Peralta Community College District

Planning and Budget Integration Meeting Minutes

February 26, 2010


Present: 
Linda Berry, Anita Black, Timothy Brice, Debbie Budd, Joe Doyle, Patricia Dudley, Bob Grill, Jacob Ng, Tae-Soon Park, Gabriella Pisano, Sheryl Queen, Karolyn van Putten, Elnora Webb,  MaryBeth Benvenutti
Guests:
George Herring, Donald Moore, Stacy Thompson
Facilitators:  
Linda Sanford, Joseph Bielanski. 
Absent: 
May Chen, Diana Lara, Peter Simon, Mali Watkins, Debby Weintraub
	Agenda Item and Presenter(s)
	Discussion
	Follow-up Action
	Decisions
(Shared Agreement/
Resolved or Unresolved?)

	Meeting Called to Order
	9:30am
Joe Doyle will chair the meeting.


	
	

	I. Agenda Review
Co-chairs/Facilitators
	Agenda was approved
(Dr. Ikharo will not be here, but the Measure A report will be reviewed and facilitator will take questions to be submitted to Dr. Ikharo. Questions can be submitted in writing and responses will be sent back before next meeting.)
	
	Agenda approved.

	II. Review of Minutes from
 12-11-09 Meeting
	Corrections to the 12/11/09 minutes:

Item 3 under Review of Ground Rules should read: ‘Will follow Robert’s Rules”
Anita Black was listed as a guest. She needs to be added as present under committee members.
	
	Minutes of 12-11-09 unanimously approved with corrections.


	III. Fiscal Update
Tom Henry, PCCD Fiscal Advisor
	Tom Henry (President/CEO, Education Management and Assistance Corporation) is working with Peralta by invitation of the Chancellor and the Board. Tom Henry is fiscal advisor for the Peralta Community College District.  He will be working with a team of experts and he is leveraging state money and resources to help finance his team. (Tom Henry has assisted Solano, Lassen, Compton, and Marin).
Some of the people working with Mr. Henry are:

T. Atalig is an accountant from the State Chancellor’s office. She is here two (2) days a week and is helping with compliance issues. One of her assignments is bank reconciliation, and she is assisting the district to file the 311 (quarterly) reports with the State Chancellors’ Office. MaryBeth Benvenutti and others will work to produce a much needed procedures manual. The State Chancellor’s office is covering Ms Atalig’s salary; Peralta is only covering her travel expenses. 
Cory Wathen is on inter-jurisdictional exchange from Los Rios Community College District.  He is a CPA, and has worked as an internal auditor.  He was involved in the successful implementation of PeopleSoft at Los Rios District, and he is here two (2) days a week. The District will cover his salary.
Jim Grivitch is here three (3) day a week. He is working on the reconciliation of funds and is also being paid by the State Chancellor’s Office.  While he is addressing a variety of issues, one key issue is the collection of student fees and how student fees are stated in the budget.
Susan Rinne is an accountant and she will be working three (3) days a week. She has been assisting at Solano.
Michelle Plumtree, Chief Management Analyst at Fiscal Crisis & Management Assistance Team (FCMAT) is also on the recovery team.

One of the things the team will be putting together is a Procedures Manual for the colleges. This will establish a protocol and will ensure everyone is accountable for following it. Student Fees need to be collected at the colleges and turned in to the District on a monthly basis; the District then turns them in to the county.
311s are quarterly reports (what we received in revenues and what we spend) which need to be submitted to the State Chancellor’s Office. Peralta is the only District in the state that has not submitted its 311 reports for 2008-2009 and 2009-2010.
The team has found a lot of data entry errors and doesn’t know how far back they can go. In order to move forward with the audit report the team will have to draw a line and move forward from that point.
There is a lot of debt (student fees) that the district might not be able to collect.
Tom Henry provided a list of priorities which are as follows:

Peralta needs to close the books for the 2008-09 Fiscal Year. Peralta doesn’t have a beginning balance for 2009-10 and cannot submit the 311Report until the books are closed. Peralta is holding back the State. Further Peralta cannot get a financial audit report for 2008-09 until the books are closed and the necessary information can be provided to the external auditors. The 2007-08 audit report has11 significant deficiencies that need to be addressed.
Another priority is determining how much money is in the reserve.  Mr. Henry is confident that Peralta has a reserve, but he is not sure what the balance is. He also believes that in two (2) months Peralta will be ready for the auditors to do their work to produce the 2008-2009 audit report.
Another priority is to address student receivables.

Dr. Allen is working on the protocol for this. Jim Bracy had a very good protocol for this, but for some reason it was not implemented. Many student fees have not been collected and some student fees are not coded correctly.  Peralta lists student fees as income.  Since that has not been totally collected, this affects the budget.  We are currently operating at a deficit.
Another priority involved PeopleSoft and the people issue.

Also, bank reconciliation has to be addressed. 
With regards to ACCJC, Mr. Henry wants everyone to keep in mind that this is all about peer review and best practices. A key phrase with ACCJC is ‘this institution has the will and the capacity’. When an institution is put on probation they start to question whether that institution has the will and/or capacity.  With ‘Show Cause’ sanction the Commission believes that the institution has neither the will nor the capacity to resolve issues.   
With ACCJC it doesn’t matter what you tell them, what matters is the information that you can back up with Evidence. You have to be truthful. It is okay to identify weaknesses and to agree with their recommendations. In this process record keeping is crucial (meeting agendas and minutes, documentation, collecting Evidence).
Mr. Henry stated that Peralta needs to work on changing the perception that outside entities have of this district.
It was asked with regards to the money that the District turns in to the county -- Is the money deposited into a bank account or is the county the bank? Also, how long before we are back on track?

The county deposits the money in a bank account and also invests the money which provides more interest than a typical bank account.  MaryBeth Benvenutti already has directed the college business mangers to transfer the money and has provided the protocol for the transfer.
Mr. Henry responded that in terms of recovery it takes as much time to recover as it took to create the problems. Peralta is probably looking at two (2) years before we are up and running effectively and efficiently. 

Recovery will focus on Practices, Procedures, Behavior, Policy,  Culture, and Accountability.
There are systemic and structural issues. The Board has to hire a CEO (Chancellor) that they can trust and allow the CEO to do his/her job, no micromanagement. Everything starts with the Board, then the CEO, and the CEO starts to build up a team. Mr. Henry stated that right now Peralta needs to slow down some of the processes. Peralta should look at capable people for interim positions, rather than rush to fill positions with unreliable people or people with little background in a specific area.
Mr. Henry was asked for his opinion regarding the relationship between the colleges and the district office in relation to timesheets, requisitions and other similar paper work, etc (functionality). Mr. Henry explained that they are not there yet, but he can see there is a functional disconnect. Communication is critical.
MaryBeth Benvenutti has started to work on this with Dettie del Rosario in the district Office of Finance. MaryBeth (previously the Business Manager at Laney) has the point of view and experience from the colleges’ perspective and she also believes that the biggest issue is communication, and keeping the lines of communication between the colleges and the district open is essential.

Mr. Henry was asked about the PeopleSoft interface and what is being done to work out all the PeopleSoft issues. Mr. Henry responded that this is another priority for Peralta. This interface is what runs everything else and the main effort right now is to close the books and set up the budget and all this ties into PeopleSoft. At this point in time Peralta needs a budget for 2009-10 that the Board can adopt, and at the same time Peralta needs to move into budget development for 2010-11.

Mr. Henry at this point began to address specific budget issues.
1. Categorical Programs:

There are two things with categoricals: Flexibility and Encroachment. With regard to flexibility, Peralta needs to report to the State if Peralta took advantage of the flexibility of categorical programs and if Peralta did, how did Peralta use it? This report is due March 12, 2010.
Peralta also needs to determine the encroachment between general funds and categoricals. Peralta needs to budget for this and make sure that there is data to back up the budgeting decisions.  It needs to be budgeted and not done by accident; it needs to be a data driven decision.
2. State Deficit:

We need to deal with the $20 billion deficit at the State level.

Mr. Henry went on to report that Measure A Bond sales were posted incorrectly and the interest was not posted at all. Peralta did get the interest, but it has not been posted.
Mr. Henry also noted the 2006-2007 Financial Aid audit exception was $600,000 and because of the request for a universal audit, it is now down to $275,000 which has to be taken from ending fund balance.

3. Key Revenue and Expenses/ Budget Building:
Enrollment fees, student fees, COLA, FTES, property taxes, cost of recovery, health fees, cost of ACCJC preparation and maintenance (this is now an ongoing expense that needs to budgeted every year), cost of PeopleSoft training and expenses (many community colleges are putting a lot of money into their technology maintenance and upgrading); litigation is also key expense.
Another area of key expenses is new positions that Peralta needs to have in order to function properly once Mr. Henry and his team leave. Some of those key positions are: internal auditor and programmers (no more consultants).

4. ARRA Funds:
Are they being used to address categorical reductions? If they are, we need to have the data show where the funds are going. 
When looking at areas to cut in order to save money, Mr. Henry has a method in which he creates two lists: People and Things.  (We have to address possible budget reductions since the district is spending more than it is bringing in - $2.3 million less as of 2/26/10). Some of the items are one time savings, others are ongoing savings:

1. PEOPLE:
Are there any reductions?

Are there retirements that you don’t have to fill (faculty, classified, management)?

Reduction in class sections: what does that represent?

Adjuncts

Faculty release time

Consultants

Overtime

Early retirement options
2.THINGS:
Evaluate encroachments

Dues and subscriptions

Non-instructional supplies (make cuts as far away from the classroom as possible)

Travel and conferences

Marketing

Overtime

Program reviews and the data from program review
Capital outlay

Enrollment strategies

Utilities

Cost of elections

At this time the Variance Report is rough, but it is in the ballpark. Mr. Henry has a global perspective of the district budget, but there is need to have site/college variance reports to see how where they are in reference to the global figures. So far Tom Henry’s team has found a lot of discrepancies from one year to the next, and the team is working on “truing-up” the budget. They are nervous about the beginning balance of 2009-10 because they don’t know what the ending balance was for 2008-09.
The issue of the decisions being made by the Board without having any idea what the opening balance was for the current fiscal year was raised. How is the board justifying various decisions being made?

Mr. Henry focused again on the need to slow down the decision making process and the need to communicate to the decision makers that Peralta needs to slow down and not make decisions without data. We need to communicate this to the Board because if this does not happen the District will be in jeopardy. You cannot survive if your data shows one thing and your actions don’t follow your data.

Committee members acknowledged that the Board keeps making decisions without backup data.

Mr. Henry explained how all decisions made by the Board are recorded in minutes. ACCJC will take a look at all the records (agendas, minutes, newspaper articles) before coming here. They will know ahead of time and if the Board does not listen to ACCJC they will be in trouble. But also keep in mind that an institution cannot get accredited without an active board. 

Mr. Henry suggested the idea of a Board Study Session to talk about intervention and what would happened if the Board does not start to make decisions based on data.

Mr. Henry will forward the budget development matrix and he will help us work through it.

The committee co-chair at this pointed ended the discussion and invited Mr. Henry to the next meeting (March 26). 

It again was recommended to add Mr. Henry as a regular agenda item to give a report to the PBC.

	It was suggested that a League Training for the Board might be a good idea.
Tom Henry will send a copy of the Variance Report that they are cleaning up.

Tom Henry suggested that a board member should be invited for next PBC meeting to hear a report on the current fiscal condition of the district.
Set up a Board Study Session
Tom Henry will be added as a regular item on the agenda to give a monthly report.

Mr. Henry will forward a budget development matrix.
	 

	IV. FON (Faculty Obligation Number) and Faculty Hiring
Vice Chancellor Allen
	Dr. Wise Allen explained how the district is in a critical situation financially. He stated that right now it is too early to make decisions about hiring new faculty and at this point no action can be taken on the recommendations regarding needed faculty positions that were made to the PBC.
Soon the District will have a cash flow problem. The district will not have payroll issues because we can use Measure A money if needed, but in the meantime Peralta needs to stop our spending until the books are balanced.
It is key right now that faculty, classified, and management work together as a team. 

We have a good team with MaryBeth Benvenutti trying to work through all the issues, but we need to have a strong structure. We need a fiscal structure where we can go and ask questions and get answers.  Dr. Allen stated that there are tough decisions ahead.
Committee members were asked to review the handout regarding the Faculty Obligation Number and that the obligation can be either a specific number or a percentage.

	
	

	V. Peralta Foundation Report
Alton Jelks
	This item was tabled for next meeting.
	
	Mr. Jelks will be invited to the March 26th PBC meeting to make a presentation on the Foundation.

	VI. Library System Request: Forwarded from the Technology Committee
· Discussion
· Recommendation
Co-chairs/Facilitators
	Evelyn Lord, representing the librarians from all four colleges, made the presentation to the PBC regarding the need to purchase a new Library System. 
The system currently being used by Peralta was purchased in 1998. 

It allows students to search the catalog online, to check-in/check-out  books, etc.
In 2007 the company that offers this system was bought out and as a result of the buy out the system has never been upgraded since 2007. There is an excellent option for upgrade. The company is local and this system is being used by a lot of public libraries. All four Peralta libraries are in agreement that this is the right choice.
The four libraries will be sharing the system. $10,000 (or less) is needed to hire a consultant to write an RFP and negotiate the contract. 

Hiring a consultant to write the RFP is standard practice for libraries. The librarians did research at the State level to find the consultant (Richard Boss) and also got great feedback from San Francisco City College. Librarians want to get a good system that works for the students.
It was asked if all colleges have concurred and if this has been taken to the Technology Committee? 
Yes, all colleges are in agreement that this is the best system for Peralta. This proposal has been taken to the district Technology Committee, which approved it to come to the PBC for action. 

It was stated that from the PBC this request will go to the Chancellor. The facilitators will draft a memo to ensure that approved items will move forward from the PBC and are presented in formal format to the Chancellor or any other body.

It was asked if this was taken at each college to the appropriate college committees. Evelyn Lord explained that this has gone to each college’s technology committee and even to SMT.
It was asked if the new system had been beta tested.
The system cannot be tested prior to migration of data from the current system. With libraries there’s a migration phase and that’s when you test the system. 

It was asked if the Librarians are sure that the current data can easily be migrated to this new system.

It was stated that - Yes, the company has a specialist that works on migration.
It was asked if this is a reasonable request for Measure A. Patricia Dudley requested an official Request Form for requests being brought to the PBC and the other committees. The facilitator asked for volunteers to form a subcommittee to work on the Request Form: Patricia Dudley, Gabriella Pisano, and Debbie Budd will work on this.

What would happen if this does get approved?

One of the servers at Laney College is “dying” and they might have to purchase a replacement, plus additional maintenance fees. We are looking at offering a quality experience to our students and we cannot do that with the current system.

This request is part of the institutional plan and it has gone through all the correct channels and we should move to approve their request.
Anita Black moved to approve the request and to move it forward to the Chancellor; Seconded by Karolyn van Putten

Abstain: Gabriella Pisano, Patricia Dudley, Tae-Soon Pak
Motion was pulled and Anita Black made a new motion:

Move to approve new library system, annual maintenance fees (which in the future will be covered by the maintenance fee for the existing system) , and consultant fees; Seconded by Bob Grill

A point of clarification was made with regard to Measure A Funds and the fact that it only covers the first year of maintenance.
The college librarians have talked to IT and the ongoing maintenance fee is already in the budget as the current system also has a maintenance fee.

Motion was passed unanimously.

The meeting facilitators made formal requests in writing, both electronically and hard copy, in order to obtain reports from the Peralta Foundation and Measure A Funds for this meeting. They will also send out notification to the Chancellor regarding all decisions taken by the PBC.
The question was raised about the Council’s chair and who will be conducting the meetings.

Debbie Weintraub is the co-chair, but she was unavailable for this meeting, and Joe Doyle as her alternate stepped in for today’s meeting.


	Patricia Dudley, Gabriella Pisano, and Debbie Budd will create a Request Form.
	Patricia Dudley and a subcommittee will draft a Request Form to be used by all PBIM committees.
(Dudley, Budd, and Pisano)
MOTION TO APPROVE THE NEW LIBRARY SYSTEM, ITS ANNUAL MAINTANCE FEE, AND CONSULTANT FEE.

PASSED UNANIMOUSLY. It will be forwarded to the Chancellor for action.

	VII. Measure A Report
Vice Chancellor Ikharo
	Dr. Ikharo could not attend this meeting, but he sent a report for the review of the Council. Please send questions for Dr. Ikharo to the facilitators and they will try and get the answers before the next meeting.
How much is allocated? What is the plan for Measure A spending?
When can we see the data that included all expenditures, encumbrances, and future outlay budget lines.

The student housing proposal – where is that allocation?  How does that fit into Measure A?

	
	Dr. Ikharo will be invited to make a Measure A report at the March 26th PBC meeting.

	Next Month:
· Tom Henry and the budget development matrix

· Measure A Report

· Foundation Report

· Unit Plan Priorities from Technology and Facilities Committees (campus facilities, equipment and technology needs)

· Review the Request Form
	
	
	

	VIII. Future Agenda Items:
	 Tom Henry Report, Peralta Foundation Report, Measure A Report, Approval of Request Form, Unit Plans, 
	
	

	Adjournment:
	 11:55am
	
	

	Next meeting: 
	March 26, 2010
	
	

	Upcoming meetings:
	March 26, April 23
	
	


Minutes taken:   Silvia Cortez
Attachments:  Faculty Obligation Number, PFC Balance Sheet (Jan 31, 2010), New Integrated Library System (2010), Need for Consultant to Write RFP (June 2009), Information System Consultants, RFP Estimated Costs (November 2009), UPDATED Need for Consultant to Write RFP, Measure A Report.
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