Report 4 - Alliance Funding Model

Marilyn Bellert, Mary Pritchard
Background Information

The Alliance funding model in use during FY10 grew out of discussions among the Alliance’s chief financial officers in 2007 and fine-tuning during the first year of operations, 2008-2009.  Following an operational model developed by the Great Plains IDEA and written into the original grant proposal, the Grant Steering Committee established a partnership where students pay standard tuition and fees at their home institutions and enroll in Alliance courses offered by their home institutions using local course numbers.  A seamless system of enrollment and transfer of credit managed through Expansis eliminates paperwork and financial burdens on students.  

To fund the system, the CFOs recommended that distribution of revenues begin with a transfer amount based on the lowest tuition among member institutions and follow a formula that allocated 75% to the teaching institution, 12.5% to the home institution, and 12.5% to the Alliance.  In practice, the amount of money generated by the transfer amount turned out to be too small to cover expenses at some member institutions.  For this reason, the Board agreed in March 2009 that the undergraduate transfer amount should be based on the lowest total tuition and fees for a typical entering freshman.  Alliance staff members calculate the transfer amount each year and distribute revenues accordingly.
This model, which depends on enrollment for its financial feasibility, has not been completely implemented.  Not all member institutions have offered their own courses to Alliance students, and only a few have offered Alliance courses to their own students.  A variety of explanations has been offered.
1. Rapid turnover of personnel has resulted in lack of familiarity with the project, lack of training for campus coordinators, and/or lack of commitment by administrators and support staff 

2. Establishing a new, collaborative system is daunting and sustaining it is hard.

3. The process of temporary approval and numbering for Alliance courses has not been consistently completed in time to list courses in local catalogs and market them to prospective students, or has not been completed at all.  This means that students do not have access to any information about Alliance courses and thus have no opportunity to enroll.
4. Use of tuition waivers by students resulted in financial losses to member institutions.

5. The process of permanent approval for new courses can take a year or more.

6. Not all members have utilized the marketing materials available.
7. Organized faculty advocacy for the Alliance does not exist on most campuses, since it does not offer certificates or degree programs.

8. Loss of state funding raised doubts about the financial viability of the Alliance and reduced commitment to participation.

 
The current model offers advantages that members have not yet realized.  First, students gain access to homeland security courses not otherwise available to them without enrolling in other institutions.  Secondly, member institutions profit when they offer courses and attract Alliance enrollments.  Finally, members could avoid the possibility of annual fees for participation.  Nearly 250 students per year are needed to fund streamlined Alliance operations, which cost about $30,000 per year.  With fewer than 250 students and no external funding, members would need to contribute in order to sustain operations. 
Students benefit from the current Alliance model in that they are not required to go through the admissions, registration, and payment processes at another university.  They are allowed to enroll in courses taught at other public universities as if those courses were taught at the home institution.  There is no need to complete admissions processes, which include some or all of the following tasks: arranging and paying for transmission of transcripts from all high schools and colleges attended, letter of application, discussion with admissions or subject area counselor about appropriate status, etc.  Even if admissions were guaranteed and admissions fees waived, the processes vary among universities and may not be simple.  Registration involves consultation with an advisor and use of universities’ electronic systems, passwords, and processes.  Payment of tuition and fees are also often handled electronically, requiring students to acquire the new passwords and master those systems as well.   Financial aid represents another set of complex issues.  Upperclassmen may also face restrictions on the number of hours they can take off-campus and still meet requirements for their majors.  In some institutions, the final 30 hours must be taken at the home campus.  The existing Alliance system avoids 100% of these barriers to enrollment.  Further, the Alliance can add to the local course catalog more than 30 homeland security courses that are not otherwise available on any one campus.
Member institutions that deliver Alliance courses may potentially derive revenues that will cover administrative costs and allow profits to be invested in other needs.  Most institutions allow up to eight places for Alliance students in a course otherwise filled with native students, earning significant marginal revenues if those Alliance seats are filled.  At some member institutions, the colleges and departments offering Alliance courses may be assured of receiving those revenues under standard university policies.  At other institutions, however, tuition and fees collected centrally are not returned directly to departments teaching the courses on a per capita basis.  At those institutions, the departments would lose income from Alliance students and therefore have no incentive to participate.  The current Alliance model allows for revenues to be directed as the members dictate.
Proposal

The Alliance will continue use of the existing organizational/financial model.

The Alliance will not accept tuition waivers in payment for Alliance courses.

Alliance members will initiate activities to increase Alliance enrollments that may include offering certificates.

The Alliance will actively pursue certificates and degree programs in fields beyond homeland security.

Alliance universities will pay an annual fee to support an IDEA office and staff that will organize Board meetings, maintain the website, coordinate activities among the universities, and review new courses.  This fee may be collected through a student fee for Alliance courses, diverted from teaching institution revenues, or otherwise collected in ways that meet local needs.
Proposal to IDEA Board of Directors

October 1, 2009

Ken Hawkinson, Western Illinois University

Jeff Cross, Eastern Illinois University

Background Information

Early experience with the IDEA registration/finance model have led several to question the scalability and sustainability of the model developed with support of HECA grant that was funded for two of its three years. Several have also expressed serious concern about the administrative overburden imposed on participation institutions.

This proposal recommends that IDEA change its procedures so that when students register up for an IDEA class they simply enroll at the university where the course is being offered and pay the host university's tuition and fees. This would simplify the process and also avoid the problem of tuition waivers (wherein universities under the current system have to pay the tuition of the students who are on waiver and who take courses at other universities). The Alliance members would simply need to agree that they will accept any student who is currently a student at an IDEA participating school. We could also agree to accept any student who is recommended by the IDEA staff/office if the student is not currently in an alliance school. 

Since alliance schools will benefit by gaining student enrollment as a result of our Homeland Security program, the schools should be expected to pay a percentage (to be determined) of the tuition paid by "external students" to maintain the IDEA office and staff. 

A streamlined IDEA office and staff would continue to have the function of organizing our meetings, maintaining the website, coordinating with the universities, advising potential students, and accepting/developing new courses (as funding permits).

We are pleased to note that the IBHE has extended last year’s HECA grant spending authority to February 20, 2010. This will provide support for a transition to a more sustainable model. If the state continues to provide grant support for this initiative, we may not have to ask universities to share any tuition dollars. However, given the state’s serious fiscal and continuing political challenges, additional grant support seems unlikely. This proposal may help keep the public universities participating in the Alliance as they would only be required to pay if they have students taking classes. 
Proposal -- The current cost sharing policy be discontinued and replaced with a new policy with the following provisions:

Commencing with FY11, students who register for an IDEA listed course shall enroll at the university where the course is being offered and pay the host university's tuition and fees.

Alliance schools will agree to waive any application fee for students taking IDEA sponsored courses.

Alliance universities agree to accept any student who is currently a student at an IDEA participating school on a non-matriculated basis.  Alliance universities also agree to accept a student who is recommended by the IDEA staff/office if the student is not currently matriculated at an Alliance university. 

Alliance universities agree to pay a percentage (to be determined each year by the IDEA Board of Directors) of the tuition paid by "guest Alliance students" to maintain a streamlined IDEA office and staff. 

The IDEA office and staff would continue to serve the function of organizing meetings, maintaining the website, coordinating with the universities, advising potential students, and accepting/developing new courses (as funding permits).


