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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

these factors have contributed to the complex landscape of student recruitment, ret
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Workgroup Membership

Primary focus areas

Enrollment FTES Retention Persistence

Mostafa Ghous Academic Deans Romero Jalomo Marianne Fontes

Maria Ceja Student Affairs Deans Marianne Fontes Marina Martinez

Ben Grainger Jess Green Maria Ceja Debra Kaczmar

Gayle Pitman Ruby Garcia Kelly Locke Leti Contreras

Leti Contreras Layheng Ting

Secondary focus areas

Dual enrollment Adult learners FTIC Centers FT/PT

Ben Grainger Laura Zavala Marianne Fontes Mostafa Ghous Laura Zavala

Gayle Pitman Layheng Ting Lisa Storm Ann Wright Maria Ceja

Kelly Locke Ann Wright Dulce Montano Samuel Valdez Jason Hough

Ivan Pagan Graciano Mendoza Marina Martinez

Violeta Wenger

Gayle Pitman



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
t



Strategic Enrollment Management Goals and Targets

Overall
FTES and efficiencies

● Maintain total FTES at or above 7400 annually.

● Maintain average efficiency/productivity rates of at least 15 (FTES/FTEF) and 450 (WSCH/FTEF), with a stretch goal of 17.5

(FTES/FTEF) and 525 (WSCH/FTEF).

Course retention rates

● Increase and maintain course retention rates from 86% to 90% by 2027.

Momentum

● Increase completion of transfer-level math and English courses by degree-seeking students in the first year from 19% to 25%

by 2027.

Fall-to-spring persistence rates

● Increase overall fall-to-spring persistence rates from 68% to 72% by 2027, with a stretch goal of 75%.

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

● Develop and implement a comprehensive plan for the educational centers by the end of the 2024-2025 academic year.

● Ensure that total FTES applied to the King City Center is maintained at or over 500 annually.





Themes and Strategies
During the SEM planning process, six key themes emerged throughout our work.

Key strategies associated with these themes include the following:

Data
● Continue to build a data-informed culture so there’s a clear understanding of student enrollment patterns and population

trends in our service area to properly meet course and program demand.

● Develop data dashboards for deans and faculty to be able to track FTES, FTEF, fill rates, drop rates, and wait lists, both on the

main campus and at the educational centers.

● Using student enrollment, staffing





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 annu�
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what platform(s) we will use, and how we

will track the effectiveness of those

communications.

Through the Joint Deans and Directors

meetings and the Joint Academic Affairs

Success Council/Student Affairs Council,

identify clear strategies to Improve

communication and collaboration

between Academic Affairs and Student

Affairs, to ensure that academic deans

and instructional faculty are a



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.

Make improvements to Early Alert
process based on evaluation results.

Conduct a year-end evaluation.

Make improvements to Early Alert
process based on evaluation results.
Conduct a year-end evaluation.

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.

Continue implementation of a plan to

expand service schedules on the main

campus and at the educational centers to

include evening and weekend hours.

Continue implementation of a plan to
offer credit for prior learning for adult
students.

Develop a comprehensive Distance

Education plan that includes support

services and professional development.

Begin initial implementation of the
Distance Education plan.

Continue implementation of the Distance
Education plan.

Engage in initial evaluation efforts.

Connection

Conduct an initial assessment of the

implementation of Caring Campus.

Begin scaling up of Caring Campus efforts.

Explore the development of a Caring
Campus program for faculty.

Continue scaling up of Caring Campus
efforts.

Engage in initial development and
implementation of Caring Campus –



Develop and implement a regular
evaluation plan.

Faculty.

Share information with faculty about

course retention improvement programs,

and engage in conversations about what

that might look like at Hartnell College.

Engage in relational and intrusive

classroom practices that align with

Hartnell College’s Equity-Minded Rubric

for Teaching and Learning (Be Intrusive

and Be Relational).

Consider developing an SPA opportunity

beginning in Fall 2024 for a group of

faculty to develop and pilot a “reduce the

drop rate” program using these strategies.

Consider sending a team of people to

Odessa College’s Leadership Institute in

September 2024 to learn more about

drop rate improvement strategies.

Based on outcomes from the pilot effort,

make any necessary modifications to the

program, and develop a plan to bring the

program to scale.

Staffing

In conjunction with our onboarding

redesign efforts with Swim Digital, review
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student populations (including adult

learners).

By the end of Fall 2024, the Adult

Learners workgroup will make a series of

recommendations to the college

regarding staffing needed to support

adult learners.

Begin holding discussions within the

Academic Affairs Success Council, the

Academic �


