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Chapter VI

Decentralization

This chapter presents a plan for decentralization and growth as Brookdale evolves from a single- to a multi-campus institution through the development of its sites.  In addition to its main campus in Lincroft, the College operates six sites: one Branch Campus (BC) in Western Monmouth, four Higher Education Centers (HECs) located throughout the county in Asbury Park, the Bayshore, Long Branch and Wall Township, and one instructional site at Sandy Hook.  This chapter presents the growth and enrollment goals for the BC and HECs and plans to develop and manage those factors that have been identified to significantly affect growth, including:

· Academic Program and Course Offerings

· Scheduling and Enrollment Monitoring

· Recruitment, Marketing and Community Outreach

· Student Development and Student Life

· Facilities and Technology

· Organizational and Leadership Development

Relation to the Mission and Importance/Priority for the Next Five Years

As stated in Brookdale’s institutional and organizational goals promulgated by the vision, values and mission of the College, the sites provide extended access to all persons in Monmouth County and central New Jersey.  Although Brookdale’s primary location continues to be the Lincroft campus, the sites are an integral part of “One Brookdale,” an institutional commitment to achieve a consistent and comparable level of quality and appropriate levels of service at all sites.  The sites are a coordinated, integrated network of locations committed to common values, common levels of quality and service, and a common institutional mission operating within the framework of common rules and governance. The sites are specifically responsible for providing quality learning that may be unique to that community.

Brookdale’s transformation to a decentralized multi-campus institution marks a significant milestone in its development.  Beyond merely offering courses at various sites, campuses are being established at which students are able to complete their entire degree with access to a full range of services and student life activities without ever going to the main Lincroft campus. The growth of the sites comes at a time when enrollment at the Lincroft campus is being impacted by capacity issues thus making the decentralization initiative a high priority for the College to address within the next three to five years.  At a critically important point in its development, a new Brookdale is being defined in the context of “One-Brookdale – Multiple Gateways.”

Enrollment Goals

Goal:  Establish enrollment goals to guide the expansion of programs, services, facilities and staffing at the sites.

The growth of the College is contingent on enrollment for which the sites will play an increasingly important role.  While not formulaic or an exact science, some of the factors that contributed to the 22% enrollment growth of the sites in 2005-2006 were the significant increase in course offerings, more aggressive marketing and recruitment, continued emphasis on community outreach, increased student services and counseling and, perhaps most important, the reorganization of the BC/HEC department to report to Educational Services, a change that fostered increased integration of the sites into the academic mainstream of the College.

The sites represent tremendous potential for growth in the future. With the increased institutional support and enhanced collaboration between and among the sites and Lincroft-based staff, an overall 20% FTE increase is projected in enrollment for the sites each fall for the next three years beginning in fall 2007.  The increase may vary from site to site based on factors such as the facility capacity and the market share of local residents currently attending the College.  In all cases, growth will be guided by the principles and practices that promote student success and excellence in teaching and learning.

The enrollment growth initiative will be led by the Dean, Communiversity and BC/HECs in conjunction with the site directors, Educational Services staff, academic division and department chairs and the faculty.  The initiative will be collaboratively planned, communicated and monitored through the College’s enrollment reporting venues and accountability will be measured by achievement of projected enrollment goals.

Academic Program and Course Offerings

Goal: Increase local access to more Brookdale academic programs to address community and student needs and achieve enrollment goals.

Site Classifications and Development

According to the Commission on Higher Education of the Middle States Association, Brookdale operates one Instructional Site at Sandy Hook, four Additional Locations, each being a HEC, and one Branch Campus.  Middle States defines those locations as follows:

· An Instructional Site is a location, other than a branch campus or additional location, at which the institution offers one or more courses for credit.

· An Additional Location is a location other than a branch campus, that is geographically apart from the main campus and at which the institution offers at least 50% of an educational program.

· A Branch Campus is a location of an institution that is geographically apart and independent of the main campus of the institution.  The location is independent if the location: offers courses in educational programs leading to a degree, certificate, or other recognized educational credential; has its own faculty and administrative or supervisory organization; and has it own budgetary and hiring authority.

In contrast to the Middle States Commission, the New Jersey Commission of Higher Education defines a Branch Campus as “a physical facility located at a place other than the institution’s principal campus offering one or more complete programs leading to a degree.”

After a brief interruption in 2005-2006 in the development efforts of the Western Monmouth branch campus due to state-wide and local budget issues, the development of that site will proceed according to the Middle States guidelines.  Within the next three to five years, the College will apply for branch campus designations only from the New Jersey Commission for two other centers.  The first application will be submitted in 2006-2007 for a Southern Monmouth campus at the site of the Wall HEC and a second application will be submitted in 2007-08 for a Northern Monmouth campus at the site of the Bayshore HEC.  A plan will also be developed to provide more efficient and expanded service to the Asbury Park and Long Branch HECs in the form of either a single Eastern Monmouth campus or a dual-site collaboration with expanded programs and services appropriate for both communities.

Program and Course Offerings

The programming at each of the sites will develop through a set of “Core Transfer Programs and Courses” and career programs based on the College’s most popular degrees and the unique needs of the region.  The Core Programs will include the College’s four Associate of Arts transfer degrees in Humanities: Liberal Education Option, Business Administration, Education, and Social Science and the Associate of Science degree in Criminal Justice.  The branch campuses will offer all the courses required for the degrees appropriate for that site phasing in each program over time as the enrollment grows. The HECs will offer at least 50% of the general education and required courses for the degrees appropriate for the site phasing in the full degrees as the sites progress toward branch campus status.  All programs will exhibit seamless continuity with the Lincroft programs in terms of coursework, academic standards, support services and operational procedures.
“Unique Degrees” may also be offered at the sites based on documented local needs, facility capability and/or specific Educational Services programming goals, e.g., the Weekend College Business Administration program at the Wall HEC designed to articulate with the proposed Communiversity weekend Business Administration baccalaureate degree.  The “unique degree” may be a program already offered at the Lincroft campus that will be expanded to one or more of the regional sites.  In more unusual cases, the unique degree may be a new program developed for a specific location.  The feasibility of the unique degree will be evaluated in terms of cost, dedicated space requirements and exclusive equipment needs versus the projected enrollment to offset those resources.  If deemed feasible, the program will be collaboratively planned with the appropriate academic department according the College’s standard procedures for new program development and jointly promoted through the academic department, site director and marketing department.

The “Core Courses” will include basic skills and lower-level general education courses that are applicable to multiple degrees and the College’s five to ten most popular and highest-enrolled courses.  These courses will be offered in sufficient number to reach the site’s enrollment goals according to the space and technology capability of the site.  Again, unique courses may be offered on-site or via distance education, to address specific needs if deemed to be an efficient and effective use of resources.

Lastly, workforce development and non-credit programs and courses will be jointly planned and implemented in conjunction with Outreach, Business and Community Development (OBCD).  These programs will be scheduled to ensure adequate and appropriate space for both the credit and non-credit offerings with sufficient sections scheduled to meet community needs and achieve enrollment and revenue goals.  The programs will focus on health care and computer training as well as an expanded array of summer camps programs, and courses of interest to newly defined markets: e.g. the increasing number of senior citizen life-long learners projected to live in the County.

The “Academic Program and Course Offering” initiative will be led by the Dean, Communiversity, BC/HEC Department in conjunction with the site Directors, Educational Services, Division and Department Chairs and faculty and the OBCD staff.  The work will be integrated in the college-wide program planning processes and procedures.  Accountability measures will include periodic review of community needs assessments to identify and develop new program offerings and a review of course offerings every semester to ensure adequate scheduling options for students.
Site Plans

Western Monmouth: Branch Campus

The Western Monmouth site, located in the county seat in Freehold, is the College’s first branch campus, having received that designation from both the New Jersey and Middle States Commissions in 2005.  The campus’ service delivery area includes some of the College’s largest “feeder” high schools and a large untapped enrollment potential of residents in the western panhandle of the county.  The site currently draws most of its enrollment from the Freehold, Howell and Englishtown/Manalapan municipalities. In fall 2005, the student body was comprised of approximately 70% freshmen students, 34% of whom were first-time students. The students were enrolled primarily in the College’s “Core Transfer Programs” with a significant number of students also interested in pre-nursing.  The site is also the home of the Brookdale-Rutgers Partnership that facilitates transfer from Brookdale to Rutgers’ on-site baccalaureate programs in Liberal Studies, Criminal Justice, Labor Studies and Employment Relations, and Nursing.

Of the “Core Transfer Programs”, the Humanities, Liberal Education Option and Business Administration programs are currently offered.  The Education, Social Science and Criminal Justice programs will be phased in over the next three years as enrollment grows.  Unique programs will focus on serving the large local legal profession with courses from the Paralegal Studies AAS Program which is a major feeder to the Rutgers’ Liberal Studies baccalaureate degree.  If enrollment warrants, the full Paralegal Studies degree will be offered.  The Business Program, Food Service Management Option that was recently moved from the Lincroft campus to Western Monmouth will be heavily promoted to the local food service industry to build enrollment in that program.  Expanded course offerings in Fashion Merchandising, retail sales and customer service may also be successful at the site due to its proximity to the Freehold Raceway Mall.  The facilities at the Western Monmouth campus for computer training, food service, food preparation and health care allow for continued growth in these high-demand areas for both credit and non-credit programming.

Southern Monmouth: Wall HEC and New Jersey Coastal Communiversity

The Wall HEC is the next site scheduled for development as a branch campus according to the criteria of the State of New Jersey.  This site is the newest and fastest growing of all the sites with the most up-to-date and extensive array of instructional technology.  The site draws its enrollment primarily from the Belmar/Wall, Neptune, and Howell municipalities. The student body has the largest proportion of sophomore-level students (25%) of all the sites most of whom are enrolled in the College’s “Core Transfer Programs”.  This site is the home of the New Jersey Coastal Communiversity, the partnership of eight New Jersey colleges and universities that offers associate, bachelor’s and master’s degrees in Business, Criminal Justice, Education, Health Sciences, Information Technology and Liberal Studies.

The New Jersey Branch Campus proposal will be submitted during academic year 2006-2007 to offer full degrees in all the “Core Transfer Programs.”  Unique Brookdale program and course offerings at this site will continue to be selected according to articulated Communiversity degrees and pre-requisites for admission to the baccalaureate programs.  Programming may be unique in terms of content as well as delivery with a strong emphasis on distance education and specially scheduled intensive daytime, evening, weekday and weekend programs.  The Wall campus will feature the Communiversity dual admission programs to encourage students new to BCC to begin planning for completion of their baccalaureate degree through the Communiversity.  The Communiversity dual admission program will be piloted at Wall for future expansion throughout all of Brookdale’s sites.  The Math, Science Technology Network programs should be expanded to provide more opportunities for teacher training and non-credit programs targeted for the growing population of well-educated retired professionals should be offered.

Northern Monmouth: Bayshore HEC

The Bayshore HEC is moving into a new location in fall 2007 that will provide upgraded and expanded facilities. The site draws most of its enrollment from the Keansburg, Keyport, Hazlet and Middletown municipalities.  The student body is comprised primarily of freshmen-level returning students enrolled in the College’s “Core Transfer Programs” and in pre-nursing.

In 2007-2008, the College may apply for branch campus status for the site and phase in offering full degrees for all the “Core Transfer Programs” along with a significant increase in offerings of basic skills and lower-level general education.  First-year preparatory courses for Pre-Nursing, Pre-Radiologic Technology, and Pre-Respiratory Therapy that do not require specialized space or equipment will be offered along with several career and associated certificate programs selected among the Business AAS (Business Management), Business Technology Systems AAS, Technical Studies: Business Management Option, Computer Science, Technology, and Early Childhood Education programs.  Some of the new career and transfer programs planned for development at the College (see Curriculum Chapter) will also be considered for the site, particularly programs that do not require specialized dedicated space.

Eastern Monmouth: Asbury Park and Long Branch HECs

The Asbury Park and Long Branch HECs are similar in many respects. Both centers serve lower-socio-economic communities that have high unemployment, large immigrant populations (Haitian and Latino), a high number of single-parent households with children and non-English speaking residents.  Both communities are designated Abbott School Districts that are experiencing significant federally and state-funded redevelopment efforts that will foster resurgence in the arts and local cultural events.

Enrollment at both sites draws primarily from the Asbury Park/Ocean, Long Branch, and Neptune municipalities with a population of freshmen-level first-time students larger than the other site.  Enrollment in the pre-nursing program is also largest at these sites, followed by enrollment in the “Core Transfer Programs,” and career programs in Early Childhood, Human Services and Business.  Both sites offer highly-enrolled summer EOF programs with special services provided throughout the year for this population.

The Long Branch HEC offers a variety of on-site urban services including the grant -funded non-credit ABE, GED, ESL program; Displaced Homemaker Program; Literacy Volunteers; the Visiting Nurses Association, community partnerships with the UEZ Workforce Development Initiative; and the Long Branch Collaborative Community Programming.  The Asbury Park HEC also has strong partnerships with the Asbury UEZ, the Asbury Works job placement organization and New Jersey Workforce Development, collaborates on the promotion of the Culinary Arts program offered at the Culinary Education Center and also offers the Displaced Homemaker Program.

As Additional Locations, both sites offer at least 50% of the “Core Transfer Programs” and multiple sections of basic skills and 100-level general education.  While it is unlikely that either of the sites will develop to branch campus status within the time frame of this master plan, some upper-level Business and Education courses should be scheduled at each site to allow students to progress further in those degrees on-site without having to go to the Lincroft campus.  Staffing and services to provide additional support for under-prepared students are needed.  This funding should be pursued through multiple sources including EOF, Upward Bound, BIG and other grant opportunities.

More than the other Brookdale locations, these communities need workforce development career and certificate programs to support redevelopment efforts and prepare residents for jobs.  The Monmouth County Planning Department data cite an increased need for retraining specifically in the growth areas of health care, computer science, teaching, retails sales, building and grounds, construction and food preparation.  The Retail Skills Training Program could be expanded to serve part-time evening and weekend students and the Optimist Teacher Training programs can be expanded to better serve the needs of the school district.  Prompted by the success of the Pharmacy Technician program offered at Asbury Park, additional programs in health care such a Phlebotomy Technician or nursing aide program should be offered.  On-site summer camps could also benefit these communities.

Marketing, Recruitment and Community Outreach

Goal: Establish a Marketing Plan, in conjunction with the College’s Marketing Department, to assist in the dissemination of information regarding the expansion of programs, services and site specific activities and events.

· Clarify the awareness and strengthen the image of the regional sites, their programs, services, events and activities;
· In conjunction with the appropriate departments, develop and implement a comprehensive public relations and marketing plan to increase the positive image and to disseminate information about programs and services offered at each site;

· Examine and recommend alternative avenues for marketing efforts and activities;

· Conduct a communications audit of official College promotional literature in order to assess similarity of content and style, as well as establish common themes and messages;

· Provide feedback on existing public relations and marketing efforts as to the effectiveness and outreach to new markets.

Develop Recruitment strategies and outreach activities, in conjunction with the College’s Recruitment staff, to enhance enrollment growth efforts and to identify new markets within each of the regional communities.

· Assess current recruitment efforts within site communities making recommendations for enhancement;

· Branch and HEC Directors plan and execute local supplemental recruitment activities;

· Strengthen existing relationships with feeder high schools and develop new contacts with local feeder community programs;
· Develop new campus visitation programs, family information events and career exploration opportunities;

· Establish routine site visits and on-campus events for high school counselors 
Maximize Community Outreach efforts, at each site, to reflect the College’s commitment to strengthening existing and building new relationships within the site communities to identify and assess the need for local programs and services.

· Build active Community Advisory Boards with broad community representation;

· Provide College Departments with feedback on community needs for program enhancements and introductions;

· Maintain a Brookdale presence at community events and local activities;

· Work with local Social Service Agencies to assess educational, training and employment needs of local residents;

· Sponsor informational seminars and events at regional sites to serve the local community
· Strengthen existing and build new working relationships with local governmental agencies and boards;

· Maintain “Open Door Policy” for community groups to use facilities at the site
Course Scheduling and Enrollment Monitoring

Goal:  Develop and publicize a multi-semester course schedule that allows students to create a logical course schedule in one of the identified degree programs to complete the degree in two years for a full-time day student and in four years for a part-time evening student.

· Efficiently manage growth and course offerings by increasing the average class size and adding courses sections during the registration process based on enrollment need.
In conjunction with Educational Services staff and the academic departments, a multi-semester schedule will be developed for each site designed to allow full-time day students to complete one of the identified degrees in two years and part-time evening students to complete the degree in four years.  The course schedule will be jointly developed by BC/HECs and academic affairs staff and will ensure a balanced distribution of courses across the day and week at all the sites, maximize facility utilization, promote distance education and hybrid courses and minimize course cancellations.  Unlike the past, the BC/HEC course and scheduling needs will be integrated at the beginning of the college-wide planning processes to ensure a college-wide coordinated and efficient schedule.

The room scheduling process will be fully managed through Resource 25 to maximize enrollment and facility utilization.  The technology-enhanced rooms will be scheduled first to ensure full utilization.  The ITV rooms will be scheduled for distance education first followed by use as smart classrooms.

The course and room scheduling processes will be centralized and spearheaded by the BC/HEC department’s Administrative Assistant in conjunction with the director and support staff at each site, the division administrators and other appropriate Educational Services staff.  Accountability measures will include an analysis of the degree to which Resource 25 room assignments match course needs and maximize enrollment capability.
The enrollment monitoring procedures started in 2005-2006 is a critical component to achieve the growth and enrollment goals. These procedures will be further developed in conjunction with the appropriate Educational Services staff, Division and Department Chairs to streamline and expedite the process.  The site directors will be the primary point-person to monitor enrollment, request additional course sections as enrollment demands, and recommend to the Academic and BC/HEC Deans adjustments to the course schedule to maximize enrollment.  Strategies that will be used to increase capacity will include increasing course/room capacities and, as space allows, converting highly-enrolled ITV sections to on-site sections.  Accountability measures will be an analysis of enrollment and course-fill data against the record of course additions.

Student Development and Student Life
The sites should provide a highly effective learning experience that fosters holistic student development including student preparedness, educational success, workforce preparation, and an appreciation for life-long learning.  Services and staffing must be responsive to the specific needs of each location.

As enrollment increases and course/program diversity increases, the need for enhanced student services, academic support and student life will increase.  If basic skills offerings increase, support for these students increases.  Open computer lab times must be made available for students who are expected to do work outside of class using technology and support for these students in these labs must be available.  Basic library services and student life services should be provided for sites that have full degree offerings.  The increasing number of students at each site will necessitate enhancement of these services.  Although all student activities cannot be replicated at all sites, an appropriate amount of activities should be provided.  Each site should have a Student Advisory Board that can help to assess what is available, how it is used, and what is needed.  Services must be publicized so students know what is available. Whenever possible, technology should be used to help “spread the word.” A Student Success Center must have appropriate services available for students including access to academic and financial aid counseling, career development services and assistance with disability accommodations.  When in-person is not consistently available, remote or on-line services should be made available to students.  Student Development Specialists/Counselors should explore the feasibility of on-line academic counseling to the sites so any counselor on duty could provide this service to a student.  Fundamentally, the academic and student support services offered to the sites must be appropriate for their unique needs.

Student Satisfaction Surveys of the sites should be completed between 2006-08 to assess the needs and create the plans for additional services and facilities where required.  These surveys should be done every two to three years to keep current on the changing populations.  During the off years, brief in-house surveys of entering students should be completed and used for planning and development purposes.

Facilities and Technology

Goal:  Establish decentralized higher education centers that provide appropriate environments for teaching, learning, student life and administration that are supported by a core technological infrastructure and are visually appealing and consistent with the Brookdale brand and the local community.

The generic components of higher education centers include the following:

· Welcome Reception area

· Student Success Center

· Classrooms: with a sufficient number of regular and computer classrooms and ITV distance learning room

· Generic science lab

· Specialized program space for unique credit and workforce development programs

· Multi-purpose room for innovative instructional strategies or special events

· Administrative offices

· Visiting Faculty offices

· Vending/Lounge/Refreshment area

· Sufficient Parking

Our goal is to ensure that each site is a functional higher education center devoted to quality and excellence and based on “Best Practices” for programming, student services, life-long learning, professional development and student life.  An appropriate learning environment and sufficient administrative space must be provided in a way that promotes both community and collegiality among those at the site.  Some basic food or vending services should be available within each site.

Each site should be supported by a core technological infrastructure that utilizes the current technology to deliver programs and services and facilitate connectivity between and among all Brookdale locations.  Courses have varying levels of technology requirements ranging from full-time class use of a computer classroom to occasional referrals to the Student Success Center open lab.  Adequate numbers of computer classrooms and computers in the Student Success Center should be available at each HEC.  The use of wireless technology might offer opportunities that we currently do not have and help to address the needs of our constituencies.  ITSPIII and the FMP must address these concerns.
Organizational and Leadership Development

Goal:  Provide organizational leadership to guide the College through the transition to a decentralized multi-campus organization in the context of “One Brookdale.”

· Provide sufficient administrative, instructional and support staff to promote the growth and development of the sites

The paradoxical challenge of decentralization is the College’s evolution into a multi-campus institution in the context of “One Brookdale.”  This transformation challenges the College, as a whole, to embrace the notions of growth, diversification and dispersed accountability in the spirit of integration and collaboration.  It requires an organizational structure that ensures the delivery of quality learning experiences and services at all sites that are commensurate with the Brookdale reputation and requires staff at multiple levels throughout the institution to promote an understanding of and commitment to extended access and the decentralization initiative.

The organizational alignment in 2005-2006 of the HECs/BC with Educational Services and the strong support of the Executive Vice President provided the strategic positioning for the sites to flourish.  The primary responsibility of the Dean for the department will continue to be strong advocacy for growth of the sites through integration and collaboration with Lincroft-based staff and participation on the academic leadership team.  Through dedicated or shared staff, the dean’s office needs to be provided sufficient administrative and clerical support to manage the department and provide staff to assist at the sites during peak or emergency periods.

Student services staff must grow as the student body develops and changes at each location.  While generalists (Learning Assistant-HEC and Student Services Generalists) form the backbone of the student services staff, specialized knowledge specific to the needs of the assigned location(s) must be encouraged.  Long term, staff hired should be hired with these needs in mind.

The presence of full-time faculty at the sites benefits students and needs to be encouraged and supported.  Ideally, the full-time/part-time faculty ratio should be equivalent at all Brookdale sites, new faculty lines should be established with an HEC or BC as the primary worksite, and current faculty lines should be re-assigned as shared faculty at two or more locations.  Full-time faculty teaching extra sections should be encouraged to teach at a site other than Lincroft and opportunities should be made available for faculty to meet at the sites to see the sites first-hand to promote better decision-making when planning course offerings and teaching schedules.  As an incentive, teaching and participation at sites should be included in faculty recognition and promotional criteria.

The HECs/BC need sufficient administrative and student services staff to ensure the development and maintenance of appropriate teaching and learning environments and the smooth operation of the site.  The sites have evolved with limited, cross-trained staff responsible to provide the multiple services needed to serve students and operate the site.  There is no depth in staffing to adequately cover vacations, extended illnesses or emergencies.  “Floater” staff should be hired to rotate among the sites as needed during peak or emergency periods and provisions should be made for evening administrative oversight on a regular basis Monday through Thursday and on Friday when needed.  To develop college-wide awareness of the emerging multi-campus structure, all job descriptions at the College should include the caveat that any position can be temporarily reassigned to another College location with responsibilities comparable to the band classification of the position.  A staffing plan needs to be implemented that fosters growth through dedicated, mid-management staff, similar to the Director of Student Services, who are responsible to provide leadership and oversight for specific functions at the sites yet report to the “One Brookdale - Central Office” at the Lincroft campus.

In conclusion, the College has made a commitment to achieve a consistent and a comparable level of quality and appropriate levels of service at all sites.  The sites are an integrated network of locations committed to common values, common levels of quality and service, and a common institutional mission operating within the framework of common rules and governance. We must actively communicate our institutional strengths across the College and the community emphasizing our dedication to educational excellence and our commitment to expanded access.
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