
 PROJECT CHARTER 

 Project Team: Bias Response 

 Project Date Range: October 15, 2021 - March 15, 2022 

 Sponsoring Council:  Student Success Council 

 PROJECT BACKGROUND AND NEED  (Why is the project necessary?) 

 American River College embarked upon a holis�c redesign intended to transform the student experience. Founda�onal 
 to this work, its Strategic Plan Goal 3 calls for the College to ensure “an equitable, safe, and inclusive teaching, learning, 
 and working environment.” Furthermore, it asserts that “the College promotes libera�on and honors the dignity, 
 humanity, and contribu�ons of all members of our community.” Accountable to this goal, the college developed its first 
 Ins�tu�onal Equity Plan. The implementa�on of the recommenda�ons contained within this plan has shed a light on the 
 need for the College to develop a model to address ac�ons and behaviors that cause damage to the core ins�tu�onal 
 values of equity, safety, inclusion, libera�on, and honoring the dignity and humanity of all members of the college 
 community. Examples of such ac�ons and behaviors include instances that fall in the categories of hate, microaggression, 
 implicit and explicit bias on members of the College community. Collec�vely referred to as bias incidents, concrete 
 examples include threatening telephone calls or mail (including electronic mail), graffi�, physical assault, stalking, 
 vandalism, destruc�on of personal property, harassment, or coercion. 

 This project is proposed to provide a recommended model for responding to acts of bias upon members of the ARC 
 community. As a whole, this model should reflect that at ARC inclusion and the rela�onships between individuals are 
 valuable and important. Also, this model should foster an environment that further promotes employee development 
 and reten�on in support of the college mission.  While  the model should be responsive to all forms of bias, given the 
 college focus on Dispropor�onately Impacted Popula�ons at ARC and our Resource Panel on Retaining Faculty and Staff 
 of Color, this Bias Response model should include specific focus on racial bias, Tribal bias, LGBTQIA+ bias, and 
 intersec�onal forms of bias. 

 PROJECT PURPOSE AND SCOPE  (What is the project expected  to encompass? What are the boundaries?) 

 This project will consider bias response as a strategic mechanism to enable the college to achieve its strategic goals. The 
 project team is expected to carefully consider how the college might best create a comprehensive, integrated, and 
 inten�onally sequenced bias response model in support of the following goals: 

 ▪  Strategic Goal 1: Students First 
 ▪  Strategic Goal 3: Exemplary Working and Learning Environment 
 ▪  Strategic Goal 4: Vibrancy and Resiliency 

 Underlying all of these goals is the ins�tu�onal impera�ve: a commitment to social jus�ce and equity that strives to 
 uphold the dignity and humanity of every student and employee. 

 The project will consider ques�ons such as: 

 ▪  How can a bias response model be structured to foster ARC’s commitment to inclusion, social jus�ce, and 
 equity? 

 ▪  How can recommenda�ons of the Ins�tu�onal Equity Plan related to bias response be integrated? 
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 ▪  How can this Bias Response model be designed to address the College's dispropor�onate impact on Black, 
 African American, Na�ve American, La�nx, AAPI, and LGBTQIA+ students and other dispropor�onately impacted 
 groups? 

 ▪  How can recommenda�ons of the Professional Development and Training Plan related to bias response be 
 integrated? 

 ▪  How can a bias response model assure all members of the college community who experience or witness an act 
 of bias receive support and access to resources? 

 ▪  Which resources (internal and external) are available and needed to provide a comprehensive, integrated bias 
 response effort? 

 The charge of the project team is limited to the planning process including steps such as assessment, analysis, strategy 
 design, and developing recommenda�ons.  Actual implementa�on of a bias response model and strategies are beyond 
 the scope of work. 

 PROJECT OBJECTIVES  (What is the project expected to  achieve?) 

 Successful comple�on of this project is intended to achieve the following objec�ves: 
 1)  Gather resources to inform the planning process such as ini�al insights from the ins�tu�onal equity planning 

 process, promising prac�ces from other ins�tu�ons, other relevant research, and DI Project Team Reports. 
 2)  Assess the current state of ARC prac�ces related to bias response, such as the Crisis Assessment Support Team 

 (CAST) 
 3)  Assess prac�ces and efforts at the College that pose barriers to an effec�ve bias response model 
 4)  Consider the composi�on/membership of a bias response team that would be most effec�ve 
 5)  Project the future needs of a bias response model considering the ARC Redesign the rapidly changing 

 environment, and ARC student popula�on, including dispropor�onately impacted groups. 
 6)  Consider training and development needed for employees who par�cipate as members of a bias response team, 

 as well as for members of the broader college community 
 7)  Iden�fy clear priori�es for bias response at ARC 
 8)  Develop recommenda�ons that are ac�onable 

 PROJECT DELIVERABLES  (What items will be produced  during the project?) 

 Deliverables to be completed and/or submi�ed for approval: 

 1)  Dra� a recommended bias response model including 
 a.  Purpose 
 b.  Recommended team composi�on/membership roles 
 c.  Team responsibili�es 
 d.  Member responsibili�es 
 e.  Training needed for members 
 f.  Intake process to handle reported incidents of bias 
 g.  Review/response process 
 h.  Timeline for response 

 2)  Other responsibili�es to consider for the bias response model 
 a.  Monitoring campus climate (data/research) 
 b.  Advoca�ng for preven�on of incidents of bias and hate 
 c.  Assis�ng campus groups and recommending educa�onal programs 
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 d.  Monitoring current world events that may poten�ally trigger bias incidents 

 SUCCESS INDICATORS  (How will success be measured or  determined?) 

 The project will be considered successful when: 

 1)  A dra� report containing a bias incident model has been completed 
 2)  Ac�onable recommenda�ons are iden�fied in the report 
 3)  A dra� of recommenda�ons is considered through established governance channels 
 4)  The adopted recommenda�ons are available to serve as a roadmap for ins�tu�onal bias response efforts 

 All of these indicators can be thoroughly accomplished through comple�on of the stated project objec�ves. 

 PROJECT ASSUMPTIONS  (What condi�ons are believed  to exist?) 

 The project team was authorized based on the following assump�ons: 

 ▪  ARC’s mission, strategic goals, and commitment to social jus�ce and equity and the value of inclusion are central 
 to this work. 

 ▪  New training needs will accompany much of the an�cipated work of the ARC Redesign. 
 ▪  Equity requires focusing resources to specifically support the College’s dispropor�onately impacted groups, 

 including Black, African American, Na�ve American, La�nx, AAPI, and LGBTQIA+ students. 
 ▪  Human interac�on is impacted by the complexi�es of social dynamics and world events, manifes�ng as incidents 

 of bias and hate 
 ▪  The higher educa�on environment and the world of work are both changing extremely rapidly. Coping with 

 change while mi�ga�ng damage brought about by incidents of bias is a necessary strand of community college 
 professional development. 

 ▪  Bias response exper�se may need to be obtained through a variety of internal and external opportuni�es that 
 have varying associated costs. While it is recognized that available resources are limited, the team’s focus should 
 be placed on designing an effec�ve model. The team is also encouraged to provide op�ons and alterna�ves that 
 may be aligned to future resource constraints. 

 ▪  In order to effec�vely realize the goals of ARC’s strategic plan, this project should consider a model appropriate 
 for various types of employees, including the dynamics of suppor�ng a mobile workforce. 

 ▪  Recommenda�ons should consider a bias response model that builds internal capacity (e.g., train the trainer) 
 and provides just-in-�me learning resources as well as ongoing development. 

 ▪  The proposed deliverables will be developed in a manner that advances ARC efforts regarding LRCCD Board 
 Policy 1.2.12 which holds all employees accountable to “ensure an atmosphere in which controversial issues can 
 be presented fairly and in which the dignity of each individual is maintained.” 

 ▪  The content, style, and format of the plan should be concise and accessible to the average person (not wri�en 
 for an academic audience). 

 PROJECT RISKS, CONSTRAINTS, OR DEPENDENCIES  (What  factors might impact the project?  How might the project 
 intersect with the internal or external environment including other projects?) 

 The project team should be aware of the following known risks, constraints, and/or dependencies: 
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 ▪  Considera�on should account for the intersec�on of this project and the CAST model 
 ▪  Priori�es will need to be aligned to the overarching framework of the Ins�tu�onal Equity Plan 
 ▪  This project needs to align with work involving the implementa�on of the Professional Development and Training 

 plan 
 ▪  The implementa�on of recommenda�ons may be subject to resource constraints. 
 ▪ 

 OTHER CONSIDERATIONS  (What are the an�cipated implica�ons  related to equity and inclusion; research and data; district 
 policies and regula�ons; district and/or college-wide prac�ces; college-wide cross-func�onal rela�onships; and resource needs 
 such as staffing, workload, technology, and space/facili�es?) 

 ▪  Various implica�ons are likely related to equity and inclusion in response to alignment of bias response to the 
 recommenda�ons of the Ins�tu�onal Equity Plan. 

 ▪  There may be staffing, technology, and/or facility needs related to the provision of bias response team model. 
 ▪  Opportuni�es may exist to partner with HR in the development of the bias response team model 
 ▪  Data collec�on and analysis is likely to be needed to determine the effec�veness of the recommended bias 

 response team model once implemented. 

 PROJECT TIMELINE/KEY MILESTONES 

 September 2021  Ini�a�on  Project ini�a�on and charter development 
 September 2021  Prepara�on  Project planning; team scheduling; ini�al research and discovery; prepara�on for 

 kickoff 
 October 2021  Team-Based Work  Project kickoff and homework (if determined beneficial by project lead/co-lead) 

 October 2021  Prepara�on  Addi�onal research and project planning 
 November- 

 December 2021 
 Team-Based Work  Conduct assessment and analysis; project future needs, priori�es, issues, and/or 

 themes; develop priori�es and ini�al dra� plan to be completed by 
 mid-December; final dra� completed by  December 15 

 January-February 
 2021 

 Formal Review  Review and adop�on of deliverables through governance processes 

 March 2021  Closure  Celebrate the project team’s work and archive ar�facts of the project 

 Planned Governance Flow of deliverables** 
 Mee�ng Date  Council  Desired Outcome 
 **SSC has deleted their 
 January mee�ngs 

 Student Success Council  ⌧ 1  st  Reading 
 □ 2  nd  Reading 

 February 7, 2022  Execu�ve Leadership Team  ⌧ 1  st  Reading 
 □ 2  nd  Reading 

 February 15th, 2022  Student Success Council  □ 1  st  Reading 
 ⌧ 2  nd  Reading - Recommenda�on to the ELT 

 March 7, 2022  Execu�ve Leadership Team  □ 1  st  Reading 
 ⌧ 2  nd  Reading 

 Note: ??? 
 *Dates above are tenta�ve as the mee�ng schedule for 2021-22 has not yet been confirmed. 

 **Addi�onal Academic Senate review may be necessary if the content of the deliverables includes recommenda�ons related to 
 “policies for faculty professional development ac�vi�es” which is a 10+1 item under the purview of the Academic Senate. 
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 Standard Descrip�on of Project Stages 
 Project Stages  Descrip�on 

 Ini�a�on  Ac�vi�es leading to the authoriza�on and chartering of a project team 
 Prepara�on  Ac�vi�es which occur once a team is authorized and can be conducted independently to plan, 

 schedule, and setup the project (project management steps) 
 Team-Based Work  Ac�vi�es which occur in a collabora�ve environment in which the project team works based on the 

 scope of the charter 
 Formal Review  Ac�vi�es by which deliverables are submi�ed to the sponsoring council for formal approval; may 

 involve a sequence of governance review including ELT and/or other en��es; formal review may 
 result in acceptance of the deliverables; request for the project team to revisit the 
 design/refinement stages; or abandonment of the project 

 Closure  Ac�vi�es to celebrate the success of the project and archive the ar�facts of the work completed 

 PROJECT ORGANIZATION, ROLES, AND RESPONSIBILITIES 

 Role  Responsibili�es 
 Project Leads  ▪  Prepares, leads, and follows up on mee�ngs (see details of the 

 Role of the Chair in the  ARC Governance Framework  ) 
 ▪  Communicates the project to various stakeholders, and when 

 appropriate, solicits feedback on dra� deliverables through 
 informal review processes 

 ▪  Submits the final deliverables to the sponsoring council for 
 approval 

 Project Steward 

 (may be one of the leads or a separate individual) 

 ▪  Manages the project on behalf of the sponsoring council 
 ▪  Dra�s the charter in consulta�on with the sponsoring council’s 

 chairs 
 ▪  Conducts preliminary research to gather informa�on on 

 promising prac�ces, product op�ons, or other relevant materials 
 to inform the project 

 ▪  Develops a work plan based on the charter to organize, 
 sequence, and schedule the work of the project team within the 
 available �me frame 

 ▪  Reports progress to the sponsoring council 
 ▪  Maintains and archives project documenta�on at the conclusion 

 of the project 
 ▪  Assists the project leads as needed 

 Team Members  ▪  Par�cipates in all project mee�ngs and ac�vi�es 
 ▪  Supplies valuable knowledge and perspec�ve (o�en based on 

 the individual’s responsibili�es or role at ARC) 
 ▪  May be assigned specific project tasks to complete outside of 

 project mee�ngs 
 ▪  Assists with the “heavy li�ing” that is required to accomplish the 

 project deliverables 

 External Consultant 
 (op�onal) 

 ▪  Provides exper�se and assistance from an external (non-ARC) 
 perspec�ve 
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 Execu�ve Sponsor 
 (op�onal) 

 Large, high-impact projects only: 
 ▪  Champions the project from the execu�ve level to secure buy-in 

 and ensure viability 
 ▪  Communicates project purpose and vision 
 ▪  Allocates appropriate resources to support effec�ve 

 development, execu�on, and ins�tu�onaliza�on 
 ▪  Maintains awareness of project status and helps mi�gate risk 
 ▪  Mediates conflicts and facilitates dialogue to resolve project 

 issues 
 ▪  Assumes other responsibili�es as appropriate based on the 

 project scope 

 Please see Appendix A for a complete roster of the membership for each specified role. 
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 PROJECT STAKEHOLDERS (Who has a vested interest in the project? Who will it impact?) 

 ⌧  Sponsoring Council  ⌧  Project Team (including leads  and members)  □ Project Steward 

 ⌧  Academic Senate  □ Associated Student Body  ⌧  Classified  Senate  ⌧  PES  ⌧  Management beyond PES 

 □  Instruc�on  □  Student Services  □  Administra�ve Services 

 □ Specific departments or other en��es: 

 COMMUNICATION PLAN (How will informa�on be shared with the stakeholders?) 

 Based on the previously stated stakeholder list, the general plan for sharing project informa�on is as follows: 

 Communicated By  Audience  Frequency  Purpose 
 Project Lead  Sponsoring Council  Monthly  Regular update of project status 

 Forward Mo�on  College  Monthly  Brief updates on project work 

 Note: The communica�on plan above should contain more items, but needs input from the lead/co-lead. 

 Conflict Resolu�on 
 Any ma�er of significance which cannot be resolved by the project leads may be referred to the appropriate administrator (typically 
 the chair of the sponsoring council) or to the President’s Execu�ve Staff (PES).  Any significant change in charter scope will require 
 approval of a revised charter by the Execu�ve Leadership Team (ELT). 
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 APPENDIX A: PROJECT MEMBERSHIP 

 PROJECT TEAM 
 Name of Par�cipant  Role at the College 

 Project Lead  Kolleen Ostgaard  Dean of Student Services, Support Programs 

 Project Co-Lead  Eric Handy  Interim Dean of Student Engagement and Comple�on 

 Members  Doug Herdon  Administrator 

 Joshua Moon  Administrator 

 Steve Roberson  Administrator 

 Fleurdeliza (Liza) Lipscomb  Classified Professional 

 Corey Winfield  Classified Professional 

 Caitlyn Spencer  Classified Professional 

 Rajinder Lal  Faculty 

 Jill Birchall  Faculty 

 Bill Zangeneh-Lester  Faculty 

 Student 

 Student 

 Note Taker 

 OTHER ROLES 
 Project Steward* 

 External Consultant(s) 

 Execu�ve Sponsor 
 (high-impact projects only) 
 *May be one of the project leads or a separate individual 

 APPENDIX B: STUDENT PARTICIPATION 

 DRAFT – FOR REVIEW PURPOSES ONLY  2021 Bias Review Team Project Charter  8  |  Page 



 PROJECT CHARTER 

 The student voice contributes a diverse perspec�ve to ARC project teams and is highly valued.  As project teams have 
 widely varied mee�ng schedules which can require a substan�al �me commitment, a flexible set of op�ons have been 
 defined to ensure that project dialogue and deliverables are influenced by the student perspec�ve. 

 Please check one or more boxes below that indicate the methods the project lead/co-lead intend to use to facilitate student 
 par�cipa�on during this project. 

 Method  Descrip�on  Compensated? 
 ☐  ASB Appointment  Associated  Student  Body  (ASB)  appoints  two  students  to 

 serve  on  the  project  team  and  a�end  all  mee�ngs.  This 
 op�on  is  considered  the  standard  method  of 
 representa�on. 

 Yes 

 ☐  Student Resource Panel  In  consulta�on  with  ASB,  create  a  student  resource  panel 
 that  is  called  upon  by  the  project  lead/co-lead  to  provide 
 student  input  at  key  points  during  the  project.  The 
 resource  panel  may  be  an  exis�ng  group  of  students  (e.g., 
 Sages)  or  a  temporarily  formed  group  assigned  to  the 
 project. 

 Yes 

 ☐  ASB Direct Involvement  Lead/co-leads work directly with ASB to be placed on an 
 ASB agenda, present the project concept, and solicit input 
 from students during a regularly scheduled ASB mee�ng. 

 No 

 ☐  Student Survey or Focus Group  Project conducts a student survey or focus group through 
 the Ins�tu�onal Research Office and uses the results to 
 inform the work of the project team. 

 No, but incen�ves 
 may be provided on a 
 case-by-case basis. 

 ☐  Student Forum or Gallery Walk  Project hold a student forum or gallery walk during which 
 large groups of students can provide input in response to 
 narra�ve or visual prompts.  ASB would be asked to assist 
 in publicizing the date/�me of the event to the student 
 cons�tuency. 

 No 

 ☐  Other  (please specify intended 
 methods) 

 Please see the “Governance: Student Compensa�on” document for further details on the compensa�on structure. 
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