Report of the Planning Committee to Council

May 20, 1999

REVISIONS TO THE ACADEMIC PROGRAM, ADMISSIONS QUOTA
AND FINANCIAL OPERATION OF THE COLLEGE OF DENTISTRY

1. Introduction

In November, 1996,President Ivany informed Councihat the Board of
Governorshad directed the College of Dentistry to decrease its dependence on the
University'sannual operating budget $1.5M, andthat it was to do so bynarketing
places in the College tout-of-province and international students at fudist-recovery.

This unprecedentedirective was accompanied by an announcement that 22 faculty
positions were to beut in Arts andScience,Education and Physical Education ahdt
significant cuts were also to Imeade insupport staffall in order to meethe University's

budget shortfallSince then the College of Dentisthas been struggling to produce a
businessplan whichwould meet theBoard's $1.5Mrequirement and a program which
would be both academically viable and marketable at ¢ast recovery" (but nevertheless
competitive) tuitionlevels. The College of Dentistryhas now submitted its revised
academic program and a request for a permanent quota change for consideration by Council
and has submitted its business plan for consideration by the Board of Governors.

The College of Dentistry realized early in the process that the need to be competitive
at full cost recovery tuition levels would require offering a foemryrather than a five year
program, irrespective of thaix of students admitted, becatdeCanadian and almost all
North AmericanDMD programsare of theshorter four year duratiohe College was
directed to pursue reduction of the progranfotar years in anemofrom President Ivany
to Dean McDermottlated Decembet6, 1997,following consideration bythe Board of
three options proposed by the College in a business and marketing plan.

2. Proposed four year DMD program

The proposal fothe new 2 + 4academigorogram leading to thBMD degree, to
replace the existing accredited 1 + 5 program, was submitted by the College of Dentistry on
October 16, 1998. A copy of the program is attached in Appendix A ofejist. Course
proposals are not included but may be obtained by contd€ileen Harvey (phones036).

A list of documents supporting this programitiative is included in Appendix A.Copies

of the correspondence between Dentistry and the Acadé&rograms Committee,
documentation regarding accreditation of DD program and the recommendations of

the AcademicPrograms Comittee arealso included in Appendix AThe Planning
Committee also received and considered a number of unsobcitedissions fronfiaculty

in Dentistry and a petition from Dentistry students concerrirggproposed program
changes. The Academic Programs Committee identifies a number of concerns regarding the
proposed new prograrbut recommends approval providdtht sufficientresources are
available to maintain its ongoing viability.

The Commission on Dental Accreditation of Canada granted full accreditation to the
DMD programfor two years effective November30, 1998,with reporting requirements.
Although only the overall recommendation of themmission is included in Appendix A,
the Academic Programs and Planning Committees had accises domplete accreditation



report. Note that, although the Commission was awaevery substantial changes to the
DMD program were contemplateithe finalversion of these changess not available at
the time theCommission did itsreview. Note particularly that the comments of the
accreditation committeand theresponse ofhe College ardased orthe assumption that,
in the new program, 15 de 25spaces ireachclass would be reserved fmternational
students, an assumption which wadid at the tne, but which no longer holdvide
infra). In February, 1999, the Commission indicated it hadljection to conversion to a
four-year program. A progress report must be providegtld€ommission by November,
1999. Full accreditation of the new program is anticipated.

3. Resource implications and business plan

The College of Dentistry has struggled wiitle financial imperatives imposed on it
by the Board. The Board was not satisfied ve#nly attempts of the College to produce a
realistic businessplan whichwould implementits budget requirements, areentually
contracted KPMG to help th€ollege.The resulting reponivas submitted to théBoard of
Governors on January 19, 19%hd copies werenade available at the sari@e to both
the Budget and Planning Committees. Members of Council who wish to réhedPMG
report may do so by contacting th®ffice of the Vice-PresidentFinance and
Administration. TheBoard agreedhat "Optionlll" of the KPMG report be thebasis for
further development of the College's business @ad, this option ishe essence of what
the College has now opted for in its proposal.

The College describes how it plans to integrate the 2 + 4 academic program with the
businesglan in a document entitledPfoposed ProgranChanges,College of Dentistry
which isattached in Appendix B dhis report.The summary financial statement of how
the College will meet the Board's $1.5M budget target may be found in the last page of this
appendix, followed byhe BudgetCommittee’'scomments on theesource implications of
the proposal. The College received considerable assistancéh&dmiversity's Division
of Financial Services in arriving at their final plan.

In summary:

() The Collegehas aplan tomeetits target of reducing its dependency on the operating
budget by $1.5M/a whichalthough "inprogress" athe time itwas considered, hdsen
endorsed by the Budget Committee.

(i) The requiredrevenues will be generated by chargihg first cohort of 25students
$30,000 intuition for each offour years,starting in1999-2000,and by increasinglinic
revenues. Subsequent cohorts of studeratg be charged higher tuitiofAt $30,000 per
year, students are still not paying tuition at a full cost recovery level.)

(iii) Places will be reservetbr 15 Saskatchewan students, of whicwilB be available to
aboriginal stdents whomeet theentrancerequirements. These 15 students wdéteive
four-year scholarships of $17,225/a frohe University and will beeligible for proposed
ongoing annual bursaries of $5,000 fréme Province (forgivable ithe graduate practises

in Saskatchewan)en places will be targetefdr the recruitment of “fullcost recovery"”
students who could be from Saskatchewan or elsewhere but who will not be eligible for the
above U of S scholarships. Information regarding the quatantined in Appendix B in
“Proposed Program Changes, College of Dentistry

(iv) There appears to be sufficient demand to fill all 25 plac&8@{000tuition per year at
present. Future demand is unpredictable.



(v) The changes necessitated by moving to a four year "full tuition" program will require an
increase in the base operating budget ofGbhéege,part of which isexpected to beffset
by increased clinic revenues.

Discussions withthe Province to establisithe proposed bursary program are
underway.

4. Planning Committee's comments and recommendations

Council members should harbour no illusions that the changes BiMbeprogram
presented here were motivated by anything other than stark fiscal redhsy. the College
of Dentistrywould provide aviable plan to meet thBoard'sbudget target or the College
would be closed by the Board who would exercise their power to discotiie@®dllege's
funding. The proposed changeare motivated by the need to produceampetitively
marketable degreprogram,not by a desire in the first instance to impra&ademic
quality. The series of eventwhich hasled to the present situation is unfortunate and
unwelcome anghould not ballowed to set a precederithe responsibilityfor creating
this situation lies not witthe College or the Univsity or the Board, butvith successive
Provincial Governmentsvhich, according to the MacKayeport, have not given the
universities high priority compared with other funding sectors and whilgd to provide
sufficient operatingunds toallow the Univesity of Saskatchewan to mount its existing
programs at existing staffing levels.

Despite the fact that the proposed changakeé®MD program weranotivated by
fiscal rather than academigatters,the Academid’rograms and Plannin@ommittees are
satisfied that the proposed four year programwill produce well-trained graduates in
Dentistry. The graduates tife present five year program are recognizedagable, well-
trained practitioners because of the individual attention given by Dentistry faculty to the
relatively smallnumbers of students ieach classThis will not change undethe new
program, and the number of contact hours will diminish by only aboutctdgpared with
the existingprogram.The new program iscomparable in length and content with other
programs in NorthAmerica, andhasreceived professional accreditatiéor two years.
Both University andexternal professional reviewrocessesare in place toassure the
academic communitgnd the publigdhat the College will continue to graduatentists of
high quality.

Finalizing the business plan has been diffiéoiftthe College. Indeed, some of the
budget lines are still beingfined. This hasnade it particularhawkward forthe Budget
Committee to carryout its responsibilities, and hatelayed bringingthe proposal to
Council. The Planning Comittee refused to bringhe proposal to Counciuntil it was
assuredhat theBudget Commieehad developed a sufficietagvel of comfort toendorse
the business plan at at least one point in its evolution. The Budgehi@eahas anumber
of residual concerns abotlte financial aspects of throposal,but hasnow nevertheless
endorsedhe plan. Boththe Budget and’lanning Committees have some reservations
about the potential of the College of Dentistry to meet its financial targets infattine.
Nevertheless, the Planning Committee believesribis appropriate to bring thproposed
changes forward for debate in Council with a recommend#tairthe academiaspects of
the proposals be approved.

Therefore, followingthe recommendations of the Budget andd&caic Programs
Committees, the Planning Committee recommends to Council

1. thatthe proposal to replace thexisting 1 + Syear DMD programwith the 2 + 4year
program outlined in the documentation submitted by the College of Dentisagpbaved,



and thatthe new program beimplemented inl999-2000,subject to confirmation by the
Senate of the University of Saskatchewan;

2. that, subject to confirmation by the Senate of Wméversity of Saskatchewan, the
permanent quota of the College of Dentistryrédsed to permit 10 of 25 spacesdach
year to befilled by "full-cost-recovery” students, whileretaining 15 spaces for
Saskatchewan residents which 3 may be students aboriginal origin who meet the
program'’s entrance requirements, as specified in the accompanying documentation.

The Planning Committee also recommends that Council recommend to the President
and the Board of Governors

3. thatthe University of Saskatchewasstablish 15 four-year scholarshifpsr qualified
Saskatchewan studentstire DMD program, including up to 3or students ofaboriginal
origin who have been admitted to the prograamd who continue to meetcademic
standards;

4. that the financial model outlined in the accompanying documentation be endorsed,;

5. that anoversight mechanism be establishedtliy senior administration to ensutieat
the busineslan established by the College of Dentistryfalowed and thebudgetary
requirements established for the College by the Board are met;

6. that if the new programfails to receive ongoing professionatcreditation, or if, after

two years of experience withe new financial model, the College of Dentisfimds itself
unable to meet the budgetary requiremesds by theBoard, discussionseopen on the
future of the College.

5. Lessons for future planning

The College of Dentistry has been put through a process which is not to be wished
on any of us; Dentistry faculty have been forced to work under very difficult circumstances
in recent years. Fortunately, adversity has engendered creativityea@allegenow has a
plan to meet both its financial and programmatic targets.

Itis instructive toask whyDentistrywastargeted by thé&oard of Governors and
what wecan learnfrom their dilemma, from a planning perspectientistry is a stand-
alone College; it does little or no service teaching. It is small, even by Unofrns. Little
research is done by faculty the College of Dentistryc{. statisticsbook, audit project
report, publicationrecords).The cost per student iBigh, and the Provincial Government
has not seen fit to recognize this fact in determining this University's operating budget. The
Province could almostertainly secure the same number daitists at lower cost by
subsidizing students to train Pentistry outsideSaskatchewan. In shorthe College of
Dentistry was, and remains, vulnerable because it is a high-cost opénatisgnot well-
integrated into thewider academic, research arigalth care deliverycommunities.
Although the College continues to do a fine job of training dentists, that is itsteahgth.
When, intimes of fiscalrestraint, it is seethat this training functioncan be performed
more cheaply in otheways without greatly affecting therest of the post-secondary
education, research and health care delivery systems, such vulnerability can be fatal.

We allneed to pay greater attentionvihat universitiesan do uniquelynamely,
combine research and scholangrk and thepractice of profesional skills withteaching
and service.The greater the number difiks that each academic unitas within the
academy, tache community and to national and international scholarigeavours, the



greater is the value that uriontributes to thevhole enterprise. Wéeecome vulnerable
when we fail tomeetany of ourseveral obligations as academit=aching, service to the
public and the academy, research and scholarly work).

This University hadaken some pride in providing Saskatchewan students with
access to education and professional training in a wide rang®gfams,notably in the
health professions, despite the higher cost associated with dis-econostesedh doing
so0. Just having all the programsclearly not enough. Inthe presentlimate ofincreasing
competitiveness, mobility oktudents,and availability of electronic means ofourse
delivery, we mustdevote more attention tproviding programs of higlguality and to
effectively integrating the teaching, research and service functions of the institution with the
needs of the Province.

Appendix A: Academic program proposals

Appendix B: Integration of the 4 + 2 program with the business plan; quota

(Appendices are not available on the website. See “Contact” for more information.)



