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TACAO Quarterly Meeting Agenda

Transformational CAO – Dr. Martha Ellis

House Bill 8 / Senate Bill 2539: Redesigning the Way 
Community Colleges are Funded – Dr. Ray Martinez

Upcoming Meetings



Martha Ellis Ph. D.
Senior Pathways Lead 

Transformational CAO



Job Description for Transformational 
Chief Academic Officer (CAO)

Strong communications skills with direct reports and staff members, 
senior team-level colleagues, the CEO, and board members

Strategically aligns improvements in the learning environment [and in student advising, especially at
institutions where faculty serve as advisors] to broader institutional goals and efforts to advance 
student success and equity in access, retention, completion, and post-graduation outcomes

Plays a leadership role in developing and ensuring execution of a vision that advances student access, 
excellence in teaching and learning, and student success across all academic departments



The Advantage – Organizational Health

• Build a Cohesive Leadership Team
• Create Clarity
• Overcommunicate Clarity
• Reinforce Clarity



Healthy College

Minimal
Politics and Confusion

High
Morale and Productivity
Belonging and Wellness

How:
Create Clarity



Create and Communicate Clarity

Achieving Alignment

Why do we exist?



Create and Communicate Clarity

Achieving Alignment

How will we succeed?
• Strategic anchors –make decisions in a purposeful and intentional way that allows us 

to maximize our success
• We often struggle with not wanting to walk away from opportunities
• Strategic anchors provide clarity and courage to overcome distractions



Create and Communicate Clarity

Achieving Alignment

Single Top Priority Within a Given Amount of Time
• If we were to accomplish one important strategy for student success in the next 9 

months, what would that be?



Communicate

• CAO leadership is to inspire and align the academic team to take 
responsibility to create a better future for the college and those we serve.

• Critical management tool is effective communication:
• Take the time to explain what they mean, both explicitly and implicitly

• By clarifying amorphous terms and college vocabulary, leaders align precious
time and energy 

• Share stories



Communication for Clarity

• Questions to ask:

• Where is there confusion?
• What have I not communicated completely or clearly?
• What vague notion or idea can I clarify or debunk today?

• Share message and share it and share it.



Clarity and Communication

• A CAO who communicates precisely with 10 direct reports, who then 
communicate to 40 other talented employees, effectively aligns the 
college’s commitment and energy around a clear, well-understood shared 
vision of the college’s goal and priority.

• Clarity of vision and goal with alignment and communication can promote 
student success and a healthy college culture. (Hamm, HBR, 2013)



Thank you

Martha Ellis Ph. D.
Senior Pathways Lead 
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House Bill 8 / Senate Bill 2539: 
Redesigning the Way Texas Community Colleges Are Funded

Ray Martinez III, J.D. 
President & CEO



TXCCCF Meeting Cadence 

• Inaugural meeting – November 15, 2021

• The full Commission met a total 7 times

• Commission broke into three workgroups to further explore topics:

• College Operations

• Student Supports 

• Workforce Policy 

• Final report timeline:

• September 12, 2022 – Commission issued first draft of report

• October 18, 2022 – Commission presented updated draft and 

unanimously approved the recommendations

• November 17, 2022 – Final report published and made public 

• Texas Legislative Session started January 10, 2023
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Static Formula Dynamic Formula

vs. vs.

+ +

This is a historic opportunity to transition from a funding model that is static and merely redivides the same pie, 

to one that provides colleges with predictable funding based on outcomes. 
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Where are we today? 

Developed support 
from all 50 community 
college districts to 
endorse final 
recommendations . 

A Contingency Rider 
was included in the 
Senate & House 
Base Budget Bills. 

Included in the 
Governor’s 
Proposed State 
Budget. 

Filed House Bill 8 
& 
Senate Bill 2539. 

Nov. Jan. Feb. March March

Committee 
substitute was 
heard in the House 
and Senate. 

May

End of Texas 
Legislative 
Session. 

2022 2023 . . . April

PASSED by the 
House and 
received by the 
Senate. 

Referred to 
Senate Higher 
Education.



K E Y C OMPON E N T S  OF  L E G I S L A T I ON  
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HB 8

Financial Aid for Swift Transfer (FAST)
A new financial aid program that would allow “educationally disadvantaged” 
students to enroll in dual credit classes at no cost to them.  

Community College Advisory Committee  
A group of community college leaders that will provide advice and council
to the Texas Higher Education Coordinating Board during implementation.

Performance Tier 
The funding level that constitutes the majority of state funding and is 
comprised of measurable outcomes. 

Base Tier 
The funding level that ensures each public junior college has access to a 
defined level of funding for instruction and operations. 

Shared Services 
Encourages public junior colleges to participate in institutional collaborations 
that help students afford college, complete credentials, and transfer.   



Community College Workgroup

VERY LARGE COLLEGES

• William Serrata, El Paso College, CEO (Chairman)

• Jennifer Mott, Lone Star College, CFO

• Teri Zamora, San Jacinto College, CFO

• Jenna Cullinane Hege, Austin Community College, IR

LARGE COLLEGES

• Brent Wallace, North Central Texas College, CEO

• Sushil Pallemoni, Del Mar College, IR

MEDIUM COLLEGES

• Jeremy McMillen, Grayson College, CEO

• Chris Sullivan, Angelina College, CFO

• Pam Anglin, Paris College, CEO

SMALL COLLEGES

• Tex Buckhaults, Clarendon College, CEO

• Brenda Claxton, Howard College, CFO

tacc.org



Texas Higher Education 
Coordinating Board:  
Rulemaking Timeline for 
House Bill 8 
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The first set of rules implemented by THECB 
will be emergency rules. These rules will only 
be in place for a six-month period. 

The first draft will need to be completed by 
July 14, 2023, for an August approval. 

No public comment period. 
Special called THECB Board Meeting to adopt 
emergency rules. 

Emergency rules in place until January 2024.

May - July 

August 

THECB Quarterly Board Meeting adopts 
regular rules. 

Regular rules in place through end of 2023-
2024 academic year. 

January '24
Regular rules are developed by THECB. 

Regular rules will have public comment period. 

Aug. - Jan.

New set of regular rules developed for 2024-
2025 academic year. 

March '24

Timeline provided at the first meeting of the 
Community College Workgroup Meeting –

April 19, 2023.
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State Funding for 
Outcomes

Affordability for 
Students

Investments in 
College Capacity Rulemaking

Potential CAO Subcommittees



Thank you
Texas Association of Community Colleges 
https://tacc.org/

For further information, please visit: 

Ray Martinez III, J.D. 

ray.martinez@tacc.org

512-653-3331

https://tacc.org/


TACAO Business

Upcoming Quarterly Meeting Dates and Venues

June 13, 2023 – In person at the TACCIA Annual Meeting in Grapevine

Proposed 2023-2024 TACAO Quarterly Meeting
October 16, 2023, 12:00 pm – 1:00 pm

January 29 – 31, 2024, 12:00 pm – 1:00 pm

April 29-30, 2024, 12:00 pm – 1:00 pm

In person at the 2024 TCCIA Annual Meeting (TBD)


