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June 16, 2023

Ronald Mason Jr.

President

The University of the District of Columbia
4200 Connecticut Avenue, N.W.
Washington, DC 20008

Management Letter Regarding UDC’s Workforce Development and Lifelong Learning Program

Dear Mr. Mason:

The Office of the District of Columbia Auditor (ODCA) initiated an audit of the Workforce Development
and Lifelong Learning (WDLL) Program on February 16, 2023. The scope of our audit was

October 1, 2018, through September 30, 2022 (Fiscal Years 2019 through 2022) and our preliminary
audit objective was to determine whether the University of the District of Columbia Community College
(UDC-CCQ) is effectively implementing its WDLL program to address the needs of students and employers.
In our preliminary research we learned that in 2020 WDLL separated from the Community College and
became a stand-alone unit reporting to the UDC Chief Academic Officer and led by a Dean.?

During the survey phase of the audit, we determined that WDLL is in the midst of organizational
restructuring and that policies and procedures have not yet been developed. We also learned that DC
Appleseed is conducting an evaluation of workforce development programs in the District, which will
include WDLL. Due to these two factors, we are concluding the audit at this time. Nevertheless, we do
want to provide our initial assessment of WDLL risks and internal controls, as well as some priority areas
management may wish to focus on.

Assessment of Risk and Internal Control

We reviewed existing policies and procedures and program documentation and conducted interviews
with staff and stakeholders to gain an understanding of WDLL's key risks and internal controls. We used
the U.S. Government Accountability Office Standards for Internal Control in the Federal Government
(Green Book),% which provides agencies with criteria for designing, implementing, and operating an
effective internal control system to achieve program goals. The five components of internal control are

1 University of the District of Columbia, “University of the District of Columbia’s (UDC) Responses to Committee of the Whole
(COW) FY2021-2022 (to date) Performance Oversight Hearing Questions”, February 22, 2022, https://dccouncil.gov/wp-
content/uploads/2022/10/udc.pdf, p.98.

2 United States Government Accountability Office, “Standards for Internal Control in the Federal Government”, September
2014, https://www.gao.gov/assets/gao-14-704g.pdf.
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control environment, risk assessment, control activities, information and communication, and
monitoring. Below is our initial and unaudited assessment of the five components at WDLL.

Control Environment: Have management and employees created an ethical culture that values
performance, compliance, and internal controls?

We found WDLL management very open and willing to work with us on our WDLL review. They also
reported that efforts are underway to have an external program review. UDC leadership confirmed that
they had been pursuing a “formative evaluation of WDLL programs” but that it had not yet taken place.
WDLL leadership reported that a program evaluator will evaluate WDLL from an operational
programmatic perspective starting in October 2023.

A key foundation of a control environment is that measures are in place to ensure that the program
achieves its objectives. We found, however, that sufficiently clear strategic objectives do not appear to
be in place for WDLL. The program had its own mission distinct from that of the University, but it did not
have its own strategic plan, which can help detail priorities for program performance and internal
control. UDC released a strategic plan called The Equity Imperative,® which is used for both UDC and
WODLL, but it did not highlight WDLL’s mission, goals, or objectives. Now appears to be a good time to
clarify WDLL priorities given that we heard different priorities outlined by individual members of
management, with priorities ranging from bolstering enrollment to building a track for participants to
obtaining a bachelor’s degree to building the program’s organizational capacity.

In assessing WDLL performance, we noted that UDC’s FYs 2019 to 2022 D.C. Council Performance
Oversight responses had a single consistent Key Performance Indicator—workforce certificates
awarded®*—yet this metric alone is not sufficient to capture how the program measures performance.

We also observed that many structural changes are underway, but that more work is needed to develop
WDLL's organizational and staffing structures. In 2020, WDLL became a stand-alone unit led by a Dean
who reports directly to the University’s Chief Academic Officer. WDLL shared a draft organizational
chart that demonstrates efforts to align key responsibilities including through hiring, but it is not clear
whether the administration will approve these requested hires in a timely manner.

WDLL management appeared capable and committed to the competence of staff, faculty, and students.
Faculty and staff received position descriptions and performance measurement reviews from the Dean
and have been notified that their productivity is being monitored. In addition, it was reported that a
contractor provided customer service training and a career coach to talk about how to be a better
manager. Yet, WDLL does face certain bureaucratic challenges to performance management.
Specifically:

e It has only been recently that WDLL had sufficient management (an Associate Dean) in place to
support the Dean and assist in performance evaluations and internal control development. For

3 University of the District of Columbia, “The Equity Imperative”, https://docs.udc.edu/president/UDC-Equity-Imperative-FULL-
v11-2-1-19-Singles-SM.pdf.

4 University of the District of Columbia, “Responses to Committee of the Whole FY2020-2021 Performance Oversight Hearing
Questions”, March 5, 2021, https://dccouncil.gov/wp-content/uploads/2021/03/UDC-Performance-Hearing-Responses-ter-
r2.pdf, p.95.
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example, while staff performance reviews are a 2023 priority, they were not conducted each year of
our scope.

e The WDLL Dean has not received an annual performance review.

e The Dean discussed efforts to also increase the engagement of faculty who are mostly adjunct
faculty members, including holding regular meetings, but additional controls are needed to
communicate expectations and hold staff accountable.

e WNDLL leadership also expressed a desire to focus on the competence of students and set and
enforce expectations about certifications yet will need additional support from leadership to
institute these changes.

Risk Assessment: Do agency management and employees regularly assess the internal and external
risks facing an agency/program?

WODLL does not have a dedicated risk officer and has not undergone a formal risk assessment to identify,
rank, and mitigate the risks it faces to achieve its mission. An example of the impact of insufficient risk
management was that during the COVID-19 pandemic, UDC and WDLL were slow to pivot to online and
hybrid classes, impacting external partnerships. From March 2020 to September 2020, WDLL offered no
classes.

While a program-wide formal risk assessment has not been conducted, there were processes in place to
mitigate some external risks. For example, in testimony to the D.C. Council, the UDC President stated
that it is important to assess the pathway programs at UDC for marketability, connection to jobs, and
competitiveness for students.> We learned that UDC uses a 3™ party service to do industry surveys to
focus on job demand in the District and uses those surveys to identify its pathways and certifications.
Additionally, the Dean identified several internal program risks and started to make changes, such as
flagging the need for standard operating procedures (SOPs), data quality processes, and reorganization.

WODLL should also identify risks facing students and mitigating those risks to ensure students can be
retained and successfully achieve their goals. For example:

e The university recently canceled the free shuttle for students going to campus. WDLL looked for
alternative transportation for students and was unsuccessful although WDLL does provide funds for
students taking the Metro.

e The Office of Student Success and Retention’s ability to provide career counseling is not fully
developed and additional counselors are needed, but bureaucratic obstacles preclude expansion.

e There have been efforts to provide stipends for some groups of students,® but a stronger
administrative infrastructure is needed to ensure those payments can be made in a timely manner.

5 University of the District of Columbia, “Responses to Committee of the Whole (COW) FY2019-FY2020 Performance Oversight
Hearing Questions”, https://dccouncil.gov/wp-content/uploads/2020/02/2019-2020-UDC-Performance-Oversight-Responses-

Complete.pdf, p.229.
6 D.C. Code § 32-1693.02. “Establishment of the Nurse Education Enhancement Program.” November 13, 2021,

https://code.dccouncil.gov/us/dc/council/code/sections/32-
1693.02#:~:text=(a)%20The%20WIC%20shall%20establish,employment%20in%20nursing%20care%20occupations.
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Identifying risks to student success should be a key priority. While acknowledging the impact of the
pandemic, WDLL had dropping enrollment in recent years, as shown in Figure 1 and a downward trend
in the number of students who obtained a certification,” as shown in Figure 2.

Figure 1: WDLL Enrollment Numbers from Academic Years 2018 to 2022
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Figure 2: Certifications Received by Pathway from Academic Years 2018 to 2021

Healthcare Direct Care and Administration 893 170 122 e
Hospitality and Tourism 386 87 20 e
Construction and Property Management 236 42 33 -

Information Technology and Office Administration 50 25 33 e —
Early Childhood Education 6 2 0 e

Source: ODCA Analysis of data on WDLL website

Though WDLL offers surveys at the end of each semester, this process should be formalized and
designed to identify obstacles students face that prevent completing the program.

Control Activities: Has agency management created policies and procedures to address, minimize,
deter, and mitigate the risks and assist employees to achieve high performance and compliance?

While policies and procedures were being developed for students, such as revisions to the student
handbook and certification requirements, WDLL did not have standard operating procedures (SOPs) in
place for other key aspects of its operations: risk management, performance management, supervision,

7 University of the District of Columbia, “WDLL Reporting (Data & Statistics)”, https://www.udc.edu/workforce-
development/wdll-reporting-data-statistics/.
8 University of the District of Columbia, “Factbooks”, https://www.udc.edu/irap/fact-books/.
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data reporting, external partners, etc. WDLL should develop policies and procedures for operations to
effectively address risks and whether policies are being followed.

Information and Communication: Does the right information flow to the right people within an
agency? On a timely basis? Does information flow outside the agency to those who need it on a timely
and accurate basis?

As stated above, there are insufficient documented procedures for how information is supposed to flow
within the program and from the program to UDC management. For example, we identified that 64% of
memorandum of understandings (MQOUs) are pending and have not been signed by UDC leadership,
pointing to weaknesses in how information flows from WDLL to the UDC General Counsel Office to the
UDC President. As shown in Figure 3, UDC provided the audit team with 14 MOUs and of those MOUs
nine were pending and not yet signed.

Figure 3: MOUs Signed by Cost
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Note: Each bar color represents one of the 12 MOUs. 2 MOUs did not have a cost associated.

In terms of information flowing outside WDLL, it was encouraging to see that WDLL had several MOUs
and grant agreements with federal and District agencies that seek to advance WDLL’s mission. The
MOUs and grant agreements started around the same time the Dean joined WDLL and the number of
MOUs and grant agreements increased during FY 2022 and FY 2023. Nonetheless, the WDLL website
does not list active partnerships.®

WDLL’s website provides information about career fairs, virtual open-houses, and statistics for WDLL,*°
but it does not outline clear goals for the program and students.

% University of the District of Columbia, “Partners”, https://www.udc.edu/workforce-development/partners/.
10 University of the District of Columbia, “Workforce Development & Lifelong Learning”, https://www.udc.edu/workforce-

development/.
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Monitoring: Are reports routinely generated? Do they make sense? Is anyone reviewing them for
accuracy and to determine whether problems exist? Is management working to ensure that problems
are fixed, and that performance is on track?

The University compiles an in-depth factbook each year that states the number of students enrolled in
WDLL; the number of certifications, enrollment, and completion by courses; and the demographics of
the student body.* While management spoke of progress in streamlining data systems, without written
SOPs in place, the audit team could not determine the strength of IT Access and IT Security Controls.

Although UDC's strategic plan included data-informed decision-making? as an objective, and WDLL
leadership echoed this as a priority, we learned that in past years data quality has not been reliable, and
data has not been complete. The audit team received one WDLL data excel spreadsheet that did not
contain data for our entire scope and much of the data appeared to be manually entered. While efforts
are underway to obtain better quality data, without robust data it would be difficult for WDLL to use
data to inform decision-making and to measure program performance.

Conclusion

We chose to terminate our audit of WDLL at this time but wanted to highlight key internal control
weaknesses we identified during the initial phase of our review.

It is important for WDLL to continue its efforts to improve data collection and quality, secure an
evaluation of WDLL, and develop external partnerships. We encourage WDLL to:

1. Create measurable, clear, and publicly available goals and responsibilities for students, staff, and
the program that permit evaluation of performance, including annual performance reviews of
staff, faculty, and the Dean.

2. Determine whether the UDC risk management office or another risk specialist can facilitate a
formal WDLL risk assessment to rank and mitigate internal and external risks.

3. Following identification of risks, develop policies and procedures for students, staff, faculty, and
management to address, minimize, deter, and mitigate the risks and assist employees to achieve
high performance and compliance.

11 University of the District of Columbia, “Factbooks”, https://www.udc.edu/irap/fact-books/.
12 University of the District of Columbia, “The Equity Imperative”, https://docs.udc.edu/president/UDC-Equity-Imperative-FULL-
v11-2-1-19-Singles-SM.pdf, p.27.
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The continued absence of such internal control activities could have a negative impact on WDLL's ability
to achieve its mission.

Thank you again for your cooperation and please extend our appreciation to the members of your staff
who responded diligently and timely to our requests during the survey phase.

Sincerely yours,

Kathleen Patterson
District of Columbia Auditor

cc: Phil Mendelson, D.C. Council Chairman
Monique Guillory, UDC Chief of Staff/Senior Vice President
Lawrence Potter, UDC Chief Academic Officer/Provost
Mashonda Smith, Dean, Workforce Development and Lifelong Learning
Betsy Cavendish, EOM General Counsel



