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Standard 2: Planning, Resource Allocation, and Institutional Renewal

An institution conducts ongoing planning and resource allocation based on its mission and goals, develops objectives to achieve them, and utilizes the results of its assessment activities for institutional renewal.  Implementation and subsequent evaluation of the success of the strategic plan and resource allocation support the development and change necessary to improve and to maintain institutional quality.
Because Rutgers is a public research institution, and New Jersey’s flagship university, all planning and resource allocation processes at Rutgers are affected by how the state of New Jersey funds its institutions of higher education.  The reality of this situation for Rutgers is that planning and resource allocation decisions are often driven by external funding and political exigencies.
New Jersey for years has been plagued by an unstable funding stream for its higher education system that has severely hampered the university’s planning and resource allocation processes.  Not only has funding from the state over the years been inconsistent (see budget facts (at p.3)), but there has also been a persistent decline in the proportion of funding received from the state to Rutgers (see budget facts ).  
Contributing to this uncertain environment has been the continued discussions about the restructuring of the research sector of higher education in the state.  An original proposal to restructure this sector, Report of the New Jersey Commission on Health Science, Education, and Training, was considered too expensive to implement and was subsequently shelved.  However, continued concern over the health of medical education in the state and the recent financial and management problems associated with the University of Medicine and Dentistry of New Jersey (UMDNJ), as indicated by recent newspaper articles chronicling its problems, has kept alive the possibility that UMDNJ will merge in some fashion with Rutgers.  For example, a review by the New Jersey Legislature on the options for the restructuring of the University of Medicine and Dentistry of New Jersey, the New Jersey Institute of Technology, and Rutgers, The State University of New Jersey continues.
It is within this larger context that the university undertakes its strategic planning process.  Over the last few years, strategic planning by the university has been tied to the broader systemwide efforts of the Commission on Higher Education (CHE), New Jersey’s planning agency for higher education in the state.  Through CHE’s A Blueprint for Excellence - New Jersey’s Long-Range Plan for Higher Education Update 2005, the university has developed specific planning items that coincide with the state’s long range goals.  The state’s LRP consists of broad goals ranging from the achievement of greater levels of academic and research excellence, to improving outreach efforts and enhancing partnerships and collaborations between institutions of higher education and other sectors of society.  Each institution contributes to the goals of the LRP through the selection of areas of emphasis that each feels is consonant with its mission and traditions.  Progress toward the achievement of these goals is measured for both the system and individual institutions through selected outcome indicators.  With the decline in state funding, achievement of these objectives has been complicated, but the university has moved forward on a number of planning fronts that are critical in its effort to contribute positively to the long range goals of the state.  These include the Transforming Undergraduate Education Initiative, the Rutgers Communications Plan, as well as ongoing planning for the imminent Rutgers Capital Campaign.  These and other planning activities are described in element 2 below.
Relative to this standard, an accredited institution is expected to possess or demonstrate the following attributes or activities:

1. goals and objectives or strategies, both institution-wide and for individual units that are clearly stated, reflect conclusions drawn from assessment results, are linked to mission and goal achievement, and are used for planning and resource allocation at the institutional and unit levels;

Goals and objectives of the university and its constituent units devolve from Rutgers’ tripartite mission of instruction, research, and service.  The use of goals and objectives as guides in planning and resource allocation, and how the institutional renewal process as informed by assessment process, is broadly discussed in standard 1.
2. planning and improvement processes that are clearly communicated, provide for constituent participation, and incorporate the use of assessment results;

Broad direction for planning and improvement processes come from the President’s annual areas of emphasis for university strategic goals.  (See standard 1, element 1)
The state’s Long Range Plan, A Blueprint for Excellence - New Jersey’s Long-Range Plan for Higher Education Update 2005, provides the broader context through which the university pursues its planning and improvement processes. 

A significant and unique strategic planning process recently engulfed the university with the issuance of the Report of the New Jersey Commission on Health Science, Education, and Training (sometimes referred to as the Vagelos Report, named after the lead author) in fall 2002.  The Commission, a specially appointed task force by then Governor James McGreevy, recommended establishing a single research university system encompassing three largely autonomous universities based in Newark, New Brunswick-Piscataway, and Camden-Stratford.  The current campuses of Rutgers University, the University of Medicine and Dentistry of New Jersey (UMDNJ), and the New Jersey Institute of Technology (NJIT) would be included in the new system.  In response to the report, a 15-month planning process ensued at the university, with the Rutgers administration and faculty heavily engaged in planning for the restructuring of the university into North/Central/South Universities, as recommended by the report.  This planning process also consisted of elements of a counter-restructuring approach so that a full assessment of the benefits and disadvantages of restructuring could be derived.  This planning process included: 

· a universitywide discussion and deliberation of the effect of the merger proposal. The following articles provides an overview of what took place during this time:

· Status Report on Proposal to Restructure Higher Education in New Jersey - April 1, 2003 
· Status Report #2 on Proposal to Restructure Higher Education in New Jersey - June 5, 2003
· Status Report #3 on Proposal to Restructure Higher Education in New Jersey -  October 31, 2003 
· studies by statewide planning committees that included Rutgers representatives evaluating the feasibility of the Commission’s proposal. The following Rutgers Focus article provides a synopsis of each region’s report:  Committees weigh in on restructuring, Rutgers Focus, November 3, 2003 
· studies by the Pappas Group, an external higher education consulting firm 

While the restructuring proposal was taken off the table in December 2003, largely because of cost and governance concerns, the benefits that emerged from such an intense and broad strategic planning process have helped guide the university’s planning and resource allocation processes through the current difficult financial period, which was brought about by the state’s dire fiscal situation.  
Though the merger of Rutgers, UMDNJ, and NJIT did not take place, there remains a strong desire to continue to build collaborations among the three universities.  The success of the two joint Rutgers-UMDNJ research centers, the Center for Advanced Biotechnology and Medicine (CABM) and the Environmental and Occupational Health Sciences Institute (EOHSI), serve as models for future efforts at collaboration between UMDNJ and Rutgers short of total merger.  Both centers engage in a strategic planning process that is focused on not only improving the educational research and service functions of each institution, but how to leverage their joint interests for the benefits of the citizens of New Jersey (e.g., see EOHSI report).  

All planning and resource allocation processes necessarily begin with the state budget.  Each year the university develops an asking budget that is shared with the Governor’s office.  In addition, the New Jersey Presidents’ Council, which consists of all presidents of colleges and universities in New Jersey, prepares a budget policy statement for all of higher education in the state.  After a series of discussions between the university, state higher education policy members, and various members of the governor’s staff and offices, the Governor presents his proposed budget for the coming fiscal year.  The Governor’s proposed budget is the basis for legislative review and the presidents of New Jersey’s colleges and universities provide input during budget hearings through the NJ Presidents’ Council as well as the NJ Commission on Higher Education.  The President of Rutgers is often called upon to appear before legislative task forces and committees to answer questions.  An example of one such appearance is President McCormick’s appearance before the Legislative Task Force on Higher Education. 
An appropriations bill is subsequently passed by the legislature and signed by the governor, who has line item veto authority, provides the basis for the university to set institutional priorities within the context of stated institutional goals and available resources.  The above annual budget process usually begins in October and ends in June or July.
To better deal with the unstable long term funding support from the state and the vagaries of the annual budget process steep in political uncertainties, Rutgers over the last three years has enacted an all funds budgeting (AFB) process which is consistent with the university’s tradition of a decentralized academic structure. Under the direction of the Executive Vice President for Academic Affairs (EVPAA), AFB supports the transparent distribution of institutional resources and provides decanal units with enhanced managerial tools that effectively integrate planning, resource allocation, and assessment. Unit plans are developed, discussed and assessed through regular meetings between the EVPAA and unit deans.
The Committee on Academic Planning and Review (CAPR) has been an integral component of planning, resource allocation and institutional renewal at Rutgers.  The purpose of CAPR is to help determine how university resources can be most effectively used in supporting a specific disciplinary area.  CAPR reviews and evaluates academic programs, either singularly or as part of a broader cluster review of departments/units that have some connection in their missions, from a strategic rather than perfunctory approach.  CAPR evolved from a previous committee of faculty, known as the Committee on Standards and Priorities in Academic Development (CSPAD), which undertook periodic departmental reviews on a rotating basis  and relied upon external peer site visits and departmental self-study.  The committee is comprised of distinguished senior faculty from across the university and from disciplines in the arts and sciences and professional fields.  Recent examples of the strategic planning process by CAPR include the Computer and Information Science and Engineering and the Psychology cluster reviews. 

Another large scale planning process that has been occurring and which carries broad resource allocation and institutional renewal implications for the university is the effort being invested in Rutgers’ nascent capital campaign.  The Rutgers University Foundation asked Martz & Lundy, a nationally recognized development-consulting group in 2004, to undertake a self-study of the university’s internal fund-raising capabilities.  This evaluative and benchmarking study provided insights for the present strategic planning process in the preparation of a campaign vision statement and in planning for the upcoming capital campaign.  This planning process involves the setting of campaign priorities from all academic units that are consistent with institutional goals and objectives and review by a university-wide priorities committee according to a prescribed timetable.  The committee will submit a list of preferred campaign objectives to President McCormick in September, 2007.
Other planning and improvement processes at Rutgers include

· The Committee on Efficiency and Entrepreneurship Initiative  - a long-term effort that seeks to optimize the use of university resources and cultivate a proactive approach to expanding revenues

· The Academic Excellence Fund – an ongoing process of providing seed money for forward-thinking interdisciplinary proposals that enhance Rutgers' primary missions of teaching, research, and service

· The Rutgers New Program Approval Process - a transparent and rational approach for the development, consideration and approval of academic programs.  Recent revisions to the process  require the inclusion of information concerning student learning outcomes.  The New Program Approval Process (at page 5) includes statements about both learning goals and outcomes as well as the measures and strategies that will be used to assess them, must be demonstrated in the program approval process.  The approval of new programs involves both internal processes as set out in the new program approval manual and an external approval process  that involves open review and approval by each institution in the state and a final approval by the Commission on Higher Education
· The Faculty Diversity Initiative  - a continuing effort to assist unit deans with limited financial resources in the recruitment of a diversified faculty
· The Promote Women in Science and Engineering Initiative - an evaluative program that seeks to understand and improve the status of women in STEM disciplines at Rutgers
· The Student Services Initiative - an ongoing endeavor to improve student services at Rutgers
Individual units of the university have also engaged in very specific, clearly communicated, well-participated, and assessment-driven improvement processes through strategic planning efforts.  At the academic level, examples of unit strategic planning are found on all three Rutgers campuses. These include: 

· The Transforming Undergraduate Education (TUE) Initiative that began with a two year planning phase that included a campus-wide study by a New Brunswick-wide task force of faculty, staff, students and alumni, a set of recommendations by the President to the Board of Governors, and the subsequent acceptance by the Board of Governors of the President’s goals for implementing the transformation. The present phase involves a multi-year implementation effort of planning and resource allocation.  It involves a steering committee [pdf] and various subcommittees [pdf] to deal with the vast range of questions and issues involved in the transformation of undergraduate education at the New Brunswick campus.  
· Strategic Planning for Cook College and the New Jersey Agricultural Experiment Station – 2001 
· Planning by the Graduate School-NB for increasing student support with the involvement of the Committee for Academic Planning and Review. 
· The Case to Increase the Support of Doctoral Students Across the New Brunswick-Piscataway Campus of Rutgers, The State University of New Jersey – submitted by Jolie A. Cizewski, Holly Smith and Harvey Waterman on behalf of the Graduate School – New Brunswick - July 7, 2005 
· Critical Analysis of the Graduate School NB Report:  The Case to Increase the Support of Doctoral Students Across the New-Brunswick-Piscataway Campuses of Rutgers, The State University of New Jersey by The Committee on Academic Planning and Review (CAPR) – June, 2006 
· On the Camden campus, planning has included the creation of a dean’s task force, whose report sets out the goals that would enhance the arts and sciences so that Rutgers-Camden can become a top-ranked small urban public research university.

· On the Newark campus, a task force report on undergraduate education has been issued. This report follows two important assessment efforts: a comprehensive review of undergraduate admissions and an external evaluation of basic instruction in writing and mathematics followed by a restructured unified Faculty of Arts and Sciences Writing Program.
Other units of the university have also been actively engaged in the strategic planning process.  Examples include:
· The Rutgers University Libraries began a strategic planning process in 2006 that will last through 2011.  The Rutgers University Libraries Strategic Plan, 2006-2011 describes five strategic goals, modeled after university goals and objectives developed after substantial information gathered from the university community.  During this period, the Rutgers University Libraries will seek to establish “a physical and virtual library environment that enriches the academic life of the university for student learning, that advances faculty and graduate student research, and that supports the university’s mission of service and outreach.” 

· The Rutgers Information Technology Strategic Plan, developed by a universitywide team of faculty and staff through an extensive fact finding effort, outlines a series of goals that identifies the direction that Rutgers will be pursuing in the area of informational technology in the coming years.

· The Rutgers Communications Plan, developed by the communications firm Lipman Hearne, through a series of focus groups with faculty, students, staff, alumni, employers and the public, has led to the redesign of the university’s identity system as outlined in the Rutgers Visual Identity Manual and the development of a “brand book” that will provide the basis for a universitywide strategy for improving internal and external communications.  A previous study  of Rutgers’ varied constituencies by the marketing research firm of Schulman, Ronca & Bucuvalas, Inc. provided hard empirical data for informing the development of the present communications plan. 
· The Rutgers Physical Master Plan is the result of an intensive three-year planning process that systematically assessed the university’s physical development and facility needs in the context of its academic mission.  The plan provides a comprehensive guide for the use of the university’s limited resources to meet its academic, research, and service commitments to the citizens of New Jersey.  The plan was greatly aided by the space analysis and benchmarking study undertaken by the consulting firm, Paulien Associates (Report and Addendum).  The physical master plan is the basis for the Vision for College Avenue, individual campus plans and many present development and construction projects occurring on all three Rutgers campuses.
· Rutgers Environmental, Health and Safety Planning
· Rutgers University Alumni Federation Long Range Plan of 2005 
3.  well defined decision-making processes and authority that facilitates planning and renewal;
Rutgers authority to pursue planning and renewal policies are also evident in the 1994 Higher Education Restructuring Act of New Jersey that provided increased autonomy for individual public institutions and a more consultative and cooperative planning and policy process for higher education. 

The authority to plan, allocate resources and work for institutional renewal emanate from the New Jersey legislative act of 1956 that made Rutgers an instrumentality of the state. 

The governing boards of the university include the Board of Governors and the Board of Trustees.  The Board of Governors has general supervision over the conduct of the university and is responsible for determining the programs and degree levels to be offered by the university, but final administrative decisions over new academic programs that go beyond the university’s programmatic mission ultimately rests with the state’s oversight coordinating agency, the Commission on Higher Education.  The Board of Trustees of the university is designated under Rutgers Law to serve in an overall advisory capacity to the Board of Governors and the university.  

Within the Board of Governors are three standing committees that closely oversee the planning and resource allocation processes of the university.  These include the Committees on Budget and Finance, Buildings and Grounds, and Educational Planning and Policy. Their responsibilities are set out in the Bylaws of the Board of Governors (at p. 5).

The university President reports directly to the Board of Governors, which annually reviews his performance. 

The President’s Cabinet, which is a universitywide body of the President’s senior level advisors, meets regularly with the university President throughout the year and is an important component of the decision-making process at Rutgers. 

The Rutgers University Senate provides an advisory role to the university President on a broad range of educational policy and considers all matters related to the university mission.  Members of the senate consist of representatives of Rutgers faculty, students, administrators, and alumni and meet regularly through the academic year to discuss matters of general university interest and to make recommendations to the university administration on those matters as outlined in the Handbook of the Rutgers University Senate.  
Campuswide faculty councils also provide an advisory role to the President and the senior administration of the university.  (see standard 4, element 1)
4.
the assignment of responsibility for improvements and assurance of accountability;

The university officers overseeing the main administrative areas of the university have the authority over and are responsible for all activities in their administrative domain.  Reflecting the university’s complex yet decentralized structure, each of these administrative areas has both unique and shared responsibility for the many and varied planning and resource allocation processes at the university.  A brief synopsis of each area follows:

· Executive Vice President for Academic Affairs is the chief academic and budget officer for the university.  The EVPAA is responsible for academic programs and policies across the university, including degree program development, faculty appointments and promotions, and academic program review.  He has particular responsibility for the New Brunswick campus.
· Camden Provost is the principal university officer for the Camden campus and oversees all academic and administrative functions for the 5,400 student campus.
· Newark Provost is the principal university officer for the Newark campus and oversees all academic and administrative functions for the 10,500 student campus.
· Senior Vice President for Administrative Affairs is the university’s Chief Financial Officer and oversees a broad range of university areas including business services, public safety, parking and transportation, facilities and capital planning, human resources, and information technology.  This officer also is responsible for oversight of the financial and treasury operations, risk management and insurance, and internal audit.
· Vice President for University Relations supports and promotes the image and mission of university and oversees the functional areas that provide services and programs for the university community, the news media, and the public. 

5.   a record of institutional and unit improvement efforts and their results;

The following documents provide broad reviews of recent improvement efforts for both the institutional and unit levels.
· Annual presidential reports to the university community, delivered at the University Senate’s first meeting of the academic year, include overviews of significant major accomplishments of institutional renewal as set out by the President’s previous year’s areas of emphasis in the pursuit of the university’s strategic goals. 
· Annual campus/provostial reports 

· A sampling of unit annual or periodic reports

· Newark Arts and Sciences
· Camden Arts and Sciences
· Office of Research and Sponsored Programs and Appendix 
· Camden College of Arts and Sciences, Graduate School-Camden, University College – Camden –Annual Report 2005 
· NJAES Annual Reports 2004-2005 and 2003-2004 
· REHS Annual Report
· Waksman Institute of Microbiology Annual Report 

· DIMACS Annual Special Focus Reports
· The Department of Health Education (DHE) –Annual Report 

· EPA Self-Disclosure Audit submitted by Rutgers Environmental Health and Safety
· Center for Advanced Biotechnology and Medicine  
· Office of Corporate Liaison and Technology Transfer, FY 2005 Annual Report  
· Graduate School of Education Annual Report, 2005-2006 

· Additional accounts of institutional improvement efforts and their results include

· Red Tape Revisited Report
· Student Services Initiative has produced improvements in the area of student services  
· Campus Computing Services Reports – New Brunswick and Newark
6.   periodic assessment of the effectiveness of planning, resource allocation, and institutional renewal processes.
The state of New Jersey requires Rutgers to prepare and provide an annual Accountability Report.  This report provides important evaluative data for both university administrators and state policy makers.  In addition, the state’s Long Range Plan contains evaluative data on selected outcome indicators for each of the state’s public colleges and universities that is regularly updated and reported.
As noted in element 1, each year the success of the university’s effort in achieving its strategic goals is evaluated and reported on by the President: Report on Progress Toward 2006-2007 Strategic Goals; Report on Progress Toward 2005–06 Strategic Goals; Report on Progress Toward 2004–05 Strategic Goals.  This assessment is reinforced by ongoing review by the Board of Governors through its standing committees on policy and planning, finances and facilities review.
The all fund budgeting process requires the annual assessment of each academic unit’s performance in reaching its goals.

The annual collection and evaluation of benchmark data such as the peer comparisons published in the Rutgers Fact Book, dashboard indicators, and assorted AAUDE data and reports  provide a critical comparative context for gauging how the university is doing in its planning, resource allocation and institutional renewal efforts.

The University Relations Constituency Study has yielded important insights about what Rutgers is doing well and not so well in the area of external relations.  The report has contributed to an ongoing process of evaluating the way Rutgers is presenting itself to its varied external constituencies, including the Rutgers Visual Identity Manual.
The President’s Student Services Initiative involves the assessment of student services targeted at improving the student experience at Rutgers.  The Center for Organizational Development and Leadership (ODL) hosted three retreats to further develop the President’s Initiative.  ODL has also been responsible for the development of the Excellence in Higher Education (EHE) model, which uses the Michael Baldrige model of organizational assessment in a higher education setting with an emphasis on assessment, improvement and planning.  At Rutgers, approximately 40 units have participated in the EHE process since its inception, including 22 university academic units. (see also EHE at Rutgers)
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