
PERALTA COMMUNITY COLLEGE DISTRICT 
 

CBT Phase II:  Focus on Centralized and Decentralized Services 
 

Background 
 
The Collaborative Brain Trust (CBT) was engaged by PCCD in February 2019 to 
provide Fiscal Improvement Plan Services to the District.  During the Discovery 
Phase in Spring 2019 one area of concern that emerged was the possible need for 
revision of the PCCD Delineation of District and College Services and Functions, last 
updated January 22, 2019.   Listening sessions revealed that there may be gaps, 
overlaps, and/or lack of clarity of how these services and functions actually operate 
in practice.  The result of this in some areas is ineffectiveness and/or inefficiency, 
and a possible negative impact on enrollment and students.  In response to this 
concern, a focus on this area was included in Phase II of the project, to provide some 
continuous improvement for this area. 
 
Approach 
 
CBT has begun its work on this area, and has outlined the below approach and 
timetable to provide support for continuous improvement to the delineation of 
services and functions, both in practice and in the communication of such.   The 
result of this work, it is hoped, will support “The Four Cs” articulated in Phase I of 
the project:  
 

Communication  Cooperation  Coordination  Collaboration 
 

The expected outcome and focus of this improvement is enhanced services to 
students, increased enrollment, and a positive fiscal impact on the District. 
 
It is CBT’s intent to provide support for establishing a quality process for review of 
the PCCD Delineation of District and College Services and Functions, and that such a 
process results in meaningful change, and builds institutional capacity for 
approaching this complex topic.  CBT believes that the process should be inclusive, 
and that a test case provides an opportunity for a “win” for all involved - a sense of 
accomplishment - and a transparent path forward for continuous improvement.  It is 
also consistent with ACCJC’s standards for multi-college districts. 
 
CBT has reviewed all input that has been provided by the four colleges and district 
services in their review of the published PCCD Delineation of District and College 
Services and Functions, last updated January 22, 2019.   This input includes (a) 
feedback from the College Councils, faculty, and staff during Spring 2019; (b) 
listening sessions conducted Spring 2019; (c) input from the August 2019 Summit; 
and (d) feedback from the College Presidents and Vice Chancellors. 
 
 



The steps and timeline below are recommended for a transparent, conscientious 
approach, with meaningful review and continuous improvement. 
 
September/October   
• Identify a PCCD participatory work group that will focus on this project with 

CBT. 
• Develop narrative to accompany the PCCD Delineation of District and College 

Services and Functions document that will define and clarify such terms as  
“Primary”, “Secondary”, and “Shared”; provide for review by and feedback from 
the work group. 

• Develop a draft matrix or “rubric” that displays the indicators of effectiveness of 
centralized, decentralized, and shared services that are working optimally, for 
review by the work group. 

• Develop a template that can be used to review, refine, and clarify key 
services/functions – i.e. a “Focused Report” to share with the work group; 
components of the template could include such sections as background 
information, state and/or federal regulatory language to be mindful of, reference 
to any applicable PCCD Board Policies and Administrative Procedures (BPs and 
Aps), and how the delineation best serves students and the District.  

• Identify a key area that emerged through input from PCCD constituents as an 
area to use to test the template.  [Note: the key area that arose is Financial Aid.] 

• Develop a Focused Report on Financial Aid for review by the work group. 
 
October/November: 
• Workgroup reviews the narrative, matrix/rubric, and template described above 

and provides feedback; CBT makes refinements to these based on feedback. 
• Work group reviews the draft report on Financial Aid and provides feedback on 

both the content and format of the test case template; CBT makes refinements to 
the document based on feedback. 

 
November/December: 
• Recommendations for change in the area of Financial Aid are provided to the 

Chancellor for review and approval; any recommendations requiring Board 
authorization are submitted for Board review. 

• Results of the test case – Financial Aid – serve to inform the process for 
reviewing further key areas. 

• The status of this work is shared with the Board in CBT’s Phase II progress 
report. 

• A second key area is initiated for study, with a timeline, in the same fashion with 
the template that has been revised from the Financial Aid test case. 

 
Spring Semester 2020 
 
• Other key areas of the PCCD Delineation of District and College Services and 

Functions that emerged as requiring review are prioritized, and a timeline is 
developed for their review to proceed with the newly established process. 


