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Introduction 
Over the last several years, Hartnell College has faced significant enrollment challenges, largely due to the ongoing impacts of the 
COVID-19 pandemic, shifts in our community demographics, inefficient onboarding processes, and economic fluctuations. All of 



  
 Institutional Sustainability: Ensure the financial health and sustainability of the institution by managing enrollment in a way 

that balances revenue generation with providing the resources needed for a quality educational experience. 

  
 Data-Informed Decision-Making: 
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Process 
Fall semester 
August 29 - initial consultation with Academic Senate president regarding the need for an SEM plan 
September 18 - SEM institutional assessment conducted at Senior Leadership team meeting 
September 29 - SEM planning team meeting; environmental scan and Fall 2023 first census enrollments shared with the group 
October 2 -20 - SEM workgroups meet 
October 27 - SEM planning team reviews initial workgroup plans 
November 13 - Enrollment workgroup has initial meeting 
November 21 - Enrollment workgroup organizes draft plan 
December 7 - SEM planning team reviews and approves draft plan 
December 8 - SEM draft shared with Academic Affairs Success Council, Student Affairs Success Council, Hartnell College Council 
December 12 - SEM draft shared with Academic Senate 
 
Spring semester 
End of January - Office of Institutional Research will complete setting targets for each SEM goal.  
February 12 - final approval of SEM plan by HCC 
 

  

Lisa Storm
Senate Steering?

Gayle Pitman
Should it go to Senate Steering before the full Senate? We can build that in.

Lisa Storm
Senate is done meeting for the year so Senate Steering has authority until we resume in spring.  That is why I put that comment in!



Strategic Enrollment Management Goals and Targets  
 

Overall 
FTES and efficiencies 


· Increase FTES from x to y annually, and from x to y by 2027.  

· Increase average efficiencies from x to y by 2027.  

 
Course retention rates 


· Increase overall course retention rates from x% to y% annually, and from x% to y% by 2027.  

· Increase completion of transfer-level math and English courses by degree-seeking students from x% to y% by 2027.  

 
Fall-to-spring persistence rates 


· Increase overall fall-to-spring persistence rates from x% to y% annually, and from x% to y% by 2027. 
 
Representational equity 


· Ensure that by 2027, the district’s student population mirrors the demographics of our service areas.  
 

Specific Populations 
Course enrollments, FTES, and efficiencies at the educational centers 


· Increase FTES at the Alisal Center from x to y by 2027. 

· Increase FTES at the Castroville Center from x to y by 2027. 

· Increase FTES at the Soledad Center from x to y by 2027.  

· Increase FTES at the King City Center from x to y by 2027. 

· Increase average efficiency rates at the educational centers from x to y by 2027. 

 
High school dual enrollment 




· Increase high school dual enrollment FTES from x to y by 2027.  

· Increase the average number of units completed by high school graduation from x to y by 2027.  

· Increase the number of dual enrollment students who transition to college directly after high school graduation from x to y 

by 2027.  
 

First time in college (FTIC) students 

· Increase course retention rates for FTIC students from x to y by 2027. 

· Increase fall-to-spring persistence rates for FTIC students from x to y by 2027.  

· Increase fall-to-fall persistence rates for FTIC students from x to y by 2027. 

 



Laura Zavala
unclear on demand:  for courses? programs? in general?

Gayle Pitman
Both course and program demand. We can clarify that.

Laura Zavala
terminology: most employees are used to the term face-to-face..  which term is most appropriate.

Gayle Pitman
We can use face-to-face if that's the preferred terminology.

Laura Zavala
of our community? or prospective students?

Gayle Pitman
That's a better way to put it (either community or prospective students).

Laura Zavala
seems as same as the prior bullet point




· Identify and establish anchor and/or focused programs at the centers that meet regional needs, including Distance Education 
options and services, and that help contribute to Center identities.  
 

Communication 

· Identify and utilize mass communication platforms to nudge students, remind them of enrollment dates, and inform them of 

services available. 

· Improve communication and collaboration between Academic Affairs and Student Affairs to ensure that academic deans and 

instructional faculty are aware of and can share information with students about registration dates, financial aid dates and 
processes, and support services available.    
 

Student support services 

· Ensure that services are available when classes are offered (early mornings, evenings, weekends, online). 

· Create educational plans that allow students to complete in a timely manner. 

· Utilize the Early Alert program to connect students with services they need to improve retention and success.  

 

Connection 

· Establish a strong service culture by fully implementing the Caring Campus commitments. 

· Encourage faculty engagement in relational and intrusive classroom practices, aligned with the Equity-Minded Rubric for 

Teaching and Learning, to help reduce course drop rates and propel student momentum.  
 

Staffing 

· Identify staffing needs for adult learner populations.  

· Develop strategies for faculty staffing at the educational centers (including centers in job announcements, faculty rotations, 

etc.). 
 

  

Lisa Storm
Noncredit programs and dual enrollment should be given strong consideration because of the enhanced funding. Also, we used to allocate (not sure if this is the right word) DE FTES to KCC when Renata Funke was the South County Dean, so there is data on the effectiveness of this option.

Gayle Pitman
Yes to both noncredit and dual enrollment. And it's good to know that DE FTES have been allocated to KCC in the past, so this isn't a new idea.

Lisa Storm
Students can be reminded/informed of ZTC sections too.

Gayle Pitman
Definitely!

Lisa Storm
I think this can be reworded: "to enhance retention," instead of "to help reduce course drop rates." The way this is worded implies that course drop rates are faculty's "fault" in my humble opinion.

Gayle Pitman
I can do that. That's an easy change.



Timeline 
 

Spring 2024 Summer 2024-Spring 2025 Summer 2025-Spring 2027 

Data 

Monitor daily enrollments, FTES, and 
waitlists so we can compare our 
enrollments to the previous year, and to 
identify the need for adjustments in our 
SEM efforts.  
 

Continue to monitor daily enrollments, 
FTES, and waitlists so we can compare our 
enrollments to the previous year, and to 
identify the need for adjustments in our 
SEM efforts.  
 

Continue to monitor daily enrollments, 
FTES, and waitlists so we can compare our 
enrollments to the previous year, and to 
identify the need for adjustments in our 
SEM efforts.  

Update the Office of Institutional 
Research webpages to include the 
Hartnell College Environmental Scan, 
internally created data dashboards, and 
the Postsecondary Data Partnership 
dashboards.  
 
Develop a training schedule for how to 
use the dashboards effectively.  

Continue to offer trainings and workshops 
to help faculty, classified professionals, 
and administrators to be more data-
informed.  
 
Establish data coaching as one of the 
roles for  the Advisory Research 
Group/Data Team, and develop and offer 
training for group members to become 
effective data coaches.  

Continue to offer trainings and workshops 
to help faculty, classified professionals, 
and administrators to be more data-
informed.  
 
Begin implementation of a data coaching 
program, and conduct an annual 
evaluation at the end of each academic 
year.  

Begin the planning for conducting a needs 
assessment of adult learners and non-
traditional students in our service area.  

Conduct a needs assessment of adult 
learners and non-traditional students in 
our service area.  

Incorporate information from the needs 
assessment into the college’s scheduling 
and staffing strategy to meet the needs of 



 our adult learners.  

Scheduling 

Develop a plan and timeline for shifting to 
year-long course scheduling.  
 

Begin implementation of the one-year 
course scheduling process.  
 

Complete implementation of the one-
year course scheduling process, and 
conduct an evaluation of the 
effectiveness of the process.  

Within the FYE workgroup involved in the 
RP Group’s Leading from the Middle 
program, continue to explore what a 
comprehensive FYE program might look 
like.  

By the end of Fall 2024, make a clear 
decision whether to offer a required 
Summer Bridge and/or First Year 
Experience course, and what that course 
will be.  

Begin implementation of a 
comprehensive FYE program to start in 
Summer/Fall 2025.  

Using student enrollment, staffing, and 
fiscal data, establish and communicate 
clear scheduling parameters, including 
FTEF allocations, proportions of on-
ground vs. distance education offerings, 
and course cancellation guidelines.    

Begin planning course sequences and 
program pathways tailored to specific 
populations (such as “Six to 60 for part-
time students, dual enrollment course 
sequences themed by meta-major, or 
short-term, evening, weekend, and/or 
online sequences) that allow them to 
choose a major, maintain momentum, 
and complete in a timely manner.  

 

Begin implementation of these tailored 
course sequences within course 
schedules, and evaluate outcomes and 
achievement data at the end of each 
academic year.  

Begin conversations with local high 
schools to increase CTE and STEM dual 
enrollment. 

(ask Ben for input) (ask Ben for input) 





about registration dates, financial aid 
dates and processes, and support services 
available.   

Student Support Services 

Continue to engage in Early Alert efforts, 
and create an evaluation strategy to 
determine the impact on course retention 
and success rates.  
 

(ask Tracey and Carla for input) (ask Tracey and Carla for input) 

Convene an Adult Learners workgroup to 
explore potential outreach and 
recruitment strategies, staffing needs, 
credit for prior learning opportunities, 
and support services needed.  
 

Develop and begin implementation of a 
plan to expand service schedules on the 
main campus and at the educational 
centers to include evening and weekend 
hours.  
 
Develop and begin implementation of a 
plan to offer credit for prior learning for 
adult students. 

 

As part of a larger Distance Education 
plan, begin discussing the interest in and 
feasibility of establishing Distance 
Education hubs in North County 
(Castroville) and South County (King City), 
where students enrolled in online courses 

(ask Tina and Carol for input) (ask Tina and Carol for input) 

Lisa Storm
ADJ offers a waiver of 12 units (ADJ 1 plus three electives) for those who have graduated from the POST basic academy.  This helps working law enforcement/corrections officers to get their Degree or Certificate more efficiently and they then earn a raise.



can come to the centers to access 
computers and internet, receive tech 
help, and receive other student support 
services. 
 

Connection 

Conduct an initial assessment of the 
implementation of Caring Campus.  
 

  

Share information with faculty about 
course drop rate improvement programs, 
and engage in conversations about what 
that might look like at Hartnell College. 





be developed. Lastly, the plan needs to 
include strategies for faculty staffing. 
 
 


