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Subject of the Follow-Up Report:

To accept the monitoring report and to note the visit by the Commission’s representatives. To
warn the institution that its accreditation may be in jeopardy because of insufficient evidence
that the institution is currently in compliance with Standard 3 (Institutional Resources), Standard
4 (Leadership and Governance), and Standard 8 (Student Admission and Retention). To note that
the institution remains accredited while on warning. To request a monitoring report, due
September 1, 2017, documenting evidence that the institution has achieved and can sustain
compliance with Standards 3, 4, and 8, including but not limited to evidence of the development
and implementation of (1) adequate institutional controls to deal with financial operations, with
evidence that rational policies and procedures for expenditure control are being consistently
followed (Standard 3); (2) (a) procedures for the periodic assessment of the effectiveness of
institutional leadership and governance, including annual evaluations of the president and self-
assessment by the Board, and the use of such assessment results to inform decision making and
continuous improvement, and (b) a conflict of interest policy for the Board which ensures that
potential conflicts are disclosed and that they do not interfere with the impartiality of Board
members or outweigh the greater duty to secure the academic and fiscal integrity of the
institution (Standard 4); and (3) a comprehensive enrollment management program, including
the assessment of how effectively such practices support admission, retention, remediation, and
related services (Standard 8).
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I. INTRODUCTION

Background

Essex County College (ECC), an open access urban community college dedicated to academic
excellence, serves the dynamic needs of diverse constituencies through comprehensive
educational programs and services. The College serves 22 municipalities and school districts
within Essex County; it consistently enrolls students from each of the municipalities. With its
main Newark campus, West Essex campus in West Caldwell, and satellite centers throughout
Essex County, ECC enrolls nearly 13,000 students pursuing credit courses in several academic
disciplines, over 10,000 more students enrolled in ESL and adult literacy classes, short-term job
training, and numerous programs for professional development and personal enrichment.

In Fall 1968, 3,400 students began studies in temporary quarters at 31 Clinton Street in
downtown Newark. In 1970, ECC purchased a 22-acre site from the Newark Housing

Authority for its permanent campus and, in 1976, moved to its current location in the heart of
the University Heights district. Today, the main Newark campus includes a three-block long
megastructure and gymnasium/child development center complex, a Center for Technology,
and the Clara E. Dasher Student Center. In Fall 2008, the Center for Health Sciences at the main
campus opened. The West Essex campus meets the educational and training needs of people
who live and work in the western part of Essex County. Essex County College has also
expanded to include the Public Safety Academy in Cedar Grove, New Jersey.

Essex County College offers more than 500 credit courses that create a wide range of transfer
and career opportunities. There are nearly 50 degree programs in disciplines ranging from the
humanities, social sciences, business, natural sciences, health technologies, engineering, and
computer science, in addition to almost two dozen academic certificate programs and
certificate of achievement programs.

Context and Motivation for the Monitoring Report

Middle States Commission on Higher Education. On September 29 — 30, 2016, a Small Team

visited Essex County College to determine its compliance with Standard 3: Institutional
Resources, Standard 4: Leadership and Governance, Standard 5: Administration; Standard 6:
Integrity; and Standard 8: Student Admissions and Retention. Subsequent to the Small Team
Visit on September 29 — 30, 2016, on November 17, 2017, the Commission acted:
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To accept the monitoring report and to note the visit by the Commission’s representatives. To
warn the institution that its accreditation may be in jeopardy because of insufficient evidence
that the institution is currently in compliance with Standard 3 (Institutional Resources), Standard
4 (Leadership and Governance), and Standard 8 (Student Admission and Retention). To note
that the institution remains accredited while on warning. To request a monitoring report, due
September 1, 2017, documenting evidence that the institution has achieved and can sustain
compliance with Standards 3, 4, and 8, including but not limited to evidence of the development
and implementation of (1) adequate institutional controls to deal with financial operations, with
evidence that rational policies and procedures for expenditure control are being consistently
followed (Standard 3); (2) (a) procedures for the periodic assessment of the effectiveness of
institutional leadership and governance, including annual evaluations of the president and self-
assessment by the Board, and the use of such assessment results to inform decision making and
continuous improvement, and (b) a conflict of interest policy for the Board which ensures that
potential conflicts are disclosed and that they do not interfere with the impartiality of Board
members or outweigh the greater duty to secure the academic and fiscal integrity of the
institution (Standard 4); and (3) a comprehensive enrollment management program, including
the assessment of how effectively such practices support admission, retention, remediation, and
relation services (Standard 8). A small team visit will follow submission of the monitoring
report. To direct a prompt liaison guidance visit to discuss the Commission expectations. To
note the institution’s obligations to inform the Commission about any and all significant
developments related to any investigations(s) conducted by state, federal, or other agencies.
Copies of the report(s) that follow from any of these investigations must be submitted to the
Commission within 10 business days of their completion. Upon reaffirmation of accreditation,
the institution will return to its established evaluation schedule.

Board of Trustee’s Actions to Recruit Essex County College’s Next President. The Site Team

that visited the College on September 29 — 30, 2016 recommended that it implement and
complete “...a clear, timely, inclusive, and transparent process for recruiting the next
President...as efficiently as possible.” At its May 16, 2017 Board of Trustees meeting, the Board
unanimously voted to appoint Anthony E. Munroe, Ed.D., the College’s Interim President until
May 31, 2017, and, effective June 1, 2017 through May 31, 2020, the College’s 8™ President.
Dr. Munroe succeeded President Emeritus A. Zachary Yamba who had served as Acting
President for 13 months (see Figure 1 for a timeline of the Presidential Search, p. 3).
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Figure 1: Timeline of the Presidential Search

06/30/2016 Board of Trustees named the Presidential Search Committee
11/2016 RPA, Inc. (2895 South Reach Road, Williamsport, PA 17701)
appointed as national search firm for the Essex County College
Presidential Search
RPA advertised the position of Essex County College President

O

The Chronicle of Higher Education online
Community College Week online
Diverse Issues in Higher Education
Higher Ed Jobs online
Hispanic Outlook in Higher Education online
Inside Higher Education online
INSIGHT Into Higher Education
LinkedIn
RPA Inc.’s website

O  Essex County College Website
12/13/2016 RPA conducted on-site position assessment visit

03/06/2017 RPA met with Search Committee and short listed 8 candidates

04/10,11,12/2017 RPA scheduled Open Public Forums with the College community for
three finalists

05/16/2017 Dr. Anthony E. Munroe appointed Interim President and 8t
President of Essex County College, per Board Resolutions 4-10/05-
2017 and 4-11/05-2017 (see Appendix A, Board Resolutions)

06/2017 RPA issues final report on the Essex County College Presidential

OO0o0oo0oooad

Search (see Appendix B, RPA, Inc.’s Final Report on the Presidential
Search)
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Il. STANDARD 3: INSTITUTIONAL RESOURCES

The human, financial, technical, physical facilities, and other resources necessary to achieve an
institution’s mission and goals are available and accessible. In the context of the institution’s
mission, the effective and efficient uses of the institution’s resources are analyzed as part of
ongoing outcomes assessment.

For Standard 3, MSCHE requires evidence of:

a) the development and implementation of adequate institutional controls to deal with
financial operations
b) rational policies and procedures for expenditure control that are consistently followed

Evidence of a)

Development and Implementation of Adequate Institutional Controls to Deal with Financial
Operations

Essex County College reiterates that in order to fulfill its mission, it is critically important to
allocate appropriately the finite financial, human, technical, physical facilities, and other
resources shared among all departments and areas of the institution. Accurate budget
forecasting, routine scrutiny of spending, and adherence to established institutional controls,
financial rules, regulations, policies, and statutes are essential for an institution of higher
education to maintain its financial health. To ensure that fiscally sound decisions are made
involving how various resources are distributed, internal controls, procedures, and planning
have been established and implemented. In order to strengthen its system of checks and
balances and facilitate reporting financial irregularities to the Board of Trustees, in February
2017, the Board of Trustees reviewed and adopted a reorganization of the College’s
Department and Division reporting lines (see Figure 2, p. 5).

The Department of Administration and Finance began to examine its existing policies,
regulations, procedures, and practices. Board of Trustee policies specific to institutional
resources (e.g., finance and personnel), finance-related manuals, and flowcharts depicting
procedures to properly procure goods and services, as well as all College Regulations regarding
the College’s finances were reviewed and updated. This process started in November 2016 and
was completed by March 2017. Starting in October 2016, the new CFO ensured that checks and
balances in financial matters were consistently applied [e.g., creating Internal “Audit” Reports
that guide the College’s internal control systems (see Figure 3, p. 5)].
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Figure 2: Essex County College’s Organizational Chart
[Adopted February 2017]
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Figure 3: Internal “Audit” Reports
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Internal “Audit” Reports

To allow for regular monitoring of expenditures and revenues, the CFO designed and prepared
various Internal “Audit” Reports. The Internal “Audit” Reports allow the College to accurately
monitor enrollment and the impact on revenue by including, but not limited to, data points,
trend data, projected year-end amounts, and an ongoing tracking of actual billable credit hour
enrollment.

Annual Finance Calendar. The Director of Fiscal Operations developed the Annual Finance

Calendar. Distributed to the Accounts Payable and Business Affairs offices, this form identifies,
by month and date, all financial actions that must be completed to ensure compliance with all
State, Federal, and Local reporting requirements.

Budget Analysis Report. The Budget Analysis Report proposes strategies and solutions to

increase revenues and decrease expenses in order to improve the College’s financial
sustainability, fund balance, and cash flow. This report also emphasizes bringing the College’s
financial status in alignment with the National Association of College and University Business
Officers (NACUBO) benchmark guidelines.

A Budget Analysis Report (FY 2018 — FY 2020) was developed during Spring 2017. In October or
early November preceding the beginning of the next fiscal year, budget planning must begin
due to the established deadline set to reach an agreed upon budget for the Board of Trustees
to review and approve by March. The President’s Cabinet (hereafter referred to simply as “the
Cabinet”) discusses the budget process that will be used to receive and summarize requests.
When agreed upon, the operating and capital requests will be prepared, completed, and sent to
the CFO. The CFO will then review the requests, summarize them, and present them to the
Cabinet to review further. The total value of request cannot be properly evaluated without
agreement regarding the expected revenues the College is expected to receive. Different
revenue options are usually prepared to include various tuition increases and enrollment
growth or decline scenarios, in addition to possible changes in governmental aid from the state
and the county. Once the Cabinet agrees on the revenue base, it then determines whether the
spending request is over budget or there will be a positive budget contingency.

Financial Summary. The Financial Summary (presented to the Cabinet and the Board of

Trustees monthly) compares budgeted amounts against actual year-to-date spending for all
areas/departments. The Financial Summary includes trend data, projected year end amounts,
and an ongoing tracking of actual billable credit hour enroliment.
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Purchase Requisition Exception Report. The Director of Fiscal Operations issues monthly a

Purchase Requisition Exception Report. This report identifies by area and department the
flawed requisition and confirms that the requisition is not processed.

Expenditure Report. Since Fall 2016, the Finance Department has distributed to the President

and to the Board of Trustees’ Finance Committee a comprehensive Expenditure Report on a
quarterly basis. This report provides detailed disbursements of checks the College issues
ranked in dollar sequence from the year-to-date.

Pursuant to assessing its internal controls, the Finance Department concluded that more
responsible practices and procedures must be established. In Spring 2017, the College’s
financial reporting system was modified in order to monitor spending and to forecast or predict
the budget for the upcoming year. These modifications included: 1) programming the system
to identify and disentangle co-mingled funds and more accurately audit how funds are being
spent; and 2) collaborating with the Information Technology Department to develop
standardized monthly financial reports that can be shared with Cabinet and the Board of
Trustees to assist both entities with measuring, monitoring, and adjusting the College’s budget.

The Finance Department also identified general practices specific to the auditing process.
These included, but were not limited to: 1) addressing weaknesses and concerns the
independent auditing firm identified in the College’s FY 16 audit report relating to the
procurement process; 2) implementing suggestions the auditing firm identified in previous
audit reports to improve processes, controls, and reimbursement practices within the Athletic
Department; and 3) developing the capital funding and cash match to address capital project
requirements.

Evidence of b)
Rational Policies and Procedures for Expenditure Control that are Consistently Followed

A root cause analysis was conducted to determine, among other things: 1) how often violations
of existing procedures occurred; 2) the extent to which current practice aligned themselves
with these procedures; and 3) how consistent current practices were followed as per existing
College policies and regulations. More importantly, the Administration used these findings to
implement corrective actions needed in the protocols associated with the areas analyzed in
order to enhance and improve the system of check and balances system that would result in
better oversight and utilization of institutional resources. The chain of protocols adopted for
the proper purchase of goods and services is represented below (see Figure 4, p. 8).
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Figure 4: Purchasing Chain of Approval Protocols
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Other examples of rational policies and procedures for expenditure controls conducted either
daily, monthly, or quarterly include:

Daily

e Check Requisition Procedure
e Purchase Requisition Procedure
e Cash Flow Analysis/Bank Statements

Monthly

e Bank Accounts Reconciliation
e Financial Summary to President and Board of Trustees’ Finance Committee
e Financial Summary to Cabinet

Quarterly

e Expenditure Report to President and Board of Trustees' Finance Committee

The State of New Jersey’s County College Contracts Law delineates how community colleges
must comply with the law with respect to its purchasing policies and procedures.
Consequently, it is Essex County College’s responsibility to ensure that it complies with the law.
Due in large part to internal and external investigations that uncovered deficiencies in its
procurement practices, the College:

1. Encouraged employees in its Finance and Purchasing Department to complete
professional development courses leading to credentialing as a Qualified Purchasing
Agent.

2. |Instituted procedures for expenditure control by having the Director of Fiscal Operations
monitor daily all Purchase Requisitions for errors, inconsistencies, and violations of
policy and procedure.

3. Directed the Director of Fiscal Operations to prepare monthly a Purchase Requisition
Exception Report that identifies by Department the flawed requisition and confirms that
the requisition is not processed.

4. Directed the Director of Fiscal Operations and CFO to review all requisitions to ensure
adequate funds are available prior to submitting them to Purchasing Department to
process.
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5. Directed the Vice President of Administration and Finance to review finance-related
requests processed through the Purchasing Department prior to forwarding them to the
President, who then must approve and forward them to the Board of Trustees’ Finance
Committee.

Current Events Affecting the College’s Financial Operations

At the Board’s request, the Acting President held a college-wide meeting in early March 2017
during which the Finance Department led a presentation entitled “2020: Create the Future,
Celebrate the Past” for College employees and the Board of Trustees’ Finance Committee. This
presentation provided a clear and concise summary of the College’s current financial status.
Subsequently, on March 9, 2017, the Acting President held another college-wide meeting
entitled “Middle States, Enrollment, and the Budget”. During this meeting, the Acting President
updated the college community about the status of Middle States, enrollment trend
data/projections for FY 2012 — FY 2018, and a summary of the College’s current budget
situation, with particular attention devoted to goals the College established to stabilize the
institution financially.

Subsequent to the March 2017 presentations, two events occurred almost simultaneously that
effected the College’s financial operations. One, at its April 18, 2017 Board of Trustees Public
Meeting, the Board, as per Agenda Item 4-1/04-2017, declared fiscal exigency. In addition, the
Board directed the Acting President to present a plan to the Board specific to reducing its force
and programs. Two, in May 2017, the Comptroller/Chief Financial Officer submitted his
resignation letter effective as of June 30, 2017. At the Board’s June 20, 2017 Public Meeting,
agenda item 4-5/06-2017 noted the Comptroller/Chief Financial Officer’s resignation. The
College projects to fill the Comptroller/Chief Finance Officer (CFO) and the Deputy Chief
Financial Officer (DCFO) positions by October 2017 (see Chapter V, Table 4, p. 33).

At the College’s August 28, 2017 Convocation, the President reiterated challenges the College is
currently confronting including, but not limited to, declining enroliment, fiscal exigency, and the
consequences of the College not meeting its March 30, 2017 deadline to submit its audit to the
State. In each of the aforementioned challenges, the President shared corrective actions the
College is taking to ameliorate the College’s current financial operations. In addition, the
President announced that on September 12, 2017, he will make a college-wide presentation on
the “State of the College” in which a portion of the presentation will be devoted to the
College’s financial state.
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Institutional Resources

The Finance Department, Human Resources Department, and the General Counsel also
presented workshops representative of their special areas at the College’s Convocation. The
Finance Department presented several workshops throughout the afternoon on “The ‘How To’s
of Administration and Finance”. These workshops included: 1) how to access budgets to better
manage accounts and complete budget transfers online; 2) how to properly utilize college
resources such as vans and allocation of space; 3) and an update for staff on procurement of
goods and services protocol.

The Human Resources Department repeated several workshops throughout the afternoon on
“Diversity”. These workshops included various topics including, but not limited to, overcoming
unconscious bias, embracing diversity and inclusion, preventing hostile work environment
harassment, and standing up for bullying. The primary focus of these workshops was to
promote diversity and inclusion at Essex County College by offering blended learning on topics
related to sensitivity awareness.

The Office of the General Counsel presented several workshops throughout the afternoon on
“Harassment & Hostile Workplace.” These workshops covered, among other things, elements
of a hostile work environment and harassment in the workplace by providing an interactive,
hands-on exploration of how the law views and defines these topics and the responsibilities of
the employer, manager, and employees to ensure that the workplace is free from
discrimination, especially as it relates to protected classes of persons. Specifically, the training
addressed the following topics:
e State and Federal Laws that prohibit discrimination and harassment in the workplace
e The New Jersey Law Against Discrimination (e.g., what it is, what it is not, and whom it
protects)
e Legal definitions of a protected class
e Legal definitions of harassment in the workplace and hostile work environment
e Remedies available
e The Employee Handbook (i.e., a detailed summary of conduct that is proscribed by the
College and the law)
e The importance of reporting

e Steps taken to assure that no retaliation occurs for reporting

e The responsibilities of the employer, managers, and employees
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lll. STANDARD 4: LEADERSHIP AND GOVERNANCE

The institution’s system of governance clearly defines the roles of institutional constituencies in
policy development and decision-making. The governance structure includes an active
governing body with sufficient autonomy to assure institutional integrity and to fulfill its
responsibilities of policy and resource development, consistent with the mission of the
institution.

For Standard 4, MSCHE requires evidence that the governing body has:

a) procedures for the periodic assessment of the effectiveness of institutional leadership and
governance, including annual evaluations of the president and self-assessment by the Board,
and the use of such assessment results to inform decision making and continuous
improvement

b) a conflict of interest policy for the Board which: 1) ensures that potential conflicts are
disclosed and that they do not interfere with the impartiality of Board members or outweigh
the greater duty to secure the academic and fiscal integrity of the institution; and 2) that
assures the impartiality of governing body members and the academic and fiscal integrity of
the institution

Evidence of a)
Governance

At Essex County College, the authority and responsibility for policy development and decision-
making is shared among institutional constituencies, namely the Board of Trustees, the
President, senior administrators, faculty, and, when appropriate, students. As per the
Association of Governing Boards (AGB) of Universities, this system of shared governance is
typical of higher education institutions; it is defined as “...the process by which various
constituents (traditionally governing boards, senior administration, and faculty, possibly also
staff, students, or others) contribute to decision making related to college or university policy
and procedure.” According to the American Association of University Professors’ (AAUP) 1966
Statement “...in some areas of governance, the faculty, president, and governing board share
decision-making with greater weight in decision-making accorded to one or another of the
participants. In those areas, the degrees of respective authority, responsibility, and vested
interest determine which group’s judgment should carry greater weight.” Moreover, as
delineated in its AAUP 1966 Statement, “faculty judgments should ordinarily prevail in three
areas, specifically: 1) curriculum, subject matter, and methods of instruction, and research;
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2) matters of faculty status (e.g., hiring, retention, tenure, and promotion); and 3) those aspects
of student life that relate to the educational process”. At Essex County College’s apex of shared
governance is the Board of Trustees, followed by the President, the Cabinet, the Vice President
for Academic Affairs/Chief Academic Officer, and the Deans Council comprising the Academic
Deans and the Dean of Student Affairs. The Student Affairs Leadership Team and the
Enrollment Management Team provide input to the Deans Council through the Dean of Student
Affairs. The Deans Council also receives input through recommendations from seven faculty
advisory committees (i.e., the Academic Policies Advisory Committee (APAC), Academic
Standards and Assessment Committee (ASAC), College Curriculum Committee (CCC), Academic
Computing Advisory Committee (ACAC), Academic Development Advisory Committee (ADAC),
the Faculty Development Committee (FDC), and the College Promotion Committee (CPC).

The roles of the institutional constituencies in policy development and decision-making are
defined in the College’s shared governance structure. The faculty fulfills its role via
participating and making recommendations emanating from the seven faculty advisory
committees. Administrators participate through the Deans Council and the Cabinet, through
which stakeholders’ recommendations reach the President. The President participates inter
alia through written monthly report to the Board of Trustees or through other mediums (e.g.,
emails and telephone conversations). Benefitting from full discussion and distillation taken
place at each tier of the governance structure, the Board of Trustees is positioned to fulfill its
responsibilities for policy and resource development (see Figure 5, Essex County College Shared
Governance Grid, p. 14, Appendix C, Essex County College Board of Trustees Composition and
Abbreviated Biographical Sketches). The functionality of the shared governance structure is
evident at each level, moving forward any work or recommendations to the tier above.

At the faculty level, policy recommendations from the advisory committees flow through the
Academic Policy Advisory Committee, which synthesizes and funnels policy recommendations
to the Deans Council. Non-policy recommendations from the advisory committees flow directly
to the Deans Council (see Figure 6, Functionality of Governance Committees, p. 14).
Committees and the discussions emanating there from, is seen in the Deans Council’s Agendas
and Minutes. Similarly, the Cabinet, upon receiving recommendations from the Deans Council,
synthesizes and analyzes them and, as appropriate, either implements decisions or makes
recommendations to the President.
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Evidence that the shared governance structure supports participation in policy development
and decision-making is found, for example, in the College’s decision to implement tutorial
sections for developmental English and Reading courses (i.e., ENG 085, ENG 096, and RDG 096)
in Fall 2017. In September 2016, the faculty Academic Development Advisory Committee
(ADAC) decided to work inter alia on “...the implementation of the T sections for the
developmental English and reading courses for credit in the upcoming Fall 2017 semester...”. In
their Annual Report for 2016 — 2017, ADAC stated:

“The assumption is that the extra academic assistance provided to students in the T sections will
improve students’ success rates in developmental courses. This will, in turn, improve the
attrition rate. With both the success and attrition rates improving, students will progress into
their major courses sooner and with better preparation, which will have a positive effect on
student retention and graduation rates ...”

ADAC sent its recommendation to the Deans Council, chaired by the Vice President for
Academic Affairs/Chief Academic Officer, which thoroughly discussed this recommendation
during Spring 2017. The Vice President for Academic Affairs/Chief Academic Officer presented
the Deans Council’s recommendation, including the modality for executing the desired action,
to the Cabinet. The Cabinet discussed and accepted the recommendation and decided to
implement the tutorial sections for developmental English and Reading courses effective Fall
2017. The developmental English and Reading tutorial sections now mirror the model already
in place for developmental mathematics courses. The aforementioned example is evidence
that confirms institutional constituencies participate in policy development and decision-
making in accordance with the College’s shared governance structure.

Periodic Assessment of Effectiveness of Institutional Leadership and Governance

Essex County College relies on several instruments to assess the effectiveness of institutional
leadership and governance. These instruments include the Personal Assessment of the College
Environment (PACE), the Employee Attitude Survey, the Community College Survey of Student
Engagement (CCSSE), the Survey of Entering Student Engagement (SENSE), the Evaluation of the
President, and the Board of Trustees Annual Survey (Self-Assessment). As stipulated in the New
Jersey Statutes Annotated (18A:64A-12), as well as the 1994 higher education restructuring
legislation (18A:3B-6), evaluating institutional performance, including the President’s
performance, is among the Board of Trustees’ primary duties and responsibilities.
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Personal Assessment of the College Environment (PACE). The National Initiative for

Leadership and Institutional Effectiveness (NILIE), an external agency based in the College of
Education at North Carolina State University, administers an employee survey known as the
Personal Assessment of the College Environment (PACE). The PACE instrument that Essex
County College selected measures the campus climate in four domains: 1) institutional
structure; 2) supervisory relationships; 3) teamwork; and 4) student focus. This online survey is
designed to provide a snapshot about institutional performance, areas needing change or
improvement, and opportunities for growth.

Evidence of the College’s compliance with the requirements of Middle States Standard 4 for the
periodic assessment of the effectiveness of leadership and governance is found in March and
April 2017 when NILIE administered the PACE at Essex County College. As reported in the
Executive Summary, NILIE administered the PACE to 952 employees, including faculty and
adjunct faculty, administrators and staff. Of these 952 employees, 294 (30.9%) completed the
online survey.

The survey instrument included 92 total items, among which were a custom section and a
qualitative section. The custom section contained 20 questions the College wrote to directly
measure employees’ opinions about institutional leadership and governance. This aspect of the
NILIE PACE Survey showed that 108 of 268 (40%) employees responded that they were satisfied
or very satisfied that “the College is headed in the right direction” with an additional twenty-six
percent (26%) of the respondents being neither satisfied nor dissatisfied. With respect to
senior leadership, 39% or 107 of 269 employees reported that they were satisfied or very
satisfied that “ECC’s senior leadership inspires confidence in times of uncertainty or change”
with an additional twenty-six percent (26%) of the respondents reported being neither satisfied
nor dissatisfied. With respect to managing a crisis, 129 of 261 (50%) respondents reported that
they were either satisfied or very satisfied that “the College would be able to handle a crisis
effectively and appropriately” with an additional twenty-eight percent (28%) of the respondents
being neither satisfied nor dissatisfied.

The 2017 PACE survey also gave respondents the opportunity to complete a qualitative section,
which invited comments about areas of the institution employees found most favorable and
least favorable. Of the 294 Essex County College employees who completed the PACE survey,
43.9% (129 respondents) provided written comments. The most and least favorable areas cited
in the qualitative questions pertained to the Institutional Structure climate factor. Favorable
comments included statements such as “The College is heading in the right direction now, we
were drifting for the last few years,” “There is hope that the Acting President Yamba can and is
trying to reshape the Institution to the great place that it used to be,” and “Under our current
acting president as much as possible is being done to rectify previous years of major, serious
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issues.” Statements citing Institutional Structure as the least favorable area included
statements such as “The college leadership has been very unstable and has dropped a
tremendous impact on the institution in general. It has dampened morale and student
enrollment continues to drop”; and “Uncertainty of financial status. Perception of unfairness
and mistrust about financial picture shared.”

NILIE summarized the 2017 survey results as follows: “At ECC, the overall PACE results yielded
an overall 3.484 mean score [of a maximum of 5 points]. When disaggregated by the Personnel
Classification demographic category of the PACE instrument, Faculty rated the campus climate
the highest with a mean score of 3.560, followed by Administrators (3.4666) and Staff (3.328).”

The College President shared the 2017 PACE survey reports with the Cabinet on August 8, 2017
and the Board of Trustees on August 21, 2017. In light of the survey data on diversity, the
Cabinet decided there was a need to contemplate broader interpretations of diversity and
agreed to move post haste to implement the Mosaics initiative the President announced in his
June 23, 2017 video statement to the College community titled “Regarding the College and Its
Commitment to Sustaining a Diverse Learning Community.” In the video statement, the
President said, “Mosaics will be a committee charged with finding important and new ways to
demonstrate how all of our respective and diverse backgrounds are necessary for the beauty of
our community to be complete and appreciated. The committee will be comprised of
individuals stepping up from the student body, faculty, alumni, and broader community to
celebrate and educate our diversity.”

In discussing the PACE survey results, the Cabinet also decided that area heads would filter the
results to employees to discuss and solicit their impressions/recommendations about the
findings. The 2017 PACE survey reports have been posted to the College’s SharePoint site for
College employees to review. The Board of Trustees will review the results of the PACE survey
in Fall 2017. Prior to March 2017, the PACE survey was administered to Essex County College
employees in March 2013. The Office of Institutional Planning and Assessment has planned to
administer the PACE survey again in 2021.

Employee Attitude Survey. In addition to the Personal Assessment of the College Environment

(PACE), the College also uses the Employee Attitude Survey, which was created in house, to
measure the effectiveness of institutional performance. This survey assesses the opinion of
College employees, including faculty and adjunct faculty, administrators, and staff about
leadership and institutional effectiveness.
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The Cabinet examines and discusses the results of the survey and then disseminates them to
staff. The College Administration uses the survey results to identify and develop action plans
around areas that requirement improvement. In Fall 2017, the College intends to design and
launch an updated Employee Attitude Survey.

Assessment of Student Opinion through CCSSE and SENSE. The College uses the Community

College Survey of Student Engagement (CCSSE) to indirectly assess student opinion on the
effectiveness of institutional leadership and governance and to access how satisfied they are
with the College’s programs and services. The Center for Community College Student
Engagement at the University of Texas — Austin administers the CCSSE; it asks students about
their college experiences and “provides information on student engagement, a key indicator of
learning and, therefore, of the quality of community colleges.” The CCSSE was administered
several times in the past nine years. The College Administration plans to administer the next
CCSSE in Spring 2018; it will disseminate and discuss the results of the survey to staff and
develop action plans.

The Survey of Entering Student Engagement (SENSE) is an external assessment tool also
designed by the Center for Community College Student Engagement at the University of Texas —
Austin to complement the CCSSE. This survey, administered no later than the fifth week of Fall
semester, asks students about their early experiences with the College. The survey results help
community colleges understand why some entering students persist and succeed while others
do not. In addition, via student reporting their satisfaction regarding various program and
services, this instrument indirectly provides evidence about the College’s leadership and
governance.

Evaluation of the President. Consistent with best practices for institutions of higher education

and standard guidelines recommended by the Association for Governing Boards (AGB) and the
Association of Community College Trustees (ACCT), the Board of Trustees determines the
process to evaluate the President. Though the Board determines the format of the President’s
self-evaluation, it has varied over the years from extensive detailed memoranda to a Power
Point presentation. The Board stipulates in the President’s contract that an evaluation will be
conducted annually.

Since September 2016, the College’s General Counsel and the Office of Institutional Planning
and Assessment collaborated with the Board’s Policy Committee to develop a Board Policy for
Presidential Evaluations. The draft policy was vetted through the full Board; on May 16, 2017,
the Board approved Board Resolution 7-15/05/2017 President’s Evaluation Policy (see
Appendix D, Board Resolution and President’s Performance Evaluation).
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The Board did not evaluate the Acting President because he was serving in a transitional
capacity. The Board intends to apply the new Evaluation Policy to the new President appointed
on May 16, 2017. The new President’s contract identifies several areas in which he will be
evaluated (e.g., goal-setting and outcomes) in which the Board will use one similar to the one
that ACCT developed (see Appendix E for a sample of ACCT Presidential Evaluation). The Board
will use the assessment data to inform its evaluation of the effectiveness of the President in
institutional leadership and governance, as well as other areas.

Self-Assessment of the Effectiveness of the Board. The Board of Trustees uses a paper-based

survey to assess their own performance, as well as their relationship with the President and
his/her administration. Since September 2016, the Board acknowledged and acted on the
importance of this best practice that had been firmly in place up until 2010. The Board’s Policy
Committee, in collaboration with the College’s Office of Institutional Planning and Assessment,
developed the 2017 Board Self-Assessment and administered this instrument to the Board
during February and March 2017.

The Board Self-Assessment is completed voluntarily with the results kept confidential and only
shared in aggregated form. The College received responses from five Trustees which
represents a 45.45% response rate. The College’s Office of Institutional Planning and
Assessment aggregated the results of the five completed 2017 Board of Trustees self-evaluation
surveys and on July 26, 2017, shared these results with the Board Chair and the Chair of the
Board’s Policy Committee.

It should be noted that since the Board Self-Assessment was administered, one Trustee has
retired and two Trustees with expired terms exited the Board. The Board of Trustees intends to
discuss the results of the already-administered 2017 Board Self-Assessment. It will use the data
from the 2017 Board Self-Assessment, as well as any additional self-assessments the Board
administers, to develop action plans to enhance Trustees’ effectiveness in their role in the
shared governance of the institution.

Evidence of b)

Conflict of Interest Policy. Board of Trustee members conduct the College’s business within
the framework of New Jersey Statutes Annotated (NJSA) 18A: 64-1 et seq., and 52:13D-12 et
seq.; and New Jersey Administrative Code (NJAC) 9A: 3-1.1 et seq., and 19:61-1.1 et seq.
Congruent with these guidelines as per state statutes, on September 7, 1976, the Board
originally developed and approved its Board Policies and Bylaws; it periodically reviewed and
revised those policies in November 1983, April 1995, September 1997, and May 2005. Since
the Board adopted its policies in 1976, it has never adopted a Board Conflict of Interest Policy.
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Board Adherence to Conflict of Interest Policy. Board members must be transparent and act

with integrity. In addition, the public must also perceive them as such. Hence, at its June 30,
2016 Public Meeting, the Board Chair moved to appoint an ad hoc Policy Committee charged to
review and update all Board Policies, as well as to create new Board Policies such as a Conflict
of Interest Policy to: 1) ensure Trustees’ adherence to explicit guidelines guaranteeing its
body’s impartiality; and 2) assure the impartiality of its members and the institution’s academic
and fiscal integrity. Under the leadership of its Chair, the Board’s ad hoc Policy Committee
vetted and approved several new Board Policies, including BP 1-4 Code of Ethics/Conflict of
Interest Board Policy on January 17, 2017 (see Appendix F, Board Resolution, Code of
Ethics/Conflict of Interest Board Policy).

To date, Board Counsel has completed the recommended in-service training with five Board
members, with the remaining Board scheduled to complete the training by the end of
September 2017. Board Counsel reviewed the Conflict of Interest Policy standards,
requirements, and procedures in addition to securing each Trustee’s commitment to adhere to
the policy. These actions demonstrate that the Board has codified its compliance with Standard
4 to ensure inter alia that its members disclose potential conflicts; that they do not interfere
with their impartiality.

Board members also: 1) disclose potential conflicts; 2) safeguard Trustee impartiality; and 3)
ensure their independence. The fact that their judgment is not compromised is seen when they
recuse themselves from participating in Board actions on any matters presenting a real or
perceived conflict of interest. At its August 2, 2017 Public Board Meeting, for example,
evidence of the new BP 1-4 Code of Ethics/Conflict of Interest Policy was apparent when two
Board members, due to their affiliations with the Essex County Vocational Technical High

School and the 1199 SEIU Training and Employment Funds (see Appendix G, Board Resolution
7-4/08-2017), abstained from voting on Board Resolution 7-4/08-2017 Acceptance of Funds:
Consolidated Adult Basic Skills and Integrated English Literacy and Civics Education Grant —
$1,672,490.00.

While the Board did not adopt a separate Conflict of Interest Policy, it did rely upon the NJ
Ethics Law NJSA 40A: 9-22 et. seq. to conduct its affairs and ensure conflicts were addressed in
an ethical manner. It is also recommended that Executive-level administrators act similarly.
Trustees and administrators filed their most recent Financial Disclosure Statements by April 30,
2017. Asrequired by Standard 4, this action provides another layer of evidence to ensure that
Board of Trustees disclose any potential conflicts of interest.
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IV. STANDARD 8: STUDENT ADMISSIONS AND RETENTION

The institution seeks to admit students whose interests, goals, and abilities are congruent with
its mission and seeks to retain them through the pursuit of the students’ educational goals.

For Standard 8, MSCHE requires evidence of a comprehensive management program that
assesses the effectiveness of such practices that:

a) support admission, retention, remediation, and related services

Evidence of a)

A Comprehensive Enrollment Management Program that Supports Admission, Retention,
Remediation, and Related Services

Essex County College’s Enrollment Management Plan. A full analysis of enroliment trends at

Essex County College revealed a steady decline in the total number of credit hours over the past
five years. In fact, enrollment in FY 2017 was almost 227,000 credit hours as compared to that
of FY 2012, which was more than 312,000 credit hours, indicating a significant (27%) decrease.
While enrollment declines have been noticed at colleges nationwide—likely in response to the
improving economy, which puts potential students into the job force instead of the classroom,
and the smaller number of high school graduates, which decreases the size of the recruitment
pool—the College was determined to identify the reasons for this decline in order to address
any contributors that could be remedied. Essex was determined to do what it could to “stop
the enrollment hemorrhage.”

In Fall 2016, the Dean of Students convened an Enrollment Management Team (EMT) that
consisted of staff who worked in various enrollment-related Departments, as well as several
faculty members. The EMT was charged with critically examining all aspects of the enrollment
pipeline including inquiries, application, admission, placement testing, advisement/registration,
remediation, and retention. After they conducted their assessments of these areas, they were
to summarize their findings along with brainstormed potential solutions to address any
uncovered weaknesses. EMT subgroups enthusiastically worked throughout Fall 2016 and early
Spring 2017 on their assigned tasks, but unfortunately, it was discovered that the breadth of
knowledge among the EMT members was not sufficient enough to determine viable plans of
action to address areas of concern.
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Realizing that if was unlikely the EMT would be able to single-handedly develop a
comprehensive and executable enrollment management plan, the Dean of Students adjusted
the direction by recommending the College hire an enrollment management expert consultant.
After obtaining the full support of EMT members, the Deans Council, the Cabinet, and the
Board of Trustees, and after researching various consulting company options, the Dean of
Students selected Strategic Enrollment Management (SEM) Works, a well-regarded consulting
firm headed by Dr. James Black (hereafter referred to as the Consultant). SEM Works was hired
in February 2017 and began reviewing a large amount of institutional enrollment management-
related data, which the Office of Institutional Planning and Assessment, Information
Technology, and various other Departments supplied.

In March 2017, the Consultant made an on-site visit to Essex County College. During this two-
day visit, he interviewed numerous staff, faculty, and students (including many individuals who
are were members of the EMT) on topics ranging from applying to the College to tutoring
services to academic advisement and more. After assimilating all of the information he
received during the focus group sessions, as well as post-webinar survey feedback, the
Consultant prepared and a document entitled “Essex County College’s (2017 — 2022) Strategic
Enrollment Management Plan (SEM) Plan” that College used to develop its Enrollment
Management plan [2017 — 2020] (see Appendix H).

Recommendations included in the Enrollment Management Plan, which was finalized in April
2017, were prioritized to reflect not only the immediacy of action, but also the impact on
enrollment that could potentially be realized, as well as the institutional resources required for
implementation. The prevailing emphasis of the College’s efforts has been and will continue to
be on stabilizing enrollment (i.e., stopping the decline) by reducing leakage wherever possible
in the enrollment management pipeline and, later on, returning the College to enrollment
growth.

It is notable that all suggested activities and strategies included in the Plan fall within the
following five basic categories: 1) Website Enhancements; 2) Inquiry Capture; 3) Customer
Relationship Management (CRM) Communications; 4) Integrated Student Services; and 5)
Strategic Enrollment Intelligence. Plan-recommended activities and strategies from each of the
five categories have been implemented to various degrees of completion to date. That s,
although work has begun in earnest and with enthusiasm, many initiatives are currently in
progress. Ultimately, it is hoped that the multi-pronged strategy laid out in the Plan will help
the College realize its realistic goal of repeating in FY 2018 the total credit hours realized in FY
2017, which would indicate enrollment stabilization.
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Enrollment-Related Data and Targets/Goals. The Cabinet set a realistic enrollment target of

200,000 billable credit hour for FY 2018, which is based on the prior years’ actual enrollment
and billable credit hours. The Dean of Student Affairs collaborated with the EMT to establish
semester/term-specific enrollment goals, which will collectively allow for the target to be met
(see Table 1 below).

Table 1: Projected Enroliment Targets Based on Total Credit Hours for AY 2018

Semester/Term Projected Total Outcome Percent Increase (+)
Credit Hours or Decrease (-)
Summer Session 11 2017 7,200 9,894* +33%
Fall 2017 94,000 75,3047 -20%"
Spring 2018 84,000 -- --
Summer Session | 2018 14,800 -- --
Total 200,000 -- --

*Actual total credit hours. Source: BANNER Report

A Actual total credit hours as of August 29, 2017. At a similar point pre-semester in Fall in 2016,
enrollment was 78,504.5 credit hours. Source: BANNER Report

In order to achieve the semester/term-specific enrollment targets depicted in the above table,
outreach activities were undertaken with all seriousness. The bright side is that these outreach
activities (e.g., emails and phone calls to current and new students) resulted in the College
exceeding the Summer Session Il 2017 projected total credit hours by a significant margin
(33%). The College also developed and implemented a short-term Marketing Plan covering
both the Main and West Essex Campuses that was designed to allow for the achievement of Fall
2017 and subsequent FY 2018 term-specific target enrollments (see Appendix I, Fall 2017
Marketing Plan). Presently, one week before Fall 2017 begins, the College is under target.

Website Improvements. In addition to email and phone outreach efforts, the College also was

determined to capture student inquiries and convert as many of these prospective students
who have already shown interest in the College as possible into applicants and, ultimately,
registered students. The Consultant noted quite simplistically that a primary source of student
inquiries is the College’s website, which he unfortunately characterized as “...a bit
schizophrenic, trying to be all things to all people.” In fact, his review of the current website
indicated that it has much room for improvement. Specifically, the Consultant noted that the
existing essex.edu website: 1) lacks a compelling and highly visual appearance that focuses on
prospective students and a social media strategy or social media icons prominently displayed
on all of its webpages; 2) lacks an intuitive response design; 3) does not have “call-to-action”
buttons; 4) does not appeal to attract prospective students from diverse ethnic backgrounds
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where English is not their primary language (e.g., Spanish or Portuguese); and 5) does not
permit prospective students to locate critical information within one or two clicks.

e Website Design. In order to address several shortcomings of the website, especially
items 1, 2, and 5 mentioned above, the Board of Trustees during its July 2017 meeting
approved and allocated funds for the College to redesign its website specifically to
accomplish the following: 1) make it more user-friendly; 2) promote diversity and
inclusion; 3) make it fully compliant with the American with Disabilities Act (ADA) and
other pertinent regulations; and 4) serve as the College’s primary marketing tool. In July
2017, the College issued a Request for Proposal (RFP) for a website developer who could
design such a website. In August 2017, the College received and reviewed bids. Bids
were evaluated by the Purchasing, Information Technology, and Marketing
Departments. The College will forward its recommendation to hire the website
developer chosen to the Board to approve at its September or October 2017 meeting.

e Call-to-Action Buttons. The College quickly added new “call-to-action” buttons
including Visit ECC, Apply Online, and Contact Admissions to its website to address item
3 mentioned above. These prominently-displayed buttons automatically direct
prospective students to an appropriate follow-up page including the following: 1) a
page with information about upcoming Open House or Instant Admit Day events
scheduled to be held at the College; 2) the online application, which can be filled out
immediately; or 3) an inquiry form, which captures basic contact information so that
staff from the Office of Recruitment or designated program-specific faculty can follow
up with these individuals in order to cultivate a positive relationship and recruit them.

To date, results of the relatively simple website modifications described above yielded
modest success. During a six-month period of the “pre-call-to-action-button” phase
(i.e., January 2017 — May 2017), a total of 228 prospective students accessed inquiry
forms via the College’s website and signed up to attend Open House or Instant Admit
Day event at either the Main or West Essex Campus. Of these 228 prospective students,
74 (32%) applied to the College, and 32 (14%) registered to take Summer Session | 2017
classes. This data indicates a yield rate of 12.3 student applicants per month. During a
nearly three-month “post-call-to-action-button” phase (i.e., June 2017 to August 24,
2017), 695 prospective students used the “call-to-action” buttons to register for an on-
campus recruitment event on either campus, and 132 out of these 574 (23%) potential
students attended Instant Admit events and completed online applications. This data
indicates a much-improved yield rate of 44.0 student applicants per month. Enrolled
student yields will be calculated after the Fall 2017 registration period ends.
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e Ethnic Diversity. The College completed other improvements, designed to mitigate
item 4 above, to its website as well. So far, it has added to its homepage a “recruitment
banner” in Spanish that, when selected, will send prospective students to an inquiry
form, which is also in Spanish. These efforts will soon be duplicated to include
Portuguese-language and French-language options as well.

Customer Relationship Management (CRM) Communications. At present, options for a

comprehensive, effective, and efficient CRM communications strategy are being reviewed. It is
anticipated that implementing such a CRM strategy will not be inexpensive. Therefore, it is
paramount that the Dean of Students, in collaboration with the EMT, carefully review external
options, as well as weigh the value and feasibility of creating such a CRM plan and its required
communication elements in-house. It is anticipated that a broad, cohort-specific CRM plan will
be decided upon during Fall 2017 and implemented as soon thereafter as possible. In the
meantime, work is being done to review and fine-tune the content of existing communications
(e.g., letters and emails), as well as the current timeline adhered to (i.e., number and frequency
of incidents/points of contact).

Integrated Student Services. Several services must integrate properly to optimize

inquiry/application-to-registration enrollment yields and prevent “leakage” in the enrollment
pipeline. These services include Inquiry, Application, Financial Aid, Bursar’s Office, Placement
Testing, Academic Advisement, and Registration. Furthermore, in order to retain and
ultimately graduate students, it is critically important to provide the necessary support services,
including effective remediation programs for the large number of students who enroll at open-
admissions Essex County College without being “college-ready.” When ineffective or
obstructive procedures or practices exist in any of the above-mentioned services, the likelihood
of students being able to achieve their academic goals at the College suffers. For this reason, it
the College’s primary goal to move toward an integrated student services model by establishing
a “One Stop Center” where a majority of the common issues students encounter could be
efficiently and effectively resolved. While initial discussion and planning is taking place to
create such as One Stop Center at Essex County College, efforts are being made to scrutinize
current procedures and practices that students use to apply to the College, testing students for
initial English and mathematics course placement, advising students, registering for classes,
remediating non-college-ready students to bring them to college-level, and retaining current
students all the way through to graduation. For sake of brevity, a summary of five examples of
the findings of this scrutiny and relevant actions taken to date follows.
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¢ Financial Aid and Bursar’s Office. Almost 60% of Essex County College students receive
financial aid, which accounts for over 35% of the institution’s total revenue. Since
completing the FAFSA form is complicated, in August 2017, the College created a six-
computer “Financial Aid Laboratory,” located near the Financial Aid Office. The lab will
Financial Aid officers will assist students in completing and filing their FAFSA online; this
will also allow students to more conveniently check the status of their financial aid
applications. As of August 24, 2017, 20 students completed their FAFSA applications,
with staff assistance, in the Financial Aid Laboratory.

Students who do not receive full financial aid awards need to pay at least a portion of
their tuition costs out-of-pocket. To prevent undue financial burden and offer means of
affordability, the College offers these students the opportunity to enroll in a multi-
installment payment plan. In fact, the College offered a four-installment tuition
payment plan to its students until Fall 2017 when the number of payments was reduced
to three. The main problem identified in having four installments was that students
were allowed to register for classes in the next semester/term without making the final
payment for the current term. This allowed for the possibility that students who were
struggling to make the fourth and final payment (i.e., those facing impending “bad
debt”) to, unfortunately, incur even greater debt by having to pay the next
semester/term bill. Often, the College does not collect this bade debt, which in turn,
has a negative impact on the institution’s bottom line.

To minimize the College from incurring bad debt, the Enrollment Management Team
recommended that the existing four-payment plan be changed to a three-payment plan.
This change became necessary because under the three-payment plan, the third and
final tuition payment for the current semester occurs before the early advisement/
registration period opens. At its April 2017 meeting, the Cabinet approved this
recommendation; it implemented this recommendation in Summer Session 11 2017.

e Placement Testing for English. Prior to Spring 2017, the College used a paper version of
the Accuplacer Essay Test to assess students’ writing ability, which required individual
scoring by designated readers in the Division of Humanities and Bilingual Studies. Since
the turnaround time for faculty essay scoring was three to four days on average,
students experienced delays in receiving academic advisement and being able to
register for appropriate classes. To eradicate this delay, beginning in Spring 2017, the
College fully adopted WritePlacer to score applicants’ essays. The English Department
faculty, Deans Council, and Cabinet fully supported his transition to WritePlacer scoring.
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To examine how closely WritePlacer results aligned with faculty-scored results, the
Office of Institutional Planning & Assessment conducted a double-blind “WritePlacer
Cut-Off Scores Reliability Study” in Spring 2017. Over 250 essays students wrote who
applied to the College in late Fall 2016 and early Spring 2017 that two full-time English
faculty members scored and (whose scores were averaged) were compared. The results
of this study were shared with the Cabinet, as well as the Division of Humanities and
Bilingual Studies, and a follow-up examination of the validity of the chosen WritePlacer
cutoff scores will be undertaken in Fall 2017. In the meantime, it should be noted that
adopting WritePlacer improved the English placement testing procedure in that it allows
for a much faster turnaround of essay scores/placement of incoming students and,
therefore, significantly reduces turnaround time, which, in turn, eliminates advisement
and registration delays. In addition, it has eliminated the need for stipend-granted
English faculty scorers, which saves the College a modest amount of money. Adopting
WritePlacer has eliminated the requirement of Testing Center staff to manually input
test scores into BANNER, which reduces human error.

e Academic Advisement/Retention. For students to persist and succeed, it’s essential for
them to have convenient access to on-point academic advisement. The College noted a
modest degree of success in Advisement Week initiatives held over the last several
years. Furthermore, these efforts have been assessed and subsequently tweaked to
improve outcomes. In AY 2017, for example, 969 students attended two separate
advisement week consisting of four-day long events held from March 7t" — March 10t
(attended by 36 “priority” students who earned 40+ credits to date) and again from
March 14 — March 17t (attended by 933 Spring 2016-registered students). Data
indicates that, on average, 121 students were advised per day.

In Spring 2017, the duration of each Advisement Week event was extended in order to
allow more time for students to attend and receive advisement. In total, 1,975 students
attended two separate advisement week events. That is, 49 “priority” students were
advised in the five-day period from March 13* and 17t and 1,926 Spring 2017
registered students were advised in the 10-weekday period from March 20t and 31%t.
This data indicates that, on average, 132 students were advised per day, which is a slight
improvement (9% increase) over the previous year’s average. lItis also notable that 662
“priority” students (i.e., those who had earned 40 or more credits) were encouraged by
email and mailed letters in mid-March 2017 to register for the upcoming term/semester
so that they could accelerate their progress or, in some cases, even complete graduation
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requirements. Three hundred-fifty one (351) of a total 662 (53%) students who received
an email and/or letter registered for classes. Furthermore, 130 of these 351 students
(37%) who registered for classes were able to graduate in June 2017.

In addition to the Advisement Week initiatives described above, in May 2017, the
College also purchased an Ellucian advisement software product, Degree Works. Degree
Works, chosen after an ad hoc Advisement Software Review Committee reviewed
various software options, will enable students to more independently monitor their
academic progress. It will also empower faculty and program directors to identify and
assist at-risk students more timely. The College is confident that once Degree Works is
fully implemented, it will greatly improve academic advisement. In the meantime, the
College is in the process of incorporating institution-specific information about its
academic programs and required curriculum into the software, a task the College should
complete by the end of Fall 2017. Prior to rolling out Degree Works college-wide, a
team of staff and faculty, who indicated interest on a survey conducted in January 2017,
will be formed to train staff on how to use the software to enhance student advisement.

e Registration. Returning students have the option to register either in-person or online
via Web Services. The popularity of online registration, however, has taken hold slowly.
Via a poster and email campaign that members of the Enrollment Management Team
initiated and executed in Spring 2017, however, seems to be winning some students. In
Spring 2017, for example, enrolled students without registration restrictions (e.g.,
academic probation) were permitted to use Web Services to register online at least two
months in advance for Summer 2017 and Fall 2017 classes. As presented in Table 2 on
page 29, 74% of the students registered online in AY 2018 for Fall (to date) as compared
to only 53% who did so in AY 2017 for Fall. This data shows that online enroliment for
returning students is becoming much more popular at Essex County College. To
encourage this trend, “How to Use Web Services” workshops will be offered to the
general student body to encourage more students to use the web registration system
throughout AY 2018.

e Mathematics Remediation Program. The majority of students who enter Essex County
College (i.e., nearly 80%) place into developmental mathematics courses based on
scores they earn on the required Accuplacer Computation and Algebra placement tests.
Consequently, it is essential that the remedial mathematics program is efficacious in
order to maximize content learning to build a solid mathematical foundation useful in
other program-required courses. In Fall 2016, at the request of the Acting President and
the Cabinet, faculty from the Mathematics Department in the Division of Mathematics
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Table 2: Percentage of Returning Students Using Web Registration
versus In-Person Registration

Academic _ Summerll Fll Spring Summer |
Year WEB Non-Web  WEB ‘ Non-Web WEB Non-Web WEB Non-Web
5016 1,042 702 5,896 4,997 5,321 4,265 1,581 1,251
(60%) (40%) (54%) (46%) (56%) (44%) (56%) (44%)
5017 882 658 5,101 4,499 4,921 3,647 1,823 1,025
(57%) (43%) (53%) (47%) (57%) (43%) (64%) (36%)
5018 945 719 5,107 1,787
(57%) (43%) (74%) (26%)

Source: BANNER Report

& Physics wrote a white paper on the developmental mathematics program’s history
with quantitative results that analyzed the developmental mathematics programin a
report entitled Developmental Math Education at Essex County College (see Appendix J),
which is available on the College’s SharePoint site. One initiative recently undertaken,
described, and analyzed in this report is the redesign of the required tutorial courses,
which were originally implemented to improve student mastery of content delivered in
associated lecture-based courses. The developmental mathematics courses, which are
paired as lecture-based and tutorial co-requisites include MTH 086 Introductory Algebra
(Lecture-Based), MTH 086T Introductory Algebra (Tutorial), MTH 092 Elementary
Algebra (Lecture-Based), and MTH 092T Elementary Algebra (Tutorial).

The tutorial classes are held in a computer lab and afford developmental mathematics
students the opportunity to complete assigned online homework or custom-designed
tutorial problem sets with the assistance of tutors as necessary or even to view content-
related instructional videos. Preliminary results of these tutorial courses are promising,
but need to be further studied, which will occur in AY 2018. In the interim, it is
noteworthy that the majority (75%) of tutorial students who responded to a survey
administered in Spring 2017 indicated that the tutorial classes were useful in helping
them learn mathematics, and 81% rated their overall experience in the classes as
excellent or good.

Strategic Enrollment Intelligence. Enrollment management is not static. Rather, it is a dynamic

endeavor. Consequently, it is crucial that accurate and convenient access is afforded to
pertinent enrollment management-related data. The Dean of Students, the Office of
Institutional Planning and Assessment, and Information Technology began collaborating in AY
2018 to identify Key Performance Indicators (KPIs) that will be accessible via a user-friendly
dashboard located on the College’s SharePoint site by Spring 2018.
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One KPI data point that will be included on the dashboard, for example, is enrollment-pipeline
yields. These yields comprise of identifying a semester-specific cohort of applicants and
calculating the percentage of the cohort that is placement tested and the percentage of the
cohort that subsequently register for classes. 2016 and 2017 enrollment-pipeline yields are
compared in Table 3 below. Despite the Office of Recruitment and the Office of New Student
Advisement conducting more aggressive email and phone call outreach to encourage students
to register to take the placement test and make academic advisement appointments in 2017,
the percentage of cohort students placement tested and registered decreased. An assessment
study has been untaken, but not yet completed, to determine: 1) whether the reduced number
of placement tested students was due to more college-ready students or transfer students
entering the College in 2017; and 2) the reasons why fewer students registered.

Table 3: Comparison of Enrollment Pipeline Yields
(January 2016 — August 2016 versus January 2017 — August 2017)

Jan.1-Aug. 31, % Jan.1-Aug. 15, %
2016 2017
Total # of Applicants 8,184 100% 7,171 100%
Total # Placement Tested 4,385 54% 2,925 41%
Total # Registered 2,752 34% 1,782 25%

Source: BANNER Report

Other relevant enrollment management-related KPIs that will be on the SharePoint dashboard
will include, but not be limited to, enrollment trend data, program-specific enrollment numbers
and retention and graduation rates, recruitment pool local high school graduation numbers,
and feeder school penetration rates. Collectively, this information will better inform
enrollment management strategies. It will also be valuable to assist the College to make timely,
informed, and data-driven decisions regarding critical adjustments needed to keep the active
Enrollment Management Plan relevant and responsive to institutional needs. This will, in turn,
ensure that sustainable and responsible enrollment management becomes routine at Essex
County College.
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V. CONCLUDING REMARKS: VIABLE AND SUSTAINABLE MEASURES
ESTABLISHED FOR CONTINUED INSTITUTIONAL COMPLIANCE

Since Essex County College submitted its September 1, 2016 Monitoring Report and hosted the
Small Team Visit on September 29 — 30, 2016, it has thoroughly taken to heart the Team’s
requirements to put in place improvements related to aspects of Standard 3: Institutional
Resources, Standard 4: Leadership and Governance, and Standard 8: Student Admissions and
Retention that are viable and sustainable. The College is confident that the evidence included
in this monitoring report for the aforementioned standards supports our contention that Essex
County College is in full compliance with the Characteristics of Excellence upon which this
monitoring report is based.

Essex County College continues to demonstrate its resilience and resourcefulness as it
rededicates itself to improving operational efficiency and effectiveness to optimally support its
mission and values. Moreover, in collaboration with its administration, faculty, staff, and
students, the College continues to work collectively toward its shared vision by establishing
viable and sustainable measures to ensure institutional relapse prevention and its continued
well-being as noted below.

Standard 3: Institutional Resources

e Executing procedures contained in documents that govern institutional controls
consistently

e Monitoring “Annual Finance Calendar,” which is reviewed and updated weekly, for Fall
2017

e Submitting monthly Financial Summary Reports to the Cabinet and to the Board’s
Finance Committee

e Submitting quarterly Expenditure Reports of checks to the Board’s Finance Committee

e Using the Purchase Requisition Exception Report to discover and correct errors,
inconsistencies, or violations of policies and procedures in a timely manner

e Developing a Budget Analysis Report (FY 2018 — FY 2020) to identify solutions and
strategies for the College to increase revenues and decrease expenses to ensure its
financial sustainability, in addition to growing its fund balance and improving its cash
flow

One critical item listed above, for example, which will be given particular attention in AY 2018 is
the Financial Summary, completed monthly, and shared with the Cabinet and the Board’s
Finance Committee. Currently and while the CFO position is vacant, the Finance Department
generates Financial Summary reports. The College projects having a CFO in place by October
2017 (see Table 4, p. 33). Once the CFO is hired, preparing, analyzing, and submitting Financial
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Summary reports will be his/her responsibility to ensure the College is meeting its revenue
targets, which permits the College to adjust its expenses accordingly.

Standard 4: Leadership and Governance

e Ensuring and documenting that the Board of Trustees acknowledge receipt of the
Conflict of Interest Policy

e Providing in-service training to Board of Trustee members on the Conflict of Interest
Policy and developing a mechanism to document that training occurred

e Establishing a calendar for annual review of Board Policies

e Demonstrating consistent examples of Board of Trustee members recusals

e Developing an annual schedule for conducting Board Self-Assessment and corrective
actions taken afterwards

e Developing Board Policies (e.g., Presidential Evaluation) as the need arises

e Conducting the President’s Evaluation annually

One critical item listed above, for example, which will be given attention in AY 2018 is Board
Counsel conducting in-service training on the Conflict of Interest Policy. It is essential that new
and veteran Board members are trained or remain current regarding the Conflict of Interest
Policy. The College’s General Counsel will develop an in-service training module where Board
Counsel can monitor the number of Trustee members who have undergone training. Since the
Board Counsel recently conducted in-service training during the week of August 14, 2017 (with
another in-service projected for September 2017), the results obtained from conducting these
in-service trainings will determine whether Board members are remaining current regarding the
policy or whether they will require “booster sessions”.

Standard 8: Student Admissions and Retention

e Incorporating measureable enrollment management-related goals into the 2018 —
2022 Strategic Plan Directives

e Conducting ongoing assessments (inclusive of quantitative data) of the Mathematics,
English, and Reading Remedial Programs

e Developing a calendar/timeline for various activities specific to admissions, retention,
remediation, and related services

e Using EMSI Economic Impact Study data to measure the effectiveness of current
educational programs and modify these programs according to economic trends
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Two critical items listed above, for example, will be given attention in AY 2018. The first critical
area is developing an enrollment management plan evaluation schedule that will thoroughly
review various aspects of enrollment such as college website inquiries, placement test numbers
and results. The second critical area will be student success in the developmental Mathematics,
English, and Reading programs to determine their effectiveness. Depending on the specific
area of evaluation, data will be gathered at various appropriate points in Spring 2018.

Additional Measures to Strengthen College Compliance

In addition to the aforementioned viable and sustainable strategies the College will implement
to ensure compliance, it has also compiled and prioritized a detailed list of various tasks or
“safeguards” that should also strengthen the College’s compliance with Standards 3, 4, and 8.
Examples of such tasks (accompanied by a projected timeline) are listed in Table 4 below.

Table 4: Standard-Specific Tasks with Projected Timeline for Completion

Projected Timeline for
Tasks

Task Completion

Standard 3: Institutional Resources

Fill the following critical positions:
e 1 Comptroller/Chief Finance Officer (CFO) by October 2017

e 1 Deputy Chief Financial Officer (DCFO) by October 2017

Standard 4: Leadership and Governance

Fill the following critical positions:
e 1 Chief of Staff by October 2017

e 1 Chief Compliance Officer by October 2017

Standard 8: Student Admissions and Retention

Fill the following critical position:

e 1 Executive Director of Enrollment Management by October 2017
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