SENATE AGENDA
Friday, May 13, 2016
2:30 p.m. - F210

APPROVAL OF THE AGENDA

ADOPTION OF THE MINUTES OF THE SENATE MEETING OF: April 8, 2016

BUSINESS ARISING FROM THE MINUTES

READING and DISPOSING of COMMUNICATIONS

QUESTION PERIOD

REPORTS of STANDING COMMITTEES and FACULTY or UNIVERSITY COUNCILS

SENATE EXECUTIVE COMMITTEE

MOTION 1:  That the Report of the Senate Executive Committee dated May 5, 2016 be
received.

UNDERGRADUATE STUDIES COMMITTEE

o April 14, 2016 Report

MOTION 1:  That the Report of the Undergraduate Studies Committee, dated April 14,
2016 be received.

PLANNING AND PRIORITIES COMMITTEE

MOTION 1:  That the Report of the Planning and Priorities Committee dated April 22, 20186,
be received.

MOTION 2:  That Senate give approval in principle to the broad goals and objectives
contained in the Strategic Enrolment Management Report prepared by Higher
Education Strategy Associates (22 June2015).

MOTION 3:  That Senate approve that PPC’s mandate be extended to include oversight of the
Strategic Enrolment Management Plan.

MOTION 4:  That Senate grant approval of the Stage 1 Biomedical Science Proposal as
outlined in the attached document.
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10.

MOTION 5:  That Senate grant approval of the Final Assessment Report of the Classical
Studies IQAP Review, as outlined in the attached document.

MOTION 6:  That Senate grant approval of the Final Assessment Report of the History IQAP
Review, as outlined in the attached document.

MOTION 7:  That Senate grant approval of the Final Assessment Report of the Mathematics
and Computer Science IQAP Review, as outlined in the attached document.

MOTION 8:  That Senate grant approval of the Final Assessment Report of the Native Studies
IQAP Review, as outlined in the attached document.

MOTION 9:  That Senate grant approval of the Final Assessment Report of the Social Welfare
and Social Development IQAP Review, as outlined in the attached document.

OTHER BUSINESS

Presentation of the 2016-17 Operating Budget

AMENDMENT of BY-LAWS

ELECTIONS

e Elect two faculty Senators to serve on the Pension and Benefits Advisory Committee for
a two year term commencing July 1, 2016.

o Elect one representative from each faculty to serve on the Chancellor’s Teaching Award
Selection Committee

o Elect one representative from each faculty to serve on the CASBU Teaching Award
Selection Committee

REPORTS FROM OTHER BODIES

A. @ Board of Governors
2 Alumni Advisory Board
3 Council of Ontario Universities (Academic Colleague)

B. Reports from Senate members participating on other university-related committees

NEW BUSINESS
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11.

12.

ANNOUNCEMENTS

(a) President

(b) Provost and Vice-President Academic and Research
(c) Dean of Applied and Professional Studies

(d) Dean of Arts and Science

(e) Dean of Education

(f) Student Representative

(g) Others

ADJOURNMENT




NIPISSING UNIVERSITY
MINUTES OF THE ACADEMIC SENATE MEETING
April 8, 2016
2:30 p.m. — Room F210

MEMBERS PRESENT: M. DeGagné (Chair), H. d’Entremont, J. Graham, C. Richardson, M.
Tuncali,
N. Black

A. Armenakyan, G. Brown, L. Chen, K. McCullough, R. Vernescu

A. Ackerman, S. Arnocky, D. Borman, A. Burke, D. Campbell, N.
Colborne,

A. Erfani, R. Gendron, P. Nosko, M. Owens, T. Parkes, G. Phillips, S.
Renshaw, M. Saari, S. Srigley, D. Walters

M. Bruner, K. Clausen, L. Frost, B. Hatt, D. Hay, T. Horton, D. Jarvis,
J. MclIntosh, M.A. Parr, T. Sibbald

C. Cho, T. Waldock

O. Pokorny, L. Rossi

S. Feretycki

J. Andrews, M. Byblow, A. Deugo, S. Lamorea

ABSENT WITH REGRETS: R. Vanderlee

A. Karassev, N. Kozuskanich
G. Rickwood

C. Hachkowski

M. Berube, J. Zimbalatti

APPROVAL OF THE AGENDA OF THE SENATE MEETING OF: April 8, 2016

MOTION 1:  Moved by R. Gendron, seconded by L. Frost that the agenda of the Senate meeting of April 8,
2016 be approved.
CARRIED

ADOPTION OF THE MINUTES OF THE SENATE MEETING OF: March 11, 2016

MOTION 2:  Moved by H. d’Entremont, seconded by K. McCullough that the minutes of the Senate meeting
of March 11, 2016 be adopted.
CARRIED
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BUSINESS ARISING FROM THE MINUTES

As a follow up from the March Senate meeting regarding the impending loss of the Dionne Quintuplets
Museum, Senator Gendron and Senator Black were pleased to advise that the Manager of Archives and Special
Collections had completed an assessment of the Dionne documents and concluded that the collection would be a
valuable asset. The Library has submitted an expression of interest to acquire the documents.

QUESTION PERIOD

Senator Mclntosh read out the question she had submitted to the Senate Secretary regarding the administrations’
plan to install locking mechanisms on all classroom doors at the North Bay main campus. The Provost advised
that the question had been forwarded to the VP Administration for response and that work continues to install
locking solutions in all classrooms. To date 82 of 99 classrooms have locking mechanisms in place. The 17
remaining classrooms should be completed in the next few months. Senator Mclintosh expressed her
appreciation for the response and advised that 7 of the classrooms without locking mechanisms are Education
classrooms that have a very large numbers of students.

A question was asked where the Undergraduate Research Conference would be housed now that the Dean of
Graduate Studies and Research position has been established. The Provost advised that it is currently being
organized by faculty. The response that has been received from faculty has been that the Conference should be
more faculty driven.

A request was made for clarification of the process regarding the cancellation of classes and the closure of the
campus. It is understood that a lot of behind the scenes communication must take place regarding the decision
to cancel classes and close the campus, but in the case of the weather related cancellation on April 7" many
students and faculty were already on or on route when the announcement was made. The regional Senators also
advised that the Brantford and Muskoka Campuses had not been informed of the North Bay Campus closure. It
was suggested that that the class cancellation and campus closure process needs to be streamlined. A request
was made that a report on this matter be brought back to Senate. The Speaker advised that these questions
would be forwarded on to the VP Administration.

A discussion took place regarding the importance of recruitment and questions were asked as to when the

Strategic Enrolment Management Strategy and Implementation Plan as well as recommendations from the
HESA Report would be implemented. The Provost advised that the SEM Report will be added to the PPC
agenda and will be discussed at the May meeting.

REPORTS of STANDING COMMITTEES and FACULTY or UNIVERSITY COUNCILS

SENATE EXECUTIVE COMMITTEE

MOTION 3:  Moved by H. d’Entremont, seconded by S. Renshaw that Senate receive the Report of the
Senate Executive Committee dated March 31, 2016.
CARRIED

PLANNING AND PRIORITIES COMMITTEE

o March 18, 2016 Report

MOTION 4:  Moved by H. d’Entremont, seconded by M. Tuncali that the Report of the Planning and
Priorities Committee dated March 18, 2016, be received.
CARRIED
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MOTION 5:

MOTION 6:

MOTION 7:

MOTION 8:

MOTION 9:

Moved by H. d’Entremont, seconded by M. Tuncali that Senate grant approval of the Stage 2
Major Modification for Child and Family Studies (CHFS) as outlined in the attached document.
CARRIED

Moved by H. d’Entremont, seconded by M. Tuncali that Senate grant approval of the Stage 2
Major Modification for the BBA Finance Stream as outlined in the attached document.
CARRIED

Moved by H. d’Entremont, seconded by M. Tuncali that the Quality Council Audit Report dated
February 2016 be received.
CARRIED

Moved by H. d’Entremont, seconded by M. Owens that Senate grant approval of the Final
Assessment Report of the Political Science IQAP Review, as outlined in the attached document.
CARRIED

Moved by H. d’Entremont, seconded by B. Hatt that Senate grant approval of the Final
Assessment Report for Economics, as outlined in the attached document.
CARRIED

. April 1, 2016 Report

MOTION 10:

MOTION 11:

MOTION 12:

MOTION 13:

MOTION 14:

MOTION 15:

MOTION 16:

Moved by H. d’Entremont, seconded by A. Burke that the Report of the Planning and Priorities
Committee dated April 1, 2016 be received.
CARRIED

Moved by H. d’Entremont, seconded by S. Srigley that Senate grant approval of the Final
Assessment Report for Religion and Cultures, as outlined in the attached document.
CARRIED

Moved by H. d’Entremont, seconded by M. Tuncali that Senate grant approval of the Final
Assessment Report for Child and Family Studies, as outlined in the attached document.
CARRIED

Moved by H. d’Entremont, seconded by S. Renshaw that Senate grant approval of the Final
Assessment Report for Gender Equality and Social Justice, as outlined in the attached
document.

CARRIED

Moved by H. d’Entremont, seconded by M. Tuncali that Senate grant approval of the Final
Assessment Report for Psychology, as outlined in the attached document.
CARRIED

Moved by H. d’Entremont, seconded by M. Tuncali that Senate grant approval of the Final
Assessment Report for Biology and Chemistry, as outlined in the attached document.
CARRIED

Moved by H. d’Entremont, seconded by D. Borman that Senate grant approval of the Final
Assessment Report for Philosophy, as outlined in the attached document.
CARRIED

OTHER BUSINESS

Senator Srigley discussed areas of concerns identified in the recommendations from the Ontario Universities
Council on Quality Assurance Audit Report. The primary concerns are as follows: the failure of the Provost to
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prepare and send the final assessment reports and implementation plans to Senate, and to the Ontario
Universities Council on Quality Assurance. The second cause for concern was the failure to comply with our
own policy and implement the follow up monitoring process. The specific question to the Provost is how is he
going to repair these very serious academic concerns, which implicate Nipissing’s reputation, and more
specifically, what is the Provost’s plan to deal with this large body of IQAP recommendations since 2012 that
require serious attention? The Provost advised that the three causes for concern outlined in the IQAP Report
were being addressed. Of the 13 Final Assessment Reports that must be submitted to IQAP by May 31, 2016,
eight reports are included in this Senate Agenda and the remaining five reports will be included in the May 13,
2016 Senate Agenda. Once the Quality Council has reviewed the reports and the desk audits have taken place,
we have one year to report back to the Council. A concern was expressed regarding the lack of institutional
monitoring and tracking. A suggestion was made to strike a committee to follow up on program reviews. The
Provost advised that PPC, as Senate’s planning body, looks at the recommendations.

AMENDMENT OF BY-LAWS

MOTION 17: Moved by S. Renshaw, seconded by J. MclIntosh that Article 6.3 of the Senate By-laws be
amended as outlined below:

6.3 Order of Business

(@) The order of business observed at all regular meetings of Senate shall normally be as follows:

Q) Approval of the Agenda;

(i) Approval of the minutes of the previous meeting(s);

(iii) Business arising from the minutes;

(iv) Reading and disposing of communications;

(v) Question period;

(vi) Written reports (which include substantive motions) of standing committees, Faculty or University
councils, and ad hoc or other committees, with the order to be determined by the Senate Executive
Committee;

(vii)  Other business (which includes substantive motions);

(viii)  Amendment of By-Laws;

(ix) Elections;

(x) Written or oral reports for information only (which may include a motion to receive) from all sources,
including other bodies on which Senate is represented,

(xi) New business (requiring a motion to consider);

(xii)  Announcements (President, PVPAR, Deans, Students, and Others); and

(xiii)  Adjournment

(b) Business items submitted too late to be placed on the Senate agenda must be circulated in hard copy at
the meeting for introduction under new business, and shall require the passage of a motion to consider
before any further motions may be proposed.

(c) The primary purpose of the question period is to provide an opportunity for Senators or others in
attendance to raise questions or seek clarification regarding matters which may be of collective interest
or concern. Substantive questions for which an adequate response may require research or preparation
should normally be submitted to the Senate Secretary in writing at least four (4) days prior to the
meeting. Should this not occur, the respondent may elect to answer the question at the next regular
Senate meeting.

CARRIED

MOTION 18: Moved by S. Renshaw, seconded by J. MclIntosh that Article 9.6 of the Senate By-laws be
amended as outlined below:

9.6 Technology & Infrastructure Committee (T&I)

(d) Ex Officio Members:
(ili)  the Executive Director, Library Services, or designate; and
(iv) the Vice-President, Administration (non-voting).
(e) Members Elected by Faculty Council:
4



Minutes of the Academic Senate Meeting April 8, 2016

(iv) one (1) faculty Senator or non-Senator from each Faculty, one of whom shall be elected by the
Committee to  serve as Chair, and one of whom shall be elected by the Committee to serve as Vice-
Chair;

(V) one (1) faculty Senator who is a full-time lab, seminar or service course instructor; and

(vi) two (2) student representatives from any Faculty.

( Terms of Reference:

(vi) to engage in on-going review, needs assessment and policy development in all matters related to
academic technology and infrastructure (where infrastructure includes both academic physical resources
and human resources in academic support areas), and to make recommendations to the Teaching &
Learning Committee as necessary and appropriate, for conveyance to Senate;

(vii)  to provide advice and priority-setting assistance to the VPADMIN regarding:

5) support for teaching, learning and scholarly research through the application of computing, information
and multi-media technologies;

6) the need for, and design of, new or renovated teaching, learning and research space;

7) staffing needs in academic support areas such as technology services, research assistance, lab
supervision and secretarial or clerical support; and

8) the allocation of the annual budgets in technology and academic infrastructure areas;

(viii)  toinvite and assess applications for the annual Information Technology in Teaching and Learning Fund,

and make recommendations to the PVPAR on the awarding of these funds;

(ix)  when other supplementary funds become available for the acquisition of additional technology
resources, to oversee the process whereby these funds are announced and awarded on a competition
basis; and

(x) to deal with such other matters as may be assigned from time to time by the Teaching & Learning
Committee or by Senate.

CARRIED

MOTION 19: Moved by S. Renshaw, moved by J. Mclintosh that Article 6.6(b) of the Senate bylaws be
amended as outlined below:

6.6(b) A non-member of Senate may be recognized and permitted to speak at any open portion of a Senate
meeting at the discretion of the Speaker, and shall be permitted to speak either:

(1) with the prior approval of the Senate Executive Committee; or

(i) at the discretion of the Speaker; or

(iii) by Senate vote on a motion to that effect, which shall not be debatable. Rationale: Clarifies the
language.

CARRIED

MOTION 20: Moved by S. Renshaw, seconded by J. Mcintosh that Article 9.5 of the Senate bylaws be
modified as outlined below:

9.5.1 Library Advisory Subcommittee (LIB)
@) Ex Officio Members:

(1 the Executive Director, Library Services, who shall be Chair.
(b) Members Elected by Faculty Council:
() two (2) faculty Senators or non-Senators from each Faculty, one of whom shall be elected by the

Subcommittee to serve as Vice-Chair;

(i) one (1) faculty Senator from the regional campuses; and

(c) One (1) student representative to be appointed by Nipissing University Student Union (NUSU).

(d) Terms of Reference:

(1) to engage in on-going review of Library policies, practices and objectives and their role in providing
teaching and learning support for faculty and students, and to make recommendations to the Teaching &
Learning Committee as necessary and appropriate, for conveyance to Senate;

(i) to provide advice and priority-setting assistance to the Executive Director, Library Services regarding:

1) procedures and practices related to the acquisition and maintenance of the Library’s collections;
2) the provision of Library support services to faculty and students; and
3) the allocation of the annual Library budget;

(iii)  when supplementary funds become available for the acquisition of additional Library resources, to
oversee the process whereby these funds are announced and awarded on a competition basis;
5
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(iv) to deal with such other matters as may be assigned from time to time by the Teaching & Learning
Committee or by Senate;

(v) to engage in on-going review, needs assessment and policy development in all matters related to
continuing education and the development, delivery and review of courses delivered at a distance, and
to make recommendations to the Teaching & Learning Committee as necessary and appropriate, for
conveyance to Senate; and

(vi) to encourage best practices in distance education by continuing to assess the appropriateness and
effectiveness of various delivery modes;

CARRIED

ELECTIONS
e Elect one (1) tenured faculty member, from the Faculty of Applied and Professional Studies to

serve on the search committee for the Dean of Graduate Studies and Research.
D. Hemsworth - ACCLAIMED

REPORTS FROM OTHER BODIES

Report from Senate members participating on other university-related committees

Senator Gendron and Senator Saari, faculty representatives on the Board of Governors, advised that the Board
has initiated the process for the review of the President. Dr. Sarri and Dr. Gendron will be soliciting for
feedback over the coming weeks. The Senate Secretary will be asked to forward information to Senate
members.

NEW BUSINESS

Senator Feretycki asked if Senate could encourage the Teaching and Learning Committee to meet to discuss and
report back on the questions raised at the February 12, 2016 Senate meeting regarding the revised academic
schedule and if the loss of 3 weeks of academic instruction negatively impacted the students. In the interest of
accountability, he asked that a mechanism be put forward to ensure a response. The Speaker advised that this
request would be forwarded on to the Teaching and Learning Committee. It was noted that the last Teaching
and Learning Committee meeting was cancelled due to a lack of quorum. Senator Burke responded that the
submission of grades shows that learning expectations have been met. Senator Andrews advised that although
there may have been a few more late withdrawals, no students had brought any negative effects to his attention.
He reported that students were thankful that their summer schedules and jobs were not affected. If any concerns
arise he will bring them to our attention.

ANNOUNCEMENTS

The President advised that the Governor General’s visit was a success. It was a pleasant surprise that NU was
solicited to host the visit. He expressed his thanks to the three KaNaTa Conversations panelists, Dr. Katrina
Srigley, Autumn Varley, Master of History student and Clint Davis, Vice-President of Aboriginal Banking for
TD Business Banking. It was a seamless and thought provoking presentation. The President also advised that
he recently attended a COU Executive Heads meeting where one of the themes of discussion was how
universities present themselves to parents and students. Colleges have a very solid marketing campaign but it
has been shown that universities do better job of preparing students to find jobs within a two year period
following graduation. For parents one of their biggest concerns is that their children will fall behind. Parents
see universities as a viable option to prepare their children for the job market.
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The Provost thanked Dr. Earl and Dr. Kozuskanich for their work on the Undergraduate Research Conference.
Congratulations as well to Autumn Varley, a Master of History student and Nipissing’s Three Minute Thesis
champion.

Senator Richardson congratulated Dr. Glen Sharpe. During the Governor General’s recent visit, Dr. Sharpe was
presented with the Caring Canadian Award. Senator Richardson was also pleased to announce that Dr. Maria
Cantalini-Williams has been invited by the Governor General to be a part of the Innovation Book Project
Writing Team.

Senator Andrews advised that valedictorian elections were wrapping up and that a Wellness Week had been
successfully completed. He advised that this is the final week of the Pub Service at the Wall and it is with heavy
heart that they close the doors. The Student Union will be moving out of their current offices and moving into a
new space provided by the University.

ADJOURNMENT

Senate was adjourned at 3:40 p.m.

M. DeGagné (Chair) S. Landriault (Senate Recording Secretary)



NIPISSING UNIVERSITY

SENATE EXECUTIVE COMMITTEE

May 5, 2016

There was a meeting of the Senate Executive Committee on Thursday, May 5, 2016.

Members present: M. DeGagné (Chair), H. d’Entremont (Vice-Chair), N. Colborne, L. Frost,
M. Tuncali, R. Vernescu, J. Andrews

Regrets: C. Richardson, S. Renshaw, R. Vanderlee

Recording Secretary: S. Landriault

The purpose of the meeting was to set the agenda for the May 13, 2016 Senate meeting.

The Provost advised that the request for a report regarding the clarification of the process regarding the cancellation of
classes and the closure of the campus would be forwarded on to the Director of Facilities for response.

The Provost advised that the 2016-17 Operating Budget would be discussed under Other Business.

The Speaker reminded that the election to replace the Senate Speaker should be added to the May 27, 2016 Senate Agenda.
The Provost advised that the MTCU recently announced the approval for funding for the MA in Sociology program.
Senator Andrews advised that he, as well as Brittany Kent and Jordan Dempster would represent NUSU as the Senate
Student Representatives for 2016-17.

Respectfully submitted,

Original signed by:

M. DeGagné

Chair

Senate Executive Committee

MOTION 1: That Senate receive the Report of the Senate Executive dated May 5, 2016.



Report of the
Undergraduate Studies Committee

April 14, 2016

The meeting of the Undergraduate Studies Committee was held on Thursday, April 14, 2016, at
11:30 am in B217. The following members attended:

Murat Tuncali Carole Richardson Rick Vanderlee
Jamie Graham Reehan Mirza Tony Parkes
Roxana Vernescu Anne Wagner Sydney Lamorea

Jane Hughes, Recording Secretary
Absent with Regrets: Daniel Jarvis

Guests: Crystal Pigeau

Subcommittee Reports:

Undergraduate Standing and Petitions Subcommittee
The Reports of the Undergraduate Standing and Petitions Subcommittee dated: January 26", February 9",
and April 5th, were received.

The Undergraduate Studies Committee received and discussed changes from the Schulich School of
Education and Policies. The outcomes of those discussions are reflected in the recommendations to
Senate contained in the motions below. Supporting material is attached as indicated in the motions.

Respectfully submitted,

/ -

— e _

Dr. Murat Tuncali
Dean, Faculty of Arts & Science

MOTION 1: That Senate receive the Report of the Undergraduate Studies Committee, dated
April 14, 2016.
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1. SCHULICH SCHOOL OF EDUCATION

In-Service Offerings

MOTION 2: That the Undergraduate Studies Committee recommend to Senate that the course
EDUC 1545 Native Languages, Part 1 be added to the list of In-Service offerings (see
descriptive data).

2. POLICIES

Bachelor of Science in Nursing (BScN) — Scholar Practitioner Program (SPP)
- Admission Policy Modification

MOTION 3: That the Undergraduate Studies Committee recommend to Senate that the BScN — SPP
admission policy modification be approved.

Final Grades

MOTION 4: That the Undergraduate Studies Committee recommend to Senate that the Senate Policy on
Final Grades be modified as outlined.
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Report of the
Undergraduate Standing & Petitions Subcommittee

January 26, 2016

There were meetings of the UNDERGRADUATE STANDING AND PETITIONS Subcommittee on
January 26, 2016.

ATTENDANCE: Jamie Graham, Carole Richardson, Murat Tuncali (A&S Dean’s Designate),
Jane Barker (APS Dean’s Designate), Nancy Maynes, Karey McCullough

ABSENT WITH REGRETS: Pavlina Radia, Rick Vanderlee, Kerri Sawyer, Sydney Lamorea
GUESTS: Crystal Pigeau, Margarida Shail, Ken McLellan, Rebecca Roome-Rancourt

1. Petitions Heard: 13

APPROVED DENIED
Admission/Readmission 0 0
Late Registration 1 0
Late Withdrawal 1 0
Degree Requirements Waived/Altered 10 0
Exception to Exam Policy 1 0

Respectfully Submitted,

o illiibo

Jamie Graham, Chair
Undergraduate Standing and Petitions Subcommittee

MOTION: That the Report of the Undergraduate Standing and Petitions Subcommittee dated
January 26, 2016, be received.
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Report of the
Undergraduate Standing & Petitions Subcommittee

February 9, 2016

There were meetings of the UNDERGRADUATE STANDING AND PETITIONS Subcommittee on
February 9, 2016.

PRESENT: Jamie Graham, Carole Richardson, Pavlina Radia, Nancy Maynes, Richard Wenghofer,
Sydney Lamorea

ABSENT WITH REGRETS: Rick Vanderlee, Karey McCullough

GUESTS: Crystal Pigeau, Rebecca Roome-Rancourt

2. Petitions Heard: 12

APPROVED DENIED
Admission/Readmission 0 0
Late Registration 2 0
Late Withdrawal 2 0
Degree Requirements Waived/Altered 5 0
Course Overload 1 0

Deferred: 2

Respectfully Submitted,

o ilbliita

Jamie Graham, Chair
Undergraduate Standing and Petitions Subcommittee

MOTION: That the Report of the Undergraduate Standing and Petitions Subcommittee dated
February 9, 2016, be received.
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Report of the
Undergraduate Standing & Petitions Subcommittee

April 5, 2016

There were meetings of the UNDERGRADUATE STANDING AND PETITIONS Subcommittee on
February 24, March 8, March 24, and April 5, 2016.

February 24, 2016:

PRESENT: Jamie Graham, Carole Richardson, Pavlina Radia, Rick VVanderlee, Nancy Maynes, Karey
McCullough, Sydney Lamorea

ABSENT WITH REGRETS: Richard Wenghofer
GUESTS: Ken McLellan, Beth Holden, Margarida Shail, Jane Hughes

March 8, 2016:

PRESENT: Jamie Graham, Carole Richardson, Pavlina Radia, Rick VVanderlee, Richard Wenghofer,
Karey McCullough, Sydney Lamorea

ABSENT WITH REGRETS: Nancy Maynes, Kerri Sawyer
GUESTS: Ken McLellan, Crystal Pigeau, Margarida Shail, Heather Brown

March 24, 2016:

PRESENT: Jamie Graham, Carole Richardson, Pavlina Radia, Nancy Maynes, Karey McCullough,
Richard Wenghofer, Sydney Lamorea

ABSENT WITH REGRETS: Rick Vanderlee
GUESTS: Ken McLellan, Margarida Shail, Heather Brown

April 5, 2016:

PRESENT: Jamie Graham, Carole Richardson, Pavlina Radia, Richard Wenghofer,
Nancy Maynes, Karey McCullough, Sydney Lamorea

ABSENT WITH REGRETS: Rick Vanderlee

GUESTS: Margarida Shail, Crystal Pigeau, Heather Brown, Ken McLellan
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S&P Report
April 5, 2016
Page 2

3. Petitions Heard: 43

APPROVED DENIED
Admission/Readmission 0 0
Late Registration 7 0
Late Withdrawal 15 6
Degree Requirements Waived/Altered 12 1

Deferred: 2

Respectfully Submitted,

Tosees illiiho

Jamie Graham, Chair
Undergraduate Standing and Petitions Subcommittee

MOTION: That the Report of the Undergraduate Standing and Petitions Subcommittee dated

April 5, 2016, be received.
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SCHULICH SCHOOL OF EDUCATION

In-Service Offerings

MOTION 2:  That the Undergraduate Studies Committee recommend to Senate that the course
EDUC 1545 Native Languages, Part 1 be added to the list of In-Service offerings (see

descriptive data).

A) Descriptive Data:

Course Code

EDUC 1545

Course Title

Native Languages, Part 1

Course Credits

O 3 credits M 6 credits [ Other

Course Description

Students focus on developing the skills and knowledge required to
design, deliver and assess the teaching of Native Languages. They
engage with theories on language acquisition, and explore and reflect
upon language teaching methodologies.

Course Prerequisite

Approved level of proficiency in Anishnaabemwin

Course Corequisite

n/a

Antirequisite

EDUC 1436, EDUC 1446, EDUC 1456, EDUC 1546, EDUC 4947

Restriction

Instructional Method M lecture O tutorial
O laboratory work O studio work
O  private study O service learning
OO  seminar O clinical practice
O practical work OO online delivery
O independent study

Hours of contact time

expected per week

Hours of contact time 125 hours

expected per term

Program Implications

Does this course have program implications?
O Yes M No
If yes, please specify:

Course Grouping
or Stream

Does this course belong to a Group or Stream?
O Yes M No
If yes, please specify:

Cross-Listing

[ Cross-Listed - this course may be credited towards

Learning Outcomes
(6-8 points, visible,

measurable and in active

voice)

Students who successfully complete this course will

e successfully implement Ministry of Education curriculum and
policies and guidelines

e demonstrate the ability to integrate information and
communication technology into teaching a Native language as
a Second Language

e demonstrate an understanding of theories and methodologies
for teaching Native Language as a Second Language and
applying these to practice
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o demonstrate an awareness of the intellectual, social, emotional
physical, linguistic, cultural, spiritual and moral development
of students

o successfully design, implement and assess Native Second
Language programs for students.

B) Statement of Need:

Currently, no Ontario university nor other provincial AQ providers, offers an Additional Qualification in
Native Languages (Anishnaabemwin) to provincially certified teachers. By offering EDUC 1545, Native
Languages, Part 1, the Schulich School of Education will provide a professional development opportunity
for certified teachers employed in both public and First Nation schools. EDUC 1545 will increase the
number of provincially certified Native Language teachers, which assists in achieving a number of
objectives outlined by the Ontario Ministry of Education’s First Nation, Metis and Inuit Education Policy
Framework as well as assisting in the promotion and retention of Native Languages in the province’s
schools.
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POLICIES

Bachelor of Science in Nursing (BScN) — Scholar Practitioner Program (SPP)
Admission Policy Modification

MOTION 3: That the Undergraduate Studies Committee recommend to Senate that the BScN — SPP
admission policy modification be approved.

Current BScN — SPP Admission Policy

Admission consideration is based on the following criteria:

e A recognized undergraduate degree with a minimum overall average of 75% (calculated on the best
10 full course equivalents not including transfer courses). Applicants with final degrees containing
less than 10 full course equivalents will not be considered.

e Successful completion of one (1) course in anatomy and physiology and one (1) course in general
psychology at the university level from a recognized university

e Personal Statement

e Reference Letter

e Interview

Proposed Change to the BScN — SPP Admission Policy

Admission consideration is based on the following criteria:
e A recognized undergraduate degree with a minimum overall average of 75% (calculated on the best
10 full course equivalents not including transfer courses). Applicants with final degrees containing
less than 10 full course equivalents will not be considered.
e Successful completion of one (1) course in anatomy and physiology and one (1) course in general
psychology at the university level from a recognized university
CASPer™ assessment

[ )

e Personal Statement

e Reference Letter

e [nterview
Rationale

CASPer™, the Computer-Based Assessment for Sampling Personal Characteristics is a web-based
situational judgement test designed to evaluate key personal and professional characteristics essential for
students to be successful in nursing school and ultimately, as practicing nurses. Some of these
characteristics include professionalism, empathy, compassion and cultural sensitivity. Traditional
evaluations of personal characteristics are susceptible to subjectivity and are not as effective in recognizing
quality applicants. CASPer™ will assist in the selection of quality applicants who have the necessary
characteristics to be successful in this unique Nursing program. Applicants will be required to pay the cost
to write the test and distribute the results. Current fees are $40 to write the test and $10 per school of
nursing applied to in order to distribute the results.

This change is for the Fall 2017 intake.

Submitted by: Heather Brown
Date: March 29, 2016
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Final Grades

MOTION 4: That the Undergraduate Studies Committee recommend to Senate that the Senate Policy on
Final Grades be modified as outlined.

a. For courses with a duration of three (3) calendar weeks or more, final grades must be submitted into
the student information system within seven (7) calendar days of the date a final exam was written
or due for on campus courses, and within fourteen (14) calendar days of the date a final exam was
written or due for alternative delivery courses. For courses where no final exam was scheduled, final
grades must be submitted by the last day of the examination period.

b. For courses with a duration of less than three (3) calendar weeks, final grades must be submitted
into the student information system within fourteen (14) calendar days of the last day of the course.

c. The Dean of each faculty will review all of the grades submitted for courses in their faculty before
grades are published.
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Report of the
PLANNING AND PRIORITIES COMMITTEE
Friday, April 22, 2016

COMMITTEE MEMBERS:

Harley d’Entremont (Chair) Blaine Hatt Carole Richardson
Nancy Black Alex Karassev Matti Saari

Glenn Brophey Laurie Kruk Murat Tuncali
Christine Cho Sydney Lamorea Rick Vanderlee
Chris Hachkowski Aroha Page Janet Zimbalatti

Regrets: Greg Brown, Heather Brown, Jamie Graham
Guests:  Crystal Pigeau, Trevor Smith

Recording Secretary: S. Landriault

The Provost reported that the Quality Council, at its meeting of April 22, 2016, accepted the
recommendation of the Appraisal Committee that the proposed Sociology — Applied Social Research
(MA) program at Nipissing University be approved to commence. The report includes a recommendation
to hire a tenure track faculty member.

Two motions were brought forward regarding the Strategic Enrolment Management Report. It is
suggested that the recommendations be accepted in principle. The first step will be the endorsement of
the committee, the second step will be to go to Senate, and the third step will be to form a committee (or
PPC).

The motion put forward at the March 11, 2016 Senate meeting regarding the criteria used in decisions to
suspend enrollment was discussed and recognizing the importance of this process PPC recommended that
the report be deferred until after the Board of Governors Governance Report is available to inform its
deliberations on this matter.

The Provost reported that the Biomedical Science proposal received Stage 1 approval.

Members approved recommending to Senate, after some revisions, the Final Assessment Reports for the
following programs:

Classical Studies

History

Mathematics and Computer Science
Native Studies

Social Welfare and Social Development

Respectfully submitted,

Harley d’Entremont, PhD
Chair, Planning and Priorities Committee
A2
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Motion 1: That the Report of the Planning and Priorities Committee dated April 22, 2016, be received.

Motion 2: That Senate give approval in principle to the broad goals and objectives contained in the
Strategic Enrolment Management Report prepared by Higher Education Strategy Associates
(22 June2015).

Motion 3: That Senate approve that PPC’s mandate be extended to include oversight of the Strategic
Enrolment Management Plan.

Motion 4: That Senate grant approval of the Stage 1 Biomedical Science Proposal as outlined in the
attached document.

Motion 5: That Senate grant approval of the Final Assessment Report of the Classical Studies IQAP
Review, as outlined in the attached document.

Motion 6: That Senate grant approval of the Final Assessment Report of the History IQAP Review, as
outlined in the attached document.

Motion 7: That Senate grant approval of the Final Assessment Report of the Mathematics and Computer
Science IQAP Review, as outlined in the attached document.

Motion 8: That Senate grant approval of the Final Assessment Report of the Native Studies IQAP
Review, as outlined in the attached document.

Motion 9: That Senate grant approval of the Final Assessment Report of the Social Welfare and Social

Development IQAP Review, as outlined in the attached document.
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l. Introduction

This report is the third and final output of the Strategic Enrolment Management project
undertaken by Higher Education Strategy Associates for Nipissing University. The Report
outlines for the University’s consideration a proposed enrolment management strategy and
suggested implementation plan.

The primary focus of the report is on increasing University enrolments by 1000 additional
students, bringing total enrolment up from the current 4300 to about 5300. Half of these
additional students are expected to be international.

Growth is expected to take place over a period of five years. The management of year-on-year
growth, as outlined in the implementation plan, is intended to avoid placing undue strain on
departments and faculty, with the added benefit that some of the costs associated with growth
are incurred later rather than earlier in the process.

In addition to increased enrolments, the plan includes proposals to encourage program
innovation and to increase the efficiency with which credits are delivered.

These three elements - growth, innovation, and efficiency — are at the heart of a Strategic
Enrolment Management Strategy which is aimed not only at increasing enrolments, but at doing
so in a manner which aids the ongoing effort to reduces the University’s operating deficit.

In this regard, the recent growth in first-choice applications and acceptances to Nipissing, and
the significant progress that has been made towards reducing the deficit are welcome
developments that should be positively acknowledged.

Understanding the challenge

The Environment Scan which comprised the first stage of the SEM project noted that Nipissing’s
location, history and context were important elements of its identity, impacting both on the
kinds of students who were attracted to it and on its ability to attract applications and grow
enrolments.

As a relatively small institution, situated in North Bay in Northern Ontario, Nipissing’s location is
at once an advantage and a disadvantage. The campus itself is seen by students as friendly and
intimate, the quality of campus life and the learning environment are positively regarded, and
the beautiful surroundings and outdoor opportunities are attractive to many. The University’s
small size and small-town feel, however, are not for everyone, and the relatively limited range of
programs on offer, and faculty to teach them, encourages some students to look elsewhere.

Nonetheless, as the Environment Scan showed, Nipissing holds it own when it comes to its
immediate competitors, both in terms of the quality of students it attracts, as measured by high
school grade point average, and in terms of the proportion of first-choice applications it receives

! Proposals to increase overall enrolments through international recruitment are the subject of a separate project.



and its conversion rates. First-choice applications and acceptances, moreover, have significantly
improved in the past two years.

Less positively, growth in enrolment in some fields has been largely offset by decreases in
others, so that in recent years net under-graduate enrolment has tended to remain relatively
constant. Hopefully, however, the recent up-tick in applications and acceptances will translate
into positive enrolment growth overall.

Still, increasing enrolments off the current base will require significant effort, especially as
resources, and the opportunities available to the University to innovate or diversify, are
constrained by financial and other factors. Meanwhile, government-imposed changes to the
structure and funding of Nipissing’s Education programs have had a wider enrolment and
financial impact on the University, not least on the Faculty of Arts and Science.

Despite these challenges the University, as has been noted, has made significant progress
towards reducing the deficit: a projected operating deficit of just under $12m in 2014/15 has
come in at under $8m, and the forecast for 2015/16 is in the region of $5m.?

Increasing enrolments from around 4300 to 5300 should have a further, positive impact. To do
so, however, the growth in enrolments will need to be carefully targeted towards controlling or
reducing costs and maximising income. Strategic enrolment growth, accordingly, is the primary
focus of this document.

The SEM process

The Strategic Enrolment Management exercise embarked upon by Nipissing University
comprised of three phases.

The first phase, as noted above, centred on a scan of the environment. Conducted over three
months in 2014, the Environment Scan located the University in the wider setting of its history,
context and competitors, considered student perceptions, and provided a detailed overview of
key trends in applications, enrolments, and student attrition and graduation rates. The
implications for enrolment of student financial aid, demographic trends and trends in the labour
market, and of opportunities for international recruitment were also considered.

One of the more significant findings to emerge from the environment scan was that the
apparent stagnation in total enrolments, at around 4300 FTEs, masked a significant shift in
recent years in the pattern of enrolments, away from Education and Nipissing’s traditional
strengths in Arts and Science, towards more professional, applied and inter-disciplinary
programs, distance and part-time learning, and college transfers. The implications of these
trends, it was suggested, for future enrolment — and, by extension, for marketing, recruitment
and program innovation — warranted careful consideration by University planners and by
faculty.

The second phase of the SEM project drew on data from the Environment Scan® and an analysis
of relative delivery costs, augmented by in-depth interviews with Deans, Department Chairs,

2 _— .
Personal communication, Jamie Graham



faculty and senior administrators, to develop five linked but distinct enrolment scenarios.
Through these scenarios, the impacts on the University’s bottom line of increasing domestic and
international enrolments, improved retention, and optimization of faculty teaching loads and
credits delivered per FTE faculty member, could be modeled.

The phase two report concluded,

If there is one clear take-away from the ... analysis, it is that there is no single solution
capable of meeting the challenge; rather, a blend of strategies will be needed. In this
regard, strategies to optimize enrolment and improve retention, and to expand the
recruitment of international students, are not a substitute for other measures that
Nipissing may need to take in order to reduce expenditures and increase revenues.

On balance, and setting aside the question of potential cost savings, an overall increase
in enrolments, directed towards areas where there is either strong demand or spare
capacity, combined with a steady increase in credit hours delivered by faculty, and
increased international enrolment, would seem to offer the greatest potential for
meeting the university’s financial requirements.

These scenarios, and their potential for helping to reduce the budget deficit, were presented by
HESA’s President, Alex Usher, to a Strategic Enrolment Management workshop of the Deans and
the Vice-President Academic, in December.

The outcome of the December workshop was agreement on a balanced strategy of enrolment
growth, program optimization, and improved retention. On the basis of these agreements,
follow-up interviews with the Deans and the Associate Vice President, Academic took place in
February 2015, to explore the possibilities for growth and optimization in more detail.

Section Two of this report summarises the enrolment strategy and goals as agreed in December.
Section Three draws on the work undertaken to date to develop the strategy further, through
the lenses of Students, Faculty, Programs, Marketing and Recruitment, and Infrastructure and

Support Services. Attention is also given to the issue of the Muskoka campus.

The final section of the report outlines an implementation plan and strategy.

3 Including analysis of additional retention data provided by the University.



1. Enrolment Goals

The University has set itself a goal of 1000 new enrolments over the period 2016 — 2020, split
more or less evenly between domestic and international students.

In practice this will mean admitting in the order of an additional 300 students per year, on
average, allowing for average program duration, time to completion, and adjustments for
transfers and retention. As noted in the Introduction, this enrolment growth will need to be
managed in order to reduce the impacts on faculty and infrastructure and defer costs where
possible. A possible phasing of managed growth over an initial three-year period is outlined in
the implementation plan.

Although not strictly an enrolment issue, to meet its deficit reduction targets the University also
will need to improve the efficiency with which its programs are delivered.

Improving retention, the scenarios have shown, will have only a modest impact on the
University’s overall enrolment and finances, but is nonetheless an important institutional

objective.

The enrolment goals and strategies identified by Nipissing can be summarised as follows (Table
1):

Table 1: Summary of core strategies chosen by Nipissing University

Strategy Institutional prioritization status Potential
strategic impact

An increase in the number of Pursued aggressively, totalling an High
traditional students on campus enrolment recovery of at least 500-

600 students
An increase in the number of Pursued aggressively, with a long- High
international students on campus term enrolment goal of 400-500

students
An increase in ‘delivery Pursued aggressively via a ‘balanced’ High
optimization’, or the average strategy.
number of credits delivered per
faculty member
An increase in overall retention Continued support with moderate Modest

rates

improvements.

Suggested strategies for achieving these goals are explored below, in Section 3 of this report.



lll. SEM Strategies

Strategic Enrolment Management, as HESA noted in its initial proposal, is not only about
income, it is about the University’s vision: ‘how it sees itself as an institution in the years to
come.’

The theme of what kind of university Nipissing is, and what kind of University it wants, or needs
to become, was a refrain heard constantly throughout HESA’s engagement with the institution,
in meetings and interviews with both administrators and faculty.

As the SEM literature makes clear, what kind of University Nipissing is bears directly, also, on the
kinds of students who will be attracted to it, and the kinds of students that the University will
want to target in its marketing and recruitment effort. Institutional ‘fit’, in this sense, runs in
both directions, between institution and student.

Discussion of the particular strategies available to the University is prefaced, accordingly, in the
next section, by a brief discussion of institutional mission, vision and purpose.

The early literature on enrolment management proposed the notion of an ‘enrolment funnel,’
focused on the processes of marketing and recruitment through which potential students are
‘delivered’ to and enrolled at the institution. Later, more complex models are conceived of as an
enrolment ‘pyramid,’ in which recruitment and enrolment are seen as only the initial stages of a
process that includes student retention and student satisfaction, graduation, and an ongoing
relationship with alumni. Enrolment management plans frequently are constructed either
directly or implicitly with these models in mind.

Traditional enrolment management strategies and tactics will, undoubtedly, be part of the
‘solution,” as Nipissing looks to enrolment growth as a key means of addressing the diminishing
but still quite substantial financial deficit. As the Phase 2 scenarios showed, however, enrolment
growth on its own is unlikely to be sufficient; reducing the deficit will require also a focus on
efficiency, primarily through program innovation and an increase in the average number of
credits delivered by each faculty member.

Changes such as those proposed in this document — increased enrolments, both domestic and
international, together with innovative programming and increased teaching loads and class
sizes — will require careful management. The imperatives of change and innovation will need to
be balanced against those of maintaining institutional — and achieving financial — stability.

Rather than an enrolment ‘funnel’ or ‘pyramid’ therefore, the strategy outlined in this document
is represented as resting upon five ‘pillars,” each of which is critical to achieving the goal of
financial as well as institutional sustainability. The five pillars are:

e Students

e Faculty

e Programs

e Marketing and Recruitment

e Infrastructure and Support Systems



Filtered through the prism of the enrolment scenarios discussed earlier, and enriched by faculty
interviews and site visits, the elements of a suggested strategic framework emerge,
characterised broadly in this document as ‘growth, innovation, and efficiency.’

The future of the Muskoka campus is also discussed before attention turns, in the final section
of this report, to questions of planning and implementation.

The University’s Mission and Vision

‘We need to stop thinking about our Departments and think about what is good for the
University.”*

Phase Two of the SEM project began by taking note of the University’s Mission and Vision,
Strategic Plan, and Strategic Mandate Agreement, before turning to a discussion of current
institutional realities and enrolment scenarios. Implicit in the analysis was a recognition that the
current institutional mission and vision do not offer much by way of firm direction or guidance,
beyond a focus on ‘learners in the North’ and the development of ‘caring, creative, critical
thinkers’> — a concern that was highlighted in interviews with Deans and faculty.

The University’s Strategic Plan, 2010-2015, and Strategic Mandate Agreement, 2014-2017, on
the other hand, offered some more practical pointers, identifying for example the potential to
introduce new degree and certificate programs, opportunities for the expansion of flexible
learning and distance education, and increased recruitment of mature and returning students,
first generation learners, First Nation and Aboriginal students and others.

These suggestions, however, were not necessarily linked to a wider discussion of the
University’s mission, purpose, or vision: the result, it could be argued, was a list of possible
actions and activities, divorced from a broader, strategic sense of direction.

Interviews with faculty members, Department Chairs, Deans and senior administrators, on the
other hand, revealed an intense interest in and concern with the University’s mission, identity

and future direction, with both convergent and divergent themes emerging (Table 2).

Table 2: Summary of branding and image concepts

Branding and image concepts Comments
Nipissing University is a ‘northern The notion of Nipissing as a ‘northern gateway’
gateway’ speaks to the idea that the University, as part of its

mission and identity, has a particular role to play in
meeting the educational and developmental needs of
the North, both in terms of communities (Aboriginal

4 Faculty interviewee.
s Nipissing University Academic Calendar, 2013-2014



Nipissing University is located close to
Toronto

Natural beauty

Research prestige

Community engagement and service

A nurturing environment and
personalized student experience

and First Nation, for example) and the economy (for
example mining, road building, development of
Native reserves). It is possible to see a ‘Northern
gateway’ connection with many of the programs
offered by the University; the attraction of this image
or branding of the University to prospective students,
or to business and community stakeholders, may be
limited however, except perhaps where particular
programs (Geology for instance) might include a
specifically Northern focus.

The notion that Nipissing is ‘only three hours from
Toronto’ was put forward as a counter to the
perception that the University’s location is extremely
remote. ‘Selling’ the University as close to Toronto
seems an unrealistic proposition, however; students
who wish to be in the GTA area have many other, and
closer options. It would make more sense, it is
suggested, to focus on the advantages of Nipissing’s
location — as the current marketing strategy does in
fact do — while pointing out that the University is not
as distant from Toronto as students and parents
might think.

The natural beauty and attractiveness of Nipissing’s
surroundings is a feature of the University’s current
marketing strategy, with proven appeal to the kinds
of students who choose Nipissing over other
universities, and should be maintained.

The University boasts some excellent researchers, but
research excellence is not necessarily a primary
concern of most potential applicants to Nipissing’s
undergraduate programs. Nipissing is not in a position
where it can realistically promote itself as a ‘research
university.’

This aspect of the University’s identity was mentioned
by a large number of community members.
Community engagement and service resonates with a
broad range of programs at Nipissing, both applied
and academic; along with teaching and research,
service is generally seen as a core function of the
modern university.

The learning environment that Nipissing provides is a
strong element of its institutional identity and
reputation: the small class sizes, close contact
between students and faculty, and quality of student
life are an established part of the University’s appeal
to the kinds of students who choose to enrol there,
and a justifiably important element of the University’s
messaging and branding. In addition to its
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Applied and career-outcomes oriented

attractiveness to Canadian students who desire a
more nurturing and personalized university
experience, this aspect of Nipissing’s ‘brand’ may also
be attractive to some prospective international
students.

The notion of Nipissing as a University increasingly
oriented towards applied and professional studies,
preparing students for the world of work and their
future careers, was advocated by some respondents.
In addition to their intrinsic value, it was believed that
such programs, with their focus on employability,
would have a particular appeal for parents as well as
for students.

As discussed below, however, this view of the
University was not universally supported, and some
members of faculty saw a tension, if not perhaps a
conflict, between the academic mission of the
University and the importance attached to applied
and professional education.

A further perspective on these issues is offered by
those who argued that the University should place a
greater emphasis on the offering of inter-disciplinary,
multi-disciplinary and inter-professional studies: in
part, this was seen as a necessary response to the
challenges facing smaller departments and
departments with declining enrolments, and in part
as an opportunity to better prepare students for a
range of career and work possibilities.

As outlined below, the arguments for expanding inter-
disciplinary and inter-professional programs, as well
as college transfer and joint programs with other
institutions, are persuasive. Nonetheless, it is
suggested that the core message and brand identity
should centre on the University’s role as a
comprehensive regional institution offering quality
education in response to the needs of its students, its
community, and the labour market.

Judging by these interviews, it seems fair to say that the University’s traditional strengths in
teaching and research, in the areas of education, the social sciences and humanities, are widely
recognized by members of the Nipissing community. Similarly, the student-centred, friendly
‘vibe’ on campus, the quality of student life, and the beauty and attractiveness of the natural
surroundings, are recognized as part of ‘the Nipissing advantage.’
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Areas of enrolment growth and innovation, in the Faculty of Applied and Professional Studies
particularly, but also in regard to increased inter-departmental and cross-Faculty collaboration,
and the development of joint, inter-disciplinary and inter-professional programs, were also
positively noted.

At the same time, some tension could be perceived between the traditional Education, and Arts
and Science, focus of the University, and the rapid growth in recent years of Applied and
Professional Studies, college transfer programs, and part-time and distance education.

This, it could be argued, extended beyond the ‘normal’ competition for students and resources
to a more basic concern about the evolution and future direction of the University — in other
words, a concern about institutional mission, identity, and strategy, not to mention the
University’s academic values and culture.

In more practical terms, concerns such as these pointed to some disagreement, or at least
uncertainty, as to how, and where, the university should grow. Growth in traditional areas of
strength — the humanities, social sciences, education — was contrasted, as the Phase Two SEM
report put it, with

... the themes of a regionally-focused, undergraduate university, with strengths in
applied, professional, inter-professional and inter-disciplinary studies....

Complicating these questions, moreover, was

... a fairly frank recognition that not all departments are operating optimally: Deans, in
particular, cited examples of departments that were trying to do too much, whose
programs were poorly designed or unduly faculty-intensive, or which were failing, for
some reason, to attract students.

Choosing where to grow, therefore, is both a practical question and a question of institutional
mission, vision, purpose and strategy.

From a practical perspective, the University’s options are limited in important respects by its
location, by its predominantly undergraduate character, by the composition of its faculty and by
its current mix of applied, professional and academic programs. The University’s options are
further constrained, it goes without saying, by its financial difficulties.

Not all programs and Departments, moreover, are positioned for growth; and, while some have
room to expand without additional resources, growth in others will require investment. Larger
first-year classes, increased teaching loads, and growing international enrolments will impact on
faculty, on teaching and learning, on the University’s infrastructure including residences and
student support services and, to some extent, on the character of the institution.

At the same time, as a ‘regional’ institution based in Northern Ontario, the University will
continue to be challenged to meet local and regional needs, not only in its traditional academic
areas of strength, but in applied and professional studies and through the provision of flexible
learning pathways and open learning opportunities.
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A considered expansion of inter-disciplinary and inter-professional programs, moreover, may be
helpful, not least in giving renewed purpose and relevance to smaller departments and
departments with declining enrolments, while enabling the University to ‘change the
conversation,” from ‘what can | do with an Arts degree’ to ‘how will my program prepare me for
a career.

The University, in other words, is unlikely to have the luxury of being able to choose between a
‘liberal education’ or applied and professional mission and identity: it is, and will most probably
remain for the foreseeable future, a small, regional, comprehensive institution characterised,
ideally, both by its academic quality and reputation and by its responsiveness to student
demand and the needs of its surrounding communities and the labour market.

Rather than see itself as ‘divided,” therefore, by its traditional academic versus its applied and
professional program offerings, or by its traditional, full time and residential versus its part-time
and distance student populations, the University, it is suggested, might more positively see itself
as united and distinguished by a uniquely responsive and relevant comprehensive curriculum, a
welcoming and supportive learning environment, and a flexible program and delivery model
geared to the needs of the students and communities that it serves.

Stability and continuity, combined with enrolment growth, innovation and efficiency, are on the
analysis above of equal importance to the University’s future. Without efficiency gains and
program innovation the University cannot expect to grow, or remain financially sustainable;
without continuity and stability, growth and innovation may prove unsustainable. Growth,
innovation and efficiency together are the core elements of the enrolment management
strategy outlined in this document.

While the primary focus of this report is on enrolment management, it is worth making the
point, therefore, that stability through growth, innovation and efficiency is the most promising
and most plausible path towards financial and institutional sustainability for Nipissing University.

By this we mean:

e maintaining the student-centred, small-university campus climate and culture, and the
positive learning environment

e maintaining the academic values and culture of the academy

e building on the University’s traditional strengths in the humanities, social sciences and
education

e building on the University’s positive profile and track record in applied and professional
studies

e experimenting with the balance between applied, professional, part-time and distance
education, and the University’s traditional offerings in Arts and Science, and Education

e embracing the opportunity to serve students, communities, and employers, through
relevant, flexible, high quality and innovative programming

e exploring new inter-disciplinary, inter-professional and collaborative program offerings,
across departments and disciplines, and across Faculties

e pursuing a balanced strategy of enrolment growth, program innovation, and efficiency
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As the University moves forward, creating a shared sense of challenge and opportunity, and
securing faculty and staff cooperation and buy-in to an SEM strategy which is centred on
enrolment growth, program innovation and efficiency will be essential; these, in turn, will
require inclusive leadership, principled engagement, and ongoing, open communication.

Stability through growth, innovation and efficiency, it has been suggested, rests on five pillars:

e Students

e Faculty

e Programs

e Marketing and Recruitment

e Infrastructure and Support Services

It is to these that we now turn.

Students

The University has agreed that the enrolment strategy will target an additional 1000 students
over the next five years, or about 300 per annum, allowing for transfer, attrition and other
factors. It is expected that half of these will be domestic, and half international. As outlined in
the implementation plan, growth will need to be managed, so as not to place undue strain on
faculty and infrastructure, and to manage costs.

Attention will also be focused on improving retention.
The following enrolment strategies are focused on students:

Increased enrolment of domestic students
Increased enrolment of international students
Improving retention

Enhancing the student experience

e Targeted deployment of student financial aid

Strategy 1: Increased enrolment of domestic students

Growth in domestic enrolments will require targeted efforts to identify and respond to recent
trends in applications and registrations.® There has been a marked change, for instance, in the
pattern of registrations, with declines in Arts and Science largely offset by growing enrolments
in Applied and Professional Studies. This is discussed below, in the section on Programs.

Along with changes in enrolment patterns, the profile of Nipissing’s students has also been
changing: direct entry registrations, for instance, declined over the period 2009 — 2013, while
non-direct entry registrations rose (Table 3), along with the proportion of part-time students.

® See Environment Scan and SEM Phase 2 reports.
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Table 3, Direct entry and non-direct entry applicants and registrants, 2009 — 2013

Year Direct-Entry Undergraduate Non-Direct Entry Undergraduate
Applicants Registrants Applicants Registrants
2009 3385 847 1431 593
2010 3431 857 1649 672
2011 3109 796 1666 809
2012 3156 781 1889 837
2013 3065 763 1985 712

Source: application data provided by Nipissing University, author’s calculations

If the student profile is changing, applications and enrolment trends suggest nonetheless that
most students continue to be drawn from Nipissing’s traditional catchment areas, primarily in
Northern and South Eastern Ontario (Table 4).

Table 4, Undergraduate non-direct-entry applicant statistics by region, 2009-2013 grouped

Census division  Applicants Admitted Registered Yield rate

Nipissing 1130 961 724 75%
Peel 686 439 194 44%
Outside Ontario 553 274 128 47%
Toronto 444 251 113 45%
Ottawa 358 247 124 50%
Simcoe 357 265 151 57%
Halton 300 214 113 53%
York 236 157 67 43%
Parry Sound 203 162 110 68%
Durham 185 126 59 47%
Middlesex 181 140 90 64%
Muskoka 173 148 101 68%
Waterloo 162 85 36 42%

Source: application data provided by Nipissing University, author’s calculations
Note: this table excludes 1735 applicants with missing data; excludes consecutive bachelor of education applicants

However, a slightly different perspective is provided by applications data from Northern and
Eastern Ontario, which suggests that Nipissing’s share of applications from these two regions is
actually quite small, relative to its competitors, and declining: Nipissing in 2013 received only 4%
of the approximately 4600 direct entry students from Northern and Eastern Ontario
municipalities (other than Ottawa) in 2013, down from 6% in 2008. Its share of non-direct entry
students from these areas was also down, from between 12% and 16% in previous years to 7%
in 2013.
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Against this background, and the more detailed analysis in the Environment Scan, it is suggested
that recruitment of domestic students should focus on the following:

e Targeting students for whom Nipissing University is a ‘natural’ choice, who are at risk of
going elsewhere. This means targeting effectively direct entry students who have the
desired grade point average, are from Nipissing’s traditional catchment areas, are
interested in attending a smaller school, and whose program preferences align with the
University’s offerings.

e Targeting non-direct entry, mature and continuing education students, including college
transfers, for whom Nipissing’s applied and professional programs and combination of
full- and part-time study and distance education offer meaningful pathways for
progression.

e Opportunities for growth in First Nation and Aboriginal enrolments. While significant
growth in enrolments amongst this group is unlikely, targeted opportunities may exist in
specific program areas, linked to community and regional development needs.

Strategy 2: Increased enrolment of international students

The University has set itself a goal of increasing international enrolments by up to 500 over the
next five years. The enrolment scenarios outlined in the Phase Two report showed that
international recruitment could make a meaningful financial contribution to the University’s
bottom line; this needs to be balanced, however, by an appreciation of the associated risks and
costs.

The break-even point, it was estimated, was in the region of 200 students; below this level, the
University would be likely to lose rather than make money on an internationalisation strategy.

The University will need to give careful consideration in its international recruitment strategy to
the countries in which it chooses to recruit, bearing in mind not only recruitment costs and
political and other risks, but issues related to language proficiency and fields of study:
enrolment data from the United States (Table 2) suggests, for instance, that the demand for
programs in fields such as Engineering, which Nipissing does not currently offer, is considerably
higher than for programs in education, the humanities and social sciences — Nipissing’s
traditional areas of strength. The most likely opportunities for Nipissing, it would seem, are in
the areas of Business and Management.

Options for internationalisation will be explored in more detail in a separate Report.
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Table 5: International student enrolments at U.S. institutions, by broad field of study, all
tertiary levels

[ CAGR | _AAC _| STDEV |

Agriculture 8961 10,317 9,888 9,750 10,463 4.0% 3755  704.7
Business and 138565 145514 155,769 166,733 178,984 6.6% 10,1048 1,957.4
Management

Education 18,120 18299 16,933 17,200 17,011 -1.6% -277.3 6515

Engineering 118,980 127,441 135,592 141285 154,186 6.7% 88015 2,598.5

Fineand Applied Arts 34,854 35801 37,237 41,710 45850 7.1% 2,749.0 1,5715
Health Professions 35064 32111 32,526 29,535 31222 -2.9% -960.5 2,061.2
Humanities 19179 17,985 16,263 16294 17,121 -2.8% -5145 1,002.1
Sl 19,808 22,315 32,306 38887 39,990 19.1% 5023.0 3,509.5
Language
R ::?EE:;""“‘” 56,367 60,780 64,588 71,364 77,560 8.3% 52983 1,224.2

Other Fields of Study 73,011 76,743 75,459 77,252 79,876 2.3% 1,716.3 1,863.8

Physical and Life 61,699 61285 63,471 66,007 69,152 2.9% 1,863.3 123588

Sciences
Social Sciences 57,348 59,865 63,347 66,163 73,274 6.3%  3,981.5 18403
Undeclared 20,944 18,707 19,898 22,315 24,955 4.5%  1,002.8 1,950.1

Source: Institution for International Education, 2014

Strategy 3: Improving retention

The Phase Two SEM report showed that improving retention would have only a modest impact
on revenues and therefore on the University’s bottom line. Over and above the financial impact,
however, the University sees improving retention as an important objective in its own right,
from the standpoint both of student satisfaction and institutional reputation.

The Environment Scan and Phase Two analysis showed that, broadly speaking, retention rates at
Nipissing are lower than that at comparator institutions (Figure 1).
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Figure 1: Year 1 to Year 2 retention rates, first-year, first-time, full-time undergraduates.
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This finding appears to contradict a fairly widespread assumption on the part of faculty that
retention is not a significant area of concern. Monitoring retention, and raising awareness of
retention as an issue requiring the attention of faculty and student support staff, might
therefore be an important first step towards the development of a more effective retention
strategy. Research into why retention at Nipissing has declined would also seem to be
important.’

Disaggregation of the retention data points to four areas of concern, in particular. The first
relates to entering students’ grade point average; the second, to mature students; and the third
and fourth, to Aboriginal students and non-native English speakers, respectively.

Figure 2 shows that the mean high school average of entering students who remained enrolled
at the University was roughly 4% higher than the grade point average (GPA) of those who left - a
statistically significant difference in all years and overall at p = 0.005.

Whether students with lower than average GPAs should be considered ‘at risk’ is a complex and
possibly controversial question; it would be useful, nonetheless, to ensure that the GPA of all
entering students is captured within the University’s early warning system, and for the
University to investigate further the possible relationships between GPA scores, retention, and
student success.

" One suggestion that has been made is that declining retention could be related to Nipissing’s emphasis on access,
and to growth in enrolments. This hypothesis requires further investigation however; the retention data cited above
covers an earlier period (2004-11), whereas the data on which the current analysis is based refers primarily to the
period 2009-2013. During this more recent period, direct entry enrolments declined rather than grew; the GPA of
new, first year, full time undergraduate students, on the other hand, was higher than at Trent or Lakehead
Universities, although below that of some other comparators. (For further data, see Environment Scan).
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Figure 2: Mean high school average of retained and not-retained students
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Consistent with Canada-wide and United States data, retention rates for mature students at
Nipissing are below the institutional average — where just over 80% of all students persist in
their studies, fewer than 60% of mature learners do so (Figure 3).

Figure 3: Year-1 to year-2 retention, mature vs. all students (2009-2012)

Mature students only

O Retained

All students M Not retained

0% 20% 40% 60% 80% 100%

Mature students are a far from homogeneous group, and the reasons for their lower retention
rates are likely to be varied — ranging from academic performance through to personal, family,
financial or work factors.

Nonetheless, as a significant component of current enrolment, and a potential target for
enrolment growth, understanding what steps the University could take to improve its retention

of mature students should be an important element of its enrolment strategy.

After mature learners, Aboriginal students and non-native English speakers have the lowest
retention rates at Nipissing — 6% and 8%, respectively, below the University average (Figure 4).
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Figure 4: Average retention rates of mature, non-native English speaking, aboriginal, and first
generation students
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The two groups are in many respects of course not comparable, nor are they homogenous. A
targeted and differentiated set of strategies may therefore be needed to address the needs and
improve retention amongst non-native English speakers and Aboriginal students.

Strategies to improve retention at Nipissing should focus both on overall retention rates and on
improving retention amongst groups that the data suggests require specific attention. Key
elements of such a strategy would include the following:

e Establish retention as a key performance indicator to be monitored by Deans and senior
administrators

e Increase faculty and student support staff awareness of the need to improve retention

e Include entering students’ grade point average in the University’s early warning system

e Investigate the possible relationships between grade point average, enrolment patterns,
student retention and student success, with an eye to possible actions or interventions

o Develop an evidence-based action plan to improve retention amongst mature learners

e Develop an evidence-based action plan to improve retention amongst non-native
English speakers

e Develop an evidence-based action plan to improve retention of Aboriginal students

Strategy 4: Enhancing the student experience

The University’s ‘I belong at Nipissing’ marketing campaign rests squarely on the quality of the
experience that Nipissing offers to prospective students. The key elements of this are a safe and
nurturing learning environment, as reflected in a smaller university, small class sizes, and easy
interaction between students and faculty, and the quality of student life, including the residence
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‘experience,” sporting and cultural activities, beautiful surroundings, and ample opportunities
for students to ‘get involved.”

Student perceptions support this portrayal of the University: compared with some of its
competitors, Nipissing is seen by students (Figure 5) as more homogeneous and locally oriented,

more student-centred, and more nurturing.

Figure 5: Comparing institutional perceptions (Nipissing and Ontario institutions

Graduate over
Undergraduate

Professor-centered
over Student-
centered

Spread over Focused

Homogeneous over Global over Local

Diverse
Applied ove .
Theoretical Cautious over Open
Self-sufficiency over
Nurturing
= Brock University = University of Ottawa Trent University
=== Nipissing University Carleton University == Lakehead University

= Laurentian University

For those students for whom Nipissing currently offers a good ‘fit,” the key question to be asked
is whether, and how, the quality of the student experience could be further enhanced.

The question with respect to ‘new’ target markets, including international students and students
for whom Nipissing would appear to be an ‘obvious’ choice, but who choose to go elsewhere,? is
rather more difficult: how could the learning environment and student experience be enhanced,
in order to broaden the University’s appeal to students outside its traditional demographic and
catchment areas?

There is a balance to be struck here between maintaining the kind of learning environment and
student experience that Nipissing’s ‘traditional’ intake values, and ensuring at the same time
that the University is able to offer the kind of experience that new groups of students, including
international students, are likely to expect.

See also the discussion on student financial aid, where a similar issue arises.
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A strategic review of the learning environment and student experience that Nipissing offers
should focus, therefore, on two related but distinct questions:

e How can the learning environment and student experience that Nipissing offers its
existing student intakes be maintained and enhanced

e What changes need to be made to provide a learning environment and student
experience that will appeal to new target audiences, including students from Nipissing’s
traditional catchment areas who otherwise might choose to go elsewhere, international
students, and others.

Based on the findings of the review, a systematic strategy and process should be implemented,
to improve the student experience for both traditional and new or potential student intakes.

Needless to say, these changes and improvements, once identified, should be actively
communicated and promoted through the University’s marketing strategy and as part of its
institutional identity and branding (see Strategy 12).

Strategy 5: Targeted student financial aid

Like other universities in Ontario, Nipissing University provides most of its financial assistance to
students in the form of ‘automatic’ academic awards; that is, it provides guaranteed awards to
entering students based on their Grade 12 results. These awards start at a grade point average
of 80% and go up in steps thereafter.

Figure 5 shows that Nipissing’s awards, for students with GPAs of between 80 and 90 per cent,
are relatively generous; $1250 at the 80% level, compared with around $1000 at other
institutions, rising to $2250 at the 85% mark, as compared with $2000 or $1500 elsewhere.
Above the 90% level, only Lakehead and Trent are more generous, and Nipissing remains more
competitive than all other comparators, excepting Trent, at 90%.

Measured against its regional competitors, Lakehead and Laurentian, Nipissing’s comparative

generosity, especially at the higher GPA levels of 90% upwards, is even more noticeable (Figure
7).
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Figure 6: Guaranteed financial aid, total amounts, by grade average, 2013-14.
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Figure 7: Guaranteed financial aid, total amounts, by grade average, 2013-14
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9 Note: Brock’s entrance scholarship cutoffs differ from those of the other institutions examined; Brock offers a
$2000/year renewable scholarship for entrance averages between 90% and 92% and a $3500/year renewable
scholarship for entrance averages above 93%.



Whether differences such as these in entrance awards are a deciding factor in students’ choice
of institution is not immediately obvious, however. As the Environment Scan noted,

Given that most students live at home and attend an institution within commuting
distance of their parents, a small amount of extra money is unlikely to be sufficient to
induce them to spend several thousand extra dollars in order to leave home and attend
a different school. Extra scholarship money is only likely to make a difference where a) a
student has decided to stay at home and has multiple options within commuting
distance or b) a student has definitely decided to leave home but has yet to decide
between two places. It also needs to be acknowledged that below about a 90% average
— that is, for over 80% of new students - there is rarely more than $500 difference
between Ontario institutions, thus leaving little in the way for any one institution to gain
competitive advantage over other institutions.

Despite these caveats, the Environment Scan continued,

We can to some extent examine how financial aid helps Nipissing University attract
students. Yield rates below 80% may be thought of as a “pure” enrolment rate,
unaffected by financial aid. Normally, this curve should be downward-sloping; as
students’ grades rise, they have more options and so yield rates should fall. However, at
the threshold of 80% there is a kind of discontinuity: below this, students receive no
money, above this they do. Any “bump” in the downward slope can therefore be
interpreted as a pure effect of the financial intervention.

Figure 8 shows the yield rates in 2013 for Nipissing University, by high school average and
region. At the 80% threshold, where students go from receiving S0 to receiving $1200, the yield
rises in the Central and North Bay/ Nipissing regions (the two areas that can be considered as
“home territory” for Nipissing”), the Northern region, where a large number of people need to
leave home to attend post-secondary education, and South West Ontario. Elsewhere, the trend
continues downward from 79% (where no money is delivered) to 90% (where $5500 is the
norm).
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Figure 8: Yield rates from direct-entry students by region and Grade 12 average,
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The absolute numbers of students receiving awards at Nipissing™® are not especially large, but
nonetheless significant in relation to the target figure of about 300 additional domestic
enrolments per annum: 200 students with aggregates of between 80% and 85%, at $1250; 99
with aggregates from 85% and 90%, receiving $2250; and 53 with averages higher than 90%,
receiving $5541 each.

It would appear from these numbers that Nipissing may be more successful in attracting
students at the 80% - 85% level, with awards that are somewhat higher than its competitors,
than at the 85% and higher levels, notwithstanding the substantially larger amounts that are
awarded to such students. As the Environment Scan noted, some ‘rejigging of scholarship values
and thresholds’ might therefore be warranted.

The Phase 2 analysis drew attention, also, to the recent expansion of the Schulich Scholarship in
Education, as well as to the comparatively generous automatic awards offered by the University,
suggesting that high-value but non-renewable financial aid offered to first-year students might
potentially be linked to the University’s relatively poor year-one to year-two retention rate (see
Fig. 1) with students choosing to leave the institution after first year either because financial aid
is no longer available, or on account of their poor academic standing, or through some
combination of these and possibly other factors.

The impacts of student financial aid on both enrolment and retention might therefore need to
be considered.

The suggested elements of a targeted student financial aid strategy, accordingly, are as follows:

o Test the effects on enrolment of increasing award amounts at the 80% - 85% level

95013 figures
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e Investigate the relationship between financial aid policies and amounts and retention,
in particular year-one to year-two transition, to assess whether changes are needed.

Faculty

The key strategies adopted by the University to address the budget shortfall are increased
enrolments, discussed above, program innovation, and the more efficient delivery of programs,
discussed in more detail below.

Each of these strategies calls for creativity and collaboration in program design and delivery, and
each implies new opportunities as well as new demands on faculty.

Faculty have a vital role to play, also, in improving student retention, and enhancing the student
experience.

The practical implications of increasing enrolments, in particular, along with measures to deliver
programs more efficiently, will need to be systematically and transparently addressed, and
Faculties, as a critical locus of academic governance, will need to be given the information and
tools they require in order to achieve the results that are needed.

The Enrolment Management Strategy as it relates to faculty accordingly should aim to:

e Encourage a shared academic vision

e Strengthen the Faculty role in student recruitment

e Strengthen the Faculty role in improving retention

e Support Faculties with the information and tools they require to deliver the results that
are needed

Strategy 6: Encourage a shared academic vision

Rather than see itself as ‘divided’ by its traditional academic as opposed to its applied and
professional program offerings, or by its traditional, full time and residential versus its part-time
and distance student populations, the University, it has been suggested, might more positively
see itself as united by a uniquely responsive and relevant comprehensive curriculum, and a
flexible delivery model geared to the needs of the students and communities that it serves.

A shared vision needs to be grounded, however, in an appreciation of financial realities and of
the role that enrolment growth, program innovation and increased efficiency must play in
putting the University’s finances on a more sustainable footing. Faculty interviews revealed a
number of misconceptions in this regard. There was limited appreciation, for instance, of the
wide differences across programs and departments in net costs per student, and the length of
time that a student was enrolled at the University was not always considered in estimating
revenues. The perception that enrolment growth was automatically ‘a good thing,” with little or
no consideration of costs or income, was symptomatic.

The need for greater efficiency in program delivery, as a complementary strategy to enrolment
growth and program innovation, will also need to be carefully explained, motivated and
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justified. In some cases, larger first- and second-year classes may have to be accepted as the
price for maintaining smaller advanced programs, and resource sharing and collaboration across
programs and departments will have to be actively encouraged in order to reduce duplication
and overlap whilst promoting innovation and attracting new students.

Change is difficult, and can be perceived as threatening, not only to the status quo but to
cherished beliefs about the values and nature of the academy. Along with the need for change
and innovation, therefore, it will be important for institutional leaders to reinforce the academic
values and traditions of the University; continuity, and stability, are no less essential to the
future of the institution. Indeed, as this report argues, institutional and financial stability are the
reverse side of the change and innovation coin: not simply opposite, but inter-dependent.

Encouraging a shared academic vision, accordingly, will need to include a focus on the following
elements:

e A common sense of identity and shared vision of Nipissing as a comprehensive, regional
university serving its students and its communities

e Ashared understanding of the financial and enrolment challenges facing the institution,
along with a more engaged appreciation by faculty of how these are linked, and will
need to be reflected in their programming

As was proposed earlier, building faculty-wide commitment to the institutional agenda of
stability through growth and innovation should include, inter alia:

e maintaining the student-centred, small-university campus climate and culture

e maintaining the academic values and culture of the academy

e building on the University’s traditional strengths in the humanities, social sciences and
education

e building on the University’s positive profile and track record in applied and professional
studies

e experimenting with the balance between applied, professional, part-time and distance
education, and the University’s traditional offerings in Arts and Science, and Education

e embracing the opportunity to serve students, communities, and employers, through
relevant, flexible, high quality and innovative programming

e exploring new inter-disciplinary, inter-professional and collaborative program offerings,
across departments and disciplines, and across Faculties

e pursuing a balanced strategy of enrolment growth and optimization, discussed below

e creating a ‘virtuous circle’ of program innovation, academic and institutional stability,
and financial sustainability
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Strategy 7: Strengthen the Faculty role in student recruitment ™

The primary responsibility for recruitment and enrolment lies with the Office of Integrated
Marketing and Communications and the Registrar’s office. The role of faculty, on the other
hand, is more limited, focused largely on the annual recruitment fair, school and campus visits
and informal communications. Faculty are also asked to make personal calls to applicants, a
tactic which appears to have paid dividends.

There are at least two practical respects in which the role of faculty in recruitment could usefully
be strengthened. The first relates to the way in which the institution and its Faculties,
departments and programs are branded and marketed, and the second, to the front-line role
that faculty play at recruitment fairs, in the hosting of campus visits and school visits, and
related activities.

From a faculty perspective, the issues of marketing and branding seem to manifest in two main
ways: first, a concern, widely expressed in faculty interviews, that the academic mission and
reputation of the University are given less emphasis, in the marketing and branding of the
institution, than the attractions of its student life and physical surroundings; conversely, that
little attempt is made to highlight the reputation and academic achievements of its faculty and
departments as a draw-card for students.

Regarding their front-line role, faculty interviews highlighted two areas that seem to require
attention.

The first relates to the training and support that faculty receive, and the consistency and
effectiveness with which they are able to represent their departments and the University.

Interviewees suggested that these vary considerably: while some faculty members are effective
institutional and departmental ambassadors, others may be less so. HESA’s proprietary research
into student decision-making has highlighted the significance of the role that faculty play as the
public ‘face’ of their institutions and of their departments and disciplines: where faculty ‘get it
right’ in their engagement with potential students the effect is often very positive; where they
‘get it wrong,’ the effect can be disastrous. Selecting faculty who are passionate, informed and
effective advocates, and ensuring that they are properly prepared and supported in their front-
line roles, is therefore important. Monitoring the effectiveness of outreach activities through
systematic feedback from students will also be helpful.

The second issue relates to the earlier discussion regarding the place of faculty and the
academic enterprise in the University’s overall marketing and branding. Concern here centres on
a perceived tension between the marketing of Nipissing as an institution, and the marketing of
individual departments and programs. Clearer guidelines, and a more explicit balance in
messaging, between promoting and informing students about the University, and affording
faculty the opportunity to promote their own departments and programs, would be helpful.

A strategy to strengthen the role of faculty in recruitment, it is suggested, should include the
following:

" The role of faculty in international recruitment is addressed separately, in the report on internationalization.
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e a campaign to ensure that faculty better understand and appreciate the importance of
recruitment to the university’s goals of enrolment growth and financial stabilisation, and
the vital role that they play in this

e involvement of faculty in identifying and highlighting the academic strengths and
achievements of the University

e involvement of faculty in identifying and highlighting the University’s strengths in
preparing students for their future careers and employment

e providing scope and encouragement for faculty to promote their own departments and
programs, within a framework of clear policy guidelines on the overall marketing and
branding of the University

o effective training and support for faculty in their front-line roles as ambassadors for the
university, their departments and disciplines

e use of student evaluations to assess the impacts and effectiveness of recruitment fairs,
school visits and campus tours.

Strategy 8: Set Faculty retention targets

It was noted earlier that the University’s Year 1 to Year 2 retention rate, for first-year, first-time,
full-time students, was lower than that of its comparators and declining; interviews with faculty
on the other hand suggested a lack of awareness and, perhaps, a degree of complacency about
retention as an issue. Two measures are proposed therefore, to improve retention:

e Establish retention as a key performance indicator to be monitored by Deans and the
Vice President Academic
e Set retention targets for each Faculty

The measures proposed here should be seen in conjunction with the wider set of measures
outlined above, in Strategy 3.

Strategy 9: Give Faculties and Deans the information and tools they need

Faculties, as an important locus of academic authority, have a vital role to play in supporting and
facilitating the University’s enrolment management strategy, in a way that maintains trust and
collegiality whilst ensuring that enrolment growth and efficiency goals are met and innovation is
encouraged. Faculty can either be obstacles to or partners in this endeavour; it will be important
that institutional leaders, including Deans and Department Chairs, work together to ensure the
latter.

Faculties will need to decide how to accommodate and respond to increasing enrolments, of
international as well as domestic students, and to student intakes which are increasingly
diverse: non-direct entry and mature students, immigrant and Aboriginal students, and part-
time and distance education students are likely to be an increasing part of the student ‘mix,”
demanding innovative responses in teaching and curriculum as well as in student advising and
support.
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Enrolment growth and the need for greater efficiency in program delivery are likely to challenge
traditional approaches and assumptions; at the same time, they provide an opportunity for
experimentation and innovation. Many interviewees spoke positively about the need for new
and innovative programming, including the development of inter-professional and inter-
disciplinary programs; the number and range of recent initiatives in this direction should be seen
as a positive indication of faculty’s willingness and capacity to innovate.*

The most challenging part of the agenda outlined above will be to achieve the efficiency gains
that are needed if the University is to achieve a significant reduction in the budget deficit: no-
one likes larger classes and increased teaching loads. Negotiating such changes will be difficult,
especially if the Deans lack meaningful information on enrolment trends and the true costs of
program delivery, or if their authority and flexibility with respect to budgets and appointments
is unduly limited.

In short, if Faculties, under the leadership of the Deans, are to drive an agenda of program
innovation and increasing efficiency, and at the same time respond creatively to enrolment
growth and an increasingly diverse student intake, including international students, they will
need to be given the tools, authority and support they require to do so.

The key elements of a strategy to empower the Deans and Faculties to drive an agenda of
growth, innovation and efficiency are as follows:

e Information; in particular information on program costs, retention, and applications
and enrolments

e Advice and assistance in interpreting and using data to inform planning and policy
decisions

e Sufficient authority over budgets and appointments

e Accountability for results, through the monitoring of Key Performance Indicators
(KPIs)

While Deans, it is suggested, have a central role to play, it will be important to ensure that they
are appropriately supported, and important also to ensure that initiatives at the Faculty level are
aligned with the overall strategy and objectives of the University.

It might be useful, accordingly, if the Senate Enrolment Planning Committee were to be re-
activated; alternatively, the role of the Senate Planning and Priorities Committee could be
expanded to include oversight and coordination of the University’s enrolment strategy and
related Faculty initiatives.

In the longer run, as Faculty management becomes more experienced and builds capacity, the
University could consider whether moving towards a more decentralized model of governance
and administration might be warranted.

12 . . .
Programs are discussed more fully in the next section, below.
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Programs

To ensure institutional and financial sustainability, it has been suggested, the SEM strategy
should be focused on three key elements: enrolment growth,™ program innovation, and
increasing efficiency in the delivery of programs.

Data from the Program Prioritization exercise shows that enrolment trends over the five year
period 2009 — 2013 vary significantly across programmes and departments: from a growth of
20% or more in Child and Family Studies, Criminal Justice, Nursing, and Physical and Health
Education, for instance, to declines of as much as 13% in the case of Religions and Cultural
Studies, 15% in Computer Science, and 29% in Digital Studies.

The mean number of credits delivered per FTE faculty member likewise varies significantly: from
as many as 204, in the case of Physical and Health Education to as few as 48 in Computer
Science and a little under 15 in Arts and Cultural Studies. Net costs per credit vary also, as might
be expected: some departments show a net contribution per credit of $500 or more, while
others show a net cost to the institution upwards of $500, ranging as high as $5800.

Some of these differentials reflect disciplinary differences: Fine Art, for instance, is inherently
costly, given the need for small classes and individual supervision. Looked at in total, however,
the Program Prioritization data, read alongside the data and analysis from the SEM planning
process, raises important questions as where future growth in enrolments should be
concentrated, how revenues can be maximized, where the need or potential for innovative
programming — including inter-departmental and inter-disciplinary or inter-professional
programs, partnerships and transfer agreements — might exist, and where efficiencies should be
sought.*

Each of these is discussed in turn in the sections that follow.

Strategy 10: Targeted growth

As has been noted, to meet the target of 1000 additional students™ over the next five years
enrolments will need to increase by around 300 students annually.

The discussion that follows addresses the question of where — in which programs and
departments - the anticipated growth in enrolments might realistically be accommodated.

The two key factors impacting on this are student demand, as reflected in applications and
enrolments, and the capacity of departments, where credits delivered per FTE faculty can be
seen as a proxy for the over- or under-utilization of faculty. Capacity is also related to the size of
departments, insofar as departments with larger numbers of faculty members are likely to have

3 While Strategies 1 and 2 focus on how many and ‘who’ to recruit (domestic, international etc.) this section focuses
on ‘where’ —i.e. into which programs — increased enrolments should be directed.

“ While the data is important in considering these issues, so too are experience and judgement, along with a grasp of
institutional history and context. Deans and faculty members have important insights to share about the quality and
relevance of the programs on offer, the efficiency and effectiveness with which programs are, or could be delivered,
and the capacity of different departments to expand their intakes.

> Domestic and international.
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more options available for accommodating increased enrolments than small departments with
only one or two faculty members.

A further, significant consideration is the cap on enrolments in Education. Growth, given this
constraint, will of necessity be concentrated in the Faculties of Arts and Science, and Applied
and Professional Studies.

Enrolments in the Faculty of Arts and Science, however, have declined in recent years, in part
because of the effect on teaching subjects of the cap in Education and in part, perhaps, as a
result of changing public perceptions regarding the value of an Arts education and declining
enrolments in the liberal arts more generally.

This has contradictory effects: lower demand and enrolment means, at the same time, that a
number of Arts programs have under-utilised capacity, and have the potential to grow, provided
they can find the students.

The opposite applies with respect to the Faculty of Applied and Professional Studies, where
growth in demand for Business and Accounting, Criminal Justice and Nursing, in particular, raises
a question as to how much additional growth is feasible, or desirable, in the absence of
additional resources.

Analysis of applications trends (Table 6) reveals fairly wide variations in demand across Faculties
and departments. It is important here to look both at the five year trend, measured as a
percentage, and at the actual numbers of applicants: in the Faculty of Arts and Science, for
instance, applications to Economics increased by almost 15%, but the actual numbers are
miniscule, and no applications were received for 2010 and 2011.

In both absolute and percentage terms, growth in applications has been most significant in the
areas of Business and Commerce, Criminal Justice, and Nursing. The fall-off in applications, on
the other hand, amongst the larger departments, has been most clearly evident in Education,
Physical and Health Education, English Studies, Geography, History, Psychology and Sociology.
The majority of these, it might be noted, are education or education-related programs.

Table 6: Application counts and trends by department

Unit/Department Name 2009 2010 2011 2012 2013 CAGR
All education programs 1018 1062 1037 978 756 -5.8%
Arts and Culture (Bachelor of Arts) ' 2 2 3 2 3 8.4%
Bachelor of Business Administration (CPP) 1 n/a

Bachelor of Business Administration (North Bay) 78 80 94 81 90 2.9%
Bachelor of Commerce (CPP) 75 72 150 136 178 18.9%
Bachelor of Commerce (Distance) 42 42 62 56 43 0.5%

1 Applications data in this case does not reflect total demand for this major, insofar as actual — as opposed to
intended — major will not be finalised before the end of the first year of study. This applies to all students who apply
to study towards a BA or B.Sc., and thus to all majors (other than Criminal Justice) under the BA/B.Sc umbrella.
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Bachelor of Commerce (North Bay) 34 13 15 10 7 -27.1%

Bachelor of Physical and Health Education 102 90 86 82 81 -21%

Biology (Bachelor of Science) 53 41 50 52 58 1.8%

dCI;gilIrde:;d Family Studies (Bachelor of Arts, single 39 29 38 a1 30 51%

Classical Studies (Bachelor of Arts) 6 8 12 & 5 -3.6%

(Sigggcuet;sr Science (Bachelor of Arts and Bachelor of 6 7 6 4 6 0.0%

Criminal Justice (Bachelor of Arts) 46 66 75 74 77 10.9%
Economics (Bachelor of Arts) 2 1 4 14.9%
English Studies (Bachelor of Arts) 81 45 37 33 28 -23.3%
Fine Arts (BA - Art History, Visual Studies) 4 4 1 1 -24.2%
Fine Arts (BFA - Studio) 12 28 32 16 20 13.6%
Gender Studies (Bachelor of Arts) 2 5 6 7 5 25.7%
Geography (Bachelor of Arts) 34 34 24 22 15 -18.5%
History (Bachelor of Arts) 53 49 47 37 35 -9.9%
hsﬂ(i?necrr(\e?tics (Bachelor of Arts and Bachelor of 12 19 12 13 10 45%
Nursing (Bachelor of Science in Nursing) 87 186 223 321 239 28.7%
Philosophy (Bachelor of Arts) 11 5 5 5 5 -17.9%
Political Science (Bachelor of Arts) 9 9 10 5 6 -9.6%
Psychology (Bachelor of Science) 93 82 83 69 79 -4.0%
Religions and Cultural Studies (Bachelor of Arts) 5 2 6 1 1 -33.1%
Social Welfare Studies (Bachelor of Arts) 1 1 1 2 14 93.4%
Sociology (Bachelor of Arts) 61 77 48 60 30 -16.3%

Enrolment trends, over the five years from 2009 — 2013 (Table 7) show a similar pattern;
comparison with applications, however, is suggestive of some underlying shifts that could be
important.

This can be seen, for instance, in Physical and Health Education, where significant enrolment
growth of 30% over the five year period contrasts with a decline in applications, suggesting
perhaps that demand for the program may have peaked, or is stabilising.

Business and Commerce, Criminal Justice and Nursing, on the other hand, have seen a rise in
enrolments that closely mirrors the increase in applications. Demand for and enrolments in
Biology appear to be stable; enrolments in Mathematics have also remained stable despite the
small number and percentage decline in applications.

English, Geography, History, Psychology and Sociology, are amongst the large departments
which have seen a decline in enrolment; amongst the smaller departments, the most concerning
declines appear to be in languages (Spanish and French), Political Science, and Religions and
Cultural Studies.

33



Table 7: Yearly enrolments and 5-year enrolment trend by department

Unit/Department Name 2009 2010 2011 2012 2013 Striﬁ%r
Biology 195.1 189.3 200.9 203.3 211.7 2%
Business - Accounting 70.3 83.9 112.5 110.6 16%
Business - Administration 222.7 155.5 174.6 203.6 212.3 -1%
Business - Marketing 53.0 58.2 70.1 60.0 67.0 6%
Business - Org. Studies - 68.7 66.9 80.1 91.1 10%
Business - TMGT 21.1 29.6 28.0 33.4 34.2 13%
Criminal Justice 60.1 76.5 85.6 112.6 133.6 22%
Education 1,046.6 1,001.3 985.4 1,016.2 955.6 -2%
Education - Continuing Ed. 59.7 100.2 119.2 101.2 100.4 14%
Education - Consecutive Ed. 827.0 726.8 708.1 719.7 648.9 -6%
English 2724 242.0 219.1 180.3 176.0 -10%
Geography and Geology 243.4 2475 248.3 244.7 215.7 -3%
History 219.0 208.7 194.5 176.3 147.7 -9%
Mathematics 114.8 119.8 119.7 134.6 125.0 2%
Miscellaneous (all)*’ 106.1 86.1 102.1 99.8 134.2 6%
Astronomy 25.7 14.0 4.4 - 19.2 -T%
Digital Humanities - - 7.3 6.6 &7 -29%
Spanish 30.5 21.0 18.8 13.4 18.7 -12%
Exchange Programs - - 9.4 8.1 10.9 8%
French 32.8 28.9 30.8 27.9 26.6 -5%
Russian 45 3.0 - 1.4 - n/a
University Studies 12.6 19.2 314 251 335 28%
Native Studies 6.8 14.1 19.2 15.1 11.6 14%
Nursing 199.6 247.9 311.3 415.9 540.4 28%
Physical and Health Education 95.1 175.3 2415 253.6 270.5 30%
Philosophy 515 59.5 65.0 43.7 52.0 0%
Political Science 34.4 39.4 48.9 38.8 27.6 -5%
Psychology 3315 321.4 310.5 309.6 286.4 -4%
Religions & Cultural Studies 92.5 91.5 78.3 62.1 52.7 -13%
Sociology & Anthropology 298.1 264.1 299.7 268.8 273.3 -2%
Social Welfare and Social 55.4 545 60.0 55.5 509 1%

Development

Applications and enrolment trends offer a perspective on demand; the number of credits
delivered per FTE faculty,™ on the other hand, gives us a useful proxy for faculty utilization and
efficiency (Table 8), as well as pointing to areas where ‘spare’ capacity might exist to increase
enrolments without an increase in resources.

7 Includes Astronomy, Digital Humanities, Spanish Exchange Programs, French, Russian, University

Studies.

8 Erom the Program Prioritization analysis.
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Table 8: Mean credits taught per faculty member by year and by department

Unit/Department Name 2009 2010 2011 2012 2013 CAGR
Biology 130.33 164.72 151.58 153.13 155.00 4%
Business - Accounting 108.63 83.31 102.78 88.17 -7%
Business - Administration 107.14 95.06 94.39 99.58 98.07 -2%
Business - Marketing 119.37 144.10 126.32 111.74 106.83 -3%
Business - Org. Studies 94.50 90.42 96.96 93.81 0%
Business - TMGT 149.36 133.25 194.62 124.41 130.03 -3%
Chemistry 105.16 105.23 120.42 127.33 85.82 -5%
Child and Family Studies 77.30 94.08 105.42 110.40 119.61 12%
Classics 170.76 150.59 120.48 110.93 85.76 -16%
Computer Science 91.42 69.32 52.36 49.07 48.04 -15%
Criminal Justice 114.73 158.26 166.59 210.64 182.61 12%
Arts and Cultural Studies 39.64 23.52 34.06 32.68 14.83 -22%
Economics 110.90 105.02 105.47 112.10 112.78 0%
Education (All) 162.89 161.37 159.43 150.88 148.02 -2%
English 89.13 112.78 126.88 120.36 124.74 9%
Fine Arts and Visual Arts 75.45 85.56 76.38 78.40 87.29 4%
e ey B SR 11530 13341 14518 11063  107.30 -2%
Geography and Geology 167.17 169.68 165.14 170.72 163.24 -1%
History 133.84 136.17 133.54 122.98 103.91 -6%
Mathematics 117.66 113.40 135.96 122.40 120.35 1%
Miscellaneous™ 75.67 74.28 -2%
Native Studies 68.38 87.89 82.31 143.43 92.26 8%
Nursing 58.65 45.43 48.10 74.54 87.33 10%
Physical and Health Education 144.71 220.03 210.85 195.48 204.35 9%
Philosophy 103.23 126.59 105.47 112.10 112.78 2%
Political Science 97.20 94.58 119.59 93.94 90.25 -2%
Psychology 175.17 177.34 164.20 174.41 164.14 -2%
Religions and Cultural Studies 194.54 177.47 211.19 230.26 138.67 -8%
Sociology and Anthropology 164.61 191.07 200.68 191.20 191.35 4%

Social Welfare and Social

120.86 123.79 133.80 118.31 115.70 -1%
Development

Taking the same departments as discussed above, we can see that enrolment growth in Physical
and Health Education has been accompanied by a steady rise over the five years from 2009 —
2013 in the average credits delivered per FTE faculty: the 2013 average of 204% credits per FTE
faculty is the highest in the University, suggesting that the Department is working at full capacity
and could be over-stretched.

The second highest number of credits delivered, 191 in 2013, is in Sociology and Anthropology,
indicating that notwithstanding a modest drop in enrolments, the teaching intensity of the
department’s faculty has remained high. Geography and Geology, likewise, delivered a

¥ Includes Astronomy, Digital Humanities, Spanish Exchange Programs, French, Russian, University Studies.
% Numbers rounded.
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comparatively large number of credits, an average of 163 in 2013, despite a drop in enrolments,
while Criminal Justice, by way of contrast, has seen increases in credit delivery that clearly are
linked to enrolment growth.

Overall, the ‘top’ one-third of departments delivered upwards of 122 credits per FTE faculty
member. At the other end of the scale, amongst the larger departments, several averaged under
100 credits delivered — Accounting, for instance, delivered 88 on average per FTE faculty
member, Business Administration delivered 98, Business Organizational Studies 94, and Nursing,
87. Small departments, in general, struggled to deliver more than 100 credits per FTE faculty
member.

Some of these divergences reflect disciplinary differences, some may reflect limited or falling
student demand; it would be a mistake to draw hard conclusions without further analysis.
Nonetheless, departments which fall in the middle and bottom terciles — in other words, where
the average number of credits delivered per FTE faculty is below 122 — should be considered as
at least prima facie candidates for efficiency improvements.

This does not make all such departments candidates for enrolment growth, however. Some
smaller departments, as noted earlier, may have too few faculty to be able, on their own, to
increase enrolments; their best options may lie — and in some cases already do lie — in service
teaching for other departments, in joint program offerings, and in the delivery of inter-
disciplinary and inter-professional programs. Some larger departments, on the other hand, may
already be teaching at or near capacity, and have little or no scope for expansion without
additional resources.

A simple illustration shows how constrained the University’s options may in fact be. Using an
illustrative departmental enrolment of 50 and a mean credit delivery of 122 as the cut-offs,
Table 9 combines enrolment data for 2013 with the mean credits taught by FTE faculty to
identify areas that, on this analysis, might be considered as priorities for enrolment growth. Only
eight departments, it turns out, meet these criteria.”! Maintaining an enrolment cut-off of 50 or
more, but raising the credit delivery requirement to, say, 160, expands this list by only two more
departments: English, and Religions and Cultural Studies. In both of these cases, the five year
enrolment trend is negative, however (-10% and -13%, respectively).

Table 9: Areas of potential departmental growth

Unit/Department Name 5yr enrolment trend 2013 Enrol 2013 Credits
Business - Accounting 16% 110.6 88
Business - Administration -1% 212.3 98
Business - Marketing 6% 67.0 106
Business - Org. Studies 10% 91.1 94
History 9% 147.7 104
Mathematics 2% 125.0 120
Philosophy 0% 52.0 112

2 Note that the table excludes Education, in view of the enrolment cap, and Nursing, where the lack of placement
opportunities is a barrier to growth.
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Social Welfare and Social Development -1% 52.9 116

Clearly, a once-off snapshot of departmental enrolment and teaching intensity is not a sufficient
basis on which to make long-term enrolment planning decisions; at the same time, while
demand for some programs, as measured by enrolments, has increased over the past five years
in other cases it has fallen. Nonetheless, the exercise does help to make the point that not all
departments currently are capable, on their own, of enrolment growth, at least at a significant
scale.

This suggests that the University’s strategy with respect to increasing enrolments needs to be
nuanced and contextualised: while departments in general should be encouraged to grow, some
should be encouraged to grow more than others.

Targeted enrolment growth, it is suggested, should be driven by:

e Establishing enrolment targets for each Faculty; these could be determined on a three-
or five-year basis and reviewed annually

e Increasing enrolment especially in larger departments, where the number of credits
delivered per FTE faculty member is below the 122 delivered by the top third of
departments; enrolment growth in these cases should be achieved without an increase
in faculty resources

e Targeted strategies to increase enrolment in programs that have the capacity to grow
but where the enrolment trend has been negative

e Targeted recruitment of international students, aimed at increasing enrolments in
departments and programs which have the capacity to grow

Strategy 11: Program innovation

A strategy of targeted growth, as outlined above, will help to increase enrolments in some
programs, but declining enrolments in others may not easily be reversed, and significant
enrolment growth in many smaller programs and departments seems unlikely. The enrolment
and financial challenges that this poses for the University will need to be addressed in part by
increasing efficiency, as discussed in the next section, but there are also opportunities to
increase both enrolments and efficiency through program innovation.

A promising approach to program innovation lies in the development of new, inter-disciplinary
and inter-professional programs. Properly targeted, such programs could help in recruiting new
groups of students, including older, mature students for whom professional development and
career-oriented education are likely to be important. Inter-disciplinary and inter-professional
programs could be helpful, too, in changing the conversation from, ‘what can | do with a degree
in History or English,’ for example, to ‘how will my degree help to prepare me for work and life
in the future?’

Inter-disciplinary and inter-professional programs offer the further advantages that they do not
require approval from the Ministry, they would be able to draw on existing faculty and
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resources, and they would enable smaller departments and departments with declining
enrolments to leverage their strengths and to remain productive and relevant.

Interviews with Deans, department chairs and faculty members showed that there is significant
interest in the possibilities that inter-disciplinary and inter-professional programs might offer,
and highlighted both some positive recent developments and further opportunities for
innovation.

Amongst the ideas floated were the introduction of an MSc in Business Management, with
offerings which could include, for example Health Management or Physical Education
Management; the offering by the School of Education of inter-professional programs in teaching
methods and research methodology; the development of a PPE (Politics, Philosophy &
Economics) program with electives in, for example, Native Studies; and the offering of Fine Arts
electives in Business and Marketing. The development of a common first-year programme, it
was suggested, could also be considered as a longer-term initiative.

A second innovation strategy centres on the introduction of new programs, and, indeed, a new
program in Social Work has recently been approved. Having said this, such a strategy faces a
number of obvious constraints, amongst these the Ministry’s program approval requirements,
the need to avoid making new hires if possible, and costs. Student demand may also be an issue:
the total number of direct and non-direct entry applications to Social Work, from Northern and
Eastern Ontario, for instance, has hovered around the 100-120 mark since 2008.%2 Demand for
Allied Health and pre-Health professions — another area of potential interest for Nipissing — also
is quite limited, as Tables 10 and 11 show:

Table 12: Direct entry applications, selected programs, North and Eastern Ontario, 2008-2013

Discipline 2008 2009 2010 2011 2012 2013

Engineering 405 445 413 432 501 513
General First Year Engineering Programs 178 192 171 185 199 186
Chemical, Materials, Mining and Related

Engineering 60 52 50 39 41 59
Civil Engineering 58 67 68 48 75 78
Computer and Software Engineering 19 20 21 24 28 35
Electrical Engineering 19 21 26 22 19 25
Industrial, Management and Interdisciplinary

Engineering Programs and Engineering Physics 18 25 20 31 37 33
Mechanical and Applied Mechanical

Engineering 53 68 57 83 102 97

Social Work 58 53 59 73 68 72

Allied Health and pre-Health Professions 66 66 62 42 47 35

%2102 in 2008, 95 in 2009, 110 in 2010, 123 in 2011, 145 in 2012, and 123 in 2013.
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Table 11: Non-direct entry applications, selected programs, North and Eastern Ontario, 2008-
2013

Discipline 2008 2009 2010 2011 2012 2013

Engineering 53 49 a4 40 33 39
General First Year Engineering Programs 19 24 11 20 8 13
Chemical, Materials, Mining and Related

Engineering 14 13 9 4 4 2
Civil Engineering 4 2 11 6 5 7
Computer and Software Engineering 2 2 1 1 1 3
Electrical Engineering 1 4 5 4 2 8
Industrial, Management and Interdisciplinary

Engineering Programs and Engineering Physics 5 1 2 4
Mechanical and Applied Mechanical

Engineering 8 4 6 3 9 6

Social Work 44 42 51 50 77 51

Allied Health and pre-Health Professions 4 5 14 8 4 3

It might however be feasible for Nipissing to consider offering some portion of an Engineering
program,® given that around 500 direct-entry students from Northern and Eastern Ontario
(excluding the greater Ottawa area) applied to study Engineering at other Ontario institutions in
2012 and 2013 — up from just over 400 applications in 2008.

Almost 200 of these students applied to Engineering programs which share a common first
year,”® suggesting there there could be fairly substantial demand for 2+2 partnerships which
allow students in Nipissing’s catchment areas to complete two years of Engineering
requirements closer to home before completing their degree at another institution.

Indeed, the offering of joint degree programs — as in the case of the recently approved joint
Masters degree in Applied Sociology with Laurentian University — offers a third pathway to
program innovation.

A fourth innovation strategy lies in the development of transfer agreements and 2+2
partnerships with colleges and other institutions, already important in the Business and Criminal
Justice fields, for instance, but capable of further development and expansion. Hossler and
Bontrager (2015: loc 3973) observe in this regard that while the range of transfer arrangements
and practices is enormous, ‘an emerging best practice focuses on creating institutional
partnerships to support student mobility.’

At a basic level, such partnerships aim to support student transfer through course and program
articulation; at a level up from this are

...co-admission programs (or dual enrollment), which may include shared services and
guaranteed admission. These programs connect the student with the university early in

ZThe University has already expressed an interest in introducing Engineering.
2 At Western, McMaster, and Queen’s Universities.
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the transfer process, creating the opportunity for students to make pre-matriculation
connections with advisers and, in turn, providing improved course planning.?

At a higher level still, college-university partnerships ‘involve co-admission, co-enrollment, and
even coordinated financial aid.” One such partnership, for instance, in addition to co-admission

and co-enrollment,

...involves...acceptance of block transfer degrees, shared housing, buses, student
programs, support services, and financial aid.

Figure 9 illustrates a range of two-year and four-year college partnerships.

Figure 1: Range of two- and four-year college partnerships®®

A

Degree Partnership

Co-Admission with Co-Enrollment

Co-Admission with Shared Services
Co-Admission
Block Transfer Agreements or Degrees

Program Articulation

Impact on Student Experience

Course Articulation

Impact on Institution

Source: Adapted from Clemetsen (2009)

Over and above increasing enrolment through student transfer, these more comprehensive and
integrated approaches foster student retention and student success. Nipissing, which already
has a number of transfer and co-enrollment agreements with colleges in place, should take the
lead in investigating how these arrangements could be deepened and replicated.

The key elements of a program innovation strategy, it is suggested accordingly, are as follows:

 Ibid., loc. 3986
% 1bid., loc 3982
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o The development of inter-disciplinary and inter-professional programs
e The introduction of selected new programs and fields of study

e Joint programs with other universities

e The development and expansion of transfer programs with colleges

Strategy 12: Efficient delivery of programs

The Phase 2 scenario analysis showed that reducing the budget deficit and ensuring financial
sustainability would require more than a growth in enrolments; it would depend, at the same
time, on efficiencies in program delivery.”’ A key concern, from this perspective, is the number
of classes that are offered to small numbers of students, and the very significant differences
between departments in the average number of credits delivered per FTE faculty member.?® Net
cost per student, and net cost per credit, likewise vary significantly.

The key elements of a strategy to improve the efficiency with which programs are delivered
should centre, it is suggested on the following:

e Progressively raising the average number of credits per FTE faculty delivered by
departments that fall in the bottom two terciles towards a more sustainable norm

e Monitoring at department and program level of net cost per credit and net cost per
student

e A focused, Faculty-led effort to promote inter-departmental cooperation, with the
express aim of increasing teaching efficiency by reducing duplication and pooling
resources

Marketing and Recruitment

Earlier discussion of the University’s vision, mission and institutional identity highlighted a
perceived tension between Nipissing’s traditional focus on Arts, Science and Education and the
more applied and occupationally directed focus offered by the Faculty of Applied and
Professional Studies.

Faculty's concern that the University's marketing and branding tended to emphasize the
attractiveness of the North Bay area and the quality of the student experience at the expense of
its academic profile and strengths was also noted,” and some tension was observed between
the marketing of the institution as a whole and the marketing of individual programs and
departments.

7 practice, efficiency will need to be achieved using a range of strategies, including for example combining first
year classes to achieve larger class sizes, cross-teaching between departments, and the development or expansion of
inter-disciplinary and inter-professional programming, discussed above. Innovation and collaboration, therefore —
especially, though not only in the case of smaller departments and departments with declining enrolments — may be
as critical to improving efficiency as growth in enrolments.

% See Table 6.

o Moreover, as was noted earlier (Strategy 4), the University will need to broaden its appeal to attract new domestic
and international students from outside of its traditional catchment areas and demographics.
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Having said this, the significant increase in applications to Nipissing over the past two years can
probably be attributed in large measure to its marketing and recruitment strategies; what is
suggested here is not the replacement of a strategy that appears to be working, but its closer
alignment with the mission and vision of a comprehensive, regional university and with the SEM
strategy.

In broad terms, the University's strategy is to focus on a growth in enrolments of international
as well as domestic students; within this strategy, particular attention will need to be given to
attracting local students and students from Nipissing’s traditional catchment areas who might
be at risk of choosing to go elsewhere, and to increasing enrolments in existing and new
programs that have been targeted for expansion.

The University’s enrolment strategy, accordingly, will need to be supported by a more targeted
and granular marketing and recruitment strategy, which closely supports the strategies outlined
in this document.

Strategy 13: An SEM-driven Marketing and Recruitment strategy

If marketing and recruitment are to give effective support to the University's enrolment
strategy, the enrolment strategy must drive marketing and recruitment. In place of a strategy
focused largely on the attractions of the University's location and student life, the marketing and
recruitment strategy, in other words, must directly address key elements of the enrolment
strategy, beginning with a coherent and unifying statement of the University's vision, mission,
and identity. As Hossler et al. (2015) put it,

The enrollment management organization needs the capacity to help guide and support
institutional marketing strategy and tactics. Enrollment management has always
employed marketing strategies as part of student recruitment, but increasingly,
especially at institutions that are highly tuition-dependent, the overall marketing
strategy has to be completely in sync with enrollment goals and objectives.... the
institutional marketing strategy needs to be fully integrated with its core enrollment
strategy and vice versa.*

Marketing and recruitment will need to create a new balance, also, between ‘selling’ the
institution and the Nipissing ‘brand,” and ensuring that prospective students are made aware of
the academic strengths of the University’s departments and programs and the effectiveness
with which students are prepared for their future careers. Marketing and recruitment will need
to be tailored, as well, to different target markets, in particular towards preserving and
expanding Nipissing’s traditional catchment areas in northern and south-eastern Ontario, and
towards international recruitment.

This will entail, in turn, improved communication and consultation between Faculties and the
marketing and recruitment functions, in order to ensure that marketing and recruitment are

* pon Hossler, David H. Kalsbeek and Bob Bontrager, in Hossler, D., Bontrager, B. and Associates (2015) Handbook of
Strategic Enrolment Management, Kindle Edition, Loc 1656
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more effectively geared towards meeting specific enrolment targets. Effective profiling of the
University’s Departments and programs, and an enhanced role for faculty in the promotion of
their programs, would also be helpful.

Ultimately, the effectiveness of Nipissing’s marketing and recruitment strategies should be
judged by results. Progress towards meeting the agreed enrolment targets should be monitored
on an ongoing basis and regularly reviewed, and regular feedback should be given on the
effectiveness of marketing and recruitment activities.

The key elements of an optimization-driven marketing and recruitment strategy should include
the following:

e Development of a simple and compelling vision and mission statement, which is
accepted and embraced by the university community, and which clearly defines
Nipissing’s role and identity as a comprehensive, regional university serving the needs of
its community and the labour market

e Development of a targeted international marketing and recruitment strategy*'

e Development of a targeted and tightly coordinated marketing and recruitment strategy
to increase Nipissing’s share of first choice applications in its primary student
recruitment areas, and to turn these applications into registrations

e Targeted marketing and recruitment strategies to expand enrolments in program areas
that have been targeted for growth

e Targeted marketing and recruitment strategies to support enrolment growth through
college transfers, enrolment in joint programs and other collaborative and partnership
agreements

e Assistance to and support for Faculties and Departments, to enable them to promote
themselves and their programs more effectively, within the framework of the
University’s overall enrolment and marketing and recruitment strategy

e Monitoring and providing feedback on the effectiveness of marketing and recruitment
activities

e Regular review, at Faculty and institutional level, of the extent to which enrolment goals
are being met, of new opportunities, and of strategies needed to address any shortfalls.

Infrastructure and Support

In general, no immediate physical or infrastructural constraints on the University’s capacity to
meet its enrolment targets were noted. Current enrolments are below previous highs, and many
departments are operating well below their current capacity. Student residences have spare
capacity, and student support services, given a relatively homogeneous student population, do
not appear to be under significant pressure.

Having said this, some pressure points are likely to require attention, as enrolment increases:

e A shortage of large classroom spaces will pose timetabling constraints and may impact
on plans to increase class sizes

3 Nipissing’s internationalisation strategy is addressed in more detail in a separate project.
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e Laboratory utilisation is constrained by safety and equipment requirements, such as a
requirement for fume hoods

e The availability of suitable studio space impacts on the potential for enrolment growth
in Fine Arts

e The limited number of clinical placements that are available locally impacts on the
potential for enrolment growth in Nursing programs

Expansion of the University’s Business and Criminal Justice programs, it was suggested during
interviews with Faculty members, would benefit from having a more visible and prestigious
‘point of presence.” Given the University’s financial situation, however, this should probably be
seen as an investment that could be more appropriately considered in the longer term.

The most significant new demands on the University’s existing infrastructure and support
systems relate to the proposed increase in international enrolments.

These will be addressed more fully in a separate study; for present purposes, two areas of
concern, in particular, need to be highlighted:

e Space; and
e Student support services

Current residence facilities at Nipissing will not be able to accommodate the anticipated growth
in international enrolments, without displacing domestic students; innovative solutions to this
will need to be found. These could include partnership arrangements with third-party providers
and homestay arrangements; each of these ‘solutions’ however will have contractual and
managerial implications for the University.

Student support services, also, will need to be strengthened. Support staff may require
professional development and, as international student numbers increase, additional support
staff may need to be appointed, for example in the areas of language training and academic
support.

Faculty, too, may require support in adapting their programmes and curricula, as well as
teaching methods and cultural assumptions, to the demands of a changing and increasingly
international student population.

To address the issues outlined above, two main strategies are proposed: the development of a
space plan, and the strengthening of academic advising and student support services.

Strategy 14: Develop a space plan for the university

To accommodate the increased domestic and international enrolment envisaged in the
University’s enrolment strategy, the development of a comprehensive space plan should be
given priority. Attention should be given in the plan to three issues in particular:

e Availability of large classroom spaces, for larger classes

e Availability of specialised facilities such as laboratories, IT and online learning facilities,
open and group learning spaces for students, studio space, cultural and religious spaces
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e Student accommodation, including accommodation for international students

Strategy 15: Strengthen student support and academic advising

Student support services and academic advising have an important role to play in reducing
attrition, improving retention, and increasing student graduation rates. As has been noted,
particular attention should be given to supporting students who enter with lower grade point
averages, non-native speakers including immigrant and international students, and Aboriginal,
Metis and First Nations learners.

The demands of a significantly increased international student population, in particular, may
require both ongoing professional development for academic advising and student support staff
as well as an increased staff complement. Faculty may also require professional advice and
support, in teaching and learning strategies, curriculum development and cultural issues.

To meet these needs, it is suggested, a comprehensive student support and academic advising
strategy should be developed, aligned with the enrolment strategy of the University.

A note on the Muskoka Campus*

The Muskoka Campus at Bracebridge poses a particular problem for the strategy of ‘stability
through growth, innovation and efficiency,” insofar as fairly significant resources are invested in
maintaining a physical presence and infrastructure serving a very small student population. In
part an ‘enrolment strategy’ problem, the Muskoka Campus also poses wider challenges for the
University.

The primary users of the campus at present are the Faculty of Applied and Professional Studies,
and Child and Family Studies; understandably perhaps, the interests of each and their views as
to the possible future of the campus are different. In the opinion of several of those
interviewed, the campus is a white elephant, which should simply be closed.

The options that have been floated to address the viability and future of the Muskoka campus
include the following (Table 9):

Table 9: Summary of proposed strategies for the Muskoka campus

Strategy Summary of assessment

Expand offerings to take advantage The existing offering of applied health programming at
of applied health demand in the this campus may present an opportunity. Medium-term
region and the existing strengths of  format (1-2 years) professionally oriented programming
applied health at Bracebridge. is currently a leading category on this campus and it is

reasonable to expect that further offerings, such as a
social work program (if available), would be similarly
successful. Applied health is also an area with strong
connections to the institutional mission and to other

32t is understood that a decision has already been taken to close the Muskoka campus. The brief discussion here may
nonetheless be helpful as the University considers the best way forward.
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Expand offerings in continuing
education with a focus on short
courses that appeal to a casual
adult audience.

“Executive-style” programming

programs on campus. As with all applied health
programming that is dependent on community
relationships for its success, developing health long-term
relationships with key community partners will be
important.

Existing interest in a number of courses along these lines
has suggested that there is at least limited demand for
casual adult programming.

Per-course fees for this programming needs to be
assessed to ensure that fees are charges at a level that is
correspondent with cost of offering courses (at present
enrolment levels). The very short timeframe of
attendance of these students and the cost to recruit
should be taken into consideration in this review.

Annual demographic trends would also need to be
considered. A substantial proportion of Muskoka’s adult
population are residents for the summer months only —
a schedule that may not align with the semester system.
On the other hand, the increased summer population
may also pose an opportunity to use a small number of
resources that would otherwise be underused while
enrollment at the main campus is reduced in summer
months.

The assertion that there is a healthy market of older
adults interested in taking classes at Bracebridge, at
price levels that are sustainable needs market validation
prior to introducing a strategy focusing on of this type.
A commonly encountered hypothesis was that the
Muskoka Campus could host high-end, retreat-style
course offerings (i.e., “executive” programming) that
would capitalize on the reputation of the Muskokas as a
vacation and relaxation destination.

This concept rests on the assumptions that Nipissing is
capable of offering this programming at a competitive
quality level, and that the Muskoka Campus would have
an implicit level of draw competitive with that of other
campuses where similar programming is offered. Given
the campus atmosphere, relative age and appearance of
the facilities, and the location in a relatively industrial
part of Bracebridge, competitive draw would have to
find its source in other attributes. Simply put, the quality
of the campus and visual appeal is not competitive with
other executive-style programming in the region. HESA
did not find evidence of an alternative source of appeal
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for this campus.

Nipissing does not currently offer this type of
programming, and breaking into this market would pose
a number of obstacles that would in turn increase the
cost of entry. The largest of these are the publicity
necessary to establish a reputation as a provider of this
type of program, and the cost of a start-up period during
which enrolment is likely to be low. HESA did not find
evidence to support a business case for executive-style
programming at the Muskoka Campus.

Whatever the outcome, it seems clear that a decision on the future of the Muskoka Campus is
needed. None of the options presented to date, it is submitted, are sufficient to justify the
continuation of the University’s presence in Muskoka.

Given stakeholder and faculty sensitivities, however, it might be appropriate to consider
providing a further opportunity for proposals to be submitted and for consultation. Assessment
of proposals, needless to say, should be based on a thorough and realistic analysis of their costs
and benefits, while keeping in mind, also, the needs of the community and reputational issues.

Should no viable proposals be received, the University should proceed with the campus’s
closure.
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IV. Implementation Plan
The SEM strategy outlined in Section 3 of this report rests on five pillars:

Students

Faculty

Programs

Marketing and Recruitment
Infrastructure and Support

The centrepiece of the SEM strategy is an increase in enrolment of around 1000 domestic and
international students, over a period of five years. Program innovation, and improving the
efficiency with which programs are delivered, are complementary strategies.

The steps that need to be taken to achieve these objectives are, for the most part, practical and
incremental. The major exception to this is the University’s intention to step up very significantly
its recruitment of international students. Achieving this means not only recruiting students
internationally, but accommodating and supporting them once they enrol at the University.
Developing and implementing a focused and coherent internationalisation strategy will require
dedicated leadership and coordination.

A key finding from the analysis and consultations that have informed this and the two previous
SEM reports submitted by HESA is that the institutional constraints on enrolment growth are
primarily human and organizational, not physical. Developing a shared vision, and improved
coordination and collaboration, will be crucial if the University is to meet its enrolment — and, by
extension, its financial - objectives.

The discussion that follows outlines an implementation strategy and plan driven by a vision of
Nipissing as a comprehensive regional university and constructed on a foundation of enhanced
coordination and collaboration across the institution.

Institutional leadership and coordination

The implementation plan as outlined here is premised on strategic coherence, committed
leadership, and effective coordination. At the apex of the SEM strategy, accordingly, are the VP
Academic, and a coordinating committee of Senate.

Goal: Successful implementation of the University’s SEM strategy

Rationale and Assumptions

Successful implementation of the enrolment strategy depends on the following:
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A visible commitment to the strategy by the University’s leaders

High-level coordination of the overall strategy, including marketing and recruitment,
targeted enrolment growth (including international recruitment), and infrastructure and

support services
Regular monitoring and review of progress
The ability to intervene or change course where necessary

While day-to-day responsibility for the Strategy will fall to the Vice-President Academic and the
Deans, in particular, overall guidance and coordination should be provided through an SEM
committee of Senate.

Year

Actions

Responsibility

1

Establish an SEM coordinating committee of Senate.*

Develop a written mandate for the committee, to include oversight
and monitoring of all aspects of the SEM strategy and
implementation plan.

Review and approve proposals for an internationalisation strategy
(see Strategy 2); establish a planning and coordination mechanism
to guide and support international recruitment; advise on
establishment of an office/director of international education.

Identify Key Performance Indicators (KPIs) and targets and monitor
progress against these.

VP Academic;
Senate

Review overall progress

Review progress on internationalisation

Review and revise SEM plans and targets

Review and revise internationalisation plans and targets

Provide feedback and guidance to Faculties and administrative units

VP Academic;
Senate SEM
committee

Review overall progress

Review progress on internationalisation

Review and revise SEM plans and targets

Review and revise internationalisation plans and targets

Provide feedback and guidance to Faculties and administrative units

VP Academic;
Senate SEM
committee

3 ror example, the Senate Enrolment Planning could be re-activated; alternatively, the role of the Senate Planning
and Priorities Committee could be extended to include oversight of the SEM plan.

49




Students

Strategy 1: Increased enrolment of domestic students

Goal: Increase domestic enrolment by 500 students

Rationale and Assumptions

Enrolment growth is central to Nipissing’s long-term financial sustainability and to addressing
current financial challenges. Increased recruitment of domestic students is at the heart of this
goal.

Key assumptions underpinning the planned growth of domestic students are the following:

e A primary target for enrolment is to increase Nipissing’s share of direct entry students
from its traditional catchment areas, particularly in Northern and North-Eastern Ontario,
who prefer to remain close to home and whose program preferences align with the
University’s offerings, but who are at risk of enrolling elsewhere

e There has been significant growth in non-direct entry enrolments, and there is further
potential to expand enrolment of non-direct entry, mature and continuing education
students, including college transfers

e There are modest opportunities for targeted enrolment growth amongst First Nation
and Aboriginal communities

Year Actions Responsibility
1 Suggested base year growth target: increase
domestic enrolment by 100 students
Develop a three-year enrolment plan with annual | VP Academic and Senate
institutional and Faculty targets. coordinating committee
Faculties develop three year enrolment plans Deans
with annual targets.
2 Suggested growth target: 150 additional
enrolments
Institutional plans and targets reviewed and VP Academic and Senate
revised coordinating committee
Faculty plans and targets reviewed and revised Deans, Faculty Councils
3 Suggested growth target: 200 additional
enrolments
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Institutional plans and targets reviewed and
revised

Faculty plans and targets reviewed and revised

VP Academic and Senate
coordinating committee

Deans, Faculty Councils

Strategy 2: Increased enrolment of international students

Goal: Increase international enrolment by 500 students

Rationale and Assumptions

International recruitment is key to meeting Nipissing’s enrolment and financial goals.

Nipissing has limited experience of international recruitment and of supporting international
students, particularly at scale. It will be important therefore for the University to prepare the
ground carefully, and to exercise due diligence especially with respect to reputational as well as
financial risks.

Four high-level ‘success factors’ are as follows:

Develop a coherent and realistic internationalisation strategy®*
Work with reputable international marketing and recruitment partners
Put in place a dedicated office to manage international recruitment, student placement

and support services
Ensure ongoing oversight and support

Year

Actions

Responsibility

Develop a comprehensive and realistic
internationalisation strategy.

Assess and cost organizational, human resource and
infrastructure implications.

Identify a reputable international marketing and
recruitment partner(s).

Determine the appropriate organizational structure for
managing internationalisation.

Assign interim responsibility for international
education.

VP Academic; Senate
coordinating committee

VP Academic, Senate
coordinating committee

VP Academic
VP Academic; Senate
coordinating committee

VP Academic

3 Development of a detailed internationalization strategy is the subject of a separate project. Only a high-level
overview is provided here.
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Monitor and support development and implementation
of first phase of internationalisation strategy.

VP Academic; Senate
coordinating committee

2 Suggested target: 40 international students

Establish a dedicated management and support VP Academic

function for international education.

Monitor and support development and implementation | VP Academic, Senate

of internationalisation strategy coordinating committee
3 Suggested target: 60 international students

International education office fully staffed and funded.

Monitor and support development and implementation
of internationalisation strategy.

VP Academic

VP Academic, Senate
coordinating committee

Strategy 3: Improve retention

Goal: Increase the retention rate to 85%>°

Rationale and Assumptions

Retention rates have declined significantly, both in absolute terms and in relation to competitor
institutions. Improving retention is an educational responsibility and reputational issue for
Nipissing, as well as a financial issue.

Attention should be given to improving retention for all students. Particular attention should be
given to improving retention amongst groups where retention is lower than average:

Mature learners
Non-native English speakers
Aboriginal and First Nations students

Year

Actions

Responsibility

Establish year-on-year retention targets as a key performance

indicator at institutional and Faculty level.

Implement a campaign to raise faculty awareness of retention
trends, the need to improve retention, and retention targets.

Develop comprehensive institutional and Faculty retention

Deans

Chairs

VP Academic; Senate;

VP Academic, Senate,
Deans, Department

VP Academic, Senate,

% Year 1 to Year 2 retention, first year, first time, full time undergraduates.
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strategies, including: Deans, Student Support

e Analysis of factors impacting retention at Nipissing Services

e Review effectiveness of current retention strategies
and support services

e Evidence-based action plans to improve retention
overall, and to improve retention of mature learners,
non-native English speakers, and Aboriginal and First
Nation Students in particular.

2 Implementation of institutional and Faculty retention VP Academic, Senate,
strategies. Deans, Department
Chairs
Monitoring and review of retention trends and retention VP Academic, Senate,
interventions. Deans, Faculty Councils
3 Implementation of institutional and Faculty retention VP Academic, Senate,
strategies. Deans, Department
Chairs
Monitoring and review of retention trends and retention VP Academic, Senate,
interventions. Deans, Faculty Councils

Strategy 4: Enhancing the student experience

Goal: Enhance the student experience, as measured by NSSE and by internal surveys and
indicators of student satisfaction

Rationale and Assumptions

The quality of the learning environment and student experience offered by Nipissing is a key
aspect of its mission, identity and reputation, and an important consideration for the students
that it recruits.

A central element of the University’s SEM plan is to increase enrolment from its traditional
catchment areas, in Northern and South-Eastern Ontario especially, by enhancing its appeal to
its core constituency, including students for whom Nipissing is a strong choice but who might be
considering enrolling elsewhere.

While the University needs to continue to focus on improving the quality of the learning
environment and student experience for its traditional intakes, it needs at the same time to
broaden its appeal to less traditional and new student groupings, including part-time, mature
and transfer students, and international students.

A well-thought out, balanced strategy will be needed to reconcile and achieve these goals.
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Feedback from students, and student satisfaction data, will be key to ensuring that the strategy
is on track, and that the University’s goals are being met.

Marketing and recruitment, moreover, will need to be able to clearly articulate and ‘sell’ a vision
of the student experience at Nipissing that aligns with the University’s SEM strategy.

Year Actions Responsibility
1 Conduct a strategic review of the learning environment and VP Academic
student life at Nipissing, with the aim of strengthening the
University’s appeal to its traditional intakes while reaching out Student
and appealing to new student markets including international Development and
students. Services
Develop a focused and targeted strategy to enhance the learning Residence
environment and student experience based on this analysis.* administration
Align marketing and communications with the student experience | Marketing and
strategy. Communications
Monitor and review progress.
2 Implementation of strategies to enhance the student experience Student
Development and
Monitoring and review of progress Services
Residence
administration
Marketing and
Communications
3 Implementation of strategies to enhance the student experience Student

Monitoring and review of progress

Development and
Services

Residence
administration

Marketing and
Communications

* The strategy should include, inter alia, measures to enhance teaching and learning, academic counselling and
support, student support services, residences and student accommodation, and sports and culture.
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Strategy 5: Targeted student financial aid

Goal: Targeted financial aid contributes to increased enrolment and improved Year 1 to Year 2
retention

Rationale and Assumptions

Nipissing’s student financial aid may not be optimally targeted to increase enrolments: the
University offers significantly more than its competitors to students with a GPA of 85% and
above, but does not attract significant numbers of students at this level. The funding it offers to
students at the 80-85% level does appear to have a positive impact on enrolments, however.
The University should consider concentrating financial aid on students at the 80-85% level, and
reducing funding to students with higher GPAs who may be less likely to enrol at Nipissing,
notwithstanding the amount of financial aid on offer.

Anecdotal evidence suggests that financial factors may play a role in the poor year 1 to year 2
retention rate; this should be investigated, with a view to determining whether the introduction
of renewable financial aid grants would help to improve retention and sustain enrolments.

Year Actions Responsibility
1 Make more money available for financial aid for students with an | Student Financial
80-85% GPA, with the aim of increasing enrolments. Services

Investigate whether the introduction of renewable financial aid
grants would help to improve Year 1 to Year 2 retention and
sustain student enrolments through to completion.

2 Implement revised student financial aid policies Student Financial
Services
Monitor and review
Implement revised student financial aid policies Student Financial
Services

Monitor and review
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Faculty

Strategy 6: Encourage a shared academic vision®’

Goal: Program delivery is driven by a shared academic vision

Rationale and Assumptions

Alongside its traditional roots in Education and in Arts and Science, Nipissing has a burgeoning
Faculty of Applied and Professional Studies, and increasing numbers of non-direct entry, mature
and transfer students.

These changes challenge old institutional identities while offering new challenges and
opportunities.

Building a shared and strengthened sense of mission, vision and institutional identity will help in
framing the organizational strategy, focus the University’s recruitment efforts, and provide a
clearer basis for the development of new and innovative programming, including inter-
professional, inter-disciplinary and joint programs that meet the needs of a diverse student
population, communities, and the labour market.

Along with a shared vision, Deans, Faculty Councils, Department Chairs and faculty members
need a shared understanding of the financial and enrolment challenges facing the University, if
they are to work creatively together to address a core institutional concern, i.e. the significant
number of small, loss-making programs and Departments, while retaining sufficient variety and
breadth of provision, and developing innovative programs that bring in new, income-generating
enrolments.

Year Actions Responsibility
1 Ensure that University, Faculty and Department Plans reflect VP Academic
Nipissing’s mission and role as a comprehensive regional university. Senate
Deans
Ensure that proposals for the continuation or expansion of programs, Department
and for the introduction of new academic, inter-disciplinary, inter- Chairs

professional and joint programs (see discussion of Programs, below)
address financial as well as enrolment goals.*

2 Ongoing VP Academic
Senate
Deans
Department
Chairs

¥ The development of an Academic Plan for the University could be one approach to fostering a more coherent and
focused academic vision.
* This need not preclude cross-subsidization of programs, where this is considered necessary and appropriate.
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Ongoing VP Academic
Senate
Deans
Department
Chairs

Strategy 7: Strengthen the Faculty role in student recruitment

Goal: Faculties play a more effective role in student recruitment

Rationale and Assumptions

The status and reputation of the University is linked, in the eyes of students and their parents,
to the quality and reputation of its Faculties and Departments.

However, students’ choice of institution, at the undergraduate level especially, is also influenced
by a range of non-academic factors, and the knowledge that new entrants have, of the range of
programs that the University offers, is often limited to subjects that they have studied at school.

Faculties, and faculty members therefore have an important role to play in student recruitment,
in at least two senses: first, as the ‘face’ of the institution at recruitment fairs and events such as
campus tours and school visits, and second, as front-line advocates for their Departments and
programs. The latter role will be of particular importance in supporting the University’s strategy
of targeted enrolment growth.

The University’s marketing and recruitment strategy (see also Marketing and Recruitment,
below) currently under-emphasizes the centrality of the academic experience and the quality of
the learning environment at Nipissing, and limits the role of faculty in promoting their own
departments and fields of study.

This needs to be addressed, and the role of Faculties and faculty members in student
recruitment needs to be encouraged and supported.

Year Actions Responsibility
1 Ensure faculty understand and appreciate the VP Academic, Deans,
importance of recruitment, in relation to the Department Chairs

University’s SEM and financial targets.

Ensure Faculties are consulted about the alignment of | VP Academic, Deans, Office of

the University’s marketing and communications and Integrated Marketing and
SEM strategies (see also Marketing and Recruitment, | Communications

below).

Revise marketing and recruitment policies and Integrated Marketing and
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guidelines, to provide appropriate scope* for
Faculties and Departments to promote their own
programs.

Strengthen training and support for faculty in their
front-line roles as ambassadors for the university at
recruitment fairs, campus and school visits etc.

Provide feedback to Deans and Faculty Councils on
the impacts and effectiveness of recruitment fairs and
other recruitment activities involving faculty.

Communications

Integrated Marketing and
Communications, Faculty
Councils

Integrated Marketing and
Communications

2 Monitor and evaluate effectiveness of Faculty role in Deans, Faculty Councils
recruitment.
Monitor progress towards SEM goals
VP Academic, Deans
3 Monitor and evaluate effectiveness of Faculty role in Deans, Faculty Councils

recruitment.

Monitor progress towards SEM goals

VP Academic, Deans

Strategy 8: Strengthen the Faculty role in improving retention®

Goal: Faculties meet or exceed retention targets

Rationale and Assumptions

Year 1 to Year 2 retention rates for first year, first time, full-time students have declined in
recent years, both absolutely and relative to Nipissing’s competitors. Faculty should be made
aware of the need to improve retention (both Year 1 to Year 2 and subsequent years) and five
year retention goals should be set, with annual targets.

Year Actions Responsibility
1 Establish five year institutional and Faculty goals, with | VP Academic, Deans
annual targets, for improved retention.
2 Monitor and review progress VP Academic, Deans, Faculty
Councils
3 Monitor and review progress VP Academic

Deans, Faculty Councils
Department Chairs

s ‘Appropriate scope’ implies, amongst other things, that unrestricted competition between departments should not
be allowed; that programs should not be ‘cannibalized,” and that the overall University ‘messaging’ and branding
should remain consistent.
0 see also Strategy 3
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Strategy 9: Give Faculties and Deans the information and tools they need to implement the
strategy

Goal: Deans and Faculties have the authority and information they need to implement the SEM
strategy

Rationale and Assumptions

Deans and Faculty Councils have a vital yet challenging role to play in translating the many
elements of the University’s SEM strategy into implementable actions, while maintaining trust,
collegiality, and commitment amongst faculty members. They also must maintain accountability
upward, to Senate and the Senate committee responsible for the SEM strategy,* and to the
Vice President Academic.

To fulfil their roles effectively, Deans and Faculties will require reliable and up-to-date
information inter alia on program costs, retention, and applications and enrolments (both
domestic and international), as well as advice and assistance in how to interpret and use the
data for monitoring and evaluation and for planning.

Given the need to find significant efficiencies in program delivery, and to support enrolment
growth and program innovation, Deans may also require increased authority over budgets and
appointments, within the necessary planning and budgetary guidelines.

Year

Actions

Responsibility

1

Identify and provide the data and information needed by Deans and
Faculty Councils to drive the SEM strategy at Faculty level.

Support Deans and Faculty Councils in their interpretation and use of
institutional (including financial) data related to implementation and
monitoring of the SEM strategy.

Identify and delegate any additional authority that Deans might
need with respect to budgets and appointments, in order to manage
the SEM strategy within their Faculties.

Provide guidance and support, and ensure the accountability of
Deans and Faculties, through the review by the Senate SEM
committee and VP Academic of Faculty plans and budgets, and the

VP Academic,
Senate SEM
Committee,
Institutional
Planning Office,
Deans

Institutional
Planning Office

VP Academic
Senate
Deans

VP Academic
Senate

41 . . .
See earlier discussion.
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monitoring of Key Performance Indicators related to the SEM

strategy.
2 Monitor and review progress against agreed targets and KPls VP Academic
Senate
Deans
3 Monitor and review progress against agreed targets and KPls VP Academic
Senate

Review the effectiveness of governance arrangements, with respect | Deans
to the delegation of authority to Deans and Faculties and attainment
of SEM objectives, and amend if necessary.

Strategy 10: Targeted growth

Goal: Enrolment growth in targeted areas, leading to an overall increase in enrolments of 1000
students

Rationale and Assumptions

The University has set itself a target of increasing enrolments by 1000 domestic and
international students over the next five years. However, not all departments and programs
have the capacity to absorb a significant increase in enrolments, and student demand, as
measured by application and enrolment trends over the past five years, has declined quite
steeply in some cases even as it has risen in others.

To meet its enrolment goals, the University will need to set growth targets which are specific to
each Faculty. Enrolment growth should be focused particularly on departments and programs
for which there is evidence of demand, as measured by applications and enrolment trends, and
where there is under-utilized capacity.

Targeted strategies should be developed to increase enrolments in Departments where capacity
exists but where enrolment has been declining.

Recruitment of international students should be directed in the first instance towards increasing
enrolments in programs and departments which have been targeted for enrolment growth.

Year Actions Responsibility

1 Set three year and one year enrolment targets for each Faculty, VP Academic
aimed at achieving an overall increase of 1000 students (domestic | Senate Committee
and international) within 5 years. Deans

Prioritize departments for enrolment growth, taking into account | Deans
domestic and international student demand, departmental Faculty Councils
capacity and the net financial contribution of programs. Particular | Department Chairs
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attention should be given to increasing enrolments in Business
Studies, where potential exists for both domestic and
international recruitment.

Institute targeted strategies to increase enrolments in Deans
departments where capacity exists but where enrolments have Faculty Councils
declined. Early attention should be given to the possibility of Department Chairs
increasing enrolments in History, Mathematics and English. Integrated
Marketing &

Communications

Direct international recruitment towards programs and International
departments for which there is demand and which have been Education office
targeted for growth. Deans
2 Monitor and review progress against targets VP Academic
Senate Committee
Deans
3 Monitor and review progress against targets VP Academic
Senate Committee
Deans

Strategy 11: Program innovation

Goal: New programs, pathways and partnerships contribute to increased enrolments

Rationale and Assumptions

For many departments and programs, prospects for enrolment growth are currently quite
limited. The reasons for this vary. In some cases, student demand is low; in others, increasing
numbers of students cannot easily be accommodated without additional resources.

The development of inter-disciplinary and inter-professional programs is intended to help
overcome these limitations. Such programs offer three main advantages: first, they need not
wait for approval from the Ministry; second, properly targeted, they will help attract students
who otherwise might go elsewhere; and third, they will enable departments with limited
capacity or prospects for expansion to teach larger numbers.*> A number of ideas or proposals
for new inter-disciplinary and inter-professional programs are already in circulation; these
should be brought forward for consideration as early as possible.

There also is scope to introduce some new programs, especially as the University’s financial
situation improves — indeed, a new program in Social Work has recently been approved, and the

2 see strategy 12: this will also have efficiency benefits.
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University has expressed an interest in introducing a program in Engineering.

The offering of joint programs with other universities offers a third set of opportunities for
program innovation.

Finally, the expansion of existing and introduction of new, more comprehensive and integrated
partnership and transfer agreements with colleges could help to increase enrolments generally
and in targeted growth areas.

Year Actions Responsibility
1 Identify the most promising amongst the existing ideas and VP Academic
proposals for inter-disciplinary and inter-professional Senate
programs, and fast-track their implementation. Invite new Deans
proposals for consideration and early approval. Faculty Councils
Conduct a feasibility study on the possible introduction of VP Academic
Engineering.
Investigate the potential for developing joint programs with VP Academic
other universities. Senate
Deans
Review and deepen existing partnership and transfer VP Academic
agreements, and identify new partnership and transfer Deans
prospects;® set transfer and joint enrolment targets. Department Chairs
2 Approve and market new programs VP Academic
Deans
Integrated Marketing
& Communications
Monitor applications and enrolments into new programs and VP Academic
evaluate progress Deans
Department Chairs
Institutional Planning
Office
Monitor college transfers and joint program enrolments and VP Academic
evaluate progress Deans
Institutional Planning
Office
3 Approve and market new programs VP Academic
Deans

43 S . . . S . .
See earlier discussion on the wide spectrum of partnership and transfer possibilities, including measures designed
to increase retention and student success.
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Monitor applications and enrolments into new programs and
evaluate progress

Monitor college transfers and joint program enrolments and
evaluate progress

Integrated Marketing
& Communications

VP Academic

Deans

Department Chairs
Institutional Planning
Office

VP Academic

Deans

Institutional Planning
Office

Strategy 12: Efficient delivery of programs

Goal: Increase the efficiency and cost-effectiveness of program delivery

Rationale and Assumptions

Enrolment growth is key to addressing the budget deficit and ensuring the University’s long-
term financial sustainability. Analysis has shown, however, that enrolment growth will be
insufficient, on its own, to meet the university’s financial objectives over the next five years
unless accompanied by improvements in the efficiency with which programs are delivered.

While many factors impact on efficiency, a major driver of costs at Nipissing is the large number
of classes that are offered to small numbers of students. This is reflected, inter alia, in the
significant differences that exist between departments in the average number of credits
delivered per FTE faculty member, and similarly wide differences in the net costs per student
and net costs per credit, across different programs.

Measures to increase the efficiency of program delivery should centre, therefore, on raising
incrementally the average number of credits delivered per FTE faculty member to a more
sustainable level, while reducing duplication and sharing resources.

Year Actions Responsibility
1 Determine a five-year goal for the average number of credits to VP Academic

be delivered per FTE faculty member, with a three-year target as | Deans

a Key Performance Indicator for Deans

Institute a Faculty-led initiative to identify areas of duplication VP Academic

and overlap between courses, with the aim of bringing about Deans

efficiencies in delivery Department Chairs
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VP Academic
Consider the introduction of a minimum class size, as a means of | Deans
encouraging efficiencies through inter-departmental cooperation
and resource sharing

Monitor progress VP Academic
Deans
Institutional
Planning Office

Monitor progress VP Academic
Deans
Institutional
Planning Office

Strategy 13: An SEM-driven Marketing and Recruitment Strategy

Goal: The University’s marketing and recruitment strategies support the SEM strategy

Rationale and Assumptions

Hossler et al. (2015) observe that while enrolment management has always relied upon
marketing as part of student recruitment, ‘increasingly, especially at institutions which are
highly tuition-dependent, the overall marketing strategy has to be completely in sync with
enrollment goals and objectives.... the institutional marketing strategy needs to be fully
integrated with its core enrollment strategy and vice versa.’

This means, in the Nipissing context, that the University’s marketing and recruitment strategies
will need to be both more encompassing, in terms of the articulation of a shared institutional
mission and vision an