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College of the Marshall-Islands
2004 Accreditation Show Cause Report

INTRODUCTION

In her letter to the College of the Marshall Islands, the Executive Director of the ACCJC,

Dr. Barbara Beno, stated, “I regret to inform you that, while the report was accepted and the fact
that the college has made some progress was noted, the Commission acted to order Show Cause
and to require the College of the Marshall Islands submit a Progress Report by November 1,
2004. The report will be followed by a visit by Commission representatives.”

. During the accreditation visit in November 2004, the team found that the College of the Marshall
Islands was not fully in compliance with two of the five ehgnblhty requirements previously
identified as deficiencies. In addition, the team identified six major recommendations that the
College had responded to satisfactorily, and eight major recommendations that will require
additional effort by the College to satisfactorily meet these recommendations. There were
thirteen other recommendations, and the team found the College had met seven of the
recommendations, while they still need to do additional work to meet the remaining six

recommendations.

" The College has made significant progress in meeting several eligibility requirements and
recommendations between our visit in April 2004. While the team continues to identify serious
deficiencies that must be addressed, we are impressed with the faculty, staff and managers’
commitment to meeting all of the eligibility requirements and responding to all of the
recommendations, some members of each of these constituencies feel the College has failed

“because it has not been able to resolve all of the deficiencies the team has identified. Several of
the Board of Regents also expressed this point of view and seemed to feel that the problems for
the College started in 2002. The team responded that their problems actually started in 1996/97

‘when an annual audit was not performed. This problem was compounded year after year and
facilitated the embezzlement of $640,000 of College funds. In addition, as a result of numerous
errors, the College was no longer allowed to make electronic submissions for financial aid, and
was in jeopardy of losing all of their financial aid support for students. Given the magnitude of
these serious deficiencies, not to mention many others, the College’s fiscal stability declined
from 1996/97 until our visit in 2002. While the College has been able to respond to many of the
deficiencies during the last two years, there remain several areas that still must be addressed.

Many staff at the College are amazed at the effort they must exert to perform annual audits,
provide accurate financial aid requests, facilitate a dynamic curricuium development process,
and present several other reports-and activities in order to meet accreditation standards of good
practice. The team has informed them that they must sustain this level of effort in order to
achieve and maintain a satisfactory accreditation status and at the same time continue to respond
to other deficiencies regarding eligibility requirements and accreditation standards.

The team is not convinced the Board of Regents and the RMI government understand the

" magnitude of the deficiencies and their respective roles in assisting the College in achieving a
satisfactory accreditation status. The Board doés not appear to understand their policy regarding
the evaluation process of the President of the College as well as their policy regarding conflict of

interest for members of the Board of Regents. The Board has the responsibility of monitoring
. : ]



the fiscal integrity of the College but has not addressed the numerous delays in the RMI
government’s appropriation of funding to the College in a timely manner. Finally, they do not
seem to.understand that the College needs an educational master plan before a functional
facilities plan can be developed by the consultants working with the RMI government; it appears
the Board feels the facilities consultants can develop the facilities plan by Spring 2005 before an

educational master plan is completed.

The RMI government and the Board of Regents need to have a much better understanding of
their respective roles in helping the College achieve a satisfactory accreditation status. The
interest of the College and the students it serves must be paramount.



ELIGIBILITY REQUIREMENTS

5.

13.

Admlmstratlvc Capacxty (7718 institution has suﬁ‘ cient staff with approprzate
preparat:on and experience to provide the admmzstrattve services necessary [0 support

. its mission and purpose.)

At the time of the visit, several key administrative po_sitions' had been filled. These

" include the Dean of Academic Affairs, Director of IT and the Financial Aid Director.

Other key positions remain unfilled, spemﬁcally the Assistant Director of Research and
Planning/Grant Writer. - -

Conclusion: The CMI Progress Report mdlcates that the turnover of management staff
has been an unusual problem over the past twelve months; however, the team found that
administrative capacity continues to be an ongoing problem for the College. The Director
of Personnél has been on leave for several months. The key academic position, Dean of

" Academics Affairs, has been filled since September 20, 2004, and while the new dean

seems very knowledgeable about instructional operations, it is too early to fully assess his
effectiveness. The new directors of IT and Financial Aid also seem capable and should
provide a strong foundation for the administrative capacity-of the College. However, the
Chief Administrative Officer position and the Upward Bound Director were only recently

- filled. CMTI’s ability to sustain personnel in these newly hired positions remains to be

proven; therefore, administrative capacity continues to be an area of concern.

* Student Services (The institution provides for all of its students appropriate student

services and development programs consistent with student characteristics and its

" institutional mission.)

The team found that the College has been able to establish an accurate database for
student information using School Minder software. The original use of the software was
difficult since the staff had not received adequate training. Even though they had input
all the,student information for the 2003-04 academic year and fall 2004, they found the
entire database was corrupt. They discarded and re-input all of this information after
staff had been sufficiently trained and understood the importance of accuracy. They now
check and re-check the database to ensure its accuracy. The Admissions and Records

staff understand the functionality of School Minder and are able to generate reports from
- the database. The College is proposing that they update all student records datmg back to
1993 by the end of the academic year 2006-07. -

Conclusion: Student Services has cleaﬂy established an electronic databasc for studcnt
records which staff are fully able to utilize. Staff needs to continue to receive ongoing
training with emphasis on the accuracy of all student data. The team recommends that

" the college update all student records starting with 1996-97 (first year annual audit not

performed) by September 2005. This will help them see potential errors made in student
financial aid requests. In addition, this data-can be used as part of the program review
process for Student Services and Instruction to assist in determining whether the College
is providing adequate support and instructional services. - :

The IT Director has assumed responsibility for the database management. In the long
run, this will detract from the IT Director’s primary responsibilities and the College
should consider establishing a position for database management.



14.

16.

The team believes the College has made progress in meeting this eligibility requirement,
however, they have not provided evidence that they are offering the appropriate student
services and deve10pmental programs consistent with their student charactenstlcs and

mstltutlona] mlssmn

Admissions (The institution has adopted and adheres to admission policies consistent
with its mission that specify the qualzf ications of students approprzate for its programs.)

The full implementation of School Minder has pr0v1ded an automated database system
where information can be crosschecked. We reviewed several student records to confirm -
that the College.is actually applying admissions policies appropriately. College systems
are'much more automated and not as labor intensive. _

Conclusion: The tearn found that the College has been able to apply Admis_éions and
Records policies in a consistent manner. The team believes this eligibility requirement

has been met.

Financial Resources (The institution documents a funding base, financial resources, and
plans for financial development adequate to support its mission and educational .
programs and to assure financial stability.)

At the time of the visit, the College had made progress toward developing a more
comprehensive and longer-range approach to finance and budgeting. A preliminary five-
year rolling budget document had been developed which included the funding support
promised by the RMI government (at $3,000,000 annually through fiscal year 2009-2010

" - the resolution was “hot off the press” with an approval by the RMI Parliament dated

October 6, 2004), a contingency reserve (with a goal of 5% but not funded at that level
except in 2004-05), and an annual expenditure line item for the multi-phased capital
outlay building program. The College budget includes, in the five-year projection for
capital outlay funding, a contribution from the RMI government at the $14,575,000 level.
The justification for including this lével of funding from the RMI government in the -
budget is unsubstantiated. In our meeting with the RMI representative from the-
department of planning, it was made clear that there is no commitment by the RMI -
government to provide this level of funding. There is only the possibility of the College
competing for the funding if the College has an approved master plan in place by Spring
2005. All of the indebtedness issues that have been mentioned in previous team reports
have been either forgiven by the RMI government and/or funded by the RMI government
to be eliminated in the next two fiscal years. The 2004-05 budget is balanced with a 5%

reserve.

The link of budgeting to academic planning and to the mission of the College is still weak
and not clearly evident. This is because the College does not have a comprehensive
educational master plan. The College’s budget planning process focuses on the routine

-fiscal aspects of budgeting and doesn’t rise to a level of sophistication that allows for

educational needs to drive the allocation of dollars. While we are familiar with this
weakness in many colleges’ budget models, CMI’s process does not even attempt to
address it. The College had just completed its sixth hard copy submittal to Pell for
student financial aid, which had been received and certified by the U.S. government. The
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College has-yet to receive approval to return to Pell’s electronic reimbursement submittal
process. '

. The College continues to experience cash flow problems because the national
government’s promised funding to the College does not arrive on time. When the team
arrived for the visit, the College was into its second month of the fiscal year and still had
not received its first or second monthly appropriation from the RMI government. The
Comptroller and the College President were quite concemned about cash flow and a
looming pay date. On the last day of the visit, the funds had been deposited in the
College’s account, thus averting November’s panic but leaving the team with no
confidence that this problem has been solved in a substantial way. The team does.not
have evidence the College received full funding from the RMI government for the fiscal
year that ended September 30, 2004.

The team has significant concerns about the management of grants at the College. Of
particular concern is management of the $8.7 million Career Ladder Teacher Quality

- Grant. The College has been designated fiscal agent for this three-year federal grant that
is actually targeted toward improving the nation’s teacher education program. The
College portion of this grant is approximately $750,000. The College should ensure that
this grant is audited as part of its annual audit to ensure the fiscal integrity is maintained.
- In an attempt to more effectively monitor College grants, an experienced and

. knowledgeable foursome of grant overseers is now in place. This team includes the
Comptroller, the College President, the director of grants, and the soon to be hired grant
writer. The Comptroller maintains-in his office a comprehensive schedule of grants and
is involved as a member of the search committee for the vacant grant writer position.

One goal of the Teacher Quality grant is to upgrade the skills and educational levels of
public school teachers in the RMI. While responsibility of this grant rests in the office of
the Ministry of Education, CMI is the service provider for teachers upgrading their skills
* and seeking completion of AA degrees. The first year of the grant designates funds for
tuition and accommodations for 30 teachers; year two targets 50 teachers. Year one funds
also are demgnated for costs to hire additional CMI faculty. In reviewing the results of
year one, it appears that CMI’s grant goals will fall short of their target. However, it
appears that other funds, such-as those supporting Ministry staff, consultants, and travel
have been spent. The team identified two concerns, 1) the lack of effective collaboration
between the office of the Ministry of Education and CMI, and 2) the lack of leadership at
CMI to ensure that year one goals were addressed. While the new chair of the Education
Department who is charged with the implementation of the grant has not had much grant
experience, he is being provided assistance from the newly hired academic administrator.

Conclusion: The team came away from this visit, as it had in previous visits, with the
feeling that the CMI Comptroller is doing an excellent job of guldmg the College out of
the treacherous fiscal waters in which it found itself. His leadership in this area:
contributes significantly to the team’s finding that the basic intent of this requirement is
met. The fiscal records that he maintains in the Business Office are in good order and the
fiscal information and supporting documentation is at his fingertips. The ﬁnancnal
accounting system is adequate.

The team is not without reservations though, as to the commitment of the RMI
government in regards to continuous and adequate financial support for the College,
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which is a significant aspect of this eligibility requirement. The government’s inability to
provide approved appropriations in a timely manner severely hinders the College’s ability
to maintain its daily operations and, more seriously, it forces the College administration
to divert its attention from direly needed long term fiscal planning and management
which are required for sustainability. When the RMI government subjects the College to
financial instability, it throws the entire College into an unnecessary and unproductive
panic; word leaks out about the weakness of the funding stream and employees wonder
about the stability of their jobs. This atmosphere is extremely detrimental to the success
of the College. The team discussed this matter directly with the President of the Republic
of the Marshall Islands at the time of the visit. His response was that he was unaware of

the problem. ’

The College needs to clearly identify all grants and ensure that these grants are audited on
an annual basis to ensure fiscal integrity and accountability.

The budgeting process needs to be linked to academic and student services planning so
that the mission of the College is clear and success can be measured. '

Financial Accountability (The institution regularly undergoes and makes available an
external financial audit by a certified public accountant or an audit by an.appropriate
public agency. The institution shall submit a copy of the current budget and a copy of the
current audited financial statement prepared by an outside certified public accountant
that has no other relationship to the institution. The audit must be certified and any
exceptions explained. It is recommended that the auditor employ as a guide Audits of
Colleges and Universities, published by the American Institute of Certified Public
Accountants.) '

With the previous visits’ audit behind them, at the time of our visit, the College was well
on its way to the completion of the financial audit for fiscal year 2003-04. The auditors
were on-site, completing their last week of work at the College. In a meeting with the
lead auditor, he assured the team that no problems had been discovered and that he was
expecting a clean report come February 2005, Furthermore, the staff vacancy in the
Financial Aid office has been filled and that employee has been trained in how to
complete the reimbursement process for the Pell program. While the new position in
Financial Aid has been fiiled, the new Financial Aid Director is a promotion that results
in this office having a vacant position, and Financial Aid currently has only two staff.
The College is in the process of advertising to fill this position.

Under the leadership of the comptroller, the College has established 'a new structure for
financial oversight. The Comptroller chairs the reconstituted Fiscal Management
Committee, which has four sub-committees that report to it: 1) Budget Action; 2) Audit
Findings Removal Plan; 3) Financial Control Review & Implementation and Accounting
Manual Review; and 4) Long-term Budget Projection Preparation. These committees
have officially appointed members, and the meetings are evidenced by agendas and

minutes.

Conclusion: The team believes the intent of this eligibility requirement has been met.



MAJOR RECOMMENDATIONS FOR ACCREDITATION:

4,

"The Team strongly recommends that the College engage in a broad-based, effective,

systematic and integrated educational, financial, physical, and human resources
planning supported by institutional research. (Standard 3A.1, A2, A.3, A4,B.1,B.2,
C.1,C.2, C.3; Standard 7A.1; Standard 8.5; Standard 9A.1) :

In October 2003, CMI held two College-wide planning retreats to begin the process of
planning across all departments and divisions. One result of this effort was the
development of the CMI Master Plan 2004-2010, dated October 29, 2004, and currently
marked “draft.” Academic and Research plans are included in this document.

Conclusion: While the Master Plan is a beginning step to integrate all College planning
efforts and support these efforts with institutional data, the team found that the current
Academic Plan is significantly limited in scope and specificity. In addition, the team
found that according to faculty leadership, the Academic Plan had not been reviewed by
the faculty prior to it being sent to the Board of Regents for information. Other than a
single document projecting enrollments for the period of 2005-2010, there is no evidence
of integrated research in the academic section of the Master Plan. Programs and services

- "must drive.any educational master plan and be linked to the fiscal resources required to
- implement them. The College, therefore, has not fully responded to this

recommendation. The lack of a comprehensive, fully integrated planning modcl
supported by institutional research continues to put the College at risk.

The Team strongly recommends that the College establish regular processes and a
systematic approach to the planning, development, implementation, and monitoring
of its educational programs. (Standard 4A.1, A.4,B.1,B.2,B.3, B.5,B.6,D.1,D.6)

At the time of the visit, the newly hired Dean of Academic Affairs was working with
faculty leadership in three program areas to conduct academic program review:.
Education and Marshallese Studies, Nursing, and English. These programs are currently
being reviewed, and it is anticipated that the work will be completed in 2004-2005. The

team was able to confirm this effort through mccungs with the dean, faculty Icadershlp in
two of these areas, and a review of the program review model.

All course outhnes have been reviewed, 31gned ongmais are housed in the Office of
Academic Affairs, and a system of ongoing course review has been established. Course

- outlines include both general and specific course objectives. Specific course objectives

are the result of workshops and training sessions and identify measurable student learning
outcomes. :

. Conclusion: The College has met part of this recommendation by reviewing and signing

all onginal course outhines and establishing a system for ongoing course review. Course
outlines now include specific course objectives. The College:has not established a
systematic program review process that has been fully implemented. At this time, they
are in the process of reviewing three programs using a generic program review guide.
While some of the information can be gathered within the department or program itself,
there is a need for institutional data to support the review process. Although CMI has
recently established an electronic student database, they do not appear to have the
mstitutional research data required for program review. Given that many of the



accreditation recommendations require comprehensive research, the research capacity of
the College continues to be a major concem.

The Team strongly recommends that the College establish clear learning outcomes
for its educational programs and courses. The College should address more fully its
stated mission to provide remediation and developmental programs and services for
its students particularly in view of ifs student demographlcs (Standard 4A.1, B.3,

B.5,D.2,D.3)

At the.time of the current visit, the English and Mathematics departments had collected
student data reflecting the incorporation of developmental courses into their respective
departments that took place in 2003. In both instances, the results were positive and
student progress was being assessed. The team was able to confirm this through meeting

* with faculty leadership in both departments

Al course outlines have been reviewed and now include both general and specific course
objectives. According to administrative and faculty leadership, specific course objectives
are measurable and identify expected student leaming outcomes. :

Conclusion: The instructional model used by the English and Mathematics departments
to ensure a smooth transition for developmental students into academic classes appears to
be very effective. Faculty leadership in both of these departments is currently in the
.process of gathering student completion rates and other relevant data as a way to assess
the effectiveness of their programs. According to academic and faculty leadership, all
course-outlines now list both general and specific course ObjCCthGS The specific course
objectives are intended to address measurable student leaming outcomes. However, it is
not clear how faculty intends to proceed with this effort, or how the results will be used to
assess the effectiveness of courses and programs. There was no apparent plan in place to
move to the next step in identification and application of student learning outcomes.
Therefore, the team believes that while the Collcgc has made an initial effort to address
this recommendation, considerable work remains to be done in order to fully meet the

expectations of the Commission.

The Team strongly recommends that the College devote necessary resources to
immediately implement the planned student information system that will allow for
the accurate and timely collection and storage of student data for institutional
research and planning purposes. (Standard 2, 2.1; Standard 5, 5.2, 5.5, 5.9; Standard
3A.1, A2, B3, C.1, C.2, C.3; Standard 4A.1, A 4, A5, D4) |

The College has been able to establish an accurate database for student information using
School Minder software. The original use of the software was difficult since the staff had
not received adequate training. After they had input all student information for the 2003-

- 04 academic year and Fall 2004, they found the entire database was corrupt. They
discarded and re-input all of this information after staff had been sufficiently trained and
understood the importance of accuracy. They now check and re-check the database to
ensure its accuracy. The Admissions and Records staff understand the functionality of
School Minder and are able to generate reports from 'the database. The College is
proposing that they update all student records dating back to1993 by the end of the
academic year 2006-07. :



