OREGON INSTITUTE OF TECHNOLOGY

Governance Forum with Brad Burda
Friday, October 18, 2013
College Union Auditorium

The intent of this meeting is to discuss the three different governance options for Oregon Tech. The options include 1) an Oregon Tech independent governing board 2) a consortium board made up of the Technical and Regional Universities (TRU) which would include Oregon Tech (OIT), Eastern Oregon University (EOU), Southern Oregon University (SOU) and Western Oregon University (WOU) or 3) forming a branch campus with one of the three larger universities (OSU, U of O, or PSU)
Question: Many of the Universities listed have a large research focus, so if we became a branch campus, how would that affect us? Would we continue our teaching mission and how would that affect tenure promotion?
Answer: Based on the current branch campus that OSU has in Bend, most of the faculty on that campus are instructors and ranked at three levels.  There are very few tenured faculty, there are no new faculty with titles of assistant or associate.  The tenure track would more than likely follow the main campus procedures. 
Q: Would that mean that we would get more resources for research and also would we be paid on a more parallel level with other research universities?

A: Since you were not hired by OSU or by the U of O, a conversation with faculty would need to occur to discuss how their contracts might change.
Q: If those universities have a faculty union would we be obliged to join that union?

A: The way most faculty unions work is that you are not required to join but you are required to pay dues. OSU is not unionized and the U of O is going through their first round of negotiations this year.

Q: Have any of these universities hinted at if they would be interested in such a partnership?

A: This is very preliminary. We have been asked by the State Board of Higher Education to put together a proforma based on these three models. We have been asked to approach possibly another campuses to determine interest and review that structure.
Q: Do you see tuition increases for students in this model?
A: The tuition at OSU is higher for their engineering programs than here at Oregon Tech. In terms of Social Sciences, Humanities, and Mathematics, we may be a little higher. Different Universities that have branch campuses set up different tuition models based on programs offered in some cases along with the economics in the region that they are in, while others have a blanket tuition among all campuses. 
Q: If we become a branch campus and a benefactor of the Ducks or the Beavers, how will students feel being attached to a campus that is almost considered a minority to another campus?
A: If we become an affiliate as opposed to a branch campus in many cases, you are set up where you maintain your own athletic program, your own mission and your own identity. 
Q: The faculty at OSU does not have the same motivation as we do here at Oregon Tech, the students do not have the same motivation, and the administration does not have the same motivation.  I personally do not feel that the model that we have here is a good model to fit with them. Are there other options other than OSU, U of O and PSU such as possibly an out of state school that we could  become a branch campus of, or something to that effect that fits with our mission and who we are?
A: We could not branch with an out of state school.  Oregon Tech is currently part of the state system and we are funded by the public of Oregon and trying to mix funds between two states with the differences in governance is very difficult. 

Q: What about the branch campus that we have in Seattle?
A: The branch campus in Seattle is a special agreement and a one-time extension. We are also not allowed to educate citizens of Washington, only Boeing employees. 
Q: If we were to become a branch campus, what would prevent the “sister campus” from closing this campus later down the road?
A: Currently, only OSU and Oregon Tech are growing in enrollment. So currently we are value added. Ten years from now, who knows? There is no guarantee. One of the problems with being a branch campus is that you do not get the same kind of control over your destiny and we may not get the same resources to grow in a way that is best for us for the programs that we have. 
Q: Our community has made many donations, including to contributions to the Martha Anne Dow center and in the past, the idea of moving the campus to Portland was met with very poor reception from our community because they have donated so much. How would we present this to the community so that they would approve? 
A: That will be a conversation between the President and the off campus stake holders to get input from them. 
Comment: It seems like all three options have problems associated with them but it seems the consortium and branch campus plans have too many unknown factors there. I think the least problematic would be for us to be our own entity. 
Q: What will happen to undergraduate students if we become a branch? Would they be shipped off to the main campus?
A: If we branch with OSU, students would not be shipped to the OSU campus. It’s more likely that services provided to students may change dramatically but closing this campus and moving students would likely not happen.
Q: How would program development be influenced by either the consortium or branch model and would it make any difference to how Higher Education Coordinating Council (HECC) might be looking at new programs?
A: In the consortium case, there would be no change. There would be four TRU Universities, we would have a provost council to present programs and make recommendations to the consortium board which would then make the recommendation on our behalf to HECC for program approval. If we had our own independent board, it would be an on-campus process to be presented directly to HECC. If it’s a branch campus, it is unclear. My guess is that if it is an Engineering program, the college of Engineering would be part of the approval process for that program.  The criteria at OSU for program outcomes may be different than our own. I think if we were in a consortium board, the process might be similar in that we would go to the consortium board first and then go to the HECC but because we are in that consortium with three other liberal arts universities, I would venture to say that the HECC will probably have some kind of committee process where our programs would be embedded with the other competing programs from the larger universities before it goes to the HECC. So we may end up with a process with the consortium board and then some process within the HECC and then to the HECC, whereas if we had an independent board our program approval would be internal on the campus and then we would have to go to our board and then to the HECC. 
Q: If we were to become an affiliate or branch campus, in terms of existing programs would there not be a threat of the main campus shutting down an identical program on this campus due to low enrollment and sending the students to the main campus to finish their degree? 
A: It is a possibility but they do not have any allied health programs so there would be no movement of those students to U of O or OSU. I believe OSU is moving towards more applied engineering programs so we may be more of a model than a threat. In my opinion, we do not have any programs that are not fiscally viable so I don’t think that would be an issue. 
Q: Regarding the affiliate model, if we were to be affiliated with a school like OSU where they have engineering programs similar to ours, is it likely that they will make us change our programs to match theirs?
A: In my opinion, if our mission is maintained, our governing structure is maintained, our faculty promotion and tenure is maintained I don’t think that will be a problem. 
Q: If we became a branch campus, how would Oregon Tech determine how to distribute funding from industry? Would the industry continue to support Oregon Tech as it does now or would it be concerned about the appropriation of their funds going to other parts of the university? Cascades in Bend seems to have this problem with their branch with OSU.
A: I don’t see why we wouldn’t have a similar problem. 
Q: Talking about the 4 schools that would make up the consortium OIT, SOU, EOU and WOU is it safe to say that we are the biggest of those schools, not by enrollment but of stability?
A: For the last few years, Oregon Tech has had the smallest enrollment of all seven universities. As far as head count, we are the smallest.  I am not at liberty to discuss the fiscal viability of other universities and whether they would be an anchor or a plus in the consortium. Based on what I know of how the current system operates, in many ways the large universities are helping to support the smaller universities because of fees charged and services that they are providing on their campuses that we are not. There is a fiscal impact of being in a consortium board and there is a possibility of having our vote lowered because of fiscal problems with other universities or maybe having it raised because of good fiscal stewardship. 
Q: If the technical university was to drop out and the others become regional or RU, would they still be considered a consortium?
A: Yes, all of the TRU universities are having similar conversations and we have to make a recommendation, develop a five-year business plan around the three options and a prioritize a list of what we think is the best for us. 
Q: Has there been specific numbers proposed or determined yet in terms of the impact on students regarding tuition and fees with the different models?
A: No there have not. Independent universities within guidelines have been allowed to determine our own tuition and fees, of course with student input. I would assume that process in a consortium board would remain. I think the kinds of programs that we offer are more extensive than maybe EOU for example and we charge more tuition than EOU for that reason. There hasn’t been consideration at that level. I assume that with a consortium board, we would be setting tuition within that board, making recommendations within guidelines like we currently are. With an independent board, it would have to be approved by our independent board and then HECC. 
Q: What impact will we have as an institution in terms of increase in our costs if we go with a consortium versus an independent board and where would we find those funds to support it?
A: There are current conversations going on about the cost impact associated with the remaining universities and how we can continue those shared services. The range of the cost estimated to the TRU universities is anywhere from $0 to $1.4 million. $0 being the large universities and the state would pick it up, $1.4 million being that Oregon Tech would pick it all up. But that is independent of whether we have our own board, a consortium board or a branch campus. The business plan that we normally do is a little bit different than what we are doing here but our normal business plan includes increased cost in utilities, increased cost in personnel, insurance, and retirement. We bank on a net increase in enrollment; we also build in tuition increases. No matter what we choose regarding the governance structure, we are still going to have to absorb between $0 and $1.4 million, the increased cost of the services that we currently get from the chancellor’s office, we would need to receive from somewhere else. 
Comment: In terms of pros and cons, this model is the easiest model for me to see pros in. The model is already set and we would be one voice in four peer institutions rather than one in seven, where three larger institutions hold most of the power. I think it would be best for us in that, we as institutions can talk easier and work together. We have already seen this model work, it has the least risk to us and we can always come back to it if we want our own board or if the other schools want their own boards and it would give us more time to decide if we want to become a branch campus. 
Comment: As far as timeline, we are going to be in the consortium board whether we want to or not next year, so we have more time to do a little more due diligence about this. The push right now is to decide what model we want so we can keep the door open so that it still remains a possibility beyond next year. 
Comment: The con that I see with the consortium is that you have three universities that are very similar in what they offer and then you have Oregon Tech which is distinctly different and I’m concerned that we will be overshadowed because of that. 
Q: Going back to the branch campus model, is there any reasonable expectation that we might benefit from a larger endowment that the three larger universities have? 

A: I don’t have an answer for that other than the student’s comment about Bend and how they have to continually go to the main campus at OSU for funding. I’m sure they have endowed chairs for example, I’m sure they have endowed faculty positions; we may be able to get some of those kinds of things. I don’t think we have the kind of resources in terms of laboratories that aren’t dedicated to student use that we could turn into research laboratories and those kinds of things. The endowment piece, the fundraising piece, I’m not sure how we would fit into that since we currently have our own foundation. 

Q: I have been out in the community talking with industries and the problem I’m already running into is that a lot of industries don’t recognize us anymore because we are starting to push in this direction. What is being done to communicate these possible changes to incoming students because a lot of students come to this school because we are ourselves and we are a hands on school? We come here to become experienced workers, not researchers; that’s why a lot of students go to OSU. What are you going to do for students who are on different levels of their programs? If we branch with OSU for example, will you make students retake classes in order to follow their system?
A: I would hope that if we were a part of the Oregon State Universities that there would be a phase-in process where current students would not see any changes in their program and they would graduate under the catalog that they came in under. Those are the kinds of things that we need to negotiate.  I don’t want to start talking to students about possible changes because why create anxiety that might have an impact on enrollment (either positive or negative) and I don’t see the need to have that conversation until we have made a decision as a university.
Q: The way I understand it, being a branch university means we become one of the big three universities and we re-brand everything that we are and being in a consortium means we are an individually managed board among the TRU universities. I am tempted to question what it would mean if we were to create a fourth branch attempting to absorb the other TRU universities.   
A: There would have to be clear distinct advantages to do it, however I see two distinct disadvantages of doing it. The first would be dilution of mission. We are unique and if we were to absorb those other three universities, they have educational colleges and programs that are much more liberal arts centered, have very small engineering programs and no allied health programs to speak of  unless it’s an OHSU nursing program. I think it would dilute who we are and what we do best. The other reason would be the fiscal responsibility of absorbing those other universities. 
Q: If we were to get absorbed by OSU, what happens if they decided they did not want the college of HAS and pushed us over to say Oregon Health and Sciences University?
A: This is not the Chancellor and the current State Board of Higher Education (SBHE) deciding how to carve up the pieces that they have and reassign. OHSU, I don’t think wants our allied health programs. As a matter of fact, we acquired a lot of great programs from them such as Clinical Laboratory Sciences and the paramedic program. 
Comment: I think coming from the numbers, I would look at this as two or three different aspects when considering each model. The first would be how does this impact our state funding? How does it impact our programmatic decisions and how does it affect our stability in terms of being able to survive as a separate entity or as an entity within another structure. 
Q: We are fiscally sound and you know how we are in comparison to other universities (although you are not divulging it). So as far as you can see would we be very viable as an individual?
A: We are in my opinion fiscally viable but it would depend on the business plan that we would put together. It would then be dependent on how we would secure funding and how we position ourselves in shared services but I think we are fiscally viable and we are at a point right now where we can consider all the options. The one we decide on I think we can make work. Maybe not next year or the year after, but I think we can get there. 
Q: If all four universities decide to have independent boards, will anyone force the hand to have to have a consortium?
A: At this point, that is unclear. 
Q: As far as bringing a proposition to HECC, would it make a difference if we approach as an independent or as a consortium? 

A: HECC has two or three different responsibilities; one is mission approval. Mission approval currently as it occurs would happen at the consortium board. The comments and suggestions when we went through our mission change from the other universities and the board was not too much about our mission. HECC will do the mission, so I don’t see anything at the consortium level that will affect our mission. The approval of academic programs would happen in a two or possibly three fold process. First, we would present it to the consortium board; the consortium board’s provost council then recommends it to the board. Then if they approve it, they present it to HECC. The third path would be if for example, some rogue university decided to offer a renewable energy program in Portland and they are not part of a consortium board, they go straight to HECC. We would then have to go straight to HECC and talk about state resources and why it’s a bad idea. So the approval process becomes very convoluted. 
Q: Referring to the consortium board and the independent board models, is there one that preserves the student’s right to maintain their voice in a forum like this more than the other?
A: I think the students will maintain their voice no matter what model we come up with. I think its key for them to be part of the conversation and legislators want them to be part of the conversation. 
Q: If we go to an independent board, do we loose any of our bargaining power for arguing to keep our current degrees or to prevent competing schools from creating programs to knock our programs out?
A: No. The battle would take place at HECC, with the subcommittee on HECC as it currently does with the provost council. That would not change but with the independent board there would be an additional step in the approval process. 
Q: Historically, what has been a benefit of us being in a consortium?
A: The direct benefits are in terms of lobbying efforts, paid lobbyists at the state board level, and some of the recruiting efforts throughout the state that we are a part of. However, in terms of the mission and fundraising for Oregon Tech the benefits are minimal. In my opinion in some cases, there are road blocks that shouldn’t be there that are sometimes a hindrance rather than an improvement. The consortium board with the TRU universities would be much different, because the players are much different. I think the dangers are that there will be no organized control over OSU and their lobbying efforts with the legislature. There will be no control at a system level, in terms of system interests for U of O or PSU. 
Comment: I think that some of the things that you mentioned such as advocacy and fundraising could fall under those shared services that we could build a side to collaborate services including lobbying with other universities with whom we have shared interest without necessarily sharing a board. We have been working really hard to get the recognition that we are a distinctly unique university and that we are a technical, not a regional university. But I would say that we are still, despite many efforts, considered a regional university rather than a state-wide polytechnic by many of the board members. 
Comment: Maybe that’s a reason to have an independent board. So that we are not being swallowed up by another institutional structure and we are standing on our own in terms of reputation and programs. 
Comment: In reference to how the board treats us, the $20 million we get that was split up among the universities based on “assessed needs and square footage.” Out of that $20 million, we only got $1.2 million whereas U of O got somewhere around $5 million. 
Comment: If we look at the consortium board model, overall we are bigger but we are working with three other universities who have very different degrees and missions than we do. So it seems that the board would be looking more toward their own interests. 
Comment: The bill has very broad criteria that will basically help the state achieve 40-40-20. The real process is going to be determined and is being determined by the SBHE. The bill has very general terms and refers us to the SBHE. We are supposed to notify the State Board and the Governor beginning March 2014 regarding our preferred option. The SBHE is developing a process and it includes the five-year plan that they are asking us for. 
Comment: My fear is that if we are an independent board that our board will not be able to make enough of an impact as the larger boards have influential members.
A: We would nominate board members to be approved by the Governor. We would not nominate someone who would not be a big player. Having an independent board would give us more say in who our board members are. 

Q: From the view point of the autonomy of the institution, if we had an independent board what advantages will that lead to for our students and the programs that they are in?

A: I think it’s at a high level because it emphasizes our uniqueness and it helps with the support of legislature and fundraising. I think with an independent board there would be less “watching” from other universities as far as program approval. I think overall there is more degree of freedom. Students will likely also have more access to an independent board versus the consortium. 

Q: How would having our own board impact the policies and procedures of faculty such as tenure, hiring, promotion, etc.?
A: It would most likely be that the President would report to the independent board, but we’ve got to have the right kind of board. If the board wants to micromanage and we have to justify keeping a faculty member or program, nobody wants that. 
Q: Does Oregon Tech have access to people who would be a powerful board at the state level.
A: Yes, Lita and Chris have made many connections with legislators, companies and presidents around the state. We are compiling a list of potential board members including very successful alumni, very successful community members and very successful/influential business people. 
Q: Which model will likely be chosen by the other TRU universities?
A: It’s too early to tell, the other universities are also currently having these same conversations. 
Final Comment: There will be a survey put up online regarding the different models. The survey will be posted at a later date to give everyone a chance to think about the different models. 
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