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INTRODUCTION
Development and Approval of the Five (5) Year Strategic Plan
The first version of this five-year Strategic Plan was developed during the First Semester of Academic Year 2022-2023, under the
supervision of Dr. Olga A. Benitez Garay, Chancellor, with the assistance of Prof. Maria A. Feliciano Torres- Associate Dean of
Academic Affairs, Prof. Clarissa Santiago Toro- Assistant Dean of Academic Affairs, and the Director of the Library and his staff. The
Dean of Student Affairs- Raul Hernandez, and the Director of Administration- Marie L. Rivera Sevilla- and their staff, contributed very
valuable information. A review of the plan was conducted in September 2025. The team in charge of the review was composed of a
combination of trustees, the Interim Chancellor, and an external consultant familiar with institutional accreditation.

Members of the CEAPRC Community participated in the development of the plan through SWOT Analysis and Strategic
Planning focus groups. The focus groups that participated were: office directors, non-faculty staff, faculty members, and students.
Final Approval
The Strategic Plan was recommended for approval by the Academic and Administrative Council, and approved by the Board of

Trustees. It was designed as a document that could be updated in conjunction with the analysis of changing context and circumstances.



INSTITUTIONAL OVERVIEW
The Centro de Estudios Avanzados de Puerto Rico y el Caribe (CEAPRC, in Spanish) is a private, non-profit institution offering five
Master of Arts degrees, and two Doctor of Philosophy degrees (Literature and History). CEAPRC is a non-traditional Institution of
higher education located at Parada 8 on Manuel Fernandez Juncos Avenue in Puerta de Tierra, San Juan, Puerto Rico. CEAPRC is
governed by a seven-member Board of Trustees with a profile that represents the professional, business, academic, social, and cultural
sectors of the Island.

The Mission of CEAPRC is to educate its students in the understanding and appreciation of Puerto Rican art, culture, history,
literature, and sociolinguistic connections, with the Caribbean Region. The Institution also focuses in the global community through its
Master of Arts specialized in International Relations and Diplomacy. CEAPRC ascribes the highest priority to research with the
objective of generating, publishing, and disseminating knowledge on diverse aspects of the Puerto Rican, Antillean, and Caribbean
reality. CEAPRC is part of a long-standing Latin American tradition of advanced studies institutions. This places it among a select

group of academic institutions in this hemisphere.
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GUIDING STATEMENTS

Vision
The CEAPRC will be recognized internationally as one of the renowned centers of thinking, research, and generation of ideas about
Puerto Rico and the Antillean region in the XXI century, and as one of the first options for graduate studies in the fields of
Archaeology, History, History of Art and Visual Culture, and Literature of Puerto Rico and the Caribbean. In addition, it will be
recognized for its strong graduate program in International Relations and Diplomacy, with its global approach. CEAPRC will continue
to develop new programs and/or lines of inquiry in Culture and Art History Studies and related areas. CEAPRC will be recognized for:

+ the prestige and relevance of its graduate programs in the fields of History, History of Art and Visual Culture, Literature,

and Archaeology of Puerto Rico and the Caribbean and related areas of specialization,

* astrong graduate program in International Relations and Diplomacy,

+ the prestige and expertise of its faculty members,

» the quality and relevance of the research and publications its students, graduates, and faculty produce,

* its proactive approach to addressing Puerto Rican, regional, and global affairs,

+ the use of technology to advance institutional effectiveness goals,

+ flexibility in the services to students and the community, based on their needs, and

* alean, but effective organization to support academic and student services.



Mission

CEAPRC is a graduate-level, higher education institution, dedicated to the formation of professionals capable of contributing
significantly to understanding and addressing the different aspects of the social, cultural, economic, and geopolitical reality of
Puerto Rico and the Caribbean area, and its impact on the global community.

The institution offers academic programs at the master and doctoral degree levels to students from Puerto Rico and other
localities, geared to the study, promotion, enrichment, and dissemination of the historic, social, and cultural values of Puerto
Rico and the Great Caribbean.

As an essential element toward this end, CEAPRC gives the highest priority to research activity, in order to generate, publish,

and disseminate knowledge relative to all aspects of the Puerto Rican and Antillean reality.



INSTITUTIONAL ENVIRONMENT

External Environment
Postgraduate education in Puerto Rico, the Caribbean, the US, and abroad has been impacted by:

* technological changes

* global competition

¢ discovery and innovation

* diverse educational offerings

* the educational, demographic, and social profile of incoming students

* achallenging world-wide economic environment

* local laws and policies

* forces of nature (e.g., climate change, natural disasters)
Conscious of the role it has had in Puerto Rico’s socio-cultural development, CEAPRC is always searching for alternatives to enhance
its academic offerings. This initiative focuses on the development of actions geared toward the continuation of contributing to the
sustainable sociocultural enrichment of Puerto Rico and the Caribbean region, including its diasporic communities, through graduate

level education.
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Puerto Rico’s economy has been greatly affected in recent years by atmospheric events, emigration resulting from those forces,
a decline in the birthrate, austerity measures implemented by the Financial Oversight and Management Board for Puerto Rico, the
COVID-19 Pandemic, and interruptions to electric and drinking water services, among others. These events have made CEAPRC
rethink its priorities in terms of infrastructure, a new site, emotional health, and the development of strategies needed to address the
needs of the institutional and neighboring community. In addition, the new fiscal policy approach instituted by the Republican
administration of President Donald J. Trump and related shifts in higher education have impacted the possibilities of external financing
in the foreseeable future, making it more difficult to obtain traditional sources of revenue that previously accompanied income from
tuition fees.

The high cost of providing excellent academic offerings presents challenges that must be faced in the pursuit of strategic goals.
One of the CEAPRC”’s goals is to keep tuition fees at affordable rates. This is why it is urgent to develop projects, approaches, and firm

actions that will ensure the institution’s financial stability and enhance compliance with the institutional Mission.

Internal Environment
As a response to the External Environment of the institution, CEAPRC began to assess its practices and make decisions related to its
future. These decisions have aimed to place CEAPRC on the path to address the challenges of the external environment and to ensure

complete compliance with Junta de Instituciones Postsecundarias (JIP, in Spanish) and Middle States Commission on Higher

10
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Education (MSCHE) requirements, criteria, and standards, which will facilitate the attainment of the strategic goals. Some of the
critical and difficult decisions made by CEAPRC’s leadership are seen as temporary adjustments that can be revised in the future.
Others will be permanent and have become part of CEAPRC’s strategic management and assessment culture. One example of the latter
is the selling of the building that was the seat of CEAPRC for sixteen years; this situation was the cause of much stress for the Board of
Trustees, administrators, faculty members, students, and staff. Tits resulted in the search for a new building to house CEAPRC.
Fortunately, the efforts of the Board of Trustees came to fruition, and the Municipal Assembly of San Juan voted unanimously to rent
the Antigua Carcel Municipal for a period of five years. The task now is to refurbish the building to make it apt as a physical base for
an educational institution that aspires to excellence.

Currently, CEAPRC is ideally located in the Old San Juan Section of the Municipality of San Juan. Puerto Rico. According to
the 2020 Census, San Juan has a population of 355,181 inhabitants (at the time, it constituted 10.8% of the island’s population). Its
location at the entrance to Old San Juan makes it special, given its historical significance and the growth and cultural vibrancy

characteristic of the zone. In addition, CEAPRC has the only accessible library in the area.

Strategic Environment

CEAPRC conducted a SWOT Analysis in the process of developing its new 5-year Strategic Plan. The presentation of the Strategic

Plan offered here includes the institution’s Vision, Mission, and Goals. CEAPRC’s Vision serves as a guide for the articulation of the
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branding process (including the development of logos, slogans, recruitment materials, and communication strategies). All these are
used by the Marketing, Recruitment, and Admission’s Officer to develop and implement the recruitment campaigns, organizational
positioning, and marketing strategy for the following five years.

An organizational diagnosis and a SWOT analysis was conducted in 2023. This SWOT analysis gave a clear picture of the

Institution’s strengths, weaknesses, opportunities, and threats. The following strengths were noted:

* the prestige and heritage of CEAPRC, both in Puerto Rico and abroad

* quality, professional accomplishments, expertise, and commitment of faculty member,

* astable, committed, and proactive governing body, the Board of Trustees)

* proactive and committed administrators and personnel, who are focused on providing the best service to all constituents of the
institutional community

* infrastructure that makes possible online registration, and the availability of courses via distance education

* the quality and rigor of CEAPRC’s academic programs

* unique programs that promote the history, art, culture, archaeology, and literature of Puerto Rico and the Greater Caribbean

* a Master of Arts degree that is unique and not offered elsewhere with a regional focus and specialization in International

Relations and Diplomacy
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* licensing by the Board of Postsecondary Institutions (Junta de Instituciones Postsecundarias, JIP) of the Puerto Rico
Department of State
* accreditation by Middle States Commission on Higher Education (MSCHE)
* multiple collaboration agreements with other private and public higher education institutions; private and public organizations;
and government offices, in and outside Puerto Rico
At the time of the completion of the SWOT Analysis (April 2023), the results demonstrated the need for ongoing curricular
review as a process that is cyclical and aligned with efforts to bolster student learning, as well as steady attention to institutional
effectiveness and marketing. Work in these and related areas has taken into consideration the following issues identified by the
administration as well as comments and collegial advice offered by MSCHE’s Evaluation Team during its virtual visit of April 11-14,
2021.
* Selling of CEAPRC’s seat (the property in Old San Juan that it occupied for decades).
* The need to make improvements to the CEAPRC’s new building in Puerta de Tierra.
* “Increase the Integration of Technology in Academic Programs to Advance Academic Goals and Student Retention.”
*  “Investment in learning design and integration of its new Learning Management System to build on lessons learned during

’

the last year.’
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“A digital management system for the functions of the Academic Affairs Olffice (faculty processes, hiring, theses, evaluation,
etc.”

“Need for CEAPRC to expand the assessment of non-academic departments beyond a student survey.”

“The institution should provide more evidence of the periodic assessment of the effectiveness of student support programs
and experiences.”

“Goals and objectives for each unit along with relevant procedures for assessment would strengthen the culture of
assessment and allow the institution to ensure ongoing compliance with Middle States standards.”

“The institution should provide further evidence of the assessment of the adequacy and efficient utilization of institutional
resources requires to support the institution’s mission and goals.”

“The institution should provide further evidence of periodic assessment of the effectiveness of planning, resource allocation,
institutional renewal, and availability of resources.”

“The Board of Trustees should consider formalizing and documenting its self-evaluative processes.”

“The institution should work diligently to fill open positions and create full-time positions that are appropriate for the

planned growth.”

“Systematic procedures for evaluating administrative units and for using assessment data to enhance operations.”

14
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The analysis also identified a myriad of opportunities, including building upon strengths and opportunities by: (a) developing
new academic programs; (b) taking advantage of the new location in a larger space, and (c) the unique areas of expertise among the
professors. These opportunities can serve as the basis for special projects and activities; and unique agreements with private and public
sectors and other educational institutions, particularly from the United States and Latin America, which could generate opportunities
for students and faculty and also, visibility for the institution.

Aim of the Strategic Plan

The primary aim of CEAPRC’s Strategic Plan is to present a Vision and a set of attainable goals based on a realistic assessment of the
challenges and strengths that will guide institutional development for the next five years. The guiding principle for the development of
the comprehensive five-year Strategic Plan is the concept of implementing systemic long-term initiatives that contribute to institutional
improvement versus exclusive reliance on short-term approaches. These strategic goals and related initiatives, some of which are listed
below as strategies, are assigned to administrators and units (offices) that come together as they implement the plan. The outcomes of
the Strategic Plan will be assessed through the use of objective and subjective measures that will function as indicators of success in
meeting specific academic and administrative goals.

It should be noted that while the plan includes multiple goals, not all goals are necessarily centered for each of the years it
covers. It may be effective, for example, to focus on just a few goals in a single year to impact change effectively. This should be taken

into consideration when annual development plans are drafted, as well as when they are implemented and their impact is assessed. In
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similar fashion, specific strategies that have the most potential to facilitate the achievement of a goal should be pursued on an annual
basis. It is not necessary to pursue each and every strategy every year, especially when the strategy is unlikely to be effective.
Components of the Plan

The five-year Strategic Plan originally presented seven major goals, which, after a careful review conducted at the end of September
2025, have been consolidated into five major goals. The process of review included an assessment of the prior version of the plan as
an instrument, the review of the language used to articulate its goals, the progress made toward reaching those goals, the ability to
measure that progress, and the context in which the institution operated, including matters related to institutional accreditation.

What follows below is not a new plan but one that has been reorganized and aligned with key aspects of the institution’s
context. For each of the major goals, CEAPRC has identified strategies for their attainment, as shown below. The strategies are
operationalized through the implementation of main actions that should be effective in rerms of their ability to support and sustain
institutional improvement.

Goals of the Plan

The five goals of the 2023-2028, Strategic Plan are the following.

* Goal Number 1: Increase enrollment by the application of diverse recruiting tools.

* Goal Number 2: Develop new programs, according to the Mission and Vision of the institution.

16



17

* Goal Number 3: Increase student persistence by employing innovative and measurable strategies.
* Goal Number 4: Increase funding through diversification of sources and growth of enrollment.
* Goal Number 5: Improve technological infrastructure at the administrative and academic levels, including distance
education, in alignment with the Facilities Master Plan.
These five strategic goals are meant to guide the development of CEAPRC for the remainder of the plan’s duration. Achievements and

progress towards goals will be evaluated annually.
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Analysis of Strengths, Weaknesses, Opportunities, Challenges/Threats (SWOT Analysis)
As stated above, based on all factors studied in the preparation of the 5-year Strategic Plan, a SWOT analysis was developed. It
summarizes the strengths, weaknesses, opportunities, and challenges/threats that impact its development. The SWOT Analysis was
conducted utilizing a variety of methodologies including: document review, focus groups, results of assessment, the accrediting
agency’s findings, and questionnaires. The following table summarizes the results. These results should be considered in the

institutional context.
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Strengths, Weaknesses, Opportunities, Challenges/Threats (Identified in April 2023)

Strengths

Prestige and heritage of the CEAPRC in Puerto Rico and abroad

Quality, prestige, expertise, and commitment of faculty members

A committed, and proactive governing body, the Board of Trustees

Proactive and committed administrators and personnel who are focused on providing
the best service to all constituents of the institutional community

Infrastructure that makes possible online registration and the offering of courses via
distance education

The quality and rigor of CEAPRC’s academic programs

Unique programs that promote the history, art, culture, archaeology, and literature of
Puerto Rico and the Caribbean

Unique Master of Arts with Specialization in International Relations and Diplomacy
Accreditation by Middle States Commission on Higher Education (MSCHE)
Collaboration agreements and cooperation with private and public higher education
institutions, private organizations, and government offices, in and outside Puerto Rico

Opportunities

A more spacious place to serve as the seat of CEAPRC
Development of new graduate degrees

Use of best practice strategies to improve student recruitment, enrollment, and
retention while bolstering student learning

Development of a 5-year financial plan

Continuous assessment of faculty, physical facilities, and administrative units to ensure
ongoing compliance with institutional policies and MSCHE Standards and ROA
Creation of a laboratory for the Master’s of Archaeology in the new site

Potential for raising external funds

Development of Special Income Generating Projects

Continuous service improvements through personnel training and development
Technological improvements at CEAPRC

Weaknesses

Facilities requiring restoration or improvement

The ongoing integration of new technologies in academic programs
Integration and development of new Learning Management System

Digital Management System for Academic Affairs Offices

The assessment to non-academic departments, beyond student surveys
Periodic assessment of the effectiveness of student support programs and
experiences

Cyclical documentation of the assessment of the adequacy and efficient use of
resources

Collection of data from non-academic units

Board’s documentation of its self-evaluative process

Open administration positions, delays in contracting timeline

Ongoing revision of procedures for evaluating administrative units and for using
assessment data to enhance operations

Challenges / Threats

Economic factors, including higher costs of living and operations

Decrease in the amount of CEAPRC funding received from the Puerto Rico
Legislature.

Competition with other universities with similar programs
Procurement of funds to restore the new site

Challenging times that require the maximum of creativity, financial discipline and
effort from all members of the CEAPRC community.
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The Five Goals and their Strategies

Strategic Plan Goal #1: Increase enrollment by the application of diverse recruiting tools.

Strategy 1.1: Review the 5-year Recruitment and Enrollment Plan and the admissions requirements of the programs.
Strategy 1.2: Integrate all relevant offices and members of CEAPRC in recruitment activities.
Strategy 1.3: Actively participate in undergraduate and graduate studies’ fairs, peer organizations’ activities, and online platforms of

an academic or professional nature.

20



Strategic Plan Goal #2: Develop new programs, in accordance with the Mission and Vision.

Strategy 2.1: Design, develop, and implement new academic programs along with post-bachelor’s degree non-degree programs.

Strategy 2.2: Strengthen academic programs through ongoing curricular revision to ensure innovation, relevance, and student
engagement.

Strategy 2.3: Recruit and support renowned faculty members with expertise in their content area(s) and commitment to teaching,

artistic creation, scholarship, and research.

21
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Strategic Plan Goal #3: Increase student persistence by employing innovative and measurable strategies

* Strategy 3.1: Develop and improve initiatives focused on enrichment of new students, including the first-semester experience.

* Strategy 3.2: Continue to provide proactive financial aid orientation along with strong student support services.

* Strategy 3.3: Provide academic advising and professional counseling to students.

22
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Strategic Goal #4: Increase funding through diversification of sources and growth of enrollment

* Strategy 4.1: Develop special projects, grant proposals, and special activities to attract external funds
* Strategy 4.2: Continue implementation of fundraising project developed by Board of Trustees
* Strategy 4.3: Leverage alumni networks to attract new students by showcasing successful graduates and their career trajectories.

* Strategy 4.4: Market academic programs outside Puerto Rico
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Strategic Plan Goal #5: Improve technological infrastructure at the administrative and academic levels, including distance

education, in alignment with the Facilities Master Plan.

e Strategy 5.1: Provide a strong connectivity for continuous access to high-speed Internet at CEAPRC.
* Strategy 5.2: Design a plan for the development of the online version of the existing on-site programs (as applicable).
» Strategy 5.3: Enforce the Responsible Use Policy (RUP) developed in April 2023.

* Strategy 5.4: Train and certify faculty in the use of the distance education platform, in dialogue with the instructional designer
who is specialized in distance education and Moodle.

" This plan was revised and strengthened to include clearer and more easily measurable goals in the late summer of 2025. Updates to
this plan that were made in April 2026 focused on clarity of language, correction of typos, and the description of the relationship
between this multi-year plan and annual plans. In June 2026, the language of Goal 5 was clarified to make reference to the separate
Facilities Master Plan and recent administrative appointments. The names of additional administrators were added to this document in
August 2026.
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