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Institutional Commentary by the College of the Marshall Islands
December 19, 2005

CHIEF EXECUTIVE OFFICER (Eligibility Requirement #4)

]
The primary area of focus for this Eiigibility Criterion seemed to be the adequacy of
communication between the President and the Board and its perceived effect on due
diligence. In response, this section will provide a commentary on the Board’s new
committee structure as a vehicle for Board/President interaction, the pace of activity since
October 2005, the level and types of formal contact planned for 2006, the rationale
behind the relationship with the Association of Governing Boards, and the evaluation
criteria established for the President.
Specifically, the Team *“‘suggested tlie President prepare a weekly summary on how the
collegc is addressing accreditation iSsues concerning the eligibility requirements and the
major recommendations.” The Collegc wishes to point out that in fact the President has
been providing the Board with weekly updates on accreditation issues since his arrival on
campus at the beginning of October:2005. The notion of specifically including progress
reports on accreditation issues is a sound one, however. The President has now adopted
this practice, creating a template explicitly listing each Eligibility Requirement and Major
Recommendation, and showing wee:kly activities.

The College’s decision to move to quarterly Board meetings, of which the Team made
note, was in no way intended to limit Board/President interaction. Its intent was to use
structural reform to channel interaction into opportunities for increasingly proactive and
positive engagement. Quarterly Board meetings do not prohibit special, focused
meetings on a more frequent basis. The full Board met in October 2005, and again in
November in conjunction with the Team Visit. It met again in December to deal with
matters related to facilities planmng ‘and accreditation. The Board will have a regular
quarterly meeting in January 2006. It will meet again as a whole in February for the first
AGB workshop. A total of eleven ( 11) meetmgs are on the Board’s planning calendar for
2006: :
¢ 4 quarterly meetings (January, April, July, and October);
» 3 special, focused Board meétings (March — facilities & accreditation; June —
facilities & accreditation; and September — budget)
¢ 4 special Board meetings (February, May, August, and November) centered
around the two-day AGB workshops

Other special meetings may be called as needed.

In addition, there are 26 scheduled Board committee meetings (see below). In short, the
Board and the President have many scheduled opportunities to communicate and to work
together on the critical issues faced by the College.
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A critical element of the structural reform was the creation of a standing committee
structure where none had existed prewously The committee structure allows the
President and key staff to work closély and frequently (at least once a month) with small
groups of Board members on focused issues. It also facilitates informal discussion about
appropriate roles in a shared governance system. Committees, of course, report back to
the entire Board, which retains full authonty for action unless specifically delegated.

-
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e The Finance Committee lras met three times since it was created in October
" 2005. The activities wrth which it has been engaged include:

Q

O

Reviewing month\ly department level budget figures for the first two
months of the fiscal year;

Receiving reports from the administration on several items (including
institutional travel and housing) which represent disproportionately
large segments ofithe College’s budget, are illustrative of the controls
in place, and may;be of interest for future budget planning sessions;
Reviewing the en‘gagement letter for institutional audit and

- familiarizing 1tself with the audit process;

Recommending that the College review its investment policy and look
at alternate 1nvestment firms to manage its endowment;

Meeting with representat1ves of one potential investment firm;
Strategizing about the transition of RMI governmental payments (and
U.S. Compact funds) from a monthly to a quarterly schedule, and
helping to facilitate this change after the meeting;

Receiving notlﬁcatlon from the President that CMI has reccived a two-
year $112,500 grant from NOAH, through the University of Guam, for
the Marine Sc1ence Program to support-outreach and public education
activities, mcludlng a summer science camp for RMI high school
students. l

Reviewing proposals from the administration for the use of 2004-2005
surplus funds, prioritizing their use for accreditation-related matters,
and holding the balance as a strategic reserve to address future
accreditation- related issues based upon the findings from studies
currently underwaly

I
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* The Planning Committee;has met seven times since it was created in October
2005. The activities w1th which it has been engaged include:

O

Reviewing the Master Plan, Staff Development Plan, and Facilities
Master Plan and the administration’s plans for further developing and
implementing those plans;

Meeting on Novemberll in response to comments from the Team and
deciding to focus 1ts immediate energies on the Facilities Master Plan
its funding, and 1mplementat10n

Selecting Beca Intemat1ona] Consulting, Ltd. as the lead ﬁrrn to “‘fast
track” providing facilities planning information.
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The Planning Committee served as the focal point of meetings with Beca from December
6 — 16, as they gathered information via interviews with faculty, staff, administrators,
students, and government officials. Joint meetings with stakeholders facilitated a
decision-making process that had wide participation, as well as proceeding expeditiously.
Planning Committee members have been especially proactive outside of committee
meetings, serving as bridges to key government officials, landowners, and community
leaders to clear the way for the funding for capital construction (see Comprehensive
Facilities and Outlay Planning, below).

The Board established goals for the President’s evaluation in December in response to the
Evaluation Team’s suggestion. This process was originally scheduled as part of the first
AGB workshop, but as the Team wisely pointed out, the history of CMI in such matters
and the nature of the College’s accreditation status do not lend themselves to any delay.
The Board’s evaluation criteria for the President includes the major responsibilities listed
in his contract (developed from the 2002 ACCJC Standards) and ten additional criteria
developed from the Team’s report. The President will undergo a “mid-year” evaluation
for consideration at the April Board .meetlng The formal evaluation called for in his
contract will still be conducted during the summer of 2006. The Board-approved
evaluation criteria are attached as Appendix A.

In addition to his other duties President Hess been active representing the College in the
larger community: :

* Meeting several times with the Ambassador of the Republic of China (Taiwan)
and the Japanese Charge d’ affalres in the Republic of the Marshall Islands,
discussing potential major contnbutlons to CMI’s physical facilities needs. Asa
result of these meetings, the Republic of China has advised that it will consider an
additional contribution in the amount of $1 million for capital improvement at
CM]I, payable in 2007. The representatives of the Japanese government have also
assisted CMI in submitting a proposal for funding for a substantial building
project on campus. This proposa] is awaiting the December Beca report to be
finalized and sent;

¢ Maintaining frequent contact with U.S. Ambassador Morris regardmg shifting
U.S. Compact fund payments to a quarterly basis and arranging support for U.S.
Compact funds to be available through the RMI to support CMTI’s facilities needs;

» Making presentations on CMI accreditation issues and facilities needs at CMI to
the local Chamber of Commerce and Chief Secretary Muller to ensure that these
issues and needs are more widely understood throughout our community;

» Attending an ACCJC workshop for new college presidents in conjunction with
the CCLC Conference in San Francisco in November;

¢ Meeting it Honolulu with a group of CMI alumni and friends to discuss the
feasibility of establishing a Hawaii-based not-for-profit CMI Foundation;

e Meeting with the leadership of the newly-formed CMI Alumni Association in
November and December. Although just organized in June 2005, the Association
already has over 600 members.
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ADMINISTRATIVE CAPACITY. (Eligibility Requirement #5)

The draft Evaluation Team Report ntotes that “the President started October 1, 2005, the
Dean for Student and Community Services started in June, the Dean for Academic
Affairs has been in his position less than a month and the Vice President for Academic
and Student Affairs has been in his position a week.”

)
While this information is correct, it does not follow that the College’s senior
administrative team lacks *a track record of exceptional performance” or *“outstanding
leadership skills:” . '

o The Vice President for Academic and Student Affairs had a distinguished record
as an instructor, Vice President/Dean of Academic Affairs, and Interim President
at CMI. He remained in closc contact with the College during the three years in
which he was away; i

e The Dean for Student and Community Services was promoted to that position
after nearly six years of admjnistrative experience as Director of Continuing
Education, in which capacny he demonstrated exemplary performance and
leadership skills; :

e The Dean of Academic Affdirs served as Assistant Dean of Academic Affairs at
CMI under the previous admlmstranon establishing an outstanding working
relationship with the CMI faculty

While they are all working together as a team for the first time, none of these individuals
represents an “unknown quantity.” Each of them brings to his position an outstanding
track record at our institution. At the President’s first meeting with the Board, he
indicated the goal of seeking a “mix of competency and continuity” in CMI’s
administrative hires. We strongly believe we have achieved exactly that.

All of the senior-level administrative positions at CMI have now been filled:

i
i

Dr. John Tuthill returned to CMI after a three-year absence, assuming the new position
of Vice President for Academic and Student Affairs on October 24, 2005. Dr. Tuthill
has resumed the position of Accreditation Liaison Officer, which he also held from 2000
to 2002. He has taken the lead in developmg and implementing the College Transition
Program called for in the CMI Master Plan, enlisting faculty and student services
participation in a process that will coordinate academic advisement and personal
counseling, and provide professwnally-tramcd tutor services, residential activities, and
general student activities for all students. The project is scheduled for full
implementation in Fall Semester 2006.

Qur search for a Vice President of f{esearch, Planning, and Grants has concluded
successfully. The new Vice President will come to CMI in January from Cascadia
Community College in Washington,' where he has been serving as Senior Research

)
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Analyst in the Research and Plannmg Office. He is also no stranger to Pacific island life,
having lived and worked for several years in-the Gilbert Islands.

The posmons of Information Technology Director, Database Administrator, and
Director of Upward Bound have all been filled by experienced professionals. All are
presently in Majuro and at their poss.

t

There are no additional administratifve vacancies to report.
|
INSTITUTIONAL PLANNING |

The College Master Plan was the subject of a meeting of the Executive Council in
November 2005. The plan has undergone initial review; executive summaries have been
written for every chapter by relevant stakeholders, summarizing key components and
suggesting outcomes for each of the - components. This work has been directed by the
President while the search for a Vice President for Planning, Research, and Grants has
been moving forward. That search has now been successfully completed and James
Mulik, formerly Senior Research Analyst for Cascadia Community College in Bothell,
Washington, will arrive in January. {Dr. Don Lombardi, who served as consultant for the
drafting of the Master Plan, has been retained to provide continuity, advice, and
assessment of the planning process.; f

1
»

A. Comprehensive Facilities and ;Capital Outlay Planning (Major Recommendation
#15) '

CMI has begun a major, intensive effort to address and fund facilities needs. The Board
Planning Committee approved the “fast tracking” of Phase III facilities planning on
+ November 12. Since then: i

1

o The CMI president performed a due diligence visit with the PBC sponsored
architectural firm in Hawaii> He determined that they would be unable to perform
the necessary services in an adequate or tlmely manner to meet the urgent needs
of the College. :

¢ The College contracted wnh}Beca International Consulting (the firm that did the
Phase I plan in 2004). Beca; which has staff based in the Marshall Islands,
brought a two-person architéctural team to Majuro for 10 days of intensive
consultation with Board members, administrators, staff, faculty, and students.
They have recorded notes from meetings with twelve different stakeholder groups
as part of their needs assessment work.,

» In addition Beca met with key government personnel from the RMI Economic
Policy, Planning and Statnstlcs Office (EPPSQ), to coordinate information needs
and ensure that EPPSO will have sufficiently detailed information to enter into a
binding Memorandum of Understandmg with CMI to fund implementation of the
entire facilities plan over a five year period . Preliminary estimates in excess of
$21 million have been used for these discussions. Since Beca is currently the lead

1
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firm in another major RMI p?roject — the new Majuro Hospital, now nearing
completion — they have an established working knowledge of EPPSQO’s needs.

» Joint meetings of the CMI Board Planning Committee, Beca, and EPPSO
provided additional clarification. Leaders from the Board and the Board Planning
Committee have also met frequently with the highest levels of the RMI
government, including President Note, Chief Secretary Muller, and Minister of
Education Kendall to keep key decision makers informed and committed.

e The Board Planning Committee has met, on average, twice weekly to coordinate
all facilities planning efforts:

¢ President Hess met separately with Charge d’ Affaires Ikeda of Japan and
Ambassador Chen of the Republic of China (Taiwan) at their request to explore
possible additional funding.

e Majuro-based Beca staff provided detailed construction timetables for the initial
building project — a 44 bed dorrnltory that will replace what is clearly the
College’s most substandard building.

o The Board of Regents approved funding for detailed architectural design of the
dormitory. Beca has been contracted for delivery of the design ready to go out to
bid by February 13, with bidding to be complete by March 4.

e Beca submitted a “‘Rainwater Utilization Study” on Dec. 13. This study
demonstrates that a combination of a 50,000 gallon reservoir, rainwater
catchment, graywater recovery, and “an efficient roof water collection and storage
system” will allow CMI to become independent of the municipal water systems,
even in time of drought. Thc municipal water systems currently supply the
College, and were addressed as a specific source of concern by the Team. The
rainwater utilization concept has been approved as a design feature within the
overall campus plan.. \

¢ Demolition began on the dilapidated “chicken coop” building that housed the
Student Body Association and student lounge space, with students eagerly

A i
participating in the process. i

At present, CMI has $3 million in guaranteed funding for capital improvement projects
from the Republic of China (Taiwan). One million dollars is already in the College’s
bank account; the second million wi:ll be delivered before June 30, 2006. CMI is
currently using these funds to develop a detailed architectural plan for the reconstruction
of the entire college campus, as well as to generate detailed construction plans for Stage 1
(a dormitory)-and Stage 2 (a classro:bm building}, and to initiate infrastructure work.
CML is holding in reserve approximately $250,000 of contingency and surplus carry-over
funds for urgent short-term facilities; needs (see discussion in B. Systematic Review
Process and timely implementation for correcting dangerous, substandard, and
unhealthful conditions, below). |

Campus facilities planning has been broad-based. Ideas and proposals have been widely
reviewed, discussed, and critiqued by the Planning Committee of the Board of Regents,
the campus-wide Physical Facilities Planning Group, the Executive Council, participants
at a campus-wide Friday Forum, and special meetings of CMI students, classified staff,
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and faculty. Input from all of these groups has been invaluable in determining priorities,
and in building a broad consensus as to CMI’s needs and goals. The result has been an
energizing and empowering atmospherc at the College, which is widely noted and

appreciated. !

b4
1

Beca International will continue to refine elements of the long-range capital outlay and
facilities plan through May 2006. The contract preamble identifies the work as having
“the ultimate aim of sustaining the mission of the College of the Marshall [slands,
maintaining regional accreditation with the Western Association of Schools and Colleges,
and improving services to students and citizens [of the Marshall Islands].”

(
B. Systematlc Review Process and timely implementation for correcting dangerous,
substandard, and unhealthful condltlons (Major Recommendatlon #18).

The College has already received a :long-range recommendation from Beca Intermational
Consulting for an independent water supply as part of its Facilities Master Plan contract.
: '

The College has also engaged a separate contract with Beca to produce a Buildings
Condition Survey (including walls, floors, doors windows, lighting, flooring, furnishings
and fittings, as well as structural condition).” Their initial report, including recommended
priorities, is due February 17. Their final report will be coordinated with the next Master
Plan due at the end of May 2006. !

The College has engaged the Marshall Islands American Medical Clinic to conduct a
two-stage Health Audit of the campus. A U.S. board-certified physician, trained and
experienced in community health and testing procedures, will administer the Audit.
¢ Phase T will assess health and safety issues of the physical facilities and make
recommendations for remediation. This report is due in late January 2006.
e Phase II will assess the practices and procedures of the College and make

recommendations “for their'_optimization.” This report is due in late February

2006.
The College will use the results of these studies to prioritize which short-term issues to
address, and use funds from the Republic of China sources where appropriate. These
funds are restricted to capital outlays. The College also has approximately $250,000 in
contingency and 2004-2005 surplus carry-over funds in reserve for urgent facilities
needs, pending the results of these studies. The president will provide updates to the
Board at least once a month on thesé issues, and more often as circumstances warrant.
The College has already removed tt{e Student Body Association offices and student
lounge space from the substandard “‘chicken coop” building. Demolition of that building
has begun. A 2000 sq. ft. wood frame building has been designed and will be constructed
in the courtyard near the library and bookstore, which will temporarily house offices for
the SBA, a student lounge, student computer space, and a conference room. Construction
will begin in early January 2006, with an early February occupation target date. College
Physical Plant staff will serve as construction managers for the project.

'
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C. Planning for Educational Programs (Major Recommendations #5 and #6)
S
i
Under the leadership of the Curriculum and Assessment Committee (CAC), the Dean of
Academic Affairs, and consultant Karen Nulton, the College has made further progress in
its ongoing commitment to Student'Leaming Outcomes. In response to recommendations
from Dr. Nulton and to the Evaluation Team report, we have:

o Added a special program to'Faculty Orientation in January 2006, to train faculty
m linking professional development to Student Learning Qutcomes. At Faculty
Orientation, each faculty member will schedule a meeting with the Dean of
Academic Affairs during Sﬁring Semester 2006, at which time the faculty
member and Dean will agree on five-year professional development plan.
Progress on the plan will then become part of the regular annual faculty review
process;
¢ Scheduled reviews of all departmenta] Student Learning Qutcomes by the
Curriculum and Assessment Committee (CAC) during its Spring 2006 meetings.
The CAC will pay special attention to the SLOs in English, Education, and
Nursing as those departments begin implementing and assessing changes
recommended by their respective program reviews;
e Continued our work to develop standard rubrics for developmental and credit-
level courses in English and mathematics. All CMI faculty have already had an
" introductory training session in the development and use of rubrics.
x
The Dean has also developed a faculty orientation handbook to help new faculty adjust to
their positions at CMI. The faculty,orientation handbook is being distributed to all new
faculty, and to all returning faculty as well, including adjuncts.
i
D. Institutional Research (Major recommendation # 4)
Institutional Research is beginning to make substantive contributions to the College.
Since the new director assumed his'position in early November, small studies have
contributed significantly to CMI’s ability to prepare for an unprecedented mid-year
enrollment increase, provide timely, information and analysis to architects under a very
tight time schedule, produce data oi;l mid-term “deficiencies” and final grades for faculty
consideration, and conduct a second “climate survey” of employees for the purpose of
measuring changes in the percelved needs of College employees. Other projects he has
undertaken include: X
e Retention analysis and enroilment management projections which demonstrated
in mid-November that the College should begin planning for substantially higher
enrollments in January, not lower as is the norm. See Information Systems and
“Admissions, below);
* A student dormitory interest survey from current students demonstrating a
potential demand much larger than current capacity. This study helped inform the
Board Planning Committee and the Facilities Planning Group as they determined
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the size and construction pribrity of the replacement of a dormitory scheduled for
demolition early in the campus renovation;

* A classroom analysis conducted prior to Beca International’s arrival. The
analysis included the number and use of current classrooms, their size, capacity,
and utilization rate. The study also analyzed class enrollments and concluded that
current classroom size creatéd unnecessary excess capacity and recommended
that new construction consider a range of classroom sizes, including greater
numbers of smaller classrooms, some seminar rooms, and some technology-rich
classrooms. Information on furnishings and fixtures needs was also part of the
study. Making this study available to the Beca architects prior to the beginning of
the project, greatly speeded their work;

¢ A midterm grade deficiency report and a final grade report with results sorted by
class, department, program, and instructor. This information is now in the hands
of the Dean and the CAC to'use in their planning work;

¢ A second Climate Survey ot: faculty, staff, and administration with results to be
released by the end of December.

'
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STUDENT SERVICES, STUDEE‘;JT INFORMATION SYSTEMS, ADMISSIONS
A. Information Systems and Adq'lissions (Major Recommendation # 8)

The School Minder database is the core of the College’s ability to generate and use data.
As a result of effective use of this information, in January 2006 the College will have a
record new student enrollment the spring semester. Because of the effective applicant
follow-up made possible by the progress made in managing database administration, we
project that CMI’s entering class will be twice the size of any spring class in the previous
five years, and total student enrollment will be the highest for any Spring Semester in the
past five years. '
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Srpring Semester Enroliment Trends 2001-2005
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The Admissions office started fall Semester 2005 with a list of 414 incomplete
student applications. Continuing contact with-these potential students resulted in
many of those applicants completing the admission process for Spring Semester
2006. As of the closing date for Spring applications (November 30), 202
applicants had completed the application process and been granted conditional
admission, pending the results of their placement testing, scheduled for January 5-
6, 2006. Based upon our data on past entering classes, the model projects that
64% of these potential students to arrive and successfully complete placement
testing, yielding (by our most conservative projection) 129 new matriculants.

* The Institutional Research Office has conducted a preliminary retention study
using aggregate enrollment ﬁgurcs from 2001-2005. The final portion of this
study will use a more complex cohort analysis technique. The preliminary study,
however, indicates a remarkably consistent Fall-to-Spring semester retention rate
of 86%, allowing the College to project with a high degree of confidence the
number of returning students (520) for the spring semester.

: i
This data, which was becoming available at the time of the November Evaluation Team
visit, has given academic administrators and department heads a two month window to
plan to meet the increased demand on instructional space and faculty. Due to the efforts
of our Director of Research, administrators have also had access to a range of projections
which suggest that the upper end of that range may yield even higher than the figures
presented here due to improved communication with prospective students and a more
effective and interactive orientation program. As a result, sixteen additional course
sections (especially lower-level English and math) have been scheduled.

10
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Student Services personnel continué to update current and mactive student records:

e Records for all students new to CMI in Fall Semester 2005 are 100% complete
and uploaded onto the School Minder system;

¢ In the week following final exams for Fall Semester 2005, the faculty input all
instructional grades into the School Minder System, and thc Student Services staff
checked the grades to venfy 100% accuracy of data,

o AsofDecember 15, 2005, the Student Services staff has complete paper files
(including birth ccrtlﬁcate hcalth record, social security number, completed
application form, $5 apphcatlon fee, and transcripts with computed grade point
average) for each of the 152 prospective students invited to come to CMI for
placement testing on January 5-6, 2006. Admissions has complete files for an
additional 52 new students who have already completed placement testing;

* Students with complete files are conditionally accepted and have been notified by
personal contact, radio broadcasts and newspaper announcements to report for
placement testing. Prospective students who have begun the application process,
but did not submit all required information by the November 30 deadline, have
been deferred for admission until Fall Semester 2006 in accordance with the
admissions policy that was implemented in Summer 2005.

?
i

B. Student Services and Programs (Eligibility Requirement # 14)
New Student Orientation Program

In response to data from the 2005 CMI Student Survey, the Student and Community
Services Division has also been working closely with the faculty, administration, and
consultant Karen Nulton to design and implement a new Student Orientation Program for
beginning students in the Spring Semester, expanding orientation from a three-hour
program to a two-day event. Throfrlghout the two-day orientation, students will be
divided into small group cohorts and involved in hands-on activities, rather than listening
passively to information. Appropriate outcomes have been identified for all activities.

b}

At orientation, students will: g

Access library materials and services;

Access and utilize basic cof{nputer programs;

Demonstrate famliarity with bookstore merchandise and procedures;

Demonstrate familiarity witih all CMI majors and their relevance to the RMI;

¢ Demonstrate awareness of the relationship between developmental and credit-
level courses and programs;-

e Demonstrate familiarity with CMI academic support services;

e Take personal responsibility for initiating the federal financial aid procedure;

e Take personal responsibility for initiating the registration process;

s Utilize the student handbook;

:
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¢ Demonstrate familiarity withiopponunities for leadership and participation in
CMI activities. :

4

For the first time in CMI history, par:cnts will also be invited to participate in the new

student orientation, which will take place January 9-10, 2006.
}

)

College Transition Program

A committee of representatives from the faculty, the Student and Community Services
Division, and Academic Affairs administration has developed a plan to implement the
College Transition Program called for in the Strategic Master Plan. The program calls
for dividing incoming students into small cohorts for the first year, coordinating
academic advisement and personal c;ounseling for those students, as well as:

e Providing training opportunities for faculty and counselors;

* Developing and implementirfg a mandatory College Success Skills course for all
new students, and training the instructors of that course;
Creating Residential Life and Student Activities Programs;

s Establishing and coordinating a student peer tutoring program, and training the
tutors; ‘

e Assessing the learning challenges and needs of all incoming students.

Funding has been identified for a position to coordinate these activities, and a highly
qualified individual with a background in both Academics and Student Services has been
recruited to fill the position in January 2006. The plan calls for full implementation of
the Student Transition Program by F;all Semester 2006.

Transportation Program '

In October 2005, the Student Body Association conducted a survey of student
transportation needs, identifying 2 total of 52 students living in locations distant from the
College, for whom lack of transportation was a serious obstacle to continuing their
education. In response to the survey data, the Student Services staff and the Business
Office identified possible vendors and solicited price information for a new bus with
sufficient carrying capacity to meet student demand. On December 16, 2005, the Board
of Regents approved the purchase of the new bus, which will be on-island in Spring
2006. '

EMPLOYEE DEVELOPMENT AND FACULTY HIRING
A. College-wide Employee Develépment (Major Recommendation # 14)
b
In response to a survey of staff development needs undertaken with the classified staff in
October, a serics of ongoing workshops have begun. The staff prioritized the areas of

highest need as:

b






