senior adult program. Guidance and counseling services
are available at each of the district's facilities. The Literacy and Workforce
Development Center operates adult literacy and vocational training
programs countywide. Accredited programs are shown in Exhibit 2-14.

Exhibit 2-14

Accreditation Status

El Paso Community College

1998

Accrediting Agency Program(s) Status* Years
American Association of | Medical Assisting Continuing i
Medical Assistants 1996-2003
American Dental Dental Assisting Full
Association Dental Hygiene 1996-2002
Amerl_car_1 Dietetic Dietetic Technology | Approval 1990-1999
Association
American Health Medical Records Continuing
Information Management | Technology 1995-1998
Association
American Society of Pharmacy Full
Health System Technology 1995-1999

Pharmacists




Board of Nurse Nursing Continued 1998-1999
Examiners Full
Board of Vocational Vocational Nursing | Continued
Nurse (Multiple Entry/Exit) | Full 1999-2000
Examiners
Board of Vocationa Vocational Nursing | Initial
Nurse (Mission Del Paso) 1999-2000
Examiners
Commission on Physical Therapist Continued
Accreditation of Physical | Assistant 1998-2006
Therapy Education
Commission on Ophthalmic Full
Opticianry Accreditation | Technology 1994-1999
Council on Colleges, All Associate Accredited
Southern Association of | Degrees and Not Applicable
Colleges and Schools Certificates
Dletary Managers Dietetic Technology | Approval 1990-1999
Association
Joint Review Committee | Ultrasound Accredited
in Diagnostic Medical Technology 1996-1999
Sonography
Joint Review Committee | Radiologic Accredited
in Radiologic Technology 1994-1999
Technology
Joint Review Committee | Respiratory Care Continuing 3
in Respiratory Therapy 1997-2002
:JOI nt R_ewew Committee | Surgical Technology |Accredited 1993-1999
in Surgical Technology
National Accrediting Medical Laboratory | Continuing
Agency for Clinica Technology 1995-2002
Laboratory Science
Nationa League for Nursing Continued
Nursing Accrediting 1991-1999
Commission
Texas Department of Emergency Medical | Approval :

1997 (with per
Heal .th, Emergency Technology semester course
Medica

approva)

Services Division




Texas Department of Non-Certified Approval

Health, Medical Technician 1997 (ongoing)
Radiological Division (Radiology)/CE

Texas Department of Nursing Assistant/CE | Approval 1997-1999
Human Services (Northwest Campus)

Texas Department of Nursing Assistant/CE | Approval i
Human Services (Mission Del Paso) 1998-2000

Source: Official Satistics for Public Release, Current Accreditation's,
EPCC

* Theterms"Continued,” "Continuing," "Full," " Accredited," "Approval,"
and "Initial"

used by different accrediting agencies mean that the programs meet their
accrediting standards.

The new organization places responsibilities for programs and faculty
under the newly created positions of instructional deans. The positions and
areas of responsibility for each are provided in Exhibit 2-15.

Exhibit 2-15
Program Responsibilities
EPCC Instructional Deans

September 1999
Degree,
Instructional Dean | Certificate, or Program
Course
Health Associateof | Dental Assisting, Dental Hygiene, Dietetic
Occupations Applied Technology, Medical Assisting
Science Technology, Medical Laboratory

Technology, Medical Record Technology,
Nursing, Ophthalmic Technology, Physical
Therapist Assistant, Radiologic
Technology, Respiratory Care Technology,
Surgical Technology Health Occupations,
Pre-Nursing Dental Assisting




Associate of | Diagnostic Ultrasound Technology

Artsand

Sciences

Certificateof | Digpensing Optician

Completion Emergency Medical Technology
Medical Assisting
Pharmacy Technology
Vocational Nursing
Border Health Issues
Denta Practice Management

Tech-Prep Assistant

Enhanced Nursing

Skills Orthodontic Assistant

Certificate Ora Maxillofacial Surgery Assistant
Public Health Nutrition
Respiratory Care Technology

Courses not Medical

leading to a

degree or

certificate

Technical Associateof | Advertising Graphics and Design
Education Applied Automotive Technology
Science Child Devel opment

Criminal Justice

Drafting and Design Technology
Electronics Technology

Fashion Technology

Fire Technology

Food Service

Heating, Ventilation and Air Conditioning
Hotel/Motel Administration

Human Services

Interior Design Technology

Lega Assstant

Machining Technology

Media Production

Plastic Technology

Sign Language/Interpreter Preparation
Travel and Tourism

Automotive Technology Driveability
Technician




Certificate of
Completion

Cosmetology

Culinary Arts

Child Development Associate Credential
Electronics

Fundamental s of Environmental
Technology

Heating, Ventilation and Air Conditioning
Industrial Patternmaking

Interior Design Technology

Lega Assstant

Residential HVAC Technician

Sign Language/Interpreter Preparation
Travel Counselor/Airline Reservationist

Americana

L anguage
Programsand
Basic Skills

Does not lead

to adegree or
certificate

Americana Language Programs
Basic Academic Skills
Juarez Programs

Businessand
Computer Based
Occupations

Associate of
Applied
Science

Accounting

Computer Information Systems
Court and Conference Reporting
General Business

International Trade and Business
Management

Office Information Systems

Real Estate

Associate of
Arts and
Sciences

Business Administration

Certificate of
Completion

Basic Accounting Applications
Basic Computer Application Skills
Computer Operations

Data Entry

General Business

Information Processing
International Trade and Business
Lega Stenographer/Scopist
Microcomputer Applications
Office Occupations

Red Estate

Tech-Prep
Enhanced
Skills
Certificate

Accounting Applications
Microcomputer Applications
Office Information Systems




Courses not Financial Management
leading to a
degree or
certificate
Humanities, Social | Associate of | General Studies
Sciences, ESL and | Artsand History
Reading Sciences Libera Arts
Psychology
Political Science
Sociology
Courses not Anthropology
leading to a Economics
degreeor a English as a Second Language
certificate Human Development
Philosophy
Reading
Religious Studies
Math, Science, Associate of | Architecture
Physical Artsand Biological Sciences
Education and Sciences Chemistry
Architecture Exercise and Sports Science
Geology
Mathematics
Physics
Pre-Engineering.
Communication Associateof | Art
and Fine Arts Science and Communication Studies
Arts Drama
English
Foreign Language
Mass Communications
Music
Professional Communications
Certification | Fine Arts
of Completion
Courses not Dance
leading to a
degreeor a
certificate

Source: EPCC.




EPCC serves more than 27,000 students in the El Paso area. More than
19,000 students were enrolled in academic credit programs and 8,000

students in continuing education programs during the fall semester 1998.
Asindicated by Exhibit 2-16, enrollment in credit programs has declined
dightly over the past three years, while enrollment in continuing education
programs has increased.

Exhibit 2-16
Enrollment Trendsin Credit and Continuing Education Cour ses
El Paso Community College

1996-1998
Fall Per- Fall Per- Fall Per-
1996 | Cent 1997 Cent 1998 | Cent

Credit Programs 19,226 87.8| 19,845 72.3| 19,132 69.5

Continuing 2,664 12.2| 7585 277 8401 30.5

Education

Total 21,890/ 100.0| 27.430| 100.0/ 27,533 100.0

Source: THECB 1999 Annual Data Profile.

One explanation for this plateau in credit enrollment, according to district
adminigtrators, is that fewer prospective students who would benefit from

acredit program of study are enrolling. Although El Paso's 11 percent

unemployment rate is high, it has not increased significantly over the past
five years. In contrast, the size the undereducated and unskilled population

displaced by plant closings such as those from the garment industry is
growing dramatically. Many of those enrolling at EPCC as a result of

layoffs do not have a high school diploma or a GED and require

significant noncredit remedia education before they can begin credit

programs.

There are severa reasons for the increase in continuing education credit

hours. EPCC has assumed a major role in retraining workers displaced by

the North American Free Trade Agreement (NAFTA). As more plants

close due to relocation, the number of workers who need retraining

continues to increase. Retraining includes literacy skills, English as a

second language, and job training. Most of the job training isin continuing
education programs. Two sources of federal funds have been of assistance
in retraining: NAFTA Retraining, administered through the Texas
Workforce Commission, and a United States Department of Labor

program.




A number of high tech areas, including classes in computer skills, require
less formal education and more hands-on training in continuing education.
Examples are the Microsoft Academy and Cisco Networking, two training
programs offered by EPCC under the sponsorship of Microsoft and Cisco
Systems. Some technical/high tech employers suggest that short-term non
credit training may be preferable to the typically more well rounded
education that is offered in the credit curriculum (which aso includes a
number of occupational programs of study).

FINDING

In December 1997, the El Paso Workforce Foundation, a component of
Greater El Paso Chamber of Commerce Foundation, published The El
Paso Labor Market: A Training Gap Analysis, a study designed "to
identify the areas of greatest potential for training El Paso's workforce."
Approximately 400 El Paso businesses were surveyed concerning awide
range of questions on 550 job titles. Interviews were conducted with over
40 local companies about the skill requirements related to the job titles.
Over 21,000 individuals registered as unemployed were sent surveys
soliciting information about their job experience and skills. Area
proprietary schools and public school districts were also asked to provide
information about job skills and training.

The 550 job titles were collapsed in the report into 55 occupational
training gaps, i.e., "occupations for which available positions are expected
to go unfilled by local talent through 1998." The 10 occupational fields
with the largest difference between anticipated growth and available labor
are indicated in Exhibit 2-17. The list includes occupations that require a
college degree, such as teachers, engineers, and some health-related
professionals, as well as some that require specialized training but not
necessarily a degree.

Exhibit 2-17
Occupational Training Gaps
El Paso Community College

1996-1998
Occupation Jobs Jobs | New Jobs | Available | Training
b 1996 1998 | 1996-1998 Labor Gap

Assemblers, Precision 460 | 1,096 636 31 605
Health Assessment

and Treatment 6,236 | 6,651 415 41 374
Computer and Related

Occupations 1,508 | 1,789 281 10 271




Teachers and 15,693 | 16,049 356 104 252
Instructors

Health and Service 4038| 4,452 414 173 241
Occupations

Hedlth Technicians 2658 2901 243 18 295
and Technologists

Personal Service 5163 5581 418 221 197
Occupations

Engineering 1789 1,097 208 12 196
Technicians

Engineers 2108 | 2393 195 15 180
Metal /Plastic Process

Meachine Settere 818| 1,028 210 54 156

Source: A Training Gap Analysis, EI Paso Wor kfor ce Devel opment
Foundation, December, 1997.

In response to the Chamber's publication, the EPCC board of trustees
directed the president to develop one or more new programs. In response,
three programs were developed: Cosmetology (Certificate of Completion),
Machining Technology (Associate of Applied Science Degree), and
Plastics Technology (Associate of Applied Science Degree). All three
programs have been approved by THECB and will be available for the fall
1999 semester.

Both the machining technology and plastics technology programs were
areas among those with the highest training gaps. Cosmetology, however,
was not. While it was mentioned in the narrative portion of the Chamber
study as a "persona service occupation,” itslisting in the 550 initial
occupations is in the "surplus labor pool," which lists occupations with
more people available than jobs.

A direct relationship between the titles of many of the occupations

contained in the gap analysis study and those of EPCC programs cannot be

established. The Chamber study, however, found health assessment and
heath services and occupations among the 15 "new job growth" areasin
El Paso. Among the 550 specific job descriptions in the study are seven
health-related occupations identified as in need of training: registered
nurses, personal home-care aides, home health aides, licensed practical
nurses, medicine and health service managers, nursing aides and orderlies,
and medical/clinical lab technicians.




EPCC programs could help fill the training gap in the health assessment or
health services and occupations areas, particularly training for Emergency

Medical Technology/Technicians, Nursing staff, and Miscellaneous

Hedlth Services and Allied Health Services.

Recommendation 10:

Review the Training Gap Analysis study to identify programs and
cour ses offered by EPCC that provide needed training as well as areas
that could be developed to meet current and future training needs.

IMPLEMENTATION STRATEGIESAND TIMELINE

Learning & Technical Education, and vice president of
Instruction should routinely meet with members of the El Paso
Workforce Development Foundation and keep abreast of the
existing and future workforce needs of the El Paso area. In
addition, they should continuously monitor agencies such as
State Occupational Information Coordinating Committee of
Texas Workforce Commission for their regional forecasts of
occupational outlook and the State Comntroller's Office for

1. | Thevice president of Workforce Development, Lifelong January-
Learning & Technical Education, vice president of Instruction, | March 2000
and appropriate staff meet with the EI Paso Workforce
Development Foundation to review the results and
methodology used in the Training Gap Analysis Study.

2. | The vice president of Workforce Development, Lifelong April-June
Learning & Technical Education, vice president of Instruction, | 2000
instructional deans, and faculty representatives compare the
training gap data to EPCC courses and programs.

3. | The vice president of Workforce Development, Lifelong July-October
Learning & Technical Education, vice president of Instruction, | 2000
instructional deans, and faculty representatives develop and
submit recommendations to the president for courses or
programs that could be developed to meet the training needs
outlined in the Training Gap Analysis study.

4. | The president modifies the recommendations as necessary and | November-
submits them to the board of trustees for approval. December

2000

< | The president and appropriate staff initiate changes required to | January-

5. | develop courses and programs designed to meet areatraining | May 2001
needs beginning with summer 2001.

6. | The vice president of Workforce Development, Lifelong Ongoing




their regional economic forecasts.

FISCAL IMPACT

This recommendation could be accomplished with existing resources.



DEVELOPMENTAL EDUCATION

Section 51.306 of the Texas Education Code requires public institutions of
higher education in Texas to provide developmental education to students
unable to pass one or more sections of the Texas Academic Skills Program
(TASP) test. The purpose of TASP-a statewide assessment of skillsin
mathematics, reading, and writing-is to determine if students entering
higher education can perform college-level work. Students who fail any
section of the test are required to continue taking developmental education
courses until they pass a subsequent test or make a grade of at least a"B"
in courses in disciplines in which developmental education was required.

Of the 132,172 incoming freshman in Texas colleges and universities
during the summer and fall of 1995, 104,716 (79.2 percent) were required
to take the TASP. Of that number, 53.8 percent failed one or more sections
of the test and were required to take developmental education. Almost 80
percent (44,799) of those failing the TASP were enrolled in community or
technical colleges

Seventy community or technical college campuses enrolled 88,588
freshmen during summer and fall 1995. Of that number, 24,560 (27.7
percent) were either exempted from the test or dropped out of higher
education before taking the test. Of those taking the test, 50.6 percent were
required to take developmental education courses. At EPCC, 70 percent
(2,581 of 3,685) of the incoming freshman did not take the TASP because
they were exempted or dropped out compared to 27.7 percent for all
community or technical colleges. Of the 1,104 EPCC students who were
tested, 95.3 percent (1,052) were required to take one or more
developmental education courses, and 41.5 percent (433 of 1,044) of the
students who started the courses completed them. Statewide, 50.6 percent
of al incoming freshmen enrolled in community or technical colleges
were required to take developmenta education. The average completion
rate statewide for students who started devel opmental education courses
was 44.7 percent. The data for EPCC, its peer districts and all community
or technical collegesin the state are presented in Exhibit 2-18.

Exhibit 2-18
Developmental Education
for First-Time Entering Freshmen of Summer/Fall 1995
EPCC and Peer Districts

Perc_?.? rtn':rSt' Number of Per cent of Per cent
Ingtitution| Freshman First-Time | TASP Tgkers Complietllng
Not TASP Freshman Reqw_rln_g Remediation
Tested TASP Tested | Remediation Who Started




Alamo 33 6,755 80.7 24.0|
Austin 14.9 3,509 53.0 306
El Paso 70.0 1,104 95.3 415|
North 15.1 3714 731 49.9
Harris

San

P 10.7 3,249 66.7 51.0
Tarrant 411 3,023 456 437
All CTCs 277 64,028 50.6 44.7

Source: THECB. The Effectiveness of Development Education at Texas
Public Institutions of Higher Education, January, 1999.

The TASP was designed to measure a student's readiness for college-level
work. Scores below 230 on the math and reading tests and 230 on the
writing portion are considered an indication that the student is not college-
ready. Scores at those levels are considered minimal with increasing levels
of readiness indicated as the scores approach 300. The purpose of
developmental education is to help a student improve his’her college
readiness. Therefore, for students failing one or more portions of the
TASP, an expected outcome of developmental education coursesisto
improve the students chances of passing the TASP on any subsequent
retake of the test.

Severa research projects commissioned by the THECB examined various
aspects of assessment, placement, and services related to developmental
education in the state. One study found that colleges and universities use a
variety of instruments in addition to the TASP to assess and place
incoming students and that all appear to be appropriate in identifying
students who need developmental education.

About 50 percent of the students tested score at levels requiring placement
in one or more developmental education courses with mathematics the
most likely course for student placement. Students at community colleges
were less likely to pass the TASP test after completing developmental
education courses than were university students. While passing
developmental education courses did not ensure passage of TASP, it does
appear to contribute to its passage. In addition, student retention in the
college or university seems to be enhanced by passing the devel opmental
education course or Courses.



Three performance measures were devel oped by the Higher Education
Coordinating Board to determine the impact of developmental education
on college readiness as indicated by students' retake scores on those
portions of the TASP previoudly failed. The measures and definitions for
each areincluded in Exhibit 2-19.

Exhibit 2-19
Performance Measures for Deter mining the Effectiveness of
Developmental Education

Performance

M easure Definition

Developmental The pass rate on the second attempt at the math, reading, or
Capacity writing portion of the TASP by a given group of studentsin
developmental education.

Developmental The average passing score on the second attempt at the math,
Quality reading, or writing portion of the TASP from a given group of
students in developmental education.

Developmental The average gain or loss from the first to the second attempt
Power on the math, reading, or writing portions of the TASP for a
group of students in developmental education.

Source: The Effectiveness of Developmental Education at Texas Public
Institutions of Higher Education, THECB, January, 1999

Exhibit 2-20 provides data on the pass rates, passing score, and average
gain or loss in mathematics of students taking the TASP for a second time
after completing a devel opmental education course. The pass rate for
EPCC students was the lowest of the six districts and only dightly higher
than that for all community or technical college (CTC) students. The
average passing score for EPCC students was approximately the same as
that for students in the peer districts and students statewide. The average
gain for EPCC students was the lowest among the six peer districts and
lower than that for al CTC students.

Exhibit 2-20
Average Pass Rates Of TASP Math Test
For First Time Enrolleesin Summer/Fall 1995
EPCC and Peer Didtricts

Developmental | Developmental | Developmental

Institution Capacity Quiality Power




Alamo 50.32 246 36.07+ |
Austin 56.35 249 36.05+
El Paso 41.59 247 33.60+|
North Harris 48.68 249 34.32+
San Jacinto 44.22 249 42.75+
Tarrant 48.62 248 40.77+ |
All CTC Students 41.00 247 37.00+

Source: The Effectiveness of Devdopmental Education at Texas Public
Institutions of Higher Education, THECB, January, 1999.

Research on developmental education in Texas has identified a number of

best practices related to effective developmental education programs. The
best practices that have been identified are those shared by the institutions
experiencing the most program success. Program characteristics can be
divided into the following three levels:

Level |: Characteristics of Successful Programsin Texas Strongly
Supported by Research

1.
2.

3.
4.
5.
6.
7.
8.

9.
10.

Level |1: Characteristics of Successful Programsin Texas Which Had

Aninstitutional commitment to developmental education.

A strong commitment to professional development for all those
who work with developmental students.

A high level of coordination of developmental education courses
and services.

A regular ard systematic evaluation of program outcomes.

An ongoing effort to ensure consistency in developmental course
content and the content of the TASP Test as well as the entry
standards for collegiate-level courses.

Frequent testing in development courses.

An integration of classroom and laboratory activitiesin
developmental courses.

A clearly stated set of goals and objectives.

A full-time faculty to teach developmental courses.
Supplemental instruction.

Some Support From Research

1.

A comprehensive learning assistance center providing academic
support services to developmental courses.



A comprehensive set of academic and other support services.

A reporting structure placing devel opmental courses and services
under an academic administrator.

A tutoring program providing both group and individual tutoring
services.

An effort to articulate college level academic requirements to local
and feeder high schools.

The same faculty to teach bothcollegiate-1evel and developmental
COUrses.

Leve I11: Characteristics of Successful Programsin Texas Which
Had Little or No Support from Research

1.

2.

3.

4.

A data collection and monitoring system to track student
performance in the TASP and other local assessmert instruments.
A variety of efforts to inform incoming students of the TASP and
other assessment requirements.

A variety of options for students who passed developmental
courses but continued to fail the TASP.

Letter grades (A, B, C, D, and F) in developmental classes.

In Exhibit 2-21, EPCC's developmental education program israted in
light of the characteristics of a successful program. This analysisis based
on the input received from EPCC's faculty and administrators during the

interviews and comment s from faculty and student focus groups.

Exhibit 2-21
An Assessment of the EPCC's Developmental Education Program

Based on the Characteristics of a Successful program

Level | Characteristics Partially | DoesNot
M eets
Criteria | &S M eet
Criteria Criteria
1. Ingtitutional commitment to X
developmental education.
2. Strong commitment to professional X
development for al those who work with
developmental students.
3. High level of coordination of X
developmental education courses and
services.
4. Ongoing effort to ensure consistency in X
developmental course content and the
content of the TASP test aswell asthe




entry standards for collegiate-level courses.

5. Regular and systematic evaluation of
program outcomes.

6. Frequent testing in development courses.

7. Integration of classroom and laboratory
activities in developmental courses.

8. Clearly stated set of goals and objectives
for the development program.

9. Full-time faculty to teach developmental
COUrses.

10. Supplemental instruction.

Level Il Characteristics

1. Comprehensive learning assistance
center providing academic support services
to developmental courses.

2. Comprehensive set of academic and
support services.

3. Reporting structure placing
developmenta courses and services under
an academic administrator.

4. Tutoring program providing both group
and individual tutoring services.

5. Effort to articulate college-level
academic requirements to local and feeder
high schools.

6. The same faculty to teach both
collegiate-level and developmental courses.

Level |11 Characteristics

1. Data collection and monitoring system to
track student performance in the TASP and
other local assessment instruments.

2. Variety of efforts to inform incoming
students of the TASP and other assessment
requirements.

3. Variety of options for students who pass
developmental courses but continue to fail
TASP.




4. Letter grades in developmental classes. X

Source: THECB. Executive Summary: An Evaluation of Devel opmental
Education in Texas Public Colleges and Universities, Part 2 and Gibson
Consulting Group.

As can be seen from the exhibit, the developmental education program at
EPCC partially meets seven of the 10 Level | Characteristics of a
Successful Program. It did not meet three of the criteria. In addition,
EPCC only fully met two of 10 Level 11 and Level |1l characterigtics.

FINDING

Several components of EPCC's devel opmental education courses are
inconsistent with the best practices research. First, athough information
provided by EPCC administration indicates that the district offers 19
developmental courses, only 12 were identified in the 1999 summer class
schedule for continuing education or the 1999 summer or fall class
schedules for credit courses.

The courses identified included five mathematics-related courses (BASK
3006, BASK 3009, MATH 3100, MATH 3103 and MATH 3105), three
courses related to reading (BASK 3023, READ 3108 and READ 3109),
two writing courses (BASK 3003 and ENGL 3111), and two courses
related to study skills (BASK 3016 and BASK 3017). All have asingular
purpose, that of preparing students for the TASP which, while important,
is inconsistent with developmental education's broader goal of helping to
improve students' college readiness.

Second, system-wide coordination of developmental education servicesis
lacking. Under the previous administrative organization, 10 division deans
had responsibility for the developmental education courses. Eight different
deans have oversight responsibilities for the mathematics courses, six for
the reading courses, and seven for the writing courses. Only two
individuals have responsibility for all courses at their respective campuses.
With the recent reorganization, all math courses are under the supervision
of the dean of Math, Science, Physical Education and Architecture; the
English courses are under the dean for Communications and Fine Arts; the
reading courses are under the dean of Humanities & Social Sciences, ESL
and Reading; and the basic academic skills courses are under the dean of
the Americana Language Program and Basic Skills.

One of the recommendations resulting from a January 1997 site visit by
the Community and Technical Colleges Division of THECB was that the



district "should establish a process that tracks the success of students
through the sequences of developmental programs.” In response, EPCC
stated that a committee has just been formed to look into the data elements
that need to be collected and analyzed. So far, nothing has been done on
how they would use the data to make program improvements.

Third, there is no systematic, district-wide evaluation of developmental
education courses offered by EPCC. Student evaluations are the most
frequently used form of evaluation but seldom is the information collected
and shared with al developmental education faculty. Neither is there any
formal or consistent effort to use evaluation data to improve programs.

Recommendation 11:

Conduct a comprehensivereview of its developmental education
programs and usethe resultsto improvethe program.

At a minimum, the review should include the items listed below.

A review of recent literature and research on developmenta
education, particularly related to programsin Texas.

A review of the reasons for the high percentage of students who
are not TASP-tested with particular attention to those who may
drop out before taking the test.

A review of the assessment/placement instruments used in addition
to TASP with attention to those reviewed and recommended by
THECB.

A review of the quality of developmental education courses
offered with particular attention to the scope of courses available
and the faculty.

A review of the sequence of courses and the amount of time
students are in remediation.

A review of how developmental education courses are evaluated
and how to improve the procedures to ensure a comprehensive,
system-wide process.

A review of the professional development courses provided by
faculty who are responsible for developmental education.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president assigns administrative responsibility for all January
developmental education to the dean of Americana Language 2000
Programs and Basic Skills.

2. | The dean of Americana Language Programs and Basic Skills February-
establishes a committee with three instructional deans who have | March 2000




responsibilities for reading, writing, and Math, appropriate
faculty, and students to review the district's program using the
review guidelines developed by the THECB.

3. | The committee reviews the guidelines as well as other literature | April-June
on developmenta education and devel ops recommendations for | 2000
conducting a comprehensive review of the program.

4. | The dean of Americana Language Programs and Basic Skills July-
conducts the review and shares results with the vice president of | September
Instruction, vice president for Workforce Development, 2000
Technical Education & Lifelong Learning, instructional deans
and faculty.

5. | The dean of Americana Language Programs and Basic Skills, October-

instructiona deans, and representative faculty make December
recommendations to the president for improvements to the 2000
program based on the results of the review.

6. | The president approves the recommendations for program January
changes to begin summer 2001. 2001

FISCAL IMPACT

This recommendation could be accomplished with existing resources.




ARTICULATION

Articulation is away to provide high school students opportunities to
obtain community college credit for skills mastered or work completed
while they are in high school. The major objective of such arrangementsis
to eliminate duplication in a student's program of study.

There are a number of terms used to describe the articulation process, the
most common of which is vertica articulation. In its smplest form, a
student may receive college credit for specific courses taken in high
school if the appropriate skills or knowledge can be demonstrated. More
recently, however, the terms Tech-Prep and 2+2 or 2+2+2 are used to
describe a means of formally managing the curricular bridge between
secondary and post-secondary education. Tech-Prep programs are usually
designed around a specific program of study over the course of a student's
four high school years extending into two years of post-secondary
education. The 2+2 and 2+2+2 arrangements begin with the junior and
senior years in high school and extend for two or four years at the post-
secondary level.

Articulation agreements al so exist between community colleges and four-

year colleges and universities. In these situations, the agreement is usually
with a department or college within the university and involves a specific

COUrse Or COUrses.

The formal articulation agreement can take many forms but usually a brief
document is signed by the appropriate representatives of the participating
institutions that outlines the conditions of the articulation. The agreements
may be for any length of time, although documents with a"notice to void"
provision are the most common.

FINDING

Thefirst officia articulation agreements in EPCC were signed with four
area public school districts in the mid-1980s. By the spring of 1999, EPCC
had agreements with 15 school districts covering more than 50 courses. In
addition, agreements exist with 18 to 20 universities and other entities
concerning the transfer of 6 to 80 hours.

EPCC has awell defined process for administering the articulation
process. EPCC developed an Articulation Handbook in 1988, and it has
been in use since that time. The handbook contents include definitions and
general information about articulation, an overview of the process used at
EPCC, and copies of all the forms used in the program. The handbook is
updated periodically.



Articulation committees in various program areas meet and develop plans
for the future. For example, the Health Occupations Committee met in
April 1999 and developed an Articulation Plan of Action for the 1999-
2000 academic year that contained 10 recommendations concerning
articulation with secondary schools and four with post-secondary
ingtitutions. In both areas, the recommendations included start-up,
continuation and evaluation efforts.

COMMENDATION

EPCC has developed and isimplementing articulation agreements
with secondary and post-secondary institutions.

FINDING

Some concern was expressed in interviews and focus groups about
difficulties in transferring credits from EPCC to the University of Texas at
El Paso (UTEP). The UTEP Admissions Office has published a Course
Equivalency Guide listing "courses transferable” from EPCC to UTEP
effective September 1998 through spring 2000. In addition to stating that
up to 66 semester hours can be transferred from a community college to a
UTEP degree program, the guide lists 204 EPCC courses with UTEP
equivalents. Another 396 EPCC courses are listed as transferable for
elective credit.

The Community and Technical Colleges Division of THECB made a site
visit to the district in January 1997. One recommendation in its report was
that "EPCC should adopt measures to ensure successful transfer of its
students to other universities, including UTEP." EPCCD responded with
the creation of atransfer office; the devel opment and implementation of
procedures to promote transfers; and the formation of ajoint post-
secondary articulation committee with UTEP.

Most recently, EPCC and UTEP have reached an agreement under which
UTEP will accept in toto the 62 hours required for an associate's degree at
EPCC. To facilitate this arrangement, EPCC has restructured its degree
regquirements by reducing the number of hours it has required for the two-
year associate degree-hours that UTEP was not accepting-allowing for a
more "seamless’ transfer of course work between the two institutions.

COMMENDATION

EPCC hasworked cooperatively with the University of Texas at El
Paso to provide a mor e user-friendly process for transferring credits.

FINDING



Research indicates that centralizing all developmental education services
tends to be more effective than decentralized programs. A centralized
organization allows for improved course coordination and integration, the
development of a set of goals and objectives, and regular and systematic
program evaluation.

Under the previous organizational structure, the administration of EPCC's
articulation efforts was divided among three offices. Secondary
articulation was assigned to one provost, articulation related to post-
secondary ingtitutions was the responsibility of a second provost, and al
TechPrep efforts were assigned to an executive dean. Such division of
labor made administration and coordination difficult. The recently
approved organizational structure places the responsibility for all
articulation efforts under the vice president of Instruction.

COMMENDATION

EPCC has combined all administrative-related articulation functions
under asingle authority.



LITERACY AND ENGLISH ASA SECOND LANGUAGE

The Texas Education Code enumerates nine services that each public
community college must provide within the overall mission established in
state law. Two services are particularly relevant to literacy programs and
English as a Second Language (ESL).

Continuing adult education programs for occupational or cultural
upgrading; and
Adult literacy and other basic skills programs for adults.

The link between education and prosperity is undisputed. According to the
Bureau of Labor Statistics, a 25-year-old person with atwo-year associate
degree can expect to earn an annual median salary in excess of $28,000,
which is $4,000 more than that of a high school graduate and about
$14,000 more than the median salary of a high school dropout. For many
who are economically disadvantaged, the way to economic stability is
through education and training, and the way to education and training is
through language skills. It is important, however, to recognize that
multiple purposes exist for increasing and/or improving language skills
and that those who seek language education do not approach it with
common skills or motivation.

According to the Department of Education's National Adult Literacy
Survey, 37 percent of the population of El Paso is at Level | literacy
competence. Level | isidentified as a person who cannot read a bus
schedule or handle a checkbook. Based on the 1998 population estimates
for the city of El Paso, this 37 percent figure trandates to about 220,000 at
Level | literacy competence. EPCC's literacy program serves only 2,500
students.

FINDING

In response to El Paso's unique socio-cultura environment, EPCC
provides arange of literacy, English as a Second Language, and language
improvement programs and services for students and adults who need help
communicating.

Asin other areas of Texas, the need for literacy training in El Paso is
much greater than the resources available. Public and higher education
institutions in the area work together to serve the greatest number of
people and to avoid gaps in services. Both EPCC and the El Paso area
public schools receive federal and state funds for GED programs. To
prevent overlap and/or gaps in services, the El Paso area public schools
offer English GED programs. EPCC offers Spanish GED programs.



The college offers both Spanish and English literacy programs to meet the
needs of the community. Spanish literacy is for adults who have Spanish
language skills at 0-2 grade level. Classes are taught in Spanish, and the
goa isto improve language skills in the native language. English literacy
courses target students who have elementary literacy skills, who are trying
to learn enough English to pass the Ability to Benefit test (ATB) which
will qualify them for financia aid to participate in ESL courses. English
literacy classes are taught in a combination of English and Spanish and are
offered both on campus and off campus in churches, public schools,
community centers, and other |ocations accessible to the people who need
the services.

EPCC's English as a Second Language (ESL) program is a set of non
credit courses designed to develop students English proficiency in the
areas of listening, speaking, reading, and writing so they can participate in
the economic mainstream. The ESL sequence of classes consists of 24
courses divided into four tracks and six levels. All coursesin alevel are
co-requisites and are taken concurrently. Courses include labs to reinforce
classroom work. Assessment determines the level at which students enter
the ESL program. Successful participation in ESL serves as a prelude to
vocational/technical or academic plans of study.

Basic Academic Skills (BASK) courses are conducted primarily in
English. BASK courses are credit courses but do not count toward
graduation requirements. They are offered on a credit/non credit basis
only. Students at this level are generally English speaking, have passed the
ATB test and are eligible for financial aid, but their language skills are not
advanced enough for them to succeed in regular college level work
without support. The BASK series of courses includes the following:
College Orientation, Library Instruction, Writing with Computers, College
Prep Math, Technology Concepts, and Basic Study Skills. A Post-TASP
Mathematics Preparation course provides an individualized approach to
strengthen students in math areas assessed by the TASP test, including
arithmetic (fractions, decimals, proportions), graphical data (pie charts,
linear graphs), algebra (solving and graphing linear and quadratic
equations), and geometry (perimeter and area, rectangles, triangles).

English for Specific Purposes (ESP) courses are designed for the advanced
ESL student who requires specialized advanced language training for
specific vocational/technical or academic purposes. An ESP computer
course, for example, focuses on the special vocabulary and language skills
required for working with computers. ESP courses are offered by special
registration at an advanced level in the ESL sequence.

EPCC aso offers English or Spanish as a Second Language through its
Americana Language Center. The Center offers non-credit programs for



learning the basics of Spanish, French, German, Japanese, Mandarin
Chinese, and other languages as well as several programs for children,
GED, and Citizenship. The center is designed to serve those who do not
necessarily want to pursue a degree and/or those who may already have a
degree: businessmen (doctors, lawyers, and accountants) who want to
improve English to conduct business in the United States; and military
spouses who want better language skills to improve communication in
parent-teacher conferences.

Examples of recent center activities include the following:

English as a Second Language Program delivered to Maquiladora
professionals at Ciudad Juarez.

Summer ESL Teacher Training Program.

Agreements to receive ESL students from China and to send EPCC
teachers to train teachers in China.

Weekend foreign language conversation programs and courses and
children's language programs.

The center offers both instructor-led and self-paced language study.
Instructor-led classes are total immersion classes (whether in English or
another language) and last seven weeks.

The center offers state-of-the-art equipment and extensive programs and
servicesto its patrons in its computer lab, media center, and audiovisual
lab. The computer classroom is available for classes and individua
students. The lab is equipped with 35 Pentium Compag computers and
nine 386 computers. Students can complete their writing assignments
using word processing software (Microsoft Word, WordPerfect 6.0, Mac
Write, and ClarisWorks). In addition, the computers contain a variety of
foreign language software, additional multimedia software (Encarta,
Encyclopedia, Media Magazine, Time Magazine) and access to Email,
the Internet, and the World Wide Web.

The audio- visual lab provides students a comfortable place and assistance
in using the equipment and material. It provides students a range of audio-
visual aids including audiocassettes and videotapes. It is equipped with 18
workstations. Groups of two or three students can watch videos or listen to
audiocassettes in one of the workstations. The room may be reserved for
oral exams and tutoring.

The Media Center has alarge library of audio-visua aids such as books,

magazines, audiocassettes, and videotapes (including documentaries and
full-length films) in a wide variety of languages. Students and instructors
may check out the tapes, tape recorders, dlide projectors, television/VCR



combinations, video cameras, overhead projectors, and laptops for study in
the lab or for preparing presentations.

In the language lab, the center offers an extensive program of self-paced
language programs designed by the U.S. Department of State. Books and
tapes are available in the lab, and a certificate is awarded at the end of
each 50- hour segment. Self-paced learning programs are offered in 55
foreign languages. The available curriculum includes programs of
literature specific to a particular language (German novels, Spanish
poetry) and occupational language programs for specific uses, such as
Spanish for Police Officers and Firemen.

COMMENDATION

EPCC offersabroad range of literacy, ESL, and language curriculum
to meet the multiple needs of EPCC's constituencies.

FINDING

The English as a Second Language Academic Competence program offers
a sequence of courses in English structure, listening, speaking, reading,
and writing. The ESL placement examination is administered to students
entering ESL courses for the first time to ensure they are enrolled in the
appropriate level. The program has six levels, each consisting of a block of
four courses.

Some courses deal with English language structure. Reading courses
develop the skills of comprehension, vocabulary, word attack, spelling,
critical reading and thinking, and reading rate. Two reading courses help
prepare students to successfully complete the TASP test requirements in
reading. Other courses are designed to develop the student's skillsin
listening, pronunciation, vocabulary, and interpretation. The six levels of
language instruction prepare students to pursue either an academic or
vocational/technical field.

TSPR heard complaints from students, business people, and some faculty
that it takes too long for students to move through the six levels of ESL.
At each level, a student attends class 12 hours per week plus lab time for
each of the four courses. A student who is required to master al six levels
before entering a certificate or degree program may spend three years,
with some spending up to seven years before successfully mastering all
the levels. While some consider this a protracted delay in beginning a
degree plan, it is important to acknowledge that many EPCC students must
acquire literacy and language skills in their native language as well as
English before they can begin to pursue their educational goals.
Considering the influence of two languages, with Spanish the first and



dominant language for many H Pasoans, the challenges are great for the
student, instructor, and curriculum.

According to college data, the average length of time to achieve language
mastery at alevel that will ensure the student is successful in competing
with monolingua English-speaking students and fluent bilingual students
(English and Spanish) is approximately two years if the student attends
full-time. That length of time is not protracted considering that many
students have little English language facility and, in many cases, limited
literacy skillsin Spanish. Many ESL students have had only limited
formal education experiences in their home country and often none in the
United States. Students who take more than two or three years to complete
ESL typically are attending part-time and/or withdrawing for periods of
time and then returning.

Degspite the length of time that students remain in ESL/ Bilingual
programs before they can begin working on a degree path, both students
and instructors provided anecdotal stories of great success. Moreover,
students are not prohibited from taking other college courses unless the
course has a pre-requisite, and students are encouraged to begin taking
some of the courses in their mgjor area of study beginning with Level 3. In
addition, many faculty and students interviewed by TSPR said that the
English for Specia Purposes (ESP) courses that the college offers at Level
4-6 are agood model to help students enter a career path more quickly.
ESP courses received a commendation from a THECB dite visit in January
1997.

ESP courses are designed to introduce degree plan programs to ESL
students who have indicated strong interest in particular careers. The
courses are designed to concurrently provide language devel opment
training at the appropriate level by introducing and reinforcing career field
terminology. Enrolling in an ESP block gives students a head start in
developing the technical vocabulary they will need to succeed in career
preparation.

The college currently offers ESP blocks in three popular degree programs.
Computer Information Systems, Office Information Systems, and Health
Occupations. The college aready plans to add two additional ESP
programs, in Medical Terminology and BASK Study Skills. However,
given that students who are eager to begin course work as soon as possible
and that employers complain about the length of time it takes students
with limited English proficiency to enter the workforce, the college should
expand the ESP program to address more career paths. A student with
basic vocabulary skills may be able to enter the career sequence and/or the
workforce earlier. Language development is enhanced with day-to-day



application and interaction with others pursuing a common goal in the
classroom and colleagues in the workplace.

Recommendation 12;

Expand the English for Specific Purposes (ESP) offeringsin the
English asa Second L anguage program.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president directs the vice president for Workforce

programs.

Development, Technical Education and Lifelong Learning to
work with the Chamber of Commerce and the Workforce
Development Board to survey employers and identify the most
promising career/transfer programs to benefit from ESP

January
2000 and
Ongoing

2. | Each semester, the vice president for Workforce Devel opment,
Technical Education and Lifelong Learning appoints a
discipline instructor and an ESL specialist to be temporarily
reassigned from classroom duties to identify existing
curriculum or to develop new curriculum for an ESP course
from the programs identified by the vice president for
Workforce Development, Technical Education and Lifelong

Learning.

September
2000

3. | New ESP courses are incorporated into the college ESL

programs.

Ongoing

FISCAL IMPACT

The fiscal impact assumes a discipline instructor and an ESL specialist
would be given a semester of release time to work as a team to develop
ESP curriculum for a specific occupational course. A goa of creating two
ESP curricula each year is assumed, so four faculty members would

receive release time each year. Adjunct faculty would be required for 16

three-credit hour courses each year. In 1999-2000, an adjunct faculty
member is paid $1,892 for a three-credit hour course. (16 x $1,891 =
$30,256). It is assumed that a five percent salary increase is awarded to

adjunct faculty each year.

Recommendation

1999-
2000

2000-01

2001-02

2002-03

2003-04

Expand the English for
Sonecific Purnonses offerinas

($31,769)

($33,357)

($35,025)

($36,776)




in the English as a Second
L anguage program.




DISTANCE EDUCATION

Electronic and telecommuni cations technol ogies offer tremendous
potential for expanding educational accessibility. For example, distance
education:

reaches students who cannot attend classes because of distance,
transportation limitations, and scheduling problems;

sends instruction to people in rural and other under-served areas of
the college service district;

gives students access through a computer terminal to the latest
information on a particular topic or issue from around the world;
permits students at multi-sites to study with a professor and
students at a remote site.

Time pressures on today's students are creating a demand for
asynchronous courses. Courses where instructors and students interact at
the same time are synchronous. Asynchronous courses don't require the
students and teacher interact at the same time. Traditional courses and
video conferencing are synchronous, while TV (live or videocassette) or
Internet-delivered courses may be either. Asynchronous courses allow
students to access their course materials at atime that is convenient for
them.

Community colleges, which are the largest providers of instructional
telecommunications in Texas, developed a plan in 1996 to establish the
Virtual College of Texas (VCT). VCT's mission is to provide all Texans
access to quality instruction and support wherever they may live,
regardless of geographic, distance, or time constraints. While VCT is not a
separate, degree-granting entity, citizens within any community college
service delivery area have access to distance learning courses and
programs offered by all VCT-member colleges. Beginning in the fall

1998, VCT began enrolling students and delivering instruction through
telecourses and the Internet.

FINDING

In 1994, EPCC received a $1.75 million Title I11 grant from the U. S.
Department of Education to set up an interactive video conferencing
network (IVC) to reach the outlying areas of El Paso County and the
Upper Rio Grande Valley. The project is now in its fifth year and is
providing credit courses to amost 800 students as far away as Fort
Hancock and Dell City, Texas, and Juarez, Mexico. The college installed a
dial-up system in spring 1998, through which interactive video
conferencing can be conducted anywhere in the world. The college has
completed seven high tech distance learning classrooms at the Valle



Verde, Rio Grande, and Transmountain campuses as well as the Northwest
Center and Mission Del Paso.

Through its Distance Learning Network, EPCC's distance education
program reaches those students who cannot attend classes. Student access
also is provided to distance education programs and classes through the
network by The University of Texas at El Paso, Texas A& M, New Mexico
State University, and other higher education institutions throughout the
country. Ultimately, the college will be connected to at least 10 external
educational outreach sites and five regional, state, and national sites
through its Distance L earning Network.

Exhibit 2-22 presents a summary of instructional activities conducted by
EPCC's Distance Learning Network.

Exhibit 2-22

Instructional Activities Conducted by the Distance lear ning Networ k

El Paso Community College

Instructional Descriotion
Activity P
Interactive Video An interactive television network in its fifth year,

Conferencing (1VC)

providing credit courses to almost 800 students as far away
as Fort Hancock and Dell City, Texas, and Juarez, Mexico.

Instructional
Television (ITV)

Instruction using telecourses is offered on KCOS TV
(Channel 13) and on Paragon Cable (Channel 14), with
videotapes of courses also available for viewing in campus
libraries during regular library hours. EPCC offered 16
ITV coursesin fall 1999, with 338 students enrolled.

STARLINK
Teleconferencing

A statewide network that produces and distributes
programming to benefit diverse Texas audiences. EPCC
broadcasts tel econferences once or twice a month with an
average of 15 participants per teleconference. Topics
presented include Health Professions, Student Retention
Make it a Redlity, and Ethics for counselors and Health
Care Professionals.

Credit for Learning
by Experience
(CLEO)

A program designed to recognize the academic value of
learning gained from an individual's experience outside
college classrooms. CLEO students produce an
Experimental Learning Portfolio reflecting learning which
has resulted from work experience, employment training,
non-credit seminars, volunteer work, military service, or
intensive self-directed study and is turned into college
credit throuah this nroaram. FPCC has 15 students




enrolled in this three-hour course for Fall 1999.

Instructional Presented from an ITFS classroom at the Valle Verde

Television Fixed campus, I TFS offers courses via one-way video and two-

Signal (ITFS) way audio. EPCC currently offers courses to outreach sites
in and around the El Paso area.

OntLine Internet Credit classes are offered via the Internet as part of the

Courses (IN) Virtual College of Texas. EPCC offered seven coursesin

fall 1999 with 140 students enrolled.

Source: EPCC District Learning Network brochure and Title 111 Office,
August 1999.

Instructional Video Conferencing (IVC) allows students to attend classes
at campuses near their homes or businesses, without the need to travel to a
distant site. Using two-way audio-video technology, students can attend
classes with students at other sites. Classes are offered simultaneously and
interactively between the college facilities and with outlying areas. The
fall 1999 course schedule lists six courses and 22 sections offered via two-
way audio/video technology: Accounting (three courses), Fire
Technology, U.S. History, and Pharmacol ogy.

Instructional Television (ITV) courses combine televised lessons and
related reading assignments in the comfort of one's own home or office
with optional on-campus review opportunities, discussions and
examinations. EPCC has been offering ITV courseson KCOS TV
Channel 13 (PBS) and on Paragon Cable Channel 14. Videocassette tapes
are also available for viewing in the campus libraries during regular
library hours. Television courses are the equivalent of oncampus
counterparts, and normally are transferable to UTEP and most other four-
year colleges and universities. Sixteen courses are offered for the fall of
1999, including anthropology, economics, math, English, physical science,
reading, speech, history, accounting, psychology, sociology, and
marketing.

The Instructional Television Fixed Signal (ITFS) transmitter can broadcast
courses via one-way video and two-way audio. The ITFS transmitter has
an over the air range of approximately 30 miles, which covers most of the
El Paso city area. EPCC recently completed an ITFS classroom at the
Valle Verde campus and is offering 1V C courses to the closer outreach
sites in ard around the El Paso area.

EPCC began offering Internet (IN) on-line credit courses as part of the
virtual collegein fall 1998. Students access their course materials over an
Internet connection. Faculty post materials, instructions, readings, and




assignments "o line" for students to complete on their own or in groups.
Faculty is available via e-mail or telephone for questions. Faculty
electronically moderate on-line discussions. Students may also interact
with each other online. Nine course in accounting, computers,
communications, economics, political science, and psychology are offered
in the fall of 1999.

Students may enroll in IVC, ITV, and IN courses through telephone
registration or late registration at any campus. Telecourse students are
required to attend an orientation session during the first week of school.
The Distance L earning office provides support services to faculty and
students participating in distance education. The Office of Off-Campus
and Recruitment provides outreach to the various sites and coordinates the
student support services such as admissions, testing, registration, and
textbook delivery. To date, over 50 faculty have been trained or taught in
distance learning and approximately 1,100 students have enrolled in
distance learning classes.

COMMENDATION

EPCC's Distance L earning Network uses instructional television,
inter active video conferencing, and I nternet technology to deliver
college cour ses to students at remote locations thr oughout El Paso and
the Upper Rio Grand Valley.

FINDING

EPCC has established the infrastructure necessary to enable it to deliver
electronic instruction and the college is working in partnership with
"eCollege.com,” an online learning solutions company, to put its courses
online to meet the estimated demand for distance learning solutions.
Faculty are paid release time for distance learning training and for
curriculum development to modify their traditional courses for distance
learning. Exhibit 2-23 presents a sample listing of Interactive Video
Conferencing, 1TV, and on-line Internet courses offered through EPCC's
Distance Learning Network.

Exhibit 2-23
El Paso Community College
Distance L ear ning Networ k Sample of Cour ses Offered

Fall 1999
Distance L ear ning Medium Sample Cour se Offerings ‘
Interactive Video Conferencing - Federa Income Tax for Partnerships and
Courses Corporations




Cost Accounting and Lab
Internal Control and Auditing
Fire Strategies and Tactics 1
History of the U. S. to 1865
Pharmacol ogy

Instructional Television
Courses

Introduction to Social and Cultural
Anthropology

Introduction to Archaeology
Principles of Management

Growth and Development of a Child
Principles of Economics| & 11
Expository English Composition

U. S. History to 1865

U. S. History after 1865
Introduction to Mass Communications
Marketing

American Government and Politics
State and Loca Government
Introduction to Psychology
Introduction to Sociology

Sociology of Marriage and Family

On-Line/Internet Courses

Principles of Accounting Il and Lab
Introduction to Computers and
Applications and Lab

Business and Professional
Communications

Principles of Economics |

Legal Aspects of Fire Protection
American Government and Politics
Introduction to Psychology

Source: EPCC Fall 1999 Course Schedule.

At thistime, course offerings are limited and are restricted to single
courses rather than to degree or certificate programs. The distance learning
program may be improved by offering complete certificate and degree
programs via distance education instead of single course offerings.

Recommendation 13;

Expand distance education by offering certificate and degree

programs.




IMPLEMENTATION STRATEGIESAND TIMELINE

< | The president directs the associate vice president for Instructional | January

1. | Services to convene atask force to identify certificate and degree | 2000
plans that should be available for completion in distance
education formats.

2. | The task force develops recommendations, identifies grant January-
funding, which it will pursue to help support the effort. April 2000

3. | The task force forwards its recommendations to the May 2000

administration to the president who submits to the board for
approval.

FISCAL IMPACT
This recommendation could be accomplished with existing resources.
FINDING

Most of the courses offered through distance learning are counterparts to
courses in the regular program. The performance expectations and
available support for traditional classroom courses are reasonably clear
and can be explained at the start of the class. With the increase in program
offerings though instructional telecommunications, however, EPCC will
need to ensure that performance expectations and available support
services are clearly communicated to students using the new technology.
Some traditional support services like learning labs may be replaced with
computer based support, such as chat rooms and Frequently Asked
Questions (FAQ's) sites.

The MASIE Center, an international think tank located in New York, is
dedicated to exploring the intersection of learning and technology. The
center recommends colleges adopt a Learning Support Agreement (LSA)
for distance learning courses. The LSA is a short statement detailing the
learning support services that students can expect to receive when they
sign up for an electronic training experience. A classroom seminar may
have a very different LSA than an online course. A short web based
tutorial may have a different LSA than a three- month distance learning
certification program. Y et, each experience has a learner and a provider
who can benefit from clarity about roles and expectations.

Here are some of the categories the MASIE center suggests could be
covered by aLSA:

Learning Coaching: When learners need assistance in processing
the information from the class, what services are available? Do




they go to the instructor or to atutoring center and what will they
receive?

Technology Assistance: When learners have difficulty using
learning technology, to whom should they turn? Is it the sole
responsibility of the learner or does the college have resources to
help?

Response Time: When the learner has a question in a small
seminar, expectation for response time is short, a few minutes at
the most. When the learner has a question in alarger lecture class,
response time expectations are recalibrated. What type of turn
around time for response services should alearner expect in a
distance learning experience? (Minutes, Hours, or Days?)

Mode of Learning Support: What are the delivery modes for
learning support? Is everything contained in the class Frequently
Asked Questions (FAQ's)? Are there other options besides email
for communication? Does the learner have the liberty to talk to the
instructor?

Collaborative Expectations. What is the expectation for peer
support during the learning event? Is the learner expected to assist
other people taking the course, or is that an optional activity?
Remediation Options: If the learner needs to take a class or module
again, isthat an option? Are there asynchronous versions of
synchronous classes available for viewing and repeat exposures?
Can the learner view modules from earlier programs that may
assist with review of pre-requisites?

Documentation Services. What will the college document about
the learner's participation in the program?

Duration of Access. How long will the learner have access to the
content from the class? Does it "linger” for years, much as a
college textbook, or does it evaporate at a specified time?

The MASIE Center advocates L SASs as an added value for both the learner
and the marketplace.

The LSA is needed to help al of the players understand the expectations
of online and other technology delivered programs. LSAs aso will help
the marketplace discern value when looking at a vast number of similar
programs. Buyers can more clearly value the component elements of a
program when they can understand the expectations and the support
services assurances of the course. With EPCC exploring the possibility of
offering certificate and degree programs through distance education, it
would greatly benefit by developing policies and putting in place the
necessary faculty and student support systems.

Recommendation 14:



Develop clear policies, goals for student learning, and support services

for both faculty and studentsfor distance education cour ses.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The associate vice president for Instructional Services directs January
deans to work with faculty delivering distance education courses | 2000
to develop policies, clear expectation statements and support
services necessary for al distance education courses.

2. | The associate vice president for Instructional Servicesforwards | March
the draft policy on distance education devel oped by the deansand | 2000
faculty to the Board of Trustees through the president for
approval.

3. | Faculty incorporates expectation statements and support services | April -
into distance education course outlines. June 2000

4. | Students are provided with expectation statements and support June 2000
services assurances in away that is readily accessible. Ongoing

FISCAL IMPACT

This recommendation could be accomplished with existing resources.




Chapter 3
PERSONNEL AND HUMAN RESOURCE
MANAGEMENT

This chapter examines El Paso Community College's (EPCC) personnel
and human resource functions in five sections.

A. Organization and Management

Part 1

Part 2

B. Salaries and Benefits

C. Recruiting, Hiring, and Termination
D. Training and Staff Development

E. Performance Evaluation

ORGANIZATION AND MANAGEMENT (Part 1)

EPCC must comply with a variety of state and federal laws governing
personnel management. These laws include the Fair Labor Standards Act,
the Americans with Disabilities Act, the Family and Medical Leave Act of
1993, and the Equal Employment Opportunity (EEO) Act. There also are
state laws and policies governing personnel. The Access and Equity 2000
Plan requires preparationof a biannual report describing the progress by
Texas public higher education institutions in increasing ethnic and racial
minority participation of students in higher education. Colleges are
required to provide monthly EEO statistics to the Texas Higher Education
Coordinating Board (THECB).

EPCC personnel and human resource management is divided among four
separate departments: Personnel Services, Employee Relations and
Development, Faculty Development, and the Payroll Office. The Board of
Trustees, the president, and supervisors from individual departments and
campuses also participate in personnel activities. Exhibit 3-1 displaysthe
division of personnel and human resource management responsibilities
within EPCC.

Exhibit 3-1
EPCC Personnel and Human Resour ce M anagement Responsibilities
1999
Responsibility Department
Recruiting staff Personnel Services

Hiring staff

Personndal Services: Board of Trustees. nresident. all



departments

Background checks and
physical examinations

Personnel Services coordinates all background
checks and physical examination requirements

Reference checks

All departments

Salary determinations

Personnel Services, president, supervisors

Employee contracts

Personnel Services, Board of Trustees, president

Salary adjustment Personnel Services, president, supervisors
calculations

Compensation and Personnel Services, all departments
classification

Records maintenance and Personnel Services

retrieval

Attendance monitoring
(employees)

All departments

Benefits administration

Personnel Services

Employee safety

Personnel Services

Pay management

Personnel Services, Payroll Office

Employee grievances and
complaints

Employee Relations and Development, Personnel
Services, al departments, president, Board of
Trustees

New hire orientation

Employee Relations and Development

Training/staff development

Employee Relations and Development, Faculty
Development

Termination

All departments; Personnel Services, Board of
Trustees, president

Planning for staffing levels

Board of Trustees

Source: Interviews conducted by the Texas School Performance Review

(TSPR).

Exhibit 3-2 illustrates the ratio of Personnel Services staff to total college
employees. EPCC's Personnel Services Department is responsible for
carrying out recruitment, employment, and retention services for more

than 2,800 employees.




Employee Statistics, EPCC

Exhibit 3-2

1995-96 through 1998-99 Academic Years

1995- | 1996- | 1997- | 1998-

96 97 98 99
Number of Students Enrolled 20,162| 19,698 | 19,845 | 19,132 ‘
Number of Employees 2,906 2,898 2,984 2,887‘
Ratio of Studentsto Total Employees 6.9:1 6.8:1 6.7:1 6.6:1
Number of Employees in Personnel o1 o1 21 o1
Services
Ratio of Personnel Services employeesto . ) _ .
total staff 1138 1:138 1:.142) 1137

Source: EPCC Personnel Services. 1998 Employee Satistical Report,

September 1998.

Between 1995-96 and 1998-99, EPCC's student enrollment dropped by 5.1
percent, while the number of college employees and employeesin

Personnel Services remained fairly static. During the same period, the
number of students per employee decreased from 6.9 to 6.6.

The decline in student enrollment at EPCC over the past year is at
variance with the forecast for Texas community college enrollment for
peer colleges and the state as shown in Exhibit 3-3. THECB is predicting
a 42-percent increase in student enrollment at EPCC from 1999 through
2015, compared to a statewide increase of 17 percent. Compared to peer
colleges, EPCC will have the greatest increase in student enrollment
during this time period.

Exhibit 3-3
Enrollment Forecast for Community Colleges
1999
Community Per cent
College 1999 | 2000 | 2001 | 2005 | 2010 | 2015 Incr
El Paso 18,423 /18,782 | 19,217 | 20,325| 22,892 26,251 42
Alamo 37,422 | 37,981 38,514 | 39,895  42,246| 49,394 32
Austin 26,307 | 26,800 27,362| 29,342 31,659| 33,655 28




North Harris | 18,510| 18,852 19,153 20,213| 21,156| 21,992 19‘
San Jacinto 19,840 20,033| 20,282| 20,996| 21,951 22,751 12
Tarrant Co. 24,305 26,385| 26,637 | 27,967 30,877 33,140 36 ‘
Statewide 422,656 | 430,112 | 437,474 | 457,748 | 486,058 | 510,676 17

Source; THECB Enrollment Forecasts 1998-2015 Table 5: Total
Enrollment
Forecast - Community and Technical Colleges.

At the beginning of fall semester 1998, faculty made up 48 percent of the
total EPCC workforce. The number of part-time faculty in fall semester

1998 was 76 percent of the total number of faculty at EPCC (Exhibit 3-4).

At Texas community and technical colleges, part-time faculty represented
nearly 61 percent of al faculty in fall 1995, up from 56 percent in fall
1990, according to the THECB's Higher Education in Texas. 1998 Satus
Report.

Exhibit 3-4
EPCC Employee Statistics
1998
Employee Category | Full-time | Part-time | Total
Faculty 340 1,028 1,368
Administrative 53 0| 53 |
Professional Support 130 11 141|
Classified 598 497 | 1,095
Workstudy 0 230 23o|
Totals 1,121 1,766 | 2,887

Source: September 1998 EPCC Employee Satistical Report (headcount).

Payroll and related expenditures represented 78 percent of EPCC's general
fund budget in 1998-99, underscoring the significance of the college's
investment of human resources (Exhibit 3-5).

Exhibit 3-5
EPCC General Fund Budget
1998-99 Academic Y ear



Amount | Percent of Total
Payroll Costs $59,659,046 78%
Materials, Services & Supplies| 11,796,175 15%
Travel 977,837 1%
Furniture and Equipment 1,406,789 2%
Non-Direct Costs 2,880,393 4%
Total $76,720,240 100%

Source: EPCC comptroller, 1998-99 Budget expenditures actual
through July, August 1999 projected.

In June 1999, Hispanics made up 51.9 percent of EPCC's faculty, 84.5
percent of the college's students, and 82.4 percent of its administrative
staff (Exhibit 3-6).

Exhibit 3-6
Ethnicity of Faculty, Students, and Administrative/Support Staff
1998-99
Ingtructors Students Administrative Staff
Number | Percentage | Number | Percentage | Number | Per centage
Anglo 308 426, 2,071 111 196 133
Hispanic 375 51.9 15,790 84.5 1,219 82.4
African 3.0
American 22 571 3.0 41 2.8
Asian/
Pecific 13 1.8 139 T 18 12
|slander
Native
American 4 5 108 6 5 3
Total 722 100.0| 18,679* 100.0 1,479 100.0

Source: EPCC Official Satistics for Public Release 98/99 Academic Year;
Human Resour ce Department Employee Satistical Report, June, 1999.
Administrative/support staff include administrative, professional support,




and classified staff.
* Does not include 453 international students who were not classified by
ethnicity.

The operating budget of the Personnel Services Division for 1998-99
totals $704,095, of which $662,797 or 94.1 percent, is budgeted for
salaries. The Personnel Services director reports to the vice president for
Resource Management.

Exhibit 3-7 shows the organizational structure of Personnel Services,
which has 23 positions (including two part-time staff) and one budgeted
workstudy intern. Personnel Services reorganized in September 1999. The
name of the department was changed from Human Resources to Personnel
Services and the function of safety specialist transferred to Personnel
Services from the department of Safety and Security. Staff development
functions as well as other functions previously in Human Resources
moved to the new department of Employee Relations and Development,
which reports to the executive vice-president.

The new department of Employee Relations and Development is
responsible for employee complaints and grievarces, EEO and affirmative
action compliance, new employee orientation, and staff development with
the exception of faculty development. An associate vice-president who
supervises a director for Human Resources Development heads Employee
Relations and Devel opment.

Exhibit 3-7
Personnel Services Organization
1999



| Diire ctor Persorael Serrices

Bendor S ecretary “

Coord hator C o orditator Safety Specialist Aozzociate Diire ctor
Employee Berefits Classifiation & Percormel 5ermices
Compensation
Persorme 1 Persorrel L Clerh IO Coordinator
Spechlist Specialit — Employm et
Sermices
Berefite b scictart Pers!:-rnl
Bscistart Percoriel
boecictart (3)
Persorirel
Clexk
Coordinator
I FPay Management
Perzorel
b kvt (3]
Coordinator
L BEiformation

Syctem s & Records

Percorirel
Aoscictart

Percoriwel
Cledh (2)

Source: EPCC Personnel Services Department.

The director of Personnel Services oversees two coordinator positions,
Employee Benefits and Classification and Compensation, and the position
of Safety Specialist. The associate director of Personnel Services oversees
the coordinator positions of Employment Services, Pay Management, and
Information Systems and Records.

The functions and responsibilities of each of the six functional areas and
the offices of the director and associate director are presented in Exhibit
3-8.

Exhibit 3-8
Functions and Responsibilities
Per sonnel Services Department

1999

Function Staffing Major Areasof Responsibility




Management of | Director, Personnel management, direction and
Personnel associate guidance; policy and procedure
Services director, and development; director oversees employee
Operations senior secretary | benefits, classification and compensation,
and safety specialist functions; associate
director oversees employment services, pay
management, and information systems and
records functions
Safety Programs | Safety specialist | Coordination and monitoring of district-
and one clerk wide safety program; investigation and
documentation of accidents and safety
complaints; compliance and liaison with
local, state, and federal agencies
Employment Coordinator and | Staff recruitment; hiring; coordination of
Services three assistants, | physical examinations and background
one clerk checks
Information Coordinator and | Record maintenarnce and retrieval, employee
Systems and one assistant, evaluation system
Records one clerk
Pay Management | Coordinator and | Job, rate, pay distribution and scheduling,
three assistants | and workload compliance
Classification Coordinator and | Salary management program, including
and onetemporary | employee classifications and pay schedules
Compensation speciadist, one
assistant
Employee Coordinator and | Employee benefit programs, group
Benefits one speciaist, |insurance, leave, optional retirement,
one assi stant annuity plans, workers compensation, staff

scholarship and tuition reimbursement

Source: Interviews conducted by TSPR.

FINDING

Each EPCC employee is issued a handbook, explaining what is expected
of employees and outlining the procedures an employee should follow
when addressing most employment-related issues. By providing each
employee with a handbook that is updated as policies are added or
changed, the college ensures all employees have the same information
about their employment, the rewards they can expect for ajob well done,
and the consequences if they do not perform their assigned duties.
Personnel Services issues periodic changes to the handbook. An outline of
some of the information in the handbook is shown in Exhibit 3-9.




Exhibit 3-9

EPCC Employee Handbook Elements

1999
Area Covered Samples of Specific Information Included
EPCC Didtrict History of EPCC, Purpose of the College District,

Accreditation Statement, Equal Employment and Equal
Educational Policy, District Facilities

Conditions of

Employment Contracts, Personnel Records, Policies

Employment and Procedures, Separation of Employment, Standards
of Conduct, Work Hours and Time Reporting

Employee Benefit Benefit Orientation Program, Educational Programs,

Programs Holidays, Insurance Programs, Leave Programs, Sick
Leave Pool, Retirement Benefit Programs, Tax
Sheltered Annuity (TSA) Program, Unemployment
Compensation Plan, Voluntary Separation Incentive
Program, Workers Compensation Insurance Coverage,
Part-time Employee Mgor Medical Plan

Wage and Salary Classification of Positions and Compensation, Pay

Administration Practices, Salary Administration

Employee Relationsand | Drugs, Narcotics, Use of Intoxicating Beverages,

Development Equal Employment Opportunity, Employment

Opportunities, Grievances and Complaints, Open
Records, Performance Appraisals, Performance
Standards, Reduction in Force, Sexual Harassment

Employee Information

Access to Campus Facilities, Board Meetings,
Commencement, Conference and Meeting Rooms,
Credit Union, Department of Public Safety, Dial-Up
Access to the College Network, Email, Web Site,
Work-Related Injuries

College Programs and
Services for
Students/Community

Advanced Technology Center, Career Planning Center,
Center for Students with Disabilities, Financial Aid
(Student Financial Services), Honors Program,
Institute for Economic and Workforce Devel opment,
Learning Resource Center, Literacy/Workforce
Development Center, New Student Orientation,
Veterans Affairs, Work Study Program

Faculty Information

Faculty Responsibilities and Instructional Guidelines,
Instructional Committees and Responsibilities,
Resources

Appendix

District Administrative Staff. Administrative




Organizational Chart, College Maps, Optional
Retirement Program (ORP) Vendor List, Tax Sheltered
Annuity Program (TSA) Vendor List, Compliance
Process (Flowchart), AIDS and the Workplace Notice,
Institutional Calendar, Salary Schedules, Employee
Handbook Suggestion Page

Source: EPCC District Employee Handbook.
COMMENDATION

EPCC Employee Relations and Development provides all employees a
comprehensive handbook containing college district policies and
procedures, discussion of employee benefits, and other pertinent

infor mation.




ORGANIZATION AND MANAGEMENT (Part 2)

FINDING

A number of Personnel Services employees have been with the college for
more than 20 years. They are cross-trained to perform other functions and

help each other out during absences or vacancies. They strive to serve

their internal and external customers efficiently.

Recent changes in the organizational structure moved the position of
Safety Specialist and a clerk from Safety and Security to Personnel

Services and added a part-time clerk to Information Systems and Records.
Until the new organizationa structure with atotal of 22 full-time
equivalent positions was approved September 1999, staffing for Personnel
Services had not increased over severa years, despite a 50 to 90 percent

increase in workload. The workload increase is primarily due to the
number of additional positions filled, the need for processing additional
vacancy announcements, additional walk-in customers, and increasesin

job applications. Exhibit 3-10 shows the level of recruitment effort by

Personnel Services increasing by 70 percent over the baseline numbers.

Exhibit 3-10
Statistics on Staff Recruitment Efforts by Personnel Services
1996-99
1994-1996 Average | 19965 | 1997 | 1098 | 1999
(Base Figures)

Positions Filled 110| 126, 113, 156| 210* ‘
Announcements 121| 161 168 203 232*
I-9 Processing 450 500/ 620 780| 800* \
Walk-in Customers 300/ 400, 400| 450, 500*
Applications *
Processed 8,000 8,000 | 10,000 | 12,000 | 12,000
Response Time 19| 14| 16 19|
Days

Source: Personnel Services Satistical Report.

* Estimates from Personnel Services Department.

Moreover, fragmented systems and processes and lack of technology in
Personnel Services contribute to the increased workload for staff. Thereis



too much paperwork and not enough staff to keep responsetimeto a
minimum. Technology is outdated, with many key systems, including
recruiting, hiring, complaint tracking, and records management continuing
to be paper-intensive and redundant. Personnel Services must enter
information twice on employees into the Employees Retirement System
for benefit tracking and into the college's mainframe system, because the
two systems are not electronically linked.

While Personnel Services is anticipating that the new Administrative
Information Management System (SCT Banner 2000) will help streamline
and automate many of its processes, the staff has not yet completed a
written plan for reengineering Personnel Services processes to take
advantage of the new system. Nor is there a short-term plan to help
improve productivity through technology. The Personnel Services module
of the SCT Banner 2000 system will not be implemented until January
2001 and will not be operating before January 2002, more than two years
away. The current systems are not responsive to the needs of staff,
particularly for planning, reporting, and monitoring purposes.

During the public forums and focus groups held by the review team, one
attendee noted:

"It takes too long to hire. There are no checks and balances.
System for hiring draconian; can take two-three months."

Personnel Services cannot keep up with the demands of EPCC employees.
The response time for processing key personnel actions continues to
increase. Personnel Services requires an average of 22 workdays to
complete critical personnel adtions, such as staff hiring. Many of the
processes involved are out of Personnel Service's control because
paperwork must flow to and from the supervisors and management staff
before employees can be recruited, interviewed, and hired. Thisdelay in
response time has aripple effect throughout all of EPCC, because critical
positions are left unfilled, causing even more delays.

EPCC's Personnel Services Department has one staff member for every
131 EPCC employees. While the appropriate staffing level for a human
resources office varies, according to a Bureau of National Affairs (BNA)
study, the national staffing average in education is about one human
resource specialist for every 160 employees. Exhibit 3-11 compares
human resources staffing at peer colleges.

Exhibit 3-11
Human Resour ces Staffing Levels
1999



Community Number of HR | Total Number of | Ratio of HR Staff to
College Staff Staff Total Staff
North Harris 13 3,394 1:261‘
Tarrant Co. 9 2,276 1:253
Austin 14 3,000 1:214]
San Jacinto 7 990 1:141
El Paso 22 2,887 1:131
Alamo 19 1,782 1:94‘
Average 14 2,389 1:173

Source: TSPR Survey of peer colleges, August 1999.

Compared to peer colleges, EPCC ranks second highest in the number of
human resources staff and below the average ratio of personnel staff to
total number of employees. While human resources management varies
from college to college, the basic functions of recruiting, hiring,
classification and compensation, benefit administration, training and
development, and performance evauation remain the same. One of the
most labor intensive personnel activities is the hiring process. At EPCC,
there are 23 steps required before an individual can be hired (Exhibit 3-
12).

Exhibit 3-12
Hiring Process
1999
Procedural Steps |Hours Key Processes
1. Requisition 5 Supervisor completes Personnel Requisition (PF
1 800-38) form.
2. Announcement 1.0| Employment service office prepares announcement. ‘
3. Distribution 1.0| Advertisement of positions.
4. Checklist dates 5| Selection process timelines are established.
5. Announcement 5| Personnel Services rel eases announcement.
6. Form committee The supervisor provides a recommendation on the
1.0| composition of the evaluation committee to
Personnel Services.
7. Committee 5| The sinervisor officiallv notifies committee




Notification

members of their appointment to serve on the
evaluation committee.

8. Receive Personnel Services receives and processes
applications 3.0/ applications (60 applications per position on
average) and completes diversity report.

9. Orientation 10 Position coordinator briefs the committee on the
| evaluation process.

10. Initial 40 Committee members review overall experience,

evaluation | education, and work history of each applicant.

11. Results Supervisor prepares a composite of all initial

evaluation results.

12. Candidates to
be interviewed

The evaluation committee salects the candidates to
be recommended for further consideration and
interview.

13. Interview The supervisor, or designee, contacts applicants
invitations 1.0| recommended for interview and extends the
interview invitation.

14. Schedule 10 The supervisor contacts each applicant to arrange

7 linterview.
15. Interviews 40 Interviews are scheduled for the evaluation

™| committee.
16. Reference The supervisor conducts reference checks, as
checks 1.0| appropriate. Results are recorded on the Telephonic

Check form.

17. Final evaluation

2.0

After the interviews, the evaluation committee
discusses the results and completes a final
evaluation form, which documents the committee's
evaluation of each candidate.

18. Preparation for
the final review

1.0

Personnel Services prepares a packet of materials
for the final review and selection conference and
notifies the appropriate vice president/provost when
the packet is available.

19. Final review

The executive vice president/provost, or vice

and selection president/provost and the supervisor and

conference 5| representatives of the evaluation committee
consider the recommended finalists and together
arrive at arecommendation.

20. Review Personnel Services conducts afinal processing

review.




21. Salary The position coordinator reviews the recommended
placement 10 candidate's application material and determines the

“linitial salary placement in accordance with
established guidelines.

22. Offer Upon approval, and in coordination with the
.5 supervisor, the position coordinator offers the
position to the recommended candidate.

23. Approva The director of Personnel Services ensures that the
1.0| recommendation is included on the agenda of the
next board meeting.

Total hours 275

Source; Personnd Services Procedures.

This hiring process is completed for full-time, institutionally funded
employees with the exception of externally funded positions. Personnel
Services uses an expedited, aternative hiring process for filling the
externally funded vacancies. In these instances, a selection and review
committee is optional. In 1999, Personnel Services will complete the
hiring process for over 200 positions. The Personnel Services Department
spends 12 staff- hours out of the total of 27.5 staff hours it takes to
complete one hiring process using a committee.

Recommendation 15:
Eliminate the committee process for hiring for all classified
employees, streamlinethe flow of paperwork, and use technology to

enhance productivity in the hiring process.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Personnel Services drafts a recommendation to December
eliminate the committee process for hiring classified employees | 1999

and to fill key positions without a committee, depending on the
nature of the position.

2. | Thedirector of Personnel Services convenes atask force to re- January
engineer the hiring process and to determine automation and 2000
technology needs.

3. | The director of Personnel Services drafts policiesthat streamline | January
hiring procedures. The director coordinates with the director of 2000
Information Technology to determine the cost benefits of
recommendations and devel ops a plan to satisfv automation




needs. Automation needs are considered in light of the SCT
Banner 2000 implementation.

4. | The board and president consider and approve al policies and February
recommendations concerning the hiring process proposed by the | 2000
director of Personnel Services.

5. | The director of Personnel Services distributes the policiesto all March
employees and includes the new policies in the policy manual and | 2000
begins implementation. Each area of the reengineering plan is
implemented, prioritizing according to the savings in personnel
costs and efficiencies to the college.

FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING

Personnel Services staff told TSPR that numerous positions in the college
are incorrectly classified. The last compensation and classification study
for the college was completed in 1993 by a compensation and benefits
consulting company. In addition, TSPR staff were told that the college
administration did not follow, for the next few years, the study and
instruments designed for determining position classification and level of
compensation.

The college has engaged a compensation consulting firm to work with
Personnel Services to assist in determining proper compensation levels
and to review the classification process. Their contract is limited to a
comprehensive salary survey, a comparison of salaries against the
appropriate market, recommendations for new salary structures, and a plan
to move from the current system to the recommended system.

Additionally, the firm is to develop, test, and deliver a new instrument for
classifying new positions and reviewing existing positions. That
instrument will replace the current process. Personnel Services staff
believes this area needs considerable work to rectify existing
inconsistencies in both classification and compensation.

Contributing to this problem was the absence of a compensation and
classification coordinator at the college. The position in Personnel
Services designated as the Compensation and Classification Coordinator
had been vacant since March 1998. The college filled the position in
September 1999.




During the public forums and focus groups held by the review team,

attendees noted:

"We do not receive equal pay for equal jobs. One

job is professional, one is classified, and oneis paid

10k - 20k less per year."
"Employees having relationships with upper
management, sometimes receive faculty level

compensation for doing staff-level or clerical jobs.

Also, some staff perform faculty-level or

administrative-level jobs and are not compensated

forit."

"Digparity in salaries among Hispanics, Anglos, and

Africant Americans for same positions.”
"Not equitable.”

Recommendation 16:

Review all position classifications, job descriptions, and salary
schedulesto ensurethat the classification and compensation for each
position reflectsthe job's complexity and the experience it requires.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Personnel Services director and the compensation and | December 1999
classification coordinator review position classifications
and salary schedules.

2. | The Personnel Services reclassifies positions and salary valign="top"
levels where needed and submits these changes to the February 2000
board and president for approval.

3. | The president reviews the changes and sends them to the | March 2000
board of trustees for approval.

4. | The reclassifications are incorporated into the 2000-2001 | April 2000

salary schedules and job descriptions are rewritten as
needed.

FISCAL IMPACT

This recommendation could be implemented with existing resources.

FINDING

Instructors salaries are paid through processing a " Faculty Assignment
Action Form" through the payroll system. This form identifies the




instructor and contains information on location, days, time, credit hours,
and salary earned for the classes taught during a particular pay period.
Action forms are generated either manually by the supervisor or by
computer and reviewed and approved by the division chair and dean. No
problems arise with processing the computerized action forms if the
originaly assigned staff conducts the classes in accordance with the
master schedule.

However, when there are changes to the master schedule and the originally
assigned staff do not conduct the classes, manual action forms are
prepared. Manual action forms also are prepared for all nontcredit classes.
Since manual action forms are used for the classes that are out of the
college's master schedule, there isarisk that action forms can be prepared
for the classes that do not take place, or mistakes can be made and go
unrecognized.

In other words, an instructor can prepare an action form and successfully
process it through the payroll system and get paid for classes that did not
take place. Staff in the Pay Managemert and Payroll Departments have no
background information to verify the legitimacy of manually prepared
action forms. The college cited an example in the Americana Language
Program in which an instructor continued to get paid through manual
action forms for months for classes that were not taught. The college is
still in the process of legal proceedings to recover wrongfully paid
salaries.

Historical information on the manual action forms processed through the
payroll system is inaccessible. TSPR was told that such information is not
readily available under the existing payroll system. The only way to get
the information on the manual action formsis to go through personnel
files of al the instructors because individual forms are filed after
processing. The director of Personnel Services also informed TSPR that
the necessary computerized programs for faculty assignments for non
credit programs had not been developed because of limited resources
pending installation and implementation of the new Banner payroll
system. With the new payroll system, staff believes this problem will be
resolved because action forms will not be processed manually for changes
in the master schedule or non-credit programs.

Recommendation 17:
Establish two levels of approval for manual action forms.
The college should not postpone correcting a known weakness in the

processing of manually generated faculty assignment action forms.
Respective division chairs should notify in advance the deans and



Personnel Services of changes to the master schedule and the schedul e of
the classes for non-credit programs. Where the division chairs and the
dean are the instructors, their manual action forms should be reviewed by
other designated persons, instead of reviewing and approving their own
action forms. The Personnel Services Department should verify the
manual action forms with the advance notification of all classes outside
the master schedule.

IMPLEMENTATION STRATEGIESAND TIMELINES

1. | The president instructs the division chairs and deans to develop a | December
schedule of classes outside the master schedule well in advance, | 1999
and to send a copy of the schedule to Personnel Services.

2. | The president sends a reminder to the division chairs, deans, and | January
Personnel Services department emphasizing the importance of 2000
accurately reviewing and checking manual action forms.

3. | Thedirector of Personnel Services develops policies and February
procedures for checking and approving manual action forms. 2000

4. | The director of Personnel Services determines whether to January
continue this process once SCT Banner 2000 is fully 2001
implemented.

FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING

EPCC does not have a policy on how to conduct criminal background
checks, nor does it have a policy on hiring or terminating as a result of
these checks. The college does not have a written policy on where the
results of a crimina background check will be stored. Asthe college is
preparing to open child development centers on campuses, this issue
becomes even more important. Under Texas State law, al employees who
are in contact with children are subject to criminal background checks.
Additionally, background checks for criminal records are required for
certain positions such as uniformed police officers. The checks are used to
determine the suitability of staff for job assignments. The Safety and
Security Department processes its own criminal background checks
through the Texas Department of Safety (DPS).

Recommendation 18:;




Establish clear and consistent policies on how criminal background
checks should be conducted, and ensur e these policies ar e coor dinated
through the Personnel Services Department.

The process for criminal background checks could be streamlined if EPCC
requires applicants for designated positions to sign a form authorizing a
criminal background check at the time of application. Personnel Services
could request a criminal background check from DPS at the point the
individua is selected for an interview. The results of these checks should
be kept in a secured file, separate from personnel records. Access to these
records should be limited to a few key individuals.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Personnel Services determines classifications of | December

positions needing criminal background checks and how 1999
background check information will be obtained, stored, and
retrieved

2. | The director of Personnel Services works with departments January

whose staff requires criminal background checksto establisha | 2000
policy.

3. | The board considers and approves the policy proposed by the February

director of Personnel Services. 2000

4. | The director of Personnel Services distributes the policiesto all | February

employees for inclusion in the district policy manual and begins | 2000
implementing the new policies and procedures.

FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING

EPCC's nepotism policy is out of date and is not in compliance with
Chapter 573 subchapter C, Nepotism Prohibitions of the Texas Code.
Personnel Servicesis revising its nepotism policy to comply with state
law, and the new policy is now under legal review. The college's nepotism
policy, board policy 3.05.03 on employment of relatives, was adopted in
1978 and last amended in 1988. The policy states:

No person shall be initially appointed, or promoted when it
isthe duty of any relative employed by the district to act in
any officia capacity upon such appointment or promotion,
regardless of the source of funds for payment of salary, nor




shall any appointment or promotion be made if either
person would be under the administrative supervision of the
other or if either would have any official voicein
recommending salary increases or promotion in rank for the
other.

The nepotism policy regarding the board states that:

No person shall be employed in the district who is by blood
relationship (consanguinity) within the third degree or by
marriage relation (affinity) within the second degree to a
member of the board.

The district's nepotism policy addresses both blood and marital

rel ationships between board members and college employees.
Relationships of blood or marriage in instances of direct or second-level
supervision, however, are not addressed except in the area of
recommending salary increases or promotions. TSPR was told by EPCC
that the college follows the new nepotism laws, even though the official
policy has not yet been changed. During the public forums and focus
groups held by the review team, attendees stated:

"EPCC has a big problem with nepotism even though the
college has a nepotism policy."

"A lot of nepotism [exists] within the admissions and
registration area."

While TSPR could not find any instances of family members reporting to
each other, having close relatives working within the same department can
lead to legal and administrative difficulties for the college and its
employees. A model policy suggested by the National Association of
College and University Business Officers (in Administrative Procedures
for Small Ingtitutions, Second Edition, Keith W. Matthews, Ed.), states:

It isthe policy of the [college] to seek the most qualified
persons to fill its teaching, administrative, and staff
positions; however, effective from the date of this policy,
members of the same family may not be appointed to
faculty and staff positions in the same department. In
addition, no family member may have direct or indirect
supervision over the progress, performance, pay, or welfare
of another, and together they may not be involved with
matters of financial controls and physical inventories of
[college] properties.

Recommendation 19:



Adopt a nepotism policy that complies with state law and addresses
supervisory relationships within departments.

This recommendation is intended to reduce the likelihood of lawsuits filed
against the college that claim preferential treatment to certain individuals
based on family relationships. EPCC should also take steps to remedy all
existing employee relationships that run counter to the new nepotism
policy by reassigning staff. Any individual who cannot be moved from a
position where they are working with family members in the same
department should be assisted in finding employment in a neighboring
college or university if atransfer to another area in the college is not
possible.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Personnel Services drafts a nepotism policy that | December

addresses supervisory relationships between supervisors and 1999
subordinates and employees within a chain of command.

2. | The board considers and approves the nepotism policy January-
proposed by the director of Personnel Services. March 2000
3. | Thedirector of Personnel Services distributes the nepotism Ongoing

policy to all employees for inclusion in the district policy
manual and begins addressing existing situations.

FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING

Grant writing is critical to EPCC, bringing in significant additional
resources, staff, and programs for students. However, grant writing is not
integrated or coordinated with Personnel Services, resulting in poor
planning for new employees who are hired when grants are funded.
Personnel Servicesis not brought into the grant writing process by other
divisions, and positions within the grants frequently lack correct
classification and compensation levels.

Recommendation 20:

Require all departmentsto coordinate grant writing with Per sonnel
Servicesto ensure equity in job classification and staffing.

When grant proposals are developed, Personnel Services should be sent a
copy of the proposed staffing schedule and job descriptions. The grant




writer should work with Personnel Services to develop appropriate pay

levels and job classifications for proposed grant staff. Grant writers also

should prepare timelines for Personnel Services showing the proposed
date of award, the project start-up date, and the proposed hiring date for
new employees. This procedure will help Personnel Services plan its
workload.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Personnel Services works with departments January
developing grants to establish a new coordination policy. 2000

2. | The president considers and approves the policies proposed by the | March
director of Personnel Services. 2000

FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING

Supervisors across the college do not consistently report time records
according to personnel policies. Personnel Services does not audit leave
records to verify that employee leave is charged and documented correctly
except by the departmental budget head or supervisor. It is up to the
supervisor to decide on disciplinary action if leave is incorrectly charged
and documented.

Classified staff are required to keep a daily record of time worked on the
Monthly Time and Absence Report Form. On the last day of the month,
this time record must be approved by the supervisor and submitted to the
Payroll Office. Hourly employees (part-time, work study employees, and
student interns) are required to keep adaily record of time worked on the
Part-time Time Sheet. The supervisor must approve the time sheet and
submit it to the Payroll Office on the last day of the month. The supervisor
also submits to the Payroll Office a Monthly Leave Summary for full-time
employees at the end of each month. This departmental summary will
show any type of paid leave taken during the month.

Recommendation 21;

Require all classified staff to report leave taken, and conduct periodic
audits of leave records.

The college should impose disciplinary actions on employees who report
leave incorrectly.




IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Personnel Services establishes apolicy and disciplinary action | December
for incorrect leave reporting. 1999

2. | The board and president approve the policy. January

2000

3. | Personnel Services and the president send a memo to all February
department heads reiterating leave policy and the need for 2000
documentation of leave, and the consegquences of not reporting
and documenting leave correctly.

4. | Personnel Services develops, schedules, and providestraining | January-
sessions for all new supervisors on leave policy and leave March 1999
documentation.

5. | Personnel Services conducts routine audits of time and leave Ongoing

reporting and documentation.

FISCAL IMPACT

This recommendation could be implemented with existing resources.




SALARIES AND BENEFITS

Community colleges participate in the state's retirement system
administered through the Teacher's Retirement System (TRS), and the
Optional Retirement Program (ORP). All full-time and some part-time
employees are eligible for the Texas Employees Uniform Group Insurance
Program if they are enrolled in TRS or ORP. Full-time staff are defined as
those employees who work 40 hours per week for more than four and a
half months. The basic health and life plan offered by the college is the
state's insurance plan funded by the Texas Legidature. The State of Texas
contributes 100 percent of the cost of the basic plan (for example, health
and $5,000 term life with $5,000 accidental death and disbursement
coverage for the employee only).

The college maintains a classification plan for positions that group
administrative, professional support, and classified staff positionsinto
separate salary schedules and specific salary grades. Positions of
comparable scope and magnitude of resporsibility are grouped in the same
grade. All positions are assigned to the appropriate salary grade to equal
pay for equal work.

A job description is developed for each position; each job description is
assigned a unique job code. EPCC has more than 400 job descriptions for
its employees. The job description includes a general statement of duties
and responsibilities and describes the qualifications required for the
position. Each department head maintains a copy of the job descriptions
for positions within the department.

The college classification plan for faculty distinguishes among various
types of faculty positions: full-time instructor, librarian, counselor, adult
vocational/special programs instructor, coach, and part-time instructor.
Salary schedules have been devel oped to take into account educational
level and experience. Theinitial salary is based upon placement guidelines
for education and prior related experience. Each type of position has eight
grades of compensation (A through H), and 35 to 40 steps within each
grade.

The salary ranges of pay are shown in Exhibit 3-13. Adult vocational and
specia programs instructors are paid for each day worked. Their salaries
depend upon the number of actual days worked. Work schedules are
developed each year that identify the days in which instructors work. The
athletic program instructors are paid for 231 workdays, truck driving
instructors and language devel opment instructors are paid for 228 and 238
days, respectively. The number of workdays changes every year based on
schedules and the academic calendar.



Salary Ranges of EPCC Employees

Exhibit 3-13

1998-1999

Employee Highest Salary on L owest Salary on
Classification Schedule Schedule
Administrative $149,888 $33,050
Faculty (PT&FT) $71,862 $26,449 \
Professional Support $74,521 $18,896
Classified $56,351 $12,425 \
Adult Vocational/Specia Programs $313 per diem $133 per diem
Instructor

Source: Personnel Services Salary Schedules 1998-1999.

EPCC's salary schedule for full-time faculty ranges from $26,449 to
$71,852 for the academic year 1998-1999. Compared to its peer colleges,
EPCC ranks third in average salary for full-time faculty, and is 9 percent
higher than the state weighted average of $39,143. EPCC has the second
highest salary average compared to its peers for full-time faculty.

Exhibit 3-14

Average Salariesfor Full-time Faculty
1998 (nine months)

Community Number of Faculty | Average Highest L owest

College in Survey Salary Salary Salary
Austin 349 $41,982 $62,096 $11,606
Tarrant Co. 433 $41,458 $57,750 $15,050
El Paso 281 $41,179 $61,936 $21,256
North Harris 325 $40,772 $54,875 $18,336
Alamo 496 $39,836 $57,610|  $12,318|
San Jacinto 414 $36,511 $53,074 $11,072 ‘
Peer Average 383 $40,290 $57,890 $14,940‘

Source: THECB, Public Two-Year Institutions Average Faculty Salaries
for Full-time Faculty FY 1998 (nine months).



Faculty, aswell as other classifications of staff at EPCC with the
exception of part-time faculty, are compensated based upon the basis of
educational level and experience attained by the employee. All faculty
must meet Texas Higher Education Coordinating Board qualification
standards for the teaching field to be hired. Pay grade assignments for
educational level for faculty are shown in Exhibit 3-15.

Exhibit 3-15
EPCC Faculty Compensation Grade Assignments
1998-99

Pay

Grade Minimum Qualifications

Coordinating Board qualification standards for the teaching field.

Bachelor's degree or equivalent for the teaching field.

Master's Degree or equivalent in the teaching or directly related field.

|0 o>

Master's Degree plus 15 semester hours of graduate work beyond the
Master's in the teaching or directly related field.

m

Master's degree plus 30 semester hours of graduate work beyond the
Master's in the teaching or directly related field.

F Master's degree plus 45 semester hours of graduate work beyond the
Master's in the teaching or directly related field.

G Master's degree plus 60 semester hours of graduate work beyond the
Master's in the teaching or directly related field.

H Doctor's degree in the teaching or directly related field.

Source: EPCC Academic Year Faculty Compensation Guidelines 1998-
1999.

In addition to pay grades ranging from A to H, faculty salary schedules
also include 40 steps for full-time and 35 steps for adult vocational/special
programs instructors. Individuals meeting the minimum educational and
experience requirements will be placed at minimum entry of the grade,
step one. For placement above the minimum of the grade, credit for
experience beyond the minimum requirements are given for directly
related work experience, college teaching, high school teaching, and other
specifically related college or professional experience depending upon the
discipline.

FINDING




Texas community colleges rely heavily on part-time faculty, as do most
community colleges across the nation. According to data from the
Association of Community College Trustees (ACCT), nearly two-thirds of
community college faculty nationwide are part-time employees. In Texas,
about 40 percent of community college faculty are full-time, while 60
percent are part-time. As Exhibit 3-16 shows, EPCC uses more part-time
faculty than the Texas average, and more than three of its peers.

Exhibit 3-16
Faculty Information
El Paso and Peer Districts/State

1998

College Total Number of Per cent of Full-time Faculty in Total

District Faculty Faculty
San Jacinto 1,871 43%
Tarrant 909 43%
Alamo 1,182 35%
El Paso 1,113 33% |
North Harris 1,210 33%
Austin 1,445 25%|
State 22,841 40%

Source: THECCB, Community and Technical College Division, Satistical
Report FY 1998, Faculty Data

Part-time faculty provide a mgjor teaching resource for the college, but are
paid less than full-time faculty. Thisis true not only at EPCC but
throughout the nation. Some community colleges pay less per semester
hour for courses with laboratories. Unlike some peer colleges, EPCC does
not base its rate of pay for part-time faculty on qualifications of staff.
EPCC pays aflat rate for lecture classes in credit programs for all part-
time faculty regardless of their advance degrees or experience. The part-
time faculty salary schedule includes various amounts of pay for contact
hours for non-lecture activities, ranging from $13.50 for driving
instructors per contact hour to $27.50 per contact hour for adult vocational
instruction. Full-time tenured instructors who teach an overload-additional
classes over and above their normal workload schedule-also are paid at the
part-time faculty rate. EPCC ranks third highest among peer colleges and
other Texas colleges surveyed for wages paid to part-time faculty as
shown in Exhibit 3-17. The college aso ranks above the nationa average



for compensation to part-time faculty, although in EPCC they are paid
significantly less than full-time faculty.

Exhibit 3-17
Average Rate of Pay for Part-time Faculty
1999
: Highest Wage | Lowest Wage Per
C()Cr:r:)?lwur;ty Per Three Hour ThreeHour Lablé);?;ory
g Semester Course | Semester Course
Austin 75% of
$2,244 $1,623 regular rate
Alamo $1,896 $1,896 N/A
El Paso $1,854 s1,854| $309Per 1ab
our
Collin County $360/$378
$1,419 $1,350 per hour
San Jacinto $1,344 $1,344 | $20 per hour
North Harris $1,488 $1,296 N/A |
Tarrant Co. $1,596 $1,232
Amarillo* $1,575 $1,125 N/A
Kilgore* $1,100 $1,400 N/A ‘
Bee County* $1,200 $1,200 N/A
National
Average** $1,200 $1,000

Source: TSPR Survey of peer colleges.

* |nformation obtained from Collin County Community College Survey
conducted August 1999.
**Jrangersin Their Own Land, Roueche, Roueche, and Milliron, 1995, p.

37.

EPCC part-time faculty are also not compensated fairly with regard to
benefits. Part-time faculty make up 75 percent of the faculty workforce at
the college, but are paid less for the same work, share cramped offices for
meeting with students, and are not allowed some of the specialized



training offered to full-time faculty. Part-time faculty representatives told
the review team that they are not recognized for their contribution to the
college. Their main area of concern is their rate of pay compared to full-
time faculty. During the public forums and focus groups held by the
review team, attendees stated:

"Part-timers want: An improved ratio of full-time to part-
time faculty. Equal pro-rate pay. Benefits."

"Market salary for part-time, good pay scale.”
"Part-timers are not paid well."

"Make salaries of part-timers commensurate with their
duties."

The college's communication with part-time faculty is also an issue. For
example, part-time faculty believe that their input is not valued or
considered, and that they are not paid fairly. EPCC has no clear
compensation goals or incentives built into part-time faculty salary
schedule. A clear understanding of compensation goals is necessary to set
appropriate salaries to maximize the existing budget. Thisis especially
important given the college's declining student enrollment and the
resulting loss of tuition revenue to support fixed costs. Peer colleges have
addressed this issue by compensating part-time faculty for experience and
for degree attainment.

Recommendation 22;

Establish compensation standards and goals for part-time faculty and
use these standards for developing pay grades.

Whatever system EPCC chooses to set salaries for part-time faculty, it
should provide equitable compensationfor the work performed. EPCC has
developed clear compensation pay scales and grades for al of its other
classes of employees and can use a similar mode! for its part-time faculty.
Compensation to part-time faculty for their teaching and any additional
service to the college should redlistically reflect the value of their
contributions to the institution.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Personnel Services works with the president and | January
the board to establish compensation standards and goals for part- | 2000
time faculty within the total amount of funding available.




2. | The director of Personnel Services establishes pay scales and February
grades for part-time employees. 2000

3. | Thedirector of Personnel Services determines the amount of April
salary for each employee based upon the new pay scales and 2000
grades.

FISCAL IMPACT

This recommendation could be implemented with existing resources.
EPCC can use the current budget to determine the salary levels and pay
scales that will alow for increases in pay commensurate with experience
and qualifications. EPCC could lower its rate of compensation for new
part-time faculty, and compensate at a higher rate those with experience or
advanced degrees. Because many part-time faculty are hired based on their
experience in business or the discipline for which they are applying at
EPCC, this new policy should not hinder the college's ability to hire
qudified staff.

FINDING

EPCC has no merit or incentive system in place to compensate employees
for outstanding performance or for obtaining advanced certification in
their field other than obtaining a degree. This inadequacy has contributed
to employees belief that their performance really does not count beyond
meeting minimum standards. Employees do receive an annua salary
increase upon board approval. The history of salary improvementsis
shown in Exhibit 3-18.

Exhibit 3-18
Summary of Salary Improvement Program by Employee
Classification

1993-94 to 1997-98
Y ear Faculty Administration Pr ofessional Classified PT
Support Faculty
1993- |3- 6% 15- 10% 1.5- 10% 1.5- 10% | 3%
9
1994- | 4-10% 4-10% 4-10% 4-10% 5%
95
1995- | 5% 5% 5% 5% 0
96
1996- | 2% 2% 2% 2% 0




97

1997- | 3%* If 3% <$25,000 <$25,000 |3%
98* employed since 5% 5%
9/1/96 >$25,000 >$25,000
3% 3%
1998- | 3%* If 3% 3% 3% 1%

employed since
91/97

Source: Personnel Services Satistical Report.

Components of a merit pay system require first, that employees and
supervisors understand what performance levels are required to be eligible
for merit pay. Second, an appraisal form with clear guidelines for
measuring performance is used. These guidelines provide information to
employees and supervisors and must be clearly communicated to them.
The employee evaluation must reflect the rating for merit pay given. The
college must monitor the disbursement of funds for merit raises to match
the appraisal rating given to the employee. Only two of the peer colleges
surveyed, Tarrant and Texas Southmost, have merit systems. At both
colleges, performance evaluations are used to determine merit raises.

At EPCC, performance appraisal ratings are not linked through any
written policies to a decision to award salary increases. With no clear link
between pay and performance, the college is missing a significant
opportunity to motivate employees and to ensure that funds for salary
increases are used wisgly. During the public forums and focus groups held
by the review team, attendees stated:

"...Recognition is nontexistent...A job well done should be
compensated accordingly!"

"Employee morale is very low because of the inequity in
hiring, lack of upward mobility, and minimal one-and-a-
half percent raises.”

A merit system could include linking pay increases to well-defined
objectives and measures, including obtaining professional certifications
for certain employees, such as the police force. EPCC Safety and Security
Department staff members told TSPR that they are not recognized for
obtaining police certifications. Police officers must pass rigorous
requirement s and testing to receive intermediate, advanced, and master
certification. Other colleges and police departments recognize certification
with additional pay or offer an incentive program based on education and
certification or a combination of both.




Police departments that recognize employees for receiving advanced
certificates have a lower turnover and improved morale, in addition to a
better-trained and prepared police force.

Recognition for certifications for police and other classes of employees,
suchas child development staff, could tie in with a merit system. Staff
would receive an additional step increase for obtaining certifications.
Under a merit system, the employee would receive no guaranteed increase
but could earn two or three times the amount of atypical guaranteed
increase. At EPCC, this system would mean a 9 to 10-percent increase
instead of a 3 or 4-percent increase. This system would require an annual
set of college goals and objectives with targets for overal college
improvement that can be then translated to individual staff performance
targets. Rewards can range from zero to a double-digit increase based
upon performance.

Recommendation 23;

Develop aclear, consistent merit and incentive pay system toreward
outstanding employees and those achieving certificationsin their field.

The college should provide merit increases within its existing or
anticipated salary budget. The college could establish priorities for
distributing dedicated salary funds into a pool that could be used for merit
pay increases, and phase in the system over several years beginning with
classified staff, then administrative staff, professional support, and faculty.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Personnel Services director and deans annually establishthe | January

necessary performance requirements and certification requirements
to determine eligibility for merit and incentive pay increases.

2000

2. | The Personnel Services director ensures that performance
appraisals have been appropriately completed and certification
requirements documented to authorize merit and incentive
increases.

Ongoing

FISCAL IMPACT

There is no fiscal impact associated with developing a performance and

reward system if resources are reallocated from planned across-the-board

pay raises or from cost savings captured by departments, as occursin
some Texas state agencies. Some state agencies are alowed to provide
merit increases to employees if the agencies can provide for the merit
increases from existing budgets.




Once asystem isin place, there will be an annual cost, but that cost could
be managed by EPCC based upon budget limitations.



RECRUITING, HIRING, AND TERMINATION

The purpose of recruiting and hiring is to identify candidates who are best
qualified to fill available positions. A thorough review of the candidates
experience, education, potential, and the quality of their past performance
isessential. All parties involved in the evaluation process should be
mindful of their responsibility to provide equal employment opportunity to
each applicant regardless of age, gender, race, religion, color, national
origin, or any disability of the applicant. Last year, Personnel Services
posted 203 positions and filled 156. This hiring required processing more
than 12,000 applications.

At EPCC, numerous staff are involved in the hiring process.
Responsibilities for hiring and evaluating candidates are spread among the
president, board, Personnel Services, the new hire's supervisor, and an
evaluation committee.

The president is responsible for recommending candidates to the board for
approval; othersinvolved in the candidate evaluation process assist the
president in making that recommendation.

The director of Personnel Servicesis designated as the position
coordinator for vacancies. The coordinator (or designee) is responsible for
managing the evaluation process to ensure that the process is conducted in
accordance with applicable procedures and regulations, including the
collection of all required position evaluation documentation. The position
coordinator does not evaluate candidates. Personnel Servicesalso is
responsible for:

Drafting/finalizing recruitment materials;
Reviewing/finalizing/approving the evaluation committee
membership;

Drafting/finalizing evaluation rating form materials;
Recording completed initial evaluation form results;
Conducting the EEO initial and final review;
Inviting candidates for or-campus interviews;
Corresponding with applicants,

Assuring the completion of the evaluation process;
Determining salary placement;

Extending the offer of employment; and

Preparing actions for board approval.

The evaluation committee normally includes the supervisor, with the
second line supervisor and at least three other individuals who are
competent to evaluate applications and credentials. The supervisor makes



recommendations on the evaluation committee assignments to the director
of Personnel Services.

When supervisors deem it appropriate, community representatives are
consulted to provide another perspective or serve as subject matter
experts.

The evaluation committee's responsibilities include attending the
orientation meeting, evaluating applications, participating in interviews,
completing an evaluation form for each candidate as a committee, and
forwarding it to the supervisor.

The immediate supervisor (or other designated administrator) for the
position is responsible for reviewing the job description, recommending
staff for the evaluation committee, providing input for the position
announcement, ensuring appropriate questions are devel oped and that all
candidates are asked the same questions, in interviews, and participating in
the final selection conference.

FINDING

EPCC uses atwo-step screening process for new full-time employees at
the administrative, professiona support, and faculty levels. The hiring
supervisor or an executive review committee initially screens all
applicants against a set of qualifications. The qualifications for the
position are developed using specific criteria. Faculty are screened using
the following factors:

Educational preparation;

Experience teaching in the discipline;

Related skills and experience;

Factors specific to the position; knowledge, skills, abilities,
certifications, etc.; and

Experience/ability to work in a community college.

A percentage factor is attached to each of the announced qualifications.
The supervisor of the position and one faculty member, who both are
members of the executive review committee, independently rate the
candidate's application material against the announced criteria. A
composite of the combined scores ranks all applicants for the position.
From this ranking, candidates are selected for interviews with both the
executive review committee and the interview committee. Upon
completion of the interview process and reference checks, finalists are
selected for the position. The supervisor and the selection committee
conduct afina review and selection conference to select the individual
who will be offered the position.



COMMENDATION

EPCC uses a screening process for staff that is unbiased and allows
for the most qualified candidates to be selected.

FINDING

All full-time permanent employees are given one or two-year contracts,
depending upon their tenure with the college. Professional support and
classified staff are given two-year contracts; administrators are given one-
year contracts. New contracts each year for all central office
administrative employees is unnecessary and not required by the Texas
Higher Education Coordinating Board or by any state or federal law.
Perhaps more important, it is far more difficult to terminate an employee
hired under a term contract.

Contracting with all employees creates an additional workload for
Personnel Services and contributes to the difficulty the college has
terminating employees when necessary. Texas is an at-will employment
state, which means that its employers have the right to hire and terminate
employees without notice.

Other colleges have eliminated contracting for all classes of employees.
Among peer community colleges, Austin contracts with faculty; Alamo,
North Harris, and Tarrant contract with faculty and administration; and
San Jacinto contracts with faculty, administration, and professional staff,
but not for classified staff. Texas Southmost Community College does not
contract for any of its personnel. Only EPCC has employee contracts with
all classifications of staff among peer colleges.

Recommendation 24:

Discontinue annual contractsfor all employees.

Eliminating contracts for personnel would provide the district greater
flexibility in staffing decisions and would reduce its workload in preparing

annual contracts.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Personnel Services convenes atask forceto January
determine the categories of employees under contract. 2000

2. | Thedirector of Personnel Services drafts policies that addressthe | February
new contracting procedures. 2000

3. | The hnard and nresident consider and annrove the nolicies and March




recommendations proposed by the director of Personnel Services. | 2000

4. | The director of Personnel Services holds an information session April

with al personnel affected by the change in policy to explain the | 2000
impact the change will have on their employment with the college.

FISCAL IMPACT

This recommendation could be implemented with existing resources.



TRAINING AND STAFF DEVELOPMENT

The purpose of training and staff development is to accomplish specific
goals, which include improving the quality and/or quantity of the work
produced; reducing maintenance costs or waste; decreasing complaints or
misunderstandings concerning policy and procedures; or reducing
turnover and increasing employee job satisfaction. There are three major
elements necessary to implement training programs successfully. These
are

Accurately assessing training needs;
Providing the appropriate training programs;, and
Evaluating the training of employees.

There are a number of areas in the college that provide staff development,
including Faculty Development, Employee Relations and Development,
and Information Technology. With the reorganization of the collegein
September 1999, the Department of Staff Development and Training
under Institutional Services was moved to the new Employee Relations
and Development Department, and the director formerly responsible for
Staff Development and Training is now the director of Human Resources
Development. Staffing and budget figures for the two areas of Faculty
Development and Staff Development and Training are shown in Exhibit
3-20. Faculty Development is located on the Valle Verde campus and
Employee Relations and Development is located in the Central Support
Services building.

Exhibit 3-20
Budget for Training and Staff Development
1998-99
Budget Budget
Department 1997-1998 | 1998-1999
Faculty Development $137,362 | $133,970
Staff Training and Development | $170,437 $173,348‘
Total $307,799 | $307,318

Source: EPCC 1998-99 Budget.

Employee Relations and Development provides benefits orientation to all
new employees as well as civil rights, EEO, and labor law compliance
training. The department also provides "EMS: the Effective Management
Series" training twice a year, open to all staff. The training includes six
sessions covering the following topics:



Session |: Classification, Positions, and Reporting

A summary of the various labor laws and their impact on human resource
management activities of supervisors, including position evaluation and
classification, job categories, employee status and workload,
compensation guidelines, and time reporting practices.

Session |1: Becoming Part of the College Family

A comprehensive review of the college's hiring policies and procedures,
for both institutionally and externally-funded positions. Emphasis will be
given to equal opportunity guidelines and effective interviewing
techniques.

Session 111: For Your Benefit - Health, Wealth, and Safety

An overview of the various employee benefit programs, including
retirement, educational leaves, medical and other insurance, workers
compensation, safety issues, paid and unpaid leaves, new employee in
processing and orientation activities, and the separation process.

Session 1V: Treatment for Difficult Stuations

A review of the college's grievance procedures, with emphasis on
supervisory responsibilities in processing employee complaints; discussion
will include strategies for resolving conflict and misunderstanding, in the
workplace.

Session V: The Respectful Workplace - Preventing Sexual Harassment
A comprehensive discussion of sexua harassment in the workplace and
academic environment, including supervisory responsibilities for
prevention.

Session VI: Diagnosis Success

A review of the college's performance appraisal system, including
discussion of the procedures and the evaluation instrument, preparation
and conduct of the performance evaluation session, coaching techniques
and strategies. Also included will be athorough review of supervisory
responsibilities concerning employee discipline.

The associate vice-president for Employee Relations and Devel opment
also participates in the annual faculty development week as a facilitator
for training sessions. Reporting to the associate vice-president for
Employee Relations and Development is the director of Human Resources
Development. A director who has one staff assistant |eads this department.

This department provides an array of training and staff development to
mainly administrative, professional, and support staff. Areas of
responsibility include coaching and performance appraisal training, staff
seminar series, teleconferences, self-paced learning programs, and various



personnel development training programs, and conducting an annual staff
retreat. The self-paced learning program includes a collection of books,
audio tapes, and videotapes on a variety of persona and professional
topics. All such resources can be checked out and used for individual
study or departmental workshops.

Faculty Development also is responsible for training and is located in the
Instructional Services Department. The division of Faculty Development
includes three coordinators and two support staff. Faculty Development is
responsible for avariety of programs, including faculty awards,
orientation, and retreats; a guest lecture program; innovative mini- grants,
newsletter and handbook production; professional development training;
wellness programs for faculty; Spanish Immersion Program; Southwest
Seminar for Great Teaching; a college recognition dinner, and the Service
Learning Program. Several of these programs have been recognized
nationally as innovative and excellent models for other colleges.

THECB now requires all faculty members to attend workshops. EPCC
requires faculty to attend one professional development workshop per year
for part-time instructors and attendance at two professional workshops per
year for full-time instructors. Only workshops that deal with the THECB's
"Standards and Measures' topics qualify as "professional development”
workshops.

THECB's "Standards and Measures' topics for professiona development
are:

Improving career counseling/job placement assistance
Addressing differencesin learning styles of students
Addressing special needs of specia populations

Staying current in your academic or technical field, including
participation in business and industry partnerships
Integrating academic and technical curricula

Overcoming cultural bias

Improving teaching performance, including the use of active
learning strategies

Use of technology instruction

Complying with the policies and mission of the college
Providing technical support for the development of courseware and
technology-based instruction materials.

Each fall and spring semester, the Faculty Development Department
conducts a " Faculty Development Week" that includes mandatory and
optional training seminars and workshops for instructional staff. EPCC
staff conducts the majority of training. Topics are developed with input
from faculty and the Faculty Senate. Any EPPC staff can propose training



curricula for the next semester using aform located in the back of each
faculty development week guide. This department is also responsible for
overseeing the faculty resource centers that offer computer-based training
and workshops at the Valle Verde, Transmountain, Rio Grande, Mission
del Paso, and Northwest Center campuses. In addition to faculty, all
employees may use the resource centers.

FINDING

Human Resources Devel opment convenes an annual retreat, inviting 60
randomly chosen college staff from all classifications to attend a three-day
workshop on organizational effectiveness. The National Council for Staff,
Program, and Organizational Development has recognized the retreat as an
outstanding example of how colleges can improve communication among
staff. "Breaking out of the shell" was the theme for the 1998 staff retreat.
The sixth annual retreat held in April 1999 had a theme of "blazing a trail
to the new millennium." Workshops included in the 1999 retreat centered
on two mgjor topics:

The power of vision - creating a compelling future for yourself and
Blazing your way to the future.

Staff also completed a personal improvement plan and an organizational
diagnosis questionnaire. Themes are chosen as away for staff members to
discuss change, leadership, innovative thinking, and to generate possible
solutions. During the plenary session, retreat participants identified one
improvement project they intended to complete during the year ahead.
They were asked to detail specific actions they would take to carry out
their improvement project and requisite resources. Participants also gave
feedback on questionnaires designed to identify the major obstacles they
encounter on the job; to tell their feelings about the organization as a
whole; and to give suggestions on how to "fundamentally change the
organization for the better."

COMMENDATION

Human Resour ces Development provides an effective annual
organizational development retreat that improves under standing of
the college's goals and mission and enhances communication.

FINDING
While a number of training and management courses are offered, EPCC

does not have a comprehensive plan for staff development except for
faculty. Faculty are required to participate in the twice-a-year faculty



devel opment week and attend specific workshops and training sessions.
Other staff have no such requirements.

Human Resources Development offers workshops that improve job skills
and work performance. In addition to the Essentials of Management
program, these include:

Performance appraisal/career development,
Team building and problem solving,

Team management,

Stress management,

Communication skills, and

Sexual harassment.

The department also offers a Career Advancement Program for
employees, which is designed to help employees plan and manage their
careers at EPCC. Human Resources Devel opment provides both training
and technical assistance for this effort, including information on the
educational assistance program and the staff scholarship program and
training in the performance appraisal system.

However, there is no overal plan for who will attend training, and how
much training each employee receives based upon individual needs. The
resources and staff to provide the training exist, but they are not
coordinated to ensure al employees receive the training appropriate for
their position. EPCC also does not track training so that the college can
determine if employees are taking advantage of training opportunities.

Recommendation 25;

Implement a set of required training programs for all college
employees.

The training should include sexual harassment, ethics, and district policies
and procedures. Supervisors should receive training in hiring, leadership,
dealing with problem employees, conducting performance evaluations,
and termination procedures. This training should be organized
cooperatively by Human Resources Devel opment and Faculty
Development. Participants should be asked to sign alog to confirm their
attendance.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Human Resource Development together with December -
the director of Personnel Services and the director of Faculty January 200
Develonment develon and imnlement a trainina nroaram on a




standard set of topicsfor al college employees.

2. | The director of Personnel Services coordinates with the director | February
of Information Technology to determine the best system for 2000
tracking the training received by employees.

3. | The director of Personnel Services designates a staff member to | February
be responsible for tracking employee training. 2000

4. | The director of Human Resource Devel opment and the director | Ongoing
of Faculty Development designate staff to conduct a series of
sessions on the topics and require all appropriate personnel to
attend.

FISCAL IMPACT This recommendation could be implemented with
existing resources. Staff members are aready dedicated to training, and
the training could be coordinated so that the best use of available resources
occurs. The college already uses Access software for tracking purposes,
and a simple database could be developed for tracking using existing
software. All training could be recorded on atraining log, and an
evaluation form completed by each employee and placed in his or her
personnel file. Once the Banner system is implemented, tracking could be
moved over to the new system.




PERFORMANCE EVAULATION

EPCC's policies and procedures for performance evaluations require
performance appraisals to be conducted on all employees annually or
biannually. New employees are on probation for six months, and a
probationary period progress review is required by the last day of the
second month and the last day of the fourth month of employment.

Non-faculty are evaluated using a form that provides three overal ratings:

Exceeds expectations
M eets expectations
Needs improvement.

Both the supervisor and the employee rate the individua on generd
performance factors and complete a brief narrative section about specific,
job-related examples of the individual's performance.

All faculty are evaluated by instructional deans using a classroom
performance appraisal instrument, a composite appraisal instrument, and a
faculty self-evaluation and reflection instrument. A plan for improvement
also is completed for those faculty members whose evaluation indicates
that such a plan is necessary. Evaluation of tenured faculty ordinarily
occurs during the second year of atwo-year cycle, unless the division
chair documents to the faculty member the need for more frequent
evaluation. All full-time lecturers and probationary faculty are evaluated
annually.

FINDING

Many supervisors of nonfaculty staff believe evaluations are not
important and there is no sense using the evaluation as atool leading to
career development or improved performance. The instrument used for
evaluating nonfaculty is a cursory "check-off" list with a brief narrative
that does not relate to job performance. Supervisors state that the process
does not accurately assess the employee's performance, and accountability
measures are not built into the performance evaluation tools with the
exception of faculty performance evaluations.

During the public forums and focus groups held by the review team,
attendees noted:

"Do not use employee evaluations if they are not going to
facilitate promotions and demotions for dead weight
(people who are not fired for not performing or doing their
jobs), which makes morale extremely low."



"The performance evaluation (plan) doesn't work; thereis
no plan of action, tedious, non-productive.”

Recommendation 26:

Change the evaluation instrument for non-faculty to include rating
scales and criteriarelevant to their position and performance on the
job, and tie the evaluation to continued employment, merit increases,
or annual pay raises.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The director of Personnel Services works with ateam of staff to | December

develop a new evauation instrument for nonfaculty. 1999

2. | The director of Personnel Services provides training for al March 2000

supervisors on the new instrument.

3. | The new evaluation tool isimplemented collegewide. April 2000

FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING

EPCC does not have an evaluation system that requires administrators to
take responsibility for administrative and operatiors units that they
manage. The president is concerned that historically, administrators have
not been held accountable for their performance or lack thereof. Although
the president is reorganizing EPCC's administrative structure,
accountability measures have not been developed. For example,
administrators and supervisors throughout EPCC do not consistently
complete annua performance evaluations, but no action is taken to
remedy the situation.

For the 1999 evaluation cycle that includes performance appraisals from
March 1998 through February 1999, Personnel Services received and
processed 444 performance appraisals for nonfaculty staff. The March
1999 dtatistical report showed that EPCC had 789 non-faculty full-time
employees. According to Personnel Services, of that number, a few-less
than 30-would not have met the criteria for the evaluation. This number
includes new hires in the probationary period, transfers, and promotions.
This means that of the 759 eligible employees, 315, or 42 percent, did not
receive atimely evaluation.



Recommendation 27:

Implement a performance appraisal system for college
administrators, and requirethat annual appraisals be completed
before any salary increases can be awar ded.

The formal performance appraisal system should clearly communicate the
roles, responsibilities, and expectations for each administrator, including
establishing objective employee performance measures and providing
ongoing monitoring through regular performance appraisals. Moreover,
the formal system also should include sanctions for supervisors and
managers who do not compl ete performance appraisals of their
subordinates in atimely manner. Moreover, the president should prohibit
the award of any salary increases unless the annual appraisals have been
completed.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president and associate vice president for Employee January -
Relations and Development draft accountability measures for March
executive management, middle management, and supervisors. 2000

2. | The president issues a formal memorandum to all EPCC faculty, | May 2000
staff, and administrators outlining the specifics of the new
accountability system and indicates that annual appraisals are
mandatory to receipt of salary increases.

3. VALIGN=TOPThe director of Human Resources and Personnel | June 2000
Services develops, schedules, and provides training session for | and

all employees on the performance appraisal system and Ongoing
implements the new system.

FISCAL IMPACT

This recommendation could be implemented with existing resources.




Chapter 4
COMMUNITY INVOLVEMENT

This chapter discusses community involvement activities in the El Paso
Community College (EPCC) in four sections:

A. Organizational Structure

B. Community Involvement and Support
C. Workforce and Economic Devel opment
D. Media Relations

BACKGROUND

EPCC is directly responsible for identifying and responding to the needs
of community residents and taxpayers, public officials and private service
contractors and providers, college faculty, administrators and board
members. However, it is the students of EI Paso Community College who
have the greatest stake in EPCC's outreach efforts in the local community
and surrounding Paso Del Norte region. Because EPCC plays avital role
in ensuring the economic growth of El Paso County and rural west Texas,
its primary objective must be to provide quality educational opportunities
and successful vocational training programs for the region's present and
prospective workforce.



ORGANIZATIONAL STRUCTURE

EPCC's community involvement efforts are decentralized among three
directors who are responsible for unrelated administrative activities.
According to the recently revised organization chart, dated July 1999, the
director of Public Relations and Marketing and the executive director of
the EPCC Foundation hold equal positions of responsibility and report
directly to the president (Exhibit 4-1).

Exhibit 4-1
EPCC Organization
1999

President

Directar Public Relations Executive Director
& Dlarketing Foundation

Executive Vice President

Vice President
Workforce Dewvelopmment,
Lifelong Learning &
Technical Education

Source: EPCC Organization July 1999.

Historically, the director of Public Relations and Marketing has acted as a
public information specialist and college spokesperson. The executive
director of EPCC Foundation, on the other hand, is charged with
generating private and corporate funding for EPCC programs and projects
through donations and in-kind contributions to the college's not-for-profit
corporation.

Marketing EPCC within the local community has been a secondary
function for the manager of Publications, the vice president for Economic
and Workforce Development, and the individual deans of each campus.
Each department operates as a separate entity within the college and
pursues its self- appointed mandates. Each functional area also maintains a
separate departmental operating budget and support staff (Exhibit 4-2).

Exhibit 4-2
EPCC Budget



Description PR & Publications/ EPCC Total
P Marketing Print Shop Foundation

Number of Staff | 3-FT/2-PT 11-FT/2-PT 3-FT 21
Salaries $119,009 $332,235 $117,130| $568,374
Supplies &
Materials $61,334 $210,000 $146,552 | $417,886
Other Operation $3,000 $2,000 $12,500|  $17,500
Expenditures
Applied Charges $0 ($266,500) $0 | ($266,500)
or Services
Total $183,343 $277,735 $276,182 $737,260 \

Source: Schedule submitted by Al Hinojos 9/13/99.

FINDING

The role and scope of the EPCC's community involvement and marketing
is fragmented. Various departments compete for duplicate resources and
support staff. A primary example is the duplication of service that exists
between the Office of Public Relations and Marketing and the Center for
Instructional Telecommunications. Each department maintains its own
equipment and personnel to produce marketing videos.

Another example is the duplication among the writers in the publications
office and those in the public relations and marketing office. An analysis
of comparable community college public relations departments reveal ed
that external and internal communications is managed more efficiently
through one coordinated organizational unit that reports directly to the
President. A casein point is Austin Community College (ACC), which
operates its Marketing & College Relations Department with one
executive, seven full-time assistants and specialists, and two half-time
support staff each of whom provide specific support services. This number
contrasts with EPCC's 17 full time and four part-time employees who
offer redundant marketing and publication services.

The independence of these various departments and the lack of
coordination also means that some important communication
responsibilities are overlooked. The most obvious omission is internal
communications. According to the latest organizational chart, no director,
dean, or divison chair has direct responsibility for gathering, preparing,
and disseminating internal communications. The dissemination of timely
information between the administration and the various campusesis an



important tool for instilling pride and building morale among students,
faculty, and local community constituents.

College catalogues and class schedules and other institutional publications
are the Publications and Print Shop departments first priority, but they
also produce a monthly employee newdletter, the annual student literary
magazine, and special promotional/advertising pieces upon request.
However, the Publications/Print Shop departments are primarily
production service centers. It is not their responsibility to create or
promote campus news and information. Likewise, the Office of Public
Relations and Marketing directs external advertising, but does not actively
disseminate internal communications.

The University of Texas at El Paso (UTEP) recently implemented a
comprehensive community plan similar to that of the Austin Community
College. UTEP reorganized previously separate departmentsinto a
consolidated Division of Institutional Advancement. A vice president for
ingtitutional advancement now supervises the inter-related functions of
Alumni Relations, University Communications, University Relations, and
University Development. By promoting a common message for UTEP
within the community, the university expects to advance the university's
mission and the best interests of its students and academic programs.

Recommendation 28:

Create a new position of vice president for Public Relationsand
Marketing to manage an integrated community involvement, image,
and marketing effort.

Redefining and restructuring the fragmented functions of EPCC's existing
media communications, publications, and foundation into a cohesive and
coordinated organizational unit would be afirst step to improving internal
and external communications. The unit, supervised by a vice president
with marketing experience, should be capable of developing and
implementing a comprehensive internal and external communi cations and
marketing plan. Functions such as fundraising, media productions, public
information, publications, and Web-page design and maintenance could be
coordinated and supervised by the current executive director of the
foundation. The vice president for Public Relations and Marketing would
report directly to the President (Exhibit 4-3).

Exhibit 4-3
Recommended Organization for EPCC
Public Relations Office



Fresident

Exeoutive Vice Presidett

Vice President Public
Relations & Dlarketing

| \ |

Ditector of : ; 1
e Director of the Director of Wledia
mi‘ethnglmu::usdiﬂid Foundation (P rivate Relations (Fadio, TV, Wife bin & ster
puhliiraftinnsj A ector Fundrai sing) & Wew spaper)

Source: TSPR

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president reorganizes and redefines the role of Public January
Relations and Marketing. 2000

2. | The board approves the restructuring and consolidation of Public | January
Relations and Marketing. 2000

3. | The president creates the position of vice president for Public February
Relations and Marketing as a direct report. 2000

4. | The president eliminates the executive director position in the February
foundation. 2000

5. | The president and vice president for Public Relations and February
Marketing name a director of the Foundation to track fundraising | 2000

and fundraising calls.

FISCAL IMPACT

The college could transfer the salary from the executive director position

of the Foundation to the newly created position of vice president for
Public Relations and Marketing.

The reorganized department will have three positions performing
duplicative work that can be eliminated. The writer makes an annual

salary of $27,529 annually, plus 28 percent benefits, for atotal of $35,237.
The executive assistant makes an annual salary of $22,118 annualy, plus
28 percent benefits, for atotal of $28,311. The part-time videogapher is




paid hourly at arate of $5.97, 19 hours per week, totaling $5,898 annually,
plus 28 percent benefits, for atotal of $7,550. These three positions total
$71,098 annually. The first year total assumes a cost savings of eight

months.
) 1999- | 2000- 2001- | 2002- | 2003-
Recommendation 2000 | o1 02 03 04
Create a new position of vice $47,399 | $71,098 | $71,098 | $71,098 | $71,098

president for Public Relations
and Marketing to manage an
integrated community
involvement, image, and
marketing effort.

FINDING

EPCC has no cohesive marketing strategy. In 1997, EPCC hired an
independent consultant to draft-in conjunction with a Districtwide
Advancement Team, Advancement Facilitators, and EPCC administrators-
a comprehensive marketing plan for internal and external
communications. The resulting 75-page document, Marketing Action Plan,
was published in November 1997 but was not officially adopted or
enacted by the EPCC governing board. Implementation of the individual
action plans has been |eft solely to the discretion and direction of

interested stakeholders.

The elements of successful marketing and communication strategies
include research and detailed action plans for targeted audiences,
enhancing public relations, and assessing outcomes. Avoiding the
inappropriate media attention or duplicate publications can realize cost
savings. Increased revenues can be generated from a heightened awareness
of the programs available at the college. A comprehensive marketing

strategy:

1. Raisesthe aspirations of low and moderate income families who
feel college is unaffordable to their children;
2. Encourages more students to prepare and apply for college

admission; and

3. Persuades the local business community to invest in college

development funds and scholarships.

TSPR found that several different administrative departments, namely
Admissions, Recruitment Office, Financial Aid, Cooperative
Education/Placement, and Tech-Prep, are performing some outreach

activities, but these activities are not coordinated with Public Relations




and Marketing (PR & M). Thislack of internal communication and
coordination among the various departments, as well as among the
campuses and central administration, inhibits EPCC's student recruitment
and community outreach efforts.

Because no one department is responsible for producing recruitment
brochures or promotional materials, each department essentially produces
its own materials for students. Additionally, the Center for Instructional
Telecommunications (CIT) has available al the facilities, systems,
equipment, resources, staff and administrative infrastructure necessary to
produce and broadcast professional quality marketing videos. Through its
established board for the cable channel EPCC-TV, EPCC has partnerships
in place with al area school districts and education institutions. These
partnerships have the potential to help EPC recruit students.

The Texas Commission on a Representative Student Body developed and
executed a well-defined marketing strategy to address these specific goals
outlined in the strategy above. The commission began with market
research and followed with public relations activities and targeted
advertising. The commission's success can be measured by the public's
awareness of its proposed Hope scholarships as well asits latest legidative
success.

Recommendation 29:

Develop and implement a well-defined marketing strategy that
mirrors EPCC's strategic plan's goals and obj ectives.

The EPCC should initiate tracking methods, including customer surveys,
to assess the success or areas of improvement for EPCC marketing
initiatives.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president directs vice president for Public Relations and January 2000

Marketing to develop a comprehensive marketing plan for the
next fiscal year to achieve specific desired outcomes including
increased enrollment, dollars raised, or scholarships donated.

2. | The vice president for Public Relations and Marketing January 2000

determines the market segments that must be examined; such
as, high schools, business leaders, industrial leaders, and
community based organizations.

3. | The vice president for Public Relations and Marketing setsup | January 2000

internal teams to work on individual targeted markets such as
the Recruitment Office. the Foundation Office. Workforce and




Lifelong Learning, and Institutional Effectiveness.

4. | The director of Publications inventories all printed material in | February
use by market segment and/or department. 2000

5. | The vice president for Public Relations and Marketing, with March 2000
input from the respective team, creates a coordinated campaign
that includes a marketing theme and logo for consistency and
brand recognition for all printed and electronic efforts. Priority
should be given to student recruitment activities.

6. | The vice president for Public Relations and Marketing works | March 2000
with individual teams to determine fiscal needs of a
coordinated campaign, and forward recommendations to the
president for the next fiscal budget.

7. | The vice president for Public Relations and Marketing devises | April 2000
amethod to measure the effectiveness of each campaign.

8. | The vice-president for Public Relations and Marketing May 2000
conducts monthly team meetings to review the effectiveness of | and monthly
the marketing campaign. thereafter

FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING

The EPCC Web page contains pertinent information about EPCC's
mission, goals, objectives, faculty, staff, services, events, and campuses.
Unfortunately, much of the information is either outdated, incomplete,
inconsistent, or not provided. Web pages are generally designed to
enhance public image and promote the advancement of the institution's
strategic plan within and beyond the local community. Specifically, aWeb
page promotes the mission and scope of the college's educational and
vocational training and provides information consistent with the goals and
objectives of a marketing plan to increase enrollment to a general or
specific population. TSPR reviewed several community college web pages
and noted that most include the items listed below.

Mission, role, scope

Academic courses and transferability of credits to baccalaureate
degrees

Technical courses leading to professional licenses and certificates
or associate's degrees

Vocationa programs for skilled and semi-skilled occupations
Remedia education opportunities




Counsgling and guidance programs

Adult literacy, basic skills, and continuing education programs
Workforce development training progams

Current events and activities or press releases from the college

Recommendation 30:

I dentify and assign a webmaster to report directly to the vice
president for Public Relations and M arketing with specific
responsibility for designing and updating EPCC Web pages.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president directs the vice president for Public Relations and | January
Marketing to assign a webmaster to update the Web page. 2000

2. | The vice president for Public Relations and Marketing and the | February
vice president of Information Technology Systems develop a 2000
job description for the webmaster and use an existing vacancy
for the webmaster position.

3. | The vice president for Public Relations and Marketing posts March-April

internally to hire a webmaster. 2000
4. | The vice-president for Public Relations and Marketing April - May
interviews and hires the best qualified webmaster. 2000

5. | The vice president for Public Relations and Marketing and the | May 2000
webmaster develop a strategy and timeline for webpage updates. | and ongoing

FISCAL IMPACT

This recommendation could be implemented with existing resources.




COMMUNITY INVOLVEMENT AND SUPPORT

The EPCC is as diverse as the community it serves. Since its creation 30
years ago, EPCC has expanded its presence throughout the El Paso
community to meet the needs of an expanding population. Today the
EPCC consists of five campuses around the city. More importantly, it
offers avariety of programs and classes that college officials believe
support the community it serves.

FINDING

EPCC has assumed the leadership role in developing, producing and
promoting theatre, and performing arts in the community. The college
produces, directs, and supports several successful programsin
collaboration with civic and community organizations. Annual
productions, such as Viva El Paso, Shakespeare on the Rocks,
Shakespeare on the Run, and the Chopin Festival, are widely acclaimed
and contribute to the overall quality of life of El Paso residents. Viva El
Paso is recognized as a major tourism attraction by local and state tourism
officias. It serves as a showcase for loca talent. Viva El Paso dancers,
most of whom are EPCC students, are featured on the cover of the 1999 El
Paso County telephone directory.

COMMENDATION

EPCC Performing Arts Department has assumed the leader ship role
in developing and promoting Viva El Paso into a major tourist
attraction for the City of El Paso.

FINDING

EPCC is actively involved in several innovative public service
partnerships with community educational ingtitutions that address the
health and welfare needs of El Paso's under-served population. The
diversity of these programs demonstrates EPCC's understanding of the
gpecia needs for under-served populations and its willingness to take their
programs to the people. Two public service projects worthy of recognition
are workforce preparation for the homeless and cooperative work in the
colonias to promote health literacy and home owners' literacy.

Five years ago, EPCC became one of the five founding agencies of the
Coadlition for the Homeless. The purpose of the codlition isto turn
unemployed homeless people into employed citizens. The importance of
the college's role in the codlition is evidenced by the fact that al of the
steps in the workforce preparation process are supported by at |east one
EPCC service center. The Occupational Opportunity Center for the



Homeless (OOCH)-a central-city EPCC |ocation-provides personal,
economic, and educational counseling services and referrals to 65 other
agencies in El Paso providing services to the homeless. In addition to the
counseling and referral services, the OOCH also provides coursesin
literacy, English, occupational social skills, occupational training, and job
placement.

The program's services to this welfare population have been successful
and cost-effective. The personal testimony received at the TSPR
community meetings was overwhelmingly positive and moving. Many
who took the time to speak at the meeting expressed their deepest
gratitude for the life-changing education and employment opportunities
they had received. One person went so far to say the program not only
changed his life; it actually saved his life.

EPCC aso has cooperative agreements with Texas A&M, Texas Tech
Health Sciences Center, R.E. Thomason County Hospital and county
government to provide health and homeowner's literacy programs through
the Colonia Self Help Centers. The purpose of these activitiesisto
improve the health and welfare of rural county residents living in poverty.
EPCC contributes valuable support services and resources to these public
service programs. The EPCC Rio Grande Allied Health Department
provides arelated public service. Cooperating with the El Paso County
Environmental Health Didtrict, the department works to immunize
children in the inner-city neighborhoods surrounding the campus.

COMMENDATION

EPCC'soutreach to the homelessin El Paso has been extensive,
continuing, and effective. The program's success represents a
grassr oots approach to a national problem that could bereplicated
and transferred to other communities.

FINDING

According to the results of a Public Input Survey conducted by
Telesurveys Research Associates (TRA), the El Paso community is
generdly satisfied with the performance of the El Paso Community
College. Eighty-nine percent of the people surveyed agreed that EPCC isa
worthwhile institution. Seventy-three percent believe that EPCC makes
good use of the tax dollars, and 68 percent agreed that the publicis
receiving its money's worth from the college. Still when queried about
EPCC's effectiveness in providing educational and job training programs,
the college's performance received an "only moderately positive" score of
6.9 on ascale of 1 to 10.



Questions concerning specific community involvement issues revea ed the
following results:

Access and Outreach

50 percent respond that one or more of their households has taken
courses at EPCC.

74 percent have attended class at or visited an EPCC campus.

86 percent agreed that EPCC offers classes at convenient times and
locations.

Community Communication

80 percent agreed that EPCC has a good working relationship with
the business community.

85 percent agreed that communications between the college and
community were good.

Student Relations

83 percent agreed that they would consider taking courses at
EPCC.

80 percent agreed that they would want their son or daughter to
attend EPCC.

While this survey represented a cross-section of the El Paso community,
TSPR focus group interviews and comments revealed a less positive
attitude. Individuals and groups directly involved with EPCC-such as
students, faculty, business and community organizations-expressed
concern about the public image of the college and the lack of positive
externa and internal communications. The following statements reflects a
sampling of the focus group comments:

"The public relations and communications department for EPCC
does poorly marketing the college.”

"Students in K-12 public schools say, "EPCC is where you go if
you are dumb.” This gives a poor image in the community."
"Communications within the EPCC is very bad. For example,
some EPCC employees have no idea what the college is doing with
workforce development and dislocated workers."

"The media misrepresents issues from the college and never seems
to "get it right.”

"The student government represents the student body but doesn't
get involved with the community to give the college its
recognition. Besides, they have an immense budget that isn't
utilized to market the college.”



| have no idea what the Advanced Technology Center (ATC) does.
Thisis due to poor information dissemination from within the
college.

ATC isdoing well, but is not being recognized!

The TRA's survey results revealed a mgjority of residents held favorable
impressions of the college, but areview of 1997 Marketing Action Plan
detailed "Improve the image of the college..." was the primary objective in
nine out of 12 action plans developed by the Promotion and Recruitment
working group.

Like the college's employees, EPCC students share an equally low opinion
of the college's public image. Focus group comments emphasized the need
for amore positive and well-defined advertising campaign to inform the
community of the quality and accomplishments of students attending
EPCC and of the quality of EPCC's programs. A focus group comment
summarized the problem: "Positive things and exemplary programs are
rarely communicated to the public; therefore, the public and community
aren't aware that these programs exist.”

Focus group comments also revealed that the image of EPCC internally is
one of distrust and confusion. In fact, the El Paso Times reported that a
small group of dissatisfied faculty called on the board for the resignation
or termination of the president's contract. District employees voiced their
frustration with the perceived lack of leadership and communication
between the administration and the campus. For example, some were
reluctant to participate in TSPR interviews because there had been no
implementation or feedback from previous assessments and action plans
they had developed and submitted.

Faculty and mid-level managers expressed dissatisfaction that
administrative decisions are made with no input from the people who will
be directly affected. They believed reorganization and budget decisions
are made with no real strategic plan in place and the budget process
completed in August 1999 was meaningless as result of the reorganization.
Several others blame the President for contributing to the feelings of
disenfranchisement and low morale expressed by both students and
employees.

Recommendation 31;

Expand existing internal communications strategiesto addressEPCC
stakeholders' issues and concerns.



The administration should use internal e-mail and internal college

publications to solicit input from and provide feedback to the students and

employees.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board and college administration commit to improving January
student, staff, and faculty morale. 2000

2. | The president and vice president for Public Relations and February
Marketing review al internal and external publications for 2000
positive story placement.

3. | The president and executive vice president develop internal and March
external customer satisfaction surveys by market segment 2000
(students, faculty, business and industry).

4. | The president assigns teams to determine anonymous customer April 2000
feedback, to reduce fear of retribution, using anonymous surveys.

5. | The president and executive vice president review feedback and | May 2000
determine which recommendations can be implemented.

6. | The president issues a report to the community, the board and June 2000

executive administrative staff on what the survey found.

FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING

The lack of coordination between the offices of the Public Relations and
Marketing (PR& M) Department and the EPCC Foundation contributes to
confusion among potential foundation donors and college supporters.
While persuading local businesses and industries to invest in an educated
and skilled labor force is a priority EPCC fundraising goal, historically,
departments have marketed and generated their own private financial
support for programs and activities.

Community fundraising is further complicated because the college does
not maintain a central office or database for external outreach initiatives.
The lack of districtwide fundraising protocols and procedures undermines
the EPCC Foundation's fundraising efforts and results in some community
and business |eaders being approached repeatedly for donations and in-
kind contributions. For example, PR & M solicited $5,000 in donations
from West Pecos Subway Development, Inc. and Carter Vending
Company. It is unclear whether the foundation director was aware that




these monies had been solicited from major supporters of the EPCC. PR &
M ultimately contributed the money to the foundation, but targeted and
coordinated efforts often yield larger commitments.

Recommendation 32;

Establish districtwide fundraising protocols and proceduresand
coordinate all general fundraising activities.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president directs the vice president for Public Relations January 2000
and Marketing to establish protocols and procedures for
fundraising.

2. | The vice-president for Public Relations and Marketing January -
develops procedures that govern all fundraising activities for March 2000
EPCC.

3. | The vice president for Public Relations and Marketing along March 2000
with the director of the Foundation and the rest of the
marketing team develop alist of potential donors and potential
gift amounts.

4. | The vice president for Public Relations and Marketing divides | March 2000
the list of potential donors for the "best person to call". The
assignments may include the president and Foundation board
members for large donors.

5. | The staff makes calls to donors or assigned Foundation board | April 2000
members for a status report on solicitations. and ongoing

6. | The vice president for Public Relations and Marketing monitors | May 2000
fundraising activities. and

thereafter

FISCAL IMPACT

A well-organized and targeted fundraising campaign in El Paso can yield
$200,000 in its first year of operation. TSPR spoke with several El Paso
charitable and educational foundations and all agreed initial fundraising
could yield this amount. Yields for succeeding years will likely grow as
the image of the college and the foundation become better defined.

Recommendation

1999-
2000

2000-01

2001-02

2002-03

2003-04

Fstahlish districtwide

$200,000

$200,000

$200,000

$200,000

$200,000




fundraising protocols and
coordinate all general
fundraising activities.

FINDING

The Paso del Norte Public Policy Institute is listed on the EPCC Web page
as one of the college's community involvement activities. This institute is
a community research organization whose mission is to identify and
influence equitable funding decisions by state and federal policy makers.
Advisory members and public officials interviewed were unable to
articulate any strong commitment or knowledge of the ingtitute.

Two other public policy institutes with similar missions aso represent the
City of El Paso. These are the El Paso Business L eaders Policy and
Research Institute, which focuses primarily on private sector issues, ard
the UTEP Public Policy Institute, which focuses on regional issues. The
fact that there are three different policy institutes trying to determine a
public policy agenda for the city not only results in mixed messages to
policy makers, but also divides resources and duplicates efforts.

EPCC recently entered into an articulation agreement with UTEP to
facilitate the transfer of academic credits from the EPCC to the university.
This articulation benefits students, the institutions, and the community by
enabling the continuation and advancement of educational opportunities
for local citizens. The Paso del Norte Public Policy Institute presents
another opportunity for expanding EPCC and UTEP partnerships.

Recommendation 33:

Establish a consortium of public and private policy research organizations
to facilitate and focus the activities of the Paso del Norte Public Policy
Institute, the El Paso Business Leaders Policy and Research Ingtitute, and
the UTEP Public Policy Institute.

The public and private sectors would be better served by one well financed
and managed public policy institute whose focus would be issues related
to raising per capitaincome in El Paso and to improving the standard of
living and quality of life of arearesidents. A cooperative agreement,
similar to the community involvement programs EPCC already
participates in, could identify common policy initiatives for regiona
economic devel opment.

IMPLEMENTATION STRATEGIESAND TIMELINE



1 The president initiates conversations with UTEP and the City of | January
" | El Paso about establishing a consortium think tank. 2000

2. | The president directs the director of the Paso del Norte Public February
Policy Institute to identify potential cooperative research 2000
projects.

3. | Thedirector of the Paso del Norte Public Policy Institute March
identifies cooperative research projects. 2000

4. | The director of the Paso del Norte Public Policy Institute April 2000
convenes a meeting of potential "think tank™ partners.

5. | The directors and partners develop a cooperative agreement for | May 2000
the consortium.

6. | The president submits the consortium proposal to the board for June 2000
approval.

7. | The board approves the consortium and cooperative agreement. | June 2000

8. | EPCC formally creates the consortium for cooperative research. | June 2000

FISCAL IMPACT

This recommendation could be implemented with existing resources,
however, the institute can pursue grants.

FINDING

Interviews with public safety officers and city and county government
officials revealed substantial interest in partnering with EPCC to develop
continuing training and development programs. A city official suggested
the possibility of partnering with the college to provide continuing training
for police officers, firefighters, and zoo attendants.

A county commissioner also said the county could use assistance in law
enforcement training and upgrading computer skills for county employees.
These officials are uncertain how and with whom cooperative agreements
can be devel oped because there is no one department responsible. Even
when elected officials discuss cooperative efforts with the president,
follow-up can be vague or uncertain.

Recommendation 34:

Assign the coordination of governmental project development to the
vice president of Workfor ce Development and Lifelong Learning to
expand training and develop partnerships and cooper ative
agreementswith city and county gover nment agencies.




IMPLEMENTATION STRATEGIESAND TIMELINE

.| The president designates the vice president of Workforce January 2000
Development and Lifelong Learning to pursue government
contracts for training.

.| The vice president of Workforce Development and Lifelong February
Learning assigns the dean of Lifelong Learning to inventory, | 2000 and
in partnership with local governments, needed skills ongoing
devel opment.

.| The dean of Lifelong Learning makes routine calls on local March 2000
government leaders to explore cooperative training efforts. and ongoing

.| The dean of Lifelong Learning entersinto aformal April 2000
cooperative agreement with local government for specific and ongoing
training.

.| The Dean of Lifelong Learning devises a survey instrument June 2000
for customer satisfaction from people trained and local and ongoing

governments.

FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING

EPCC does not routinely issue a report to the community. External
communications are limited to news briefings and special announcements
from the PR & M office. The last external advertising piece produced by
the college was the "Report to the Community” which was printed and
distributed in 1997. Four contained financial information, community
programs, student successes and enrollment information. Although the
report was attractive and provided a broad overview of the college, much
of the information included in the report is now outdated.

Other community colleges, including Austin Community College and
North Harris Community College, issue annual reports to the community.
Some ingtitutions of higher education including UTEP and the Austin
Community College are starting to issue quarterly reports to community
leaders even though it may not have the same detail as the annual report.
Locally, El Paso Independent School District issues an annual "report
card" detailing yearly actions.

Recommendation 35:




I ssue an annual report to the community detailing EPCC's finance
infor mation, community programs, student success and enrollment
information.

An annual report to the local community would help advance the college's
public image. Highlights of the report should include such topics as the
college districts' mission statement, goals and accomplishments, student
demographics, financial report, and innovative programs. The report can
be used as a marketing tool for donations, for economic development
recruitment, and for soliciting partnerships for customized training.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president and board agree to issue an annual report to | January 2000
the El Paso community.

2. | The president designates the vice president of Public February 2000
Relations and Marketing to design the report content and
budget for a districtwide and a campus specific report.

3. | The vice president of Public Relations and Marketing March 2000
works with internal marketing teams to develop text and | through May 2000
visuals for the reports.

4. | The vice president of Public Relations and Marketing May 2000
sends the draft to the president and board for approval.

5. | The board approves the report. June 2000
6. | The annual report is distributed to business and August 2000 and
community leaders. each August
thereafter

FISCAL IMPACT

The fiscal impact is based on 1997 Annual Report cost with a 10-percent
increase per year. TSPR spoke with three El Paso printers and said a 10-
percent increase per year would be the maximum increase. TSPR spoke
with several El Paso printers. The cost to develop and distribute the report
at the time of the review $15,428. (This included 8,000 four color, 25 page
brochures at $7,028; 100,000 matte newspaper inserts at $4,000; and
newspaper cost for the insert of $4,400.) The cost of the report increases
10-percent from the previous year.

Recommendation 12%%%' 2000-01 | 2001-02 | 2002-03 | 2003-04

Issie an annual renort to | ($15,428) | ($16,971) | ($18,668) | ($20,535) | (§22,588)




the community that
contains financial
information, community
programs, student
successes, and
enrollment information.




WORKFORCE AND ECONOMIC DEVELOPMENT

According to recent statistics, El Paso is the fourth largest city in Texas
and the 22nd largest city in America, but its tax base ranks 156", In
addition, El Paso's per capita income and median wage are among the
lowest in the country. In February 1998, business, civic, and private sector
leaders joined in an Economic Development Summit Roundtable to
discuss ways to improve the economy and standard of living in the Paso
del Norte region. During those roundtabl e discussions, participants
determined that the goal of all workforce and economic development
initiatives should be to raise the per capitaincome level of El Paso
residents.

Historically, El Paso marketed itself as a low-cost |abor center. DRI
McGraw Hill noted in areport to the El Paso Chamber of Commerce, "If
you want to be the low wage paying capital of the world, don't do
anything, you're aready there. But if you want to create higher tech,
higher paying jobs for a rapidly growing metropolitan area, you must
adopt different strategies if you want to succeed.”

Ultimately, El Paso's economic devel opment depends upon the success of
its workforce development, and the job training and education services
provided by the EPCC is acritical component to both workforce and
economic development. Therefore each EPCC workforce development
program should be evaluated on its potential to raise the per capitaincome
of residents and its ability to prepare enrollees for living wage
employment. Exhibit 4-4 charts EPCC's current organizational reporting
structure for workforce development.

Exhibit 4-4
Organizational Chart for Workforce Development,
Technical Education & Lifelong Learning
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FINDING

According to the El Paso Workforce Development Foundation Gap
Analysis, one-fourth of the region's available labor force does not have the
basic communication skills required in today's workplace. For example,
the International Standards for Organizations (ISO) implemented at many
El Paso manufacturing facilities require the careful documentation of all
procedures and processes. These requirements make it difficult for people
who do not speak, write, or read English to find employment.

EPCC has assumed the leadership role in developing bilingual training
programs for displaced workers, however neither participants, nor
contractors are satisfied with the results of the language training programes.
Beyond the failure of existing programs to teach the dislocated worker
basic-English language skills, participants also expressed their



disappointment with the college's efforts to integrate them into the
mainstream college community. In addition, EPCC workforce
development programs for NAFTA-dislocated workers are not producing
a new labor force with transferable or core skills. External observers and
program participants alike considered the dislocated workers to be "second
class' or second rate students.

Certain private proprietary schools have been identified as organizations
delivering quality English as a Second Language (ESL) training, but few
internal or external observers have recognized the exemplary language
program provided by EPCC's Americana Village. A site visit and
interviews with administrators at the Tecnologico de Monterrey located in
Ciudad Juarez yielded valuable insights into the viability to this
cultural/language-training program. Rather than trying to re-invent
language-training programs for each new contract, EPCC is concentrating
on perfecting its English language training program that is producing
documented results teaching English in a foreign environment. Local
businesswomen and dislocated workers who knew about the program
praised the total immersion process used by the program

COMMENDATION

The EPCC Americana Village provides exemplary English language-
training cour sesto non-English speaking foreign students preparing
for professional employment opportunitiesin aninternational job
market.

FINDING

The role and scope of EPCC's educational mission is unclear to local
business leaders and employers. Many respondents believe the college's
central mission is to provide technical training as opposed to academic
education. Community leaders told TSPR the college cannot be effective
trying to be "all things to all people." The Texas Legidature, however,
mandates a total of nine services that community colleges must provide.

These wide-ranging services include such activities as post-secondary
academic instruction, continuing adult education courses, remedial or
developmental education, and vocational/occupational training programs.
The fact that the Legidlature mandated but did not prioritize these services
isone reasonfor the diversity within and among Texas community
colleges.

Given the economic indicators of El Paso County and West Texas, it is
understandable that the business community believes the central function
of EPCC should be to provide technical training rather than academic



education. Y et, closer analysis of the business-specific requirements from
the workforce system supports the need for a blend of technical and
academic education.

According to the Upper Rio Grande Workforce Development Board grant
application for National Reserve job training money, "of the El Paso
businesses surveyed, 62 percent stated that basic skills (such as, math,
reading and writing) are necessary for their employees to have, while 85
percent responded that interpersona skills (such as teamwork,

professional communication and presentation) are necessary for all their
employees. These skills are classified as "basic" because they are expected
of every high school graduate, but 37 percent of the El Paso population
has less than a high school education.”

One of the strongest incentives for new business development is the
promise of an available and trainable workforce. North Carolina
Community College guarantees rel ocating employers that it will deliver a
trained labor force. The key questions asked of any prospective employer
are "What types and what levels of skilled laborers does your industry
required?’ and "How many of each skill level will your industry employ?’
Customized training programs are then implemented. This commitment to
meeting the needs of new industries with a workforce of pre-determined
guantity and quality has resulted in a statewide economic resurgence. In
addition, areview of the North Carolina webpage identifies to any
employer or prospective student work skill competencies achieved within
North Carolina degreed programs or certificates.

Recommendation 36:

Prioritize EPCC's workforce training and development.

To prioritize EPCC's workforce training, college officials should directly
participate in the local workforce board's coordination and planning
process. EPCC also should strengthen its links with local employersto

clarify the college's educational mission.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president designates and empowers the vice president of January
Workforce Development and Lifelong Learning to represent EPCC | 2000
on the Upper Rio Grande Workforce Board.

2. | The president designates and empowers the vice president of January
Workforce and Lifelong Learning to represent EPCC on the 2000
Economic Development Council of the Greater El Paso Chamber of
Commerce.




3. | The vice president of Workforce Development and Lifelong March
Learning uses contacts developed at the boards to integrate current | 2000
community needs in course curriculum.

4. | The president meets with his designee periodically to incorporate | April
feedback from the two boards into the EPCC strategic and 2000
operation plans.

FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING

Local business and community leaders consider some EPCC vocational
training proposals to be competitive with private sector occupational
training providers. Others think the college's programs are inconsi stent
with the region's goal of training for higher skill, higher paying jobs.

Two programs, cosmetology and truck driving training, recently initiated
at the college are particularly controversial. Private schools say they
already provide the necessary professional training for licensing and
certification in these occupations and that any programs offered at EPCC
are redundant and competitive.

EPCC, on the other hand, can give academic instruction in core
competencies work skills that could lead to increased wages and advanced
degrees, both of which would serve to raise per capitaincome. The
president wrote TSPR that "EPCC programs are offered at only afraction
of the cost and are available to students who otherwise could not access
such programs.” He goes on to say that students "in these programs enjoy
avast array of support services...(that) are not available at proprietary
schools."

The Texas Higher Education Coordinating Board (THECB) states in its
rules for community colleges Chapter 9 Subchapter G that

The Board recognizes that to prepare a literate and trained
workforce to be available for economic stability and development
requires atrue joint partnership between public and private
sectors. Accordingly, the Board encourages contractual
agreements between institutions of higher education, business,
industry, and other agencies to forge common partnership of joint
planning, facilities, laboratories, delivery systems, and evaluation
efforts. The Board policy intends to provide institutional
incentives for collenes to work with hisiness. industrv. and




government in development of an educated workforce for Texas.

The Texas Council on Workforce and Economic Competitiveness and its
member agencies, including the THECB, Texas Workforce Commission,
and the State Board of Education, promote partnerships to enhance the
economic well being of the state's workforce development efforts. The
council and the state agree that the local workforce board and the Texas
Workforce Commission must certify all training vendors (proprietary
schools and community colleges) by July 2000.

EPCC administers locally the state's customized training grant programs
for employers-Smart Jobs and Skills Development. Although EPCC is the
leading agency providing workforce and customized workforce-training
programs, its efforts have met with less than favorable results. The
director of these programs is knowledgeable and cooperative, but does not
have sufficient support to market the programs, to identify customer needs
completely, or to track customer satisfaction.

The director has the responsibility for initiating and implementing the
grants, but has no authority to hire personnel to implement training,
purchase equipment and supplies for training, or generate employer
reimbursements. The proprietary schools and employer community have
also criticized the customized training program for not pursuing
partnerships with the private training providers that have effective
programs. Consequently, there is a gap between what employers need and
what EPCC is providing.

Rather than pursuing partnerships for cosmetology and truck driving
training programs, EPCC chose to absorb the cost of initiating these new
continuing education programs. Cosmetology, alower wage scale training
course, is aready offered in at least two El Paso public school districts and
at various private professiona schools. Moreover, a major defense-related
employer and a business organization told TSPR that EPCC had
considered eliminating an electrical technology program necessary for
their employee training while instituting the cosmetology and truck
driving programs.

EPCC has initiated collaboration with Project ARRIBA (Advanced Re-
training and Re-development initiative in the BORDER=1 Ared). This
initiative is modeled after Project QUEST in San Antonio that received
"Innovations in American Government” award from Harvard University in
1995. The program'’s success is based on partnerships with local economic
devel opment agencies, the city, the community college, and the business
community.

Recommendation 37:



Establish partnership agreementswith local professional schools,

community-based organizations, and employer business leaders.

To implement effective workforce training programs expedite the process
of contracts and grants. To increase client/customer satisfaction, create

mechanisms for integrating clients and customers' needs into the
educational/job training system and curricula.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president directs the vice president of Workforce and January 2000
Lifelong Learning to inventory internal and externa training
curricula. Strengths and weakness of each program should be
identified.

2. | The vice president meets with employers to hear their needs January 2000
and concerns about EPCC training programs.

3. | Where employer expectations are not being met, the vice February
president looks at private programs that meet employer 2000 and
expectations for potential partnering. The goal should be to ongoing
exceed employer expectations.

4. | The vice president implements a strategy to continuousy Ongoing

improve each training program.

FISCAL IMPACT

This recommendation could be accomplished with existing resources.




MEDIA RELATIONS
FINDING

Print and broadcast correspondents agreed that EPCC provides one of the
best press briefing packages of any comparable institution or organization
for board meetings. The packages contain detailed background
information on all agendaitems that are scheduled for discussion at the
EPCC Board meetings. Although some correspondents said that they
would appreciate receiving their packages on amore timely basis so they
could have more time to prepare their questions before the meeting, they
said that this was a minor complaint. Correspondents also agreed that
access to EPCC administrators is good.

COMMENDATION

EPCC maintains good relations with the local print and broadcast
media and provides access to infor mation about administrative
meeting schedules, agenda items, and interviews with administrative
personnel.

FINDING

A review of press releases presented to TSPR showed that primary
emphasis was placed on announcements of events or seminars at EPCC
rather than feature articles on success stories about students, alumni,
faculty or programs. Departments and programs market themselves and
program coordinators often contact the media directly rather than wait for
the office of Public Relations and Marketing to act on their behalf. Staff
and students alike blame the media for "bad press.”

Moreover, public service announcements have not been developed as an
effective tool to promote the college. During the 1998-1999 school year,
EPCC spent approximately $47,000 of its marketing budget on broadcast
media for registration announcements. Another $10,000 was spent on
radio and television advertisements for truck driving classes.

Recommendation 38:

Assign a public information specialist the task of developing press
information on the successes of the five EPCC campuses.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The vice president for Public Relations & Marketing and the January
director of Media RAlatinng devalnn A nress rel eace gtratenyy ag 2000




part of comprehensive marketing communications strategy.

2. | The director of Media Relations assigns a public information February

specialist to identify successes for each of the five EPCC 2000
campuses.
3. | The director of Media Relations and the vice president for March 2000

Public Relations and Marketing review and update press release | and ongoing
strategy based on article placements and effective delivery of
image and goals of the public information specialist.

4. | The vice president for Public Relations and director of Media April 2000
Relations review press plan quarterly to monitor the strategy's | and ongoing
effectiveness.

FISCAL IMPACT

This recommendation could be implemented with existing resources.




Chapter 5
FACILITIES USE AND MANAGEMENT

This chapter examines El Paso Community College's (EPCC) use and
management of facilities in five sections.

A. Facilities Organization and Planning
B. Use and Condition of Facilities

C. Design and Conrstruction Management
D. Custodia and Maintenance Operations
E. Energy and Conservation Management

Unlike state universities, public community colleges in Texas do not
receive state funds to maintain, operate, construct, or renovate facilities.
Generdly, state funds may only be used to pay for instruction,
instructional support, and student services under strict guidelines. State
funds are allocated to community colleges on aformula-based system.

BACKGROUND

Community colleges have the statutory authority to levy taxes to pay for
the maintenance and operation (M& O) of the college programs and
facilities. Once the voters approve the M& O tax rate, the voters do not
have to approve changes in tax rates; the board of trustees has that
authority within certain limits set by the state or by an election.

To construct or renovate facilities, most community colleges issue general
obligation bonds repaid by atax levied in the district for debt service. The
voters must approve tax-supported general obligation bonds (GO bonds)
and a debt service tax in agenera election. Debt service taxes may be
used only to pay the principal, interest and associated costs of bonds; these
taxes may not be co- mingled with M& O taxes.

Another way to finance bonds is to issue revenue bonds. These bonds do
not require voter approval because revenue sources other than taxes pay
off the debt. Voters of the district established El Paso Community College
in June 1969, but defeated a proposal to tax themselves to support the
community college and construct buildings. Since the voters did not
approve atax levy, the board and interested citizens asked for state
financial assistance, and the Legidlature appropriated funds to establish the
college. When the college opened in 1971, classes were held at various
locations in the city. Later, leased facilities were obtained from the
Department of the Army in the Logan Heights area of Ft. Bliss. The Logan
Heights facilities have since been returned to the Department of the Army.



In September 1974, an election was held to levy taxes, and voters
approved issuing $19.7 million in GO bonds to purchase and construct
buildings. Due to lawsuits filed challenging the election, the district could
not levy taxes until the 1975-76 year. In addition to these GO bonds, the
district has issued approximately $32 million in revenue bonds for
facilities.

A complex of buildings was purchased from El Paso ISD in 1974 that
became the Rio Grande Campus. The Valle Verde Campus was completed
in time for the fall 1978 opening of classes. Another new campus,
Transmountain, was fully operational by fall of 1979. The last two
campuses, Northwest and Mission Del Paso were completed in 1993 and
1998, respectively.

Most of the campuses have undergone additions and renovations since
they were originally built. Unique characteristics of the campuses include
modular buildings that have been converted to permanent facilities; and
vintage buildings in the historic area of the city converted to classroom,
laboratory, library, and office space. The Central Service Center houses
most of the administrative services for the college. This building was built
in 1960 and was purchased by EPCC in 1976.

EPCC facilities are located on five main campuses, two centers, and a
leased building. A campus is defined by college administrators as a
location that has complete facilities for students including classrooms,
laboratories, offices, alibrary, food services, bookstore, and other student
services. If alocation does not have al the required facilities, it iscalled a
center. Satellite facilities that are public, private, or governmental
buildings are also used for specific programs, but are not included in this
review. The district facilities and the location of each are described in
Exhibit 5-1.

Exhibit 5-1
EPCC Facilities and Locations

Facility Name Type L ocation
ValeVerde (VV) Campus East of downtown El Paso
Transmountain Campus (TM) Campus North of downtown
Rio Grande Campus (RG) Campus Center of the city, adjacent

to historic district
Northwest Center (NW) Campus Upper valley region,

northwest of El Paso
Mission Del Paso (MDP) Campus | ower vallev renion.




southeast of the city

Central Services Center (CSC) Center Downtown, in warehouse
district

Career Training Center (CTC) Center South-central area of the
city

Ingtitute for Economic & Workforce | Center Downtown

Development (IEWD) (Leased)

Source: EPCC SHf-Study, 1991-1992 and Telephone Directory.

Asshownin Exhibit 5-2, these facilities occupy 418 acres and contain 1

million gross square feet.

Exhibit 5-2
Land and Squar e Footage by Campus
July, 1998
Campus/Center Acres| Gross Squar e Footage |
ValeVerde 130 480,218
Transmountain 94 199,440 |
Rio Grande 8 152,660
Northwest Center 84 38,688
Mission Del Paso 100 68,066
Central Service Center 2 52,352
Career Training Center 0.4 8,691
IEWD * *
Total 4184 1,000,115

Source: EPCC Facilities and Construction Services.

* Building was acquired after the reporting date.

Gross sguare footage (GSF) is defined as space measured from the outside
of the walls of a structure. Net square footage (NSF) isabuilding's
useable square footage. Assignable square footage (ASF) is the space
available for occupation and does not include areas designated for specific
use such as restrooms, circulation areas, janitor closets, and similar areas.




FACILITIESORGANIZATION AND PLANNING

The responsibility for facilities management belongs to the vice president
for Resource Management, who reports to the executive vice president.
Reporting to the vice president are two functional areas, Facilities and
Construction Services and Physical Plant.

Exhibit 5-3 illustrates the administrative organization.

Exhibit 5-3
Resour ce Management Organization

Executive
Vice
Fresident

Wice Fresident
Eezource Management

Carector Facilities Carector
and Construction Flrrsical Plant
Services

Source: EPCC office of Resource Management.

The job description for the director of Facilities and Construction states
that the position develops and monitors on-going construction, facilities
and engineering operations/maintenance, and property acquisitions. A
construction engineer, who does preliminary project design, reports to the
director, and a construction supervisor reports to the construction

engineer. Two carpenters, three painters, one floor layer, one construction
worker, and six maintenance workers report to the construction supervisor.

Exhibit 5-4 charts the department organization.



Exhibit 5-4

Facilities and Construction Services Organization

Director Farilities
and Constniction
Services
|
| |
Farilifies Construction
Spectalist Fngineer
Clerk Construction
Supervisor
Carperters Construction Panters Maint, Workers Hoor
(2) Wotker (3) (6] Layer

Source: Director, Facilities and Construction Services.

As stated in the job description, the director of Physical Plant develops,
maintains, and monitors the overall appearance, condition, and quality of
the district's land, equipment, and facilities. Reporting to the director are
an office assistant, a mechanical systems supervisor, a maintenance
supervisor, a grounds supervisor, and a coordinator for shipping and

receiving. Reporting to each supervisor are severa personnel with
different job functions.

Exhibit 5-5 depicts the organization of the department.




Exhibit 5-5

Physical Plant
Diitector
Plrrsical Flant
Office Manterance
Agsistart —
\— Cletk
Mlechatical Mlairtenatee Grrouds Coordirator
Syrstetts Supervisor Supetvisor Shipping &
Supetvisor Receiving
— HW AC Tech(3) — Catmgnas — Grronguds — Superd sor
— Plumber Mfairt Tech(d) Fotemar Dristriboati otual
— Sheetmetal Tech — Hardware Spec. — Welder HEtVices
— Electrician () — Lockamith — Auto Mechatic () |— Distriboti orusl
— Daire. Worker () Dulaint. — Head Ilaird, Services Cletk (3
Wotker (3 Grrounds Woelkoer L— Diigtribt ona
— I Taird. Cletk
Wiotker (12

Source: Director, Physical Plant.
FINDING

The college does not have a current official master plan for facilities. With
five presidents from 1990 to 1999, the college's planning efforts have
undergone significant changes depending on the vision of each new
president. Some planning has occurred as evidenced by the orderly
expansion and renovation of various facilities of the district. However,
long range facilities plans have been put on hold until avision for the
college's future has been determined. In April 1999, the college president
created strategic planning committees to produce a strategic plan for the
college. The charge to each committee isidentical.

These committees are charged with examining the mission statements of
the college and then charting the future course and direction of the
institution as they relate to program offerings, curriculum, student
services, facilities, and fiscal affairs.

Estimates of when these committees will produce afinal strategic plan
range from one year to 18 months. No effort is being made in the



meantime to develop long-range plans for facilities until these committees
have finished their work. Site analysis and master plan documents have
been prepared for the Rio Grande and Northwest facilities; these plans are
not part of a comprehensive facilities plan for the college district.

A former college president established strategic goals for various areas of
the college, including facilities, for 1998-2001. Listed as strategic goals
for facilities are:

Maximize usage of existing facilities,

Update and implement the Facilities Master Plan,

Provide safe and environmentally sensitive college facilities,
Centralize administrative and non-instructional support personnel,
Provide appropriate instructional and noninstructional facilities.

A workable facilities master plan thet can be updated and implemented
according to the strategic goals is not readily available. A study submitted
by MGT Consultants to the director of Planning and Development titled El
Paso Community College District, Facilities Master Plan, Discussion
Draft was issued April 23, 1991. The study presented estimates of
enrollment and facilities needs through 2005. No other document could be
located that appeared to be a facilities master plan.

A search of board meeting minutes did not reveal any action by the board
concerning the study; no mention was made of the study being approved
by the board. Assuming this plan is the one referred to in the strategic
godls, evidence showing that the plan has been updated or implemented is
not apparent. The study is commonly referred to as the Cannon report
derived from the name of the consultant who wrote it.

The study contains some valuable information that would be of benefit to
many areas of the college. Enrollment projections in the study would be
beneficial to instructional and student services administrators to determine
if actual current enrollments correspond to those projected in the study.
The methods of measuring space utilization would be useful for
determining efficiency of facilities use. Projections of future facilities
needs could be compared to present acquisition and construction plans.

Recommendation 39:

Prepare and adopt a FacilitiesMaster Plan, using the El Paso
Community College District Facilities M aster Plan, Discussion Dr aft
1991 as a base document that could be updated for implementation.

Recommendations in the study should be reviewed and a determination
made whether the recommendations were or could be implemented. Most
importantly, the entire study should be made available to the strategic



planning committee as a possible model for the development of an official

facilities master plan for the college.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The vice president for Resource Management forms a committee | January
composed of representatives of major college departments that 2000
will review the draft facilities master plan study performed in
1991.

2. | The committee reviews the plan and prepares a report on its February
findings on the validity and usefulness of the plan. 2000

3. | The vice president for Resource Management forwards the March
completed report to the strategic planning committee for 2000

consideration.

FISCAL IMPACT
This recommendation could be accomplished with existing resources.
FINDING

Job descriptions do not clearly describe the functions and responsibilities
of each of the organizational units concerned with facilities management.
According to the director of Facilities and Construction Services, interior
construction, repairs, and renovations are the responsibility of Facilities
and Construction, afact not mentioned in the job description for the
director.

Exterior building and grounds maintenance is the responsibility of the
director of Physical Plant according to common understanding between
the two directors. No clear definition exists of the difference between
interior and exterior maintenance. There is good communication and
cooperation between the two departments, however, which has meant that
the necessary work has been accomplished.

The grounds supervisor's job description states the position title as
supervisor of Buildings and Grounds, yet the duties listed do not include
any responsibility for building maintenance. The job description of the
supervisor of Maintenance states the position is responsible for interior
and exterior maintenance.

Recommendation 40:;




Revise job descriptionsto describe job requirements of each position
in the organizational units concerned with facilities maintenance and
construction.

Supervisors at each level should examine their own job descriptions and
those of all positions they supervise to determine if the descriptions reflect
current responsibilities and practice. Job descriptions should be revised
with the knowledge and input of affected employees. The revised
descriptions should convey the primary purposes and responsibilities of
each job.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The vice president for Resource Management reviews December
departmental job descriptions within the guidelines of the 1999
Personnel Services Department.

2. | Supervisors and subordinates together review individual job January
descriptions and make necessary changes. 2000

3. | The vice president submits approved job descriptions to February
Personnel Services for review and approval. 2000

4. | The vice president distributes approved job descriptions to March 2000
employees.

FISCAL IMPACT

This recommendation could be accomplished with existing resources.




USE AND CONDITON OF FACILITIES

Since the college opened in 1971, the buildings and grounds have been
expanded and renovated extensively to accommodate the growing
population of students enrolled in academic, vocational, remedial, special
interest, professional development, and work training programs.
Accompanying the growth in facilities needs was the increased demand
for support services space. This growth has required the college to use its
facilities to the maximum extent possible.

EPCC has innovatively used former barracks and portable classrooms that
have been converted to permanent structures. Modular buildings,
converted to permanent structures, are used at the Americana Language
Village located on the Valle Verde campus. Leased facilities have been
used in different parts of the district. Facilities have been donated by
private and public entities.

Exhibit 5-6 compares the size of the district's campuses in 1990 and 1998.

Exhibit 5-6
EPCC Campus Gross Squar e Footage, 1990 and 1998

Campus/Center | GSF 1990 | GSF 1998 S;Fg;’zggers GSF Increase
Valle Verde 413,486| 480,218 66,732|
Transmountain 154,000 199,440 45,440
Rio Grande 152,283 152,660 15,011 15,388|
Career Training Center 8,667 8,691 24
Central Services Center 52,352 52,352 0
Northwest N/A 38,688 38,688
Mission Del Paso N/A 68,066 42,369 110,435
Total 780,788 | 1,000,115 57,380 276,707

Source: EPCC Facilities and Construction department, and discussion

draft,

Facilities Master Plan, 1991.

With the completionof projects under design, the district will have
increased its available space by 35 percent from 1990 through 1998. Much



of the additional space was constructed to serve a geographical area, not
necessarily to alleviate space shortages.

Comments received in focus group meetings generally praised the
condition of facilities on al campuses. Responses included "facilities are
great," "very nice campus,” "clean and attractive," "facilities are
excellent,” and "good facilities plan." Negative comments received are
primarily concerned with custodial issues, the need for more custodial
staff, restroom attention, and more frequent lunchroom cleaning. A few
people complained of the lack of parking space and the need for expanded
facilities.

Severa administrators, including the executive vice president and campus
provosts, commented that the level of facilities maintenance is adequate or
above average. Administrators and employees consistently said that
instructional space is adequate for the present but will not be in the near
future if growth continues. Specialized areas are needed, according to
employees, for libraries, |aboratories, offices, technical training areas, and
work areas.

These comments correspond to an evaluation in the Cannon report. The
consultant reported that an imbalance between instructional and non
instructional capacities existed in 1990 and that if nortinstructional space
required to support a campus were taken into account, the campuses were
at asaturation level. A balance would have required conversion of
instructional space to nor-instructional space. The same situation is
perceived to exist with present facilities.

Higher education ingtitutions in Texas are required to report to the Texas
Higher Education Coordinating Board (THECB) data that can be used to
conduct space utilization studies. From standards developed by THECB,
studies can be performed to measure the efficiency of space utilization at
each university and technical college. These reports can then be used to
support requests for additional facilities.

Community colleges in the state are required to submit only afacilities
inventory report to the THECB. This report contains room numbers,
sguare feet, and condition information but not enough data for space
utilization analysis. EPCC submits this report as required to the THECB.

THECB has not developed space utilization standards for community
colleges apparently because these ingtitutions do not receive state funds
for building construction or maintenance, and do not have to obtain
approval from THECB for building projects. Due to the unique nature of
programs and services conducted by community colleges, it is
guestionable whether THECB standards for other institutions would be



applicable to community colleges. Florida has devel oped space utilization
standards for community collegesin that state.

FINDING

In Facilities Management, A Manual for Facilities Management, third
edition, published by APPA: The Association of Higher Education
Facilities Officers, deferred maintenarce is defined as ... projects that
were not included in the maintenance process because of a perceived
lower priority status than those funded within available funding.”

Two types of deferred maintenance are also identified in the publication,
maintenance that does not cause a facility to deteriorate, and maintenance
that does cause deterioration. For this study, deferred maintenance is
assumed to mean maintenance that causes deterioration of facilities.

Deferred maintenance became a major subject for higher education
administrators in the 1970s when they began to realize that serious
problems had developed in existing facilities because older buildings had
been neglected in the haste to build new facilities. Roofs were leaking,
mechanica systems were malfunctioning, and walls were crumbling.
Budgeted funds had not been adequate to keep the facilities in a proper
state of repair.

In the 1980s, legidlators, higher education board members and
administrators initiated surveys to determine the extent of deferred
maintenance on college and university campuses. A study conducted by
the APPA and the National Association of College and University
Business Officersin 1995 estimated that the cost of maintenance backlog
in the nation's colleges and universities reached into the billions of dollars.

The realization emerged that the cost of renovating and repairing facilities
to correct a backlog of maintenance requirements was causing Serious
budget problems. In many cases, there smply was not enough money to
eliminate maintenance backlog. Without adequate funding, repairs
continued to be postponed. At the same time, the cost of repairs continued
to escalate, compounding the deferred maintenance problem.

Reports submitted by EPCC to the review team state that the district has
no deferred maintenance. A visual inspection of facilities confirms that the
statement is essentially correct. The visible condition of facilities
belonging to EPCC indicate that the facilities are clean and in good repair.
Evidence of deterioration was nonexistent, although underground facility
components were not visible.



EPCC has avoided a backlog of deferred maintenance by allocating funds
every year to major maintenance and renovation needs. Approximately
$700,000 has been transferred from operating funds to plant funds each
year to be used not only for major maintenance but also for the requests
from other departments for renovation or construction projects, according
to the vice president for Resource Management.

Priority is generaly given to maintenance repairs that require immediate
action, such as roof replacement or replacing essential equipment. Exhibit
5-7 isalist of typical maintenance projects accomplished from 1994 to
1998.

Exhibit 5-7
Examples of M ajor
Repair and Renovation Projects
1994 through 1998

Y ear Project and L ocation Cost

1994 | Re-coat roofs, TM and VV campuses $94,187|
1995 | Re-coat roofs, TM campus $51,610
1996 | Re-roof, RG - Oregon Center $68,224|
1996 | Seal/waterproof courtyards & walkways- VV | $79,000
1996 | Replace gym wood floor - VV campus $102,680|
1997 | Up-grade HVAC systems, TM campus $101,1oo|
1997 | Re-coat roof, VV campus $116,144
1997 | Cooling tower ingtallation, VV & TM campus $85,000|
1998 | Upgrade stage lighting, TM $57,285
1998 Re-surface tennis courts, VV | $28,344 |

Source: EPCC Physical Plant.

COMMENDATION

EPCC has prevented the accumulation of deferred maintenance by
systematically identifying and funding major repairs and renovations

each year.

FINDING



EPCC has not conducted a recent space utilization study. A space
utilization study measures the efficiency of the use of available space by
(1) examining how frequently space is actually being used during certain
time periods, (2) determining what percentage of available seating is used
when aroom is occupied, and (3) determining if occupied space conforms
with standard space allocations.

The results of such a study include the identification of surplus space,
inadequate space, inefficient use of space, and other opportunities for
increasing space productivity. As EPCC has extensively renovated or
congtructed new buildings in the last few years, the study would be a
valuable aid in justifying future renovation or new construction
requirements.

The data required to conduct a study are available, but are not
systematically collected and organized in usable form. The associate vice
president for Student Services said that office has information on student
occupancy of classrooms and laboratories, but that the class scheduling
process is labor intensive and leaves little time for collecting and
organizing data.

The associate vice president said that upon installation of a new
management information system (SCT Banner 2000), the office could
furnish the data on atimely basis. Installation of various portions of the
software is scheduled to take place at different intervals, but to be
completed by 2002. Other useful but limited data are found in the faculty
resource center in the Instructional Support Services Department. A
methodology for conducting a space utilization study is a part of the
Cannon report and could form the basis of a current study.

Recommendation 41:
Conduct a space utilization study of district facilities.

EPCC should analyze the existing facilities to determine if the collegeis
efficiently using available building space. The study should include (1)
devel oping space allocation and usage standards, (2) identifying data
requirements and sources, (3) collecting data and consolidating it into a
report, and (4) analyzing the results. The space utilization study would be
an integral part of any facilities master plan the college devel ops;
however, the study would be beneficial even in the absence of a formal
facilities master plan.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The directaor nf Facilitiec and Congtriictinn Services assisted hv the | Taniiarv




Construction Engineer develops space utilization standards. 2000

2. | Thedirector of Facilities and Construction Services identifiesdata | March
required and sources of the data. 2000

3. | Thedirector of Facilities and Construction Services coordinates April
with other administrators who can furnish required data and 2000
develops a plan for data collection.

4. | Thedirector of Facilities and Construction Services collectsdata | May
and prepares the study. 2000

5. | Thedirector of Facilities and Construction Services analyzes the June
study and prepares a report for vice president for Resource 2000
Management.

6. | The Facilities and Construction Services director forwards the July 2000

report to the vice president for Resource Management for review
and action.

FISCAL IMPACT
This recommendation could be accomplished with existing resources.
FINDING

EPCC has not adopted a plan for the continued use or disposal of the
Central Service Center (CSC) building. In the Cannon report, the
consultant stated that in general, the condition of existing facilitiesin 1990
was excellent, except for CSC. The consultant offered possible options for
the district on what to do with the building. The consultant stated that the
study required follow up by the board.

The board needs to communicate about the future of the building to the
community, either as a part of a comprehensive facilities master plan or as
adte plan. The building isin need of repair, renovation, or disposal.
Improvements to this building have intentionally been delayed pending the
formulation of a definite plan for the building's future.

Almost 10 years after the consultant study, the building is still in
substandard condition. The building is maintained to keep it functional

and is clean; however, the building's exterior shows the need for repair,
and little has been done to aleviate its antiquated appearance. The director
of Physical Plant said that the building is equipped with inefficient rooftop
air conditioning systems and is expensive to maintain.

CSC was built in the 1960s and purchased by EPCC in 1976. It has
undergone substantial remodeling. The building houses many of the




administrative service functions of the district, including the institutional
computing system, printing shop, and numerous offices for administrative
and staff employees. Little warehouse space exists.

The building does not meet the requirements of the Americans with
Disabilities Act of 1990 (ADA). Corridors are narrow and will not
accommodate wheel chair traffic; it is difficult for non-impaired persons to
pass in the hallways and stairwells. Bathrooms are not equipped with
doorways that will accommodate wheelchairs, and bathroom fixtures do
not meet ADA requirements.

Employees have become frustrated with the building; one employee
referred to it as "a sick building.” Another employee described the
building as "crowded, hot, unsafe, and inaccessible” Employees have been
told for several years that a new administrative building was to be built
which would replace CSC, but that has not happened.

In the meantime, maintenance for the building continues to be expensive,
the costs of renovating the building are increasing, and construction costs
for a new replacement building are escalating.

ADA regulations do not require an institution to perform a major
renovation to a building to meet accessibility standards. However, the law
does require that if a building is renovated, it must be brought into
compliance with ADA standards. The costs to remodel the building to
make it more attractive and functional would be high due ADA
requirements. For this reason, remodeling seems to be the least desirable
option.

Other options are to: (1) convert it to warehouse space or maintenance and
repair shops, (2) sell the building and build a new facility at a new
location, or (3) demolish the building and build a replacement on site.
Many factors will have to be analyzed before any plan is adopted,
including the wide range in costs to implement the various options.

Recommendation 42;

Develop a plan of action for the futureuse or disposition of CSC
facility, either as part of district facilities master plan or asa site plan.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | valign=topThe vice president for Resource Management requests | January

authority from the executive vice president and president to begin | 2000
to plan on how to use CSC building.




2. | With presidential authority, vice president for Resource February
Management forms a committeeto examine possible optionsfor | 2000
the future of CSC, obtaining assistance from architects or
engineers if necessary.

3. | Committee completes study, prepares recommendations, and June 2000

submits report to the president.

FISCAL IMPACT

Costs for this recommendation cannot be determined at this time.




DESIGN AND CONSTRUCTION MANAGEMENT

Responsibility for design and construction management is delegated to the
director of Facilities and Construction Serviceswho is assisted by a
construction engineer and a draftsman. The construction engineer isa
licensed engineer in Mexico, not in Texas.

Building or renovation projects are submitted to the director for initial
consideration. The director evaluates the project for feasibility, priority,
and preliminary design. From this information, cost estimates are prepared
and the project request is returned to the originator of the request for
action through proper administrative channels and the district board.
Approved projects are transmitted back to the director for his initiation,
management, and completion.

The director of Facilities and Construction Services and staff design
projects that do not require the services of an architect, engineer, or other
professional. Bid specifications are prepared for projects that must be bid,
and the project is submitted to interested parties for bidding. After
construction begins, the director performs the functions of project
management until the project is successfully completed.

For major facilities construction or renovation, the director acts as district
liaison to architects, engineers, consultants, governmental agencies, utility
companies, and contractors. The director prepares requests for
qualifications and solicits presentations from interested architectural firms.
Architect presentations are scheduled, and the director serves as a member
of the architect qualification review committee. After architect
presentations are complete, a recommendation is prepared for the board of
trustees, which makes the final architect selection. Architect fees are
negotiated in the selection process.

The director of Facilities and Construction Services also has the
responsibility to ensure that building and renovation projects meet ADA
guidelines. The Student Services Department has a Center for Students
with Disabilities. One of the functions of this department is to audit and
identify facilities compliance with ADA standards.

The coordinator of Center for Students with Disabilities said that EPCC is
making good progress toward removing barriers and providing access to
disabled persons. In the coordinator's estimation, the district facilities are
at least 90 percent compliant with standards and Facilities and
Construction Services is very accommodating when asked to make needed
changes.



From 1996 to 1999, Facilities and Construction Services has completed
Six major campus additions or improvements and has three in progress.
Exhibit 5-8 details certain data on each project.

Exhibit 5-8
Major Construction and Renovation Projects
1996 through 1999

Cost
. Architect | Consultant . Square | per
Project Year | ' oo ® Fee (9) Cost* ($) Eeet Sq.
Ft.
RG-Learning | 1996
Resource 46,270 3270| 927560 14018  $66
Center
TM-classroom 11996 | g 37 25005 1013896 4544 $69
addition
VV-road& 11996 | 10619 34547| 1570920 N/A| N/A
parking
VV-classoom 1997 | 415 5ag 63735 6081987 64400 $94
addition
Americana 1997
Villoge 60,859 14,747  995606| 24576 $40
Lower Valey |1998 .
Campus D‘g"u?lné 37,962 6,823842| 63,000 $108
(MDP)
MDP-truck 1999 "
driver training 130,000 17,953 | 1,437,086 7000 $205
Law 1999 »
Enforcement 277.819 9,563 | 2,736,874 NA|  N/A
CBShbuilding 11999 229,500 1.821,000%* N/A|  N/A

Source: Facilities and Construction Services.
*Total cost including architect, consultant, and construction amounts.
** Budgeted amounts.

Change orders are forma documented changes to the original construction

contract. These changes may or may not affect the total cost of
construction. Change orders are necessary on most al construction




projects because of unforeseen conditions. However, alarge number of
change orders tends to indicate insufficient planning. EPCC builds in a 10-
percent contingency factor on construction projects for change order costs.
On all but one of the projects listed for 1996-99, change order cost has
been below the 10-percent allowable.

Bidding is not required for architect and other professional fees. Architect
fees are normally negotiated between the owner and the architect, either as
a specific amount or as a percentage of construction costs. EPCC has
traditionally used the architect-general contractor method for construction
contracts, which employs one firm to design a building and another to
construct the building.

EPCC used a different process to build the Lower Valley Campus, called
the design-build delivery method. Under this concept, the owner employs
one management firm to design and build a project. The management firm
obtains all necessary architectural, engineering, consultant, and
construction services. The owner is not involved in any bid processes.

Exhibit 5-9 details the architect fees and change orders as a percentage of
the cost of construction for projects completed or under construction from
1996 to 1999.

Exhibit 5-9
Architect Fees and Change Orders as Percent of Construction Costs
Projects 1996-1999

Project Construction | Architect | Architect Cohr%ne?e Cohra:jne%e
0,

Cost ($) Fee ($) Fee % amounts (9) %
RG-LRC 878,020 46,270 5.3 24,119 2.7
TM-Classroom 898,784 90,017 10.0 69,036 7.8 \
VV-Parking 1,435,762 100,611 7.0 46,815 3.3\
VV-classroom 5,605,714 412,538 7.3 336,279 6.0
Americana
Village 920,000 60,859 6.6 123,167 13.3
Lower Valey
Campus(MDP) 6,785,880 N/A N/A 249,607 3.7
MDP-truck 1,437,086* | 130,000 90| incomplete|  N/A
driver training
| av 2,736,874 | 277,819 10.0| incomplete N/A




Enforcement

CBS building 1,821,000 | 229,500 12.6| incomplete

N/A ‘

Source: Facilities and Construction.
* Budgeted amounts.

FINDING

EPCC does not have documented design standards except for the building
code manuals, which are used to comply with local, state, and national
construction requirements. Standards provide guidelines to be used in
designing specific building components or systems. By using pre-
determined standards, architectural and engineering design time is reduced
and the need for redesigning every building component on every building
project is eliminated.

Standardization is most commonly determined by researching and
evauating existing facilities to identify building components that produce
quality operation and cost effectiveness. Typical standardized items
include space allocations, classroom sizes, HVAC systems, exterior and
interior finishes, plumbing and lighting fixtures, and other items that
produce optimum value in cost and operation.

Typical construction standards include procedures for selecting architects
and other professionals, methods of change order management,
requirements for building commissioning (testing of and training on
building systems to ensure that al operate as intended), and general fee
guidelines used to negotiate architects and consultants fees.

A survey of fiveinstitutions similar in nature to EPCC indicates that three
of the institutions have some form of design and construction standards in
place. The institutions surveyed were Alamo Community College, Austin
Community College, North Harris Montgomery Community College, San
Jacinto Community College and Tarrant County Community College.
Two of the ingtitutions said that a standards handbook is under revision or
development. Another ingtitution said that the standards handbook was
developed about eight years ago and had not been updated because there
were no immediate plans for future construction. The remaining two did
not have documented standards, relying instead on architects and
engineers to prepare designs as needed.

Recommendation 43;

Develop a design and construction standar ds handbook.



Design standards should include space allocation factors, standardized

materials and equipment, and quality control measures. Construction
standards should include an architect or consultant selection process,

prevailing typical architect fees, prevailing square footage costs of various

types of construction, and building commissioning procedures.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The vice president for Resource Management forms a team to February
determine the data required for a design standards handbook; team | 2000
should include maintenance personnel.

2. | The team collects and organizes data needed for standardization. | May 2000

3. | Thedirector of Facilities and Construction and staff develop June 2000
standards.

4. | The Facilities and Construction director submits handbook for August
administrative approval including the board of trustees. 2000

5. | The Facilities and Construction director publishes handbook and
distributes to architects and engineers as needed.

6. | The Facilities and Construction director updates standards Ongoing

handbook.

FISCAL IMPACT

Costs for this recommendation cannot be determined at this time.




CUSTODIAL AND MAINTENANCE OPERATIONS

Maintenance and Operations (M& O) costs reported to THECB by

community colleges include expenditures for physical plant

administration, custodial service, maintenance and repair services,

utilities, and groundskeeping services. Exhibit 5-10 compares the M& O
expenditures of EPCC with other similar institutions.

Exhibit 5-10
Comparison of Operation and Maintenance (M& O) Costs
Peer Institutions

Fiscal 1998
Current Current |Operation & | M&O 0

Community fund fund maintenance| % of M&O % of

) : current

College revenues |expenditures|expenditures| current expenditures
® ) 6 revenues| &P

El Paso 104,893,589 | 98,260,839 5,228,846 5.0 5.3‘
Austin 95,824,614 | 85,217,231 7,591,769 7.9 9.0 |
Laredo 39,889,095| 38,264,573 2,574,484 6.5 6.7
North Hamis | 2 ge5 536 | 75,792,052 5,113,331 6.4 6.7
Montgomery
San Jacinto 77,932,964 72,194,185 8,808,603 11.3 12.2
Tarrant 95223110 94,381519| 12,131,902 127 12.9
County

Source: Texas Community College Database System, Fiscal Year ended
August 31, 1998,

Sate Auditor's Office.
Note: Revenues and expenditures exclude auxiliary enterprise funds.

According to the exhibit, EPCC spends less than its counterparts to
maintain and operate its facilities. It might appear that EPCC is managing
its facilities economically, but there is a question if the ingtitution is
spending enough on facilities operations. Additionally, the costs reported
by each college may be based on different accounting methods used and
therefore, may not alow for comparison.



Many factors can influence the amount of expenditures necessary to
adequately fund the maintenance and operations of an institution. Some of
these factors include: (1) the age and types of facilities, (2) the geographic
location, and (3) the number of campuses or buildings. A more in-depth
analysisis required before reaching any conclusion on EPCC's
maintenance and operations spending.

EPCC contracts with private firms to furnish the following services:

custodial service,

pest extermination,

trash disposal,

medical waste disposal,

elevator service,

vehicle oil and lubrication,

mainframe computer maintenance, and
shop towels and mats cleaning.

As a condition of the lease agreement, an outside firm maintains the
I[EWD building under a full-service agreement.

EPCC began outsourcing its custodial servicesin 1978. The contract is bid
every three years and will be re-bid in spring 2000. Contract provisions
require the contractor to:

staff at required levels,

perform daily cleaning services seven days a week,

issue credit for contractor's employee absences,

train contractor's supervisory and cleaning personnel,

provide vacation, hospitalization, and holiday sick leave employee
benefits, and

obtain and maintain liability and worker's compensation insurance
coverage.

Cost of carpet cleaning is not included in the contract bid price but is
available at an additional cost of 8 cents per square foot.

Cleaning is performed primarily in the evening with crews brought in as
needed. The contractor is required to provide at least one porter or maid
during the day to keep bathrooms clean, mop up spills, remove trash, and
other general cleaning duties. At the Valle Verde campus, two day maids
and two day porters are required, at the Rio Grande campus two maids or
porters are required. The day custodians do not perform maintenance work
but are required to report broken furniture, missing or burned out lamps, or
broken glass to the director of Physical Plant.



The contractor is required to furnish cleaning sypplies and equipment as
part of the bid amount. Specifications of the custodia service bid do not
include an amount for restroom supplies and plastic trashcan liners.
Instead, the specifications state "the contractor shall procure and distribute
restroom supplies and plastic trash can liners at a cost not to exceed ten
percent of the contractor's cost.”

The director of the Physical Plant has assigned the maintenance supervisor
the responsibility for monitoring the performance of the contractor. The
supervisor makes site inspections to determine the quality level of service
performed by the contractor and works out any problems that arise
between the college and contractor.

Exhibit 5-11 is a comparison of custodial costs per gross square foot for
fiscal 1994 through 1998. Costs include custodial services, supplies, and
miscellaneous expenses.

Exhibit 5-11
Custodial Costs
Fiscal 1994 through 1998

voar CoaR | Sppls) Tl | SIS | oyl CosSnre | Cosyuare
oot foot foot
1998 | $634,834 | $269,418 | $904,252 | 1,000,365 $0.64 $0.27 $O.91|
1997 | $569,908 | $192,103 | $762,011| 976,816 $0.58 $0.20 $0.78|
1996 | $444,940 | $253,199 | $698,139| 939,362 $0.47 $0.27 $0.74
1995 N/A N/A | $646,778| 834,225 * * $0.78
1994 | $522,800 | $79,822|$602,622| 834,225 $0.63 $0.09 $0.72

Source: EPCC Comptroller and Physical Plant.
*Costs were not separated this year.

The total cost per square foot for custodia service has increased 26
percent from 1994 through 1998 but the greatest increase occurred in

1998. The director of Physical Plant said that the significant cost increase

from 1997 to 1998 is because the frequency of restroom cleaning was
increased due to customer requests.

FINDING



The director of Physical Plant is responsible for the maintenance of
buildings, systems, and equipment belonging to EPCC. Three departments
under his supervision have supervisors who direct the work of their
respective units.

The Mechanical Systems & Utilities supervisor is responsible for the
maintenance of heating, ventilating, air conditioning systems (HVAC),
plumbing and electrical maintenance, water and waste disposal. Nine
employees report to the supervisor: three HV AC technicians, one plumber,
one sheetmetal technician, two electricians and two general maintenance
workers. Workers are centrally located at Valle Verde campus and are
dispatched to wherever work is performed.

A major function of the Mechanical Systems & Utilities supervisor isto
monitor and regulate the operation of the district's HVAC equipment by a
computerized energy management program. The program permits
monitoring of campus room temperatures and other information from a
computer located in the supervisor's office. The system can aso run from
aremote computer, an advantage for monitoring systems during evenings
and weekends.

The Maintenance supervisor is responsible for the custodia contract
monitoring and interior and exterior maintenance of the district's facilities.
Under his supervision are four campus maintenance technicians, a
hardware specialist, alocksmith, and five maintenance workers. The four
campus maintenance technicians are stationed at Rio Grande,
Transmountain, Northwest, and Mission Del Paso. Since the department is
located on the campus of Valle Verde, that campus does not have an
assigned maintenance technician but is serviced by the central unit. The
campus technicians perform daily routine maintenance and other jobs as
determined by work orders transmitted to them from the central
maintenance office. The department also moves furniture and equipment
as requested.

The Grounds supervisor has 17 people under his supervision, 14 grounds
workers, awelder, and two automotive mechanics. Four of the grounds
workers are assigned to campuses other than Valle Verde. Primarily this
unit is responsible for watering, mowing, trimming, fertilizing, and
cleaning grounds and parking lots. Another mgjor function is maintaining
college vehicles. Vehicles are assigned to various departments, and each
department is responsible for minor maintenance to the vehicles, including
oil and filter changes, tire maintenance, and cleanliness. The automotive
mechanics perform repairs on the vehicles as needed. At present, the
Grounds supervisor has been released approximately half time to work on
acomputer Y 2K project for the college.



Each of the departments dispatch workers to the other campuses as
determined from the work order system.

Physical Plant does not have an adequate work order system. The system
in place has been written in- house and provides basic information
necessary to describe the work to be done but does not include information
for work management.

Two documents are used in the system, awork order and a design/work
request. Any employee or student can request services from the director by
telephone, fax, or campus e-mail. They also can request services by
completing and submitting a design/work request for construction or
renovation projects. A clerk in the director's office prepares a work order
using information contained in the work requests. Work orders contain the
following information:

mai ntenance number,
date received,

time received,
originated by,
campus,

phone number,

room number,
supervisor,

problem,

work completed by,
person hours to complete and
date completed.

The supervisors receive a copy of the work order but do not necessarily
approve each before the work is done. Work orders for routine jobs are
faxed to the campus maintenance worker, followed up with the hard copy
of the work order through campus mail. Jobs that cannot be accomplished
by the campus worker are performed by central services after approval
from a supervisor. Upon completion of the job, the worker signs the work
order and returns it to the appropriate supervisor. The supervisor signs and
stamps the order completed and returns it to the clerk who enters the
completion datainto the work order database.

Physical Plant does not have a documented preventive maintenance plan
and must enter preventive work orders manually in the work order
process. This situation is being addressed. The supervisor of Mechanical
Systems & Utilities has submitted a purchase requisition for a new
computer program that will provide a documented preventive maintenance
plan, keep an inventory of systems and eguipment, generate preventive
work orders automatically, and provide significant sources of management



information. Until the program is ingtalled, it is unclear how work orders
generated by the computer program will enter the work order system.

Regular management reports produced out of the work order system
consist of amonthly status report showing open and completed work
orders. This report categorizes work orders by a code, such asHVAC,
room reguests, maintenance, work design, and property control. Reports
can be produced on any field in the work order database.

The work order system should be able to prioritize work requests, cost
information, availability of funds, and customer sign-off. As a part of the
system, a method of customer feedback should be devel oped to measure
the satisfaction level with the work completed. The supervisor of Grounds
wrote the work order computer program using a database and
programming language; the program is not a commercially written one.
According to the Grounds supervisor, the program can be modified to
incorporate additional data and report information.

Recommendation 44:

Revise work order system's softwar e program to include additional
management infor mation.

As the computerized work order software program was designed and
written by an employee of the EPCC Physical Plant department, (the
supervisor of Grounds), using C+Basic computer programming software,
modifications to the software program can be accomplished by the
supervisor of Grounds.

The revised program should incorporate a way to assign priorities to
service requests, from low priority to emergency. The work order should
indicate funds are available to pay for the work. Costs of parts and
materials used on jobs should be incorporated into the work order system
to provide labor and materials cost analyses. Labor costs can be calculated
using the data field "person hours to complete," aready a part of the
program. Measures of customer satisfaction should be provided, either as a
part of the actual work order or as a separate instrument.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Thedirector of Physical Plant determines changesto work order | February

system, coordinating with the supervisor of Grounds who wrote | 2000
the program.

2. | The programmer (supervisor of Grounds) revises work order April 2000

system program.




3. | Thedirector of Physical Plant implements revised work order May 2000
system including training of personnel.

FISCAL IMPACT
This recommendation can be accomplished with existing resources.
FINDING

The Physical Plant and Facilities and Construction Services policies and
procedures manuals are out of date. Much of the information documented
in the existing manual are dated 1984 or earlier. Except for afew
instances, policies and procedures have not been revised to document
current practice and requirements.

The primary purpose of a policy and procedures manual is to ensure
employees are informed and an organization's operations are consistent. A
policy and procedures manual also ensures employees are treated fairly
and held to common standards and procedures. In the absence of current
policies and procedures, supervisors and employees are not fully informed
about what the organization should do, how it does what it is should, what
is expected of employees, what the work standards are, or how various
situations are to be handled. Overtime, personnel changes, methods
changes, and new activities emerge. Unless policies and procedures are
kept up to date, the result is likely to be confusionrather than guidance for
employees or anyone interested in the operation.

Recommendation 45:

Revise or create new policy and procedure manualsin the Physical
Plant and Facilities and Construction Services departmentsto reflect
current practice.

Old policies should be examined for relevance to current situations and
new policies created as needed to produce an updated policy and
procedure manual for the departments. Significant policy revisions may
need approval by higher authorities.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The vice president for Resource Management initiates study of January
departmental policies and procedures manuals currently in 2000
existence.

2. | With assistance from the denartment directors and staff. the vice March




president makes necessary changes to policies, securing 2000
administrative approval if necessary.

3. | The vice president for Resource Management and staff revise May
procedures to implement policies and document current activities | 2000
of the departments.

4. | The vice president for Resource Management publishes and July 2000
distributes new policies and procedures manuals and
communicates manual contents to employees.

FISCAL IMPACT
This recommendation could be accomplished with existing resources.
FINDING

EPCC employees have taken college courses on college time and not
made up the time lost according to a complaint received by the review
team. Employees may take college classes on their own time with reduced
or no fees charged. Under certain conditions classes can be taken on
college work time, but the time lost must be made up in most instances. A
supervisor of the employees taking the classes said that the time was
substantially made up, but that sufficient records were not kept to
document the additional time worked to make up for lost job time.

Recommendation 46:

Develop written procedures for the employees of the Physical Plant
and Facilities and Construction Services departments establishing
conditions under which employees may take college cour seson college
time and including specific record keeping requirementsto document
lost job time and time made up by extra work.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The vice president for Resource Management prepares written December
procedures governing the conditions under which employees may | 1999

take college classes on college time, including documentation
required for time lost and time made up.

2. | The vice president for Resource Management communicates the | January
procedures to supervisors and employees in writing. 2000

FISCAL IMPACT




This recommendation could be accomplished with existing resources.



ENERGY AND CONSERVATION MANAGEMENT
FINDING

Conservation has been a priority at EPCC for severa years. Beginning in
1979, the district has implemented numerous conservation programs. The
district's pro-active attitude toward conservation has resulted in not only
electrical conservation but in other forms of energy as well as water.

The college has converted 14 vehicles to propane as an aternate, cleaner
fuel.

Adopting xeriscape landscaping techniques where possible is a routine
practice of water conservation. X eriscape landscaping uses plants that are
native to aregion and require minimal maintenance. The desert
environment of El Paso is conducive to xeriscape methods.

Restrooms have been equipped with infrared controlled faucets and flush
valves. All new construction specifications use the latest in water
conservation technologies. The director of Physical Plant estimated that
these measures have resulted in savings of one million gallons of water per
year.

In 1992, EPCC requested an energy survey through the LoanSTAR
program. The Texas LoanSTAR program was offered to local
governments, school districts and community colleges in the form of low
interest loans to fund energy conversation and reduction projects. Projects
recommended for implementation were to be paid back over afour- or
five-year period from the reduction of utility bills.

Facilities surveyed included Valle Verde, Transmountain, and Rio Grande,
involving 663,227 square feet. The energy audit recommended
modifications to pumping systems, replacement of fluorescent ballasts
with electronic ballasts (ballasts are power converters in fluorescent
lighting), and installation of thermal storage units at Valle Verde and
Transmountain campuses. Thermal storage units use ice made at night
while electric rates are low to cool buildings in the daytime when electric
rates are higher. At the Rio Grande campus a "free" cooling system was
recommended that uses cooling tower water in the spring and fall without
use of achiller to cool buildings.

The cost of design and construction of the energy efficient systems was
estimated at $1,292,697. A loan from the LoanSTAR program provided
$1,221,270, and the electric company provided a rebate of $96,710. The
college had a positive cash flow of $25,283 considering loan and rebate
amounts.



According to the director of Physical Facilities, the thermal storage units
a Valle Verde and Transmountain were completed in 1997. At the same
time, the free cooling system at Rio Grande was installed. The loan
received from LoanSTAR to finance the installation has aready been paid
back according to the director.

In 1997, the U.S. Environmental Protection Agency (EPA) acknowledged
EPCC and its employees for their outstanding achievement in completing
lighting upgrades as a participant in Green Lights, a federal energy savings
program. In 1998, EPCC received another recognition from the EPA as a
summa cum laude member of the 1998 honor society, earning high honors
for achieving their energy efficiency goals. Exhibit 5-12 details electric
costs from 1994 to 1998.

Exhibit 5-12
Electrical Energy Consumption
1993 through 1998

Cost * Square
Year | Budget Actual Isq. ft. KWH Cost/KWH Feet
1997- |$1,668,938 | $1,201,458 $1.20|18,111,537 $0.07 | 1,000,365
98
1996- |$1,445,607 | $1,303,352 $1.33 /16,314,197 $0.08 976,816
97
1995- | $1,287,091 1 $1,468,844  $1.56 16,880,092 $0.09 939,362
96
1994- |$1,061,310 | $1,243,199 $1.49 16,010,286 $0.08 834,225
95
1993- |$1,061,310$1,181,130 $1.42 117,044,846 $0.07 834,225
94

Source: EPCC Physical Plant.
*Kilowatt hours

An analysis of the energy consumption data reveals that from 1994 to
1998, EPCC increased the total square footage of its facilities by 20
percent and at the same time reduced the cost per square foot for electrical
energy by 18 percent. Despite increased costs in electrical utility rates, the
district has maintained the cost per KWH at essentially the same level.

Energy conservation measures at EPCC are ongoing. The district has
installed a computerized energy management system capable of



monitoring all HVAC operating systems from either a single computer
terminal in the Physical Plant office or from alaptop computer in a
technician's home when necessary. Room temperatures anywhere in the
district facilities can be monitored and adjusted from the same computer
terminal.

Moreover, the district is replacing older pneumatic sensor controls with
new digital sensors to increase the efficiency of the energy management
system. Further measures include installation of variable speed motors on
air handling equipment and pumps, replacement of exterior lighting with
sodium bulbs, and replacement of incandescent exit lamps with energy-
efficient lamps.

COMMENDATION

EPCC has contained or reduced its electrical energy coststhrough a
highly effective program of energy management.



Chapter 6
ASSET AND RISK MANAGEMENT

This chapter addresses El Paso Community College's (EPCC) asset and
risk management functions in four sections.

A. Cash and Investment Management
B. Risk Management

C. Fixed Assets

D. Bond Indebtedness

The goal of asset and risk management is to invest community college
assets to achieve maximum rates of return; reduce the risk of financial
losses from unforeseen events; safeguard assets from loss through damage
and theft; and manage debt while minimizing interest costs.

BACKGROUND

The vice president for Resource Management has responsibility for al
financial and accounting functions of the college. The assistant vice
president for Budget and Financial Services reports to the vice president
for Resource Management. Cash management and investment
management functions are the responsibility of the assistant vice president
for Budget and Financial Services. Exhibit 6-1 shows the Resource
Management organization.

Exhibit 6-1
EPCC Business and Financial ServicesOrganization
Fiscal 1999



Vice President
Resource Matagement

Azat Vice President
Budget & Financial
Hervices

Position eliminated

Prirt Shop

Purchasing

Director of
Budgets

C o ptroller

Ievventony
C ontrol

Source; EPCC Finance and Administrative Services.

The college receives funds from a variety of sources to pay for goods and

Services.

Exhibit 6-2 provides an overview of the college's revenues for fiscal

1998.
Exhibit 6-2
EPCC Revenues for Fiscal 1998
Fund Category
Sour ce of Unrestricted EAn;JeXr”I?irs)(/as Restricted Total
Revenue Funds (1) (ZF; Funds (3)
State
Appropriations- $ 30,483,581 $5,884,147 | $36,367,728
Generd Fund
Tuition and Fees 19,820,957 19,820,957
Taxes for Current 17,559,769 17,559,769
Operations
Federal Grants and 250 882 27747394 28,007,276
Contract
State Grants and
Contracts 448,754 448,754




Sales and Services 1,546,303 1,546,303
& Auxiliary
L ocdl Grants and 128,058 655,908 783.966
Contracts
Interest Income 1,212,785 105,777 1,318,562
Miscellaneous 586,577 586,577
Total $

$7005L609 $1546303| o, o oo0|$106430,892

Source: EPCC Comprehensive Annual Report.

1. Unrestricted funds are funds received by the college that have no
limitation or stipulations by external agencies or donors.

2. Auxiliary Enterprise funds are used for activities that serve
students, faculty, or staff. Examples are food services, bookstores,
intercollegiate athletics, and college parking.

3. Restricted funds are available but have restrictions from outside
agencies or persons.

The college's largest funding source is state appropriations. State support
is distributed using a funding formula that is intended to pay the cost of
administrative and instructional expenses. A detailed cost study is
performed each year to determine the administrative and instructional
formula base. The median cost of academic programs at local community
colleges statewide is used as the basis for the formula rate
recommendations. The Texas Higher Education Coordinating Board
makes funding recommendations to the Texas L egislature based on
amounts cal cul ated by the formulas.

Tuition and fees from students and local property taxes make up the
majority of the college's unrestricted revenues. The largest block of
restricted funding is derived from Federal grant and contract funds. The
majority of these funds represent student financial aid, the largest source
being the Federal Pell Grant Program, which provides approximately $21
million in student aid.

The Bursar's Office receives al cash and checks and makes daily deposits
in the treasury account. The Bursar's Office consists of three departments;
tuition, cashiers, and accounts receivable.

The Tuition Department handles the registration process and receives al
student checks, cash, and credit card payments. The tuition department
also processes student refund checks.




The Cashier's Department handles manual transactions associated with
continuing education payments, catalog sales, transcripts, and in-town
employee travel reimbursements. Accounts Receivable is responsible for
collecting library fines, parking fines and processing invoices for
advertising revenue for the campus newspaper and the Texas Workforce
Commission payments for the books and tuition of dislocated workers.

The Bursar's Office includes seven full-time and two part-time cashiers. In
addition, the office hires part-time seasonal cashiersto assist during peek
periods, such as registration. For control purposes, each cashier is assigned
a unique identification number and is accountable for al transactions
processed with that number. At the close of each day, the computer
prepares a summary report that shows the cashier's collections of cash,
checks, and credit card payments. Cashiers must reconcile their collections
to the report and personnel from the Accounting Department then verify
the recorciliation. A deposit dip is prepared for each cashier's deposits for
audit purposes. The college uses an armored car service to pick up cash
and checks from each campus for deposit to the bank.

All funds received by the college are held in bank or investment accounts.
EPCC operates a network of 22 bank accounts.

Exhibit 6-3 presents EPCC's bank account structure along with a brief
description of the account's purpose and use.

The district manages its cash balances using personal computers to access
bank account balances, make wire transfers, and originate intrabank and
interbank transfers. Additionally, the district uses severa comprehensive
computer-based spreadsheets to track cash flows among the various
accounts.

The Treasury account is the college's main operating account and it isa
sweep account. A sweep account is a service provided by the bank
whereby cash in multiple bank accounts is transferred or swept into a
single account each day. The non-sweep accounts are generally zero

bal ance accounts (ZBA's). Only funds needed to honor outstanding checks
are kept in ZBA accounts; otherwise, they are maintained at a zero
balance.

The Accounts Payable, Payroll, and Student Refunds accounts are ZBA
accounts. Operating funds are automatically transferred from the Treasury
account into these accounts as necessary to honor outstanding checks. All
cash in the Treasury account is invested in overnight repurchase
agreements to maximize interest earned on the college's operating funds.



Exhibit 6-3
EPCC Bank Accounts

Account Name

Pur pose

Treasury Account Main operating account

Payroll Issue payroll checks, zero balance
account (ZBA)

Accounts Payable Issue checks to vendors, (ZBA) ‘

Student Refund I ssue student refund checks

Federa Funds Receive and disburse Pell Grant

proceeds and other federal funds

Workers Compensation Fund

I ssue workers' compensation claims
checks

Debt Service Reserve Fund

Set aside funds for future debt
payments

1994 Interest and Sinking Fund

Payment of principal and interest on
outstanding bond issue

1995 Interest and Sinking

Payment of principal and interest on
outstanding bond issue

1996 Construction Bond Fund

Depository account for bond
proceeds

1996 Interest and Sinking Fund

Payment of principal and interest on
outstanding bond issue

1996 Contractual Obligation and
Acquisition (COA) Bond Fund

Depository account for bond
proceeds

1996 COA Interest and Sinking

Payment of principal and interest on
outstanding bond issue

1997 Combined Fee Revenue and
Refunding Bond Fund

Depository account for bond
proceeds

1997 Interest and Sinking

Payment of principal and interest on
outstanding bond issues.

Interest and Sinking 1997 - Series B

Payment of principal and interest on
outstanding bond issue

Combined Fee Revenue and Refunding
Bonds, Series 1998 Interest & Sinking

Payment of principal and interest on
outstanding bond issue

Combined Fee Revenue Bond, Series 1999

Denonsitorv accotint for hond




proceeds
Combined Fee Revenue Bond, Series 1998 | Payment of principal and interest on
Interest and Sinking Fund outstanding bond issue
Public Property Financing Contractual Depository account for bond
Obligation, Series 1999 Bond proceeds
Public Property Financing Contractual Depository account for bond
Obligation, Series 1999 Bond proceeds

Source: EPCC Finance and Administrative Services.

According to district officials, the district's financial advisor, First
Southwest Company, informed the district that separate bank accounts
were required for the different bond issues. While the college's large
number of bank accounts seems high compared to its peer group of
community colleges from around the state as shown in Exhibit 6-4, some
districts maintain money market accounts with TexPool to comply with
bond covenants. Additionally, maintaining separate accounts helps to
facilitate the accounting process, and the bank fees associated with the
accounts (approximately $10 per month) are minimal.

Exhibit 6-4
Comparison of EPCC and Peer College Accounts

Operating Accounts
College (excluding campus
and school funds)

El Paso 22

Alamo
Austin

8
1

North Harris Montgomery 5 ‘
3

Tarrant County

Source: EPCC Business and Financial Services and Peer Districts.




CASH AND INVESTMENT MANAGEMENT

Effective cash and investment management requires creating beneficial
banking relationships; timely and accurately forecasting cash requirements
so that funds are available when needed; and maximum returns on assets
deposited in appropriate, approved, and safe investment vehicles.

The day-to-day functions associated with the college's cash and
investments are the responsibility of the Comptroller. The Comptroller is
responsible for ensuring that cash is available to meet the district's
obligations and that idle cash isinvested safely and legally at the highest
rates possible. Exhibit 6-5 shows the Comptroller's organization.

Exhibit 6-5
EPCC Comptroller's Department
Fiscal 1999
Comptroller
& gaistant C omptroller & gai stant Comptroller & gsi stant Comptroller
Financial Operations G eneral Accounting B zar

Source: EPCC Comptroller.

EPCC maintains its bank accounts at Chase Bank. The college awards
depository contracts every two years through a competitive bidding
process. The district's current depository contract with Chase Bank is
effective through August 31, 2001. All services provided by Chase Bank
are charged to the district on afee schedule agreed to in the depository
contract. The college pays bank charges each month as opposed to
maintaining compensating balances in accounts to cover fees.

In accordance with the Public Funds Investment Act (Act) under Section
2256.005 of the Government Code, school districts (including community
college districts) must adopt local investment policies. The Act requires
each school district to maintain a written investment policy that primarily
emphasizes the safety of principal and liquidity, and also addresses
investment diversification, yield, maturity and the quality and capability of
investment management. Additionally, the Act requires the investment
policy to include the following elements:



A list of the types of authorized investments in which the funds of
the school district may be invested;

The maximum allowable stated maturity of any individual
investment owned by the school district; and

The maximum allowable average dollar-weighted maturity (based
on the stated maturity date of the portfolio) of any individual pool
invested in by the school district. A school district is required to
adopt a separate written investment strategy for each fund under its
control. Each investment strategy must describe the fund's
investment objectives, using the following defined prioritiesin
order of importance:

1. With the suitability of the investment to the financial
requirements of the entity in mind, the investment must fit
within the district's investment policy guidelines.

2. Preservation and safety of principal-the investment
objective should focus on low risk investments, such as
government bonds and morey market securities

3. Liquidity-the investment must be easily convertible to cash
without significant |oss.

4. Marketability-the investment should be able to be bought
and sold quickly and easily. In common use, marketability
is interchangeable with liquidity, but liquidity implies
preservation of the value when a security is bought or sold.

5. Diversificationspreading risk by putting assets in several
categories of investments.

6. Yield-therate of return or profit on the investment,
expressed as an annual percentage rate.

The Act requires school districts to develop their policies to comply with
local board and administrative objectives and to assess their investment
policies and strategies annually.

FINDING

EPCC maintains a written investment policy that was last updated on
August 26, 1998. The policy is patterned after the Public Funds
Investment and includes verbatim much of the language and the required
provisions dealing with the required standard of care, training of
investment officers, ethics and conflicts of interest, investment objectives,
and authorized investments.

The Act permits school districts to invest in a variety of investment
vehicles summarized in Exhibit 6-6.

Exhibit 6-6
Public Funds | nvestment Act - Authorized Investments



I nvestment
Instrument

Description

Bank Deposits &
CDs

Demand deposits in bank accounts and certificates of deposits
issued by banks.

Repurchase Generally issued by banks on an overnight basis and represent

Agreements agreements between a seller and a buyer, usually of U.S.

(Repo's) Government securities, whereby the seller agreesto
repurchase the securities at an agreed upon price and usually
at astated time.

Governmental Obligations issued by U.S. governmental agencies such as the

Agency Federal National Mortgage Association ("Fannie Mag").

Obligations

U.S. Treasury Treasury bills: Short-term obligations with maturities of one

Securities year or less. Treasury notes: Medium-term obligations with

maturities of one year to ten years. Treasury bonds: Long-term
obligations with maturities of more than 10 years.

I nvestment Pools

Public investment funds that allow governmental entities to
pool idle cash with other governmental entities to achieve
liquidity, safety of principal, and the highest possible
investment return such as Logic, TexPool, and Lone Star.
Participating entities own a pro-rata share of the underlying
assets of the fund in which they participate.

Commercia Short-term obligations with maturities ranging from two to

Paper 270 days issued by banks, corporations, and other borrowers.
The commercial paper must meet certain credit guidelines
established by nationally recognized credit reporting agencies.

Bankers Time drafts drawn on and accepted by a bank with maturities

Acceptance of less than 270 days and that meet strict credit requirements.

No-load Money | Pooled funds registered and regul ated by the Securities and

Market Mutual Exchange Commission that invests in highly liquid and safe

Funds securities, including the instruments discussed above. The
fund must not charge a sales commission.

Guaranteed Contracts secured by governmental obligations.

Investment

Contract

Source: Chapter 2256 of the Texas Government Code.

EPCC's investment policy lists its authorized investments to include the

following:




Interest bearing accounts in the college's depository bank accounts
Certificates of Deposit
U.S. Government Obligations
Repurchase Agreements
Loca Government Investment Pools

In practice, EPCC's investment strategy has historically been extremely
conservative. Asrecently asfiscal 1997, 100 percent of the college's

investment portfolio was invested in certificates of deposit (CDs), which

are typicaly the most conservative and one of the lowest yielding fixed

income investment on the market. Even at the end of fiscal 1998, over 72
percent of the college's portfolio was invested in CDs, with the remainder

of the portfolio invested in overnight repurchase agreements (REPOS).

Exhibit 6-7 compares EPCC's investment portfolio to severa of its peer
districts as of fiscal 1998. And, Exhibit 6-8 compares EPCC's investment

yield to its peer districts.

EPCC and Peer College's Investment Portfolio as of June 30,1999

Exhibit 6-7

I nvestment

El Paso

Alamo

Austin

North Harris
Montgomery

Tarrant

Type

Amount

%

Amount

%

Amount

%

Amount

%

Amount

%

Certificates
of Deposit

$ 32,633,000

3%

Overnight
Repurchase
Agreements

$ 12,334,418

2%

$ 9,426,988

31%

$ 950,000

3%

I nvestment
Pools
(TEXPOOL,
LOGIC)

$ 12,733,234

1%

$ 45,830,868

0%

$ 9,634,491

32%

$ 8,531,281

25%

Commercial
Paper

$ 14,494,053

21%

$ 1,127,387

1%

u.S.
Treasuries

$ 13,387,277

20%

$ 1,003,750

2%

$ 452,813

1%

$ 9,992,250

2%

us.
Agencies

$ 27,068,109

40%

$ 3,988,620

8%

$ 9,930,952

32%

$15,046,500

44%

Total

$44,967,418

100%

$67,682,673

100%

$50,823,238

100%

$30,572,631

100%

$34,520,031

100%

Source: EPCC Finance & Administrative Services and Peer Districts.

Exhibit 6-8
Comparison of Investment Yield, Fiscal 1997-98
EPCC and Peers




Weighted Average

Community College District | Yield on Investment
Portfolio

El Paso 5.06%
Alamo 5.83%
Austin 5.95%
North Harris Montgomery 6.42%
Tarrant County 5.83%
Average excluding EPCC 6.01%

Source; EPCC Business and Financial Services and Peer Districts

EPCC's investment yield for fiscal 1998 was amost a full 1 percent less
than the average of its peer colleges. Each of the peer college's investment
portfolios were significantly more diversified than EPCC and had a much
higher investment return. According to EPCC's investment policy, "The
college's cash management portfolio shall be designed with the objective
of equaling or exceeding the average returns on the thirteen week U.S,
Treasury bill rates." As shown in Exhibit 6-9 the college's investment
performance fell short of its goa for fiscal 1998, based on the average 90-
day T-Bill investment rate of 5.16 percent.

Exhibit 6-9
Comparison of Investment Yields
Fiscal 1997-98

EPCC

TexzPool

30-day T - hall

LoneStar [N R S S

460%  480%  500%  520%  540%  S60%

5.80%

Source: EPCC Finance and Administrative Services.




Even though the college's investment policy specifically allows

investment pools, the college's Investment Advisory Committee sought
approva from the Board of Trustees to invest in TexPool. After receiving
and analyzing proposals from the three largest investment pools in Texas,
the college's Investment Advisory Committee recommended TexPool as
the pool most appropriate for the college's investment objectives. And in
August 1998, the college's Board of Trustees approved the committee's
recommendation. Since that time, the college's portfolio has changed
significantly and as of June 30, 1999, over 90 percent of the college's

investment portfolio was invested in TexPool.

District officials have acknowledged the college's historically conservative
investment philosophy. And to enhance returns on the college's investment
portfolio and consolidate various treasury related functions, the college

recently created a new position-Treasury Services Manager.
Exhibit 6-10 shows excerpts from the position's job description.

Exhibit 6-10

Proposed Treasury Manager Job Description (June 1999)

Job Summary: Responsiblefor all investment activitiesfor the College
district'sfundsin compliance with the district's investment policy and State

rules and regulations.

Yearly
Essential Functions Per cent of

Time

1. Investment of district's funds in compliance with college policy
25%

and state law
2. Monitor bond funds, track bond expenditures in compliance with
IRS rules regarding arbitrage rebate, monitor bond related budgets 20%
for compliance with spending requirements, monitor agreement of 0
bond budgets to cash balances in bank
3. Produce detailed cash flow forecasts, coordinate maturities and 15%
withdrawals to provide sufficient funds for operating cash activities
4. Prepare accounting related reports as necessary from data
compiled from financia statements, FSR reports, banking
statements, bond transcripts, indirect cost reports, CAFR statistics 15%
and compile bond information related to new debt offerings or
refunding.
5. Prepare monthly, quarterly and annual investment reports 5%
6. Monitor callaterization of collenes hank halances. maintain 5%




pledge securities file

7. Develop and recommend procedures for cash collections and

payments to maximize investable funds; prepare audit schedules 5%
related to cash and investments.

8. Observe financial market indicators, studies, financial trends and

0,
use available educational tools to maintain appropriate expertise %
9. Other duties assigned by Controller 5%

100%

Source: EPCC Comptroller.

With the exception of Alamo Community College, none of the other peer
community colleges have positions that are similar to EPCC's proposed
treasury manager. Alamo Community College has a treasurer who
performs most of the duties described above and serves as the college's
investment officer. In accordance with Public Funds Investment Act, each
investing entity must designate with board approval one or more
employees to be the investment officer responsible for investing the
entity's funds. The other peer community colleges conduct their daily cash
management and investment using a combination of staff and management
positions in the finance and accounting departments.

Exhibit 6-11 provides an overview of the positions involved in the cash
and investment management function at EPCC and its peers.

Exhibit 6-11

Summary of Cash and Investment M anagement Responsibilities

EPCC and Peers

Other Positions
Responsible for Daily

College Investment Officer Cash And | nvestment
Management Activity
El Paso Assistant Vice President for Comptroller and staff
Budget and Financial Services and
Comptroller under the direction of
the Vice President for Resource
Management
Alamo Treasurer under the direction of the | Treasurer
Vice Chancellor for Fiscal Affairs
Austin Vice President of Business Accountina Manaaer and




Services staff
North Harris Executive Director of Financeand |Financial Anayst
Montgomery Treasury
County
Tarrant County | Director of Finance under the Chief Accountant
direction of the Vice Chancellor for
Business Affairs

Source: EPCC Business and Financial Services and Peer Colleges.

Severa of the investment officers with whom the review team spoke
voiced similar approaches to their investment practices. Each stressed the
importance of maintaining good working relationships and continuous
dialogue with investment professionals at banks and brokerage firms as a
way to keep abreast of market rate conditiors.

While the college certainly needs to improve its investment performance,
hiring a low-level treasury manager may not be the most effective way to
accomplish this task. There are a number of private money management
firms, banks, and brokerage firms that specialize in investing portfolios for
private companies, individuals, and governmental entities. EPCC's
portfolio falls under what most investment professional would categorize
as "short-term fixed-income or public funds portfolios." Many banks and
brokerage firms have departments that specialize in this particular segment
of the market.

Investment management firms offer several advantages including access to
sophisticated interest rate and market data information, the ability to make
larger block trades and obtain more favorable prices on securities and
instantaneous access to changing market conditions.

Recommendation 47:

Outsour ce the college's investment management activitiesto improve
the college'syield on its portfolio.

Investing operating funds is not a core function of the college and can be
more efficiently and effectively conducted by outside specialists.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The assistant vice president for Budget and Financial Services December
and the Comptroller develop a plan to outsource the college's 1999
investment mananement activities incliidinn a reciiest for




proposal to issue to prospective firms.

2. | The plan is submitted to the board for approval. The Board January
approves the plan. 2000

3. | Purchasing issues the requests for proposal in accordance with January
the district's policies on professional services. 2000

4. | The digtrict's investment committee evaluates the proposalsand | February
recommends a money management firm to the board for 2000
approval.

5. | The board approves the recommendation and instructs the March
college's legal counsel to prepare an investment management 2000
contract.

6. | The contract is executed and the money manager begins work. March

2000

FISCAL IMPACT

According to investment professionals with The Tracs Corporation (a
financia services company that provides investment services to numerous
school districts and municipalities in Texas) and Merrill Lynch, the
college should be able to boost its yield a minimum of 50 basis points net
of management fees (1 percent is equal to 100 basis points) above the
returns offered through an investment pool such as TexPool.

Most investment management firms charge a management fee based on
the size of the assets under management. For a portfolio the size of
EPCC's, the fee should range between 10 and 20 basis points. Actively
managing the college's portfolio will involve greater use of available
investment instruments and more flexibility in purchasing securities with
different maturities and higher rates of return for the college's portfolio of
approximately $50 million dollars. This equates to an annual increase in
interest income of $250,000 (.5 percent of $50 million dollars). The
college could also use existing staff to coordinate activities of the money
manager and eliminate the need to hire the proposed treasury manager.

1999-

Recommendation 2000-01 | 2001-02 | 2002-03 | 2003-04

2000

Outsource the college's

investment management $125,000 | $250,000 | $250,000 | $250,000 | $250,000

activities.

FINDING




The Public Funds Investment Act also requires public entities to prepare
reports of investment activity at least quarterly. The Act requires the
reports to contain the following information:

A detailed description of the investment position of the entity on
the date of the report,

For pooled funds, a summary statement, prepared in compliance
with generally accepted accounting principles, that states the: (A)
beginning market value for the reporting period; (B) additions and
changes to the market value during the period; (C) ending market
value for the period; and (D) fully accrued interest for the
reporting period.

The book value and market value of each separately invested asset
at the beginning and end of the reporting period by the type of
asset and fund type invested.

The maturity date of each separately invested asset that has a
maturity date.

The account or fund or pooled group fund in the state agency or
local government for which each individual investment was
acquired.

The compliance of the investment portfolio of the state agency or
local government asit relatesto: (A) the investment strategy
expressed in the agency's or local government's investment policy;
and (B) relevant provisions of this chapter.

EPCC's investment report contains the required information such as the
changes in market value and book value by fund type. However, the report
is not formatted in the way that is easily understood. Although most of the
college's portfolio has historically been concentrated in just afew assets,
asthe district diversifies its portfolio, it will become important to produce
reports that convey the district's investment activity in a clear and concise
manner.

Recommendation 48:

Modify the quarterly investment reportsto convey the college's
investment portfolio activity to include all of the information required
by the Public Funds Investment Act and the college's investment

policy.

It is imperative that the board receive a report that is comprehensive in
detail and providesthe essential information in a user-friendly format.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The investment committee meets and devvalnng A nratntvne | Decemher 1009




investment report that includes al of the required - January 2000
information as required by the Act and internal policy.

2. | The modified report is prepared and submitted to the board | February 2000
for the second quarter ending February 2000.

FISCAL IMPACT

This recommendation could be implemented with current resources.



RISK MANAGEMENT

An effective risk management program provides cost-effective insurance
and loss-control techniques that minimize financia liability for the college
and its employees. Sound risk management involves:

identifying operational areas where hazardous situations may occur
or opportunities for physical property loss may exist to minimize
exposure for potential financial loss; and

analyzing the cost-effectiveness of health, workers compensation
and property insurance, as well as alternative insurance coverage,
such as self-insurance and other current products.

EPCC's risk management functions are divided between two departments.
The director for Purchasing is responsible for acquiring and monitoring
property, casualty, liability, and school insurance coverage. Employee
health and workers compensation insurance responsibilities are the
responsibility of the associate vice president for Human Resources. In
addition, a safety specialist responsible for coordinating safety-training
programs reports to the associate vice president for District Support
Services.

Health and life insurance for EPCC employees is provided under the
Texas Employees Uniform Group Insurance Program, the program under
which all state employees are insured, with the exception of physical plant
employees. This program offers a variety of coverages and carriers. All
employee premiums for health insurance and the first $5,000 of life
insurance coverage are paid by the state. The employee pays partial
premiums for spouses and dependents The Human Resources Department
of the university administers health and life insurance for all EPCC
employees.

The college self-funds its workers compensation program. This means
that the college assumes the risk of workers compensation losses and pays
al claims rather than paying an insurance company to assume the risk.
The college has found it more cost-effective to self-insure than to carry
workers compensation with a commercial carrier. The college uses a
third-party administrator, ajoint venture of Lindsey Morden Claim
Services, Inc., and Rogers and Belding Risk Management Services, Inc.,
to control and contain workers compensation expenses. The administrator
provides additional servicesincluding program administration, claims
processing and review, loss control/risk management consultation,
medical bill auditing, and excessive claims coverage.

FINDING



The college has made a strong commitment to employee safety and
training that has positively affected the college's workers compensation
costs. The college's workers compensation payments decreased by 45
percent from fiscal 1996 ($582,000) to fiscal 1998 ($316,000). The
college has a full-time safety coordinator who administers a wide range of
safety programs and conducts more than 16 safety workshops on a variety
of different topics including:

Back safety

Blood-borne Pathogens

Carpal Tunnel Syndrome

Confined Space

Ergonomics

Fire Safety

Hazard Communication

Hazard Communication Refresher Course
Hazard Communication Standard (Spanish)
Heat Stress

Laboratory Safety

Materials Handling (Proper Lifting)
Personal Protective Equipment

Portable Fire Extinguishers

Right to Know

Safety Awareness

The district attributes much of its success in reducing workers
compensation claims to its safety training programs, its self-funded
workers compensation plan, and the work of its third-party administrator
that helps the district monitor its claims. Exhibit 6-12 shows the college's
workers compensation claims history.

Exhibit 6-12
Workers Compensation Claims History
Fiscal Years 1995-96 to 1997-98

N Current Year
Fiscal Begln'nlng-of- Claims Claim Balance at
Fiscal Fiscal Y ear-
Y ear L and Changes Payments
Year Liability : : End
In Estimates
1995-96 $1,320,000 $12,000 | $(582,000) $890,000‘
1996-97 $890,000 $341,000 | $(416,000) $815,000‘
1997-98 $815,000 $201,000 | $(316,000) $700,000‘

Source: EPCC Annual Financial Reports.



In addition to its proactive preventive safety training courses, the district
also closely monitors claims activity to identify areas within the college
that have a high incidence of claims to assess appropriate remedies. The
district also analyzes claims activity with a focus on employees
performance to assess the potentia for abuse by under-performing
employees.

COMMENDATION

EPCC has significantly reduced the cost of itsworkers compensation
claimsover the past threeyears.

FINDING

Property and liability insurance on buildings designated as Educational
and Genera are self-insured by the State of Texas. EPCC obtains and pays
for the following property and liability insurance coverages.

Property and casualty coverage for buildings designated as
auxiliary;

Property and liability coverage for vehicles;

Blanket employee dishonesty protection;

Commercial genera liability protection;

Umbrella excess liability protection; and

Crime protection coverage.

The director for Purchasing administers all property, casualty, and liability

policies. The policies were put out for bid in December 1998, with policies
going into effect in February 1999. Exhibit 6-13 summarizes the college's

property, casualty, and liability insurance coverage through February

2000.

Exhibit 6-13
Summary of Insurance Coverage

Fiscal 1999
Insurance . Annual . .
Company Type of Policy Premium Policy Term Limits
Scottsdale | Commercia Package Policy: $47,131 2/28/99 - 2/28/00
Insurance
Company Buildings and Contents $84,094,597 total limit

Business Personal Property Others
Employee Benefits Liability

Crime Coverage
(public emplovee dishonesty, theft,

$2,000,000
$2,000,000 total limit, $1,000,000 each claim
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destruction, disappearance)
Genera Liability
$2,000,000 total limit; $1,000,000 each occurrence

Scottsdale | Auto Liability $60,371 | 2/28/99 - 2/28/00 | $1,000,000 total liability; $500,000 for uninsured
Insurance motorist
Company
Scottsdale | Umbrella- Excess General Liability $7,868 2/28/99 - 2/28/00 | $5,000,000 excess total; $10,000 deductible
Insurance
Company
Scottsdale | Blanket Inland Marine $5,025 2/28/99 - 2/28/00
Insurance $115,465
Company Contractors Equipment $121811_’924;

Computers $60,000;

Cameras & Equipment $28,056

Motorcycles
Scottsdale | Boiler & Machinery $5,523 2/28/99 - 2/28/00 | $30,000,000 total limit; $2,500 deductible
Insurance
Company

Source: EPCC Purchasing Department.

During the college's recent procurement process for insurance coverage,
the college received bids from only two insurance agencies: Rogers &
Belding (Rogers) and Pineda- Rodehaver Agency, Inc. (Pineda). The
college hired a consultant - Advanced Risk Management - to evaluate the
proposals and submit a report and a recommendation on the best
combination of insurance coverage and premium cost. The agencies were
instructed to submit their bids based on the coverage provided by the
prior-year insurance company, Travelers. Exhibit 6-14 presents the
consultant's comparison chart that was provided to the college as part of

his report.

Exhibit 6-14
Property and Casualty Insurance Premium and Coverage
Comparison prepared by

Advanced Risk Management

PREMIUM COMPARISON

Coverage Pineda-Rodehaver Agency Rogers & Belding
Buildings & Contents $48,817 $35,971 |
Business Income Included Included

Inland Marine

$2,230 $13,219




Crime $3,250 $1,805 |
General Liability $11,810 $18,274
Garage Liability $1,045 Included
Boiler & Machinery $4,502 Included
Auto $64,554 $45,033
Umbrella $13,991 $6,905 |
Total $150,199 $121,207 *
* 3 year rate guarantee |
COVERAGE COMPARISON
Buildings & Contents $86,971,597 * $84,044,617 |
Business Income ? $2,100,000
Inland Marine $175,465 $13,015,445
Crime ? $500,000 ‘
General Liability $1,000,000/$1,000,000 | $1,000,000/$2,000,000
Garage Liability ?| $1,000,000/$3,000,000 |
Boiler & Machinery Comprehensive ?
Auto $1,000,000 $1,000,000
Umbrella $1,000,000 $1,000,000

Source: EPCC Business and Financial Services.

The consultant's report discussed the pros and cons of each of the agency's
proposals and concluded with the following recommendation: 1t appears
that the best combination of coverage and cost is offered by Rogers &
Belding." Rather than follow the consultant's recommendation, the Board
of Trustees awarded the insurance coverage to Pineda- Rodehaver.

The insurance procurement process was not handled through the
Purchasing Department. Instead, the college allowed the consultant to

solicit the bids. Because insurance services do not fall under the definition
of professional servicesin Sec. 2254.002 of the Texas Code, a competitive
bid is required. Since the procurement process was not handled by
Purchasing, the requests for proposal were not properly advertised and the
integrity of the bid process was compromised.

Recommendation 49:



Re-bid the college's property and casualty insurance cover ages using
appropriate purchasing procedures.

The Board awarded the college's insurance to an agency that submitted a
higher bid than the agency that actually received the outside consultant's
recommendation. Also, since the college did not properly advertise the
request for proposal, it may have missed bids from other insurance
agencies and, consequently, may not have gotten the best coverage for the
least cost. Finally, commercial insurance rates in Texas have fallen lately,
and the college may be able to lock in on low insurance premiums for
severa years.

IMPLEMENTATION STRATEGIESAND TIMELINE

.| The director for Purchasing prepares a request for proposal (RFP) | December
to obtain property and casualty insurance and submitsacopy to | 1999
the Board of Trustees for review.

. | Following board approval, the director for Purchasing issuesthe | January
RFP. 2000

. | Proposals are received and evaluated by the vice president for February
Resource Management, director for Purchasing and other 2000
designated members of the evaluation team, considering all
factors, including coverage limits, premium costs, insurance
company's quality and credit ratings and quality of service.

.| The vice president for Resource Management presents the February
recommendation to the Board of Trustees for approval. 2000

.| The insurance coverage selected in the procurement process is put | February
in place. 2000

FISCAL IMPACT

This recommendation could be with implemented with existing resources.
While some cost savings may be derived from lower insurance premiums,
it isimpossible to quantify the potential savings.

FINDING

In addition to obtaining property and casualty insurance coverage, the
college contracts with its insurance agency to obtain guidance and advice
on avariety of risk management and insurance matters. The contract calls
for the agent to work closely with EPCC personndl, in the following areas:

1. Identifying risks and development of the optimum risk
management program for EPCC.



2. Preparation of insurance specifications for submission to various
insurance markets.

3. Obtaining insurance proposals for EPCC from as many companies
as may be required to represent the best market response.
Insurance companies must be AM Best ratings of A VII or higher.
AM Best is arecognized insurance rating system.

4. Analyzing reports of proposals received, with recommendations on
coverage offered and the best proposal (s) received, to exclude any
commission or other fees.

5. Anayzing policies received to verify compliance with proposed
coverage.

6. Providing claims administration service to make certain EPCC
receives prompt, accurate service.

7. Providing ongoing advice, analysis and assistance to EPCC risk
management program.

8. Consult with EPCC attorneys on liability immunities and/or any
legal requirements inherent in the acquisition of insurarnce
coverage for a public educational institution.

The college's contract with the insurance agent is a fixed- fee contract that
included services rendered by the agent in procuring property and casualty
insurance for the college. The college's current insurance agent is Pineda
Rodehaver (Pineda), which replaced the college's former insurance agent
Rogers and Belding (Rogers), which had been the college's agent for over
10 years. The college made the switch to Pineda after a bid process for
agent services in October 1997. Pineda was awarded the contract even
though their bid of $18,000 annually was $5,500 higher than Rogers' bid
of $12,500.

Information obtained by TSPR indicates that the original Request For
Proposal (RFP 97.06) dated July 25, 1997 was prepared and advertised.
The RFP requested responses no than August 14, 1997. A specific
requirement in the RFP # A stated; "Firms should have a total annual
premium volume of at least $5 million." The RFP was placed in the
September 1997 Board of Trustees Agenda. According to information
received, the RFP was pulled from the September 1997 agenda by the
President's office and the Purchasing Department was directed to issue a
new RFP.

A new RFP, 97-06A was prepared dated September 22, 1997 and closed
on October 7, 1997. The only change made in the RFP pertained to
specific requirement # A, and was revised to read; "Firms should have a
total annual premiumin volume of at least $3,000,000." RFP 97-06A was
placed in the October 1997 Board of Trustees Agenda asitem4.5. A
proposal analysis committee comprised of five college representatives and
the president of Advanced Risk Management recommended that an



annually renewable contract, in the amount of $12,500 be awarded to
Rogers & Belding insurance agency. The RFP requested fixed fee bids for
consulting services, but states that "it will be acceptable to have EPCC's
premium included in the firm's profit sharing volume or similar
arrangements based on profitable volume with one or more companies
writing EPCC's account but all monetary gain shall be disclosed annually
and approved and EPCC shall have access to the Agent's/Agency’'s books
of accountsto verify periodically the total remuneration earned by the
agent/agency from EPCC's account.”

The objective of contracting with an outside insurance agency is to obtain
independent and objective consulting advice in the insurance procurement
process. To alow the insurance agent to have a vested interest - earn
commissions in the outcome of insurance purchases may compromise the
agency's objectivity based on the agency's work and financia relationship
with particular insurance companies.

Recommendation 50:

M odify the insurance agent/consultant contract to eliminate potential
conflicts of interest with commer cial insurance companies and re-bid
the insurance agent/consultant contract.

The college should obtain the services of an independent insurance
consultant that will work on behalf of the college on afee basis and not be
allowed to receive commissions from insurance companies.

IMPLEMENTATION STRATEGIESAND TIMELINE

1.<| The vice president for Resource Management and director for December
Purchasing modifies the college's insurance consulting contract | 1999
to remove commission based incentives and prepares a request
for proposal for review by the Board of Trustees.

2. | Following board approval, the director for Purchasing issues the | January
RFP. 2000

3. | Proposals are received and evaluated by the vice president for | January
Resource Management, director for Purchasing and other 2000
designated members of the evaluation team, considering all
factors, experience, level of independence, fees, and quality of
service.

4. | The vice president for Resource Management presents the February
recommendation to the Board of Trustees for approval. 2000

5. | Theinsurance coverage selected in the procurement processis | February
put in place. 2000




FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING

The college does not have a comprehensive written risk management plan
or process that establishes objectives for risk management activities,
identifies and evaluates risks and designs a program to protect the college
at areasonable cost. Risk management is split among three areas. The
director for Purchasing handles property and casualty, while the director
for Human Resources administers employee benefits and workers
compensation. In addition, a safety specialist responsible for coordinating
safety-training programs reports to the associate vice president for District
Support Services. No area has a person with the skill sets or experience to
serve in a risk management capacity with oversight of all aspects of the
college's insurance programs. In fact, the director for Purchasing has had
no formal training in property and casualty insurance administration.

It is not uncommon to have various risk management functions divided
among different departments. Of the four peer districts consulted by the
TSPR team-Austin Community College, Alamo Community College,
North HarrissMontgomery Community College and Tarrant County
Community College-only Austin has a risk management coordinator
responsible for both workers compensation and property and casualty
insurance coverage.

However, it is a good business practice to have a comprehensive risk
management plan that outlines the responsibilities of the various
individuals with functional responsibilities. And, even if outside
consultants are hired to assist with certain tasks, employees with oversight
responsibility for specific risk management duties should be adequately
trained in their respective discipline.

Recommendation 51;

Develop a comprehensive risk management plan to include training
for staff with management and administrative responsibilities over
specific risk management functions.

A plan will provide overal direction and coordination for the college's risk
management functions and for the staff with administrative
responsibilities. Selective training will help develop staff expertisein
specific risk management disciplines.

IMPLEMENTATION STRATEGIESAND TIMELINE



1. | The vice president for Resource Management establishes arisk | December
management committee to develop a comprehensive risk 1999
management plan for the college. The committee should be
made up of employees with functional responsibilitiesin risk
management to include the director for Purchasing, the director
for Human Resources, safety training specialist, and other

designated staff.
2. | The committee meets and develops the plan including atraining | January -
and continuing education plan. February
2000
3. | The plan is submitted to the board for approval. March 2000
4. | After board approval, the plan is communicated to affected March 2000
employees and staff training begins. - Ongoing

FISCAL IMPACT

This recommendation could be implemented with existing resources.




FIXED ASSETS

Managing fixed assets is the responsibility of the district coordinator for
Property Control, who reports to the associate vice president for District
Support Services. The District Support Services Department is responsible
for:

Recelving fixed assets from vendors,

Tagging all fixed assets with pre-numbered college inventory tags,
Delivering fixed assets to users,

Updating the college detailed fixed asset subledger;

Preparing journal entries for recording fixed asset transactionson
the general ledger;

Reconciling the fixed asset subledger to the university general, and
Inventorying of fixed assets.

The District Support Services operates a central shipping and receiving
area along with a warehouse for surplus property that will be reassigned to
adifferent location or that has become unserviceable or obsolete. When
items are received, the receiving report is compared to the purchase order
to verify the accuracy and condition of the items shipped. A property
control clerk accesses the purchasing system'’s receiving module and
updates the system to show that the item was received. The items are then
tagged with pre-numbered college inventory tags and the tag number,
description, building and room number are put into the fixed asset sub-
ledger. When this procedure is completed, the item is delivered to the user
department and the user/employee signs the key-receiving document
acknowledging receipt of the item. Donated items must be approved by
the vice president for Resource Management before the college accepts
them. Once accepted, they are also tagged and routed to the appropriate
location.

The Property Control coordinator reconciles the detailed fixed asset sub-
ledger to the genera ledger each month. A copy of the reconciliation is
retained in District Support Services, and one copy is sent to the
Comptroller. Journal vouchers for recording fixed asset transaction to the
general ledger are sent to accounting each week.

According to the director for Property Control, the district plansto
conduct fixed asset inventories on a five-year cycle. The last inventory
was conducted during fiscal 1996-97. The district also has made plans to
adhere to guidelines pertaining to the equipment purchases using federal
dollars. Under the Office of Management and Budget (OMB) Circular A-
110, Property Management Standards for Assistance Agreements "a
physical inventory of equipment shall be taken and the results reconciled
with the equipment records at least once every two years."



Exhibit 6-15 provides a summary of the college's fixed assets.

Exhibit 6-15
EPCC Fixed Assets
As Of August 31, 1998

Description Balance 5/31/99 Percentage‘
Land & Land Improvements $9,205,062 9.3%
Buildings 59,896,062 60.1 \
Consgtruction in Progress 549,126 0.6
L easehold Improvements 364,690 0.4 ‘
Furniture & Equipment 29,261,635 29.6‘
Total $ 99,276,575 100% ‘

Source: EPCC Fiscal 1998 Annual Report.
FINDING

The college's policy isto capitalize all items with an original cost in
excess of $300. Additional "controlled " assets that cost less than $300 are
also tagged and recorded on the fixed asset subledger. "Controlled" assets
are assets that the college determines must be secured and tracked due to
the nature of the items, such as calculators, keyboards, typewriters,
cameras, and audio and video recording equipment.

The college has over 23,000 items on its fixed asset ledger, with
approximately 17,000 valued at less than $1,000. After being criticized by
their outside auditors for not having had a physical inventory of assets
since 1988, the college conducted a districtwide physical inventory during
fiscal 1996-97. As aresult of the inventory, the college made a $4.5
million adjustment to their financial records (decrease) to reflect old,
obsolete, discarded, and otherwise lost assets. Capitalizing all
expenditures greater than $300 in the general fixed asset group places an
unnecessary burden on the college's accounting systems and staff.

Recommendation 52:
Increase the fixed asset capitalization threshold to $1,000.
Since the college has a tagging system in place to account for and track

controlled items, raising the capitalization threshold should not adversely
impact the college's ability to account for asset purchases. Additionally,



increasing the fixed asset threshold will greatly reduce the time and
resources devoted to tracking and counting the assets as part of the
district'sannual physical inventory

IMPLEMENTATION STRATEGIESAND TIMELINE

.| The associate vice president for District Support Services meets | December
with the Comptroller to develop a plan to change the district's 1999
capitalization policy.

.| The associate vice president for District Support Services submits | January
the plan to the vice president for Resource Management for 2000
approval before submitting it to the Board of Trustees for review.

The vice president for Resource Management submits the plan to
the board for review.
3. Upon approva by the board, the new policy goes into effect. February
2000

FISCAL IMPACT
This recommendation could be implemented with existing resources.
FINDING

The college's Property Control Manual was last updated in 1998, which
coincided with physical inventory conducted in the 1996-97 fiscal year.
The college has not done an effective job of communicating policies and
procedures governing the movement of college property. The high
incidence of missing and obsol ete equipment discovered during the fiscal
1997-98 external audit suggests a need for the college to raise
accountability standards and upgrade control mechanisms for tracking
fixed assets.

Information obtained by TSPR indicates an environment where
accountability standards are lacking and district employees are not fully
cooperating with established procedures. Additionally employees have not
been adequately informed about the importance of tracking college assets
or adequately trained on property control procedures.

The review team randomly selected ten assets from the district's fixed sub-
ledger and attempted to locate the assets by matching their tag numbers,
descriptions, building and room number as indicated on the sub-ledger.
Items selected were shown on the sub-ledger to be in the college's library
at the VillaVerde campus, Central Service Center, and television studio.
Of the ten items selected, only five or 50 percent were found in the correct
location.




Recommendation 53:

Update the college's Property Control Manual, and requirethe
internal auditor to review the college's fixed asset procedures,
controls, and inventory records.

IMPLEMENTATION STRATEGIESAND TIMELINE

.| The associate vice president for District Support Services directs | December
the coordinator for Property Control to update the Property Users | 1999
Manual.

.| The coordinator for Property control consults with Comptroller to | January
establish procedures for reconciling the fixed asset sub-ledger 2000
with the general ledger and to establish communication protocols
between Property Services and accounting.

.| The coordinator for Property Control submits the revised manua | February
to the associate vice president for District Support Services for 2000
review.

.| The associate vice president for District Support Services submits | February
the manual to the vice president for Finance and Administrative | 2000
Services for review and submission to the board for approval.

. | After board approval, revised manual is sent to all affected March
employees and training begins to communicate policies and 2000
procedures regarding the maintenance and movement of fixed
assets.

.| The vice president for Resource Management with board May 2000
approval directs the internal auditor to begin testing the college's
fixed asset procedures and fixed asset inventory.

FISCAL IMPACT

This recommendation could be implemented with existing resources.




BOND INDEBTEDNESS

The vice president for Resource Management is responsible for issuing
bonds, debt obligations, and refinancing. Day-to-day responsibilitiesin
these areas have been delegated to the Comptroller. The college district
issued two bonds in February 1999: a $1.7 million contractual obligation
bond for equipment purchases and an $8.3 million combined fee building
and refunding bond for building construction, renovation, and
improvement of college facilities. EPCC's total bond indebtedness was
amost $45.5 million as summarized in Exhibit 6-16.

Exhibit 6-16
EPCC Bonds Payable as of August 31, 1998

Source
Bond . Issue of Amount Amount
Issue | Series Purpose Date Revenue Authorized | Outstanding
Name for Debt
Service
Revenue 1991 |Acquisition |7/91 |General | $8,750,000| $ 1,010,000
of Use and
Equipment, Tuition
Construction Fee
and
I mprovement
of Buildings
and
Retirement of
1984 Bonds
Revenue 1993 |Refundingof |6/93 |Generd 6,225,000 5,405,000
1988 and Use and
1991 Bonds Tuition
Fee
Revenue 1994 |Construction |1/95 |Generd 7,000,000 1,260,000
of Buildings Useand
Tuition
Fee
Revenue 1995 | Construction, | 12/95 | Generd 2,900,000 2,740,000
Improvement Use and
and Tuition
Maintenance Fee
Revenue 1996 |Construction |4/96 |Generd 6,000,000 5,905,000
and lJse and




Improvement Tuition
Fee
Contractual | 1996 |Acquisition |5/96 |Ad 1,450,000 535,000
Obligation of Equipment Vaorem
Tax
Revenue
Revenue 1997 |Construction, | 12/96 | Generad | 15,405,000| 15,305,000
Improvement Use and
and Tuition
Maintenance Fee
of Buildings
and
Refunding of
1994 Bonds
Revenue 1997B | Construction, |9/97 |Genera | 13,300,000| 13,300,000
Improvement Useand
and Tuition
Maintenance Fee
of Buildings
and
Refunding of
1994-Bonds
Tota $45,460,000
Bond 574,587
Discounts
Total Bonds $44,885,413
Principal Net
of
Unamortized
Discount

Source: EPCC Annual Report.

EPCC's bond debt at the end of fiscal 1998 increased by more than 131
percent since fiscal 1995. For the same period, the college's revenues from
all sourcesincreased by only 30.7 percent, and the college district's
property values increased by 31.2 percent.

Asshown in Exhibit 6-16, the revenue source used to service all of
EPCC's bond debt, with the exception of the 1996 Series, is tuition and
general use fees assessed to students. General use fees or building use fees
are assessed to students for the use and availability of the facilities of the
college, and are generally used to fund the cost of building repairs and




renovations. Both tuition rates and gereral use fees are established locally
by the college's Board of Trustees.

Exhibit 6-17
Summary of EPCC Bond Debt, Total Revenue and Property Tax
Values
Fiscal 1998-95
Per centage
Description neree | 1007.08 1996-97 1995-96 1994-95

1995-98
Bonds Payable 131% $45,460,000 $38,485,000 $25,812,000 $19,636,854
Total Revenue 30.7% $76,443,934 $67,621,906 $63,855,293 $58,461,765
Pledged Revenue 48.0% $5,493,577 $4,760,382 $4,363,826 $3,710,830
Available for Debt Service (1)
Debt Service Requirements 127.7% $3,952,846 $3,056,911 $2,325,683 $1,735,942
(principal and interest)
Coverage Ratio -35.0% 1.39 1.56 1.88 2.14
(Revenue divided by
Debt Service Requirements)
Estimated Value of EPCC 0
District Taxable Property 32.2%| $18,420,857,446 | $16,269,397,265 | $15,744,753,844 | $13,930,374,638

Source: EPCC Fiscal 1998 Annual Report.

(2) Includes building use fees, tuition and interest income.

The college may pledge up to $15 of tuition income from each enrolled
student per semester to service bond debt. The Board of Trustees set the
building use fee pledged to service bond debt at $9 per semester credit
hour in the fall of 1998 and $10 per semester credit hour starting in the fall

of 1999.

For the 1996 Public Property Finance Contractual Obligations, according
to the district's annual report, "local taxes for current obligations are
pledged for payment of the Obligations, however, payments are being
funded from Technology Fee Revenues."



According to the district's annual audit report, "the amount of bonded debt
islimited by statute to the extent that the aggregate annual bond taxesin
the District shall never exceed $.50 per $100 valuation of taxable property
in the District. For the fiscal year ended August 31,1998 the college had
no general obligation debt; no tax rate was established for the purpose of
debt service."

The college is required to maintain a debt coverage ratio of 1.25. This
means that the pledged revenue estimated to be collected by the district
during the next fiscal year and each succeeding fiscal year must be at least
1.25 times the debt service requirement (principal and interest) for the
fiscal year. As shown in Exhibit 6-17, EPCC's debt coverage ratio was
1.39 at the end of fiscal 1998. This indicates that the college has sufficient
pledged revenue to meet its future obligations.



Chapter 7
FINANCIAL MANAGEMENT

This chapter addresses EI Paso Community College's (EPCC) Financia
Management functions in four sections:

A. Budgeting and Planning

B. Internal Auditing

C. Accounts Payable and Payrall
D. Tax Rate and Collections

Financial management is one of the most important activitiesin a
community college because it enables the college to plan, monitor, and
maximize its limited resources. Financial management is most effective
when resources are acquired and spent based upon established goals and
priorities. In addition, efficient financial management ensures internal
controls are operating as intended. Moreover, in such an environment,
technology increases productivity, and reports are generated to help
management reach its goals.

BACKGROUND

EPCC is considered a special purpose, primary government according to
the definition in Government Accounting Standard Board (GASB)
Statement 14. While EPCC receives funding from local, state, and federal
sources and must comply with the spending, reporting, and record keeping
requirements of these entities, it is not a component of any other
government unit.

EPCC must follow the financial accounting policies required by the Texas
Higher Education Coordinating Board (THECB) for Texas Public
Community and Junior Colleges. These requirements substantially arein
conformity with the requirements of the Government Accounting
Standards Board (GASB); the American Institute of Certified Public
Accountants (AICPA) Industry Guides for Colleges and Universities;
AICPA generaly accepted accounting principles; and the National
Association of College and University Business Officer's Financia
Accounting and Reporting Manual for Higher Education.

In 1997-98, EPCC received 35 cents of every dollar it spent from state
sources, 26 cents from federal sources and 39 cents from local sources.
Exhibit 7-1 presents a three-year summary of actual revenues by source.



Exhibit 7-1
EPCC Actual Revenues by Source
1995-96 through 1997-98

Source 1995-96 1996-97 1997-98 g;?;?]agre
Loca |$36,196,225| 37%  $38,384,992| 39%| $41,616,134 39% 15%|
State 34,267,775 35%| 33,737,492 34%| 36,816,482 35% 7% |
Federal | 26,590,776| 28% | 27,171,628 27%| 28,007,276 26% 5% |
Total |$97,054,776 | 100% | $99,294,112 | 100% | $106,439,892 | 100% 10%|

Source: Audited Financial Statements for years indicated.

State revenues are determined by alegislative formula based on projected
contact hours offered for various courses. Local revenues primarily consist
of tuition and fees, which are collected from students at rates approved by
the board. Local property taxes are based on local property values and the
district's tax rate. Federal revenues are received for financial aid and
student workstudy programs.

The Texas Higher Education Coordinating Board (THECB) establishes
accounting and reporting standards for community colleges and other
institutions of higher learning in Texas. THECB requires colleges to
classify expenditures in the functional categories described in Exhibit 7-2.
These expenditure classifications are required by THECB to facilitate
comparison of expenditures of all colleges and institutions of higher
education in Texas.

Exhibit 7-2
THECB Functional Category Descriptions

Category Description

I nstruction

Includes faculty salaries departmental operating expense,
vocational teacher training expense.

and

Public services

Includes cost of activities designed primarily to serve the

courses, public lectures, radio and television stations,
workshops, demonstrations, and similar activities.

general public such as correspondence courses, adult study

Academic support
services

Includes cost to operate libraries, instructional administrative
expenses, and faculty development leaves.

Student services

Includes cost to administer activities siich as admission and




registration, student financial services, and other activities for
the benefit of students.

| nstitutional

support services

Includes cost of salaries and other costs for the government of
the college, the president's office, businessand fisca
management, administration, data processing, campus
security, logistic activities, and support services.

Operational and | Includes cost of plant support services, building maintenance,
mai ntenance of custodial services, ground maintenance, and utilities.

plant

Scholarshipsand | Includes financial aid to students.

fellowships

Auxiliary Includes operational cost of self-supporting activities to
enterprise benefit students, faculty, and staff such as on campus
expenditures bookstores and food services.

Source: Texas Higher Education Coordinating Board-Definitions of the
Elements of Institutional Costs.

The college does not use these classifications in its internal accounting
system. The financia categories the college uses for internal financia
reporting purposes are different and are shown in Exhibit 7-3. Each year,
for financial statement reporting purposes, the college must convert its
classification categories to comply with those of THECB.

Exhibit 7-3

EPCC Budgeted Expenditures by Function

Fiscal Years 1996-97 through 1998-99

3-year

Function 1996-97 1997-98 1998-99 | Percent

Change
General administration $3,718,536| $4,311,414 | $4,592,789 24%‘
Student services 5,134,781 5,228557| 5,495,366 7%
General institutional services 5973,800| 5,812,011, 6,398,376 7%‘
Staff benefits 2,558,429 3,077,434| 3,138,492 23%
Resident instruction 30,270,445 | 30,987,319| 32,233,111 6% ‘
Library 2,157,120 2,282,104| 2,739,809 27%
Extension & public service 2,387,775| 3,085,750 3,242,529 36%




Physical plant operation &

maintenance 5,661,411 6,506,372 6,555,617 16%
Transfers 2,710,312 2,783,562| 2,957,276 9%‘
Total expenditures $60,572,609 | $64,074,523 | $67,353,365 11%
Student enrollment: ‘
Credit programs 19,845 19,132
Continuing education 7,585 8,401

Source: EPCC 1996-97 and 1998-99 Budget documents.

EPCC's expenditure budget increased over the previous year, 1997-98, to
accommodate a full academic year at the Mission del Paso Center. The

increase includes a salary increase for existing employees, and enhanced
programs, services, and staff in many areas.

Exhibit 7-4 presents a three-year summary of actual expenditures by
function as required by THECB.

Exhibit 7-4
EPCC Actual Expendituresby Function
1995-96 thr ough 1997-98

Function 1995-96 | 1996-97 | 1097-98 | >Year
Change
Instruction $32.410,952 | $33,400.866 | $35426,876| 9%
Public services 3600876, 3.085365 5209571 44%
Academic support services 8,389,694 8,569,547 8,310,210/ (1)%
Student services 7551703 75387917| 7330461 (3%
Institutioral support services 13,024,783 | 12,702,852 | 13,342,414 2%
ng:at'on and maintenance of | 4 oaq 94| 5157372| 5228846  13%
Scholarships and fellowships | 21,165,303 21,204533| 23412461 11%
Auxiliary enterprise o
Al 336615 620630 1528891  354%
Total $91.128,810 | $93,038,082 | $99,789,730|  10%

Source: Audited Financial Statements for years indicated.



Total expenditures increased 10 percent over the three-year period due to
salary improvements for all faculty and staff and an overall increase inthe
expenditures budget.

Public Services increased by 44 percent due to the increase in courses
offered to the community, especially language programs.

Operations and Maintenance increased by 15 percent due to additional
maintenance and custodial service for new instructional space completed
during the 1996-97 fiscal year.

Scholarships and fellowships increased by 11 percent because of changes
in THECB reporting requirements for staff scholarships funded by a
transfer from the Auxiliary fund.

The highest increases have been in auxiliary enterprise expenditures.
Auxiliary Enterprise expenditures increased 354 percent due to the
following factors:

additional funding of the college's athletic program;

reporting changes required by THECB,;

afull year's operation of food services,

afull year's operation of parking area expenditures; and
expenditures created by the establishment of the El Paso County
Community College District Foundation.

The Auxiliary Fund accounts for activities that essentially are self-
supporting and that serve students, faculty, or staff. It is comprised
primarily of bookstore operations managed by Barnes and Noble and
cafeteria operations managed by Chartwells. Auxiliary Fund revenues
primarily are generated from commissions earned from these operations.
Revenue also comes from vending and video game machines, donations
for the Athletic Program started in 1995, and vehicle registration fees. In
1996, the college began collecting vehicle registration fees to better
monitor vehicles on campuses. Revenues from these fees are used to
provide additional security for campus parking areas.

Auxiliary Fund expenditures include funding of activities related to the
establishment of the El Paso County Community College District
Foundation, which the Auxiliary Fund has been supporting since the fall

of 1997. The foundation is registered as a Texas non-profit corporation. Its
purpose is to raise private funds, enhance the activities and image of the
college district, and serve as an outreach to the greater community.

The foundation serves a supportive role within the district to ensure the
college's ability to meet the expanding needs for diverse, accessible, and



exemplary higher education within the El Paso community. Once the
foundation becomes a separate entity, the Auxiliary Fund will not support
it any longer. Auxiliary funds also are spent for staff scholarships, senior

citizens programs, tuition reimbursement plans, three different staff

associations, and the athletic program.

Exhibit 7-5 summarizes Auxiliary Fund financial activity from fiscal
1996-97 through July 31, 1999. Three broad categories are shown: Student
Activities, Auxiliary Services, and Inter-Collegiate Athletics. Deficits
from Inter-Collegiate Athletics are funded from surpluses generated by

Auxiliary Services activity.

Exhibit 7-5
Auxiliary Fund Financial Activity

Fiscal 1996-97 through 1998-99

St | A0 | Colege | T
Athletics

REVENUES

Student activity fee $263,460 $0 $0| $263,460 ‘
Bookstore commission 391,970 391,970
Vehicle registration 275,462 275,462 ‘
Vending commissions 217,041 217,041
Cafeteria operations 266,691 266,691
Interest 8,852 8,852
Other 16,422 106,405 122,827
Total Revenues $272,312 | $1,167,586 $106,405 | $1,546,303
EXPENDITURES |
Salaries and wages 29,046 144,986 174,032
Cafeteria Operations 328,824 328,824
Vehicleregistration 242,699 242,699
Foundation 250,549 250,549
Other 194,331 148,310 190,146 532,787
Total Expenditures $223,377| $970,382 $335,132 | $1,528,891
EXCESS OF REVENUES $48,935| $197,204 | $(228,727) $17,412

OVER (UNDER)




EXPENDITURES

TRANSFERS

Intrafund athletic program

$(221,855)

$221,855

To plant fund

25,004

25,004

To unrestricted fund -
Scholarships

(379,696)

(379,696)

Total Intrafund Transfers

(576,547)

221,855

(354,692)

REVENUES OVER
EXPENDITURES
AND TRANSFERS

$48,935

$(379,343)

$(6,872)

$(337,280)

Beginning Fund balance at
September 1, 1997

$1,256,518

Ending Fund balance at
August 31, 1998

$919,238

FISCAL 1999
SUMMARIZED
ACTIVITY

Total Fiscal 1999 Revenues
through July

$237,636

$819,407

$161,273

$1,218,316

Total Fiscal 1999
Expenditures through July

$(239,182)

$(298,095)

$(356,598)

$(893,875)

EXCESS OF REVENUES
OVER EXPENDITURES

$(1,546)

$521,312

$(195325)

$324,441

TRANSFERS

To plant fund

(54,999)

(54,999)

To unrestricted fund -
Scholarships

(419,860)

(419,860)

Total Intrafund transfers

(474,859)

(474,859)

TOTAL REVENUES
OVER
EXPENDITURES AND
TRANSFERS

(1,546)

46,453

(195,325)

(150,418)

FUND BALANCE, JULY
31, 1999

$768,820




Source: EPCC Audited Financial Satements and Financial and
I nformation
Service's Worksheets.

EPCC's vice president of Resource Management (formerly Financial and
Administrative Services) is responsible for EPCC's financia management
functions as well as Facilities and Construction Services, Personnel
Services, Information Technology Systems, and the Physical Plant.

The associate vice president for Budget and Financial Services primarily is
responsible for the Finance Department, which includes the budget office
and district accounting operations. The associate vice president for Budget
and Financial Services also oversees Purchasing and Property Control.
Fifty staff members, including three part-time positions, assist the
associate vice president for Budget and Financial Servicesin performing
financial management duties. Additionally, 10 student workstudies assist
in the payroll, accounts payable, and general accounting areas, and 50
seasonal employees assist in processing tuition. Exhibit 7-6 presents the
Finance Department's organization, and Exhibit 7-7 presents its budget
for 1997-98 and 1998-99.

Exhibit 7-6
Finance Department Organization
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Source: EPCC Finance and I nfor mation Office.

The EPCC Comptroller's Office oversees cash, makes investments, and
directs accounting services. Accounting services includes recording and
reporting collections, disbursements, and other financia activities of the
college. General Accounting is responsible for financial reporting and
check distribution. Financial Operations processes disbursements to
employees, vendors, and processes these disbursements into the college's
accounting system. Accounts Receivable collects funds due to the college.
The Comptroller's Office overall goal isto provide efficient services and
support the college's mission.

The Budget Office assists in the preparation of the annual budget
instructions and calendar; conducts budget devel opment workshops,
coordinates budget development activities with the president, Budget
Committees, and the board; and prepares budget-related reports for
internal and external submission.

Exhibit 7-7
Finance Department Budget 1998-99

Description Vice Comptroller

Associate Accounting | Budget

Services Office Total

Pre<cident's




Office

Salaries $95,492 $78,474| $1,136,793 | $198,454 | $1,509,213
Supplies 3,264 2,428 143,752 9,057 158,501
Travel 629 522 1,445 1,275 3,871
Total $99,385 $81,424| $1,281,990 $208,786 | $1,671,585
Expenses ' ' ' ' ' ' '

Source: EPCC Budget Office.




BUDGETING AND PLANNING

Budgeting and planning are critical for effective financial management
and control. The process of alocating and prioritizing resources plays a
more important role in college districts than in privately owned
organizations. The type, quantity, and quality of college districts goods
and services often are not subject to market forces of supply and demand;
therefore, the budget primarily reflects decisions made by the board,
college administrations, and the community.

EPCC's budget is prepared for the following nine functional departments:

President's office

VP, Instructional & Student Services
Executive dean, Valle Verde Campus
Executive dean, Transmountain Campus
Executive dean, Rio Grande Campus
Northwest Center

Mission del Paso Center

Executive dean, Institutional Development
VP, Resource Management

Each departmental head is responsible for preparing the budget for his or
her area. In accordance with the president's 1999-2000 budget instructions,
each departmert prepares its budget in two phases. The phase | budget
mainly is based on the current year's budget. The phase Il budget is for
funding requirements that exceed phase | amounts.

Departmental heads finalize their budget requests through internal
departmental hearings and deliberations. Phase |1 budget requests are
considered in the order of the operational priorities of departmental heads.
The Budget Office receives budget requests for all departments and tracks
them in the budget system.

A Districtwide Budget Committee reviews and eval uates departmental
budget requests through a rigorous hearing process. Each department head
isgiven at least one opportunity to describe departmental financial needs
and requests to the budget hearing committee. At the conclusion of the
individual budget hearings with all the departments, the budget committee
devel ops the funding strategies and recommendations for the president.
The college president may either accept the budget committee's
recommendations or modify them.

The formal budget calendar is presented in Exhibit 7-8.



Exhibit 7-8
FY 1999-2000 Budget Calendar

Month

Action

March 29 - April 1

Budget workshops conducted.

April 1- May 10 | Budgets developed by executive levels.

April 22 - 30 Internal budget hearings conducted (suggested dates).

April 29 Executive areas submit three Unit Improvement Plans to
Office of Institutional Effectiveness for consideration under
$100,000 allocation.

May 4 Digtrict Institutional Committee selects Unit Improvement
Plans to be funded from $100,000 allocation.

May 5 BF7 forms due to Office of Facilities & Construction.

May 10 Budget Detail forms due to Budget Office by 4 pm.

May 11 - 31 Budget requests compiled and analyzed by Budget Office.

May 15 BF7 decisions made and any Phase Two requests resulting
from these BF7 decisions due to Budget Office.

Junel-14 District Budget Committee hearings conducted.

June 15 - 24 Funding recommendations developed by District Budget
Committee.

June 25 - 30 District Budget Committee prepares recommendation
package for president, and budget heads are advised of
funding decisions.

July 1 Funding recommendations presented to president.

July 1- 19 President's recommended budget presentation devel oped.

July 20 President presents recommended budget to the Board of
Trustees.

August 17 Board of Trustees adopts budget.

September 1 FY 2000 commences.

March Development, approval, and distribution of budget
preparation instructions and guidelines.

March Development of budget calendar.

March Conducting budget workshops.

April

Departments prepare phase | and phase |1 budgets.




April Department heads hold internal budget hearing.

April - May Finalization of phase | budget and determination of priorities
for the phase Il budget by the departmenta head.

May Budget Office receives budget requests from all departments.

May Budget Office inputs budget requests into a computerized
budget tracking system.

June District Budget Committee conducts budget hearings
individually with all departments.

June District Budget Committee develops funding
recommendations.

June District Budget Committee prepares recommendation
package for president and departmental heads.

July Funding recommendations presented to president.

July President recommends budget to the Board of Trustees.

August Board of Trustees approves budget

Source: EPCC 1999-2000 Budget Instructions.

FINDING

Since the fisca year 1995-96, EPCC's comprehensive annual financial
report (CAFR) has been issued in accordance with GFOA's award
program for excellence in financial reporting. In fact, the district has
received GFOA's Certificate of Achievement for Excellence in Financial
Reporting in the fisca years 1995-96 and 1996-97. EPCC also expects to
win the award in the third consecutive fiscal year of 1997-98. These
certificates are presented to government units whose reports achieve the
highest standards in governmental accounting and financial reporting.
These standards require clarity, comparability, and completeness.

The certification programs are concerned with the efficient and effective
communication of financial information, not financial health or
conformity with accounting standards. An entity could have serious

financial problems, receive an adverse audit opinion, and still receive the
award as long as such problems are clearly communicated and presented.
To receive the award, the financial report must, "communicate clearly the
government unit's financial picture to enhance understanding of the logic
underlying the traditional governmental financial reporting model and
...address ...user needs."

COMMENDATION



EPCC received certificates of achievement from the Government
Finance Officers Association for its comprehensive annual financial
report for fiscal 1995-96 and 1996-97.

FINDING

EPCC's board does not establish annual goals and budget priorities that
departmental heads can use as a guideline to develop their budgets for the
next year. Prior to developing the 1999-2000 budget, the president formed
a budget committee consisting of 35 members, who were to receive and
evaluate budget submissions from department heads, deliberate, and make
funding recommendations to the president. However, in the absence of
annual goals and budget priorities, the budget committee does not have the
guidelines necessary to direct it deliberations.

In the past, EPCC departments have used the previous year's budget as a
basis to develop the budget for the coming year. This method leads to
alocating a significant portion of the college's resources according to the
estimates of expenditures by the departmenta heads. A review of the
budget information contained in the 1999-2000 budget packets given to
the departments for budget preparation did not include any information
concerning the college's annua goals and budget priorities. Until annual
goals and priorities are established, the district cannot be sureit is
allocating resources to its highest priorities.

Recommendation 54;

Establish annual goals and budget priorities so that the college's
resour ces are allocated to its highest priorities.

EPCC management should establish the college's goals and budget
priorities each year before beginning the budgeting process. It should use
the strategic plan as the framework to develop budget priorities. These
priorities should be determined at the department level and included in
budget instructions.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board instructs the director of Budgets to develop December 1999
annual goals and budget priorities.

2. | The board approves annua goals and the budget priorities. | January 2000

3. | The director of Budgets includes annual goals and budget May 2000
priorities in the budget packet sent to department heads.

4. | Denartmental heads consider hiidaet priorities when Mav throtiah




developing their budgets. July 2000

FISCAL IMPACT
This recommendation could be implemented at no cost to the college.
FINDING

EPCC's method of allocating budget resources results in excessive budget
transfers. For the most part, the college's resources are allocated to
departments based on their expenditure budgets. Since allocation of
resources is not based on the departments’ actual needs, departments must
regularly transfer funds between accounts and/or object codes to keep
departmental budgets in balance at all times. For example, if a department
receives money for full-time salaries, but needs it for office computer
supplies, it must initiate a budget transfer request to move the funds to the
desired account.

Under the college's written policy, al budget transfers need prior approval
of the president. However, in actual practice the president or vice-
president approves only transfers out of the budgeted full-time salaries to
another account. The board does not get involved in budget transfers. The
transfers are made through manual vouchers or eectronic transactions in
the budgetary system. Some transfers are necessary and are expected in
any budget system. However, when transfers are numerous or
unnecessary, the effort to initiate, review, process, and input budget
transfers is wasted. Then budget transfers become an administrative
burden causing unwarranted strains on personnel, space, paper, and
computer resources.

Exhibit 7-9 summarizes budget transfers processed during June through
August 1998.

Exhibit 7-9
Summary of Budget Transfers
June 30, 1998 through August 31, 1998

Departments Total Number | Total Dollar Value‘
Rio Grande Campus 31 $78,839 ‘
Transmountain Campus 24 72,510‘
Instructional & Student Services 16 60,651‘
Instructional Development 7 52,871‘




Mission del Paso Center 3 35,600
Vale Verde Campus 19 34,767
Financia & Administrative Services 6 16,902‘
Northwest Center 4 12,900
President/Board of Trustees 4 11,453
Total transfers 114 $376,493|

Source: EPCC director of Budgets.

However, due to the modified zero-based approach adopted for the 1999
2000 budget year, it is expected that budget transfers will be reduced
because the purpose of the zero-based budget approach is to address actua
needs.

Recommendation 55:

Review, update, and revise EPCC's policies and proceduresrelated to
budget transfers.

The college should review its policy on transfers and revise it to reflect
current practice. A policy review should include a determination of what
the college considers important in budget management, such as
appearance and avoidance of account and object code deficits, bottom line,
or expenditure control. The college should design and enforce a policy to
match its budget management philosophy.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The associate vice president of Financial and Information December

Services instructs the director of Budgets to review the existing | 1999
policy on budget transfers and to draft a new policy.

2. | The director of Budgets drafts a budget policy that reflects the December

college's budget control philosophy. 1999
3. | The associate vice president of Financial and Information January
Services reviews the policy draft and forwards it to the vice 2000

president of Resource Management and the president for review
and approval.

4. | The president reviews and approves the draft and places it on the | January

board agenda for approval. 2000

5. | The board approves the new budget transfer policy. Februarv




2000

6. | The associate vice president of Financia and Information February
Services instructs the director of Budgets to prepare budget 2000
transfer procedures that reflect the new policy.

7. | The director of Budgets drafts budget transfer procedures that February
reflect and incorporate board policy. 2000

8. | The associate vice president of Financial and Information February
Services reviews and approves the new budget transfer 2000
procedures.

9. | The new policies and procedures are disseminated throughout the | March
college and take effect. 2000

FISCAL IMPACT

This recommendation could be implemented at no cost to the college.

FINDING

Every year budgetary provisions are made for vacant full-time and part-
time positions. Because these vacant positions are not filled for months

and years, funds alocated in the annual budget for these positions remain
partially or fully unused. These funds are diverted through budget
transfers to accommodate overspending in other budgetary accounts (for
example, supplies, travel, and equipment, etc.) within the same or other
departments. Therefore, vacant positions exist in amost every department.
The estimated budgeted amount of full-time vacant positions was $2.6
million and $2.7 million as of as of October 31, 1998 and July 13, 1999,
respectively. Exhibit 7-10 presents a summary of vacant positions by
department.

Exhibit 7-10
Summary of Vacant Positions by Departments
October 31, 1998 and July 13, 1999

Departments October 31, 1998 July 13, 1999
Vacancies| Dollar Vacancies| Dollar
Value Value
Instructional & Student 29| $624,957 31| $662,015
Services
Institutional Development 15 $446,026 15 $482,872
Financial & Administrative 18 $548,338 19 $467,486




Services ‘
Valle Verde Campus 14 $404,881 15 $413,417
Rio Grande Campus 12 $300,318 11 $301,382
Transmountain Campus 5 $113,233 7 $146,116
presdent & Board of 1 $19176 5| $114,207
Northwest Center 2 $51,633 3 $65,180
Mission del Paso Center 3 $57,879 3 $64,787
Total 99| $2,566,441 109 | $2,717,462

Source: EPCC Budget Office
Recommendation 56:

Assessthe college's staffing needs and eliminate vacant positions that
arenot required for the normal administrative operations from the
budget.

During the budget process, budget heads should be instructed to assess
staffing needs and determine how many positions are required to provide a
given level of service. Based on this assessment, vacant positions should
befilled if they are needed. If not, they should be eliminated. Resources
that become available from the elimination of these positions should be
reallocated in accordance with the college's priorities.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president directs departmental heads to assess their staffing | December
needs to provide a given level of service. 1999

2. | Departmental heads assess their staffing needsto provide given | December
level of service and identify vacant positions that are not 1999
required.

3. | The director of Personnel Services obtains the list of vacant January

positions from all departments and determines the cost associated | 2000
with those vacant positions.

4. | The director of Personnel Servicesinitiates the process to fill
needed positions and eliminate unnecessary ones.

April 2000

5. | The director of Budgets identifies priority areas where additional | May 2000
fundina is needed and siibmits a reallocation nlan for funds that




become available due to the elimination of vacant positions.

6. | The president reviews the reallocation plan and obtains board June 2000
approval for the reallocation of resources.

FISCAL IMPACT

This recommendation could result in cost savings if various positions are
eliminated and funds tied to such positions are not reallocated to other
areas. However, it is not possible to compute cost savings because these
factors are unknown.

FINDING

EPCC does not have policies and procedures to monitor and control the
budget, resulting in inadequate accountability for expenditures in excess of
the budget. Although department heads are given monthly reports
comparing actua vs. budgeted expendituresin their areas of

responsibility; significant variances are not investigated or explained.
Instead, budget variances are removed by transferring funds between the
accounts and/or object codes to balance the budget. Effective budget
management and control techniques require timely investigation into
significant variances as well as policies and procedures to prevent budget
line items from being exceeded without proper authorization.

Recommendation 57:

Require executive level officialsto review budget variancereportsand
explain significant variances monthly or quarterly.

Policies and procedures should be developed for budget monitoring and
controls at each executive level that require review, investigation,
explanation, and timely corrections for variances above certain pre-
defined limits.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The Board of Trustees instructs the director of Budgets to develop | January
policies and procedures for budget monitoring and controls at the | 2000
executive level.

2. | The director of Budgets develops policies and procedures for January
budget monitoring and control at the executive level. 2000

3. | The director of Budgets discusses implementation of the policies | January
and procedures for budoet monitorina and controls with the staff | 2000




who have fiscal resporsibilities at the executive levels.

4. | The director of Budgets implements policies and procedures for February
budget monitoring and controls at the executive level. 2000

This recommendation could be implemented with existing resources.
FINDING

EPCC's official budget document is not as informative and descriptive as
it could be. The budget is a bound copy of various computer printouts
containing budgeted numbers without any color contrasts, graphics, or
other visual aids. It contains no informative and descriptive overview of
the college's operations, finances and goals. Neither is there adiscussion
of the college's future-outlook nor of the El Paso economic environment in
which the college operates. As aresult, the college is losing a tremendous
opportunity to use its budget document as a communications tool.

A budget document can and should be more than just afinancial plan. In
fact, budgets are most useful and effective when used as a means for both
the college staff and the community at-large to understand the inner
workings of the college. The college has an opportunity to "tell its story”
when the budget communicates what is behind and beyond the numbers.

The Government Finance Officers Association's (GFOA) is a national
organization that promotes excellence in the form, content, and
presentation of budget documents through budget award programs. The
GFOA's program is designed for any governmental entity. These programs
establish a number of criteria for exemplary budget documents and
provide certification awards to nonprofit entities whose budget documents
meet the criteria. Many educational institutions across the country,
including community colleges, use the criteriato apply for the award, but
some use them merely to improve their budget document's content,

format, and presentation.

The director of Budgets recognizes the shortcomings of EPCC's budget
document. Typically, organizations do not improve their budget
documents because they believe they lack sufficient resources to produce a
document that meets GFOA standards. However, some districts find
creative ways to produce a GFOA-certified budget document in spite of
limited resources.

For example, some school districts form cooperative alliances with local
colleges and universities that benefit college students and the district. For
instance, El Paso ISD's Internal Audit Unit has partnered with the
University of Texas at El Paso (UTEP) in a program designed to assist



students in career choices and give them practical work experience before
they graduate. The university sponsors the program, which is known as
Cooperative Education (Co-op). During the 1996-97 school year, EPCC's
Internal Audit Unit was recognized as the Co-op's Local Employer of the
Year. Many of the students who worked with Internal Audit have gone on
to careers in accounting, business, and finance in the El Paso area. EPCC
already employs a number of workstudy students throughout the college.
These existing resources could easily be shifted to working on a GFOA
budget project.

The associate vice president for Financial and Information Services
informed us that when the current budget director was hired in June 1998,
the award program was discussed with him and EPCC's goa was to
produce a new budget document for the fiscal year 1999-2000. However,
due to a comprehensive modified zero-based budget, time has not
permitted him to concentrate on the GFOA budget award program, which
will be a priority for the next budget year.

Recommendation 58:;

Produce a budget document that serves asa communications device,
policy document, and financial plan.

The college should use the GFOA criteria as a guide to enhance the
content, format, and presentation of its budget document. Financia data
should be clarified using charts, tables, larger fonts, written analysis, and
executive level summaries. In addition, the college should explore the
possibility of using workstudy students to produce a budget document that
meets GFOA criteria. Students could, under the supervision of college
personnel, conduct interviews, produce graphs and perform analysis. The
college and the students would derive mutual benefits from this
collaborative effort.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The president directs the director of Budgets to establish an January
alternative budget format. 2000

2. | The director of Budgets enlists the assistance of students to January-
develop a work/study program involving students interested in | March 2000
helping the college improve its budget document.

3. | The director of Budgets and the director for Financial and May 2000
Information Services develop awork plan for students enrolled
in the budget improvement project.

4. | Work begins on improving the budget document. Mav 2000-




May 2001 \

5. | Thedirector of Budgets submits the college's 2001-2002 budget | October
document for GFOA certification. 2001

FISCAL IMPACT

This recommendation could be implemented at no cost to the college.
Workstudy students already are being compensated.



INTERNAL AUDITING

The purpose of an internal audit function isto review and appraise the
reliability and integrity of internal control systems, evaluate the accuracy
and reliability of accounting and reporting systems, and determine the
extert to which resources are employed economically and efficiently.
EPCC has had an internal audit function since the latter part of fiscal 1996.
Prior to that time, the auditor position had been vacant for three years.

The director of Audit Services has no staff and reports directly to the
executive vice president who reports to the president. This reporting
relationship is designed to raise Internal Audit Service's level of visibility
within the college. Over the past three years, Internal Audit Service's
annual budget has averaged $56,124 as shown in Exhibit 7-11.

Exhibit 7-11
Internal Audit Budget
Fiscal 1996-97 through 1998-99

Account | 1996-97 | 1997-98 | 1998-99 Averagel
Salaries | $48,725| $51,154 | $52,667 | $50,849
Supplies | $2,275| $2,275| $2,275| $2,275
Travel $3,000 $3,000| $3,000 $3,000‘
Total $54,000 | $56,429 | $57,942 | $56,124

Source: 1996-97 through 1998-99 Budget.

TSPR arrived onsite to conduct the performance review on July 6, 1999.
On Jduly 7, 1999, the president placed the director of Internal Audit
Services on administrative leave. The president told TSPR that the
director's contract, which expires August 31, 1999, would not be renewed.

A great deal of controversy surrounds this issue and allegations of
impropriety by both parties are under investigation by local authorities and
will not be discussed in this chapter except to address internal controls that
may be needed to prevent future problems from arising. The president
said, however, that the college needs an internal auditor and the position
would be filled as soon as possible.

FINDING
(EPCC'sinterna audit function is not as effective as it could be because it

lacks a mission, has no audit plan, and suffers from deficient reporting
relationships.) Exhibit 7-12 presents a summary of internal audit reports



issued over the past three years and shows that not many audits were
performed on key, high-risk operational areas, such as purchasing, payroll,

and contracts. In fact, of the 25 reports written over a three-year pe