To: Dan Klaich
Nevada System of Higher Education

CC: Crystal Abba
Nevada System of Higher Education

David Longanecker

WICHE
From: Dennis Jones
Date: March 31, 2015

Subject:  Baccalaureate Program at GBC

Attachment:  Listing of 2-Year Institutions offering Baccalaureate degrees.

Before getting to your specific question about whether it’s possible to offer baccalaureate programs
at GBC without the college abandoning its community college mission and becoming a state college,
it is probably useful to briefly deal with the concept of “mission.” I have always found it useful to
think about “mission” as having three distinct components:

e Programs offered — the level and disciplines of the programmatic offerings of the institution.
This is the part we always talk about when we make broad categorizations of institutions:

0 Community colleges can offer a wide variety of academic and vocational programs
but confined to the sub-baccalaureate level (programs that culminate in associate
degrees and certificates). They also typically offer remedial and “pre-collegiate”
instruction.

O State colleges offer baccalaureate programs with perhaps a smattering of masters
level programs.

O Universities offer doctoral and professional programs and typically have research and
public service programs within the array of functions they are expected to perform.

It should be noted that program level is the primary distinguishing characteristic. But it’s not
the only one. For example, we often indicate that certain institutions have a “land grant”
mission, indicating an expectation that they provide a unique set of services.

e Clients to be served. There are many potential client characteristics that help to define the
mission of an institution, among them

O Academic preparation, with community colleges traditionally being open access and
research universities being more selective.

Race — for example HBCUs and HSIs.

Geographic region. While it is common for universities and state colleges to be
considered to have statewide missions, it is equally common for community colleges
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to have a more regional focus (either because of a funding structure that ties
community colleges to geographic taxing districts or the realities of commuting
patterns). Services to particular employers or industries also have a distinct
geographic orientation (e.g., mining in the Elko region).

e Unique delivery models — on-line education at Charter Oak in Connecticut, or education
with a heavy practice orientation at institutions like Northeastern University. There are no
institutions in Nevada defined by their unique delivery models.

If we talk about the missions of community colleges and the ways they are changing around the
edges, two trends are noticeable, both of which lead community colleges to provide programs at the
baccalaureate level. The first is in programmatic areas that have historically been within the purview
of community colleges but where program accreditation or licensure of graduates requires a
baccalaureate degree. Programs in the allied health fields are notorious for raising requirements in
this way. Because community colleges have often been the only institutions with capacity in these
fields, it has made more sense to allow them to expand their programs to the baccalaureate level
rather than to start entirely new programs in four-year institutions. Engineering technologies is
another area in which such expansion has occurred, not because of licensure requirements but
because

e The substance of the program has expanded to the point where a two-year program can no
longer cover the required material.

e The hands-on nature of the substance is such that it fits much more readily within the
culture of a community college than a four-year institution with a more theoretical
orientation to the related subject matter (engineering as opposed to engineering technology).

It should be noted that the programs now being offered at the baccalaureate level by community
colleges in this arena are all in the area of technical/vocational programs.

A more common reason for expanding community college programming is to serve the needs of the
students in a service area that cannot be (or at least are not being) served by four-year institutions in
a region. In the case of GBC, this situation arises because the college is the only institution serving a
large geographic area having a low population base. In most states where community college
missions have been expanded, the rationale has been

e There are unmet needs in the service area, especially for applied baccalaureate programs. The
four-year institutions have too little capacity to meet demand.

e Itis cheaper to expand community colleges than to build new four-year institutions (or
expand existing ones).

I’'ve had folks here run a listing of two-year institution awarding baccalaureate degrees. The
takeaways are:

1. Using 2012-13 data, 17 states, including Nevada, had two-year institutions that were offering
baccalaureate degrees. A couple more — Michigan and Illinois — have started down the path
and have likely granted permission for such programs (or will soon). Of these states, Florida
has the largest commitment to this organizational arrangement.

2. At most, institutions are awarding fewer than 30% of their degrees at the baccalaureate level;
most are well below this level.
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3. The programs are almost entirely in applied fields — education, business, nursing and allied
health, computer/information technology, etc. Geotrgia is the only state in which 2-year
institutions are offering true arts and sciences programs, and the numbers are very small.

4. The states with the greatest involvement can be characterized as

O States with very large community college system and restricted capacity at the 4-year
level (e.g., Florida, Washington, Illinois).

O States with technically oriented two-year programs that took on four-year programs
as a result of the evolution of program requirements (the Agriculture and
Technology Colleges in New York).

O States with demand in sparsely settled parts of the state and no four-year capacity
nearby (Texas, Utah).

With regard to the specific issue of GBC offering baccalaureate degrees, I would offer the following:

1. The likelihood that there are demands for programs in the region that aren’t being met is
very high. I have no basis for judging the need for the specific programs for which approval
is being sought. Rather than weighing in on the efficacy of the programs, I would like to
offer some procedural ideas for dealing with requests for approval of programs that are
outside an institution’s historic mission

a. The program be offered within the constraints of the institution’s faculty (and other)
resources; N0 New money.

b. Given that the efficacy of the program is based on projected — but unproven —
demand, approvals be granted on a conditional basis. If, after five years, targets have
not been met and there is no evidence of sustained demand, the program be
discontinued.

2. While there may be need for the proposed programs, it is also likely that there are needs for
programs which the regional institution is ill-equipped to provide. In this particular case, it is
likely that there are needs in the GBC service area for which the college is not proposing to
offer responsive programs. In rural areas (especially) these needs are likely to be episodic and
not large enough to justify an investment in a new program. This doesn’t mean that the
demands should be ignored, just that an alternative means of responding to them must be
devised.

One of the benefits of a diverse set of institutions organized as a System (like NSHE) is that the full
array of programmatic assets of the collective enterprise can be available to respond to these
episodic needs. What is needed is a policy environment and incentive structure that encourages all
institutions to

e Actively seek to identify needs in their “responsibility” area — especially the needs that they
do not have the programmatic capacity to serve.

e “Broker in” programs from another institution and provide the administrative and student
g
support services necessary to make collaborative arrangements work and to help ensure that
students can succeed.

It is usually the case that such programs are best organized on a cohort basis. This arrangement
provides the providing institution some assurance of sufficient demand to make their efforts
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worthwhile. It also creates a natural “learning community” that provides students with peer support
and assistance.

The funding model used by NSHE makes creating the kinds of incentives necessary to make
collaboration work fairly straightforward. The arrangement I envision could

e Allow the receiving-site institution to keep the tuition from enrollments in these
collaborative courses. These funds would pay for needs assessment activities and the
provision of administrative and student support services.

e Allow the providing institution to count the SCH and include them in the formula. Since the
teaching institution is bearing none of the “recruitment” and supports service costs the
marginal revenue should be more than sufficient to cover the costs of instruction.

One of the side benefits of this arrangement is that it can be a device for testing the waters to
determine whether an on-going capacity at the receiving-site institution can be justified. If, after
several years, it is demonstrated that demand is strong and sustained, a request for program approval
can be entertained (with much stronger justification than is now the case).

I have responded to a much broader question than the narrow one you raised. Hope this is useful
none-the-less.
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