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Organizational Profile
Note: The information requested in this section will provide context to ensure a deeper understanding of your
organization and its environment. The Organizational Profile section will not be evaluated. You will have a limit of 2,000
characters and up to 3 charts, graphs, and/or tables for each question. This section should not include details of your key
processes or results.

1 - What are your key products, services, and/or programs?

People recognize the Alamo by its distinctive architectural shape, but it is best remembered for the way it reshaped
history—as a mission, as a battle site, as a symbol of freedom. As its namesake, Alamo Colleges District (ACD) has had its
own inspirational impact on San Antonio and its surrounding area. From our origin as a community college district in
1945, we have fought to make higher education accessible and affordable for all. Highlighted by our cornerstone initiative,
AlamoPROMISE, we provide tuition-free community college to eligible students in an effort to help end poverty, enhance
economic and social mobility, and meet workforce demands. Our colleges fulfill the "Promise" with a vast array of courses
and degrees; transfer credits to four-year universities; and workforce development and continuing education programs to
help individuals build new careers and meet the needs of the business world. Our objective is to reshape futures. 

Five colleges comprise ACD: St. Philip’s College (SPC), San Antonio College (SAC), Palo Alto College (PAC), Northwest
Vista College (NVC), and Northeast Lakeview College (NLC). Alamo Colleges Center of Excellence for Student Success
(ACCESS) provides administrative services and support to the colleges. Each College operates with autonomy in
accordance with ACD’s Shared Governance model of collaborative leadership between the Colleges and ACCESS. Based on
that autonomy, each College is accredited independently by the Southern Association of Colleges and Schools
Commission on Colleges (SACSCOC) to award Associate degrees and certificates, and select Bachelor’s degrees.

Our Colleges are open-door institutions whose students enroll with various goals and levels of preparedness. As indicated
in Figure P-1, our main program and service offerings are designed to meet the educational goals and service needs of our
students. We deliver each of these services through semester, flex, online, weekend, and evening courses using the
methods shown.
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Figure P-1 ACD Educational and Service Offerings

2 - What are your mission, vision, and values or guiding principles?

Our mantra, “Students First”, reflects our commitment to our key customer and the community we serve. With
AlamoPROMISE leading the way, we are wholly focused on our students to provide them the opportunity to achieve their
goals. This objective is reflected in our Guiding Principles - the Mission, Vision, and Value (MVV) statements shown in
Figure P-2. Characteristics of our culture include the autonomy the Colleges possess to tailor their Mission and Vision
statements so as to integrate their own specific objectives while maintaining alignment with ACD; a passion to address the
high poverty levels in the area through producing opportunities for upward social mobility; and improving the educational
attainment and equity levels of students through greater access to higher education. The MVV help define our culture and
encompass the width and breath of ACD’s commitment and objectives.

The ACD commitment to excellence is further evidenced by our focus on the Baldrige Criteria (which is codified in Board
Policy); deployment of AlamoPROMISE; participation in the nationwide Aspen Institute, whose focus is on higher
education sustainability and equity; participation in the Achieving the Dream (AtD) as a Leadership College of Distinction
with emphasis to increase the success of community college students, particularly low-income and students of color; and
the Alliance for Innovation and Transformation (AFIT), whose goal is to help colleges attain performance excellence
through focused learning of successful practices from the business world and applying them to higher education.
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Figure P-2 Mission, Vision, and Values

3 - What is your overall organizational leadership and governance structure?

ACD is governed by a ten-member Board of Trustees, each representing one of nine districts in the San Antonio area who
are elected by community members of those districts to serve for a term of six years. A tenth member is a student
representative. The Board acts as a “Committee of the Whole” and is comprised of seven committees: Student Success;
Building, Grounds, and Sites Selection; Policy and Long-Range Planning; Audit, Budget, and Finance; Legal Affairs;
Legislative; and Workforce Development.  Committees provide oversight of operations in their areas of responsibility and
issue guidance and direction in the form of Board Policies when appropriate. We present performance updates to the
Board on a continuous basis while the governance system is reviewed annually by the Board, Chancellor, and College
leaders for modification and improvement. Figure P-3 outlines methods used to review and achieve responsible
governance throughout ACD.
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Figure P-3 Achievement of Responsible Governance

4 - What is your workforce profile, including makeup/important characteristics of your workforce (segments,
demographics, the environment [centralized/dispersed, in-office/virtual])?

Our workforce groups include faculty, administrators, staff, and work study (student employees), with segments for
location, part-time, full-time, gender, and ethnicity. The profile of our workforce groups and segments are shown in Figure
P-4. Our workforce closely represents the communities we serve and their student composition, approximating the
demographics of the Greater San Antonio area. Teaching faculty are required to meet the certification requirements
associated with accreditation set by the SACSCOC; some positions in the administrative segment require professional or
doctoral degrees; others require bachelor’s or master’s degrees with positions on the staff segment requiring at least a
high school education. While no bargaining units exist, the Faculty and Staff Senates at each of the Colleges engage in
shared governance for local initiatives. These groups are also part of a larger Faculty Senate and Unified Staff Senate to
address ACD-wide issues. Special health and safety related requirements exist in areas of recognized hazardous work
environments such as welding, electrical, and chemical; compliance with Standards for police officers; and driving safety
for vehicle operators.

Key requirements of the workforce are shown in Figure P-5, along with requirements for some workforce segments. The
key drivers that engage our workforce in accomplishing our mission and shared vision are shown in Figure P-6.

Over the last few years a number of changes have occurred prompting us to modify our approach to workforce
management. First, high-demand and high-wage professions and programs required us to recruit talent to provide the
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education and skills to meet this demand. Also, development of the online capability, largely as a result of the pandemic,
presented us the opportunity to provide remote work and learn methods for use by our workforce and students. 

Figure P-4 Faculty and Staff Groups and Segments

Figure P-5 Workforce Segments and Requirements
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Figure P-6 Workforce Engagement Drivers

5 - What are your key market segments and/or customer groups? What percentage of business volume/revenue does
each comprise?

Texas has defined the ACD service area as the educational Community of Bexar County and the seven surrounding
counties. For operational purposes, we divide the service area into three markets segments – San Antonio, Bexar County,
and the seven surrounding counties. Within these segments there are seven student customer groups based on the
college they attend, and these groups are further segmented so we are able to better understand their needs and
requirements and deliver the best possible education and service to all. Figure P-7 summarizes our market segments key
student groups, and stakeholders, as well as relevant educational programs and customers. Figure P-8 provides the
percentage of revenue each of the colleges generated in 2023.
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Figure P-7 Market Segments, Student Groups, and Stakeholders

Figure P-8 College Revenue

6 - What role do suppliers, partners, and collaborators perform in producing and delivering your key products, services,
and/or programs?

Partners, collaborators, and suppliers (Figure P-9) are important to ACD for four reasons.  First, partners are often directly
involved in the delivery of services to students and other customers; second, we devote substantial time and effort
working with these groups to achieve short-or long-term objectives to include their participation in our Strategic Planning
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Process (SPP), our two-way communications system, and their role in developing and implementing innovations; third, the
products and services that we procure can directly impact the quality of education we provide and how effective we
deliver it; and fourth, non-labor expenses are a significant component of our costs. Therefore, we have established a
number of partnerships and collaborative relationships and identified key suppliers of vital products and services.

Strategic Partners – organizations that we have a strategic alliance with, have a direct role in supporting delivery of
education services, and for which there are reciprocating relationships or dual requirements.  

Collaborators – advocacy organizations that we work with to achieve short- or long-term objectives or support initiatives
that benefit stakeholder or community groups.  

Key Suppliers – those organizations from whom we purchase goods and services of significance or who play a role in
delivering services directly to our students.

Figure P-9 Partners, Collaborators, and Key Suppliers

7 - What types of competitors do you have, and what differentiates your organization?

San Antonio continues to be among the top ten fastest growing markets in the country. ACD serves the entire market area
which is becoming more competitive as other higher education providers enter the market and online options become
available to more people. Our primary competitors today are the public universities in our market area, including the
University of Texas at San Antonio (UTSA) and Texas A&M University at San Antonio (TAMU-SA). Other competitors include
local, private, four-year universities such as Our Lady of the Lake University, St. Mary’s University, The University of the
Incarnate Word and Trinity University. National competitors include online education providers, for-profit colleges, and
the military.  

Online education providers from outside our market area continue to grow, which has caused us to enhance our own
operational procedures and offerings to meet this challenge and provide greater flexibility for our students. Our online
presence has been expanded in recent years to meet this challenge, but our most significant initiative to further meet the
needs of the community and prospective students is the implementation of AlamoPROMISE (Figure P-10). Launched in
2019, this one-of-a-kind initiative in our market area has seen enrollment of incoming new students from PROMISE
schools growing from a baseline of 2,384 to a total of 9,529 new PROMISE scholars in cohort 4 entering ACD in the fall of
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2023. This initiative has been an overwhelming success resulting in higher education access to thousands of students who
would not have had an opportunity to attend college without it and is clearly a significant difference maker for the
community.

Figure P-10 AlamoPROMISE Structure

8 - What are your key communities? What role do these relationships play in supporting your organization and your key
communities?
Note: Key communities may include the following:

Local/geographic (e.g., volunteerism and other activities that benefit your community)
Professional (e.g., participation and/or leadership of professional societies)
Industrial (e.g., participation and/or leadership of trade associations)

Bexar County and San Antonio comprise ACD’s key communities in which we have important relationships not only as a
provider of higher education but also as a good citizen who cares for the overall well-being of the local citizenry. We focus
on local environmental, social, and economic needs annually during the SPP and in strategic leadership meetings
throughout the year. Senior leaders engage with the community on boards, community leadership teams, and in informal
settings and gather data to better understand community needs, where there are good fits for us, and to form
partnerships.

From an environmental standpoint, we have established an ACD Sustainability Program with a Climate Action Plan and an
Environmental Sustainability Policy and Procedure. Figure P-11 also outlines other areas we provide support to the
community. From a social well-being standpoint, we provide community education centers at eight locations that offer
college awareness programs and support for adult learners, such as the Westside Education and Training Center (WETC). 

From an economic well-being standpoint, we have established the Alamo Academies, a national award winning,
innovative, STEM-based instructional model providing students with tuition-free career pathways into five high demand
technical occupations: Aerospace; Information Technology and Security; Advanced Technology and Manufacturing;
Nursing; and Heavy Equipment. The Alamo Academies offer Level 1 and Level 2 certificates that lead high school students
into high-skill, high-wage jobs located in the San Antonio area. In addition, we participate in the San Antonio Ready to
Work (RTW) grant program which is a city initiative promoting careers in high-wage/high-demand jobs. RTW funds those
qualified individuals who are seeking to gain new skills or improving on existing skills. Funding includes tuition, fees,
housing, transportation, and childcare assistance. ACD is the largest training provider for this program.
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Figure P-11 Community Support Initiatives

9 - What are the strategic challenges, threats, advantages, opportunities, core competencies, or other critical factors
that most impact your organization’s success and sustainability?

Figure P-12 provides a summary of the ACD Strategic Challenges, Threats, Advantages, and Opportunities. These items
are reviewed during planning retreats and revised accordingly as warranted. Advantages and Opportunities present us
areas that we can build on to enhance our value to our students and other customers, while the Challenges and Threats
lead us to actions to overcome potential negative outcomes before they result in us falling short of our goals and
expected high performance.

ACD’s Core Competencies are shown in Figure P-13 below. Each of these competencies provides us an advantage over our
competitors and provides us a great opportunity to achieve student and community success.
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Figure P-12 Strategic Challenges, Threats, Advantages, and Opportunities

Figure P-13 ACD Core Competencies

10 - What are your key applicable regulations, as well as accreditation, certification, or registration requirements?

ACD operates within the Texas Education Code monitored through the Texas Higher Education Coordinating Board
(THECB), which regulates contact-hour and performance-based funding, common courses, and the approval of new
programs. THECB also compares demographic and financial data and monitors institutional effectiveness. We also must
comply with specific FERPA, ADA, OSHA, EPA, and EEOC requirements. ACD operates in accordance with regulatory
requirements at the federal, state, and local levels and is accredited by the Southern Association of Colleges and Schools
Commission on Colleges (SACSCOC) to award Associate degrees and certificates, and Bachelor’s degrees. Figure P-14
displays the types of requirements we must comply with and the regulators who define and monitor these requirements.
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Figure P-14 Regulatory Bodies and Purpose

11 - Is there anything you consider unusual about your environment or business model that would aid in understanding
your organization?

Many years ago, the ACD Board approved implementation of a new, groundbreaking educational leadership philosophy to
create a stronger focus on students and to accelerate our quest to achieve performance excellence. That philosophy, The
AlamoWAY: Always Inspire, Always Improve (Figure P-15), took hold, and today remains central to everything we do.  

The AlamoWAY, codified in Board Policy, produces improvement and innovation through the development and
integration of our Strategic Planning Process with our Measurement System, College Planning Processes, Unit Planning
Processes, Staff Progress Review, Faculty Evaluation Process, and AlamoPROMISE. These approaches produce, deploy,
and align our Strategic Objectives, Key Strategic Priorities, Action Plans, Key Performance Indicators, and Targets
throughout the entire organization. At the process level, a culture of continuous improvement and innovation using
FOCUS PDCA has been created to inspire change. We complete a Baldrige-based assessment annually, which provides an
overall evaluation of the approaches used to lead and manage organizational activities and provides feedback that is
integrated into planning across the enterprise. As a result, ACD was a recipient of the Baldrige Award for Performance
Excellence in 2018; three of our colleges, NVC, PAC, and SPC along with ACCESS are recipients of the Texas Award for
Performance Excellence; and SAC is a recipient of the Aspen Prize. Figure P-16 illustrates our ability to produce major
innovative approaches on a continuous basis, enhancing our value to students and the community.

Clearly, the AlamoWAY has inspired us all and produced an approach to performance improvement and innovation that
has resulted in recognition of ACD as one of the premier community college systems in the nation as evidenced by some
of the national and regional recognitions received and listed in Figure P-17.
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Figure P-15 AlamoWAY

Figure P-16 Examples of AlamoWAY Innovations
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Figure P-17 Alamo Awards of Distinction
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Leadership and Governance

1 - Briefly describe and/or depict your leadership and governance processes and/or systems, including processes for
succession planning and for two-way communication.

The AlamoWAY forms the basis for our leadership approach and defines our top three priorities. Student Success is the
focus of everything we do to lead students to achieve their goals. Performance Excellence is the basis for our approach to
performance management to deliver value to students. Principle-Centered Leadership forms the belief that there is a
leader in every seat and provides opportunities for students and employees to develop as principle-centered leaders.
Figure 1 displays our leadership team structure.

ACD is governed by a ten-member Board of Trustees, each representing one of nine districts in the San Antonio area who
are elected by community members of those districts to serve for a term of six years. A tenth member  is a student
representative. We present performance updates to the Board on a continuous basis and the governance system is
reviewed annually by leadership for modification and improvement. Figure 2 shows methods used to review and achieve
responsible ACD governance.

Succession planning is a critical action to ensure the development of future leaders. We identify high potential individuals
through performance assessments; involve them in leadership activities; seek nominations and select individuals for
promotion; and encourage participation in leadership development initiatives. The Leadership Academy, Effective
Managers Training, and Aspiring Leaders Training are key methods to identify those who will lead ACD in the future.
Senior Leaders (SLs) recognize the importance of communication and ensure candid, two-way communications with all
stakeholders through the Communicate and Engagement System (CES) shown in Figure 3. The CES begins with the
recruiting and hiring process when SLs meet with new hires to establish a relationship and invite them to bring any issue
to their attention at any time. SLs have an open-door policy to facilitate engagement, encourage continuous contact, and
often visit work centers to encourage discussion.

Figure 1 Leadership Team Structure
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Figure 2 Achievement of Responsible Governance

Baldrige Award Application - 04/11/2024 10:07

Page 16 of 72



Figure 3 CES Communicate and Engagement System

2 - What are your results for the effectiveness of senior leaders’ engagement and communication by key workforce
segments (e.g., workforce ratings of leaders)?

ACD uses nationally normed instruments from 3rd-party sources to assess how well its senior leaders communicate and
interact with its workforce. Two tools have historically been used, the PACE Climate Survey until 2021 and the Great Place
to Work (GPTW) survey since 2022. Both instruments indicate positive trends and high levels of satisfaction with
leadership. Moreover, ACD experienced a slight dip in GPTW scores in 2023. Leadership immediately addressed the
concerns expressed in the survey results, which resulted in a significant increase in scores the following year. ACD's latest
GPTW data showed that 2/3 of the employees were happy with senior leader engagement (Figure 1-1). When
disaggregated, both faculty and staff segments showed high levels of trust and confidence in leadership (Figure 1-2).
Additional segmentation data can be reviewed on-site.
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Figure 1-1 Engagement and Communication With Faculty and Staff

Figure 1-2 Workforce Perspectives in Key Engagement Indicators

3 - What are your results for the effectiveness of senior leaders’ engagement and communication by key customer and
stakeholder segments?

ACD also utilizes 3rd party nationally normed instruments to measure its senior leadership engagement with our key
customer – students. ACD regularly administers the Noel-Levitz Student Satisfaction Inventory (NLSSI). This instrument
measures various aspects of student satisfaction in our industry and provides important insights to ACD. ACD consistently
surpasses the national average for community colleges on key metrics measured in the NLSSI (Figure 1-3). Similarly, ACD
surpasses both the state and national average on the key metric measuring student’s “educational experience as good or
excellent” (Figure 1-4).

Figure 1-3 Engagement and Communication With Students
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Figure 1-4 ACD Student Rating of Educational Experiences as "Good or Excellent"

4 - What are your results for leadership and governance accountability (e.g., internal and external audits and
assessments, certifications, and accreditations)?
Note: Comparisons are not expected for this question.

Accountability is a critical aspect of senior leadership. ACD undergoes annual financial audits via an external audit firm
that provides a thorough and detailed review of ACD finances and financial procedures. The opinions and findings are
consistently unmodified – the best possible outcome (Figure 1-5). In higher education, the gold standard for quality
control is receiving regional accreditation. This designation allows students to be able to receive federal financial aid and
is one of the most important aspects of institutional accountability. Each ACD college is individually accredited by the
Southern Association of Colleges and Schools Commission on Colleges (SACSCOC) and have been fully reaccredited every
five years. Program-level accrediting bodies have deemed specific programs at ACD to be in full compliance as well (Figure
1-6). Program licensure is required in many programs at ACD. ACD prides itself on extremely high levels of licensure pass
rates (Figure 1-7).

Figure 1-5 External Financial Audit Results
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Figure 1-6 Accreditation Results

Figure 1-7 Certification Results

5 - What are your results for grievances and complaints, including those related to safety, the Equal Employment
Opportunity Commission (EEOC), and ethics?

As a complex multi-college district, ACD monitors and assesses grievances and complaints and categorizes these into the
following areas: a) Civil Actions; b) EEOC Complaints; and c) Workforce Grievances. ACD is consistently below the national
benchmark established by the National Community College Benchmark Project (NCCBP) in workplace grievances (Figure
1-8).

Figure 1-8 Grievances and Complaints
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Strategy
Note: Comparisons not expected for the results in this section.

1 - Briefly describe and/or depict your key processes used in strategic planning, including development, resource
allocation, and execution.

We conduct systematic, iterative strategic planning each year to ensure timely and effective strategy formulation and
implementation in response to emerging strategic challenges and other considerations. Through the Strategic Planning
Process (SPP), Figure 4, ACD sets the priorities for the Colleges and ACCESS over a three-year timespan. The SPP consists
of four phases.

Resources are allocated to support the plan using a budget process consisting of revenue and expense allocations. The
Colleges provide contact hour, enrollment, and non-formula revenue projections and the ACD Budget Office (ABO)
 coordinates projections for enrollment, revenue, and other key data elements in collaboration with the college budget
officers. All units finalize employee position listings and begin preliminary work on the development of detailed budgets
based on a review of previous fiscal year budgets, unit needs, educational needs, and College objectives. The ABO and the
Colleges prepare initial operating expense budget allocations which are distributed for review. In July, a Board Budget
Retreat is held for presentation, review, and approval of the budget for the upcoming year.

Once the plan is approved, it is ready to be executed with various systematic approaches to meet ACD requirements. At
PAC, for example, the Unit Planning Process (UPP) requires each Unit Manager to complete an evaluation of progress
made on the prior year's plan, assess the new plan, and based on those assessments, identify Unit Goals. Unit Action
Plans (UAPs) are then created. Unit performance measures and targets are established and aligned and methods of
dissemination are determined. Deployment of APs to individuals is accomplished by Unit Managers through assignments
and tasks that align with their job responsibilities. Plans are deployed to partners, collaborators, key suppliers and
Executive Team members. Procurement personnel work directly with and provide plan information to those stakeholders.

Figure 4 ACD Strategic Planning Process

2 - What are your results for accomplishment of your action plans?
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ACD action plans are developed during the annual SPP and focus on two critical components of higher education:
enrolling and graduating students. ACD has shown steady, incredible growth in enrollment, increasing by over 10,000
students from Fall 2018 to Fall 2023 (Figure 2-1).  A critical initiative aimed at increasing enrollment is the AlamoPROMISE
program, which enrolled its first cohort in Fall 2020. While enrollments dipped in 2021 at ACD, and among all colleges
across the nation due to the pandemic, ACD data show that enrollments remained strong and rebounded at greater rates
than all comparison groups (Figure 2-2). Where ACD grew enrollment from 2018 to 2023 by 17%, most peers experienced
a decline and trailed ACD by an average of 25%. Not only did ACD enrollment dramatically outperform Texas institutions,
ACD outperformed Texas colleges on important completion metrics: 1) the time it takes students to earn a degree and 2)
graduates as a % of enrollment (Figure 2-3).

Figure 2-1 ACD Headcount Enrollment (Fall Terms)
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Figure 2-2 ACD Enrollment and Comparisons Demonstrating Resilience
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Figure 2-3 Time to Degree and Graduates as a % of FTE Enrollment

3 - What are your results for the impact of your organizational strategy?
Note: These are the results demonstrating the impact of accomplishing your strategic goals and/or objectives.

Persistence rates are a leading indicator of graduation and an ACD strategic priority. ACD is a front-runner on this metric,
leading the Texas Very Large Community Colleges (VLCC) and Texas Community Colleges (CC) averages since 2018 (Figure
2-4). Recent data show that ACD leads the VLCC by 4% and the CC average by 7.5%. Further, our key strategy,
AlamoPROMISE, is improving both enrollments and persistence (Figure 2-5). AlamoPROMISE students often come from
disadvantaged backgrounds and are considered “at-risk” students.  Despite hardships, these students have closed
persistence rate gaps and surpassed the non-PROMISE students in the most recent cohort. Additionally, ACD has
implemented many innovative initiatives through its SPP that are aimed at improving services for students and other
customers. These initiatives have served as a foundation for ACD’s continued success (Figure 2-6). Detailed information
will be provided on site.
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Figure 2-4 ACD FT, Fall-to-Fall Persistence Rates
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Figure 2-6 ACD Innovation Strategy Demonstrating Resilience

4 - What are your results for achievement of workforce plans, including capability and capacity for strategically
important positions?

Workforce initiatives have been strategically implemented to enhance ratios on important positions, ultimately improving
services to students. Decreasing our student-to-certified advisor ratio (Figure 2-7), a best practice aimed at increasing
graduation rates, places ACD in the 25th percentile of comparison colleges in Fall 2022 . Our low ratio has resulted in 97%
satisfaction with advising in 2023. Nationwide, nursing programs are challenged to fill vacant faculty positions. ACD has
reduced these shortages through the implementation of stipends.  As ACD has increased the stipend amounts for its
nursing program, the number of new hires has increased (Figure 2-8). Evidence of ACD’s high level of workforce
engagement is demonstrated by our recognition as a “Great Place to Work” organization. 73% of ACD employees
indicated that ACD is a “great place to work” compared to the typical US based company with an average score of 57%
(Figure 2-9).
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Figure 2-7 Capability - Advising for Student Groups

Figure 2-8 Capacity - Increase Nursing Faculty Stipends

Figure 2-9 Great Place to Work Certified
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Operations

1 - Briefly describe and/or depict your key processes used for the following:
1. design and delivery of your products and services,
2. supply network management, and
3. innovation management.

We determine the design and delivery of key programs, services, and processes by collecting data directly from students
and other customers using the Process Design Model (PDM) (Figure 5). Requirements are determined through the
Listening and Learn System (Figure 11) which allows design teams to understand customer-driven requirements through
direct contact. In addition, we know there are operational requirements for programs, services, and processes that may
have to be established, so we research them as well. The regulatory and accreditation environment is also a driver of
program, service, and process requirements and it too is evaluated as a step in the requirements definition process. Once
student and other customer needs and expectations are understood, they are translated into process key requirements
using a variety of planning tools.

ACD supply network management is governed by Texas State Law, ACD Board Policies and Procedures, and PCA
Guidelines. Processes are in place for supplier selection depending on the type of contract, type of service or product,
purchase price, and the availability of suppliers. ACD solicits formal or informal quotes from vendors, evaluates bids, and
issues a PO. If the dollar amount and purchase type is right, ACD personnel are delegated authority to purchase with a
Procurement Card (PCard). Supplier selection decisions are based on the criteria shown below in Figure 6. 

To manage innovation, we use the Radical Innovation Process (RIP), which provides a methodology for innovation and
intelligent risk taking and brings Strategic Opportunities from innovation to deployment. RIP (Figure 7) includes three
elements. Discovery, leading to identification of opportunities; Incubation, proposing selected opportunities; and
Acceleration, determining if an initiative should be institutionalized or discontinued. Innovations such as AlamoADVISE,
AlamoINSTITUES, and AlamoPROMISE were developed using this approach.

Figure 5 ACD Process Design Model
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Figure 6 Supplier Award Criteria
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Figure 7 Radical Innovation Process Elements

2 - What are your results for the effectiveness and efficiency of your key processes?

A critical indicator of effectiveness within the higher education industry is the ability for students to graduate and
subsequently transfer to a 4-year university or secure employment. The rate of ACD students who are enrolled or
employed within 6 months after graduation hovers around 90% for both Academic and Technical students (Figure 3-1). 
Another critical leading indicator that ACD regularly monitors is our course completion rates (% of students that complete
a course) and our productive grade rates (% of students that earn a grade of A, B, or C). ACD and each of the colleges
achieve completion rates exceeding 90% consistently beating the 85% baseline (Figure 3-2). Further, ACD colleges
typically achieve productive grade rates approaching or exceeding the 80% mark, also surpassing the 70% benchmark
(Figure 3-3).
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3 - What are your results for the performance of your key products, services, and/or programs?

ACD monitors student performance on key metrics against a na�onal comparison group, the Aspen Ins�tute’s Community 
College Excellence Program (AICCEP). Among six na�onal peers, all of whom are in the Aspen top 15% of all community 
colleges, ACD outperforms these peers in student reten�on, and gradua�on and transfer rates for first-�me part-�me 
students (Figure 3-4). This is laudable as 80% of ACD students a�end on a part-�me basis and AICCEP’s top schools are 
largely regarded as the best in the na�on. Further examina�on of key metrics include the success rate of those transfers 
who graduate at their 4-year ins�tu�on (Figure 3-5). Again, ACD exceeds its peer group and the average of all Texas 
community colleges on this important measure. ACD also leads our peers and Texas ins�tu�ons on arguably the most 
important metric - 3-year gradua�on rates (Figure 3-6). ACD also experienced a large increase in gradua�on rates in its 
2020 star�ng cohort.
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Figure 3-5 % Graduating From Transfer Institutions
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4 - What are the results for the performance of key components of your supply network (e.g., on- me delivery, 
availability of cri cal materials, quality)?

ACD’s supply network is a cri�cal func�on due to the large size of the enterprise. While there are many indicators of 
success, the following three are deemed among the most important: supply purchase �me, disposal cycle, and cost 
effec�veness. Our supply purchase cycle �me has ranged from an impressive 5-7 days over the last five years, which is 
considerably be�er than the benchmark level of performance (Figure 3-7). Our disposal cycle �me has ranged from 13 –
23 days from 2019 to 2023 and is consistently be�er than the established benchmark (Figure 3-8). Cost effec�veness is 
important to ACD opera�ons. Figure 3-9 shows a trajectory of costs being reduced consistently from 2019 – 2023.

Figure 3-7 Supply Chain Financial Performance
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Figure 3-8 Disposal Performance

Figure 3-9 Supply Chain Financial Performance

5 - What are your results for cybersecurity effectiveness, including intrusion attempts versus incidents?

Cybersecurity awareness and effectiveness has been gaining momentum throughout ACD in recent years as this threat has
become more prevalent. Among initiatives that are underway, the following three areas stand out. First, Figure 3-10,
which shows that the completion rate of cybersecurity awareness training has reached 95%+ from 2021 to 2023. Second,
we have focused on our key cybersecurity processes in an effort to bring them to an enhanced level of maturity. These
efforts resulted in positive progress made with our average maturity score moving from 2.3 to 2.9 since 2022 (Figure 3-
11). Finally, security incidents have been reduced to very low levels with no more than two per year over the last five
years and containment levels are consistently at 100% (Figure 3-12).
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Figure 3-12 Security Incident and Containment Rates
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Operational Continuity

1 - Briefly describe and/or depict your key processes used for the following:
1. risk management,
2. continuity of operations, and
3. emergency preparedness.

ACD’s Enterprise Risk Management (ERM) Department follows a five-step approach to manage risks: Identify; Analyze;
Evaluate and Prioritize; Treat; and Monitor. Our goal is to avoid the risk if possible, reduce the risk through engineering
efforts, retain the risk, or transfer the risk. We classify risks into five categories: Strategic; Financial; Operational;
Compliance/Legal; and Reputational. ERM is designed to address all types of risk and, by applying our process and
mitigation tools, we successfully manage our risk portfolio.   

ACD’s Continuity of Operations Plan (COOP) ensures that essential functions continue to be performed during any
disruption to routine operations. It is an overarching plan and serves as the guiding document under which individual
College plans live. We are committed to maintain and rapidly restore essential services in the event of an emergency or
disaster as quickly as possible. Support for resuming essential functions and services includes consideration for staffing,
educational programs, student support, alternate facilities, records, equipment, supplies, vendors, and contracts.  

ACD has also adopted the National Incident Management System (NIMS) to provide a consistent approach to the
management of situations involving natural or man-made disasters.  NIMS allows us to integrate our response using
standardized organizational structures designed to improve interoperability among all types of organizations. In
accordance with our Emergency Operations Plan (EOP), we prepare for three scenarios that could affect our operations:
incidents where we need to take a leadership role; incidents affecting our operations such that we may need to suspend
some or all activities; and incidents not affecting our operations but we need to render assistance. The EOP consists of
seven major elements and addresses emergency actions conducted in five phases of emergency management as shown in
Figure 8.

Figure 8 Emergency Operations Plan
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2 - What are the results for the effectiveness of your risk management plan, including the following:
1. number of risks identified versus number of risks mitigated,
2. cost of losses, and
3. cost savings of risks averted and risks mitigated?

ACD carries a healthy level of worker compensation reserves, which have increased over the past 5 years despite the
COVID-19 pandemic (Figure 4-1). Since the Worker’s Compensation Utilization Rate has been relatively low from 2018 to
2022 (Figure 4-2), we believe risks in this area are mitigated. ACD was impacted by the COVID-19 pandemic but the
impact was reduced due to the development and implementation of our COVID-19 Risk Management Plan that is
displayed in Figure 4-3. The plan included identification of critical tasks such as a Health Screening Process; Incident
Reporting and Contact Tracing; PPE/Disinfecting Supplies; a student “Keep Learning Plan”; and faculty and staff Remote
Learning Training. The results of this extraordinary effort led to a 3.7% increase in student persistence and 1,788 members
of the faculty being trained to work remote within a two-week timespan.

Figure 4-1 Worker Compensation Reserves

Figure 4-2 Worker Compensation Utilization Rates

Figure 4-3 Results of Implementing COVID-19 Risk Management Plan
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3 - What are the results for the testing of your continuity of operations plan?

ACD has tested components of the Continuity of Operations Plan on multiple occasions. Figure 4-4 shows the results of IT
Disaster Recovery Testing that has been conducted since 2019. Components tested include the VOIP Phone System, the
Internet, our Banner Administrative System, and Luminus (ACES) which is a secure portal that provides students, faculty,
and staff access to various applications using single sign-on. As shown, all testing since 2019 resulted in 100% positive
outcomes. Our Continuity of Operations Plan has been tested in the areas of Planning, Operational Conditions,
Infrastructure Systems, and Operational Communication, all with favorable results and positive feedback (Figures 4-5 and
4-6).

Figure 4-4 Disaster Recovery Test Rates

Figure 4-5 Results of Testing COOP
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Figure 4-6 COOP Participant Feedback

4 - What are the results for the testing of your emergency preparedness plans (e.g., time to evacuate your facility,
emergency response time, recovery time)?

Testing of our emergency preparedness plans has consisted of numerous emergency drills conducted at various times and
locations. Figure 4-7 shows the large number of drills performed from 2019 to 2023 and Figure 4-8 shows the success of
the drills for those years.

Figure 4-7 Emergency Preparedness
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Figure 4-8 Emergency Drill Duration Times

Baldrige Award Application - 04/11/2024 10:07

Page 42 of 72



Workforce
Note: Results presented below should include discrete data for key workforce segments, where available.

1 - Briefly describe your key processes used for the following:
1. workforce engagement,
2. workforce development and job skills training, and
3. ensuring workplace health and safety.

We recognize that our ability to fully engage our workforce is critical to producing extraordinary outcomes for our
students and other customers so we capitalize on our core competencies to ensure that we build organizational resilience,
agility, and a business focus in daily operations. Our key drivers of workforce engagement are determined using our multi-
tiered approach to employee listening, by analyzing sentiment data collected using various methods, and employee
rounding. We use Great Places to Work  to define and assess our workforce engagement drivers - Credibility, Respect,
Fairness, Pride and Camaraderie.  

Faculty and staff performance development is delivered in a full range of modalities including online, in person, and
hybrid approaches. We intentionally schedule our session offerings at various times during the day and evening to support
a flexible working environment.  We believe that every employee plays a role in support of ACD priorities so we establish
performance goals which align to annual Board Charges as part of a yearly progress review cycle. Faculty, staff, and
administrators work with their leader to create individual development plans focused on a pre-determined set of
competencies based on their job category. Each year, employees document learning and development goals and track
their milestones within the AlamoTalent System. Figure 9 summarizes our efforts to develop employees and enhance job
skills as measured by Kirkpatrick (Reaction, Learning, Behavior, and Results).

As a Data-Informed organization, we assess our processes and procedures to ensure a healthy and secure workplace
environment by providing accessibility to all that require it. Our Wellness Committee plans health and wellness initiatives
and ensures that its a focus for all employees. To understand needs and develop programs, Wellness Surveys are sent out
to all employees. Figure 10 outlines the variety of health and safety initiatives available to employees.
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Figure 9 Faculty and Staff Skills Development

Figure 10 Key Services and Benefits

2 - What are your results for turnover, retention, and absenteeism?

Figure 5-1 displays ACD’s Workforce Turnover Rates from 2018 through 2022 as compared to the Bureau of Labor
Statistics (BLS) standards. In all years shown, turnover for faculty, staff, and the overall ACD workforce is considerably
lower than the BLS average. In fact, ACD’s turnover rate for 2022 is almost 50% lower than that achieved by BLS
institutions. Workforce retention rates for ACD have been historically high as shown in Figure 5-2. ACD overall retention
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rate consistently beats national benchmarks. Figure 5-3 displays the percentage of employees absent over the course of
each year as well as the average number of employees sick over that same time.

Figure 5-1 Employee Turnover Rates

Figure 5-2 Employee Retention Rates

Baldrige Award Application - 04/11/2024 10:07

Page 45 of 72



Figure 5-3 Employee Sick and Absenteeism Rates

3 - What are your results for workforce satisfaction and dissatisfaction?

ACD employees demonstrate a high degree of workplace satisfaction as measured by the GPTW survey, which has been
conducted annually since 2022. Most recently, ACD received the desirable designation as a “Great Place to Work”. This
anonymous, 3rd party, voluntary survey administers and collects results and distributes final scores to ACD. Results
include scores for all individual questions and for “Focus Areas” developed by GPTW, which bundle selected questions.
These “Focus Areas” are meaningful to ACD and provide evidence of high levels of improvement since 2022 (Figure 5-4).
Figures 5-5 and 5-6 highlight the sense of pride, level of satisfaction, and autonomy enjoyed by ACD faculty and staff.

Figure 5-4 GPTW Workforce Satisfaction in Key Focus Areas
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Figure 5-5 GPTW Workforce Satisfaction in Key Indicators

Figure 5-6 GPTW Workforce Satisfaction in Key Indicators

4 - What are your results for workforce engagement?

The level of workforce engagement is also measured by the GPTW survey. Results on four questions related to how
“engaged” the workforce is with ACD are included. Figure 5-7 indicates that the workforce is highly engaged, which is
reinforced by what we observe every day. Figure 5-8 provides data segmented by workforce category and shows that
scores are consistently high across all workforce segments. These data mirror prior findings from the PACE Climate Survey,
the predecessor to the GPTW Survey where ACD was consistently above the norm for workforce engagement each year.
Another indicator of employee engagement is the level of employee giving to the Employees Giving Back campaign, which
has increased every year over the last five years (Figure 7-3).
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Figure 5-7 Workforce Engagement in Key Focus Areas

Figure 5-8 Workforce Engagement in Key Focus Areas
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Figure 7-3 Employees Giving Back

5 - What are your results for workforce and leadership development, including job skills training?

ACD has a long-standing approach to workforce and leadership development. Figure 5-9 shows that more than 1,800
employees participated in the “Four Disciplines of Execution” (4DX) initiative in 2022 and participation continues to this
day. These results are segmented by each college and ACCESS to demonstrate that this initiative is embraced across the
entire organization. ACD offers phenomenal leadership development programs as an opportunity for employee growth
and development. Results of these efforts are reflected in Figure 5-10 and include program participation numbers. ACD
also provides programs for faculty members to advance their skills. Figure 5-11 shows the large number of faculty
participating in teaching and learning development programs and their improved course success rates after attendance.

Figure 5-9 Participation and Engagement in 4DX

Figure 5-10 Employees Participation in Leadership Development
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Figure 5-11 Faculty Participation in Teaching and Learning

6 - What are your results for significant safety-related incidents, including Occupational Safety and Health
Administration (OSHA) reportable incidents?

Results of significant safety-related incidents are documented through the COVID-19 2020-2022 Health and Safety After-
Action Assessment (Figure 5-12). A companion to the COVID-19 Risk Assessment shown earlier, this initiative, conducted
by a 3rd party reviewer, centered on four strategic areas with related focus areas to determine the effectiveness of ACD’s
pandemic response. In each of the focus areas, strengths and opportunities for improvement were identified. Results
indicated that over half of our strengths fell in the health and safety elements of the assessment. This after-action
assessment has resulted in significant learning opportunities that better prepare ACD for future health and safety
challenges.

Figure 5-12 COVID After Action Assessment Approach

7 - What are your results for additional indicators of workplace health and safety (e.g., results of safety audits, near-
miss tracking)?
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ACD monitors workplace health and safety through the tracking of injury frequency, use of the Employee Assistance
Program (EAP), and through the GPTW survey questions on safety. ACD places a strong focus on workplace health and
safety as evidenced by the improved injury frequency rate per 100 employees (Figure 5-13). Further, utilization of the EAP
typically mirrors or leads the USA benchmark, which indicates that the workforce has awareness of and utilizes this
valuable benefit (Figure 5-14). Finally, the GPTW survey provides a direct question related to workplace safety: “this is a
physically safe place to work.” The GPTW results provide evidence of high levels of employee confidence in the workplace
environment (Figure 5-15).

Figure 5-13 Injury Frequency Rates

Figure 5-14 Workforce Health and Safety Indicators

Figure 5-15 Workplace Safety
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Customers and Markets

1 - Briefly describe your key processes used for the following:
1. customer listening,
2. customer engagement, and
3. customer support.

ACD employs multiple student and other customer listening approaches to obtain actionable information to understand
customer needs, expectations, and their relative importance so that we are better able to design, improve, and innovate
educational programs and services. We accomplish this through the Listening & Learning System (LLS), which is
comprised of the data gathering approaches shown in Figure 11.

We engage with students and other customers through highly focused interactions via the provision of a variety of
personalized and innovative services, and multi-modal communications both in- and out-of-the classroom. Figure 12
summarizes the wide variety of engagement methods we use to build a more student- and customer-focused
organizational culture; manage and enhance our brand; meet students’ and other customers’ requirements; and exceed
their expectations in each stage of their relationship with ACD. 

Several processes and systems are integrated to enable students and other customers to seek information and obtain
support from ACD. Student access is an important objective and we have established a requirement to minimize the
barriers of time, place, cost, and educational preparation levels so that all in the community will have an opportunity to
obtain educational programs and services from us. Consequently, we have developed a variety of methods to enable
students and other customers to seek information, obtain support, and gain access to our offerings as shown in Figure 13.
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Figure 11 Listening & Learning System
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Figure 12 Customer Engagement Methods

Figure 13 Methods for Student and Other Customer Services and Support

2 - What are your results for market size and market share, by business unit or product/service, as appropriate?
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CCs do not generally focus on market share as we tend to be unique organizations in our service areas. Instead, we
compare ourselves to CCs that are like us but reside in other markets. Figure 6-1 shows changes in college going rates in
high schools located in other Texas markets versus ACD. From 2013 to 2021, these markets suffered a decline, including
Bexar County (ACD’s primary market), but our decline was the least significant. The following year, the rate increased
across the board with Bexar County and ACD leading the way. Another meaningful indicator is that ACD is the organization
that has conferred the greatest percentage of higher education awards of any institution in our market area over the last
five years (Figure 6-2). Last, a relevant comparison is related to the cost of attending college in our market area where
ACD’s low cost to attend dwarfs all other institutions of higher learning (Figure 6-3). This enhances our “value
proposition” to the community we serve.

Figure 6-1 AlamoPROMISE Effectiveness on HS College Going Rates

Figure 6-2 Share of Awards Conferred Among Local Competitors
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Figure 6-3 Market Tuition and Fees Comparison

3 - What are your results for your customer loyalty, including likelihood to recommend your organization, by key
customer segments?
Note: For health care organizations, as appropriate: Include your results for Hospital Consumer Assessment of Healthcare
Providers and Systems (HCAHPS) or CAHPS scores.

Student loyalty is measured using a 3rd party nationally normed instrument. Figures 6-4 and 6-5 focus on survey
questions that are the best indicators to determine the level of “loyalty” among our students. The results show that ACD
performance in all areas is consistently better than the USA norm base with many exceeding the base by a considerable
margin. Further, students were asked if they “would recommend this college” to others. Surveys conducted from 2017 –
2021 all produced extremely high scores that exceeded those of other Texas and US colleges (Figure 6-6). Finally, the
ultimate loyalty indicator is evidenced by the number of students who return each semester as shown in our persistence
rates (Figure 2-4).
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Figure 6-4 NLSSI Student Loyalty Indicators

Figure 6-5 NLSSI Student Loyalty Indicators
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Figure 6-6 Student Loyalty - Would Recommend This College to Friends and Family Members

4 - What are your results for customer complaints, by key customer segments, if available?

Student complaints provide the opportunity to learn more about our students to better meet their needs. ACD provides
opportunities for our stakeholders to share concerns, express their opinions, and provide a platform from which
continuous improvement initiatives can be launched. Due in part to our highly effective complaint resolution process, the
number of student complaints received is extremely low, especially given the size and complexity of ACD (Figure 6-7). Our
resolution cycle time shown in Figure 6-8 indicates that we have shown drastic improvement in complaint resolution time
and have resolved concerns in less than 30 days on average since 2023. We believe that our ability to welcome,
understand, and promptly resolve complaints contributes to our high level of student retention and completion.

Figure 6-7 Student Complaints
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Figure 6-8 Complaint Resolution

5 - What are your results for customer satisfaction and dissatisfaction, by key customer segments?

ACD experiences high levels of customer satisfaction as demonstrated through survey results. Customer satisfaction with
academic services (Figure 6-9), campus environment (Figure 6-10), and college focus data (Figure 6-11) are included.
These data demonstrate ACD students experience greater levels of satisfaction compared to the average of students
across the US in academic services, campus environment and college focus items, every year. Further, results across
almost all areas are trending positively. It is clear from these results that ACD is exceeding customer expectations and
providing a top-quality higher education experience to its students.
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Figure 6-9 NLSSI Student Satisfaction With Academic Services
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Figure 6-10 NLSSI Student Satisfaction With Campus Environment

Figure 6-11 NLSSI Student Satisfaction With College Focus
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Community Engagement

1 - Briefly describe your key processes for community engagement and societal contributions. Be sure to include your
processes for the following:

1. listening and engaging with your key communities, and
2. supporting your key communities.

ACD is an integral part of Bexar County and the San Antonio area, not only as a provider of  higher education but also as a
good citizen who cares for the overall well-being of the local community. As a result, we focus on environmental, social,
and economic issues annually during the SPP and in leadership team meetings throughout the year. Senior leaders engage
with the community on boards, community leadership teams, and in informal settings to gather data and better
understand community needs and to form partnerships. Based upon what we learn, we take action to provide support in
the most impactful ways. We are fully committed to our Community-Engaged value and are actively involved in a number
of programs for community betterment.  

Highlights from an environmental standpoint include an ACD Sustainability Program with a Climate Action Plan and an
Environmental Sustainability Policy and Procedure addressing six focus areas: Greenhouse Gas Emissions and Energy
Conservation; Water Conservation; Indoor and Outdoor Air Quality; New Constructions, Additions and Renovations;
Sustainability Literacy; and Procurement. From a social well-being standpoint, we provide Community Education Centers
at eight regional and inner-city locations that offer college awareness programs and support for adult learners. From an
economic well-being standpoint, we have formed critical partnerships, including the San Antonio Ready-to-Work (RTW)
grant program which is a one-of-a-kind in the nation partnership between ACD and the SA Chamber of Commerce
creating a regional talent development pipeline that is aligned with targeted industries that are critical to the economic
development of SA and the region. Figure 14 highlights the multitude of our key community engagement methods.

Figure 14 Community Support Methods

2 - What are your results for engaging and building relationships with your key communities? Be sure to include results
for the following:

1. the number and type of engagements,
2. the frequency of each engagement type (how often the engagement happens), and
3. the length of time of engagements.
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ACD has a long history of outstanding relationships with the city of San Antonio and the surrounding area. We value,
prioritize, and put forth major effort each year to ensure that these relationships remain strong. To illustrate, Figure 7-1
provides a glimpse of the multitude of activities we are engaged in on a continuous basis to meet our community’s needs.
Our Foundation plays a major role in supporting those in need with the provision of scholarships in support of students
and families throughout the area (Figure 7-2). ACD recently raised $1.2M toward scholarships in a single event, our 2024
Mosaico Gala. This level of outstanding support from our friends and partners is another indicator of ACD’s high regard
amongst the community we serve.  

Figure 7-1 Methods of Community Engagement

Figure 7-2 Foundation Scholarship Results

3 - What are your results for societal contributions?
Note: See below for some examples of societal contributions:

reduced energy consumption
use of renewable energy resources and recycled water
reduction of your carbon footprint
waste reduction and utilization
alternative approaches to conserving resources (e.g., increased virtual meetings)
global use of enlightened labor practices; and
donations of goods or services to promote housing, community health, and food security.

ACD is a major contributor to our community through our workforce and their efforts in our Employees Giving Back
campaign where employees donate funds toward needed projects in the community as well as scholarship funding.
Typically, over $300K are “given back” to the community each year (Figure 7-3). Another significant societal contribution
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comes from our Advocacy Centers, located on each of the college campuses, which have an estimated local economic
impact of $2.5M. These centers include Pop-Up Markets and Services to Households. ACD has also distributed 759,889
lbs. of food through a partnership with the San Antonio Food Bank (Figure 7-4). Further, ACD takes great steps to be
environmentally conscientious and responsible. Figure 7-5 shows the amount of energy savings produced over the last 21
years. We embrace many “green” initiatives, from construction to utilities, all to lessen our carbon footprint and remain
an eco-friendly organization.

Figure 7-3 Employees Giving Back

Figure 7-4 Advocacy Center Effectiveness
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Figure 7-5 Alamo Colleges District Cumulative Savings
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Finance

1 - Briefly describe your key processes used for managing your organization’s finances to ensure the following:
1. financial viability, and
2. access to capital during disruptions.

To ensure financial viability, the ACD Budget process is conducted annually and consists of the development of revenue
and expense allocations using a Funding Model (FM). Significant steps in the annual budget process leading up to the
presentations of the Preliminary and Final Budgets to the Board include the following (Figure 15). 

The Accounting and Finance team regularly report out on our financial condition and run a series of variance reports and
ratio analyses so we have continuous visibility into our budgets and overall finances. ACD's Internal Audit department also
regularly conducts assessments of our finances and associated controls.

The process of revenue projections functions as the springboard for determining the resources to be distributed for the
upcoming fiscal year. In the April/May timeframe Colleges and ACCESS Units finalize employee position listings and
develop detailed budgets based on a review of previous fiscal year approved budgets; unit needs; educational needs;
approved projects; and College objectives. ABO and the Colleges then prepare initial operating expense budget allocations
generated by the FM for distribution. In July, a Board Budget Retreat is held for Trustee review and approval of the budget
for the upcoming year. During this retreat, the presentation of the budget priorities, along with documented alignment to
the ACD strategic objectives, ensures that budget allocations are aligned with and support the College and ACCESS
Strategic Plans.

During the year, ACD utilizes a non-sufficient funds (NSF) process within its ERP system that requires departments to have
sufficient budget before requisition and purchase orders can be issued and before invoices can be paid. Access to capital
during disruptions is assured through the availability of a contingency fund that can be accessed in the event of
unexpected developments or emergencies brought about by unforeseen circumstances.

Figure 15 Preliminary Steps of the Budget Process

2 - What are your results for financial viability (e.g., liquidity, days cash on hand/reserves, credit or bond rating)?

ACD is in excellent financial health and enjoys the highest bond ratings available from both Standard and Poor’s and
Moody’s (Figure 8-1). ACD is one of only three colleges in Texas, and one of ten in the nation, that has earned the top
ratings from both rating houses. In ACD’s last bond referendum (2017), ACD’s service area citizenry passed our Capital
Improvement Program proposal ($450M) with a 67% favorable vote demonstrating their widespread confidence in, and
support of, our strategic agenda. In addition, our Strategic Reserves are substantial. As shown in Figure 8-2, these reserves
have increased each of the last four years and now sit at an all-time high ($80M). Finally, ACD’s Taxable Assessed Value
base continues to grow (Figure 8-3). This is important as 50% of our operating revenue is secured from local tax
assessments. As our service area expands, the financial security of the ACD continues to be enhanced.
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Figure 8-1 ACD Bond Ratings

Figure 8-2 Reserves

Figure 8-3 Growth in Taxable Assessed Value

3 - What are your results for financial performance (e.g., revenues, operating margin, performance to budget) by
organization units, as appropriate?

ACD’s financial performance has been exemplary. As seen in Figure 8-4, our Composite Financial Index exceeds the
national benchmark by a considerable margin as does our Operating Margin ratio. The District’s Changes in Net Position
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(Figure 8-5) is also trending positively. Since 2019, we have over doubled our available (real dollar) funding total and our
percentage of net revenue is correspondingly on the rise. Figure 8-6 provides evidence of a positive trend in revenues
(from all sources) supporting ACD. From 2019 to 2023, additional revenues of $200M have been realized. ACD has
consistently maintained a balanced operating budget and has the appropriate fiscal controls in place to ensure both
operational continuity and sustainability in support of our mission and vision. This has been reaffirmed by our outstanding
external audit results over the past five annums (Figure 1-5).

Figure 8-4 ACD Composite Financial Index

Figure 8-5 ACD Change in Net Position

Figure 8-6 ACD Sources of Revenue
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Glossary of Terms and Acronyms

1 - Provide brief definitions of terms and acronyms used in your responses to the criteria questions. The glossary
should be pasted into the text box. Glossaries larger than 20000 characters will need to be uploaded as an image. A
maximum of three images is permitted. If uploading an image of your glossary, please enter “n/a” in the text box to
activate the image upload icon.
Note: Acceptable examples of a glossary entry are:
    PES: Performance Evaluation System
    SPP: strategic planning process

NA

Baldrige Award Application - 04/11/2024 10:07

Page 69 of 72



Glossary of Terms and Abbreviations
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2024 Glossary of Terms and Abbreviations
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Release and Ethics Statements

Release Statement
✓ I understand that *

this application will be reviewed by members of the Board of Examiners.
if my organization is selected for a site visit, my organization will host the site visit,
facilitate an open and unbiased examination, and
pay reasonable costs associated with the award evaluation

✓ If selected to receive an award, my organization will share nonproprietary information on its successful performance
excellence strategies with other U.S. organizations. *

Ethics Statement
✓ I state and attest that *

I have reviewed the information provided by my organization in this award application package.
To the best of my knowledge, this package contains no untrue statement of a material fact and omits no material
fact that I am legally permitted to disclose and that affects my organization’s ethical and legal practices. This
includes but is not limited to sanctions and ethical breaches.

✓ I understand that after I submit the application, I will not be able to update it. *

Date: * 4/11/2024 10:06:57 AM ET

Signature: * Dr. Thomas Cleary
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Alamo Colleges District Performance Management System 

ACD's Performance Management System is the cornerstone of the organization's long-term 
resiliency. The foundation of this System are three key Board Policies: 

1. Policy B.9.1: Organizational Philosophy: "Always Inspire, Always Improve." This policy
serves as our Business Model and is centered around three key domains:
a. Student Success:  Achieving the Dream Framework - Best- and promising-practices at two-
year colleges.
b. Principle-Centered Leadership: "A leader in every seat."
c. Performance Excellence: Baldrige Framework.

2. Policy A.1.3: Mission, Vision, Values, and the Strategic Plan. ACD's Strategic Plan is
comprised of three Strategic Objectives (Student Success, Leadership, and Performance
Excellence) which are in perfect alignment with our Business Model (Policy B.9.1 above).
a. Student Success: Provide academic and student support and align labor market-based
pathways with a focus on Achieving the Dream practices and approaches to achieve student
completion.
b. Principle-Centered Leadership: Provide opportunities for Alamo College students and
employees to develop as principle-centered leaders.
c. Performance Excellence: Continuously improve our employee, financial, technological,
physical, and other capacities with a focus on effectiveness, efficiency, and agility per the
Baldrige model.

Board Policy B.9.1

THE ALAMO WAY

Student
Success

Principle-Centered
Leadership

Performance
Excellence

Board Policy B.9.1



3. Policy F.6.1: Student Success. ACD codifies its student success metrics in Board policy in an 
effort to align the work of the entire organization. These metrics, in aggregate, help define and 
denote what "student success" looks like at ACD. Each College and the District report out to the 
community and Board of Trustees its progress on these metrics on an annual basis including the 
actions it plans to take to achieve continuous improvement. This process ensures both 
responsibility and accountability for ongoing performance across the enterprise. 
 

 
 
At the beginning of each fiscal year, the Board of Trustees shares a set of Organizational 
Charges to the Chancellor. These "Chancellor Charges" are then shared widely across the 
District (even posted on our public-facing website) so the expectations of our governing group 
are made fully transparent. Action plans are then formulated to respond to these Charges and 
an end-of-year report is provided to share our collective progress in accomplishing these 
expectations. 
 
The District also develops a Strategy Map which outlines our key strategies, associated 
measures of success, historical performance, and one- and three-year targets for each metric. 
This Strategy Map is aligned with ACD's Strategic Plan and the strategic plan of the Texas Higher 
Education Coordinating Board (our sponsoring state agency). Once the District model is 
developed, each College develops a parallel Strategy Map which is customized to its campus 
but aligned with the District Map. This approach allows us to accommodate the unique needs 
of each campus but achieve continuity as a system of colleges.  
 
ACD has identified a compendium of key performance metrics (see Policy F.6.1 and the Strategy 
Map) so that we can continuously track progress on our dual agenda of student success and 
performance excellence (in 100% alignment with our Vision Statement). At ACD, we are 

Board Policy F.6.1

STUDENT SUCCESS
PERFORMANCE MEASURES

Graduates
Transfer Rates

Graduation Rates
Retention Rates

Course Completion Rates
Productive Grade Rates
Persistence Rates
Employment Rates
Licensure Pass Rates
Success Rates In Developmental Education



fanatical about collecting and leveraging data to inform our policy construction, resource 
allocations and decision making. No presentation is allowed to be shared with the Board 
without data. We have monthly Strategic Research Team meetings where we take deep dives 
into processes and programs via the data lens. Each college has a Director of Strategic 
Initiatives that report directly to the President to make sure we are regularly reviewing and 
leveraging the use of research and data in our day-to-day activities. One of our organizational 
values is being "Data Informed" and we live this standard every day. ACD has many institutions 
visit with us and almost all state how they are "data informed" when they first arrive only to 
share how "data uninformed" they are post-visit once they experience our data culture. 
 

 
 
 
ACD has a set of state and national peer groups to which we compare our performance. These 
are in addition to a multitude of other education-based consortiums to which we compare data 
and student outcomes (i.e., Noel-Levitz Student Success Inventory, Achieving the Dream, Aspen 
Institute (top 15% of community colleges), Integrated Postsecondary Data System, Texas Higher 
Education Accountability System, etc.). Texas two-year colleges are also funded 100% based 
upon performance. The State has identified seventeen (17) performance metrics on which this 
allocation is based. In the current year, no college or system received more state funding than 
Alamo - even though we are not the largest District in terms of enrollment. Alamo, by a wide 
margin, received the most performance-based points and associated funding. Where our state 
peers received an average increase of 14.6% from the prior year, ACD received an increase of 
38.6%. The average increase for all two-year colleges across the state was 22.9%. 
 
ACD has Institutional Research and Effectiveness Services (IRES) practices at both ACCESS and at 
all Colleges. The District also maintains a Business Intelligence practice (Tableau is our BI 



platform) and we have partnered with several consultant firms to help build an extensive array 
of dashboards for functional departments across the enterprise. At ACD, we conduct exhaustive 
research and assessments, highly leverage data, and insist on transparency and accountability. 
We have a mature level of data democratization and believe strongly in information activism. 
Over time, this model has allowed us to more quickly achieve cycles of improvement and 
heighten all areas of operational performance. Where we were once amongst the lowest 
performers (state-wide and nationally) in terms of student success, we are now amongst the 
very best.  
 

 
 
 
Overall, ACD's Performance Management System is fully integrated across the enterprise. Our 
Strategic Planning, Budgeting (resource allocation), and Performance Measurement (KPI) 
efforts are both aligned and coordinated. Codified in Board policy is our organizational 
philosophy, Business Model, strategic plan, MVV, and key student performance metrics. Our 
Strategy Maps and Benchmark Reports (longitudinal and comparative student success metrics) 
allow us to monitor our progress, establish aspirational short- and longer-term goals, and 
develop interventions for improvement. On an annual basis, each employee also identifies 
SMART Goals which align with our larger organizational efforts. These are discussed and 
approved by supervisors and then revisited at the end of the year to ascertain the progress 
achieved. Each employee identifies competency areas (tied to ACD's values) to improve each 
annum. From Board expectations (Charges to the Chancellor) to individual employee 
performance plans/reviews, ACD maintains an integrated and comprehensive system of 
performance management which drives our continuous improvement agenda.  
 
 

Alamo Way Policy
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Putting It Together: Integrated Performance Excellence

Alamo Way
• Student Success

• Principle-Centered
Leadership

• Performance
Excellence

Strategic Plan

• Mission, Vision and
Values

• Strategic Objectives

I. Student Success

II. Principle-Centered
Leadership

III. Performance
Excellence

Strategy Map

• Stakeholder’s Imperatives

• Strategic Objectives (3)

• Key Strategic Priorities

• Measures of Success

I. Targets

II. Projections

III. Actual



Community Engagement: Engaging Your Key Communities 
 
Overview 
The Alamo Colleges District (ACD) is dedicated to engaging with the diverse populations of San 
Antonio, Bexar County, and seven surrounding counties through a comprehensive and inclusive 
approach. To effectively serve each area's unique needs, ACD comprises five colleges, eight 
education and training centers, and various early college high school locations, each 
strategically positioned to provide accessible and relevant educational opportunities. These 
institutions and various specialty programs work collaboratively to address the community's 
academic, vocational, and individual development needs. The ACD District Office, known as 
Alamo Colleges Center of Excellence for Student Success (ACCESS), supports these efforts and 
ensures consistency and excellence across all colleges and centers.  
 
Marketing & Communication  
The Alamo Colleges District (ACD) has a robust Marketing and Communications campaign 
designed to engage with the diverse populations it serves through innovative and targeted 
approaches. The 'Made for You' campaigns, in particular, have significantly impacted the 
community. Strategic partnerships with Anderson Marketing and MV Culture helped design 
these campaigns. The initial campaign, 'Made for You 1.0,' effectively reached and resonated 
with stakeholders across Bexar County and its contiguous counties, as evidenced by the strong 
positive response from the community. This success was measured through various feedback 
mechanisms, which also revealed areas for enhancement, prompting the development of 
'Made for You 2.0. 
  
Engaging Key Communities through ACD Signature Program - AlamoPROMISE  
The Alamo Colleges District (ACD) identified the community's desire for accessible and 
affordable higher education options.  ACD conducted listening sessions, surveys, and town hall 
meetings with students, parents, educators, and community leaders to gather insights on the 
barriers to higher education and the needs of the local population. High school counselors and 
nonprofit organizations provided valuable input on the financial challenges faced by students 
and the demand for more accessible and affordable higher education options. Additionally, ACD 
analyzed data on college enrollment rates, graduation rates, and economic trends in the San 
Antonio area, highlighting the need for initiatives supporting educational attainment and 
workforce development.  To address the need, ACD began AlamoPROMISE.  
To ensure AlamoPROMISE meets the community’s needs and is accessible, ACD actively 
engages the community through a comprehensive approach that includes outreach to high 
schools, community events, marketing campaigns, and strategic partnerships with local 
organizations. Representatives conduct presentations, workshops, and information sessions at 
high schools and community centers to inform students and parents about the program's 
benefits. The district collaborates with high school counselors and local nonprofits to provide 
application assistance. They also launch robust social and traditional media campaigns to 
spread awareness and hold town hall meetings and business partnerships to build broad 
community support. These engagement efforts increase enrollment from high school 
graduates, enhance community support, and boost participant retention and graduation rates. 



By involving various stakeholders, ACD builds a strong network of support, ensuring the 
sustainability and success of AlamoPROMISE. This initiative not only makes higher education 
more accessible and affordable but also contributes to the local economy by creating a more 
educated and skilled workforce.  
 
Systematic and Repeated Engagement  
The Alamo Colleges District (ACD) actively engages its communities through various vibrant 
events and educational workshops hosted across its campuses and centers, a total of 100+ 
yearly events. Annual events such as National Night Out, President’s Advisory Council meetings, 
and cultural celebrations like Hispanic Heritage Month and Black History Month are organized 
to celebrate cultural diversity and foster community spirit. Educational workshops and lectures 
covering career development, financial aid, and social issues are regularly offered, providing 
valuable resources to community members.  
Signature events raise awareness and funds for student programs, scholarships, and activities 
while encouraging community participation. Holiday celebrations and large-scale events 
strengthen community ties by offering fun, family-friendly activities promoting safety and 
neighborhood unity. Additionally, various college-level speaker series and community-specific 
events provide platforms for learning and engagement on important social and educational 
topics. Through these diverse and inclusive efforts, ACD demonstrates its commitment to 
supporting and empowering the communities it serves.  
 
Deployment to Appropriate Key Stakeholders  
Each college and center within the Alamo Colleges District (ACD) employs targeted outreach 
and engagement strategies to ensure that community engagement initiatives effectively reach 
critical stakeholders, including students, parents, local businesses, and underserved 
populations. Collaboration with community leaders provides feedback and support for the 
college’s initiatives. Partnerships with local high schools offer dual credit programs, fostering a 
college-going culture among high school students. Mentorship programs provide students with 
role models and support systems for academic and personal growth.  
Case management models for student engagement assign enrollment coaches to provide 
personalized support for various student types. Community centers act as hubs for community 
engagement, offering educational programs and cultural events. Advocacy services help 
students meet basic needs and provide mental health support while regularly hosting 
community events. Active participation in community planning committees and neighborhood 
associations ensures alignment of initiatives with community needs. Educational programs 
engage young students in higher education and technical careers. ACD ensures broad 
community involvement and support for its educational initiatives through these diverse 
outreach efforts.  
 
Evaluation and Improvement Based on Feedback  
Each college and center within the Alamo Colleges District (ACD) employs various feedback 
mechanisms to continuously gather input from community members and stakeholders. This 
feedback is crucial for informing and improving engagement strategies, ensuring they remain 
relevant and practical. Some methods used to collect input are community listening sessions, 



surveys, public forums, advisory committees, and symposium feedback. Student focus groups 
are integral to understanding the unique challenges and aspirations of the student body.  This 
information is used to refine future initiatives, ensuring engagement efforts effectively meet 
the needs of the communities.  
 
Innovation and Adaptation  
Feedback from the community is instrumental in driving innovation and adaptation across the 
Alamo Colleges District, ensuring that programs meet emerging needs and improve existing 
initiatives. Community input has led to the continuous expansion and enhancement of 
programs, better serving local students' educational needs. Workforce training programs are 
adapted to align with the evolving demands of regional industries. Initiatives evolve based on 
community feedback, introducing new activities, and improving logistics. Support services, 
technology access programs, K-12 camps, and workshops are updated to keep pace with 
advancements and community interests. New partnerships with local businesses and 
organizations create additional volunteer opportunities and community service projects. ACD 
demonstrates its commitment to responsive and forward-thinking education and community 
engagement through these innovations.  
 
Alignment with Organizational Needs and Integration with Related Processes  
Community engagement efforts at the Alamo Colleges District (ACD) are strategically aligned 
with each college's organizational mission and goals, ensuring initiatives support educational 
equity, economic development, and student success. Dual credit programs, advisory councils, 
workforce training programs, community events, case management models, community 
centers, advocacy services, and STEM programs are examples of initiatives that align with ACD's 
strategic goals. Effective community engagement requires cross-departmental collaboration, 
ensuring a unified and comprehensive approach. Through these collaborative efforts, ACD 
effectively meets the needs of its diverse communities while aligning with its overarching 
strategic goals.  
 
Conclusion  
Community engagement at Alamo Colleges District is a systematic, comprehensive, and 
collaborative effort. ACD effectively engages its key communities through regular and repeated 
engagement, targeted outreach, continuous feedback, improvement, alignment with 
organizational needs, and cross-departmental collaboration. Implementing innovative 
programs and initiatives based on community feedback ensures that their efforts are relevant, 
impactful, and aligned with their strategic goals. ACD exemplifies how educational institutions 
can play a pivotal role in supporting and enriching their communities, fostering a culture of 
learning, and addressing the diverse needs of their stakeholders. By maintaining a “student’s 
first” approach, ACD ensures that students' needs and success are at the forefront of their 
community engagement efforts. Through their commitment to community engagement, they 
contribute to the overall well-being and success of the communities they serve.  
 



Customers: Customer Engagement (Engaging Students) 
 
The Alamo Colleges District (ACD) places its students at the center of all its initiatives, 
recognizing them as the primary customers of its educational services. ACD is committed to 
creating a supportive and enriching educational environment through a comprehensive, 
systematic, and strategic engagement. This approach ensures that student needs and feedback 
drive continuous improvement in programs and services, aligning with the district's core 
mission and strategic goals. This comprehensive approach to student engagement reflects 
ACD’s commitment to putting 'Students First,' which is central to its organizational profile and 
core competencies.  
Systematic Engagement  
ACD employs a systematic approach to engage students regularly through multiple channels 
and activities. This includes regular and frequent communications via emails, newsletters, social 
media, and the district’s student portal. These regular updates ensure that students are always 
informed about their academic programs, support services, and extracurricular opportunities.   
Examples:  

• AlamoNAVIGATE: The student portal provides access to important 
announcements, class registration, academic progress tracking, and advisor 
connections. Regular updates and reminders keep students informed and engaged.  
• Career Fairs and Workshops: Career fairs and job readiness workshops connect 
students with potential employers and support career development. These events 
are held regularly and often include resume writing workshops, interview 
preparation sessions, and networking opportunities with industry professionals.  

Deployment to Key Stakeholders  
The deployment of engagement initiatives is tailored to reach all key student stakeholders 
effectively. ACD’s case management model assigns enrollment coaches to different student 
groups, such as dual credit students, early college high school students, and those in specific 
pathways like nursing. These coaches provide personalized support and meet each student’s 
unique needs. The deployment strategy also includes strategic partnerships with high school 
counselors to facilitate smooth transitions for incoming students and crucial collaborations with 
community organizations to support underserved populations, making everyone feel included 
in the ACD community.  
Examples:  

• Educate South Initiative: This initiative partners with local high schools to offer 
dual credit programs and early college experiences, fostering a college-going culture 
in the community. This program also involves parents and community members in 
informational sessions to ensure a supportive network for students.  
• Specialized Advising: Specialized advising is provided for students in technical 
programs, ensuring they receive guidance tailored to their career paths. For 
example, healthcare program students may receive advice from professionals with 
experience in the medical field, providing insights into career opportunities and 
industry expectations.  

Evaluation and Improvement  



ACD continuously evaluates its engagement strategies through various feedback mechanisms, 
including surveys like the Noel-Levitz Student Satisfaction Inventory (NLSSI), public forums, and 
advisory committees. Student focus groups also play a crucial role in gathering detailed insights 
into student experiences and needs. This feedback is analyzed to identify areas for 
improvement and implement changes that enhance the student experience.  
Examples:  

• NLSSI Surveys: Feedback from these surveys led to the creation of more study 
spaces and enhanced campus security, directly addressing student concerns. 
Additionally, survey results highlighted the need for improved dining options, 
resulting in the introduction of healthier food choices and extended cafeteria hours.  
• Student Voice: Our student evaluation and feedback mechanism includes the 
Student Trustee, Student Government Association (SGA), and student focus groups. 
The Student Trustee ensures student representation in board meetings, while the 
SGA gathers input through forums, surveys, and feedback sessions. Focus groups 
provide detailed insights on new initiatives and student life. This integrated 
approach ensures diverse and comprehensive feedback to improve college programs 
and services.  

Innovation and Adaptation  
Feedback-driven innovation is a cornerstone of ACD’s approach to student engagement. The 
district continuously adapts its programs and services based on student input to address 
emerging needs. Innovations include the expansion of online learning options, the introduction 
of new career-focused programs, and enhancements in student advising systems.  
Examples:  

• Online Learning Expansion: In response to the COVID-19 pandemic, ACD 
expanded its online course offerings and implemented virtual advising services, 
ensuring students could continue their education and receive support remotely. The 
district also invested in online learning platforms and tools to enhance the quality of 
virtual instruction.  
• Virtual Advising: Implementing virtual advising services allows students to 
schedule and attend advising sessions online, providing flexibility and convenience. 
This innovation is particularly beneficial for working students or those with family 
commitments, enabling them to receive academic guidance without disrupting their 
schedules.  

Alignment with Organizational Needs  
ACD’s student engagement strategies align with its mission and strategic goals, focusing on 
educational equity, student success, and community impact. Initiatives like AlamoPROMISE 
make higher education accessible and support social mobility and economic development. This 
cohesive approach integrates efforts district-wide to ensure unified student engagement.  
Examples:  

• AlamoPROMISE Program: This program provides last-dollar scholarships to 
eligible students and includes robust support services such as academic advising, 
career counseling, and financial aid workshops, ensuring comprehensive support 
throughout their college journey. This program reduces the financial burden on 



students and encourages high school graduates to pursue higher education, 
contributing to the community's overall educational attainment.  
• Advisory Councils: Regular meetings with advisory councils comprising students, 
faculty, and community members help align student engagement efforts with 
organizational goals and community needs. These councils provide a forum for 
discussing new initiatives, sharing best practices, and addressing student concerns or 
challenges.  

Comprehensive Support Services  
ACD’s commitment to student engagement extends beyond academic support to include 
comprehensive services that address students’ holistic needs. This includes strategic 
partnerships for mental health counseling, financial aid assistance, and wellness programs to 
support students' well-being.  
Examples:  

• Mental Health Counseling: ACD offers mental health counseling services to help 
students cope with stress, anxiety, and other mental health issues. These services 
are available in person and online, ensuring all students can access the support they 
need.  
• Financial Aid Assistance: Financial aid workshops and one-on-one counseling 
sessions help students navigate the complexities of applying for financial aid and 
scholarships. These services ensure that students receive the financial support they 
need to continue their education without undue financial stress.  

Extracurricular and Co-curricular Activities  
Engagement with students also involves providing various extracurricular and co-curricular 
activities that enrich the college experience and foster a sense of community.  
Examples:  

• Cultural Events: Cultural events and festivals celebrate the diverse backgrounds 
of the student body and promote inclusivity. These events include performances, 
exhibitions, and workshops highlighting different cultures and traditions, fostering 
students' sense of belonging and community.  
• Leadership Programs: Leadership development programs, such as student 
government and leadership workshops, empower students to take on leadership 
roles within the college and the broader community. These programs provide 
valuable skills and experiences that prepare students for future leadership 
positions.  

Technology and Innovation in Engagement  
ACD leverages technology to enhance student engagement and provide innovative solutions to 
support student success.  
Examples:  

• Learning Management Systems: Advanced learning management systems (LMS) 
allow for a more interactive and engaging online learning experience. Features such 
as discussion forums, interactive assignments, and real-time feedback enhance 
student participation and learning outcomes.  
• Mobile Applications: Mobile applications give students easy access to critical 
information, including class schedules, campus maps, and event calendars. These 



apps are designed to be user-friendly and accessible, ensuring that students can stay 
informed and connected on the go.  

Conclusion  
Customer engagement at Alamo Colleges District is a systematic, comprehensive, and 
collaborative effort. ACD effectively engages its students through regular and repeated 
engagement, targeted outreach, continuous feedback, improvement, alignment with 
organizational needs, and cross-departmental collaboration. Implementing innovative 
programs and initiatives based on community feedback ensures that their efforts are relevant, 
impactful, and aligned with their strategic goals. ACD exemplifies how educational institutions 
can play a pivotal role in supporting and enriching their communities, fostering a culture of 
learning, and addressing the diverse needs of their students.  
  
 



Cybersecurity Approach and Processes 

 

In today’s digitally driven world, cybersecurity has emerged as a critical priority for 
organizations and institutions of higher education of all sizes and across all sectors. 
The escalating frequency and sophistication of cyber threats— ranging from data 
breaches and ransomware attacks to sophisticated phishing schemes and insider 
threats—underscore the urgent need for robust cybersecurity measures. 
 
This summary outlines the essential components and strategic initiatives of the 
Alamo College District’s (ACD) cybersecurity program, highlighting our commitment 
to safeguarding sensitive information, ensuring regulatory compliance, and 
maintaining the trust of our students, faculty, and staff. It provides an overview of the 
status of our threat landscape, our proactive approach to managing cybersecurity 
risks, and the measures we have implemented to protect our data and digital assets. 

 

Our cybersecurity strategy is built on a foundation of continuous 
improvement, leveraging the latest technologies and best practices 
to adapt to the ever-evolving threat environment. By fostering a 
culture of security awareness and resilience, we aim to minimize 
vulnerabilities and enhance our ability to prevent, detect, respond 
to, and recover from cyber incidents. 
 
Our multifaceted cybersecurity approach is designed to provide the following: 
 

1) Protection of Sensitive Information: Alamo Colleges District manages sensitive data that 
is comprised of five functional domains: Financial, Human Resources, Student Success, 
Student Financial Aid, and Academic Success. 

 
2) Regulatory Compliance: Alamo Colleges District is subject to strict regulations regarding 

data protection and privacy. For this purpose, the cybersecurity team maintains a 
comprehensive cybersecurity program and plan that adheres to multiple frameworks 
and regulatory requirements: 

 
• National Institute of Standards and Technology (NIST) 
• Texas Administrative Code Chapter 202 (TAC 202 Subchapter C) 
- Information Security Standards for Institutions of Higher Education 
• Texas Department of Information Resources (DIR) 

-Security Control Standards Catalog 
• Family Educational Rights and Privacy Act (FERPA), 
• Gramm-Leach-Bliley Act (GLBA) 
• Payment Card Industry Data Security Standard (PCI-DSS) 



• Health Insurance Portability and Accountability Act of 1996 (HIPAA) 
• Security Technical Implementation Guides 

 
of compliance, prevent threats, and mitigate risks. 

ACD’s Cybersecurity team is responsible for the protection of digital assets, systems, and data 
from cyberthreats. This team performs a variety of functions including the identification of 
potential security vulnerabilities, implementation of security measures, monitoring for 
suspicious activities, responding to security incidents, and ensuring compliance with relevant 
laws and regulations. The team members hold multiple certifications from various certified 
vendors, such as CompTIA, ISC2, SANS, and Microsoft, which fortify ACD with a team with the 
necessary skills and competencies to maintain compliance, prevent threats, and mitigate risks. 
 
At Alamo, security processes and practices are employed on a daily/hourly basis. We have 
adopted tools and solutions which continuously monitor our environment and alert us to any 
anomalies in our systems. All employees are required to take a Security Awareness Training 
course every year. We regularly self-phish our employees and engage external penetration 
firms to attack/assess our environment at least two times every annum. Alamo also regularly 
engages outside consultant firms to assess our key cybersecurity policies, processes and 
infrastructure for any vulnerabilities. In the last year alone, we had our firewall reviewed, 
Sequel databases assessed, Oracle databases reviewed, and Banner (ERP) security protocol 
audited. 
 
Alamo employs end-point protection tools such as CrowdStrike and Malware Bytes which 
provide daily visibility into our environment and we receive daily reports from our Security 
Operations Center (SOC (which is outsourced) and from Splunk (our SIEM). All critical hardware 
and software assets are tethered to these cyber-protection tools and cyber-dedicated staff at 
ACCESS and each of the Colleges have complete visibility into all digital transactions in their 
respective environments.  
 
ACD maintains a comprehensive (confidential) Enterprise IT Risk / Cybersecurity Operations 
Manual which serves to orient our cyber-staff on the policies, procedures, and practices 
employed to secure our environment. This allows our distributed staff to stay current and 
aligned with the regulations, expectations and protocols of our cyber-practice. 
 
Texas DIR mandates that institutions of higher education develop and maintain a biennial 
information security program and plan. The security team performs continual reviews and 
updates to ensure that the security measures are up-to-date and effective against threats. The 
cybersecurity team works alongside the IT department and with key stakeholders to improve 
maturity levels to maintain compliance with regulations and effectively manage resources and 
risks to protect sensitive information. 
 
Alamo Colleges has maintained and continued to improve the Information Safeguards and 
Security Program and Plan maturity objectives, enabling the efficient allocation of resources 
and ensuring that the right tools, technologies, and personnel are in place. 



 
The Incident Response (IR) Plan is a critical function for Alamo Colleges to be able to manage 
and mitigate the impact of security incidents effectively. Its importance lies in several key areas: 
 

1. Protection of Assets 
2. Minimization of downtime 
3. Risk Mitigation 
4. Regulatory Compliance 
5. Reputation Management 

 
The primary goal of our incident response approach is to quickly identify, contain, and 
remediate security incidents while minimizing their impact. 
 
Some of the ACD’s key Processes related to its Cyber-Security Practice include: 
 Required Security Awareness Training (all employees annually) 
 Role-Based Security Protocol 
 Network Penetration Testing (semi-annually) 
 Password Management and Complexity/Timeout Protocols 
 Multifactor Authentication Protocols 
 Endpoint Management Detection (daily) 
 Vulnerability Scanning (continuous) 
 Security Monitoring and Logging (continuous) 
 Dual Data Centers 
 Data Center Physical Security 
 Off-Site Data Replication 
 On-Site Data Vaulting  
 Network-Based Anomaly Detention 
 Configuration Management 
 Threat Intelligence 
 Patch Management (weekly and as needed) 
 Phishing Assessment (annually) 
 Application Security Reviews (quarterly) 
 Security Policy Management 
 Incident Response 
 Backup and Recovery (daily) 
 Data Governance 
 Firewall Assessment (annually) 
 Vendor Management 
 PCI Compliance 
 DDOS Prevention 
 DNS Filtering 

 
Overall, ACD has a multi-layered Defense in Depth cybersecurity ecosystem which reduces our 
attack surface and puts the enterprise in the best position to Identify, Protect, Respond and 



Recover from any hostile action threatening our environment. Our policies, processes and 
practices go well beyond what is required by Texas Administrative Code (TAC 303) and NIST 
standards. These processes are constantly evaluated by the staff as the bad actor community 
regularly adjust their attack protocols. Alamo has made a serious commitment to building its 
Cyber-Practice with eleven (11) full-time assets directly employed in Enterprise Cyber-Security 
and another six (6) full-time cyber-assets in high-risk functional areas (i.e., IT, HR, DPS).  
 
Alamo was recognized by Baldrige in 2018 as having an exemplary cybersecurity practice and, 
more recently (2023), was awarded the Texas Cyberstar Certificate for demonstrating 
cybersecurity best practices. 
 
 

suspicious activities, responding to security incidents, and ensuring 
compliance with relevant laws and regulations. The team members 
hold multiple certifications from various certified vendors, such as 
CompTIA, ISC2, SANS, and Microsoft, which fortify ACD with a team 
with the necessary skills and competencies to maintain compliance, 
prevent threats, and mitigate risks. 

 
 
 
 



Finance:  Financial Viability and Access to Capital During Disruption 

At ACD, we are committed to ensuring financial viability for the continued operation and 

success of our system. To achieve financial viability and to ensure access to capital and needed 

funds during disruption, our processes are designed to be systematic and aligned with our 

organizational needs. This process is integral to our continued ability to provide the educational 

opportunities to our students and community. 

Systematic Process 

Financial Viability has three main systematic processes: 

1. Budget Process: Each year the overall budget process is completed. The ACD Budget 

process is conducted annually and consists of the development of revenue and expense 

allocations using a formal Funding Model (FM) followed by a Budget Distribution, which 

is a detailed organizational account distribution process undertaken at the ACD and 

College levels. Significant steps in the annual budget process leading up to the 

presentations of the Preliminary and Final Budgets to the Board include the following: 

a. In the spring, the ACD Budget Office (ABO) coordinates preliminary projections 

for revenues and a “Special Board Meeting” is held for reviewing the current 

legislative agenda and providing a preliminary look at the next year’s operating 

budget. This “first look” encompasses all revenue projections - state 

appropriations, ad valorem property tax, tuition, and other departmental & 

auxiliary revenues – and functions as the springboard for determining the 

available resources to be distributed for the upcoming fiscal year. Additionally, in 

alignment with the Strategic Enrollment Management plan and in coordination 

with each of the five colleges.  

b. Budget workshops are held in the Spring to identify projects or initiatives 

proposed by the Colleges and ACCESS units for consideration in determining 

funding allocations. In the April/May timeframe Colleges and ACCESS Units 

finalize employee position listings and begin work on the development of 

detailed budgets based on a review of previous fiscal year approved budgets; 

unit needs; educational needs; approved projects or initiatives; and College 



objectives. ABO and the Colleges then prepare initial operating expense budget 

allocations generated by the FM which are distributed to each of the Colleges 

and ACCESS units.  

c. In July, the Board Budget Retreat is held for presentation, review, and approval of 

the budget for the upcoming year. During this retreat, the presentation of the 

budget priorities, along with documented alignment to the ACD strategic 

objectives, ensures that budget allocations are aligned with and support the ACD, 

College, and ACCESS Unit Strategic Plans. Finally, the Board conducts a budget 

amendment process at its December meeting during which it determines if any 

budget modifications are required.  

2. Financial Transactions:  Throughout the year, as College and ACCESS Units conduct their 

operations and incur financial expenses, there are mechanisms in place to ensure the 

proper funding is in place and that expenses are within budget. The two main 

mechanisms in place include: 

a. A Purchasing Policy approved by the Board of Trustees which dictates the proper 

method of purchasing both in alignment with Board policies but also within State 

Laws. Processes are in place for supplier selection depending on the type of 

contract, type of service or product, purchase price, and the availability of 

suppliers. Purchasing and Contract Administrations award contracts to meet 

needs by soliciting formal or informal quotes from vendors, evaluating bids, and 

issuing a purchase order  

b. During the year, ACD utilizes a non-sufficient funds (NSF) process within its 

finance system that requires departments to have sufficient budget before 

requisition and purchase orders can be issued and before invoices can be paid. 

NSF situations have to be resolved before departments can move forward.  

3. Audit:  The final systematic process is the annual audit of the Alamo Colleges District’s 

Annual Comprehensive Financial Report. External auditors conduct a financial audit of 

the District as a whole, as well as financial audits and reviews of each of the 5 Colleges. 

During this audit internal controls are assessed, financial transactions tested, and other 



required audit procedures completed.  ACD has always received an unmodified audit 

opinion (the best opinion available) and has earned the Government Finance Officers 

Association’s Certificate of Achievement for Excellence in Financial Reporting. 

Additionally, ACD employs a staff of Internal Auditors who also complete periodic audits 

of various processes including those related to budget and finance. These audits provide 

constructive feedback on processes working well and those that could be improved to 

result in even better financial stewardship. 

Access to Capital During Disruption has one main systematic process and two processes that 

positively impact the District’s ability to access capital. 

1.  First, the Board of Trustee’s has a policy to maintain a reserved fund balance of at 

least 15% which is calculated and ensured during the budget process.  Second, the 

District and access a contingency fund in the event of unexpected developments or 

emergencies brought about by unforeseen circumstances. 

2. Investment policy – the Board of Trustees maintains an investment policy which is 

reviewed and re-affirmed each year by the Board. This investment policy outlines the 

type of investment that may be made which takes into account investment risk and 

state statute.  The district maintains a conservative investment portfolio with shorter 

term/liquid investments should the need for additional cash arise. 

3. Cash Management Process – the ACD Treasurer is responsible for the cash 

management process for the District. In this capacity, the analysis of incoming 

revenue and timing coupled with the analysis of anticipated expenses is a continual 

daily and monthly process to ensure the District has the working capital and cash to 

meet its operational needs. These robust cash management principles ensure 

liquidity and financial stability. 

 

Deployment to Key Stakeholders 

Our process is designed to be inclusive, ensuring that it is deployed to all relevant stakeholders. 

Inclusivity and Engagement: Both of these concepts are employed in both the budget process 

and in the daily operational processes.   



The budget process is collaborative with stakeholders across the district. The budget workshops 

provide the opportunity to present projects or initiatives that will increase student success, 

align with the moonshot to be a partner in our community to end poverty through education, 

and make ACD a best-in-class institution. The transparent nature of the budgeting process for all 

stakeholders allows for understanding and awareness of the process and the final budget 

determinations made. 

The financial transactions process is completed by stakeholders across the district daily. These 

personnel are provided with information, training, and access to systems enabling them to 

complete their tasks. Training and resources are provided to department heads and managers 

to effectively manage their budgets and allocated financial resources. Purchasing and Contract 

Administration work on a daily basis with stakeholders guiding them through the purchasing 

process and helping them meet their needs for products and services. 

Evaluation of the Process 

Evaluation is a critical component of our financial viability and access to capital to ensure 

continued operational success. 

1. Regular Assessments: We conduct regular evaluations of our budget development 

process gathering feedback from stakeholders on the overall process and the impacts on 

their individual charges in successfully conducting the mission of education and student 

success.  The external and internal audit functions provide an outside review of our 

financial transactions, processes, and internal controls validating our operational 

procedures and processes. Using performance metrics to measure financial health, such 

as liquidity rations, reserve levels, investment performance coupled with the composite 

score index and related benchmarks to monitor ACD’s financial viability and access to 

capital. 

Continuous Improvement 

Use evaluation results to continuously improve our financial policies and practices. The 

continual improvement includes: 

• Documenting changes made based on feedback and evaluation outcomes. 

• Introducing innovative solutions to address identified weaknesses or gaps. 



• Regularly reviewing and updating financial policies to reflect current best practices and 

organizational needs. 

Alignment with Organizational Needs 

To ensure that our financial strategies are aligned with our organizational needs and integrated 

with related processes we: 

• Align financial policies with our strategic goals and workforce requirements. This is a large 

part of the budgeting process to ensure our budget priorities and allocations meet our 

overall strategic plan and the related projects and initiatives to meet the goals of the 

strategic plan. 

• Integrate financial planning with other key processes, such as performance management, 

strategic planning, and resource allocation. This comprehensive approach leads to a 

better vision and larger chances of success in achieving our overall strategic goals. 

• Develop a comprehensive financial plan that supports our long-term sustainability and 

growth. Being mindful of not only the current year’s needs, but future plans and goals, to 

prepare for the future.  This is important to continue to build the strategic reserve to 

provide access to capital if the District were to enter into a period of disruption and 

needed to continue operations with interrupted revenue streams. 



Leadership and Governance: Communication and Engagement System (CES) Process 
 
Systematic & Deployed to Key Stakeholders. 
Alamo Colleges district's value of community engagement is activated through a multitude 
of activities we engage in on a continuous basis to meet our community's needs. Chief 
among these initiatives are our AlamoPROMISE program, our Ready to Work partnership 
with the City of San Antonio, and our Advocacy Centers. Some examples of activities 
include business and industry councils, partnerships with other education institutions, 
and our podcast. 
 
Our community engagement activities are ongoing and occur on various cycles, including 
annual, monthly, or quarterly intervals. We deploy these activities to the community 
through face-to-face meetings and events, live online engagements, or pre-recorded 
sessions posted on social media. Our community engagement initiatives are also 
recurring, taking place monthly, annually, or each semester, and are built into our 
organizational plans and workflows. 
 
Evaluated & Improved  
Our community engagement programs and initiatives begin with gathering information 
from key stakeholders to create implementation plans that meet community needs. Once 
implemented, they are evaluated regularly to ensure they continue to meet those needs. 
We use a range of evaluation tools, including focus groups, surveys, stakeholder feedback 
sessions, and online two-way communication opportunities. Stakeholder feedback has 
been a valuable tool in our cycles of continuous improvement. The initiatives are also 
evaluated using key performance indicators aligned to our organizational goals. 
 
An example of improvements based on evaluation includes our focus on student parents. 
Nearly 20% of our learners are raising children as they pursue a credential, and we know 
from community surveys that childcare is a need among our learners. However, the need 
for quality childcare extends beyond our classrooms to all our service area. The feedback 
we received from student parent surveys, meetings, and data from community partners led 
us to open childcare camps at each campus during the most critical months – summer – 
providing an opportunity for parents to engage in their schoolwork without the burden of 
unreliable or unattainable childcare and also nurture young learners and introduce them to 
the concept and campuses of college. 
 
Another example is our business and industry councils. These councils provide valuable 
insights at least twice a year, and often more frequently, to ensure our programs are 
meeting business and industry needs and our students are well-prepared for the 
workforce. Recent meetings with top executives across Bexar County provided key insights 
into the non-academic and technical skill requirements that will assist in continued 
improvement of the quality of applicants in the talent pipeline by embedding essential 



business skills such as communication and critical thinking into our coursework and 
providing a badge to students that signifies competency to potential employers. 
 
Aligned with organizational needs and integrated with related processes 

Each of our activities and initiatives is aligned with both organizational and community 
needs and integrated with related processes. We ensure alignment using a variety of 
methods, including tethering our activities and programs to the Alamo Way, our mission, 
vision, values, and charges from the Board of Trustees to the organization as well as our 
strategic plans. We integrate evaluation into this process by incorporating student and 
organizational feedback and ensuring it contributes positively to key performance 
indicators. 

 



Leadership and Governance: Succession Planning Process 

At ACD, we are dedicated to providing all faculty and staff with opportunities for professional 

development and career progression through career latticing and/or advancement. Our 

succession planning process (Table 1) is designed to be systematic, inclusive, and aligned with 

our organizational needs. This process is integral to our Leadership Development Programs, 

which caters to three key groups: 

1. Leadership Academy (Deans, Directors, and Department Chairs) 

2. Effective Managers Training (Managers, Supervisors, and Team Leads) 

3. Aspiring Leaders (All Faculty and Staff) 

 

Systematic Process 

Our succession planning is systematic and consistent, ensuring regular and repeated actions 

that promote leadership development across all levels. 

1. Leadership Development Programs: We offer structured programs that include 

application, selection, and progression through defined levels of leadership. Every fall, 

we hold employee information sessions when applications open, and our programs 

launch every spring. This ensures a pipeline of qualified candidates for future leadership 

roles. 

2. Career Tools: We use a dedicated career site providing personalized assessment and 

tools to help individuals identify and pursue their career aspirations. These tools are 

designed to support employees throughout their entire career journey, regularly 

updated to reflect current opportunities and organizational needs. 

 

Deployment to Key Stakeholders 

Our process is designed to be inclusive, ensuring that it is deployed to all relevant stakeholders. 

1. Inclusivity: Our commitment to inclusivity means that all faculty and staff have the 

opportunity to develop their skills and be considered for any position within the 

organization. We promote our leadership programs through our weekly newsletter, 



weekly talent search communications, and a leadership development SharePoint site 

accessible to all employees. 

2. Engagement: We actively engage deans, directors, department chairs, managers, 

supervisors, team leads, and all aspiring leaders in our succession planning initiatives. 

Our Communication and Engagement System ensures that senior leaders are involved 

in two-way communication, like new employee orientation, welcoming new employees 

and introducing them to our succession planning opportunities i.e. our leadership 

development programs. This broad deployment ensures comprehensive stakeholder 

involvement and support. 

 

Evaluation of the Process 

Evaluation is a critical component of our succession planning process to ensure its effectiveness 

and relevance. 

1. Regular Assessments: We conduct regular evaluations of our leadership development 

programs and career tools to measure their impact and effectiveness. For example, we 

use focus groups to gather feedback from employees about navigating career 

development at ACD. 

2. Feedback Mechanisms: Feedback is gathered from participants and stakeholders 

through surveys, focus groups, and performance metrics. This data is used to identify 

strengths and areas for improvement. Additionally, we utilize the Kirkpatrick Model of 

Training Evaluation to systematically assess the outcomes of our training programs 

across four levels: Reaction, Learning, Behavior, and Results. 

 

Continuous Improvement 

Based on the evaluations, we continuously improve our succession planning process to ensure it 

remains effective and innovative. 

1. Innovative Solutions: We incorporate innovative solutions based on feedback and 

evaluations. For instance, we have introduced an immersive new supervisor orientation 

that complements our leadership development by preparing leaders from their start at 



ACD. This was an improvement from our previous version, which primarily consisted of 

classroom-based sessions. The new approach includes hands-on, interactive experiences 

to better equip new supervisors with practical skills and knowledge. 

2. Documented Improvements: We document changes made based on feedback. For 

example, we digitized our application process, making it easier for employees to apply 

and for our team to process applications efficiently. 

 

Alignment with Organizational Needs 

Our succession planning process is aligned with our organizational needs and integrated with 

related processes to ensure coherence and effectiveness. 

1. Strategic Alignment: The process is aligned with the strategic goals and workforce 

requirements outlined in our Organizational Profile. Our leadership programs are 

designed to align with the focus areas in our leadership team structure and are tied to 

our commitment to achieving responsible governance. 

2. Integration with HR Processes: Our succession planning is seamlessly integrated with 

other HR processes, such as performance management. All employees are given the 

opportunity to develop SMART goals that contribute to individual, team, and 

organizational goals, followed by a development plan aligned to specific competencies 

that support career development. This culminates in an annual progress review where 

leaders have conversations with each employee to discuss achievements and areas for 

future development. 

Specific Programs and Tools 

Leadership Academy (Deans, Directors, and Department Chairs) 

• Programs: Advanced leadership programs focused on enhancing self-awareness, 

relational intelligence, vision and strategy, change management and sustainable 

leadership practices within the context of educational administration.  

• Tools: Leadership coaching, leadership assessment tools, and team-building workshops. 

Effective Managers (Managers, Supervisors, and Team Leads) 



• Programs: Management training programs that cover enhancing self-awareness, 

relational intelligence, vision and strategy, change management and sustainable 

leadership practices within the context of leading teams. 

• Tools: leadership coaching and team-building workshops. 

Aspiring Leaders (All Faculty and Staff) 

• Programs: Foundational leadership programs that introduce key concepts self-

awareness, relational intelligence, vision and strategy, change management and 

sustainable leadership practices within individual contributors. 

• Tools: Leadership workshops. 

 

Continuous Process Enhancement 

1. Systematic Enhancements: Our organization learning team has a standard operating 

process for regular evaluation of our core work process, including succession planning 

initiatives. This ensures that evaluations are conducted consistently and that insights are 

used to drive improvements. 

2. Stakeholder Engagement: We have increased transparency and communication about 

our succession planning process through regular employee newsletters (all employees, 

supervisors, and faculty) and updates on our Organizational Learning SharePoint site. 

These channels keep all stakeholders informed and engaged. 

3. Evaluation Metrics: We have developed specific metrics to measure the success of our 

leadership development programs, such as self-reported promotion rates and 

participant satisfaction. 

4. Innovative Practices: We continuously explore new technologies and methodologies to 

enhance our development programs. For example, we are using Microsoft 365 as a tool 

to personalize user feedback and streamline processes, making it easier to collect, 

analyze, and act on feedback. 

5. Alignment and Integration: We ensure alignment and integration with broader 

organizational processes through our district-wide strategic planning process. This 



process ensures that our succession planning efforts are aligned with the strategic goals 

of the district and integrated with other key initiatives. 

By applying this process and continuously refining our approach, we ensure that our 

succession planning process effectively prepares ACD for future leadership needs, fosters 

professional growth, and supports our strategic objectives. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Table 1. Succession Planning Process 

Step Description  

1. Systematic  
Leadership Development Programs Structured programs with application and selection. 
Career Tools Personalized career site with AI assessments. 
2. Deployment to Key Stakeholders  
Inclusivity  Weekly newsletter, talent search communications, 

and SharePoint site. 
Engagement  Senior leaders involved in new employee 

orientation. 
3. Evaluation of Process   
Regular Assessments  Focus groups for feedback on career development. 
Feedback Mechanism Surveys, focus groups, and performance metrics. 
4. Continuous Improvement  
Systematic Enhancements Standard operating process for regular evaluation.  
Stakeholder Engagement  Employee newsletters and SharePoint site updates. 
Evaluation Metrics Metrics like promotion rates and participant 

satisfaction. 
Innovative Practices Using Microsoft 365 for personalized feedback and 

streamlined processes. 
Alignment and Integration  District-wide strategic planning process.  
5. Alignment with Organizational Needs  
Strategic Alignment Leadership programs align with focus areas and 

governance goals.  
Integration with HR Processes SMART goals, development plans, and annual 

progress reviews.  
6. Specific Programs and Tools  
Leadership Academy Advanced programs for strategic decision-making 

and self-awareness. 
Effective Managers Training Management training for team leadership and 

collaboration.  
Aspiring Leaders Foundational leadership program for communication 

and self-awareness.  
7. Continuous Process Enhancement   
Systematic Enhancements Regular evaluation through a standard operating 

process. 
Stakeholder Engagement Newsletter and SharePoint updates for engagement. 
Evaluation Metrics Promotion rates and participant satisfaction metrics. 
Innovative Practices Use of Microsoft 365 for feedback and process 

improvement. 
Alignment and Integration  Strategic planning process ensuring alignment and 

integration. 
 



Operational Continuity: Continuity of Operations Planning Process 
 
At Alamo Colleges District (ACD), ensuring operational continuity is a cornerstone of our 
strategic framework. We have developed a comprehensive Continuity of Operations Plan 
(COOP) that encompasses systematic, regular evaluations and updates, effective stakeholder 
deployment, rigorous evaluations, continuous improvements, alignment with organizational 
needs, and integration with related processes. This document outlines the key components and 
innovative strategies of our COOP, demonstrating our commitment to maintaining high-quality 
education and operational excellence in the face of potential disruptions.  
  
Systematic (Regular, Repeated)  
  
At ACD, we ensure operational continuity through a robust approach. Our Continuity of 
Operations Plan (COOP) forms a vital part of our strategic framework, reviewed and updated 
annually to stay current with evolving risks. This process includes several key steps to maintain 
the plan’s effectiveness and relevance, reflecting our commitment to staying ahead of potential 
disruptions.  
  

1. Comprehensive Risk Assessments: We conduct thorough annual risk assessments 
to identify potential threats. Our experts analyze risk factors such as natural disasters, 
technological incidents, and other emergencies. The findings inform necessary COOP updates.  

2. Identification of Critical Functions: We prioritize critical functions essential to our 
operations with a Recovery Time Objective (RTO) less than 48 hours, including academic 
delivery, administrative services, IT infrastructure, and student support. This analysis helps us 
focus resources on maintaining these functions during emergencies.  

3. Regular Testing Through Drills and Exercises: We conduct regular drills and 
exercises to test the COOP’s effectiveness, simulate various emergency scenarios, and make 
necessary adjustments. These include full-scale evacuation drills, cybersecurity breach 
simulations, and pandemic response exercises.  

4. Documentation and Review: We document all COOP-related activities and 
review them annually to ensure compliance and alignment with strategic goals. Lessons learned 
from past incidents and drills are incorporated into the plan.  

5. Stakeholder Involvement: We regularly consult key stakeholders, including 
faculty, staff, students, and external partners, to gather feedback, address concerns, and ensure 
the COOP remains relevant.  
  
Deployed to Appropriate Key Stakeholders  
  
We ensure the effective deployment of the COOP by communicating it clearly and 
comprehensively to all stakeholders, including faculty, staff, administrators, students, and 
external partners. The deployment process involves several key steps:  
  

1. Regular Training Sessions and Workshops: We conduct training sessions and 
workshops to familiarize stakeholders with the COOP and their roles during disruptions.  



2. Utilizing Multiple Communication Channels: We disseminate the COOP and its 
updates through emails, intranet postings, and emergency notification systems.  

3. Town Hall Meetings and Briefings: We hold town hall meetings and briefings to 
discuss the COOP, its updates, and gather stakeholder feedback.  

4. Stakeholder-Specific Materials: We develop materials specific to different 
stakeholder groups, such as guidelines for faculty and instructions for administrative staff.  

5. Regular Updates and Revisions: We regularly update stakeholders on any 
revisions to the COOP, ensuring everyone knows the latest protocols and procedures.  
  
Evaluated  
  
We ensure the COOP remains effective through a comprehensive evaluation process that 
includes:  
  

1. Regular Drills and Exercises: We conduct regular drills and exercises to test the 
COOP’s effectiveness and hold debriefings to discuss improvements.  

2. Performance Metrics: We track various performance metrics to evaluate the 
COOP’s effectiveness, such as recovery times and communication effectiveness.  

3. Surveys and Feedback Forms: We gather stakeholder feedback through surveys 
and feedback forms to inform our evaluations.  

4. Incident Reviews: We conduct thorough reviews of actual emergencies, 
analyzing our response and identifying lessons learned.  

5. Third-Party Assessments: We periodically engage external experts for 
independent assessments of our COOP.  
  
Improved Based on Evaluation  
  
We regularly refine the COOP based on evaluations:  
  

1. Enhanced Communication Systems: We implemented a backup power system 
and upgraded our emergency notification system to maintain effective communication during 
power outages.  

2. Development of Remote Learning Training Program: During the COVID-19 
pandemic, we developed a program to support faculty and students transitioning to online 
education.  

3. Cybersecurity Enhancements: We implemented advanced cybersecurity 
measures, including multi-factor authentication and regular security audits.  

4. Improved Emergency Response Protocols: Feedback from drills led to updates in 
our lockdown procedures and additional training on responding to threats.  

5. Regular Updates to the COOP: We regularly update the COOP to reflect new 
risks, technological changes, and lessons learned.  
  
 
 



Aligned with Organizational Needs  
  
The COOP aligns with ACD’s mission and strategic goals:  
  

1. Supporting Educational Excellence: The COOP ensures continuous delivery of 
high-quality education during emergencies.  

2. Enhancing Student Success: The COOP includes provisions for supporting 
students during disruptions, such as maintaining access to academic resources.  

3. Ensuring Operational Excellence: The COOP maintains operational integrity, 
including IT systems, physical assets, and administrative services.  

4. Reflecting Organizational Profile: The COOP is tailored to ACD’s unique 
characteristics, such as our diverse student population and multiple campuses.  

5. Addressing Strategic Priorities: The COOP addresses strategic priorities like 
enhancing cybersecurity and improving emergency preparedness.  
  
Integrated with Related Processes  
  
The COOP integrates with our Strategic Planning Process (SPP), Risk Management framework, 
and Emergency Preparedness Plans:  
  

1. Alignment with Strategic Planning Process (SPP): The COOP is developed in 
conjunction with the SPP to support strategic goals and allocate resources effectively.  

2. Integration with Risk Management Framework: The COOP integrates with our 
Risk Management framework to proactively identify and mitigate risks.  

3. Coordination with Emergency Preparedness Plans: The COOP coordinates with 
our Emergency Preparedness Plans for a cohesive response to emergencies.  

4. Collaboration with External Partners: The COOP involves collaboration with 
external partners for additional support during emergencies.  

5. Regular Reviews and Updates: We regularly review and update the COOP to 
ensure ongoing integration with related processes.  
  
Example of Innovation  
  
We continuously seek innovative ways to enhance the COOP:  
  

1. Implementation of the National Incident Management System (NIMS): Adopting 
NIMS has standardized our approach to managing emergencies.  

2. Advanced Technology Solutions: We use cloud-based data storage and mobile 
communication apps for real-time updates during emergencies.  

3. Remote Learning Initiatives: We expanded online learning platforms during the 
COVID-19 pandemic to ensure academic continuity.  

4. Cybersecurity Enhancements: We implemented multi-factor authentication, 
regular security audits, and incident response plans for cyber incidents.  



5. Integrated Communication Systems: We developed systems utilizing multiple 
channels for timely and accurate communication during disruptions.  

6. Continuous Improvement Framework: Our framework encourages innovation 
and adaptation, integrating lessons learned from past incidents.  

7. Collaborative Partnerships: We established partnerships with educational 
institutions and community organizations for shared learning and coordinated responses.  

8. Data-Driven Decision-Making: We use data analytics to inform our continuity 
planning and decision-making processes.  

9. Stakeholder Engagement and Communication: We have comprehensive 
communication strategies to ensure stakeholders are informed and prepared.  

10. Scenario-Based Planning: We prepare for various disruptions through scenario-
based planning and develop contingency plans.  

11. Flexibility and Adaptability: Our COOP is designed to be flexible and adaptable to 
respond effectively to unexpected challenges.  

12. Sustainability and Resilience: We emphasize sustainability and resilience, 
ensuring long-term operational continuity.  
  
We at Alamo Colleges District (ACD) commit to operational excellence and resilience through 
our comprehensive Continuity of Operations Plan (COOP). By systematically assessing risks, 
involving key stakeholders, rigorously testing and evaluating our strategies, and continuously 
improving based on feedback, we ensure that we are well-prepared for any potential 
disruptions. Our alignment with organizational goals and integration with related processes 
further strengthen our ability to maintain high-quality education and essential services. 
Through innovation and collaboration, we continue to enhance our COOP, reflecting our 
dedication to the success and well-being of our students, staff, and community.  
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Operations: Design and Delivery of Products/Services (AlamoPROMISE example) 
 
APPROACH 
Identify Opportunity 
As the Alamo Colleges was exploring Promise programs across the country as a strategy to 
eliminate barriers to higher education access, the City of San Antonio was concurrently 
formulating a report addressing the Status of Poverty in San Antonio. The Status of Poverty 
report further confirmed and reiterated that education and training is a key strategy to address 
intergenerational poverty. Through the realization of the report findings and the vision of the 
Alamo Colleges, the Alamo Colleges’ moonshot of partnering to end poverty through education 
and training in the Greater San Antonio region by offering tuition-free college was born. 
Accordingly, in response to a community need of paramount significance, a needs analysis was 
conducted regarding college-going rates and economic status in the primary service area of 
Bexar County. Through the analysis of trend data in 2017 & 2018, an opportunity was identified 
to address and support key service areas with historically low college-going rates and a 
presence of high economically disadvantaged populations.  
 
Conceptual Design 
In an effort to increase higher education access and future success, a landscape environmental 
analysis was conducted in 2018 to inform the conceptual design of an initiative intended to 
address and change the trend data findings. A collective impact approach was required to 
address the needs, concerns, and expectations of increasing college-going rates through a 
Promise program in our region. Specifically, extensive research and site visits were conducted by 
Alamo Colleges and community partners at state and national program models offering tuition-
free college to help spur a college-going environment via increased community awareness and 
higher education enrollment. Key stakeholders were included in workgroups helping to design a 
local program model and included participation and input from officials from governmental, 
business, philanthropic, university, school district, economic development, and non-profit 
partner organizations.  
 
Implement 
Working in tandem with our K-12 school district partners to drive and support college 
enrollment activity before high school graduation, AlamoPROMISE initially launched in the areas 
of highest need based on underrepresentation in college access and economic status. The 
collaborative work and stakeholder input led to the development of targeted outreach, 
marketing efforts, branding, special programming, data gathering, and communication 
processes. With the subsequent implementation of the first phase of AlamoPROMISE 
recruitment in Fall 2019 at 27 high schools and programs, the Alamo Colleges successfully 
welcomed its first cohort of scholars at each of the five colleges in Fall 2020. Now a mainstay 
initiative, AlamoPROMISE covers the cost of tuition and required fees for eligible graduating 
high school seniors in all of Bexar County seeking an academic certificate or associate degree at 
one of the five Alamo Colleges.  
 
Analyze & Measure 
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While during the pandemic, the first launch year of AlamoPROMISE served as a proof of concept 
and allowed for increased monitoring of college-going indicators by ACD college teams, 
including the status of admissions and financial aid submissions by graduating high school 
seniors. Weekly cross-college calls were held to identify areas of support needed to help move 
the needle on leading indicators and enrollment efforts, and additional calls and data exchange 
took place with school district and non-profit student outreach partners to support college-
going of high school students. After initial outreach efforts, the Alamo Colleges conducted focus 
group with high school seniors, parents, and high school counselors in order to evaluate and 
improve messaging to better reach and generate interest amongst target audiences.  
 
Operationalize 
The proof-of-concept period and ongoing monitoring of leading and lagging success measures 
led to the strategic phased-in expansion approach of AlamoPROMISE. Alamo Colleges 
experienced enrollment increases from Promise high schools, thus increasing first-time in 
college attendance at the Alamo Colleges and increasing college-going rates at those high 
schools.  
 
HOW IT IS DEPLOYED 
Since the program launched in 2019, AlamoPROMISE has been deployed in a strategic phased-in 
implementation approach. The first phase of the program served 27 high schools and programs 
starting in 2019 and laid the groundwork for an expanded level of service with a second phase 
in 2022 where 47 high schools and programs participated in AlamoPROMISE. Most recently in 
2023, AlamoPROMISE now serves all of our Bexar County service area with more than 73 high 
schools and programs, including eligible high school graduates from all public, private, charter, 
and home schools. AlamoPROMISE has been deployed to appropriate key stakeholders through 
regular input and feedback from a steering committee workgroup comprised of partners from 
local institutions of higher education, school districts, non-profit organizations, corporations, as 
well as the private and public sectors. Working directly with the high schools to promote and 
assist with the completion of key college-going indicators such as college admissions and 
financial aid applications. The Alamo Colleges deploys College Connection outreach and 
recruitment teams to Promise high schools year-round to conduct targeted outreach activities 
as well as provide postsecondary support services to help students navigate the admission and 
financial aid process of college. 
 
HOW IT IS EVALUATED & IMPROVED (EXAMPLES OF INNOVATION) 
Overall, programmatically, AlamoPROMISE is evaluated based on key factors such as enrollment 
at the Alamo Colleges, student financial aid submission and completion, key performance 
indicators for student success, impact on college-going rates, and external funding sources 
secured. Additionally, market penetration rates by high school and school districts are 
monitored regularly as a leading indicator of enrollment and are also evaluated to determine 
where more intrusive outreach and support are needed to drive college access. While 
AlamoPROMISE student performance is tracked through the Alamo Colleges Key Performance 
Indicators overall, data dashboards assist with monitoring productive grade rates, persistence 
rates, and transfer rates of Promise students and allow for comparison with other populations 
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as needed to inform interventions needed to further support student success. At a macro level, 
Alamo Colleges also tracks poverty rates longitudinal of the service area overall and by 
participating high school tracts to gauge the level of impact of the promise of tuition-free 
college in our service communities.  
 
An early innovation during the launch of the program was the development of an online student 
inquiry form that enabled early two-way communication between students and college teams 
to facilitate college-going interest and support. The tool also became an incubator for the 
launch of a more robust and enhanced enterprise-wide customer relationship management 
system. As needed, program requirements are adapted to further support continued college 
access and success and necessitate new, innovative practices. For example, a population of 
students from the first cohort of AlamoPROMISE Scholars nearing graduation was allowed an 
additional year of program participation for degree progression and completion as they 
attended during the pandemic and many experienced hardships.  
 
HOW IT ALIGNS WITH WHAT IS IMPORTANT TO YOUR ORGANIZATION AND HOW IT 
INTEGRATES OTHER KEY PROCESSES, AS APPROPRIATE 
A central commitment of the Alamo Colleges is student success which is exemplified by our 
“students first” approach to providing greater access to learning opportunities. Now with the 
Alamo Colleges fully operationalizing AlamoPROMISE, the initiative serves as the mechanism for 
outreach and recruitment to all graduating high school seniors in Bexar County attending 
college for the first time. AlamoPROMISE integrates with key processes including outreach and 
recruitment, targeted communications, admissions and financial aid submission and 
completion, and enrollment at the Alamo Colleges. The process design approach for 
AlamoPROMISE is key to the Alamo College’s role as an open-door institution of higher 
education in the community and further advances the mission of open access for students of all 
educational goals and preparedness by enabling tuition-free college access for all eligible 
graduating high school seniors in San Antonio and Bexar County. Furthermore, aligned with ACD 
Core Competencies, AlamoPROMISE intersects with a wide range of various strategic partners. 
For example, financial partners include the City of San Antonio, Bexar County, MacKenzie Scott, 
USAA Corporation, The Charles Butt Foundation, Carlos Alvarez/Impetus Foundation, Harvey E. 
Najim, Toyota Motor Manufacturing Texas, David and Deborah B. Rogers, USAA Foundation, 
Nancy Smith Hurd Foundation, JP Morgan Chase Foundation, John L. Santikos Charitable 
Foundation, The Betty Stieren Kelso Foundation, Holt Family Foundation, Wells Fargo 
Foundation, Barnes And Nobles, Semmes Foundation, Muriel F. Siebert Foundation, Frost Bank 
Charitable Foundation, Celso M. Gonzalez, and the Pat & Tom Frost Foundation. Additionally, 
key operational partners since 2019 include steering committee support from the Education 
Service Center Region 20, Greater SATX Regional Economic Partnership, Holt Cat, Judson School 
Independent School District, Northside Independent School District, San Antonio Chamber of 
Commerce, San Antonio Education Partnership, San Antonio Northside Independent School 
District, Southwest Northside Independent School District, Texas A&M University, San Antonio, 
The University of Texas at San Antonio, Toyota Motor Manufacturing Texas, and UP Partnership. 



Operations: Design and Delivery or Products/Services (AlamoADVISE example) 
 
Systemic 
AlamoADVISE was meticulously developed using the Process Design Model (PDM), ensuring a 
structured and comprehensive approach to creating an exemplary advising system. This model 
consists of five key phases: Identify Opportunity, Conceptual Design, Implementation, Analyze 
& Measure, and Operationalize.  
 

Process Design Model Phase 
(PDM) 

AlamoADVISE Illustrative Examples of Implementation 

Identify Opportunity Process: Recognizing the need for an improved and robust 
advising system to enhance student engagement and success.  
        Use of LLS (Listening and Learning System) Point of    
        Contact Surveys, Advisor and Faculty Meetings, Student  
        Focus Groups/Forums, Advisory Committees/Groups,  
        and Cross-College Councils and Teams to identify  
        academic advising as a critical area for improvement.  

Conceptual Design Process: Developing a comprehensive plan for the new advising 
system.  
       Collaborated with NACADA (National Academic Advising     
       Association) and used RIP (Radical Innovative Process)  
       to create an innovative advising framework.  

Implement Process: Executing the designed advising system.  
        Launched AlamoADVISE with necessary resources and  
        support, ensuring full deployment. 

Analyze & Measure Process: Assessing the effectiveness of the implemented 
advising system. 
        Continuously collected and analyzed data to assess  
        effectiveness and identify improvement areas. 

Operationalize Process: Integrating AlamoADVISE into standard operations of 
the Alamo Colleges. 
        Embedded AlamoADVISE into standard operations,  
        ensuring sustainability and continuous improvement.  

 
By leveraging the comprehensive Listening and Learning System and partnering with national 
experts, Alamo Colleges has transformed academic advising into a nationally recognized model 
of excellence.  
 
AlamoADVISE is fully deployed to all students within the Alamo Colleges through structured, 
mandatory advising sessions, and consistent application of standards across colleges. The 
program’s visibility and reach are ensured through targeted promotional campaigns, regular 
communication efforts, campus events, and Listening and Learning Systems that engage the 
entire student body and academic community. Evidence of the program’s success is reflected in 



high participation rates, improved student outcomes, and national recognition for its innovative 
approach to academic advising.  
 
AlamoADVISE Guiding Principle for Achieving Optimal Student Engagement 
1. Optimal Advisor-to-Student Ratio – Clarifies the importance of maintaining a manageable 

advisor-to-student ratio for effect support and engagement. 
2. Appreciative and Intentional Case Management – Emphasizes the use of specific strategies 

for effective advising. 
a. Certified Advisors will employ appreciative advising techniques and intentional case 

management strategies to foster positive student interactions and support students 
in achieving their academic goals.   

3. Certification Requirements for New Advisors -Clearly states the certification process and 
timeframe for new advisors.  

a. New Advisors are required to complete a three-tiered professional advisor 
certification program within the first 12 months of employment to attain Certified 
Advisor status. 

4. Ongoing Professional Development – Highlights the necessity for continuous learning and 
professional growth and development.  

a. Certified Advisors must meet annual and ongoing professional development 
requirements to maintain their certification and continue providing high quality 
advising services.  

5. Recognition and Compensation – Specifies the additional compensation for Certified 
Advisors as a form of acknowledgement of their advanced certification.  

a. Certified Advisors receive additional annual compensation in recognition of their 
expertise and commitment to professional advising standards.  

 
Comprehensive Deployment and Awareness of AlamoADVISE 
1. Universal Implementation Across All Students 

a. Alamo-wide (Systemwide) Integration: 
i. AlamoADVISE Rollout: AlamoADVISE was fully implemented in Fall 2014 at 

the five Alamo Colleges, ensuring that every student, from first-year 
enrollees to returning learners, benefit from its services.  

ii. Consistent Application: The AlamoADVISE standards and processes are 
uniformly applied across all colleges, ensuring equitable access to high-
quality advising services for every student.  

b. Structured Advising Support: 
i. Mandatory Advising Touchpoints: Advising Touchpoints are required of all 

students before their first semester registration, and at 15, 30, and 45 hours, 
ensuring that every student engages with their assigned Certified Advisor.  

ii. Transfer Advising Guides (TAGs): TAGs are clearly articulated pathways for 
students and Certified Advisors to follow to ensure accelerated degree 
completion (time to degree), efficient degree completion (hours to degree), 
and efficient transfer to university (transferable and applicable hours to 
bachelor’s degree).  



2. Extensive Awareness and Engagement Strategies 
a. Promotional Campaigns: 

i. Alamo-wide Promotions: AlamoADVISE is promoted through a range of 
college-wide communication channels, including email, student portal, and 
digital signage in high traffic areas. 

ii. Social Media and Web Presence: Dedicated social media campaigns and well-
maintained websites provide ongoing updates, success stories, and 
information about AlamoADVISE.  

b. Student Orientation and Communication: 
i. Orientation Programs: AlamoADVISE is introduced to new students during 

orientation sessions where they receive detailed information about the 
program’s benefits and how to access advising services. 

ii. Advising Events: Periodic sessions and workshops are held to educate 
students about AlamoADVISE, including how to make the most of their 
advising sessions.  

 
Evaluation – Evidence of Success  
1. Usage Metrics 

a. AlamoADVISE Usage Metrics (Examples):  
i. Statistics on the number/percentage of students who satisfy the mandatory 

Advising Touchpoints (15, 30, and 45 hours). 
ii. Statistics on the number/percent of students who complete a mandatory 

Individual Success Plan.  
iii. Statistics on the number/percent of students who complete a mandatory My 

Mission Statement. 
iv. Statistics on post-advising session (point of contact) satisfaction survey.  
v. Statistics on number of advising sessions.  

b. Success Indicators (Examples): 
i. Increased retention (favorable) 

ii. Increased graduation rates (favorable) 
iii. Decreased time to degree (favorable) 
iv. Decreased hours to degree (favorable) 
v. Decreased dollars to degree (favorable) 

vi. Increased household income (favorable – Moonshot) 
 
Improved Based on Evaluation 
1. Quality Journey 

a. Continuous cycles of improvement are at the core of our quality journey, ensuring 
that AlamoADVISE remains responsive to the evolving needs of students and 
maintains high standards of excellence.  

b. Evaluation methods informed us of the need to reduce our advisor-to-student ratios 
and create customized ratios based on student populations such as those in 
developmental education or in High School Prorams. There were also best practices 



that included Peer-to-Peer benefits so in 2022 a ratio of Peer-to Certified Peer 
Advisor was introduced at 240:1.  

c. Competency Based professional development is constantly being evaluated and 
improved to remain relevant and cutting-edge.  

d. Adaptive strategies are developed and deployed to refine advising processes, 
optimize resource allocation, and enhance student support.  

 
Aligned and Integrated with Organizational Needs  
 

Alamo Mission Statement AlamoADVISE Alignment 
Empowering our diverse 
communities for success. 

Empowering Students: AlamoADVISE offers tailored academic 
advising and resources to meet the diverse needs of students, 
supporting their success. 
Diverse Communities: AlamoADVISE serves students from 
various backgrounds, ensuring equitable access to advising 
services and opportunities for all. 
Success for All: Through personalized guidance and targeted 
support, AlamoADVISE helps students achieve their academic 
and career goals.   

Vision: The Alamo Colleges 
will be the best in the nation 
in Student Success and 
Performance Excellence. 

Best in the Nation: AlamoADVISE is designed with national best 
practices to ensure top tier advising strategies and 
methodologies. 
Student Success: AlamoADVISE’s personalized advising services, 
academic planning, and support systems are focused on 
maximizing student success and achieving high retention and 
graduation rates.  
Performance Excellence: AlamoADVISE employes data-informed 
strategies and continuous improvement process to maintain high 
standards of performance and effectiveness in advising.  

Values Mantra – Students 
First 

Student First: AlamoADVISE exemplifies the “Student First” 
mantra by prioritizing students’ needs with personalized 
advising, accessible resources, and a commitment to their 
success. Implementing proactive advising strategies to support 
students’ academic progress and goal achievement and ensuring 
all students, regardless of their background, have access to high-
quality advising services. Using student feedback and data to 
continually refine advising practices for better student outcomes.  

 
Aligned and Integrated with Other Key Processes  
AlamoADVISE is fully integrated with other key processes to include AlamoINSTITUTES and 
AlamoPROMISE, creating a cohesive and supportive educational environment for all students. 
The integration with AlamoINSTITUTES ensures that students receive institute-specific advising, 



structured academic pathways, and collaborative planning support, while the partnership with 
AlamoPROMISE provides holistic and goal-oriented advising services for PROMISE scholars. This 
comprehensive approach leverages data-driven decision-making and continuous improvement 
practices to enhance student success and maintain high standards of academic support. 



Strategic Planning and Execution Process 
 
ACD conducts systematic, iterative strategic planning every year to ensure that timely and 
effective strategy formulation and organizational response to emerging strategic challenges and 
other priorities takes place. The ACD Strategic Planning Process (SPP) is the means to accomplish 
this objective. The SPP sets the priorities for the Colleges and the ACCESS Units over a three-year 
timespan and consists of four phases, Visioning, Developing, Deploying, and Reviewing. 
 
The Visioning phase takes place at a Stakeholder’s Strategic Planning Retreat (SSPR) held 
annually. This planning kick-off event includes involvement of the Colleges and each of the 
ACCESS Units, and produces the ACD top level Strategic Objectives (SOs) and Goals that provide 
guidance to the entire organization. The Developing phase typically takes place over the spring 
and early summer and includes a series of leadership retreats during which the strategic plan and 
associated KPIs, Targets, and Benchmarks are updated as needed, and budget development 
occurs to support the strategic plan as well as College and ACCESS operations. The Deployment 
phase also takes place in the spring and summer and includes the Colleges implementing their 
individual planning process to align their SOs and Action Plans (APs) with ACD and develop their 
individual priorities to address their key challenges and opportunities. Units develop their APs 
and KPIs to align with the ACD plan during this phase as well. Plans are complete and resources 
allocated no later than the beginning of the fiscal year on September 1st. The Reviewing phase 
takes place during the plan year and includes a series of reviews by SLT, College Executive Teams, 
as well as VC led cross-college teams. Reviewing also includes evaluating and improving the SPP 
which has resulted in a number of improvements including: development of a Strategy Map to 
align the SOs, Goals, Board Charges, Measures of Success, Targets, and Benchmarks; the adoption 
of an enterprise-wide online planning and management software (SPOL – Strategic Planning 
Online) to align ACD’s planning and budgeting efforts; implementation of BI-driven (Tableau) 
dashboards; and implementation of PDCA and 4DX with scoreboards for goal execution and 
performance reporting. 
 
Our long-term planning horizon is up to three years, which is addressed by our SOs and their 
associated Goals, while our short-term planning horizon is one year, which is addressed by Action 
Plans (APs) developed at the College and ACCESS levels. We develop a three-year long-term 
strategy at ACD and each of the Colleges, with short-term APs that cover the one-year timeframe 
with built-in agility to stretch out further as needed and to rapidly respond to opportunities and 
challenges that arise within the one-year window. The SPP addresses these time horizons by 
looking out over a three-year period through our Environmental Scan (ES) to help us understand 
what the challenges and opportunities will be over that period, thereby giving us the necessary 
information to produce SOs to address them and APs that begin immediately upon plan 
implementation to achieve them. In addition, the process is cyclical, producing an updated plan 
each year that builds on the prior year's plan to ensure continuity of purpose, and it is dynamic 
in that the current year's plan can be modified as issues emerge or progress takes place 
throughout the year. 
 



The SPP addresses the need for organizational agility and operational flexibility through the 
cyclical and dynamic nature of the process. ACD sets the three-year and one-year planning 
horizons to align thinking at the College level and balance organizational needs to focus on the 
future and remain agile in a dynamic higher education environment and in market conditions 
which often change. Tracking progress to plan during the plan year and making just-in-time 
decisions and modifications provides us the ability to be agile in response to changing needs and 
flexible in how we respond to maximize our effectiveness and enhance our competitiveness in 
the marketplace. The SLT, Presidents (CPs), and Vice Chancellors (VCs) conduct regular reviews 
of plan progress at their respective levels to identify where adjustments and modifications need 
to be made. 
 
Participants in the strategic planning retreat include District personnel (Chancellor, VCs, AVCs, 
Directors, staff, and other leaders); key personnel from each College, including CPs, VPs, 
administrative deans and directors, leaders of the faculty and staff senate/councils, and 
representatives of faculty and staff; student representatives, including leaders of student 
government; community members such as members of advisory committees and key workforce 
customers. During the SSPR we review and affirm the MVV; review our Core Competencies; lend 
our voice and involvement in identifying needs, priorities, and strategies in setting the direction; 
and define our top priority actions to leverage advantages and address challenges. At the end of 
each Retreat, participants fill out an evaluation form so that future improvements can be 
identified and adopted. 
 
With the ACD-wide strategic guidance in hand, the Colleges and ACCESS Units embark upon 
development of their individual strategic plans. This may include: conducting their own SWOTs 
by reaching out to their workforce and students through a survey process that replicates that 
used by ACD; a series of  College Executive Team meetings culminating with planning retreats, 
assessment of the ACD-wide strategic challenges, advantages, and opportunities and modifying 
them as necessary; assessment of Core Competencies; review and affirmation or modification of 
their MVV and strategic priorities; and refresh their strategies, goals, KPIs, targets and action 
plans.  
 
Strategy Implementation 
(1) Action Plans – Once the ACD plan is complete and deployed to the Colleges and the ACCESS 
Units, their respective planning processes begin. The Colleges have the autonomy to  
design their own strategic planning processes, but their aims are the same – to create 
components that align with ACD SOs and Goals, and support their own requirements, and then 
develop supporting APs at the Department/Unit and individual levels. As part of their 
accreditation requirements, each College must demonstrate how they align their planning and 
budgeting processes at every level of the institution. 
 
(2) Resource Allocation – The ACD Budget process is conducted annually and consists of the 
development of revenue and expense allocations using a Funding Model (FM) followed by a 
Budget Distribution, which is a detailed organizational account distribution process undertaken 
at the ACD and College levels. Significant steps in the annual budget process leading up to the 



presentations of the Preliminary and Final Budgets to the Board include the following. In the fall 
the ACD Budget Office (ABO) coordinates preliminary projections for revenues and a “Special 
Board Meeting” is held for the purpose of reviewing the current legislative agenda and providing 
a preliminary look at the next year’s operating budget situation. The Colleges provide contact 
hour, enrollment, and non-formula revenue projections and the ABO coordinates projections for 
enrollment, revenue, and other key data elements in collaboration with the College budget 
officers.  
 
In the April/May timeframe Colleges and ACCESS Units finalize employee position listings and 
begin preliminary work on the development of detailed budgets based on a review of previous 
fiscal year approved budgets; unit needs; educational needs; and College objectives. ABO and 
the Colleges then prepare initial operating expense budget allocations generated by the FM 
which are distributed to each of the Colleges and ACCESS units. In July, the Board Budget Retreat 
is held for presentation, review, and approval of the budget for the upcoming year. During this 
retreat, the Presidents and Vice Chancellors present their budget priorities along with 
documented alignment to the ACD SOs and Goals to ensure that budget allocations are aligned 
with and support the ACD, College, and DSO Unit Strategic Plans. Subsequently, allocations are 
made to the Colleges and DSO Units, who then apply their individual processes to fund their APs 
and organizational priorities. Finally, the Board conducts a budget amendment process at its 
December retreat during which it determines if any budget modifications are required. 
 
(3) Performance Measures – KPIs to track the performance and effectiveness of the SOs, Goals, 
and APs are always in place so we can measure our progress. These measures are aligned with 
the ACD plan and documented on the Strategy Map and reflect our projected performance and 
that of our Benchmarks in these key areas. 
 
Overall, ACD’s Strategic Planning efforts are 100% aligned with the Mission, Vision and Values of 
the enterprise. In fact, the Strategic Plan is reviewed and adopted as part of Board Policy (Policy 
A.1.3) to help ensure organizational awareness and alignment of our collective work. A review of 
this Policy evidences the further alignment with ACD’s Business Model, The Alamo Way, as ACD’s 
Strategic Objectives: 1) Student Success; 2) Principle-Centered Leadership; and 3) Performance 
Excellence, perfectly mirror the expectations of this guiding framework. 
 
 



Workforce: Workforce Engagement 

At Alamo Colleges District, our commitment to a thriving and resilient workplace is 
demonstrated through our systematic approach to workforce engagement. This 
approach, which includes tools like the Great Places to Work Trust Index Survey, Leader 
Townhalls, and leadership development programs, ensures that stakeholders are well-
informed and involved in continuous improvement. By aligning engagement initiatives 
with organizational needs and integrating them into our strategic processes, we 
empower leaders and employees to achieve exceptional outcomes, enhancing both 
individual and organizational performance. The benefits of this approach are clear, as it 
leads to a more engaged workforce and a stronger, more resilient organization. 

Systematic (Regular, Repeated) 

Alamo Colleges District employs a comprehensive, systematic process for workforce 
engagement to ensure that employee feedback is regularly collected and utilized to 
enhance the work environment. This process is executed through various methods, 
providing a regular and reliable system for feedback and improvement: 

• Annual Surveys: The GPTW Trust Index Survey, formerly the PACE Survey, is key to 
our engagement strategy. Administered annually to all employees, it measures 
factors like Credibility, Respect, Fairness, Pride, and Camaraderie. Data is 
disaggregated by various employee segments, including classification, gender, 
race, title, tenure, business unit, supervisor, and managerial level. Consistent use 
enables year-over-year comparison and trend analysis, offering valuable insights 
and measuring progress. 

• Leader Townhalls: These are conducted annually, where department leaders 
meet with employee groups to gather sentiments on issues or challenges 
impacting their work environment. This direct interaction ensures leadership stays 
attuned to the frontline experiences and concerns. 

• HR Rounding:  Another important aspect of our workforce engagement process 
is HR Rounding. Our HR Partners contact employees daily to understand their 
needs and issues that may impact their experience.  

Deployed to Appropriate Key Stakeholders 

The workforce engagement process ensures all relevant stakeholders, including 
executive leadership, mid-level leaders, faculty, and staff, are actively involved and 
well informed. This inclusive approach considers diverse perspectives and effectively 
communicates feedback across all levels, respecting each stakeholder's contributions. 

• Executive Leadership: The executive team reviews feedback collected from the 
engagement activities. Each Strategic Leadership Team member meets with a 
Great Place to Work consultant to delve into the results for their area, using an 
action planning template to develop targeted improvements. This ensures top-
level commitment and strategic alignment. 



• Mid-Level Leaders: Briefing sessions are organized for mid-level leaders to 
understand trends within their campus, department, or division. They participate 
in development programs where they receive training and tools to improve 
employee engagement within their teams. For example, mid-level leaders might 
attend the Leadership Academy, which focuses on self-awareness, relational 
intelligence, vision & strategy, change management, and sustainable leadership 
practices. 

• Faculty and Staff: A well-developed communication plan ensures broad 
participation in engagement efforts. Employees receive multiple messages 
leading up to the survey, and results are shared at the campus or departmental 
level. Forums are held to review results and collect additional context and 
stakeholder input. This inclusive approach ensures that all voices are heard and 
considered in decision-making. 

Evaluated 

Evaluation is a cornerstone of the workforce engagement process at Alamo Colleges 
District, providing a critical foundation for measuring effectiveness and identifying areas 
for improvement. We ensure that our engagement strategies remain relevant, 
impactful, and aligned with our organizational goals through systematic assessments 
and feedback mechanisms. 

• Regular Assessments: Workforce engagement processes are evaluated to 
measure their impact and effectiveness. This involves collecting feedback from 
participants and stakeholders at various intervals throughout the engagement 
timeline. For instance, surveys and one-on-one interviews are conducted to 
gather insights on the engagement activities and their outcomes. 

• Feedback Mechanisms: At the end of each leadership briefing, participants 
complete surveys to share how the delivery can be improved for future sessions. 
This feedback loop ensures continuous improvement and responsiveness to 
participant needs. 

Improved Based on Evaluation  

Continuous improvement based on evaluation is a hallmark of Alamo Colleges District's 
approach to workforce engagement: 

• Transition from PACE Survey to GPTW Trust Index: In response to feedback, the 
district replaced the PACE community college climate survey with the more 
advanced GPTW Trust Index Survey. This innovative tool allows benchmarking 
against top global organizations and provides an interactive dashboard for 
customized data analysis and segmentation. This transition has resulted in more 
robust insights and better alignment with international best practices. 

• Great Place To Work Resource Page: In response to employee feedback, a new 
Sharepoint site was created, allowing employees to review ACD GPTW scores for 



each key engagement factor. Employees can view the top and bottom scoring 
survey statements and are provided a list of best practice tips for improving 
engagement for their team. 

Aligned with Organizational Needs and Integrated with Related Processes 

The workforce engagement process is strategically aligned with the organizational 
goals and integrated with related HR processes: 

• Strategic Alignment: The engagement activities align with the strategic goals 
outlined in the Organizational Profile, ensuring that they support the broader 
mission and vision of the Alamo Colleges District. This alignment is reflected in the 
key behavioral focus areas reinforced within the leadership development 
programs, including Communication, Relationships, Alignment, Execution, and 
Capacity. 

• Integration with HR Processes: Engagement processes integrate with HR functions 
like leadership development and performance management. Leaders create 
SMART goals to improve engagement, and development plans align with 
needed skills. Programs like Aspiring Leaders, Effective Managers, and Leadership 
Academy prepare future leaders to foster team engagement. 

Strategic Partnerships with Consultants 

Alamo Colleges District has established strategic partnerships with consultants to 
develop and deliver high-quality training materials to staff. These partnerships ensure 
that training programs are informed by best practices and tailored to the organization's 
specific needs. For example: 

• Great Place to Work Consultants: These consultants provide detailed analysis of 
survey results and assist in action planning, ensuring that feedback is effectively 
translated into practical improvements. They also offer expert feedback and 
best-practice recommendations based on their experience working with other 
top-performing organizations. 
 

• Leadership Development Programs: Our leadership development programs are 
facilitated by an expert higher education team, which includes a Baldrige and 
GPTW award winner who helps design and deliver training programs that 
enhance leadership capabilities at all levels, from aspiring leaders to senior 
executives. This ensures the workforce has the necessary skills and knowledge to 
drive engagement and performance excellence. 

Evaluation of Consultants 

To ensure the effectiveness of our strategic partnerships, Alamo Colleges District 
regularly evaluates the performance of consultants: 

• Performance Reviews: Regular reviews assess the quality and impact of 
consultant training materials and sessions. Participant feedback is collected 



through surveys and interviews to gauge effectiveness and alignment with 
organizational needs. 

• Feedback Mechanisms: Consultants are evaluated based on participant 
feedback gathered during and after training sessions. This feedback identifies 
areas for improvement and ensures the training remains relevant and impactful. 

• Outcome Measurement: The training program's impact is measured by analyzing 
improvements in key engagement metrics (including GPTW) and leadership 
performance. This data-driven approach ensures consultants' contributions align 
with organizational goals and values, reinforcing our commitment to being data-
informed and maintaining performance excellence. 

Examples of Innovations and Results 

• Great Place to Work Certification: In 2024, Alamo Colleges District achieved 
Great Place to Work Certification for the first time ever due to its systematic and 
innovative approach to workforce engagement. Engagement scores increased 
significantly, with 73% of employees stating that Alamo is a great place to work, 
compared to 57% at a typical U.S.-based company. 

• Leadership Development Impact: The introduction of a new leadership 
development system in 2023 has impacted engagement scores. For example, 
87% of participants in the program reported feeling good about how the district 
contributes to the community, and 81% felt they make a difference in their work. 
After completing the program, leadership program participants report higher 
scores in Self-Awareness, Competency, Relational Connectivity, and Developing 
a Healthy Culture. 

Conclusion 

At The Alamo Colleges District, our systematic approach to workforce engagement is 
central to our mission of empowering diverse communities for success and our vision of 
being the best in the nation at student success and performance excellence. We 
create a supportive and collaborative work environment by regularly collecting and 
evaluating employee feedback, involving all key stakeholders, and continuously 
improving our processes. 
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