Report to the UPC, Provost, and Faculty Senate

From the Health Sciences Task Force

March 2005
I.  Background
Because of discussions raised by the University Planning Council (UPC), a task force was formed to examine the academic organization of the various health science disciplines on the University of Nevada, Reno campus.  The disciplines noted as health sciences by the UPC included, but not exclusively, nursing, public health, social work, medicine, nutrition, and psychology.  The task force members included:

Marsha Read, Research and Graduate School, Chair

Bill Follette, Psychology

Phil Goodman, Internal Medicine

Cathy Goring, Internal Medicine,

Greg Hayes, School of Public Health

Cheryl Hug-English, Medicine, Dean’s Office

Tom Kozel, Microbiology

Jean Perry, Dean, Human and Community Sciences

Chris Pritsos, Nutrition

Patsy Ruchala, Nursing

Noel Tiano, Center for Ethics and Health Policy

Stephan Wilson, Human Development and Family Studies

The charges given to the task force were:

1. Identify those academic units on campus that may be considered, in whole or in part, to be health sciences disciplines.
2. Explore the predominant ways that those disciplines are administratively organized at peer and at aspirant institutions. 

3. Indicate any factors concerning health sciences organization that appear to be unique to the University and to the State of Nevada.

4. Suggest possible organizational schemes for the health sciences disciplines that help the university to optimize the following:

a. The student experience at both the undergraduate and graduate level.

b. An integrated/holistic approach to health care.

c. Delivery of health care services to the local community.

d. A reflection of and response to the racial, cultural and ethnic diversity of the state.

e. Synergies in research and education among the health sciences; and

f. Administrative efficiencies in the management of curriculum, research, infrastructure, and public service activities.

II. Planning Principles

The following planning principles guided the task force in its deliberations:

1. The process shall be open and invite input from the campus community and its various entities.

2. The importance of planning for the future rather than for the present will be recognized and integrated into the decision making process.

3. The good of the university and its students will be a primary principle in planning the optimization of health sciences on the campus.

4. The Task Force, who was charged by the Provost, will deliver their report back to the Provost.  The report will be posted on the campus web site and an announcement will be sent out notifying faculty of its URL address.  The President and the Provost will visit a variety of units that contribute to the University’s health –related programs to discuss the recommendations of the report and receive additional faculty input.  From the report and the input received, the President will determine what actions the University should take to improve its programs in health-sciences disciplines.  If those actions call for the creation of new units or the reorganization of existing units, then a faculty planning committee will be created to write an implementation proposal.  The implementation proposal will then be reviewed by the Faculty Senate, open forums for faculty will be held and the proposal will be modified as necessary.  Upon Senate approval, the proposal will be forwarded to the NSHE Academic Affairs Council and the Regents’ Academics, Research, and Student Affairs Committee for approval and adoption.
5. The adoption of any recommendation from the Task Force would take into consideration the fact that different recommendations may require differing implementation timelines.

III. Identifying Health Sciences (Charge 1 to the Task Force)
Based on examining other health science entities at other universities and asking the University of Nevada, Reno campus to self identify or not with the term “health sciences,” the following entities are defined as wholly a health science:

Medicine

Nursing

Nutrition

Occupational Therapy

Pharmacy

Physical Therapy

Public Health

Speech Pathology/Audiology

Other disciplines that may have a health emphasis or have a sub-set of their discipline that is health-related include:

Anthropology

Biochemistry

Biology

Chemistry

Economics

Education

Environmental Sciences

Human Development and Family Studies

Psychology

Social Work

Other campus entities that have a connection to health sciences as part of their definition or mission would include:

Counseling and Educational Psychology

Veterinary Science/Medicine

Bioethics (Center for Health Policy and Ethics)

Sanford Center for Aging

Gerontology Academic Program

Caregivers Program (Psychology)

Geriatrics Center (VA Hospital/School of Medicine)

Center for the Application of Substance Abuse Technologies (CASAT)

IV.       Health Science Configurations (Charge 2 to the Task Force)
In examining the configuration of health sciences at the University of Nevada, Reno, the task force felt it useful to examine how other campuses organize their health sciences.  Appendix A provides these data.

V.        Elements Needed for an Effective Health Sciences Organizational Model (Charge 3 to the Task Force)
The following are elements that the task force identified as integral to an effective organization of health sciences:

Broad range of health sciences programs:    Addressing health issues is a complex endeavor.  It involves addressing health issues/concerns from the various facets of physical, mental, social, etc., as well as how to provide care from prevention, education and treatment perspectives. An aggressive health sciences program will have education, research and outreach elements.  It will engage faculty who are involved in basic research, applied research, education (both graduate and undergraduate), and community outreach.  It will emulate the land grant mission of research, teaching and outreach.  

A cohesive organizational structure:  an organizational structure that allows the breadth of health sciences programs to strategically focus their resources in the most effective, efficient manner.

Central administrative support:  an organizational model that is recognized by central administration as one that is strategically aligned with the university’s mission and goals.

Sustainability:  an organizational model that provides for continued growth and development with supporting avenues of resources – fiscal, human, etc.

Of the four elements of an effective health sciences program organization described above, the University of Nevada, Reno currently meets the criteria for breadth of programs, central administrative support, and for the most part, demonstrated sustainability.

UNR is a doctoral, research-extensive, land grant institution.  Of the UNR health science program entities noted in the previous section of this document, there are four doctoral programs, five master’s degree programs, four undergraduate programs, and one graduate certificate program.
In addition, the broad range of health sciences is reflected in the statewide mission of both the School of Medicine and the Cooperative Extension of UNR.
However, to maximize its health resource science resources in a more effective manner, UNR needs to address the need for a more cohesive organizational structure.  Elements of a strong cohesive organizational structure include:

1. Clear reporting lines.

2. Reporting lines direct to the President.

3. Identified discrete roles of individual units that avoid a) overlap/duplication and b) provide sufficient critical mass to accomplish the mission and goals of the unit.
VI. Potential Health Sciences Organizational Models (Charge 4 to the Task Force)
Health sciences at UNR can be considered from a variety of perspectives.  There are any number of models that could be conceived.  The task force has identified three main models to present. These models represent the current organizational model, a model that reflects a potential ideal model, and a model that can be described as an intermediate model between “where UNR is today” and “where UNR should be in the future.” They are labeled as A, B, and C for clarity purposes.  It should not be inferred that the labeling in any way denotes a prioritization or hierarchy of any sort.  
· Model A - Current Organizational Model

In the current UNR organizational structure, health sciences are dispersed across campus with public health and nursing in the College of Human and Community Sciences, Nutrition in the College of Agriculture, Biotechnology and Natural Resources and the School of Medicine, the proposed School of Pharmacy in the School of Medicine and Speech Pathology and Audiology in the School of Medicine.  If the current organization were retained, these attributes should be recognized: 
Strengths:

1. Least disruptive in terms of personnel changes, organizational changes in reporting lines, etc.

2. Avoids bringing into play the resistance of those units who may not wish to change their organizational reporting lines.

3. Allows time for change to initiate and be driven by faculty rather than administration.

4. Maintains the autonomy of the School of Medicine as a statewide entity.
5. Allows for growth and development of several new units from Schools to Colleges (i.e., Nursing, Public Health).
Weaknesses:

1. Does not increase or highlight the visibility of health sciences on the UNR campus.
2. Does not provide as much political leverage as various elements report through various deans to the Provost and then to the President.
3. Does not provide for efficiency of resources (e.g., separate nutrition programs in two different colleges).

4. Does not heighten the possibility of faculty collaboration.

Opportunities:  
1. The model already has fostered collaborative efforts/activities between the various health sciences entities on campus and could continue to do so.

2. Building on existing collaborations may open the door to more formal alliances over time. 
Threats:
1. The current organizational structure does not provide for all the offerings that would be present in a strong health science environment and does not necessarily provide mechanisms to explore and put forth additional health sciences entities to strengthen this area on campus.
2. The current organizational structure provides only limited visibility for the health sciences within the NSHE system and the state at large.  This hinders effective identification of health sciences and subsequent student (undergraduate and graduate) recruitment.

· MODEL B – A CONSORTIUM 
This model is presented as way to bring the health sciences together via a collaborative organizational structure that may or may not require actual reorganization of the health sciences from their current campus reporting lines.  The consortium model is posed as an intermediate step that may facilitate reorganization of the health sciences (refer to strengths/opportunities that follow).  The consortium model is posed by those that feel the first step towards reorganization needs to be as minimally disruptive as possible.  The consortium model is viewed by these individuals as the means by which “incubation” of health sciences reorganization can take place.  As per the UPC taxonomy, a consortium is a “self-identified aggregate of faculty pursing scholarly activity… Consortia are meant to be incubators for emerging interdisciplinary themes.” 
Appendix B presents some possible ways that a consortium model might be conceptualized.
A consortium is viewed as meeting regularly to address needs assessment of the UNR health sciences, establish measurement and evaluation guidelines and promote collaborative grant opportunities, particularly statewide.  

To give leverage to a consortium, it must have a budget associated with it to provide “carrots/incentives” for participation.  A consortium is viewed as having the following:
Strengths:

1. A system that encourages increased communication and interaction without the disruption of actual structural reorganization.

2. Avoids bringing into play the resistance of those units who may not wish to change their organizational reporting lines.

3. Allows change to be initiated at the faculty level and follows a bottom-up model of faculty input.
4. Would provide, with a budget to allocate, incentive for participation.

Weaknesses:

1. Does not increase the visibility of the health sciences per se.

2. While a budget to help support initiatives from the consortium may help provide faculty incentive for participation, it may also be divisive if territorialism emerges or if the budget is perceived as coming at the expense of departmentally based budget support.
3. May not provide for efficiency of resources.

4. Introduces another layer of reporting between participating faculty and central administration.

Opportunities:

1. May help to formalize a broader discussion of health sciences and serve as the forum for change in the actual campus organization of health science entities.

2. May heighten faculty collaboration and expanded health sciences activities across campus.

3. The budgetary “carrots” would provide incentive for faculty/unit participation across campus.

Threats: 

1. May delay actual organizational change as an intermediate process.

2. New dollars will be reallocated from established budgets.

**********************

If all constraints – resources, history, etc. were removed from the planning context, an ideal model could emerge that would have the following attributes:

· Free standing schools/colleges of nursing and public health.
· Free standing school/college of other allied health disciplines.
· All free standing schools/colleges would report through a Vice President for Health Sciences (note the dual title of VP for Health Sciences, Dean of the School of Medicine would not be appropriate.  Schools of Public Health cannot obtain accreditation if the dean of that unit reports to another dean even if it is a dual title (refer to Appendix D communication with the accrediting agency); in addition, Schools of Nursing also establish a stronger self identity if they do not report to a Dean of Medicine).
· Model C –  Creation of a Health Sciences Center
While some members of the task force argue that an intermediate consortium model is needed for an “incubation” phase for significant change/reorganization, others on the task force argue that moving forward to the ideal model in an expeditious manner is important to position UNR as a statewide leader in both health science and medical education.  A Health Sciences Center is envisioned to be the goal towards which UNR should be moving.  Two possible organizational models for a Health Sciences Center concept are presented in Appendix C.  
The Health Sciences Center model is viewed as having the following:

Strengths:

1. Brings together the health sciences in one administrative unit that reports directly to a VP who has direct access to the President which provides political leverage.

2. Brings together units that have a common orientation of direct services to clients/patients.

3. Provides greater visibility for the health sciences both from a faculty and student perspective.  This should facilitate more collaboration among faculty and better recruitment for students.
4. The model recognizes the resistance of faculty in public health, nutrition, and nursing to changing their administrative reporting structure.  Issues involved include:  a) the philosophical issues of nursing reporting to a dean of medicine which reinforces a model that is not palatable to nurses (i.e. nurses being subordinate to physicians, b) does not recognize that faculty must feel empowered in the process and the history of reorganization on the UNR campus has not been one of empowerment, per se, c)  change is time-consuming and for some units such as nutrition, they have just spent considerable time in reorganizing and are reluctant to change without having had an opportunity to fully explore the consequences (positive and negative) of the change in their administrative structure.

Weaknesses:
1. Does not address the issue that reporting lines for some health sciences may not be through the Vice President for Health Sciences, Dean of the Medical School, but instead has two reporting lines.  The reporting lines are divided into those entities whose primary mission is to prepare individuals with professional degrees (medicine and pharmacy) and those that prepare individuals with traditional academic degrees (BS, MS, PhD). (refer to Appendix C models)
2. The human, fiscal, morale, and related costs to ‘orphan’ departments and programs and to the campus due to breaking up the current College of Human and Community Sciences.

Opportunities:

1. With critical mass in the various schools/units, there is the expertise to effectively address health issues for the state of Nevada through research, training of practitioners, and community outreach programs.  All indications are that Nevada healthcare needs will increase and the university can be positioned to positively address these needs.

2. Increased visibility allows for more effective recruitment of students at the undergraduate, as well as graduate level.

3. Advocacy for health sciences will be more effective.

4. Research synergies could lead to major external funding opportunities.

5. The model presents the concept that there are growth opportunities to add elements of health science that do not currently exist, but, if added, would provide the human resources to help address the myriad of health problems facing Nevada citizens.

Threats:
1. Resource allocations to create the infra-structure for several new schools/colleges plus the central administrative unit (the center).
2. The ‘center’ structure in this model is not a single college and this is in conflict with UNR’s current taxonomy regarding centers, institutes, etc.
3. The health sciences disciplines/units are/may be duplicated in southern Nevada which may stress resource allocation within the system for health sciences in general.

Additional Comments on this model:

1. If the title VP for Health Sciences is associated with the same individual who is identified as the Dean of the medical school, it may require separation of the titles.  The stance of the accrediting body (CEPH) for Schools of Public Health is that a reporting line to a title with Dean of the School of Medicine is unacceptable.  (Refer to Appendix D regarding communication with the accrediting agency for Schools of Public Health).
However, there would be nothing that suggests that arrangement could not exist for some period of time while preparing for accreditation visits.  
2. This model would require the reconceptualization of the current College of Human and Community Sciences.  Appendix A of this document provides a variety of examples of how this might be structured – e.g. College of Education and Health Professions (U of Arkansas, School of Family and Consumer Sciences (U of Arizona), School of Applied Sciences (U of Mississippi), College of Human Resources and Education (West Virginia University).



**************************************

Appendix A.  Survey of Organizational Structure of Health Sciences at Other Institutions

Note:  The results shown below focus on organizational structure.  The results were obtained from the web sites for the indicated institutions.  Listings shown below are limited to the health sciences or departments currently within the structure of UNR.  Departments or units within colleges or schools that were not within the health sciences or without counterparts at UNR are not listed for the sake of brevity.  It is clear from this survey that there are many ways to organize the health sciences.

University of Nevada, Reno
School of Medicine


Speech Pathology and Audiology

CABNR


Nutrition

College of Human and Community Sciences


Campus Recreation and Wellness

Center for Application of Substance Abuse Technologies

Criminal Justice

Gerontology

School of Public Health

Human Development and Family Science

Center for Ethics and Health Policy

Orvis School of Nursing

School of Social Work

College of Liberal Arts


Psychology

University of Nevada, Las Vegas

School of Dental Medicine

College of Education


Health Promotion


Physical Education

Division of Health Sciences


Health Physics


School of Health and Human Sciences


Kinesiology


School of Nursing


Nutritional Sciences


Physical Therapy


School of Public Health


Health Care Administration

School of Nursing

College of Urban Affairs


Criminal Justice


School of Social Work


Marriage, Family and Community Counseling

Designated Next Level Institutions – from UNR Strategic Plan

University of Arizona

College of Medicine

College of Nursing

College of Pharmacy

College of Science


Speech, Language and Hearing Sciences

School of Health Professions


Physiological Sciences – premed, predental, etc.

School of Family and Consumer Sciences


Family Studies and Human Development

University of California, Davis
College of Agriculture and Environmental Sciences


Human and Community Development


Nutrition

Division of Biological Sciences


Exercise Biology

School of Medicine

University of Colorado, Boulder – There were few, if any health science listings at UCB; health science listings were at the University of Colorado Health Science Center which is not a component of UCB

University of Colorado Health Science Center

School of Dentistry

School of Medicine


Physical Therapy


Physicians Assistant

School of Nursing

School of Pharmacy

Colorado State University

College of Applied Human Sciences


Health and Exercise Science


Human Development and Family Studies


Occupational Therapy


Social work

College of Veterinary Medicine and Biomedical Sciences


Environmental and Radiological Health Sciences

Iowa State University

College of Agriculture


Food Science and Human Nutrition

College of Education


Health and Human Performance

College of Family and Consumer Sciences


Food Science and Human Nutrition


Human Development and Family Studies

University of Nebraska, Lincoln – many health science listings were at the University of Nebraska Medical University which is separate from the University of Nebraska at Lincoln

College of Arts and Sciences


Speech Language Pathology

Education and Human Sciences


Family and Consumer Sciences


Nutrition and Health Sciences

College of Public Affairs and Community Service


Criminal Justice

University of Nebraska Medical University

College of Dentistry

College of Medicine

College of Nursing

College of Pharmacy

School of Allied Health Professions


Clinical Perfusion

Nuclear Medicine


Cytotechnology

Physical Therapy


Sonography


Physicians Assistant


Medical Nutrition

Radiation Therapy


Medical Technology
Radiography

University of Utah

College of Health


Exercise and Sport Science


Parks, Recreation and Tourism


Health Promotion and Education

Physical Therapy


Nutrition




Communication Sciences and


Occupational Therapy




Disorders

School of Medicine

College of Nursing

Division of Occupational Therapy

College of Pharmacy

College of Social Work

Washington State University

College of Agricultural, Human and Natural Resources Sciences


Human Nutrition and Foods


Human Development

College of Liberal Arts


Criminal Justice


Speech and Hearing Sciences

College of Nursing

College of Pharmacy

Other Universities and Institutions

CSU Sacramento

College of Health and Human Services


Criminal Justice



Recreation and Leisure Studies


Kinesiology and Health Science

Social Work


Nursing




Speech Pathology and Audiology


Physical Therapy

College of Social Sciences and Interdisciplinary Studies


Family and Consumer Science


Gerontology


Psychology

University of New Mexico

Health Sciences Center (VP for Health Sciences)


College of Nursing (Dean)


College of Pharmacy (Dean)


Division of Dental Hygiene


School of Medicine (Dean, Assoc. VP for Clinical Affairs)

University of  Arkansas

College of Education and Health Professions


Health Science, Kinesiology, Recreation and Dance


Rehabilitation, Human Resources and Communication Disorders


Nursing

College of Arts and Sciences


School of Social Work


Sociology and Criminal Justice

University of Arkansas for Medical Sciences

College of Medicine

College of Pharmacy

College of Nursing

College of Health Related Professions


EMT-Paramedic


Medical Technology


Respiratory Care

College of Public Health

University of Missouri-Columbia

School of Health Professions


Cardiopulmonary and Diagnostic Services


Communication Science and Disorders


Health Psychology


Occupational Therapy


Physical Therapy

College of Human Environmental Sciences


Human Development and Family Studies


Nutritional Sciences


School of Social Work

School of Medicine

School of Nursing

University of Mississippi

School of Applied Sciences


Communicative Disorders


Family and Consumer Sciences


Health, Exercise Science and Recreation Management


Legal Studies


Social Work

School of Pharmacy

University Medical Center


School of Medicine


School of Nursing


School of Health Related Professions



Clinical Laboratory Sciences
Health Information Management



Cytotechnology


Occupational Therapy



Dental Hygiene


Physical Therapy



EMT


School of Dentistry

West Virginia University

College of Human Resources and Education


Counseling, Rehab Counseling and Counseling Psychology


Speech Pathology and Audiology

School of Dentistry

School of Medicine

School of Nursing

School of Pharmacy
University of Iowa
College of Liberal Arts and Sciences


Exercise Science


Health and Sport Studies


Social Work


Speech Pathology and Audiology

College of Dentistry

College of Medicine


Medical Technology


Physical Therapy and Rehabilitation Science


Physician Assistant Program


Nuclear Medicine Technology

College of Nursing

College of Pharmacy

College of Public Health

University of Minnesota

School of Dentistry

College of Human Ecology


Family Social Science


Food Science and Nutrition


School of Social Work

Medical School


Medical Technology

Physical Therapy

Mortuary Science


Rehabilitation Science

Occupational Therapy
APPENDIX B – CONSORITUM MODELS
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AN ALTERNATE CONSORTIUM MODEL

Model B Organizational Chart









*   The Dean of the School of Medicine is also the VP for Health Sciences

** The Dean of the College of Health and Human Sciences is also the Associate VP for Health Sciences (proposed)

APPENDIX C:  HEALTH SCIENCES CENTER MODELS
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AN ALTERNATE HEALTH SCIENCES CENTER MODEL
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APPENDIX D:  ACCREDITATION INFORMATION – SCHOOLS OF PUBLIC HEALTH

I have been informed that the national accrediting body for Schools of Public Health (CEPH) will no longer support accreditation of Schools of Public Health in organizational structures that require the Dean of the School of Public Health to report to a VP for Health Sciences (or equivalent) who is also the Dean of Medicine.  CEPH's concern seems to be that Schools of Public Health tend to be short-changed in such an organizational set-up and they will thus no longer support it.

I don't know how this hardening of accreditation policy will ultimately impact established, accredited Schools of Public Health that already exist in this kind of structure, but, obviously, the policy of CEPH requires that any implementation of a Health Sciences Center model deal with the problem.

This is fairly new CEPH policy I have only gotten clear on in the last few days. It is an important new wrinkle.

























Motions originate in either house but must be approved by both.


Joint sessions to accept, amend, and communicate among houses.


Each unit’s “Health Science Mission” statement approved annually by entire HSC


Possible functional bridge to later establishment of general admin reporting lines
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Elected Presidency


(presides over monthly Council sessions)





Elected Presidency


(presides over monthly Senate sessions)





VP Health Sciences Center


(appointed by UNR President)


presides over monthly joint sessions, non-voting


(reporting line exists only for HSC matters, not admin control)


























Dean/Dir, Optometry





Units are initially those “identified with term health sciences”


VP Research is also a unit


Others approved by 2/3 majority of Council and Senate


Other criteria as approved by Center (eg, minimum # faculty, minimum revenues, balance within Depts or Schools, etc)


Allocates (new-dollar) program/research start-up budget








Counselors are Chairs


and other Directors 


of HS-related units


(potentially from any 


School or College)





1	model strongly recommends PH & Nursing be considered entities independent of current CHCS





2 	or other college title, preferably without words “Health Sciences”, to avoid confusion with HSC entity
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Dean/Dir, Public Health 1





Dean, Medicine





 “Bicameral Health Sciences Consortium”
























































Model B Organizational Chart


Health Sciences Consortium & College of Health and Human Sciences
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