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Background

The CAPS Advisory Committee was appointed by President Lawrence after consultation with the
University Senate. In his charge to the Committee, President Lawrence quoted a recent Kellogg
Commission report that stated “public research universities must be leadersin a new era of not
simply increased demand for education, but rather of a change so fundamental and far-reaching
that the establishment of atrue ‘learning society’ lies within our grasp.” In particular, he asked
the Advisory Committee to address emergent relationships between the College of Applied and
Professional Studies (CAPS), the proposed new unit, and existing academic units and to explore a
number of issues, including involvement of existing faculty, academic freedom, infrastructure and
library support services, admissions, articulation, and others.

The Advisory Committee met with and was charged by the President on May 29, 2001 and then
met twelve more times between June 12 and October 2 to discuss the eight charges from the
President and to formulate recommendations (see Appendix 1 for alist of the charges). In addi-
tion to the revised CAPS proposal that was discussed at the April meeting of the University Sen-
ate, the Committee was given the January 2001 version of the proposal that provided considera-
bly more detail and included afive-year business plan. Although not included among the Com-
mittee’ s formal recommendations, we did suggest that much more of the material in the January
proposal be included in the next revision of the CAPS proposal. The focus of the Committee was
on the eight formal charges from the President and not directly on the CAPS proposal itself.

I ntroduction

The Advisory Committee first considered the more fundamental questions of the need for and
desirability of establishing anew Rutgers unit with afocus on off-campus, adult-oriented profes-
sional education. The establishment of such a new academic unit raises many philosophical ques-
tions, operational concerns, and afair degree of uncertainty. Nevertheless, the committee unani-
mously concluded:

» Throughout the State of New Jersey there are documented needs for increased delivery of
applied and professional programs at the upper division and post-baccalaureate level.

= Asthe State University of New Jersey, Rutgers has the responsibility and obligation to
address these needs with the highest quality program delivery.

» These needs can be best served through the creation of a new academic unit within Rut-
gers University. The mission of this new unit is providing applied and professional edu-
cation to upper division and post-baccal aureate adult learners at off-campus locations.



= Although administratively separate, this new unit should make the maximum possible use
of existing expertise within Rutgers for all aspects of its operation.

= Given budget readlities, this unit must be self-sustaining and ideally revenue generating.

In reaching these conclusions, the Advisory Committee recognizes that there are two interrelated
forces driving the establishment of CAPS. Oneisthe university’s mission to provide educational
programs for the citizens of New Jersey and the recognition that the university is not currently
meeting the demands of adults for applied and professional programs. The second is that the uni-
versity can benefit financially by offering these new programs. If financial incentives are the
primary driving force, then an independent CAPS unit almost completely separate from the rest
of the university islikely to be the best structural model. The Advisory Committee, however, be-
lieves that the educational mission should be the primary driving force and that a for-profit sub-
sidiary would be inappropriate. We are persuaded that CAPS should draw extensively on exper-
tise within Rutgers for all aspects of its operations. Thisintegrated approach islikely to be
somewhat more difficult to implement than a unit separated from the rest of the university. How-
ever, we believe that it offers the best opportunity to meet the university’s educational mission
and to deliver the highest quality programs.

The Advisory Committee also recognizes that most of our peer institutions have begun to refine
or restructure existing continuing education or extension units to better prepare the institution for
meeting the emergent new requirements of the working adult professional (see Appendix 2). Two
trends are particularly noteworthy. In the first, existing schools of continuing education are being
refined and expanded to assume greater responsibility for degree completion and professional
masters' programs. On the other hand, a number of our peers are also experimenting with the
establishment of separate for-profit units. Asisthe case with our peer institutions, CAPS must
define its own structure given Rutgers unique circumstances.

Charge 1l
Suggest ways to ensure academic freedom and appropriate oversight of programs. The poten-
tial role of tenured/tenure-track faculty and their relationship to the proposed school as a way
to address these issues should be considered as well as other suggestions.

This charge involves consideration of several issuesincluding but not necessarily limited to:

= How to ensure the highest quality in CAPS programs via appropriate
oversight mechanisms.

= How to ensure academic freedom within CAPS.

»= Therole of tenure-track faculty in both of the above.

Academic freedom and an advancement and rewards system based solely on merit are essential
for any institution of higher education in fulfilling its mission to advance the body of knowledge
and provide education of the highest quality to its students.

The norma mechanism for ensuring both quality and academic freedom is the tenure system.
Tenure provides a powerful shield, protecting faculty from arbitrary and capricious action by ad-
ministrators. Tenure protects the free exchange of ideas, however provocative they may be, and
ensures that faculty can challenge the status quo free from potential retribution. The freedom af-
forded by tenure alows faculty to focus on academics and provides the opportunity to develop
new courses and related instructional materials. Finally, the mechanism for progression through



rank asit exists in the promotion and tenure process ensures that advancement is based upon
merit and professional achievement and produces a senior faculty of the highest quality.

Despite the central role of tenure in ensuring both academic freedom and excellence, there are at
least two reasons why most CAPS faculty should have term, rather than tenure-track, appoint-
ments. First is the need for flexibility, i.e., the need for CAPS to be able to respond rapidly and
effectively to changes in demand for its programs. To succeed as a self-sustaining (ideally reve-
nue-generating) unit, CAPS must have the ability to respond appropriately when programs are no
longer in high demand or are providing little or no collateral service. CAPS must thus be able to
easily shrink or even eliminate programs. Second, the difficulty in obtaining new state-funded
faculty positions constitutes a powerful limitation on the introduction of tenure positions within
CAPS. Such positions could be a future encumbrance upon resources now currently allocated to
existing academic units. Although the Committee recognizes that these reasons make it impracti-
cal for CAPS to have a substantially tenure-track faculty, the Committee believes that existing
tenured and tenure-track Rutgers faculty should be constructively engaged in all academic aspects
of CAPS, particularly in issues of academic freedom and program quality.

We believe that prudent, constructive efforts should be made to find solutions that allow for the
establishment of CAPS, while providing mechanisms that will help ensure program quality, re-
sponsible faculty action, and an atmosphere of academic freedom within CAPS. The following
recommendations seek to provide an appropriate balance among several interdependent issues of
academic freedom, the faculty promotion and reappointment process, and involvement of tenured
faculty in these essential quality control mechanisms.

(1) Werecommend that, wherever possible, tenured faculty be involved in the recruitment
and appointment of CAPS faculty.

The probability of recruiting a high quality faculty can be increased through the introduction of
tenured faculty into several processes. It ispossible, for example, to enhance the likelihood of
hiring high quality core instructional staff by including tenured faculty from related disciplines on
faculty search committees. During the planning year, the new school will likely engagein
searches for a dean and as many as eight full-time non tenure-track faculty, several of whom are
likely to serve as program directors. Search committees, each constituted with a majority of ten-
ured faculty from cognate disciplines, can help ensure that a high quality core faculty isrecruited.

(2) Werecommend that CAPS involvetenured faculty in itsreappointment and promotion
committee(s). Specifically, we recommend that (a) there be an objective reappointment and
promotion processfor CAPSfaculty that mirrors as closely as possible the process for ten-
ure-track faculty and (b) that appropriate tenured faculty constitute a majority of the
CAPS appointment and promotion committees.

Recruitment of top-caliber instructional faculty will be possible only if these individuals have an
opportunity for advancement in rank. CAPS faculty would be judged on the same criteria as
other Rutgers faculty (scholarship, instruction, service), but with significant weight assigned to
guality of instruction and service, and lesser weight assigned to scholarship. Thisis not to say that
CAPS faculty will not engage in research; scholarly activity and professional currency will be
expected. Faculty evaluations, however, will need to reflect the high priority placed upon instruc-
tion and service. To implement this, there will need to be an objective reappointment and promo-
tion process for CAPS faculty that mirrors as closely as possible the process for tenure-track fac-
ulty (same criteria and procedures, albeit with different weights).



CAPS faculty reappointment and promotion decisions must be objectively based, in priority or-
der, upon the quality of contributionsin the classroom, the quality of service, and the quality of
scholarship. Tenured faculty should be involved in the ongoing review and reappointment of
CAPS full-time and part-time faculty. Faculty appointment, reappointment, and promotion com-
mittees should exist for each broad program area devel oped within CAPS, and appropriate quali-
fied tenured faculty from throughout the university should constitute majority membership on
these committees.

(3) Werecommend that CAPS faculty be represented by a collective bargaining agent.

Issues of academic freedom in CAPS could be supported in several ways. Although it is expected,
for example, that most CAPS faculty will be given term appointments, CAPS faculty should be
represented by a collective bargaining agent. While the establishment of tenure-track positions
can clearly encumber scarce university resources, there seems to be no particular obstacleto
CAPS operating successfully with faculty who are represented by a bargaining agent. To the ex-
tent that the faculty has been adequately represented through the establishment of jointly negoti-
ated processes and procedures, CAPS faculty would be afforded the same protections against ar-
bitrary and capricious action.

(4) Werecommend that CAPS involvetenured faculty in itsinstructional programs.

Although CAPS will develop programsto be offered at off-campus sites, there are likely to be
Rutgers faculty in related areas who may be interested in participating in CAPS. To maintain
program quality and academic freedom within CAPS, such participation should be encouraged
whenever possible, and mechanisms with sufficient flexibility should be developed to facilitate
this type of integration. Tenured faculty from other units who are in related fields and have ex-
pertise in arelevant subject may be willing to participate in CAPS program curriculum devel op-
ment, curriculum review, faculty search committees, or to teach in a CAPS program. In some
cases, joint appointments of tenured faculty between CAPS and other units of the university or
fixed-term “visiting” appointment of tenured faculty to CAPS might be desirable. To ensure that
such faculty would not be permanently drawn away from their research activities, such participa-
tion would normally be limited to three years. Participation would be entirely voluntary on the
part of the faculty membersin such cases, who would always have the option of returning to their
home department at any time. Such participation by faculty should not draw resources away from
on-campus programs and should be used as away to provide added value to those programs. In
cases where there may be few or no tenured faculty in a particular CAPS program area, faculty
from cognate disciplines should serve on program curriculum committees.

(5) Werecommend the establishment of an Executive Board with broad policy responsibili-
ties.

The quality of each academic program carrying the Rutgers name shapes the perceived value of
every other Rutgers program. To uphold our firm commitment to high standards across the uni-
versity, the programs of every school and faculty are subject to regular, explicit, and detailed re-
view and approval by appropriately constituted academic bodies. Similarly, appointments and
promotions within the standing faculty take place under rigorous conditions specified in a univer-
sity-wide procedure. Arguably the means toward these vital ends must differ in the context of the
academic environment CAPS would serve. In comparison with traditional academic units, CAPS
must be particularly agile in responding to changing academic opportunities. The exigencies of
the competitive marketplace, however, for applied professional education do not obviate the need
for rigorous procedures to ensure academic quality.



To this end, an Executive Board should be established. The Board would have several functions:

» Review and approve all academic programs and curricula.

» Provide regular review of and advice on improving the academic and financial perform-
ance of existing programs.

= Approve appointments and renewals of CAPS core faculty.

» Provide academic advice on proposed new initiatives to the CAPS dean.

= Provide liaison with other units in cases where CAPS programs draw upon courses and
faculty of these units.

» Ensure that existing Rutgers faculty with appropriate expertise be included in the plan-
ning for all new degree programs.

= Set the general education requirements for CAPS programs.

Membership of the Executive Board should be drawn from a variety of schools within the univer-
sity and should include faculty from traditional academic units, full-time faculty from CAPS, and
academic associate deans holding tenured faculty positions. For reasons of workability it could
not include representatives of al or even most such schools. A majority of the Executive Board
should be tenured.

(6) Werecommend that CAPS programs ensureinstructional quality through accreditation,
teaching evaluation and program over sight mechanisms consistent with procedures else-
wherein Rutgers, with due emphasis on teaching evaluations and faculty development.

The quality of CAPS programs is best ensured in the long term by attaining and maintaining ac-
creditation. Each program should be required to seek accreditation from the appropriate profes-
sional accrediting authority within a reasonable time frame, normally no less than five years and
no longer than ten. Failure to gain accreditation should be a major element in the consideration to
continue or discontinue a particular program, regardless of financial status. Teaching excellence
should be measured in the same manner as elsewhere in Rutgers, using course evaluation and stu-
dent feedback. Given the predominance of the teaching mission in CAPS, however, we recom-
mend that student outcomes be given greater import in the overall assessment and evaluation of
programs by the CAPS dean and the Executive Board, and that ongoing faculty development pro-
grams be conducted.

Five-year program reviews that existing academic programs undergo afford an additional mecha-
nism to ensure the evolution and development of a high quality initiative. All CAPS major pro-
grams should be required to undergo comprehensive five-year self-studies subject to external re-
view.

Charge 2
Explore our existing transfer articulation agreements and the admission of
upper division students. Are changes needed to accommodate the adult and place
bound learner targeted by CAPS?

At the undergraduate level, CAPS isintended to be an upper-division academic unit offering ap-
plied and professional programsonly. Assuch, CAPS will consider for admission only students
who have completed an associate degree or who can present completion of 60 creditsin good
academic standing. All CAPS students will thus be transfer students, many from New Jersey
community colleges. Moreover, since CAPS will not offer liberal arts courses or lower-division



applied and professional courses, students will need to have completed all lower division general
education requirements and prerequisite professional courses for their desired CAPS program
before enrolling in CAPS. For all these reasons, it is very important that CAPS negotiate with the
community colleges to modify existing articulation agreements in order to give students a clear
“roadmap” of what they must do in order to transfer successfully to CAPS upon completion of
their associates degree. The precise changes needed in the articulation agreements, however,
cannot be specified at thistime; they will depend on the CAPS general education requirements
and the programs CAPS decides to offer at various sites.

In addition to setting the requirements for transfer into CAPS from the community colleges, it is
also important to specify the requirements for transfer of students, majors, and courses between
CAPS and on-campus Rutgers units.

(7) Werecommend that the CAPS general education requirements be set by the CAPS Ex-
ecutive Board.

The general education requirements at Rutgers professional schools are generally and appropri-
ately rather different from those at the liberal arts or multipurpose colleges. Since the Executive
Board should be involved in formulating CAPS programs and requirements from the outset, we
do not feel that an interim set of general education requirements (i.e., University College NB gen-
eral education requirements, as suggested in the revised CAPS proposal submitted to the Senate
in April 2001) is needed.

(8) Werecommend that transfer of students, majors, and cour ses between CAPS and on-
campus unitsberestricted asfollows:

= Students applying to other RU collegiate units should not be offered automatic admission
into CAPS; students should have to apply for admission into CAPS.

= Transfers between CAPS and an on-campus school should require the same application
review as any other transfer from one campus to another.

= On-campus undergraduate students should not be able to major in a CAPS program
unless the major isjointly offered by CAPS and an on-campus unit; other on-campus stu-
dents wishing a CAPS major should be required to transfer to CAPS.

»  Whether CAPS courses fulfill on-campus major or collegiate general education require-
ments should be | eft entirely up to the faculty or fellows of the individual on-campus
units.

(9) Werecommend that the articulation agreements with the community colleges be modi-
fied to facilitate transfer of studentsfrom those collegesinto CAPS.

Negotiation with the community colleges should begin as soon as CAPS has set its general educa-
tion requirements and the lower-level prerequisite requirements for itsinitial programs. As noted
above, the articulation agreements should let community college students know precisely which
courses they must successfully complete in order to be admitted to the CAPS program of their
choice.



Charge 3
Review theinitial proposed program mix and suggest ways to enhance, clarify, or further re-
fine these programs. Provide a suggested process for developing an entirely new degree area
where few if any experts may exist within the Rutgers community.

A variety of programs were mentioned in both the initial CAPS proposal as well as subsequent
revisions. These include, among others, potential programsin: (a) administration of justice, (b)
aviation, (c) extension services (jointly with extension faculty), (d) hotel and hospitality manage-
ment (jointly with School of Business-Camden), (e) applied computing and Internet technologies,
(f) leadership (jointly with extension faculty), (g) real estate and land development, and (h) rec-
reation management with turf and course specialties (jointly with Cook CPE).

The Advisory Committee believes that, in considering potential programs, serious effort was
made to identify, in a preliminary way, regional workforce and degree completion demand. The
recent survey, sponsored by the New Jersey Commission on Higher Education, of the state’'s two-
year colleges was an important source of data, as were workforce demand data avail able through
both the state and Rutgers. On the basis of the data presented to us, we believe that the above mix
of programs appears reasonable, but without more detailed market analysis, we are not in a posi-
tion to further refine the list or to make judgments about the relative need for the various sug-
gested programs. More important, we cannot judge the academic suitability of the proposed ini-
tial programs without more detailed program proposals.

The Advisory Committee recognizes that the CAPS proposal is intended to provide vision, struc-

ture, and guidelines in how to best establish a new academic structure; it is not intended to substi-
tute for detailed preliminary program proposals. Development of such program proposals should

be the responsibility of the CAPS administration, faculty, and Executive Board.

The development of detailed CAPS preliminary program proposals will entail several special
challenges. First of all, these proposals will need to be developed when CAPS isin itsinfancy,
with anew Dean, probably unfamiliar with Rutgers, and a skeletal faculty. Unlike the case of
proposals devel oped by existing units, the CAPS dean will not have the benefit of input from an
established, tenure-track faculty. Finally, a number of the proposed programs are in areas where
thereislittle, if any, expertisein existing Rutgers units. Our recommendations seek to address
these challenges, as well as to ensure the highest quality CAPS programs.

(10) We recommend that the CAPS Executive Board and other appropriate tenured faculty
member s and academic administratorsbeinvolved early and to a major extent in the devel-
opment of all preliminary program proposalsfor CAPS programs.

Proposals for new programs put forward by existing Rutgers units are developed by established
faculties and academic deans, all tenured or tenure-track and familiar with the university and its
programs. Only then do the proposals proceed upward via the approval process outlined below.
The recommended involvement of the Executive Board and other appropriate tenured faculty and
administratorsin the initial stages of program development will help to ensure that CAPS pro-
gram proposals are devel oped with appropriate input from tenured/tenure-track faculty, that
CAPS has the benefit of relevant expertise within existing Rutgers academic units, and that areas
of possible conflict with other units are identified in atimely manner. We further recommend
that the CAPS dean circulate alist of potential program ideas to all academic deans as a mecha-
nism for identifying faculty who may assist in developing program proposals, as well as a mecha-
nism for identifying potential conflicts before a given proposal is devel oped.



(11) Werecommend that proposed CAPS degr ee programs go through the same approval
process as other new program proposalsthat are developed by existing academic units.

Thetypical process for new program development is an internal review within the appropriate
collegiate unit. It isat this preliminary level that units should explore resources and relationships
within the university (and in appropriate instances, outside the university) to develop in a concep-
tual way the best program proposal possible. Normally, faculty deans work closely with their
chief campus academic officer to assess the appropriate nature of the proposal, availability of re-
sources, enrollment potential, etc. Unitswork with the Office of Institutional Research and Aca-
demic Planning (OIRAP) to anticipate questions and issues of relevance. OIRAP not only pro-
vides advice on the program approval process, but then arranges and conducts an on-site expert
peer review of the program with the aid of an external consultant, who prepares a report against a
set of program approval guidelines. The proposing unit then prepares a response to the report that
is given scrutiny by OIRAP and the University Vice President for Academic Affairs before being
presented by the Vice President for Institutional Research and Planning to the Cabinet. Once en-
dorsed by the Cabinet, the proposal is then presented to the Educational Planning and Policy
Committee of the Board of Governors for additional review, prior to submission to the entire
Board. The normal program approval process generally takes months, often afull academic year,
sometimes longer.

The internal program review processis designed to ensure that careis given to the design and
development of new programs and that resource issues are properly addressed and sufficient at-
tention is given to potential enrollment and service. New programs offered through CAPS must
navigate the same review process to ensure sufficiently well devel oped proposals.

(12) We recommend that CAPS be authorized to award degreesin professional studiesto
differentiate it from existing liberal arts and professional schools.

To appropriately differentiate these and other programs that may be developed at CAPS both at
the baccal aureate degree completion and master degree levels, CAPS should offer unique degrees
in order to further separate CAPS programs from those of existing academic units. Specifically,
we recommend that CAPS be authorized to offer the Bachelor in Professional Studies (BPS) and
the Master in Professional Studies degree (MPS) only. We believe that these new degrees would
appropriately distinguish the applied and professional nature of the CAPS program.

(13) Werecommend that, in developing new programswith few internal existing resour ces,
CAPS utilize program planning committeesthat have representation of tenured faculty
from cognate disciplines.

One of the particularly challenging tasks faced by CAPS will be the development of new pro-
grams in areas where there may be limited existing expertise. Aviation and Real Estate and Land
Development are two such examples. In developing new major programs, CAPS should establish
acurriculum planning committee for each new program proposed. Each of these program plan-
ning committees would have representation of tenured faculty from academic units most closely
aligned with the new program area. The role of these program planning committees would be to
develop the proposed new curriculum and to work with external consultants to insure the creation
of ahigh quality program. The processis similar to that developed by the School of Business-
Camden for its newly approved Hotel and Hospitality degree. The program planning committee
would complete a preliminary program document that would be forwarded to the CAPS dean and
Executive Board.



Charge4
What resources or mechanisms need to bein place to assure quality support
services for CAPS students and programs?

The ability of CAPS programs to remain attractive and competitive will depend on the strength of
services that support the academic programs-- computing, library, advising, and other infrastruc-
ture support as well as CAPS ability to market successfully its programs to potential students.
Because CAPS will be a self-sustaining and revenue generating unit, and its programs will be
offered off-campus, the need for quality support services that address the specific and unique
needs of CAPS students in off-campus locationsis critical. While there may be operations that
can capitalize on existing Rutgers infrastructure (such as current library resources), a support ser-
vice infrastructure unique to CAPS will need to be maintained. The Advisory Committee has
considered the infrastructure support outlined in the CAPS proposal that includes such items as
personnel for marketing, secretarial, advising, site management, and computing support and con-
cursthat these activities are important for CAPS success. Additionally, appropriate facilities and
equipment to support the programs need to be included. Asaresult, we make the following rec-
ommendations.

(14) Werecommend that the costs of quality support services be built into the budgeting
model for CAPS.

While there are numerous basic support costs that must be part of the CAPS budget, such as sec-
retarial support and facilities infrastructure, the Advisory Committee considers the following sup-
port services apriority for the delivery of quality programs.

Computing support to ensure that instructional systems, websites, and electronic communications
are maintained for CAPS isrequired. Links to RUNet and other resources such as NJedge.net are
key to both the academic and administrative function of CAPS. Staff and infrastructure (network,
equipment, software, maintenance) should be built into the budget.

Library/information services need to be designed to meet the needs of distance learners and deliv-
ered primarily through the network. While CAPS students will have accessto all of the Librar-
ies’ electronic and print resources, most CAPS programs will reguire the acquisition of resources
that go beyond what is ordinarily acquired, such as specialized trade and professional literature.
Additionally, alibrarian whose responsibilities include the coordination of all distance education
support, such as onsite instruction in the use of information resources for course-related work and
life-long learning, development of online reserve readings and tutorials, e-mail reference and con-
sultation, and technical programming, will ensure that information support iswell coordinated
and responsive to student and faculty needs.

Academic advising and counseling will be an important function for CAPS students and will re-
quire the professional support of individuals who are familiar with adult education. As CAPS stu-
dents may be entering the program with professional experience and/or transferring from other
programs, personnel with portfolio assessment expertise will be necessary to allocate academic
credit and advise on programs.

(15) We recommend that academic support services personnel be integrated into appropri-
ate CAPS committees and other organizational structures.



The successful delivery of academic support for CAPS will depend on mechanisms that facilitate
the responsiveness of these services to current and changing CAPS needs. In order to ensure that
they work effectively, personnel involved in the design and delivery of these services should be
integrated into appropriate CAPS committees, as well as other university structures, to leverage
activities between CAPS and other university units.

Charge5
What mechanisms are needed to minimize the perception of or the possibility of potential com-
petitive programmatic overlap with existing academic units? How may mutually beneficial col-
laboration be encouraged and devel oped between CAPS and our existing academic units?

Although the mission of CAPS differs from the mission of existing academic units at Rutgers,
both these units and CAPS can benefit in important ways from each other. Some traditional aca-
demic units, for example, may wish to work collaboratively with CAPS to offer new off-campus
programs, which could enhance the resources available to on-campus programs. These units also
may wish to use selected CAPS faculty to teach on-campus courses. Likewise, CAPS, anew
Rutgers unit, can benefit from the strong reputation of the Rutgers units, such as GSE, SCILS,
SSW, Nursing, GSM and SMLR, who have offered off-campus credit courses and programs for a
decade or more.

The possibilities for mutually beneficial collaborations are particularly strong among the three
University College units and CAPS since the missions of both the University Colleges and CAPS
focus on providing educational opportunities to adult students. Some students seeking admission
to CAPS, for example, may need to take lower division liberal arts courses offered by FAS fac-
ulty to UC students, or they may wish to take upper level liberal arts el ective courses offered to
UC students.

Thereisalso the possibility of collaboration and cooperation between CAPS and University Ex-
tension, particularly for those extension programs that offer continuing professional education.
Collaboration with CAPS may help extension programs identify new sources of students, addi-
tional areas for program development, and additional instructional talent. And CAPS can benefit
from the strong rel ationshi ps between extension programs and their constituencies, who may wish
to obtain baccal aureate or advanced degrees.

The structure we envision for Rutgers programs aimed at adult learnersis thus one in which
CAPS takes maximal advantage of expertise within existing academic units and is tied to those
units by a network of mutually beneficial collaborative efforts. This model for CAPSisclearly
more administratively complex than a CAPS almost completely separate from the rest of the uni-
versity. Asnoted elsewhere, however, the Advisory Committee believes that the integrated
model will best serve the university's educational mission and provide off-campus applied and
professional programs of the highest quality. We believe, furthermore, that the ability of CAPS
to draw on the expertise within a major research university is what can distinguish CAPS pro-
grams from those offered by for-profit institutions.

Clearly, therefore, some overlap between the activities of traditional academic units and CAPS
may be beneficial. On the other hand, it isimportant that dysfunctional competition or disputes
over the locus of programs be avoided. For this reason, we have developed several recommenda:
tions.
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.(16) Werecommend that CAPS and existing units within Rutger s be encouraged to work
together when mutually beneficial interactionsare likely to occur.

Existing schools may choose to work with CAPS or make use of infrastructure devel oped by
CAPS; but in all such cases, it will be voluntary and the result of mutual agreement. When fac-
ulty in traditional units have expertise that relates to a CAPS program, cooperative efforts should
be developed to use that expertise to help maintain the highest quality programs. Thiswill re-
quire some flexibility within the University so that, for example, tenure-track faculty might be
transferred to CAPS for fixed periods of time and their evaluation and promotion criteria appro-
priately altered during this period of service.

If CAPS identifies the need for a program in an areathat is closely related to the educational ac-
tivities of another Rutgers academic unit, CAPS will confer with the dean and faculty of that unit
about the unit’ s willingness to either offer the program itself or work collaboratively with CAPS
to offer the program. Should the unit decide within a reasonable time to offer the program itself,
it will be permitted to do so. Should the unit not take action to plan and offer the program within
areasonable time, CAPS may initiate the program.

It is expected that disputes as to which unit or units should offer new programs will be resolved
by the faculty and deans of the affected units. Should this not be possible, the disputes will be
resolved by the University Vice President for Academic Affairs. Any new programs, whether
developed by CAPS or some other academic unit, must go through the traditional academic re-
view process, including approval by the President’s Cabinet, the Board of Governors, and the
Commission on Higher Education.

Rutgers University should develop and implement a coherent and transparent marketing strategy
for al its programs that are oriented toward adult learners. Any potential student who wantsto
take courses or major in a program oriented toward adult learners should have access to informa-
tion about all such programsin an easy-to-use format.

(17) Werecommend that CAPS work with each of the three University Collegesto deter-
minethe extent to which CAPS infrastructure and programs could be used to further the
adult education mission of UC, and vice versa.

CAPS and the three UCs target the adult learner, but do so through a different mission. There are
obvious benefits to adult students that CAPS and the UCs, working together, should explore.
Proactive efforts at collaboration, cooperation, and coordination between CAPS and the UCs will
result in comprehensive and seamless educational opportunities for adult learners throughout the
state. For example:

= Joint marketing of opportunities and programs for adult students at Rutgers University.

= Easeintransferring from UC to CAPS and from CAPS to the UCs, depending on articu-
lation agreements reached by the governing bodies (i.e., faculties and/or fellows) of each
of the colleges.

» Facilitating the completion of distribution requirements by CAPS students through
courses offered (or, in the case of UC-NB, brokered) through the UCs

= Cooperating in the development of portfolio assessment that might be standardized be-
tween the UCs and CAPS.
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(18) Werecommend that ongoing professional off-campus programs within the university
(eg., GSE, SSW, GSM, SCILS, SMLR, GS-N, Nursing, Public Administration) continueto
have the same autonomy that they now enjoy.

Many Rutgers professional schools operate off-campus academic programs serving professionals
throughout the state. Each of the academic units now operating such programs (including, but not
limited to: GSE, SSW, GSM, SCILS, SMLR, GS-N, Nursing, Public Administration) must be
able to continue to operate them as they currently do. Each of these academic unitswill continue
to decide what to offer, when, and through what particular delivery mechanism. Scheduling for
these off-campus programs should continue to be under the jurisdiction of the respective aca-
demic units, aswell as faculty appointments, compensation, fiscal accountability, and academic
support. These units should consider whether CAPS can provide an additional service mecha-
nism through which new innovative programs may be developed cooperatively.

(19) Werecommend that CAPS not offer liberal artscoursesor lower-level applied and pro-
fessional cour ses.

Prospective CAPS students needing general education or pre-requisite courses should be directed
to one of the Rutgers University colleges or to a community college.

(20) Werecommend that any Artsand Sciences cour ses offered at any of the CAPS off-
campus sites be offered under the auspices of the appropriate University College and that
theinstructorsin these cour se be supervised by therelevant FAS department.

Since the University Colleges do not have faculties, the UC Dean would have the task of negoti-
ating with the appropriate FAS department on his or her campus to provide and supervise thein-
structors for such off-campus courses, as the UC-NB Dean now doesin the case of Saturday
classes. Thiswill help to ensure that such courses provided to adult students off-campus meet the
same standard as courses offered on-campus.

Charge 6
What are the characteristics necessary in a successful CAPS Dean?
Define and describe the job and an appropriate search process.

The task of attracting a Dean will be particularly challenging. In rapid order the CAPS dean will
be expected to:

= Establish CAPS as a high quality academic unit.

= Forge cooperative and mutually beneficial alliances with existing professional schools,
and work collaboratively with existing deans and faculties.

» Provide vision and direction to an entirely new faculty, encouraging high quality instruc-
tion, student support, and a commitment to quality, innovation, and flexibility.

= Develop alliances with community colleges and a distributed |earning network that not
only could support CAPS programs, but that could also serve existing off-campus pro-
grams for those units wishing to take advantage of CAPS infrastructure.

» Integrate CAPS into the fabric of the university as a university-wide resource for aca-
demic units on al three campuses.

= Achieve the business goals and expectations for CAPS, i.e., CAPS must be self-
sustaining within several years, and preferably generate resources for redistribution else-
where within the university.
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Clearly, selection of the right candidate is critical to CAPS success. The successful candidate
will set the tone for collaboration, business perspective, and commitment to quality that will last
far beyond his or her tenure in that position. Accordingly:

(21) Werecommend that the President establish a decanal search committee with broad
university representation.

The CAPS dean should embody the following characteristics:

* An earned academic doctorate from an accredited university.

» Demonstrated academic leadership and arecord of successin an academic environment.

» Knowledge of higher education issues and trends, particularly as they concern adult pro-
fessionals.

» A record of successful college teaching.

» A record of innovation in the development, and implementation of distributed and dis-
tance programs.

» Experience as an academic administrator including planning, budget management, and
staff supervision.

» Demonstration of entrepreneurship.

The option for tenure should be available.

The search committee should consist of representatives selected from the tenured faculty ranks,
professional school deans, and the administration, with the mgjority from the former two catego-
ries. The selection of the first CAPS dean will be critical to the successful development of the
college and should require deliberation by more than one academic officer. Accordingly, the
search committee recommendation(s) should be presented to both the University Vice President
for Academic Affairs and the Vice President for Continuous Education and Outreach, who will
then present ajoint recommendation to the President.

Charge 7
Explore the possible relationship between CAPS and Rutgers University Extension. Arethere
Extension faculty who may be able to contribute to CAPS programs without negatively impact-
ing their own mission? Arethere other waysin which CAPS and Extension may cooperate to
their mutual benefit?

Rutgers Cooperative Extension (RCE) and CAPS have several similarities and can synergistically
provide educational opportunities for New Jersey residents. RCE maintains a physical presencein
every New Jersey county. The faculty and staff deal directly with over one million state residents
(off-campus) each year. The programmatic focus of RCE isto help keep New Jersey agriculture
viable and competitive, encourage productive futures for youth, strengthen families, teach finan-
cia awareness, enhance environmental resources, and improve food safety and nutrition. The
Office of Continuing and Professional Education is alied with RCE and is a self-supporting, en-
trepreneurial enterprise that offers short courses and conferences to teach and reinforce skills
needed for modern agribusiness, environmental management, the life sciences, and youth and
community devel opment.
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(22) We recommend that close cooperation should be pursued between CAPS and Univer -
sity Extension, including, but not limited to:

» Advertisement and cross-promotion of programs: RCE isin direct contact with the
constituency CAPS seeksto serve.

» Useof RCE faculty: RCE off campus programs do not currently lead to the awarding of
adegree. However, some of the programmatic initiatives of RCE may form the basis for
a CAPS degree-granting program, with input from Extension faculty.

» Useof RCE facilities: RCE off-campus stations are currently tied into or will shortly be
tied into the main Rutgers campuses through voice-video links. These facilities may
serve as locations from which courses can be shared with other off-campus locations or at
which CAPS may take advantage of some on-campus course.

» Useof tenured RCE faculty: Senior extension faculty have been awarded tenure through
the same rigorous process at the university as other tenured colleagues, with an emphasis
upon service and teaching. They may prove to be valuable assets to CAPS committees
dealing with hiring and promoting CAPS faculty. In addition, RCE faculty and staff have
very practical knowledge and skills. They can serve to help guide program devel opment
aswell as participate in instructional activities.

In addition to the resources available to CAPS through Rutgers Cooperative Extension, several
professional schools have extension programs and extension faculty. Collaborative relationships
between CAPS and these professional schools (such as GSE, SCILS, SMLR, GSM) can benefit
both the professional schools and CAPS. Professional school extension programs, for example,
have existing constituencies that can help CAPS recruit degree-seeking students. Faculty and
instructors teaching in extension programs may be a source of instructors for CAPS credit
courses, and vice versa. Joint marketing by CAPS and professional schools could increase en-
rollmentsin courses offered by either or both units. Professional extension programs could be an
incubator for future CAPS degree programs. And cooperative rel ationships between professional
school extension faculty and staff could help facilitate eventual collaboration between CAPS and
the credit-bearing programs offered by professional schools at Rutgers.

Charge8
Suggest a name for the new unit that does not cause confusion with
existing Rutgers colleges or schools.

The Committee recognizes there is some sengitivity to the use of RU-CAPS. Nevertheless, the
Advisory Committee has not identified a name for the new school that would be better than
CAPS. Confusion with University College can be minimized through consistent reference to the
new college as the College of Applied and Professional Studies, Rutgers University (i.e., CAPS
or CAPS-RU, rather than RU-CAPS).

Ray Caprio — Co-chair James Miller — Co-chair
Martha Cotter Emmet Dennis
Marianne Gaunt Haym Hirsh

Harry Janes BarbaralLee

Michael Mundrane Andrew Norris

Rosa Oppenheim Sam Rabinowitz

Mary Ann Scoloveno
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Appendix 1
Listing of Presidential Charges

Charge 1
Suggest ways to ensure academic freedom and appropriate oversight of programs. The potential

role of tenured/tenure track faculty and their relationship to the proposed school as away to ad-
dress these issues should be considered as well as other suggestions?

Charge 2
Explore our existing transfer articulation agreements and the admission of upper division stu-

dents. Are changes needed to accommodate the adult and place bound learner targeted by CAPS?

Charge 3
Review the initial proposed program mix and suggest ways to enhance, clarify, or further refine

these programs. Provide a suggested process for developing an entirely new degree area where
few if any experts may exist within the Rutgers community.

Charge 4
What resources or mechanisms need to be in place to assure quality support services for CAPS

students and programs?

Charge 5
What mechanisms are needed to minimize the perception of or the possibility of potential pro-

grammatic overlap with existing academic units? How may mutually beneficial collaboration be
encouraged and devel oped between CAPS and our existing academic units?

Charge 6
What are the characteristics hecessary in asuccessful CAPS dean? Define and describe the job

and an appropriate search process.

Charge 7
Explore the possible relationship between CAPS and Rutgers University Extension. Arethere

Extension faculty who may be able to contribute to CAPS programs without negatively impacting
their own mission? Are there other waysin which CAPS and Extension may cooperate to their
mutual benefit?

Charge 8
Suggest a name for the new unit that does not cause confusion with existing Rutgers colleges or

schools.
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Appendix 2

Comparative Listing of Public AAUs
and regional private AAUs
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