
City College of San Francisco Strategic Enrollment Plan 
By Interim VCAIA David Yee and VCSA Dr. Lisa Cooper-Wilkins 

Draft Version 2.1 

1.Executive Summary 

Strategic Enrollment Management (SEM) is a concept and process that enable the fulfillment of the 
institution’s mission and students’ educational goals. In practice, the purposes of SEM are achieved by:  

• Establishing comprehensive goals for the number and type of students needed to fulfill the institutional 
mission; 

• Promoting students’ academic success by improving access, transition, persistence, and graduation; 

• Promoting the institution’s commitment to equity by working to close equity and opportunity gaps 

• Promoting institutional success by enabling effective strategic and financial planning; 

• Creating a data‐rich environment to inform decisions and evaluate strategies; 

• Strengthening communications and marketing with internal and external stakeholders; and 

• Increasing collaboration among departments across the campus to support the enrollment program. 

Source: Bontrager, B. and Pollack, K. (2009). Strategic Enrollment Management at Community College, from 
Applying SEM at the Community College 

The overarching goal of Strategic Enrollment Management is to develop and support a sustainable college-
wide integrated system that maximizes student access and success, with an added emphasis on the success of 
students from historically underserved populations. Furthermore, this system creates fiscal stability, and allows 
the college to anticipate scheduling needs. SEM is a college-wide responsibility, and its success depends on all 
college departments and offices working in a coordinated fashion to identify enrollment goals that not only 
align with our mission, Education Master Plan, and resources but also align with both the College’s and 
California Community Colleges Chancellor’s Office plans. Intentionally created opportunities to support 
enrollment management are critical to long-term SEM success. 

This plan is a living document, not an exhaustive list of strategies, as enrollment is dynamic, and planning must 
remain responsive to the ever-changing environment and receptive to students’ varying needs. The purpose of 
the SEM Plan is to articulate planning objectives and strategies in support of the College’s Vision and Mission 
and strategic priorities within the Education Master Plan. 

California Community Colleges continue to face heightened challenges as they continue to move forward in a 
post-pandemic environment. Consistent with nationwide trends, the California Community College system also 
has experienced significant enrollment declines, while also facing increasing financial obligations. The Student-
Centered Funding Formula (SCFF) is designed to shift funding away from a strictly enrollment-based formula. In 
addition, several districts face a “fiscal cliff” in 2025-26 when a key hold harmless provision related to SCFF is 
scheduled to expire. The SCFF apportionment model was adopted in the 2017-18 Budget Act and is aligned to 
Vision 2030 goals. The SCFF consists of three primary calculations. The California Community Colleges State 
Chancellor’s Office Defines as follows:  
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• A base allocation, which largely reflects enrollment.  

• A supplemental allocation based on the numbers of students receiving a College Promise Grant, 
students receiving a Pell Grant and students covered by AB 540.  

• A student success allocation based on outcomes that include the number of students earning associate 
degrees and credit certificates, the number of students transferring to four-year colleges and 
universities, the number of students who complete transfer-level math and English within their first 
year, the number of students who complete nine or more career education units and the number of 
students who have attained the regional living wage.  
 

By optimizing SCFF revenues while also focusing on increasing the number of students served, the College will 
be able to alleviate some of the financial pressures it currently faces while also improving our students’ 
experience.  

This plan focuses on the student experience as we serve a broad community of students, particularly related 
to. recruitment, retention, completion and partnerships. The SEMP workgroup established goals using 
information from prior college documents. Common themes emerged that resulted in the College identifying 
the need to serve specific populations that include dual enrollment students, formerly, currently, and juvenile 
system impacted students, and older adults, among others. In addition, key strategies embedded in Credit for 
Prior Learning, Career Technical Education, Completion efforts, Adult Education, Free City, and marketing 
emerged as promising features of SEM to increase enrollment.  

The college engages in many practices and activities that already contribute to enrollment management and 
will continue to be facilitated by operational areas of the college such as marketing, outreach, and student 
services. However, as this plan is a living document, the Enrollment Management Committee will develop 
additional ideas and refinements over the next year and half of this document’s life.  

2. Institutional Context   

2.1 Background 

CCSF has not had a Strategic Enrollment Plan (SEMP) since the prior Enrollment Plan 2016-2018.   After 
Chancellor Bailey appointed an Interim Vice Chancellor of Academic and Institutional Affairs (VCAIA), the 
Chancellor tasked that individual and the Vice Chancellor of Student Affairs (VCSA) to develop a SEMP in 100. 
That work has been grounded in the CCSF Enrollment Management Committee (EMC), a standing committee 
of the Participatory Governance Council (PGC).  EMC formed a workgroup to draft an inclusive enrollment 
management document that aligns with the District’s mission, addresses enrollment challenges, as well as sets 
the stage for meaningful enrollment and retention outcomes.   
Prior to this development effort, the EMC had approved an Enrollment Management Plan in Spring 2018, but 
that plan was never approved by the BOT. The EMC had maintained a spreadsheet that tracks various 
strategies for enrollment growth. The current SEMP builds on that work, embodied in the actions listed in 
Section 5. Other efforts that informed this SEMP included the findings of the Retention and Enrollment Task 
Force, the Education Master Plan,  and the experience of the two teams that attended the Enrollment 
Management Academy at the University of California at San Diego in the summers of 2023 and 2024. The 
CCCCO Vision 2030 (which builds upon and expands the Vision for Success) also informed these efforts. The 
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seven core commitments of the Vision for Success are designed to reframe how California Community Colleges 
are structured and behave, putting the student experience front and center.  In addition, the Student-Centered 
Funding Formula (SCFF) provides additional dollars when students reach specified educational milestones and 
outcomes, plus an additional funding bump when higher-needs students reach these milestones. 

2.2 Alignment with the College’s Mission and Vision 

The SEMP will support attainment of the College’s mission and vision: 

CCSF Mission. Consistent with our Vision, City College of San Francisco provides educational programs and 
services that promote student achievement and life-long learning to meet the needs of our diverse 
community. 

Our primary mission is to provide programs and services leading to 

• Transfer to baccalaureate institutions; 

• Associate Degrees in Arts and Sciences; 

• Certificates and career skills needed for success in the workplace; 

• Basic Skills, including learning English as a Second Language and Transitional Studies. 

In the pursuit of individual educational goals, students will improve their critical thinking, information 
competency, communication skills, ethical reasoning, and cultural, social, environmental, and personal 
awareness and responsibility. 

In addition, the college offers other programs and services consistent with our primary mission as resources 
allow and whenever possible in collaboration with partnering agencies and community-based organizations. 

City College of San Francisco belongs to the community and continually strives to provide an accessible, 
affordable, and high quality education to all its students. The College is committed to providing an array of 
academic and student development services that support students’ success in attaining their academic, 
cultural, and civic achievements. To enhance student success and close equity achievement gaps, the college 
identifies and regularly assesses student learning outcomes to improve institutional effectiveness. As a part of 
its commitment to serve as a sustainable community resource, our CCSF mission statement drives institutional 
planning, decision making and resource allocation. 

CCSF Vision. CCSF shall provide a sustainable and accessible environment where we support and encourage 
student possibilities by building on the vibrancy of San Francisco and where we are guided by the principles of 
inclusiveness, integrity, innovation, creativity, and quality. 

Empowered through resources, collegiality, and public support, the college will provide diverse communities 
with excellent educational opportunities and services. We will inspire participatory global citizenship grounded 
in critical thinking and an engaged, forward thinking student body. 

2.3 Recent Enrollment Trends 

As evident in the figure below, while the number of students enrolled remains below pre-pandemic levels, the 
College has seen year-over-year increases since 2022-2023 for both credit and noncredit.  The FTEF (amount of 
classes offered) has followed a similar trend. 

 



Annual student headcount and full-time equivalent faculty in credit and noncredit from 2019-20 to 2023-24 

 

Data Table: Annual student headcount and full-time equivalent faculty from 2014-2015 to 
2023-24 

Academic Year  
Credit  

Headcount 

Credit  

FTEF 

Noncredit 
Headcount 

Noncredit 

FTEF 

2014-2015 36,179 1,223.2 27,220 369.3 

2015-2016 36,262 1,301.7 25,500 360.8 

2016-2017 35,026 1,255.3 24,505 350.9 

2017-2018 40,444 1,293.1 24,094 347.0 

2018-2019 41,142 1,280.7 23,246 340.9 

2019-2020* 35,622 1,117.4 19,182 282.2 

2020-2021* 26,346 998.8 * 186.7 

2021-2022* 25,342 922.5 * 188.4 

2022-2023 26,584 827.4 12,104 147.6 

2023-2024 27,315 846.3 13,314 162.3 

* On March 13, 2020, day 61 of the Spring 2020 term, CCSF moved to remote instruction to comply with the 
stay-at-home order enacted by the City of San Francisco. Noncredit and overall headcounts for 2020-21 and 
2021-22 are incomplete due to the changes and challenges in data collection during the COVID-19 pandemic. 

Source: CCSF Office of Research & Planning, Annual Headcount Fact Sheet, August 2024 and Argos Productivity 
Datablock, November 2024 
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3. Document Development and Stakeholder Engagement 

3.1 Document Development 

The Strategic Enrollment Management Plan (SEMP) was developed by a workgroup consisting of 
Enrollment Management Committee (EMC) members, participants of the Enrollment Management 
Academy (EMA), and other members of the college community. 

The EMC and EMA identified four focus areas—Outreach and Recruitment, Retention, Partnerships, 
and Completion—in line with the State Chancellor's Vision 2030/Vision for Success. Alignment with 
Vision 2030/Vision for Success creates alignment with the Student-Centered Funding Formula (SCFF), 
which in turn opens avenues for increased revenue while prioritizing student success and the student 
experience. The SEMP workgroup split into four teams, each dedicated to one of these focus areas.  

Using the Enrollment Management Plan from 2018, priorities developed by the Enrollment 
Management Committee in Academic Year 2023-24, and the work of the Retention and Enrollment Task 
force, each team used these resources as a foundation and created goals, strategies and a timeline for 
implementation.  

Final workgroup recommendations served as the template for the main document.  

3.2 Stakeholder Engagement and Timeline for Adoption of the SEMP 
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The Academic Senate, Classified Senate, Associated Students, and the Department Chair Council 
have all received presentations informing them of the creation of an SEMP in 100 days as well as 
the focus on the four areas that revolve around the student experience.  A process for collecting 
feedback was established and widely shared; feedback was carefully considered and 
implemented to the extent possible. The table below provides more information about the 
initial and ongoing communications related to the SEMP. 

4. Building a Student-Focused Enrollment Framework 

Community colleges serve as a crucial gateway to higher education and career opportunities for 
a diverse population of students. Community colleges strive to provide tailored support 
services, flexible scheduling, and affordable tuition, making education accessible to those who 
might otherwise be unable to pursue it. A student-centered approach fosters a supportive 
learning environment where individuals can thrive academically and personally. By addressing 
the unique needs and challenges of their student body, community colleges can enhance 
retention and graduation rates, ultimately contributing to the success and well-being of the 

 

Aug 19, 2024 Initial discussion of SEMP in 100 days  

Sept 5, 2024 Creation of Workgroup under the EMC 

Oct 24, 2024 On-going update of SEMP to Academic Senate, Administrators Association, 
Associate Students Council, Classified Senate, Department Chair Council as well 
as EMC 

10/31/24 EMC 1st Read of SEMP 

10/31/24 Presentation of SEMP to Chancellor 

11/6/24 Academic Senate 1st Read 

11/7/24 PCG 1st Read  

11/20/24 Academic Senate 2nd Read 

11/21/24 EMC 2nd Read 

11/21/24 PGC 2nd Read 

12/5/24 BOT 1st Read 

1/16/25 BOT 2nd Read 
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community as a whole. With this in mind, the workgroups focused on efforts that would affect 
recruitment, retention, completion and partnerships. 

 
This strategic enrollment management (SEM) plan functions as a living document that is flexible 
and adaptable, allowing it to evolve with changing circumstances such as shifts in student 
demographics and economic conditions. It relies on data-informed decision-making, 
incorporating real-time analytics to address emerging challenges and opportunities promptly. 
Stakeholder engagement is crucial, with continuous input from faculty, staff, students, and 
community members, thereby ensuring the plan reflects diverse perspectives and needs. Clear 
goals and metrics, along with a comprehensive communication strategy, keep all stakeholders 
informed and aligned. Resource allocation will strategically support the plan’s priorities, and a 
commitment to continuous improvement promotes the plan’s continuing effectiveness and 
responsiveness to new insights and feedback. This dynamic approach will help the College 
attract, retain and support students effectively. 

5. Enrollment Management Goals, Key Populations, and Existing Strategies 

5.1: The workgroups and their goals 

The four workgroups populated spreadsheets that built upon ideas for enrollment growth from 
other college documents and plans.  The spreadsheets for each workgroup are in Appendix B. 
The four workgroups came up with the following goals for each area: 

Recruitment 

• Goal 1 - Build awareness and knowledge of CCSF programs in the community 

• Goal 2 - Grow the number of applicants to CCSF 

• Goal 3 - Increase the number of students successfully enrolling in CCSF classes 

Retention 

• Goal 1 - Enhance the College’s environment as well as services and supports that 
improve students’ safety, well-being and sense of belonging 

• Goal 2 - Enhance student engagement and integration with the college 

• Goal 3 – Implement academic/classroom strategies 

• Goal 4 - Improve retention rates (students staying in class through end of semester) AND 
persistence (students continuing from one semester to the next) 

Completion 

• Goal 1 - Increase student graduation and transfer rates 

• Goal 2 - Improve student persistence and engagement 

• Goal 3 - Increase collaborations between Student Affairs and Academic and Institutional 
Affairs (intra and inter departments) 

Partnerships 
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• Goal 1 – enhance and grow partnerships with SFUSD (dual enrollment, credit recovery, 
Frisco Day, etc.) 

• Goal 2 – Expand partnerships with City and County of SF (ISA’s, Apprenticeships, Free 
City, City University) 

• Goal 3 - Develop a strategic process and plan related to Community-Based Organizations 
(CBO) 

• Goal 4 – expand partnerships with Industry (Extension, Contract Ed, Apprenticeships, 
Internships, etc.) 

5.2: Key Populations: 

The following table is a non-exhaustive summary of the populations for whom the College can 
expand services, the partnerships that would support that expansion, the needs of those 
populations/partnerships, the services that would benefit those populations, and data 
indicators.  

Population Partnership Needed Needs Services Information to 
gather 

High school 
(dual and 
concurrent 
enrollment) 

SFUSD, Charter 
School, and home 
schooling 

Curriculum 
Alignment 

Support services like 
counseling 

Data to track 

Adult 
System 
Impacted 

• SF Juvenile 
Probation, 

• SF Public 
Defenders Office, 

• SF Juvenile Hall, 
• SFUSD, 
• Community Based 

Organizations 
that support 
students out in 
the community.  

• Social Workers 
• Behavioral Health 
• Parole 
• Re-Entry Center 
• Transitional 

Homes 
• Project Rebound 
• Underground 

Scholars 

• Access to 
reserve 
seats on 
campus 

• workshops 
and events 
tailored to 
population. 

• Tutoring 
support at 
Center  

• Center to be 
open M-Th 

• Dedicated 
staff 
working in 
the Center 
to support 
students 
with 
application, 

• Counseling 
• workshops and 

events tailored to 
population. 

• Tutoring support 
at Center  

• Center to be open 
M-Th 

• Dedicated staff 
working in the 
Center to support 
students with 
application, 
general 
questions, 
registration, 
counseling etc.  

• Marketing and 
outreach support 
of program.  

• Retention 
specialist/ 
support 

• Case 
Manageme
nt System 

Tracking- 
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• Drug and Alcohol 
Programs 

 

general 
questions, 
registration, 
counseling 
etc.  

 

• More staff to 
support program 
and student's 
needs.  

• More awareness 
on campus about 
center and 
services offered. 

 

Juvenile 
System 
Impaced  

• SF Juvenile 
Probation, 

• SF Public 
Defenders Office, 

• SF Juvenile Hall, 
• SFUSD, 
• Community Based 

Organizations 
that support 
students out in 
the community.  

• Social Workers 
• Behavioral Health 
 

• In-Person 
instruction 
at Juvenile 
Hall 

• Academica 
Services 
Counseling 
services on 
site 

• DSPS 
Services 

 

• Retention 
Services 

• Tracking system 
•  Support Services- 

DSPS 
 

• Retention 
specialist/ 
support 

• Case 
Manageme
nt System 

Tracking 

Older Adults • Community 
organizations 

• Expand 
existing 
Offerings 

• Outreach  • Needsasses
sment 

 

5.3 Existing Strategies 
The College is already engaging in a number of initiatives that hold promise for growing 
enrollment. These initiatives focus on Credit for Prior Learning, Career and Technical Education, 
Student Completion, and Noncredit Adult Education, Free City and Marketing, described below. 

5.3.1 Credit for Prior Learning 

Title 5 55050 Credit for Prior Learning (CPL) was updated in March of 2020 to make CPL more 
equitable access to working adults and veteran students. Data shows that students are more 
likely to stay and complete degrees or certificates when they are able to receive credit for their 
prior learning. The City College of San Francisco Board of Trustees passed Board Policy 6.30 
(Credit for Prior Learning) on December 10, 2020, which establishes the credit for prior learning 
policy and recognizes the role of the Academic Senate to implement the policy. The 
accompanying Administrative Procedure 6.30 details the eligibility criteria, acceptable methods 
of evaluation, and procedures for awarding credit for learning that took place outside of the 
traditional college classroom. The CPL petition can now be found on our dedicated website at 
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www.ccsf.edu/cpl as well as detailed information about the CPL process, information for 
students, faculty, and staff. An FAQ's page is available for students interested in seeking CPL.  A 
course list captures those courses that have been approved for CPL and is updated regularly. 
This list identifies which types of CPL are available for the course (ex. Military transcript review, 
industry recognized credential, student-created portfolio, credit by exam, etc.). In February 
2024, the College updated AP 6.30 to remove a potential barrier to CPL by clarifying that, for 
the purposes of CPL, a Pass/No Pass grade is transcribed.  

Faculty training. Credit for prior learning is a faculty-led process. A faculty CPL coordinator was 
appointed at 0.2 FTE release time in Fall 2023 and joined the statewide MAP and CPL 
collaborative to align CCSF courses with existing credit recommendations from the American 
Council on Education (ACE). CCSF was in the 2023-24 MAP cohort, utilizing this technology to 
streamline the review of military joint services transcripts (JSTs) by teaching faculty and 
counseling faculty. A dedicated CCSF counselor was added to the team in Fall 2024 and a 
dedicated email for CPL is monitored by admissions, faculty, and counselor as student requests 
enter this main contact point (cpl@ccsf.edu).  

Three FLEX day professional development sessions on CPL were completed (October 2023, 
March 2024, October 2024) to provide updated information on CPL and seek input from the 
college community. A planned FLEX day in March 2025 will focus on CPL for veteran students.  

We continue to work with faculty to develop course crosswalks and identify prior learning 
assessment tools.  

Student Awareness Campaigns. In Spring 2024, veteran students received an email encouraging 
them to request their official JST and submit for transcript evaluation. The CPL website and 
email were launched and a notification to the Associated Students is planned for Fall 2024 in 
time for Spring 2025 registration for classes.  

Partnerships with Employers. CCSF awarded 29 units of CPL to a San Francisco Police 
Department (SFPD) officer in December of 2023 based on a combination of professional training 
(portfolio) and industry recognized credentials. This opened an opportunity to other SFPD 
officers who wish to have their professional training transcripts evaluated for credit toward a 
certificate or degree. Public safety and EMS personnel benefit from the degree by enhancing 
promotional opportunities and gainful employment. We are currently working with local 
partners such as the SFPD and SFFD to provide CPL in the pathway to a degree. Other potential 
partners are in the construction and automotive trades, local businesses, and healthcare 
providers.  

Streamline processes. There are several ways we are working on a streamlined process:  

The centralized contact points: website and email to which students can be directed.  
Key personnel: CPL faculty coordinator and counselor to help students navigate the process 
Admissions and records procedures: the CPL petition, uploading of the official military JST into 
the statewide MAP system for faculty, counselor, and AO review.  
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Key Initiatives in Career Education. CCSF formed a Strong Workforce Program (SWP) Taskforce 
in Fall 2023 that included over 20 faculty, staff, and administrators. The primary charge of the 
Taskforce was to develop recommendations for the new SWP four-year strategic plan for 2024-
2028. The Taskforce had four meetings throughout the 2023-24 academic year to provide input, 
guidance and feedback to shape the SWP plan. This included: developing a SWOT analysis, 
brainstorming potential strategies for the plan, exploring Career Education student success 
outcomes, reviewing pertinent labor market information, exploring best practices, and input 
from faculty, staff, students, employers, and community-based organizations. See SWP Strategic 
Plan 2024-2028 for details, which includes a summary of recommendations from student focus 
groups.  

The goals for the new SWP plan were developed by building on the existing goals for the 
established SWP plan, the Education Master Plan, and the California Community Colleges Vision 
2030 goals. The SWP goals were refined to continue to center on equity and enhance the topic 
of work-based learning. One of the four goals focuses on increasing CTE student enrollment, 
success and completion with explicit strategies in closing historical equity/opportunity gaps. 
This aligns well as a key initiative of the Strategic Enrollment Management Plan.  

Based on the input and guidance from the SWP Taskforce along with the feedback provided by 
CCSF internal and external stakeholders, the priorities listed below were identified and updated 
to align with the Strategic Enrollment Management Plan:  

• Develop and promote quality short-term stackable credential programs and career pathways 
in partnership with employers that meet regional labor market demand and create better 
access for historically underrepresented populations 

• Develop and implement an outreach plan for community partnerships with CBOs, human 
service agencies, employers, labor, and workforce partners to increase adult student Career 
Education enrollments at CCSF  

• Enhance the student onboarding and retention process for Career Education students to 
connect students with appropriate resources  

• Increase access and support for dual enrollment career education opportunities at CCSF that 
lead to equitable outcomes and regional career pathways  

• Increase the number of apprenticeships, paid internships, instructional agreements, and 
other work-based learning opportunities in new and emerging industry sectors and 
occupations, in partnership with businesses, city departments, and labor organizations. 

• Enhance employer partnerships by developing a cohesive and streamlined business and 
industry approach including Career Services, Career Education, Contract Education and 
other CCSF units that interface with employers. This will include strengthening advisory 
boards with industry leaders to keep CTE programs current.  

Implementing these priorities can positively impact the student success metrics supporting 
Career Education enrollments, momentum points (i.e., 9 CE credits or completed noncredit or 
workforce preparation course), certificate and degree completion, employment in field of study 

https://www.ccsf.edu/sites/default/files/2024/document/swp-final-strategic-plan-2024-2028-w.pdf
https://www.ccsf.edu/sites/default/files/2024/document/swp-final-strategic-plan-2024-2028-w.pdf


and wage increase. As part of these efforts, CCSF will continue to invest in state-of-the-art 
facilities and equipment for CTE programs, and the college will also offer ongoing professional 
development opportunities for CTE instructors to stay current with industry trends. These 
institutional efforts through the aligned Workforce Strategic Plan and Strategic Enrollment 
Management Plan should help stabilize or grow enrollments at CCSF while also improving 
retention efforts for existing students leading to credential completion and a direct path to 
careers with economic mobility.  

 
5.3.3 Student Completion Efforts 

The College is currently implementing several efforts aimed at supporting student completion. 
These focus on counseling and mentorship, financial support, timely completion, and course 
offerings as described below.  

Counseling and Mentorship. Counseling and student mentorship programs guide students 
through their academic journey. The mentorship initiative connects students with alumni and 
other mentors, providing hands-on experience, networking, and social capital development. 
Through a tech-enabled platform, students gain access to real-world tools and technologies. 
Peer-to-peer mentorship further complements this, creating a supportive space where students 
receive guidance from relatable peers who understand their challenges. This collaborative 
learning environment boosts confidence, accelerates learning, and increases retention by 
fostering a sense of belonging. These efforts align CCSF’s programs with the demands of the 
modern workforce, attracting students and strengthening enrollment management. This 
collaboration between Student and Academic Affairs (Counseling and Career Services) 
exemplifies cross-partnerships that maximize resources across divisions, removing redundancies 
and streamlining processes.  

 
Financial Support: Financial Aid primary target is to increase Pell recipients by 5% on each 
academic year. Since the COVID-19 pandemic the Financial Aid office has focus on hosting a 
series of FAFSA workshops, target students who have been selected for additional income 
verification by the Department of Education, hosted workshops to equity populations, primarily 
in the retention programs such as EOPS, CalWORKs, Former foster Youth, former, and 
Undocumented students. We have met are target goal to increase Pell numbers by 5% since the 
22-23 academic year 
 
Financial Aid specialist have been assigned to the college retention programs with the most 
vulnerable student population to provide direct Financial Aid support. These student 
populations consist of first generation attending college, academically and financially 
disadvantage. 
 
The Financial has put together FAFSA campaigns by doing email campaigns targeting 9582 
students, participate in the CBO summit and trained our partners, partner with SFUSD (planning 
to assigned Financial Aid Specialist to each HS), participates in the All-in-One day event,   host 
Financial Aid awareness week at the Centers, host workshops internally to Foster Youth, EOPS 
students, CalWORKs, City DREAM, and classroom presentation. 
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Implemented Scholarship Universe Platform to increase the total number of scholarship 
applicant and recipients. 
 
We track all our events and targeting goal with our Financial Aid dashboard.  Please click on the 
link below for your reference. You will see the comparison of us tracking the last 5 years 
 
https://docs.google.com/spreadsheets/d/1kOKFXoKKn3UW0EEhzOWfVyfDnXctSFGqjy06BEMM
Yi4/edit?gid=1365148680#gid=1365148680 
 
Timely Completion: The Completion Center auto-award process, supporting students’ 
completion of transfer-level English and Math, and campaigns to encourage students to 
complete their degrees and certificates can all enhance timely completion. The Completion 
Center not only performs routine admin tasks such as “Auto-Petition” to process students’ 
completion per semester, but it is also a vital resource in supporting students' academic and 
career aspirations. It employs targeted campaigns like “Math and English GPS,” "Close to 
Completion," "Degree Works-Academic GPS," and "Declare Your Major" to drive student 
progress and degree or certificate completion. These tech-enabled initiatives identify students 
near graduation, recognize relevant past experiences for credit, and encourage clear academic 
pathways, making it easier for students to achieve their goals efficiently. By promoting faster, 
tailored completion options, the Center also boosts institutional revenue through increased 
completion of SCFF-qualified programs, making it a strategic asset in enrollment management 
and financial sustainability. 

Course offerings:  
- Identify programs that bring in revenue under the Student Centered Funding Formula 

(SCFF). 
- Develop a set of program vitality markers, and identify programs in need of 

revitalization. 
- Offer flexible scheduling options such as part-of-term, evening and weekend, as well as 

online to accommodate diverse student needs. 
 
5.3.4 Non-Credit  

Noncredit courses in California community colleges are designed to provide accessible education 

without the burden of enrollment fees (for more information, please see CCCCO website on noncredit 

curriculum and instruction). These courses cover a wide range of subjects, including English as a 

Second Language (ESL), basic skills, and vocational training.  Students do not receive college 

credit or official grades for these courses, but these courses can help individuals achieve 

personal, academic, and   professional goals. Noncredit courses and programs provide a bridge that 

helps students transition to credit courses.  

Coming out of the pandemic, the College faces an important opportunity within noncredit areas to 

evaluate current service delivery and identify options for expanded reach and impact. To that end, the 

College has engaged WestEd to conduct an adult education needs assessment, which will help identify 

areas for growth.  
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Key questions that WestEd will consider and explore during the needs assessment process include how 

CCSF can update, streamline, and strengthen current programs, curriculum, and student services in 

response to:  

• Current and future changes in the workforce  

• Identified gaps in service delivery to current and potential Adult Learners  

• Ongoing innovations in educational service delivery (hy-flex, hybrid, mobile platform, time of day 
offering, etc.)  

This study will inform the creation of the San Francisco Adult Education Consortium’s three-year (2025-

2028) plan. The three-year plan is a mandated planning process per the Education Code for all CAEP-

funded agencies. The three-year plan is intended to be an inclusive planning process that builds on 

stakeholder input to address the following program objectives:  

• Address Educational Needs  

• Improve Integration of Services and Transitions  

• Improve Effectiveness of Services  

In turn, and in the context of the SEMP, CCSF will leverage the three-year planning process to implement 

strategies for engaging and retaining adult learners who can benefit from the programs but have not 

been engaged and/or historically participating.  

One area the College will certainly focus on is expanding Career Development and College Preparation 

(CDCP). The College receives enhanced funding for students completing programs that are recognized by 

the State Chancellor’s Office as CDCP. Thus, identifying and implementing more CDCP opportunities will 

likely be a key contributor to enrollment growth.    

 
5.3.5 Free City College Program  

In 2017, the voters passed a measure to offer residents of the City and County of San Francisco 
a tuition-free college education, regardless of income, age, or academic standing. 
Collaboratively implemented by the City and City College of San Francisco (CCSF), the Free City 
program seeks to make postsecondary education attainable for those living in one of the most 
expensive regions of the United States (see sidebar).  
 
This 2023-2024 annual report on Free City participation takes a fresh look at the program’s 
successes and future opportunities. During this period, CCSF and the City began implementing a 
Free City Equity Plan (2023-2026) developed by the initiative’s Oversight Committee1 in spring 
2023. This plan outlines four objectives:  
 

1. Increase use of Free City, particularly among key equity populations.  
2. Reduce students’ financial burden.  
3. Expand students’ use of other financial supports.  
4. Foster Free City participants’ financial literacy.  

 
While the program’s design remains the same as it was at Free City’s inception—covering credit 
course tuition for any San Francisco resident regardless of educational goal or demographic—
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these objectives complement goals outlined in CCSF’s current Student Equity and Achievement 
Plan (SEAP). They intend to ensure optimal use of Free City’s benefits by each eligible student—
particularly equity populations called out in the SEAP.  

 
Additionally, we recognize the Free City can support amplifying our 2024-2026 Strategic 
Enrollment Management Plan’s core focus areas of Recruitment, Retention, Completion and 
Partnerships. More specifically, this can be achieved through establishing specific enrollment 
goals, deepening our commitment to our SEAP as well as enhancing our student success 
efforts.   

 
In alignment with Recruitment Goals:  

• Increase use of Free City by historically underserved student populations by 5% 
by Spring 2026.  

o Strategy: implement focused internal and external marketing and 
communication campaign in Summer and Fall 2025  

In alignment with Retention Goals:  
• Increase the average number of units that all Free City participants enroll in each 

term by 3-6 units.   
o Strategy:   

▪ Implement a Think-30 Campaign beginning in Spring 2025  
▪ Implement improvements to the registration experience in Spring 

2025  
▪ Increase the number of available Orientation Sessions and Counseling 

appointments to support more students being able to secure 
education plans.  

▪ Continue to promote the Discover, Decide and Declare Your Major 
Campaign and implement DegreeWorks Information Sessions  

▪ Offer and promote more compressed schedule (8-week) and flexible 
scheduling opportunities such as evenings, weekends, and online 
beginning in Summer 2025  

• Expand Free City beyond tuition assistance to include total cost of attendance.   
o Strategy: Revisit the MOU and enhance Free City’s ability to incorporate 

the payment of all fees, other adjacent costs of attendance to include 
books and other course materials as well as other basic needs (i.e., 
Transportation, food, childcare, etc.)  

• Increase the number of Free City participants who complete the FAFSA and/or 
the CCPG Application by 10% each semester beginning in Spring 2025  

o Strategy:  
▪ Increase the promotion and delivery of the number of in-person 

and virtual Financial Aid Workshops Offered throughout the 
semester.   

• Increase Free City Participants purposeful engagement in Experiential Learning 
and Student Life and Leadership Opportunities   
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In alignment with Completion Goals:  
• Increase the number of Free City College Participants who obtain Certificates and 

Degrees by 5% beginning Spring 2025  
o Strategies:  

▪ Expand the auto-petitioning process to include associate 
degrees by Fall 2025  

▪ Establish a Reverse Transfer Degree process with San Francisco 
State University by Spring 2026  

• Increase the number of Free City Participants who successfully transfer.   
o Strategies:  

▪ Increase the number of opportunities for 4-year College and 
University engagement.   

▪ Support more college visit opportunities including continued 
participation in HBCU Tours   

▪ Reduce the number of additional units that students complete 
above those required for their designated degree or 
certificate.  

▪ In alignment with Partnership Goals:  
▪ Strengthen relationships with local schools and community 

organizations, enhancing recruitment efforts and building a pipeline of 
future students.  

▪ Continue to cultivate the relationship with the San Francisco Mayor’s 
Office and Department of Children, Youth and Families in the successful 
implantation of the Free City College Program  

o Strategy:  
• Revisit the MOU and explore the expansion of the availability 

of Free City to undocumented students and others currently 
not served by the program.   

 
Holistically, college promise programs play a significant role in strategic enrollment 
management (SEM) plans by addressing accessibility, affordability, and student success. 
Incorporating Free City into our strategic enrollment management plan creating a 
comprehensive approach to enhancing student access, success, and institutional growth. 
By addressing financial barriers and providing necessary support, Free City will continue 
to play a crucial role in shaping the future of City College.  
 
5.3.6 Marketing  

Marketing will play a crucial role in the CCSF strategic enrollment management (SEM) plan 
because it directly influences the four core focus areas recruitment, retention, completion and 
partnership. and the overall reputation of the institution. Having a strategic marketing approach 
will be integral to the college being able to successfully achieve the following: 
 
1. Attract a broad range of prospective students: CCSF proudly serves diverse populations, 
including recent high school graduates, adult learners, individuals seeking career changes, 
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among others. Effective marketing helps reach these different groups by developing focused 
messaging that resonates with their specific needs and goals, thereby driving enrollment. 
 
2. Communicating CCSF's Values: Marketing showcases the benefits of our affordable, 
accessible education and training programs while countering misconceptions that may exist 
about community colleges.  Highlighting student success stories, transfer opportunities, job 
placement rates, and affordability makes CCSF more appealing to prospective students. 
3. Building Community Awareness: Many people in the community may be unaware of the 
programs and opportunities available at CCSF. Consistent marketing increases the college's 
visibility and establishes it as a valuable educational and career resource. 
4. Retention and Engagement: Marketing is not just about attracting new students; it also helps 
keep our current students engaged. Campaigns that promote campus events, support services, 
and academic resources can help our continuing students stay connected to the college 
community, improving retention rates. 
5. Supporting Financial Goals: A successful SEM plan often includes enrollment growth as a 
means of helping the college move toward financial stability. By using strategic marketing 
approaches to reach students who may not have otherwise considered college, we may be able 
to increase enrollment and tuition revenue, which subsequently may help to fund additional 
resources, programs, and other improvements at the College. 
6. Competitive Advantage: As only one of several other colleges in the Bay Area, CCSF faces 
competition not only from other community colleges, but also from on line education providers, 
technical schools, and four-year institutions. Marketing would differentiate the college's unique 
offerings as well as highlight the important role the College plays within the San Francisco 
community. 
 
In short, marketing aligns closely with our District's enrollment goals, which a predicated upon 
successfully recruiting, retain, and support students. It is essential to establishing a strong 
community presence, leveraging ongoing collaborations with area educational partners at the K-
12 and 4-year University level as well as with Community Based Organizations (CBOs) in 
addition to achieving both the educational and financial objectives within the SEM framework. 
 
Based upon the recommendations from the Student Retention and Enrollment Task Force, the 
following 
marketing and communication efforts are proposed: 
 
1. Develop a multi-year Strategic Marketing Plan 
Recommendation: Develop a comprehensive, data-informed Marketing Plan to guide 
enrollment growth and retention, increase community awareness and impact, and strengthen 
CCSF's brand as a leader in accessible, affordable and high-quality education in San Francisco. 
Examples of Measures for Success: 

• Enrollment Metrics: Track year-over-year increases in enrollment during each term 
(Fall, Spring, and Summer) to gauge the effectiveness of marketing campaigns. 
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• Community Engagement: Measure the reach and engagement of marketing efforts, 
including digital analytics (click-through rates, social media engagement, website traffic) 
and physical touch points (postcard response rates, event attendance). 
• Brand Awareness: Conduct annual brand awareness surveys in the San Francisco area 
to assess community perceptions of CCSF and adjust strategies as needed. 

 
2. Issue an RFP for a 3-5 Year External Marketing Support Contract 
Recommendation: Issue a Request for Proposals (RFP) for one or more external marketing 
consultants to support and expand the capacity of the to-be-developed internal CCSF marketing 
team to address the long-term enrollment goals, with annual renewals contingent on specific 
outcome-based performance metrics. 
 
Examples of Measures for Success: 

• Successfully Develop and issue an RFP: Receiving multiple viable responses to the RFP 
• Identify winning bid and begin work with external Marketing Partner(s): CCSF's 
internal Marketing Team will begin work with external Marketing Partner(s) 

 
3. Conduct a Needs Assessment and Funding Analysis 
Recommendation: Conduct an internal assessment to identify the College's comprehensive 
needs in marketing, public relations, and government relations, with a vision for coordinated 
District-wide communication efforts. 
 
Organizational Improvements: 

• Reposition the Director Role: Consider redesigning the existing Director of Marketing 
and Communications position into multiple specialized roles (e.g., Director of 
Marketing and a separate Director of Communications and External Relations). These 
positions would share responsibilities and better support CCSF's strategic goals. 
• Create an Internal CCSF Marketing Department In addition to creating a lead internal 
Marketing administrator, consider additional support roles including a graphic designer 
and content creators as well as instituting the use of graduate interns in programs that 
align with the College's needs in this area. This Department would also oversee the 
responsibilities and direct the work of the external marketing firm(s) 
• Organizational Structure: Develop an organizational chart that reflects a sustainable 
structure, supporting student success, employee engagement, and community 
relationships. This structure should foster partnerships with business and community 
stakeholders to solidify CCSF's role as a foundational educational institution in San 
Francisco. 

 
Examples of Measures for Success: 

• Assessment Completion and Reporting: Complete a comprehensive needs and 
funding analysis 
report by the end of the calendar year. 
• Staffing and Role Effectiveness: Track recruitment and on boarding timelines for any 
new roles, 
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assess job satisfaction and effectiveness after the first year of implementation. 
• Project Turnaround Time: Measure the time taken to complete marketing tasks (e.g., 
campaigns, design projects, content development). A reduction in turnaround time 
compared to relying solely on external vendors will indicate improved efficiency. 
• Content Quality and Volume: Assess the quantity and quality of content created 
(e.g., digital ads, social media posts, print materials, video content). High engagement 
rates on digital content (likes, shares, comments) and positive feedback from 
stakeholders will demonstrate the department's effectiveness. 
• Campaign Consistency and Brand Alignment: Review campaign consistency across 
digital, print, and community engagement materials. Internal control over content 
allows for greater brand alignment and message cohesion, which can be measured 
through brand perception surveys and visual audits. 
• Partnership Development: Record and evaluate community and business 
partnerships formed, tracking their impact on enrollment, funding, and student 
support services. 
• Campaign Performance and Accountability: Measure the effectiveness of external 
marketing campaigns, ensuring that they meet CCSF's standards and objectives. 
Regular performance reports, coordinated by the internal team, can help gauge the 
success of each campaign and improve accountability. 
• Quality Assurance: Implement a system for the internal department to review and 
provide feedback on all deliverables from external marketing firms. Success can be 
measured by the reduction of errors and revisions needed on external work and 
alignment with CCSF's brand and messaging. 
• Budget Optimization: Track budget allocation between internal and external 
marketing resources, aiming to maximize ROI by utilizing internal resources where 
possible. 

 
4. Until the three (3) approaches above have been Implemented, continue with current 
marketing strategies. 

 
CCSF has already partnered with marketing firms that have executed successful campaigns in: 

• Registration Campaigns: Implemented campaigns for Spring 2023, Fall 2023, Spring 
2024, and Fall 2024, targeting potential students to boost term enrollment. 
• Community Outreach via Direct Mall: Designed and distributed postcards to all San 
Francisco households for Fall 2023, Spring 2024, and Fall 2024, informing residents 
about programs and registration dates. Additionally, other materials were sent in the 
2023-24 academic year. Data will be collected to determine extent of effectiveness of 
this campaign.  
• Video Content: Produced outreach videos, including a virtual campus tour and a 
welcome video to introduce new students to the College environment. 
 
Examples of Measures for Success: 
• Enrollment Increase: Track increases in applications and registrations resulting from 
campaigns. 
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• Assess Digital Analytics: Measure click-through rates, social media engagement, 
website traffic 
• Community Reach: Monitor the effectiveness of direct mail campaigns through 
application and registration data from targeted zip codes and neighborhoods. 
• Content Engagement: Measure video engagement (views, shares, and audience 
retention rates) to gauge community interest and outreach success. 
 

Through these strategic marketing initiatives, CCSF will reinforce its position as San Francisco 
leader in postsecondary institution for equitable education, enrollment growth, strong 
community partnerships, and a supportive organizational infrastructure. By continuously 
evaluating outcomes, CCSF will ensure these efforts yield measurable success in both student 
engagement and community impact for years to come. 

6. Implementation Timeline, Assessment, Evaluation, and Updates. 

The next step will be for the Enrollment Management Committee to develop more detailed and 
actionable strategies using the SEMP goals as a foundation. The EMC will then develop priorities 
based on those strategies and recommend a series of short-term pilot projects. Within one or two 
semesters of launching those pilots, the EMC will review data reports from the pilot projects and 
determine whether those pilots should continue. As resources become available, the EMC can also 
recommend additional pilots. A system of accountability is critical to ensuring that the pilot 
projects are meeting milestones and deadlines. 
 
The Strategic Enrollment Management plan will be updated on an annual or semi-annual basis 
through appendices to this document. Updates will be shared with the college community through 
presentations at Enrollment Management Committee and other college constituencies, as needed. 

 

7. Conclusion 

To best support the College’s enrollment management, it is most efficient and effective to glean best 

practices from other colleges and state institutions to ensure that we are implementing practices with 

proven success, and, with that in mind, this plan has leaned heavily on the enrollment management 

efforts of other California community colleges as well as the CCCCO.  The Strategic Enrollment 

Management Plan integrates and aligns with the College mission, vision, and Education Master Plan. This 

SEMP includes action plans and strategies that align with the California Community Colleges Chancellor’s 

Office Vision 2030 framework and hold promise for raising enrollments to pre-pandemic levels and 

maximizing revenue generation under the new Student-Centered Funding Formula (SCFF). The purpose 

of the SEMP is to develop responsive, flexible, and financially responsible, data-driven enrollment 

management that guides schedule development and meets student/community needs.   

The Plan provides strategies for improving efficiency, quality, access, inclusiveness, and completion, 

beginning with students’ recruitment and entry into the College and continuing as they progress 

through, and ultimately complete, a program of study. This plan serves as a starting point and is 

adaptable, thus allowing for change over time as conditions and needs evolve. The plan will guide the 
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enrollment management process and will provide flexibility for implementing creative activities and 

solutions. The strategies and activities within the plan are intended to create sustainable models and 

practices that maximize instructional and student support services that enhance student recruitment, 

retention, completion, and partnerships. The workgroups of the CCSF Enrollment Management 

Committee chose these four focus areas along with goals that the College will monitor, evaluate, and 

assess on an annual basis, resulting in minor adjustments and updates as needed. 

Recruitment  

• Goal 1 - Build awareness and knowledge of CCSF programs in the community  

• Goal 2 - Grow the number of applicants to CCSF  

• Goal 3 - Increase the number of students successfully enrolling in CCSF classes  

Retention  

• Goal 1 - Enhance the College’s environment as well as services and supports that improve 

students’ safety, well-being and sense of belonging  

• Goal 2 - Enhance student engagement and integration with the college  

• Goal 3 – Implement academic/classroom strategies  

• Goal 4 - Improve retention rates (students staying in class through end of semester) AND 

persistence (students continuing from one semester to the next)  

Completion  

• Goal 1 - Increase student graduation and transfer rates  

• Goal 2 - Improve student persistence and engagement  

• Goal 3 - Increase collaborations between Student Affairs and Academic and Institutional Affairs 

(intra and inter departments)  

Partnerships  

• Goal 1 – enhance and grow partnerships with SFUSD (dual enrollment, credit recover, Frisco, 

Day, etc.)  

• Goal 2 – Expand partnerships with City and County of SF (ISA’s, Apprenticeships, Free City, City 

University)  

• Goal 3 - Develop a strategic process and plan related to Community-Based Organizations (CBO)  

• Goal 4 – expand partnerships with Industry (Extension, Contract Ed, Apprenticeships, 

Internships, etc.)  

The plan focuses on, but is not limited to, supporting specific populations such as dual enrollment 

students, formerly, currently, and juvenile system impacted individuals, adult learners, and older adults. 

In addition, existing initiatives hold promise to grow enrollment such as CPL, CTE/CDPC, Student 

Completion, Noncredit, Free City, and Marketing efforts. 

The College believes that enrollment management is a shared responsibility and requires coordination 

among and between programs, departments, and divisions. By taking a holistic approach to SEM as 

embraced by this living document, the College can extend its influence to a broader audience, providing 

more individuals with the tools they need to succeed. 
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Appendix A 

 

Documents that were used to create the CCSF SEMP 

 

• A Roadmap for Strategic Enrollment Management Planning Primary Author: Cathy 

Hasson, Ed.D 

 

• List of Colleges for SEMP 

 

Moreno Valley College 

El Camino College 

Santiago Canyon College 

Clovis Community College 

Mesa Community College 

Long Beach Community College 

Santa Monica Community College 

Madera Community College 

Oxnard Community College 

Victor Valley Community College 

Riverside Community College 

Palomar Community College 

College of the Desert 

Coastline Community College 

 

  



Appendix B 

For the spreadsheets for each workgroup: please see pulldown for Strategic Enrollment 
Management Plan (SEMP) Workgroup at the website for Enrollment Management Committee.  
Link is below 

Enrollment Management Committee | CCSF 

 

https://www.ccsf.edu/about-ccsf/participatory-governance/enrollment-management-committee
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