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Appendix A.
Hurtado identifies three main challenges that institutions must address if they are to enhance diversity on their campuses:  structural diversity, curricular diversity, and providing opportunities for informal interactions.  By structural diversity, Hurtado means that a university must have as a fundamental goal the recruitment and retention of students, faculty, and staff from under-represented groups in numbers proportionate to those groups’ population in its home state.  By curricular diversity, Hurtado means that a university should offer its students an ample number of courses and learning opportunities beyond the classroom where they can come to understand diversity concepts and issues and acquire the knowledge and skills requisite to analyzing, explicating, and discussing those concepts and issues in writing and in public settings.  By informal interactions, Hurtado means that a university must ensure that students different from one another have many possibilities to communicate regularly so that a spirit of dialogue across groups is fostered with the aim in mind of engendering genuine multicultural awareness.  Such opportunities, if they are to be optimally effective, clearly depend on the university’s making progress on structural diversity and curricular diversity.  In Hurtado’s view, the ultimate goal for a university, as it strives to meet these challenges, is to prepare its students to live and thrive in our diverse democracy and in our global world.

Appendix B.

To meet the challenge of structural diversity with respect to faculty and staff, the Diversity Subcommittee advocates full implementation of the Affirmative Action hiring goals for departments and schools that were identified in Fall 2004, based on data drawn from The Doctoral Recipients from United States Universities:  The Digest of Educational Statistics, U.S. Department of Labor, and the newly established “hiring protocol for full-time presidential appointments.”  Further, the Subcommittee recommends that all persons with hiring authority must work together to ensure that progress is made on these goals and that this protocol is followed.  These goals and this protocol, along with the mandate that all supervisors’ diversity accomplishments be considered a priority in their evaluation, represent a strong base from which to commence more effective recruitment and retention efforts.

Appendix C.  METRICS and TARGETS

GOAL I:  Increase Faculty and Staff Minority Hires 

FACULTY: WOMEN


Current State: 34%

Target: 48%

Needed: 3% annual growth each year over the next 5 years with special emphasis in those disciplines where women are under-represented.

FACULTY: MINORITY

Current State: 17% Minority faculty

Target: 22%

Needed: 1% annual growth each year over the next 5 years
ADMINISTRATIVE STAFF: MINORITY


Current State: 12%



Target: 23%



Needed: 2.3% annual growth each year over the next 5 years

ADMINISTRATIVE STAFF: WOMEN 

Current State: 46.1%



Target: 57%



Needed: 2.2% growth each year over the next 5 years

STAFF: CLASSIFIED

Current State: 4% (45)

Target: Increase minority classified staff by 2 hires annually over the next five years.

GOAL II. 
See Report Document

GOAL III. 
See Report Document

GOAL IV. : Increase recruitment and retention of minority students

STUDENTS 

African American:  

Current State: 3.3%

Desired: 11.5%

Needed: 2% growth over the next five years 

*Based against US Census Bureau Data on Ohio Population

Hispanic

Current State: 1%

Desired: 2%

Needed: Increase 1% over the next five years

*Based against US Census Bureau Data on Ohio Population

RETENTIONS RATES

African-American Freshmen Retention Rate 80%

Hispanic Freshmen Retention Rate 78%

Target: Increase African American and Hispanic student retention rate by 2% by 2006-2007.

GRADUATIONS RATES

African American 6-Year Graduation Rate 68% 

Hispanic 6-Year Graduation Rate 68%

Target: Increase African American and Hispanic student graduation rate by 2% in 2005-06.     
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POTENTIAL METRICS FOR PARTNERSHIP GOALS 

Education Metrics

1) Improve High School Graduation/College Enrollment

· Number of partnerships with Universities, Community Colleges, Technical Schools and High Schools in region

· Number of programs (mentorship, preparation, partnership) to help kids graduate, get in higher education

· Number of kids that participate in these programs

· (Dollar value of services provided)

· Number of kids graduated in region

· Number of kids enrolled in higher education in region

· Number and amount of scholarship funds/financing options

2) K-12 Instruction

· Number of training programs for teachers, principals, superintendents

· Number of teachers, principals, superintendents enrolled in training programs

· (Dollar value of services provided)

3) Adult Literacy Programs
· Number of adult literacy programs offered

· Number of adults enrolled

· (Dollar value of services provided)

· Number of adults completed the program – literacy rate impact

Health/Environment Metrics

1) Health Education to providers, patients and allied health personnel

· Number of courses offered

· Number of people enrolled

· Dollar value of services provided

· Number of people that completed courses

2) Cross college and discipline research (RHI)
· Number of cross college and discipline research projects

· Dollar value spent on these research projects (grants, etc)

3) Community Health Services
· Number of community health programs offered

· Number of people serviced

· (Dollar value of services provided)

4) Regional diseases research

· Number of disease research projects

· Number of collaboration partnerships to research regional diseases

· Dollar value spent on these research projects (grants, etc)

5) Environment

· Number of external partners engaged

· Number of students conducting research in support of these efforts

· Decrease in standard measures of pollution 

· Number of buildings on campus incorporating US Green Building Council design practices

· Economic analysis from the university on the savings incurred by adopting these practices

· Number of cross college and cross disciplinary research projects

· Amount of external funding generated by such research

 

Economic Development Metrics

1) Technology transfer
· Number of product commercializations

· Number of patent applications

· Number of patents awarded 

· Number of invention disclosures

· Revenue from income generating licenses

2) Business technical assistance in region
· Number of businesses assisted in region (startups, existing, high growth potential)

· Hours and dollar value of assistance provided

· Number of startups in region

· Number and amount of loans, private investment into companies

· Increased sustainability of business

· Number of jobs created or retained in region

· Increased number of higher-skill, higher-wage jobs

3) Workforce training
· Number of businesses workforce training programs

· Number of people enrolled

· Number of people placed in jobs

4. Community Development
· Increased capacity of non-profit and government agencies
· Number of partnerships and sponsored research/technical assistance dollars with communities 
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A Talking Paper Regarding 

A New Approach to Budget Allocation at Ohio University

Overview

The Resources Subcommittee of the Strategic Planning Task Force has been assigned the task of developing a proposal for a new budget allocation process for Ohio University.  The purpose of the new budget allocation process is to support and make possible the attainment of the University’s strategic priorities.  For purposes of this discussion, this document will refer to the University’s strategic priorities as its Academic Plan. 

The budget allocation process proposed here addresses only the operating budget and the revenues brought into the University through tuition and fees and subsidy.  It does not address auxiliaries, i.e., the residence halls, dining services, etc.   Nor does this proposal address the allocation of research incentive dollars.  The Subcommittee did not have enough time to address these areas fully.  

The Resources Subcommittee was asked to propose a budget approach that will be effective in addressing the University’s future needs, as we face the desire to grow enrollment during a period of shrinking state funding.   In formulating this new approach to budget allocation, the Subcommittee sought to create a process that would match resources with activities and would provide appropriate incentives for units to work in support of the University’s Academic Plan.  The Subcommittee sought a budget approach that would be based on simplicity, transparency, and accountability.  In presenting this proposal, the Resources Subcommittee wishes to emphasize that the purpose of budget allocation must be to support the University’s Academic Plan.  The development of a specific and attainable Academic Plan is critical.    

Background:

Ohio University has traditionally used incremental budgeting.  In incremental budgeting, a unit’s historical budget is the basis for subsequent budget development.  Only new monies are allocated; budget cuts are taken as a percentage of the historical budget and are usually across-the-board.  There is limited reallocation across units.  At Ohio University, while there has been some reallocation within planning units, there is limited reallocation across planning units.  Incremental budgeting is the approach that has been followed most often in universities, in part because it is easily implemented, provides budget stability, allows units to plan beyond one year with some certainty, and tends to shield institutions from what can become rancorous budget battles.  

In periods of increasing funding, a university can continue to achieve its goals using incremental budgeting, because there is enough money to accomplish most activities.  In the face of declining funding, universities have begun to regard incremental budgeting as an inadequate strategy.  Incremental budgets reflect past assumptions and priorities, and often do not reflect current needs.  And, with little or no new monies from student fees or state subsidy coming in, the only significant source of funds for new initiatives is the reallocation of existing resources.  Ideally, increased efficiency allows this to occur without the erosion of services.  The incremental budgeting approach of across-the-board reductions that take a fixed percentage of dollars from each unit does not generate adequate resources to support changed needs or new initiatives, nor does it enable a university to redirect its resources toward strategic priorities.

In developing this proposal, the Resources Subcommittee reviewed the literature regarding strategic budgeting; consulted with deans, department chairs, faculty, and representatives of other constituencies; and examined closely the approach taken by Ohio State University in its recent adoption of a new approach to budget allocation.  Committee members found the Ohio State approach to have many promising features; however, it is important to remember that each university has its own unique character and unique challenges.  Care should be taken to ensure that whatever system Ohio University adopts will meet its states goals.  Comprehensive analyses that address the University’s enrollment goals and the stability of state funding, as well as other considerations, should be conducted to minimize any harmful unintended consequences of a new budget allocation system.  With these caveats in mind, the Ohio State experience does point to some important lessons for Ohio University to consider as we develop a new budget allocation approach: 

The University’s Academic Plan must guide budget allocation.

Both qualitative and quantitative measures must be included. 

Not every college can be expected to “pay its own way.”

Oversight and accountability are crucial.

Desired Goals of a New System

In proposing a new approach to budget allocation, the Resources Subcommittee seeks the development of a process that will fulfill the following goals:

The budget allocation system should ensure that the academic plan’s focus on quality is emphasized.  Underlying the allocation of resources, and the use of these resources, should be an emphasis on enabling the institution to deliver quality education at the undergraduate and graduate levels and to encourage the pursuit of quality research.   

The budget allocation process should match resources with priorities.  Units should be allocated the resources they need to fulfill their role in the University’s academic mission.

The budget allocation process should articulate the relationship between the academic units and the academic support units of the University.  The budget allocation process should reflect that academic units generate student fee and subsidy revenues and that the academic support units assist the academic units in these endeavors.  
The budget allocation process should be as simple as possible and as transparent as possible.  Formulas used in the process should be easy to understand and not costly to implement or maintain.  Everyone should understand the bases for the assignment of revenues and expenses and for the allocation of overheads and should have access to information underlying the assignments and allocations.
The budget allocation process should assign decision making to its most effective level.  The impact of budget allocation should be not only to assign resources, but also to assign responsibility (and accountability) for the use of those resources.  

The budget allocation process should balance the redirection of funds for new initiatives with the goal of providing sufficient funds for on-going efforts in support of the University’s mission

The budget allocation process should be built on accountability.

Guiding Principles:


A budget allocation process serves the University; the University does not serve the allocation process.  It can be all too easy to devolve into formula-based decision making, thus allowing the process to guide decision making and the University’s direction.  To avoid that undesirable consequence, it is important to base the budget allocation process on a very specific set of guiding principles.  The Resources Subcommittee believes that the following guiding principles are critical.

The Academic Plan must guide budget allocation.   The purpose of budget allocation is to enable the University to attain its Academic Plan.  This means that the University must first articulate its strategic plan, as well as the benchmarks by which it will measure its attainment of that plan.  The budget allocation process must allocate resources in a manner that both requires and allows each unit to make its contribution to the attainment of that plan.  

The purpose of the budget allocation process is to support mission-focused priorities, not to make each college “pay its own way.”  It is important to remember that Ohio University is a comprehensive university.  Some academic units will never be able to match revenues with expenses and come out to zero, much less a profit.  Yet, these units are critical to us as a comprehensive university.  Different disciplines have different cost structures; it is inevitable that some units generate revenues in excess of their costs while others generate revenues below their costs.  Subsidization is, therefore, a given.  The budget re-basing process makes that subsidization explicit and should lead to purposeful and thoughtful discussions and decisions about resource allocation.

“Re-basing” of budgets cannot be based solely on quantitative data.  After many years of incremental budgeting, “re-basing” of budgets is needed to assure that units have the appropriate resources to accomplish their goals.  Re-basing should address qualitative measures, not just quantitative data.  The re-basing process should take into account benchmark data from programs at comparable institutions—both for qualitative and quantitative measures.  While the magnitude of the re-basing effort can be determined immediately, the actual re-basing may take several years to accomplish and will probably require a phased implementation.

Mechanisms must be in place to assure that quality is maintained.  The budget allocation system should ensure that appropriate incentives are created to allow for maximum achievement of the academic plan.  This includes ensuring that academic units balance academic quality goals with revenue goals.  Academic areas should be held to specified quality standards; for example, maintaining or increasing the percentage of credit hours taught by Group I faculty.  Provisions should be in place to discourage “poaching” of courses and programs by academic areas purely to increase a unit’s revenues.
“Re-basing” should be done for academic support units as well as academic areas.  While the data needed to “re-base” budgets may be more readily available for academic units, it is important that the same process—based on qualitative as well as quantitative data, and based on benchmark data from comparable institutions--be undertaken for academic support units as well.  Re-basing should attempt to measure the value added to students’ educational experiences, and should not assume that all services must be “world class.”  Just as incremental budgeting may have created a misalignment between resources and activities on the academic side, so too is it possible that the same has happened for the academic support areas.  

Good data are crucial.  It is imperative that good budget data be available for, and about, all units on campus—both academic and academic support.  Data should be easily accessible and generated from a common dataset that is accepted as authoritative by all parties.  If allocations are to be made, they must be based on good data if there is to be wide-based acceptance of the allocation process.
Communication and Education are vital.  All constituencies across campus should understand the budget allocation process and its assumptions.  
Accountability and oversight are essential.   Units must be accountable for the resources they have been allocated, and they must be held accountable for meeting agreed upon goals.  Oversight of the budget allocation process is critical at all levels.  Oversight is needed of the implementation of the allocation process itself and also of the impact of the process.  The Budget Planning Council, the Faculty Senate, committees at the college level, and other groups must have the access to information needed to assure that the process is indeed working as intended.
Budget Methodology


The Resources Subcommittee recommends that the budget allocation process be inextricably linked to the academic planning process.  This will require that the budget process include several steps and concepts.

Metric Driven Accountability  The Subcommittee recommends use of a metric driven accountability system (e.g., balanced score card approach) as part of the process of re-basing budgets across the academic units in the University and also as a cornerstone for determining annual budget investments made by the Provost, based on progress toward achieving the academic plan.  As noted above, each unit’s progress toward achieving its contribution to the academic plan should also be reviewed annually.  Through use of the metric driven approach, Ohio University will monitor its progress toward achievement of the Academic Plan.
   To implement the metric driven approach, the University community should formulate a set of metrics for the University, identifying strategies and steps toward achieving those strategies, as well as metrics by which the University will monitor the achievement of its goals.  Each unit on campus should formulate its own metrics, articulating in the process how its activities will further the University’s Academic Plan.   It is unlikely that every unit on campus will be able to contribute to every element of the University’s Academic Plan.  It is also likely that units may demonstrate a need to achieve goals that were not envisioned by the Academic Plan but that have potential to benefit the University.  For this reason, it is important that each unit be given the opportunity to define its own set of metrics, but it is assumed that the majority of strategies and goals each unit will define will fit under the umbrella of the Academic Plan.


Examples of University priorities and strategies, along with appropriate metrics, that a unit may formulate are as follows:

Achieve national prominence (University strategic priority)

Increase percentage of scholarly publications (strategy)

Based on peer institutions, identify benchmark of 3 publications per faculty member (metric)

Increase number of publications from 1.5 to 2.3 per faculty in 24 months. (measurable goal)

Provide a distinctive undergraduate education (University strategic priority)

Increase participation in residential learning communities (strategy)

Establish desired benchmark of 35% participation by Group I faculty (metric) and 55% participation by majors (metrics)

Increase participation by Group I faculty from 5% to 20%  and of students from 15% to 35% within 12 months (measurable goal)


Once each unit has established its metrics, it should also quantify the resources it will need to accomplish the strategies it has identified.  The metrics, as well as the resources needed to meet the metrics, should be the focus of the re-basing process, as well as of annual discussions, led by the Provost, regarding progress toward realization of the Academic Plan and the strategic investments needed for its achievement.  

Identification and assignment of revenues and expenses.  The Subcommittee recommends the assignment of tuition and subsidy revenues to the academic areas.  Such assignment recognizes that the academic units are most directly involved in the generation of these revenues.  The basis for such assignment should be as simple as possible.  The Subcommittee recommends the direct assignment of tuition to the academic units based on a simple metric such as student credit hours.  
The Subcommittee has examined two different approaches to the assignment of subsidy.  In the Ohio State model, subsidy is allocated to the academic units based on student credit hours, and the different subsidy weightings assigned by the Regents to the different disciplines are taken into account in this allocation.  In other words, according to the Regents model, Engineering receives more subsidy per student credit hour than does Education to reflect the greater expense involved in delivering Engineering courses; in the Ohio State model, therefore, Engineering receives more subsidy dollars per student credit hour than does Education.   It should be noted, that the Ohio State model is not generating adequate funds for Engineering and that discussions are underway to identify alternate methods that will allow more funding for Engineering, a discipline that has been identified as important to the Academic Plan.  

The Subcommittee also examined the approach taken by Indiana University.  In the Indiana model, subsidy revenues are kept centrally and are allocated to the academic units as a “plug” figure.  In other words, an academic unit’s expenses are subtracted from the tuition the unit generates; the result is always negative because no academic unit’s tuition revenues are sufficient to cover all of its expenses.  Subsidy dollars allocated from the central pool become the “plug” figure that brings each academic unit’s budget into balance.  This approach to subsidy allocation was adopted by Indiana in order to reinforce a sense of there being one comprehensive university and to deter academic units from seeking to become profit centers, rather than centers of academic excellence.  

It is important to note that in both the Ohio State approach and the Indiana approach to the allocation of subsidy, the issue is to assure that adequate resources are in place to allow an academic unit to achieve its agreed-upon goals in supporting the Academic Plan.  The underlying difference between these two approaches is related to the different ways in which the respective states fund their universities.  Indiana uses a politically based allocation system, while Ohio uses a formula-driven allocation system that is based on enrollments in various cost models.  Because enrollment has a more significant impact on the revenue of universities in the state of Ohio (and is responsible for over 90 percent of General Program revenues), the Subcommittee recommends that an approach closer to that adopted by Ohio State be used to allocate subsidy.  Specifically, the Subcommittee recommends that tuition and subsidy be pooled and allocated on some measure of enrollment such as student credit hours.  

Assignment of direct costs and allocation of overheads.  Expenses as well as revenues should be assigned to the academic areas.  Academic areas generate direct expenses as they purchase paper, pay for travel, etc.; these expenses are captured in the academic areas’ 30000-90000 budgets.  If we assume that the other areas of the University provide support for the efforts of the academic areas in generating revenue, then the costs of those support areas should be assigned to the academic areas (where assignment is possible) or allocated to the academic areas (where assignment is not possible).  The cost of space associated with each academic area should be assigned on the basis of the square footage occupied by the academic unit.  Costs associated with academic support areas (such as Student Affairs, Admissions, the Library, etc.) should be assigned to the academic units on a simple basis, such as student credit hours, weighted student credit hours, head count majors, etc.  The costs of the support areas of the University not considered direct academic support should be allocated to the academic areas through use of an overhead percentage.  
Re-basing of academic support areas.  As noted above, it is critical that the academic support areas be re-based along with the academic areas, and that they are re-based as soon as possible, preferably at the same time the academic areas are re-based.  Just as with the academic areas, this re-basing should center on benchmark data derived from peer institutions and also on input from the academic areas that are the “customers” for the services provided by the academic support areas.  For example, the academic areas should be polled regarding the level of services they believe the University can afford.  The re-basing of the academic support areas, along with the annual budget reviews of these areas, should be done under the oversight of committees made up primarily of faculty, department chairs, and deans.

Allocation of annual revenues.  Academic units should receive the benefit of new revenues they generate through increased enrollments by receiving additional annual tuition and subsidy revenues generated.  However, the allocation of annual revenues to the academic units should not take place in a vacuum, but should be accompanied by annual review of how well the unit is progressing toward achievement of the goals outlined in its balanced score card.   Care should be taken to ensure that units can be assured of a certain level of stability in case of unexpected drops in enrollment.  
Annual reviews and Periodic Re-basing.  The adoption of a new budget allocation process may cause shifts in resources. In order to assure that those shifts aid in the accomplishment of the Academic Plan and do not create unintended hardships, annual budget reviews are crucial. Annual reviews are also necessary in order to assure that each unit is making progress toward the attainment of the agreed upon goals in its balanced scorecard.   Periodic re-basing of unit budgets may be necessary, and an analysis to determine whether re-basing is needed and to gauge how well the process is working should be done every 3 to 5 years for every unit—both academic and academic support.  It is possible that during a 3 to 5 year period, because of shifts in enrollment and changes in expenditures patterns, the budgets for both academic units and nonacademic units may no longer be optimal for achieving the Academic Plan. 
Central fund.  In the Indiana system, holding the subsidy centrally provides a central pool of funds to be used to assure that there are sufficient resources to fund current mission-driven activities and to ensure appropriate investment in new initiatives.  In the Ohio State model, such a central pool is generated by levying a tax on the academic units.  Both approaches recognize the need for a central pool of funds to be used to assure that the Academic Plan is being supported and that promising opportunities can be pursued.
Accountability and oversight.  The hallmark of the budget allocation system must be accountability.  Academic units must be accountable for how they utilize the resources allotted to them; academic support units must be accountable to the units they serve.  And in the spirit of shared governance, it is critical that there be accountability to the constituent groups that make up this university—the students, faculty and staff.  For this reason, a standing, broadly representative committee—such as the BPC—should be charged with monitoring the process.  There should also be linkages between the BPC and the constituent groups on campus; for example the Faculty Senate Finance and Facilities Committee, the Deans’ group, etc.   Indeed the creation of the “customer” committees charged with re-basing and annual review of the academic support areas should be created under the oversight of the BPC (or an analogous group).
Oversight committees in each of the colleges should also be developed to assist the deans in assuring that the allocation process is working.

Implementation

Shifting to a new different budget approach will not be easy, nor can it be done overnight.  The University, however, should move expeditiously.  The timeline, as well as the entire implementation process, should be sufficiently flexible to allow for unexpected events.  With the appropriate resources, the Subcommittee members believe the system can be operational within three years.  

The following is a by-no-means exhaustive list of the activities that will be needed:

· During Year 1

· A campus-wide education and communication effort needs to be undertaken to explain the process and to get broad-based acceptance of the approach.

· Finalize the Academic Plan.  This will include, but not be limited to, identifying the resources needed to accomplish the plan, the criteria to be used in prioritizing competing demands on resources, and the criteria that will be used to prioritize individual units’ efforts in support of the academic plan.

· Identify the constraints that will be put in place to prevent unintended activities and to maintain quality

· Start training/education programs for those who will implement and maintain the process

· Formulate the metrics for the University

· Formulate metrics for each unit

· Develop the criteria for how re-basing will take place for academic and academic support units 

· Decide what costs will be directly assigned and what will be allocated as overhead

· Identify all needed data, assure data are accurate, assure that data are easily accessible through a data warehouse 

· Identify and develop the committee structure needed to assure accountability

· Engage in the re-basing process

· During Year 2

· Test the allocation process by running it as a shadow system, looking for problems and refining the process

· Continue communication and education campaign across campus, as well as needed additional training

· Year 3

· Go live with the process.

Questions, Limitations, and Next Steps


This proposal recommends first steps toward a new budget allocation model.  Because of the limited time available, the Subcommittee was not able to address many details that will need to be worked out before a completed model can be put in place.   Some of these details were pointed out during open forums held on May 26 and 31 and in comments and suggestions provided to Subcommittee members.   Concerns about this approach have also been expressed.  Among those concerns are:

· This process could result in unintended consequences when a metric like student credit hours becomes “coin of the realm.”  The process could cause rifts between departments as they struggle for more student credit hours.

· This process could be too cumbersome and bureaucratic and could significantly increase the workload for department chairs and school directors and for the heads of academic support areas.

· This process could discourage interdisciplinary activities.

· This process could erode quality.

 These are possible outcomes of the proposed plan, and monitoring will be needed to avoid them.  


This proposal does not address several open issues that need to be clarified and decided in the next steps of developing this allocation model:

· The proposal does not deal with the allocation of research overhead dollars.  

· The proposal does not address the relationship between Regional Higher Education and the Athens campus.  If dollars will be following student credit hours, the issue of whether an Athens or RHE call number is assigned to a class becomes critically important.  Current revenue sharing arrangements may need to be examined.

· The proposal does not address the issue of stipends and fee waivers and how they will be allocated.

· The proposal only addresses operating funds (tuition, fees, and subsidy).  The treatment of other types of funds (auxiliaries, etc.) is not addressed.

· The proposal does not make explicit how this funding model will fit into the capital planning, space utilization or renovation processes.

There are certainly other issues that will emerge and will need to be addressed as this plan is developed further.  One step that will be helpful in providing insights about the implications of this type of budget approach will be to examine the experiences of other universities who have adopted similar budget models.  Investigating the approaches to budget allocation taken by our peer institutions will also be helpful in gaining some assurance about the efficacy of moving toward this type of budget model.

Resources Committee Appendices

Appendix B

Enrollment Options for Ohio University

The task of the expert advisory committee on resources was to analyze opportunities and constraints related to resource deployment and enrollment growth for Ohio University.  The committee developed a matrix to organize our discussions on enrollment growth.  That document will be transmitted to the Resource Committee under separate cover.  We ultimately elected to present our information in the narrative scenarios that are presented below.  Any plan to increase enrollments must take into consideration the importance of providing a mix of delivery options - on-campus (Athens and regional), distance learning, and blended formats - to meet enrollment demands.  We must approach growth by considering a variety of ways to provide new and unique learning environments.  

There was consensus that the following were key elements of whatever strategy the University elects:

· The University’s growth strategies should focus on our long-term objectives rather than focus on short-term enrollment objectives.  These strategies should emerge from a cogent academic plan, developed within a strategic decision making system that has a clear sense of academic mission and value to students, external stakeholders, and beneficiaries.

· Enrollment management should focus on the whole array of students not just an intake of incoming freshmen.  This holistic approach would encompass retention, and student progress, as well as recruitment.

· The implementation of whichever strategy is adopted, is as important as the planning and development of that strategy.

While the Resource Committee will be addressing the University budgetary process in  a separate document, the expert advisory committee would like to express its recommendation that the University’s budgetary process / system be changed to provide appropriate resource incentives to Colleges that increase revenues (both tuition and fees and state share of instruction) through changes to enrollment. 

Prior to discussing the enrollment options the Committee would like to present the following factors that might be able to expand revenues from students.  Please note that these revenue enhancing strategies can be implemented without increasing the number of incoming students significantly and/or in combination with enrollment options that we have outlined.

Increasing retention

Retention continues to be a significant way that the University can increase enrollment.  The University has already invested significant dollars recruiting these students.  A 5% increase in the current retention rate will result in approximately 200 more students per year, or 800 over 4 years.  Retention problems are partly caused by students not being able to get the courses and majors they want which is driven by availability of faculty in those areas.

Increasing on-time degree completion

Increased persistence by OIG eligible students leading to an increase in graduates could translate in additional Success Challenge earnings.  Key determinants to increasing on-time degree completion are the ability to provide courses when students need them and the distribution of faculty resources.

Increasing proportion of out-of-state students

The largest barrier to increasing out-of-state students is the cost of attendance.  Hopefully, the University’s efforts to leverage more financial aid and scholarships to attract this group will be successful.  Another opportunity to expand out-of-state enrollment could result from taking a more institutional approach (as opposed to departmental approach) toward the Ohio University Volunteer Alumni Admissions Network (VAAN). Since some athletics programs draw heavily on out-of-state recruitment, an opportunity exists to couple admission recruiting with athletic recruiting in those areas, especially the southeastern United States. 

Focus on programs that generate the higher subsidy earnings

Efforts to focus enrollment growth in program areas with high subsidy rates may be a losing proposition if subsidy continues to decline.  The University would also need to determine if it is possible to attract and retain students differentially into those particular areas. 

Differential tuition by program

This strategy seems to have the most potential at the graduate level.  Philosophically, most people view undergraduate tuition as being the same for all disciplines, thereby ensuring that cost is not the primary determinant in major selection.

Enrollment Opportunity 1

Increase the total size of the Athens Campus undergraduate population by admitting more freshmen

A strategy for increasing the number of students attending classes at Ohio University would be to expand the size of the entering freshmen class. Over a four year period, the size of this increase would be multiplied by four to reach a final increase in the total size of the university.  The critical issues and factors related to this strategy would include:

Housing

The current residence hall system is full. To accommodate more freshmen, additional space would need to be obtained.  Potential possibilities would be 

· Remove the housing opportunities for all students beyond the sophomore year from the dorms (about 700 now). 

· To obtain additional space, we would have to reconsider whether sophomores are required to be in the dorms. This would force more students into the community which may have problems absorbing them. 

· Target more local/commuter students that would not require housing through greater recruitment efforts and by redefining commuter efforts

· Longer term, consideration might be given to building additional residence hall  space. However,  issues regarding debt capacity could be a barrier to this approach.

· More cars are likely to be brought to campus as these students become sophomores.  Additional parking capacity will likely involve remote parking.  This may necessitate reliable shuttle service.

· When these students become juniors and seniors, the impact will be on housing in the community.

Space

· Classrooms: Currently, the Athens campus has an aggregate surplus of classroom space for its present levels of credit-generating activity, but surplus capacity does not distribute evenly across classroom buildings and categories of classroom capacity.  The academic space utilization (SUMS) component of the Master Plan should provide additional insight to these distributional issues.  Additional freshmen students in Tier I and in many Tier II lecture survey courses will create classroom demands in the very buildings and capacity categories that are likely to be most problematic.  Whether they are targeted or untargeted is not as important as the fact that they are freshmen.

· Class Laboratories:  The 2004 OBR state-wide capacity study indicated a 14.5% shortage of class laboratory space on the Athens campus.   Because module size per student is discipline-specific, additional and detailed analysis is required to identify specific locations and severity of class laboratory shortages.  The disciplines themselves should be position to make these assessments.  In any case, such information will be provided in the space utilization study component of the new Campus Master Plan.  It is not possible to say at this time whether greater stress on class labs would be created by freshmen or by upper-class students, but the impact certainly can be reduced in general by targeted admission to programs with lab capacity, assuming such programs are willing to self-identify.

· Green space/ Student Activities/ Recreation:   An increase in enrollment, especially on the undergraduate level, will be manifest in campus green space.  Currently, green space for student intramurals is adequate.   However, informal, outside activity space is at a premium, and yet, it is this same space that helps define our campus as a beautiful, residential, community-based campus.  Preserving existing outside space and creating new space as enrollment grows will be a challenge.

· Faculty (and Staff) Offices:  The 2004 OBR state-wide capacity study indicated an 8.3% shortfall of office space on the Athens campus.  Local corrections to OBR data reduce the shortfall to 5.4%, but this appears to be a real shortage.  If enrollment growth translates into staff/faculty growth, office space limitations will be a serious constraint.  The university has very little unallocated space that it can bring into service quickly and inexpensively to provide additional office space, and the available space that is substandard and well removed from base operations for the units that need the space.  Most of our unallocated space is not really “available” for reallocation because the space is in buildings that require extensive (and expensive) renovation, e.g., President Street Academic Center, the Ridges, and Tupper.

Mix of Majors/Programs

The ability to absorb more students will depend on the capacity to deliver the programs these students will want. Potential possibilities would include:

· Admit students that apply without regard to their intended major. This may cause problems if those students cannot get into the programs they want.

· Accept new students only into certain targeted programs where either capacity exists or new resources are deployed. This would require identifying which programs have capacity and then finding a way to recruit students interested in those programs

· Both of these possibilities will put pressure on general education courses and other service courses related to the programs chosen by the students.

· Both of these strategies will probably require efforts to increase applications and yield.

· The University needs to develop both a pool of available resources to meet short-term enrollment demand as it arises, and have processes that provide the flexibility to allow the mix of majors and programs to change over time.

Faculty Capacity 

While initially, more freshmen will create a proportionally greater need for graduate teaching assistants and Group II faculty (but also Group 1 faculty as well), as these students move through the ranks, the need will shift to put additional pressure on Group 1 faculty (or other full-time faculty). Some additional implications and possibilities related to this include:

· Leveraging new pedagogies and technologies may allow more students to be handled by the same faculty without decreasing student engagement. This will require extensive faculty re-training in these methods.

· If no new faculty are added, class sizes will probably go up in at least some areas and this might have a negative impact on engagement. 

· If the load on existing faculty increases, this may have a negative impact on research productivity.

· Given the rural setting of Athens, Ohio University needs to explore the development of a non-tenure track for full-time faculty, in order to provide a flexible pool of qualified instructional resources.

Fiscal Issues/Opportunities

· In order to maintain state funding at current funding levels, we must grow at statewide average rate or greater. 

· The University needs to ensure that it makes prudent use of its limited Student Financial Aid funding by using financial aid leveraging techniques.   The University needs to develop a long-term strategy that balances need and merit awards against the cost to full paying students. 

· Given current trends, increasing the number of freshmen will require increased admissions efforts to increase the applicant pool and/or the yield.

Enrollment Services Issues

· Ohio University’s selective admission guidelines will need to be reviewed to ensure that enrollment growth is balanced with the University’s interest—that we admit only students who are prepared to succeed.  

· The University will need to ensure that staffing resources within Enrollment Services are maintained to service the increased enrollment.  These resources should recognize the cyclic nature of the recruitment and enrollment processes (that may provide opportunities for temporary or seasonal positions).

· Rolling admission practices may need to be evaluated so that the increased volume of applications could be accommodated in a reasonable time frame. Undergraduate Admissions is currently under-staffed to handle increased volume in recruitment activities. Ohio University owns extensive data from ACT and the College Board that could help guide the activities to optimize efficiency and effectiveness of those activities. 

· To achieve desired yield, increased collaboration among faculty and admissions staff would be required. Pre-college activities would need to be adjusted to accommodate the increased volume of students.

Enrollment Opportunity 2

Increase the number of Junior and Senior transfer students

Keep the size of the freshman class the same (linked to the maximum capacity of the residence hall system) and recruit more juniors and seniors (potentially from the regional campuses or through relationships with targeted community colleges).

Housing

The biggest impact will be on housing in the community. Some additional considerations include:

· The Off-campus Living Office and corresponding web site have been well received by student base. Not all transfer students enter with 90 hours. Perhaps one change would be to alter policy requiring students with less than 90 hours to live in dorms. Another possibility would be to alter commuter policy to extend beyond 50 miles. 

· The Mill Street apartments should be completed by Fall 2006, providing 220 bedrooms in apartment configurations.

· This option will require even more extensive and immediate coordination with the Athens community on housing capacity.  The University Master Plan will be looking into community capacity for housing.  600 bed facility is still being proposed for "Campus Edge".  Cornwell purchase of Landmark and Bob's could also result in additional housing. 

· More cars are likely to be brought to campus.  Additional parking capacity will likely involve remote parking.  This may necessitate reliable shuttle service.

Space

· Classrooms:   Assuming that juniors and seniors are not enrolled in Tier 1, Tier II, or large survey courses, classroom space would not be a serious constraint for targeted programs.  Classroom space may be a constraint with more general admission if enrollees gravitate to “high impact” programs, especially if continuation of current scheduling policies makes it difficult for “high impact” programs to secure classroom outside their primary buildings.  Inadequate instructional technology in smaller classrooms also is a constraint on this option.

· Class Laboratories:  The 2004 OBR state-wide capacity study indicated a 14.5% shortage of class laboratory space on the Athens campus.   Because module size per student is discipline-specific, additional and detailed analysis is required to identify specific locations and severity of class laboratory shortages.  The disciplines themselves should be in a position to make these assessments.  In any case, such information will be provided in the space utilization study component of the new Campus Master Plan.  It is not possible to say at this time whether greater stress on class labs would be created by freshmen or by upper-class students, but the impact certainly can be reduced in general by targeted admission to programs with lab capacity, assuming such programs are willing to self-identify.

· Faculty (and Staff) Offices:  The 2004 OBR state-wide capacity study indicated an 8.3% shortfall of office space on the Athens campus.  Local corrections to OBR data reduce the shortfall to 5.4%, but this appears to be a real shortage.  If enrollment growth translates into staff/faculty growth, office space limitations will be a serious constraint.  The university has very little unallocated space that it can bring into service quickly and inexpensively to provide additional office space, and the available space that is substandard and well removed from base operations for the units that need the space.  Most of our unallocated space is not really “available” for reallocation because the space is in buildings that require extensive (and expensive) renovation, e.g., President Street Academic Center, the Ridges, and Tupper.

· Green space/ Student Activities/ Recreation:   An increase in enrollment, especially on the undergraduate level, will be manifest in campus green space.  Currently, green space for student intramurals is adequate.   However, informal, outside activity space is at a premium, and yet, it is this same space that helps define our campus as a beautiful, residential, community-based campus.  Preserving existing outside space and creating new space as enrollment grows will be a challenge.

Mix of Majors/Programs

The ability to absorb more students will depend on the capacity to deliver the programs these students will want. Potential possibilities would include:

· Admit students that apply without regard to their intended major. This may cause problems if those students cannot get into the programs they want.

· Accept new students only into certain targeted programs where either capacity exists or new resources are deployed. This would require identifying which programs have capacity and then finding a way to recruit students interested in those programs

· We assume that many of the students admitted under this option will have completed a substantial portion of their general education requirements.  Therefore, this option should alleviate some of the pressure on general education courses and other service courses related to the programs chosen by the students.

· Both of these strategies will probably require recruiting strategies that target other universities, regional campuses, and/or community colleges.

Faculty Capacity 

This option in particular will put additional pressure on Group 1 faculty. Some additional implications and possibilities related to this include:

· Leveraging new pedagogies and technologies may allow more students to be handled by the same faculty without decreasing student engagement. This will require extensive faculty re-training in these methods.

· The University’s efforts to balance enrolment growth with enhanced student engagement could be hindered if no additional faculty are added and class sizes increase. 

· Increases in faculty teaching load, could have an adverse impact on faculty research productivity.

· Given Athens rural setting, Ohio University needs to explore the development of a non-tenure track for full-time faculty, in order to provide a flexible pool of qualified instructional resources.

Fiscal Issues/Opportunities

· This is a population that we historically have not tapped. Attracting students from community colleges could be particularly successful.

· This market will be increasing significantly over next the several years as community college enrollment by traditional-aged college students increases.
· These courses are more likely to be funded at higher SSI levels (Baccalaureate ) than Freshmen
Enrollment Services Issues 

· Ohio University’s selective admission guidelines will need to be reviewed to ensure that enrollment growth is balanced with the University’s interest—that we admit only students who are prepared to succeed.  

· A higher priority to the staffing needs for processing transfer applications will be needed, especially during peak times. Because of the intricacies of course evaluation and articulation, transfer applications and transcripts require significant processing time. The CAS system will alleviate some of the burden, but a significantly increased volume could require additional staffing resources during peak times. 
· Minimal recruitment activities related to transfer are in place. Articulation agreements with 2-year colleges would be the most beneficial and effective recruiting tool.
Enrollment Opportunity 3

Increase the number of Graduate Students

Housing

The option will have a significant impact will be on housing in the community. Some related considerations include:

· Housing for international graduate students has been problematic in the past, as Athens’ rental stock has tended to rent early, and international students often do not arrive in Athens until close to the beginning of their studies.

· The Mill Street apartments should be completed by Fall 2006, providing 220 bedrooms in apartment configurations.

· This option will require even more extensive and immediate coordination with the Athens community on housing capacity.  The University Master Plan will be looking into community capacity for housing.  600 bed facility is still being proposed for "Campus Edge".  Cornwell purchase of Landmark and Bob's could also result in additional housing. 

· More cars are likely to be brought to campus.  Additional parking capacity will likely involve remote parking.  This may necessitate reliable shuttle service

Space

· Classrooms:  Given the manner in which graduate programs customarily use classroom space, classroom space is not likely to be a serious constraint except under two conditions:  (a) a program elects to deliver graduate courses in large sections (i.e., 60+) or (b) much of the graduate instruction is delivered in 300/500 or 400/500 sections.  In the latter instance, junior-senior constraints would apply here as well.

· Class Laboratories:  See Strategy 1 comment, but note also that programs attracting fee payers are likely to be professional programs with some kind of applied component that places a demand on class laboratories.  While specific locations of lab shortages have yet to be identified, it is safe to assume that general enrollment growth in fee-paying masters students will stress class labs somewhere.

· Research Laboratories:  Growth in areas likely to generate grant funds or growth linked to research prominence will generate additional demand for research space.  We do not have general assessments of the adequacy of our research space, although we do know that we rank 3rd among Ohio’s state universities in quantity of research space and 4th in the percent of net square footage devoted to research.  We also know that there are quantitative shortages of space in specific programs and qualitative limitations in others.  The Campus Master Plan will include assessment of research space.

Mix of Majors/Programs

The ability to absorb more students will depend on the capacity to deliver the programs these students will want. Potential possibilities would include:

· Focus on master’s level programs, particularly those attracting fee payers

· Focus on graduate programs that are most likely to generate additional grant funds

· Focus on master’s/PhD programs related to research prominence

· Only certain graduate programs have capacity to grow without significant resources. Growth easier at the master’s level.

Faculty Capacity 

· The most impact on the highest cost faculty. These students require very high levels of interaction and small section sizes. If increase is in disciplines that use TA instructors, there could be an offset in loss of faculty teaching undergraduates, but this could devalue the undergraduate experience.

· Growth would require the addition of more expensive, Group 1, research-active faculty

· PhD programs require more one-to-one, time intensive, interaction that cannot be reduced with technology. Masters programs may require smaller classes and more contact but there is some potential for leveraging.

· Adding PhD students might help certain faculty to engage in more research but this may not be the case at the Masters level.

Fiscal Issues/Opportunities

· Graduate programs are the highest cost both in terms of support, faculty needed and facilities.

· The total population of students wanting graduate degrees is more limited than those wanting undergraduate and many who do desire degrees work in urban areas and desire/need to work.

· The current State Share of Instruction calculations have capped the amount of PhD funding that the University can receive.   Therefore, if the University funds additional PhD students by providing stipends and fee waivers we will not recognize any additional revenue and would incur additional costs.  The cost effectiveness of these investments will need to be assessed against the amount of additional research or teaching capacity that they will generate.

· With fee waivers and stipends required in an environment where subsidy is fixed or declining, the amount of revenue can be severely limited depending on the type of program.  We would need to know which programs attract fee payers.

Enrollment Opportunity 4

Focus on Regional campus enrollment

Housing and Space

The impact would depend on whether this increase occurs solely on the regional campuses or also involves more students coming to Athens.

· The availability of adequate classroom space during peak hours could be a major issue, with scheduling of classes being impacted, especially at Chillicothe, Southern, and Zanesville campuses.

· Areas of infrastructure such as lab capacity, room availability, computer facilities could be impacted, especially at Zanesville, Chillicothe, and Southern campuses during peak usage times

· Space for additional part-time faculty and staff to meet increased demand could be accommodated in the short-term, but hiring long-term full-time staff would create space issues and additional costs associated with renovations.

Mix of Majors/Programs

There are two possible areas to consider either separately or in combination:

· Expand linkage between regional and Athens programs (2+2 or other integration of programs across the campuses).  The articulation between the Athens campus and the Regional campuses should be much easier than with community colleges.

· Expand offerings on regional campuses to allow students to receive a larger proportion of their instruction at Regional campuses. 

Issues related to these options include:

· Ability to increase regional programs will depend on the availability of the right mix of majors and degrees assuming that these students will complete their degree on the regional campus. It would have to be seen if you could increase these students with the expectation that they would eventually transfer to Athens.

· Could develop closer relationships between RHE applied science programs and Athens-based baccalaureate programs

· Transfer relocates: recruit regional campus students who have completed their general education requirements in Athens-based bachelors degree programs

· Develop 1+3 programs for certain majors: freshman tier on regional campus and last three years on Athens

· Develop 3+1 programs for certain majors: three years on a regional campus and senior year on Athens campus.

· Additional liberal arts bachelors degree for regional students, especially place-bound adult students

· Baccalaureate completion degrees in selected majors, perhaps on a cohort basis, offered through technology or cycled across the system

· Dedicate Microwave and Closed Video systems to specific degree offerings with a predictable multi-year schedule arranged to meet needs of regional students.

· Expand availability of stand-alone degree and degree completion programs based upon market demand

· Develop adult degree and adult less than degree offerings based upon community needs

· Use new technologies such as Macromedia Breeze to offer courses and programs in the region.

· Use better academic advising to seek out optimal educational programs for individual students that may include courses from several different sources and delivery modes.

Faculty Capacity

· More programs offered at the regional campuses may require more faculty on those campuses. This requires looking at distribution of faculty expertise, costs, integration with comparable Athens faculty and tenure/promotion issues.

· If expansion requires more Athens faculty to participate in regional programs then incentive systems, use of technology or alternative pedagogy and impact on research would have to be assessed.

Fiscal Issues/Opportunities

· Regional campus students have a high sensitivity to tuition.  They have indicated on numerous surveys over the years that they attend a regional campus because of convenience and cost. A significant percent of regional students are adults (about 40% headcount) and many are place bound by family, work, or limited funds--so they are quite sensitive to tuition and price.

· The regional campus enrollments have followed statewide enrollment increases more closely than the Athens campus.   Therefore, regional campuses, especially Zanesville, Chillicothe, and Southern, are positioned to earn additional subsidy more easily.

· Need to determine the potential markets for various approaches. On-site, community-based students are limited--based on historical trends and current market competition, the additional market across the regional campus could be estimated at 2000-3000 students. On-line potential outside of the region is far greater.

Enrollment Opportunity 5

Expand the Use of Mixed Media (MM) and Distance Learning (DL) Programs

One strategy for increasing the number of students attending classes at Ohio University would be to expand the use of alternative learning formats, specifically on-line and “blended” delivery systems.  Such a strategy can be part of an overall approach to enrollment growth, one that would include, in addition to technology-enhanced classes, a variety of learning activities, such as regional campus classes, compressed formats, workshops, and seminars.  The use of such alternative learning formats would have an impact on several resource areas at the university, including the following:

Facilities 

· There will be a minimal impact on physical facilities since most of the learning takes place in non-traditional formats

· The present facilities could, in fact, be better utilized when classrooms and other on-campus instructional spaces are made available to the DL students, who might now be attending learning activities at times when regular classes are not in session (e.g., summer, intersession, weekends, etc) or during short-term residencies on campus

· If more classes (particularly those with large enrollments) were delivered by way of DL technology, more classroom space would become available to meet the needs of the proposed expansion of the on-campus population.

· New housing units for adult learners coming to campus for short periods of time (residencies) might be needed.

· Office space will be required for additional staff working on development of new course content

Technology

· Expansion of DL programs will require greater coordination of the technical support presently available throughout the university

· It will require additional support services from CNS and CS

· Upgrades of software will be required to provide for greater student/student and student/faculty interaction

· Current networks would need major upgrades for capacity and reliability

· Help desk demands will increase for on-line students

· Course design and development activity will need to be better coordinated

Administrative and Personnel Issues

· More courses and programs in alternative formats will require some additional course designers and developers

· Alternative formats require greater flexibility from the registration and financial aid offices to meet demands of “just-in-time” learners

· Library issues will have to be addressed to allow on-line learners to have equal access to resources

Faculty

· An enhanced program of faculty development will be necessary to meet the demands of new teaching and learning styles

· Increased demand for more courses in alternative formats will place a greater demand on faculty resources, as instructional personnel will become more actively involved in course design and development.  These needs can be met by creating a pool of qualified adjuncts or of recently retired faculty interested in new approaches to learning, or by taking a closer look at workload policies for present full-time faculty.

· Expansion of distance learning programs will require the design of an overload or workload policy for faculty that allows for the most cost-effective approach to providing such alternative format learning experiences.

Curriculum

· Enough courses will have to be developed in alternative formats to allow for full-degree programs to be made available to students 

· Academic units would need to provide greater support for the design and delivery of programs in such alternative formats

· New approaches to curriculum and to learning will be designed and developed.

· Attention will have to be given to the design of “blended” format classes, ones that utilize on-site residencies (short-term, intensive, face-to-face sessions) combined with on-line learning.

Financial

· Growth can take place with minimal financial investment

· Without new facilities or new full-time faculty, cost per FTE can be kept to a minimum

· Attraction of out-of-state and international students to enroll in courses without having to travel extensively to campus or stay for long periods of time would mean additional revenue to the university.

· Traditional students can use the alternative formats to complete their programs “on-time”,  thus increasing “Success Challenge” funds, enhancing student retention, and allowing for more space for new students. 

· Hidden costs may surface for additional infrastructure as well as for course development and faculty training
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I. Overview: 

A continuing and primary goal of the Division of University Advancement, and the Office of Development in particular, is to align all future activities with Ohio University’s strategic plan. As we seek to grow Ohio University in stature, we will employ best practices that have been incorporated from our relationships with peer institutions. But strategic and tactical planning and programming will be built securely on the foundation of “Vision Ohio,” reflecting what has been determined to be in the best interests of the institution. Within the context of this mission, University Advancement seeks to serve in a lead capacity in building national and international alumni networks and securing the philanthropic future of the Ohio University.

The philanthropic future of Ohio University is very bright. One of the outcomes of the Bicentennial Campaign was the identification of 2,867 new major donor prospects (individuals with the ability to make a gift of $100,000+). A robust and engaged alumni donor base, alongside continuing relationships with potential Special and Leadership Gift donors, bodes well for future fundraising efforts and campaigns. It will be imperative to align fundraising emphases with the strategic goals of Ohio University. Potential donors must be able to understand and embrace the institution’s needs and goals, shared via the case for support. When the well-articulated case for support is combined with strategic investment and a shared mission, a synergistic awareness results among alumni and other constituencies, to the benefit of all.

The following strengths and accomplishments of the fundraising operation can be built upon for the future:

a) Bicentennial Campaign: Successful campaign achieved $221 million against a goal of $200 million.

b) Leadership Gifts: A significant number of potential Leadership Gift donor prospects were identified during the campaign.

c) Alumni Participation:  An alumni constituency that demonstrated intense loyalty and engagement shows promise for an increase in the percentage of alumni donors, and since the Campaign an integrated marketing/communication/solicitation plan has been implemented to sustain and grow the alumni donor base.

d) Return on Investment: Fundraising operations during the Bicentennial Campaign proved to be cost-efficient, revenue-producing systems, with a strong ROI.

e) Strategic Alignment: The fundraising operation at Ohio University during the Bicentennial Campaign was aligned with institutional priorities and strategic investments, and it will continue to be so aligned in the future.

II. Outcomes:

a) Bicentennial Campaign

Campaign achievements revolved around people and programs, evidenced by eight new endowed chairs ($11.8M) and thirty-five new named professorships (a doubling of the number of named professorships, totaling $9M+). Student scholarship support ($41M+) increased dramatically, with 1,227 new scholarships, including 68 new Cutler Scholarships. In all, 3,071students received support in FY2004, compared to the pre-campaign total of 1,576, a 95% increase. Scholarship revenue flowing from the university’s endowment grew to $3.5M, as compared to $1.3M prior to the campaign, an increase of 269%. 

b) Leadership Gifts

Leadership Gift donors emerged during the campaign and represented the strength of private fundraising efforts. Forty-two gift commitments of $1 million+ were secured (including 6 gifts of $5M+), as well as 284 gift commitments of $100,000+. Another 1,020 gift commitments of $10,000+ complete a picture of a well-cultivated, comprehensively developed base of donors that helps to ensure that future leadership levels will remain strong.

The Ohio University Foundation Board fully represented this generosity and leadership by achieving 100% participation in the campaign with a total of $61.4 million in gift commitments.

c) Alumni Participation
More than 80% of campaign gifts came from individuals, including 48,639 alumni donors and 52,992 first-time donors. Alumni engaged with the institution via alumni chapter activity, campaign events and traditional alumni programming. In FY2004, the Annual Fund program experienced its most successful year on record: 28,796 donors represent the greatest number of annual donors in the University’s history. Alumni donors increased by 13.5%, and in FY2005, the alumni donor count will again increase by a double-digit percentage. A primary goal is to increase participation rates at least one percentage point per year (1,400 – 1,600 additional donors per year), to a participation rate of 20% or more annually. The annual goal has been surpassed in each of the past two years. Ohio has a growing and increasingly engaged alumni base, although this base will require increased care, attention, engagement opportunities and investment. 

Ohio University’s Annual Fund has also proven to be strongly linked with future major gift activity at the institution. Through a targeted analysis spanning ten years of Ohio University donors who eventually made gifts of $10,000 or more, the following findings were made:

· 38% of these donors made a first gift under $25

· 63% of these donors made a first gift under $100

· For 63% of these donors, 9+ years passed between their first gift and their eventual $10,000 gift, and during this 9-year span donors participated in 6-9 Annual Fund years

Most of our major gift donors are grown in the Annual Fund, and these findings have prompted an increased investment in those operations. A robust Annual Fund helps to secure the pipeline of support now and into the future. The best future major donor is a loyal annual donor.

d) Return on Investment

The capacity to grow private fundraising totals always requires strategic investments, and Development’s ROI has been significant. On average, each frontline fundraiser annually raised approximately 20 times his or her salary during the Bicentennial Campaign. Placement of major gift fundraisers in colleges and major units proved to be a successful venture, both financially and philanthropically, for the sponsoring units as well as the University.

Over the course of the Bicentennial Campaign, the Office of Development worked to manage overall fundraising costs. Through the seven-year campaign, the cost to raise a dollar was 14.8 cents.

Larger campaigns will require larger investments. Increased programming, greater volunteer interaction and face-to-face contact, and increased mass alumni solicitations and contacts will require increases.

Prior to the Bicentennial Campaign, Development operations raised approximately $12.5 million per year. 

During the Bicentennial Campaign, the University raised $31.6 million per year, an increase of $19.1 million annually (or 156%).  If the pre-Campaign total of $12.5 million were to be carried forward through the seven years of the campaign, a total of $87.5 million would have been raised. But for the additional campaign funding of $1.2 million per year, or a total of $8.4 million over seven years, the University raised an additional $133.5 million. These figures illustrate the great potential of an increased investment in fundraising.

III. Next Steps

· Among the ten chosen peer institutions, Ohio University’s endowment ($176M) ranks ninth. An institution’s endowment ranking speaks to national prominence, and will continue to stand as a critical benchmark for internal and external audiences. There will be a continued focus to increase the cash flow into the Foundation. Great universities are distinguished, in part, by the size of their endowments.

· Endowed chairs and named professorships will remain an emphasis and an area of opportunity in future fundraising plans.  Endowed chairs and named professorships speak to the excellence of faculty and the institution’s ability to attract and retain world-class scholars and researchers.

· The growth and establishment of the Urban Scholars Program will remain a high priority focus. Additionally, other new potential scholarship programs will be planned and considered, such as an Appalachian Scholars Program that would be built with special attention to service within the region.

· Further engagement of alumni will always remain a priority. We must build greater levels of alumni programming both at the college/department level as well as geographically, through societies and alumni chapters. The Alumni Association and the Office of Development share a mission of alumni engagement.

· In recent years, major gift donors have demonstrated a desire to have a greater say in the direction and use of their donated funds. As future fundraising efforts evolve, we must be mindful of this desire. University-wide initiatives will require a clear, compelling case for support to convince donors that these efforts are worthy of their support. A balance must be struck between donor-directed gifts and university-wide initiatives. A similar balance is required for college-based needs.

· The next few years will be spent in preparation for the next campaign and the “Quiet Phase” of leadership fundraising efforts will commence; with a potential Campaign Kick-Off in Fall 2009, there is a need to organize and solicit leadership gifts over the next few years.

· The Bicentennial Campaign employed a shared funding model between the University and the Foundation. How will future campaigns be funded? If the University looks at pursuing even larger campaigns in the future, it stands to reason that a considerable number of fundraising staff will be required to fill the needs of the campaign.

IV. Conclusions

Some recent surveying (Opinion Dynamics Corporation, May 2004) suggests that colleges and universities rank as “bottom tier” charities in the eyes of their graduates. Consequently, institutions must not only make the case for why they are deserving of alumni support, they must make the case for why they are more deserving than other charities. Alumni stated that they would be more than willing to support their alma mater if the institution made a strong case for why it needs and deserves the support.

Making the case for support requires effective and repeated communication. Alumni must understand how private giving helps to fulfill the core mission of the institution. They must understand why the institution is worthy of their support. And they must hear frequent, repeated communications from the institution in order to maintain the ties and affiliations that grow into personal engagement and involvement.

A major comprehensive campaign lies in the near future for Ohio University. The planning and strategy for that campaign begins now. The allocation of current and future resources, both human and financial, should be measured against what will be gained, or lost, as a result of institutional investment. As a national university, Ohio University cannot afford to fall behind in the key areas of alumni engagement and participation, endowment growth, faculty and research scholarship, and student support. The next campaign will represent these goals and seek exponential growth through private support and a “next-generation” network of dedicated and committed alumni, supporters and friends.
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Accelerating Research at Ohio University and Obtaining Needed Resources
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April 20, 2005

For the purpose of this paper “research” means research scholarship and creative activity.  To accelerate research, numerous changes must be made at Ohio University.  A fundamental concept to understand is that investment in research is mandatory for progress.  This is especially true in the beginning of the drive.  It then takes much hard work to capitalize on the investment.  Discussed below are ten items that will help accelerate research at Ohio University.

1. The Faculty- Additional faculty capable of bringing in research dollars are required.  Base budget, higher tuition, more students, endowed chairs and Center/Institute funding are ways to build additional faculty.  For current faculty, workload issues are paramount.  Research is competitive and time consuming.  Variable workloads are required, as research-intensive faculty must teach fewer formal courses than other faculty.  Faculty can help reduce workloads by routinely including funds for course buyouts in proposals where allowed.  New faculty must have adequate startup funds and the on campus grants program must be reinvigorated.  On-campus grants allow faculty to hone grant writing skills, develop better preliminary data to support applications and begin new fields of inquiry.  Faculty need travel money to present their work, talk to potential reviewers of their applications and see program managers.  Special programs need to be devised to help existing faculty become competitive in research during an absence of funding.  As always, existing and future faculty are key to overall program success and their acquisition and development should be main themes of any strategy designed to improve research.  National and state centers grants are ways to help fund faculty growth and development.

With the investment of funds comes the increased expectation of success in research, scholarship and creative activity.  High standards for promotion and tenure must be in place to ensure that research productivity in the form of grant funding, publication and national and international research prominence become entrenched in the mainstream of university life and culture.  For those who are successful good raises and promotions must help reward those who are successful.  Ohio University may well want to consider establishing a distinguished professor rank above full professor for highly successful faculty to progress in their careers and receive acknowledgement for their work.

2. Facilities- New buildings must be constructed to house the increased numbers of faculty and accommodate appropriate research functions.  Proper facilities will attract bright new faculty to Ohio University’s campus to conduct research, scholarship or creative activity.  Grants, donations, bonds, and capital funds must be commingled in efforts to secure needed resources.  Careful strategy and implementation are needed to coordinate this effort.

3. Equipment- Along with facilities, more equipment is needed, especially for that equipment that is multiuser in nature.  Grants including the state Hayes fund and returned overhead costs are to be used to fund this program and faculty startup can be a source of mutliuser equipment in some circumstances.  Multiuser equipment requires competent technical staff to help run the equipment.  The university needs to hire a small number of technical staff to do this work.

4. IT Infrastructure- Computer infrastructure and networking abilities must be first rate with faculty training offered to help faculty cope with fast technological advancement.  Ohio University must work with state agencies such as OBOR (third frontier network) to help develop the infrastructure we need in this area.

5. Partnerships- Ohio University needs to actively partner more with state and federal agencies, corporations and companies, foundations, and other universities in its quest for research excellence.  This requires travel to build the partnerships and great networking services to maintain them.

6. Appropriations- Ohio University must make better use of state and federal appropriations to achieve enhanced research capability.  Appropriations can be useful in starting large Centers and Institutes, providing facilities and equipment and launching smaller programs that can become larger through time.  Appropriations can be a great equalizer and the university should seek a competitive advantage through this process.

7. Large Grants- Grant writers can help ease faculty workloads while working diligently to secure large multidisciplinary grants.  The effort required to write large multidisciplinary proposals is far higher than that for individual proposals.  A corps of skilled and knowledgeable grant writers can help improve the number of submissions, which will help the overall funding rate.  This activity needs general fund support with periodic review to ensure success is being achieved.  If successful, the award dollars will far exceed their salaries.

8. Centers and Institutes- Interdisciplinary projects, centers and institutes need a better funding structure when they begin to function.  Competition for funding is fierce at the federal level and the proper answer is to funding for just a few administrative needs but funding for research in the area leading to publication and a better academic reputation.   One time funding with year-end funds can start the effort with payoffs later in the form of large grants.

9.   Library Requirements- Funding for library acquisitions must be maintained at a level that ensures continued access to published research.  Persistent inflation in the cost of library materials (especially journals in the scientific, technical and medical fields) has already resulted in some cancellations at the local level. Meanwhile OhioLINK budgets are being held flat, resulting in loss of content from the Electronic Journal Center due to inflation.  In some cases commercial document delivery suppliers and/or traditional interlibrary loan can fill the gap by supplying specific articles on demand.   Finally it is likely that the costs of some research databases previously supported by OhioLINK central funds will be passed along to member libraries on a pay to play basis, exerting still more pressure on local budgets.  Funding this area requires a conservation of resources approach with cooperation from other state institutions. It might require using some indirect costs to support journals and using national organizations to exert pressure on publishers to contain or lower costs.

10. Valuing Underfunded Areas- Value must be attached to those disciplines that have less opportunity to attain large grants.  Their work can help raise the reputation of the university as a whole and a higher reputation will attract better faculty in these areas.  Although most opportunities for extramural funding involve smaller grants, this fact does not exempt faculty from trying to obtain them.  The act of receiving a grant is a validation of the research excellence that went into the proposal.  There are also novel mechanisms of raising donations for the purpose of research.

As research grows so must research support services in Research, Business and Finance and Legal.  In a number of cases, research-intensive colleges and departments will have to increase the number of support staff to accommodate the increased activity.  Given Ohio’s Third Frontier Initiative and the state’s request that universities do more for economic development, Ohio University needs to strengthen its technology transfer effort.  Significant royalties are already help to fund this area.  Most universities have not realized that royalty income can be very important and royalties can help endow functions or fund one-time projects.  This is an area of great potential for Ohio University’s national prominence.

The graduate program is extremely important in achieving the university’s research goals.  It is most difficult to attract research active faculty without a Ph.D. program being available.  The university’s graduate programs need to rank highly in national surveys and top students must be attracted.  In areas where a Ph.D. program is lacking, interdisciplinary programs may satisfy faculty needs.  Fee-paying students are one answer to the funding issue, but individual and larger programmatic grants such as IGERT should be used wherever possible to provide support.  Much attention needs to be paid to graduate recruitment to ensure adequate numbers and quality.

Success in research depends on reputation and national prominence.  Individuals, centers and institutes, departments, and universities with great disciplinary reputations gain more grants and donations.  Individual reputations are earned by attending meetings, publishing, serving in professional societies, attending workshops and to a lesser extent visibility in the popular press.  Departments, centers, institutes, and universities gain their respective reputations through the collected works of their faculty.  Generally, they address different audiences in gaining that reputation.  In building reputations at higher levels, communication efforts are critical.  These efforts must be strategically planned, carefully coordinated and never ending.

As Ohio University builds its reputation as a nationally prominent research university it will begin to broaden its base from centers of excellence operated by a single faculty member to centers composed of a number of well-known faculty.  Later the research base of Ohio University will need to be expanded in order to build prominence.  Therefore, processes and funds need to be in place to capitalize on new opportunities as they arise.  The pathway to national prominence will be long but Ohio University can achieve its goal as there is a good base to build upon.

Resources Committee Appendices

Appendix E
Information Technology as a Key Enabler of the Strategic Plan

William Sams

Associate Provost for Information Technology and 

Chief Information Officer

June 2, 2005

Situational Analysis

Information Technology (IT) is a ubiquitous, mission-critical function. Properly planned, managed, and resourced, it provides significant competitive advantage from both a capabilities and a productivity perspective. However, for a number of years, IT planning, management, and resourcing have not been well executed at OHIO in terms of the coordination of central and distributed IT services.  For example, lifecycle funding concepts have not been applied to either classroom technology or faculty computers. Cost recovery based funding schemes—especially in the telephone and computer services areas—have resulted in frustrated IT service clients and cost inefficiences.

Benchmarking data reveal that OHIO lags significantly behind its peers in terms of IT staffing. Comparisons to peer institutions reveal that OHIO is in the bottom quartile in regards to total IT staffing to students/faculty/staff ratio. The University of North Carolina-Chapel Hill leads the way with a 23 to 1 ratio of students/faculty/staff to IT staff. Other major research universities have a ratio of 45 to 1. OHIO is staffed at 91 to 1.  Moreover, IT staffing is unevenly distributed across units leaving some mission-critical central services such as the Help Desk severely understaffed at 3500 to 1.

In spite of above challenges, OHIO is blessed with a dedicated and talented IT staff who, as the IT industry recovers from the dot.com bust, will be increasingly targeted by industry for jobs offering significantly higher pay and increased career growth than can be provided in the academic arena. In the past month alone, the University has lost three key IT staff.

For more details on the current IT situation at OHIO, please see the attached report from the Dean’s Working Group on Information Technology.

Next Steps

As a first step, OHIO must apply IT personnel as efficiently and effectively as possible.  We also must prioritize needs and adequately fund the baseline lifecycle costs for classroom technology, central services, faculty computing and other fundamental capabilities.  

Next, OHIO must recognize that IT is a key enabler for the attainment of the goals set forth in the strategic plan. For example, the balanced scorecard approach recommended by the Resources subcommittee is a management system that enables organizations to clarify their vision and strategies and translate them into action. It provides feedback around both internal processes and external outcomes in order to continuously improve strategic performance and results. When fully deployed, a balanced scorecard can “transform strategic planning from an academic exercise into the nerve center of an enterprise” (Averson, 1998). However, implementing a balanced scorecard approach requires a robust enterprise intelligence architecture to facilitate the organization of, storage for, access to, and maintenance of strategic data.

IT will also be key to OHIO’s successful response to two significant trends: the stagnation in its core source of traditional students (graduating high school seniors) and the opportunity to pursue nontraditional students who can contribute to undergraduate enrollment growth. Both strategies require IT systems that can define, target, and reach out to specific populations as well as maintain consistent constituent relations through the entire student-to-alumni life cycle. According to a recent Gartner report, “Administrative suites, business intelligence tools and new customer relationship management (CRM) solutions, optimized for higher education, will have to be added or enhanced to produce competitive advantage in [this] new environment.” The Gartner report also notes that, in addition to enrollment management and alumni development, a CRM approach also offers advantages in other areas such as student services, facility management, faculty recruitment, and fundraising.

IT can also help OHIO achieve two seemingly contradictory goals— improving student learning while reducing costs. The Center for Academic Transformation at Rensselaer Polytechnic Institute (www.center.rpi.edu/) has collaborated with 30 institutions of higher education to demonstrate how IT, in conjunction with the redesign of large-enrollment courses, can be used to achieve both quality enhancements and cost savings. 

Finally, to remain competitive, OHIO must also recognize that IT capacity requirements are driven more by the rate of technology adoption by students than by faculty numbers. The students of today and tomorrow are digital natives, those under 35, who have grown up with the acceptance and expectation of technology as an established part of their lives. For digital natives information technology is not a luxury but rather a requirement taken for granted, the dimensions of which are changing at an accelerating rate.  See for example, the Student Guide to Evaluating Information Technology on Campus at www.educause.edu/studentguide.

Challenges

Challenges that OHIO will face in the coming years in achieving the goals set forth in the strategic plan and supporting the requirements of today’s and tomorrow’s digital natives include:

Mobility

a. A campus wide wireless system is a requirement. OHIO will have such a system installed by the summer of 07. (Note: We are almost finished the first year of a three-year project.)

b. By working with commercial providers wireless capacity must be extended to the entire region so that regional campuses and students at home have adequate connectivity.

2. Bandwidth

a. The current campus gigabit initiative will take at least the next six years to complete, providing faculty, staff and labs with fast Ethernet connections and gigabit backbones. The pace of the network refresh is already to slow to meet the demand curve and budget cuts threaten the existing pace. 

b. Third Frontier Network (TFN): This Statewide fiber network is funded cooperatively by the universities, the Board of Regents and the State of Ohio. The TFN provides significant backbone capacity to meet OHIO’s need for connectivity within Ohio and around the world. The completion of a redundant loop connection through Athens is critical to ensure highly reliable service.

3. Classroom/learning delivery technology

a. Classroom technology must be put on a lifecycle funding and upgrade system.  Further, funding for classroom renovations and furniture also needs to accommodate the rapid evolution of teaching methods.

b. Learning delivery systems such as Blackboard need to be fully supported with training and support programs.

c. Live video conferencing and pre-recorded content could be used to expand offerings if OHIO wants to grow in distance education.  Further, these multi-media technologies can be used for outreach to the K-12 community, bringing OHIO resources into classrooms across the State. However, the production requirements for creating compelling content should not be underestimated.

d. Class audio and video recordings are being explored by leading edge universities such as Duke. This is not currently a subject of discussion at OHIO.

4. Communications

a. Cell phones are a preferred method of communication among students. Between cell phones and voice over IP the conventional phone system may not exist in five to ten years.

b. Email will continue a geometric growth rate both in terms of quantity and average size as more messages include audio, video and images.  This on-going trend will impact the need for bandwidth, as well as server and technical support.  Staying ahead of the demand curve in this area will be critical to provide stability to a service that has become the lifeblood of the organization.  Funding remains inadequate to meet these needs. 

c. Instant messaging and text messaging will become an increasing issue during class times. Faculty who integrate these technologies into their coursework will be the trendsetters.

d. Classroom interactivity will be enhanced initially by the use of student response systems (“clickers”), but ultimately by the use of personal portable devices by students (e.g., laptops, tablets, PDAs, or a variation of portable gaming devices).

5. Computing environments

a. OHIO’s resident hall student computer program is the largest such program in the country and offers OHIO a major competitive advantage in recruitment and retention. Discussions are underway regarding the transition from desktop to laptop and the change from room centered capacity to personal mobile capacity. This transition and capability offers OHIO a huge opportunity to develop cutting edge programs.

b. The faculty/staff/administrative computer environment has not had the same attention as the student system and needs to be brought up to a comparable level.

c. The function of computer labs will change as mobile computing becomes more widespread. The labs may well evolve to becoming high-end multi media centers moving from computers to virtual reality “caves.”

6. Unlimited and lifetime storage

a. Strategically speaking personal computer memory storage costs are approaching zero. This offers digital natives the potential to store everything they do, hear, see or think … forever. (Note: memory for high availability disk storage such as in the OAK environment is still relatively expensive.)

b. ePortfolios and personal portals can provide OHIO with the potential to stay engaged with students/alumni for their entire life while offering ongoing value added services.

7. Narrowing of the technical literacy divide

a. There is a growing technology literacy gap between the digital natives (students) and the digital immigrants (faculty and staff). This widening gap presents a major challenge for OHIO in terms of meeting the expectations of students, parents and legislators. 

b. Development and support systems for the digital immigrants (faculty and staff) should be dramatically expanded.

c. Virtual reality systems will play an increasing roll in the digital native’s allocation of time. How academic efforts integrate into the daily battle for mind share between virtual and primary realities may be a defining feature between content- and experience-centered systems.

8. Student information system and decision-support systems

a. The largest single IT project in the next five years will be the Student Information System (SIS) project. The current system is over 12 years old and represents an inefficient patchwork of adaptations and modifications. The SIS project will touch nearly every group that has any form of student contact. Success of such a project will hinge on the users of the information taking responsibility for and ownership of their respective portions of the project. Such an effort will represent a major commitment of department resources for a multi year period. The SIS project will facilitate the examination of hundreds of processes and interfaces and if successful will result in hard won improvements in productivity and capability.

b. The SIS and Oracle ERP efforts must be integrated into an enterprise intelligence/decision support (e.g. data warehousing, web-based query and reporting, balance scorecard) capability.

c. Decision-making processes within the university represent significant potential for the application of information technology. Such a complex organization as the university that exists in an increasingly dynamic and competitive environment and whose operational philosophy is based on discussion and consensus is a prime candidate for the application of knowledge and project management tools.

9. Business continuance, security and disaster recovery

a. The Internet is an increasingly nasty place where the naïve are quickly victimized. Identity theft, data security, viruses, worms, and phsing attacks are serous issues that were unknown fifteen years ago. Responding to these attacks increasingly requires reactions measured in minutes and seconds rather than the days or weeks of a few years ago. OHIO’s information system is a mission critical function. Insuring its protection must be a top priority.

b. Since 9-11 we have all realized the vulnerability of ourselves and our information systems. Planning for the unthinkable is no longer an option but rather a requirement. The IT system must be structured to withstand any single point of failure and plans, personnel and equipment must be put in place to support this standard.

Dean’s Working Group on Information Technology

Survey Results Summary

Julia Zimmerman

February 9, 2005

Infrastructure

Frequently mentioned needs included basic guidelines and schedules for equipment replacement and repair, and built-in or lifecycle funding for technology.  Many surveys pointed to the need for standardization and integration of campus wide systems like e-mail, calendaring, Blackboard, etc.  Several surveys urged university-wide wireless implementation.  

Quite a few replies referred to network infrastructure:

· On regional campuses, wide area network is being converted to DS3 (completed in December) but internal infrastructure still needs work. 

· Need new main switch and gigabit infrastructure (also from Regional Higher Education)

· Continued upgrade of the network is needed for both speed of transmission and more wireless

· Need to improve speed of Internet on campus to T100 or gigabit Ethernet.

· Need campus-wide gigabit between and within buildings with 100Mb to desktop as a standard. (Units should not be charged for this.)

· Recommend remote access (from outside the Ohio University network) to Ohio University network using VPN (Virtual Private Network)

· Need reliable, secure infrastructure everywhere, but especially for regional campuses to ensure communication with Athens & the rest of the world.

· Support for audio/video streaming and web conferencing, and similar high-bandwidth applications, is needed.

Other comments:

· The current organization of IT is not documented or easily understood. It’s hard to know who/what office to contact for assistance or information. A unified website that directs users to the right place would help.

· Faculty/staff needs are left out of planning; support of desktop computing is haphazard. Only the dorms are part of infrastructure planning, with uniform hardware, technical support and software, and regular upgrades.

· Older buildings are a problem, making it difficult to create 21st century classrooms

· OAK e-mail system is perceived as unreliable 

· It’s very important for the CIO to pull together decentralized elements of campus IT.

Instructional Support & Systems

Blackboard got good marks on most surveys.  The lack of training and support for Blackboard and other instructional applications was mentioned multiple times in responses from Athens and regional campuses. It was noted that tech staff at the regional campuses are stretched thin and support for Blackboard suffers consequently.  One respondent mentioned the importance of getting everyone on the same system (Blackboard or other.) 

One response suggested that a useful add-on would be a unified resource identification center – a web page that would list various technical resources available to faculty.

However, the College of Business says Blackboard does not work for them; it lacks features they need. 

Equipment in classrooms needs to be standardized throughout the Athens campus. Upgrades and maintenance are inadequate.

Two colleges remarked that it was important to have their own technical staff in-house; a centralized pool would not work as well for them.

Tech staff on one regional campus report spending most of their time on instructional support including frequent requests from faculty and students for new technologies in the classroom, working with specialized software, maintaining hardware, helping with projects, installing equipment, etc.

On another regional campus, classrooms are equipped with presentation technology but lack funding for user support, equipment maintenance and technology upgrades. There is no training space or program for faculty to learn to use these technologies.

On a third, demand for computer carts exceeds the supply.

Issues related to students included:

· Computer labs should be kept up-to-date, even at significant expense. Reliable maintenance is problematic.

· Need more multi-media labs.

· There should be one central technology fee, so students who are not in a particular college are not denied use of technology resources in that college.

· We should be preparing to support e-portfolios of students.

Research Support & Systems

These responses fell into two categories.

Faculty research:

· Nowhere in the entire Ohio University system is there dedicated computing/programming support for faculty research projects. It’s a struggle to obtain and maintain systems/technology needs for faculty research.

· Also noted was a need to keep faculty equipped with up-to-date technology.  

Library research services and resources:

· In general, respondents were satisfied, although access to and cost of research databases was noted as a problem by one respondent.

Administrative Systems

Many responses singled out the Student Information System as a problem. It’s difficult to use and outdated.  A new one should be an institutional priority. The new system should be web-based, flexible, and user-friendly. The SIS billing interface should receive special attention.  Improved reporting functions, training and support services will be important.

A couple of surveys described the Oracle financial system as user-unfriendly, awkward and rigid, resulting in the development of shadow systems in units. 

Other comments:

· Systems that support admissions and scholarships need a technological overhaul. These outdated systems keep us from being competitive.

· Ohio University should increase support, documentation, and training for data warehouse.

· Decisions about administrative systems are made on the Athens campus without appropriate consultation with RHE.  

Overarching IT Issues

Training was mentioned frequently:

· It tends to be a low priority across the board; we should devote more resources to it. 

· It would be cost-effective to bring IT training to the campus(es) to give our IT staff the opportunity to keep skills updated.

Staffing & service needs were also a theme:

· Small units don’t have a “zone tech” so are forced to pay to have problems fixed. A prix fixe option rather than a la carte would be helpful for small units.

· One college uses grad assistants to good effect for IT; would like additional assistantships.

· Ohio University needs to balance efficiency of central services with control of decentralized resources. There will always be a need for on-site staff within units.

Communication and decision-making were common concerns:

· Several expressed optimism that the CIO will improve communication, provide better support to units, and implement a better decision-making process. The interpersonal networking initiated by the CIO was praised. 

· Communication between central staff and embedded staff needs improvement.

· Better information about available services and products is needed; faculty/staff are not informed when services are changed or eliminated

· A centralized IT help desk should be a priority.

· One person questioned the university-wide decision-making process for IT priorities, noting a perception that tech people promote or stall projects based on their preferences, not needs of students/faculty/staff.  

Other comments: 

· One survey pointed to the need to increase CNS work output – low priority projects don’t seem to get done, so we resort to doing them unit level. Yet another person acknowledged that CNS is understaffed.

· Duplication of services is a common problem; software is frequently bought at the unit level rather than as site licenses (where warranted) or in quantity for a better rate. 

· Elimination of SSNs as campus ID number is essential.

· We should continue to pursue equitable pay for IT staff throughout the university.

Other

· Are we getting the best advice about IT overall? As a university we seem to be reactive rather than proactive in planning for technology.

· There is a general lack of creativity in planning for and implementing technology; too much following the herd.

· Powerful simplicity is preferable to underutilized complexity.

· In new buildings, the IT configuration never seems to be quite on the mark, quickly becomes outdated. 

· Little collaboration /networking between Athens and the regional campuses, as well as communication across colleges and departments. Decisions are made without input from all the players. 

· IT issues must be a core concern of the new administration.
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	Challenges / Opportunities 
Related to Growth
	 
	Freshmen
	Transfer Students
	Graduate Students
	Regional Campus
	Mixed Media/Distance
	Increase Retention

	Human / Students
	Out- of -State Students
	 
	● The largest barrier to increasing out-of-state students is the cost of attendance. Hopefully, the University's efforts to leverage more financial aid and scholarships to attract this group will be successful.  Another opportunity to expand out-of-state enrollment could result from taking a more institutional approach (as opposed to a departmental approach) toward the Ohio University Volunteer Alumni Admissions Network (VAAN). Since some athletics programs draw heavily on out-of-state recruitment, an opportunity exists to couple admission recruiting with athletic recruiting in those areas, especially the southeastern United States. 
● Need to continue to pursue relationships in targeted areas.
	 
	 
	● Kentucky reciprocity agreement at Southern works well yielding approximately 200 students--reciprocity is needed aim the Eastern Campus area with WV and Pennsylvania. 
● Significant potential if reciprocity agreements can be reached.
	● Can be used to attract more out of state, fee-paying, students.
	● Increase transportation support for out-of-state students. Incorporate out-of-state initiatives in campus programming--including family weekends. 

	
	International Students
	 
	● Barrier is huge cost of international recruitment, including marketing. Opportunity is to piggy-back on international efforts and to take more formal advantage of visiting professor relationships after the professors return to their home institutions. 
	 
	 
	● Few international students attend the regional campuses due to limited student life services; although, campuses have sponsored international students before--expanding this population of students on regional campuses would require significant investments in staff and support. 
● Some small possibilities. 
	● Effective with int'l students, who can take some courses on-line, then come to campus. 
	 

	
	Potential Size of each Population of Students
	 
	● A strategy for increasing the number of students attending classes at Ohio University would be to expand the size of the entering freshmen class. Over a four year period, the size of this increase would be multiplied by four to reach a final increase in the total size of the university.  
	● Transfer students could be recruited from from either the regional campuses or through relationships with targeted community colleges)
● This is a population that we historically have not tapped. Attracting students from community colleges could be particularly successful.
● This market will be increasing significantly over next the several years as community college enrollment by traditional-aged college students increases.
	● The total population of students wanting graduate degrees is more limited than those wanting undergraduate and many who do desire degrees work in urban areas and desire/need to work.
	● Need to determine the potential markets for various approaches. On-site, community-based students are limited--based on historical trends and current market competition, the additional market across the regional campus could be estimated at 2000-3000 students. On-line potential outside of the region is far greater.
● To retain current enrollments, regional campuses have adjusted the mix of programs available over the years, so to increase enrollments by 10%, augmentation of existing programs may be necessary. 
	● Close to unlimited supply. 
	● A 5% increase in the retention rate will result in approximately 200 more students per year, or 800 over four years.

	Learning Environment
	Student Engagement
	 
	● If no new faculty are added, class sizes will probably go up in at least some areas and this might have a negative impact on student engagement. 
● Student to faculty ratio at 100 level is an important statistic.
● Growing freshmen enrollments will challenge our efforts to enhance the quality of the first-year experience.
	● If no new faculty are added, class sizes will probably go up in at least some areas and this might have a negative impact on student engagement. 
	● Lots of potential here, but University does not support through revenue project based student engagement projects.
	● Regional campus students are commuter students, so student engagement occurs primarily through education and advising experiences--these experiences are emphasized through service learning, small classes, and centralized advising services; In addition, sufficient student life programs are available on the campuses to meet increased demands. 
	● Continue to explore new software to enhance student interaction. 
	 

	
	Pedagogy / Technology Mediation
	 
	● Greater focus on "learning commons" approaches across university.
● Leveraging new pedagogies and technologies may allow more students to be handled by the same faculty without decreasing student engagement. This will require extensive faculty re-training in these methods.
	● Leveraging new pedagogies and technologies may allow more students to be handled by the same faculty without decreasing student engagement. This will require extensive faculty re-training in these methods.
	● PhD programs require more 1-to-1 interaction that cannot be reduced with technology. Masters programs also require smaller classes and more contact but there is some potential for leveraging technology.
	● Current systems to support technology assisted pedagogy are in place, and could be utilized more by faculty to meet demands associated with a significant enrollment increase. 
● Increased resources needed for distance learning to enable students to complete degrees on regional campuses. 
	● Enhance the use and delivery of faculty development activities for new learning programs. 
	 

	
	Student Services
	 
	● Opportunity to make student services a "hub" of activity - all under one division.
● Increased burden on advising system.
	● Opportunity to make student services a "hub" of activity - all under one division.
● Increased burden at college level to articulate coursework of incoming student population (although CAS will mitigate this burden to some degree). Opportunities include more sophisticated articulation agreements with feeder 2-year schools.
	 
	● staffing and use of technology to advise and retain students.
● Maintenance of existing service levels.
● Opportunity to make student services a "hub" of activity - all under one division.
● Improve customer service skills. 
	●  Unique services for distance students (advisors, retention specialists, etc.); on-line student services program to be developed.
	 


● Growth would require the addition of more expensive, Group 1, research-active faculty


● An enhanced program of faculty development will be necessary to meet the demands of new teaching and learning styles. 

	● Increased demand for more courses in alternative formats will place a greater demand on faculty resources, as instructional personnel will become more actively involved in course design and development.  These needs can be met by creating a pool of qualified adjuncts or of recently retired faculty interested in new approaches to learning, or by taking a closer look at workload policies for present full-time faculty.

● Expansion of distance learning programs will require the design of an overload or workload policy for faculty that allows for the most cost-effective approach to providing such alternative format learning experiences.
	● Retention problems are partly caused by students not being able to get the courses and majors they want which is driven by availability of faculty in those areas.

	
	Research Expectations
	 
	● If the teaching load on existing faculty increases, this may have a negative impact on research productivity.
● Related to mission of university do we define an undergraduate research experience? 
	● If the teaching load on existing faculty increases, this may have a negative impact on research productivity.
	● Adding PhD students might help certain faculty to engage in more research but this may not be the case at the Masters level.
	● Each campus has a set of promotional tenure expectations in place for Group 1 faculty. 
● Improved facilities needed.
	 
	 

	
	Service Requirements
	 
	● If adding students does not also result in added teaching capacity then pressure to teach more students will decrease ability to conduct research or engage in service. 
● Recruitment is not currently built into service requirements for most academic positions. However, research increasingly shows that (especially for yield) creating opportunities for personal interaction between prospective students and faculty members is key to recruitment. Opportunity--revise faculty tenure policies to reward recruitment efforts. Create academic recruitment awards and recognition systems.
	● If adding students does not also result in added teaching capacity then pressure to teach more students will decrease ability to conduct research or engage in service.
● (See Freshmen) Recruitment should be built into service requirements for academic positions.
	● (See Freshmen) Recruitment should be built into service requirements for academic positions.
	● These are associated with existing promotion and tenure expectations which could be reviewed at each campus as necessary to meet demands associated with increased enrollments.
● Current arrangements adequate. 
● (See Freshmen) Recruitment should be built into service requirements for academic positions.
	 
	 



● Rolling admission practices should be evaluated to accommodate increased applications in a shorter time frame. 


● Ohio University possesses extensive ACT and College Board data that could help optimize efficiency and effectiveness of these activities.


● To increase yield, improved collaboration among faculty and admissions staff is required. 

	● Pre-college activities would need to be adjusted to accommodate an increased volume of students.
	● A higher priority to the staffing needs for processing transfer applications will be needed, especially during peak times. Because of the intricacies of course evaluation and articulation, transfer applications and transcripts require significant processing time. The CAS system will alleviate some of the burden, but a significantly increased volume could require additional staffing resources during peak times. 

● Minimal recruitment activities related to transfer are in place. Articulation agreements with 2-year colleges would be the most beneficial and effective recruiting tool.


	 
	 
	 
	● Ohio University’s selective admission guidelines should be reviewed to ensure that enrollment growth is balanced with the University’s interest—that we admit only students who are prepared to succeed.

	Logistical
	Mix of Majors / Programs
	 
	The ability to absorb more students will depend on the capacity to deliver the programs these students will want. Potential possibilities would include:
● Admit students that apply without regard to their intended major. This may cause problems if those students cannot get into the programs they want.
● Accept new students only into certain targeted programs where either capacity exists or new resources are deployed. This would require identifying which programs have capacity and then finding a way to recruit students interested in those programs
● Both of these possibilities will put pressure on general education courses and other service courses related to the programs chosen by the students.
● Both of these strategies will probably require efforts to increase applications and yield.
● The University needs to develop both a pool of available resources to meet short-term enrollment demand as it arises, and have processes that provide the flexibility to allow the mix of majors and programs to change over time.
● Some programs are duplicated across colleges. 
Increase interdisciplinary approach to degree programs. 
	The ability to absorb more students will depend on the capacity to deliver the programs these students will want. Possibilities include:
● Admit students that apply without regard to their intended major. This may cause problems if those students cannot get into the programs they want.
● Accept new students only into certain targeted programs where either capacity exists or new resources are deployed. This would require identifying which programs have capacity and then finding a way to recruit students interested in those programs
● We assume that many of the students admitted under this option will have completed a substantial portion of their general education requirements.  Therefore, this option should alleviate pressure on general education courses and other service courses related to the programs chosen by the students.
● Both of these strategies will probably require recruiting strategies that target other universities, regional campuses, and/or community colleges. 
	The ability to absorb more students will depend on the capacity to deliver the programs these students will want. Potential possibilities would include:
● Focus on master’s level programs, particularly those attracting fee payers
● Focus on graduate programs that are most likely to generate additional grant funds
● Focus on master’s/PhD programs related to research prominence
● Only certain graduate programs have capacity to grow without significant resources. Growth easier at the master’s level.
	There are two possible areas to consider:
1. Expand linkages between Regional and Athens programs (2+2, 1+3, 3+1 or other integration of programs). Articulation between Athens and Regional campuses should be much easier than with community colleges.
2. Expand regional campuses offerings to allow students to receive more of their instruction at Regional campuses. 
Issues related to these two areas include:
● Mix of majors and degrees assuming students will complete degrees on the regional campus. Unclear whether students could be recruited with the expectation that they would transfer to Athens.
● Develop closer relationships between RHE applied science programs and Athens-based programs.
● Additional liberal arts bachelors degree for regional students, especially place-bound adult students
● Baccalaureate degrees in selected majors, offered through technology and/or as periodic cohorts.
● Dedicate microwave and closed video systems to specific degree offerings with a predictable multi-year schedule arranged to meet needs of regional students.
● Expand standalone programs based upon market demand.
● Develop adult degree and adult less than degree offerings 
based upon community needs
● Use new technologies such as Macromedia Breeze to 
offer courses and programs in the region.
● Improve academic advising to optimize educational programs for 
individual students that may include courses from several different 
sources and delivery modes.
	● Enough courses will have to be developed in alternative formats to allow for full-degree programs to be made available to students 
● Academic units would need to provide greater support for the design and delivery of programs in such alternative formats
● New approaches to curriculum and to learning will be designed and developed.
● Attention will have to be given to the design of “blended” format classes, ones that utilize on-site residencies (short-term, intensive, face-to-face sessions) combined with on-line learning.
	● Retention problems are partly caused by students not being able to get the courses and majors they want. 

	
	Mix of 100/200 - 300/400 - Grad classes
	 
	●  Tend to need "cheaper" courses - different faculty requirements with larger sections for the first couple years and smaller more specialized sections in their second two years. 
	●   Would have more impact on upper-division and major courses which tend to be more expensive to offer in terms of specialized equipment, more highly qualified and more costly faculty and smaller section sizes but would not have to offer the lower level courses to these students at all. 
	●  Most impact on the highest cost classes. These students require very high levels of interaction and small section sizes. If increase is in disciplines that use TA instructors, there could be an offset in loss of faculty teaching undergraduates. But this could devalue the undergraduate experience. 
	● Enriching the mix of courses at all levels would help to increase enrollments, and especially at the 300-400 and grad levels. 
● Ability to increase will depend on the availability of the right mix of majors and degrees assuming that these students will complete their degree on the regional campus. It would have to be seen if you could increase these students with the expectation that they would eventually transfer to Athens.
● Definite need for increased courses at the upper and graduate level.
	●  Main problem is the availability of courses and degrees. Rather difficult to do whole degrees this way but could be successful in certain niche programs like certain masters degrees. 
	 


● Needs to be discussed. 


● Maybe create a special program for accelerated entry. 


	● Summer does not tend to be used much for graduate programs - could it be used more or is it best kept for research? 
	● Expansion of summer and intersession at regional campuses, especially summer, in relation to supporting specific student educational goals is an excellent strategy for increasing existing enrollments. 

● Weekends might be another option on the regionals. 
	● Extremely effective when combined with on-line; use summer for "residencies" for distance students; more on-line during intersession.  
	● Offering more required courses in summer could help retention - maybe special sessions for at-risk / probationary students. 

	
	Course Scheduling
	 
	● Academic capacity - by unit, by major (to be addressed by the Delaware study group) 
● Increases will cause additional pressure on class sizes and may lead to more closeouts which could start to create negative impressions and affect retention of admissions in the future.
● Opportunity for increased Early Start experiences. 
● Improvements in course scheduling are necessary to achieve improved utilization of classroom space.
	● Will have to carefully determine what majors these students want or should be recruited for or this will create closeouts and affect our image and retention.
	 
	● Course scheduling for rooms would be a challenge; having call numbers devoted to on-line courses at each campus that students could search through would help improve students' ability to effectively schedule classes. 
● Key issue here is decreasing travel time to accommodate student need to decrease fuel costs.
	● Alternative formats require greater flexibility from the registration and financial aid offices to meet demands of “just-in-time” learners
	 

	
	Time to Degree
	 
	● If students are added in high demand areas without additional teaching capacity, growth could increase time to degree to the extent that closeouts increase. On the other hand, students might not be interested in coming for degrees in areas with less demand. 
● Increase # of students who graduate in timely fashion - success challenge. Also applies to transfer and regional students.
	● If students are added in high demand areas without additional teaching capacity, growth could increase time to degree to the extent that closeouts increase. On the other hand, students might not be interested in coming for degrees in areas with less demand.
	● These could be more effectively used to run intensive one year programs which cut student costs.
	● Time to degree could be shortened with broader available mix of courses and programs, definite availability of courses at specified times over a two-year period, and more effective course search mechanisms. (e.g. on-line only, multi-year course search).
● Affected by enrollment increases.
	● Traditional students can use the alternative formats to complete their programs “on-time”,  thus increasing “Success Challenge” funds, enhancing student retention, and allowing for more space for new students. 
	● Key determinants to increasing on-time degree completion are the ability to provide courses when students need them and the distribution of faculty resources.

	Physical
	Housing Capacity
	 
	● The current residence hall system is full.  To accommodate more freshmen, additional space would need to be obtained.  Potential possibilities are:
● Remove housing opportunities in the dormitories for students beyond the sophomore year (about 700 now).
● Reconsider whether sophomores are required to be in dorms.  This would force more students into the community which may have problems absorbing them.
● Target more local/commuter students that would not require housing through greater recruitment efforts and by redefining commuter efforts.
● Longer term, consideration might be given to building additional residence hall space.  However, issues regarding debt capacity could be a barrier to this approach.
● When these students become juniors and seniors, the impact will be on housing in the community.
● Alter commuter policy to extend beyond 50 miles?
● Campus Master Plan includes a comprehensive 
housing component complete with financial analysis 
(proforma). Shared info btw plans is critical opportunity.  
Debt Capacity has been a restricting factor in capital 
development in the past.
	The biggest impact will be on housing in the community. Additional considerations include:
● The Off-campus Living Office and web site have been well received by students. Not all transfer students enter with 90 hours. One possibility would be to alter policy requiring students with less than 90 hours to live in dorms. Another possibility would be to alter commuter policy to extend beyond 50 miles. 
● The Mill Street apartments should be completed by Fall 2006, providing 220 bedrooms.
● This option will require even more extensive and immediate coordination with the Athens community on housing capacity.  The University Master Plan will be examining community capacity for housing. 600 beds are proposed for "Campus Edge".  Cornwell purchase of Landmark/Bob's could also create additional housing. 
	This option will have a significant impact on housing in the community. Some related considerations include:
● Housing for international graduate students has been problematic in the past, as Athens’ rental stock has tended to rent early, and international students often do not arrive in Athens until close to the beginning of their studies.
● The Mill Street apartments should be completed by Fall 2006, providing 220 bedrooms in apartment configurations.
● This option will require even more extensive and immediate coordination with the Athens community on housing capacity.  The University Master Plan will be looking into community capacity for housing.  600 beds are proposed for "Campus Edge".  Cornwell purchase of Landmark and Bob's could also result in additional housing. 
	The impact would depend on whether this increase occurs solely on the regional campuses or also involves more students coming to Athens.
● The availability of adequate classroom space during peak hours could be a major issue, with scheduling of classes being impacted, especially at Chillicothe, Southern, and Zanesville campuses.
● Space for additional part-time faculty and staff to meet increased demand could be accommodated in the short-term, but hiring long-term full-time staff would create space issues and additional costs associated with renovations.
● Consider mutually beneficial housing "partnerships" with apartments in local areas.
● Need to assess demand for housing on regional campuses. 
	● New housing units for adult learners coming to campus for short periods of time (residencies) might be needed.
● Need quality housing for short-term residencies, especially for adult and graduate education programs.
	● Lack of adequate housing in community, additional students will continue to harm neighborhoods without planning for new and attractive housing.
● Increased retention for housing would equate to less of an ability to put "new" students in dorm space. 
● Increase support for off-campus living environment. Use university's influence to bear more on relationships with major landlords and apartment complex management. (They could offer rental incentives for good performance.) 
●Mill St. = 220 bedrooms Fall 2006.
●Dormitories need to be dramatically upgraded.


● Athens Community.


● Insufficient records processing staff and inadequate internal processes to handle significantly increased volume of applications and transcripts. Would require significantly increased residential staff (RAs,SAs,etc.).


● Fire protection will be a restraint. Campus safety may need to increase.  Availability of medical services will need to be assessed. (categorized as Community Services (Fire, Police, Hospital/Doctors))


● Insufficient processing resources to handle significantly increased application pool.


● Fire protection will be a restraint. Campus safety may need to increase.  Availability of medical services will need to be assessed. (categorized as Community Services (Fire, Police, Hospital/Doctors))


● Fire protection will be a restraint. Campus safety may need to increase.  Availability of medical services will need to be assessed. (categorized as Community Services (Fire, Police, Hospital/Doctors))

	.

● Uptown is currently very crowded.  More students mean more things for students to do off-hours (categorized as Uptown Capacity).
	● Most campuses could handle an increase of 1-200 students w/o increased infrastructure. 
	● Teaching / Learning facilities should be reviewed at Regional Campuses. Does our technology (video capability) support the types of instruction desired? 
	 

	
	IT
	 
	● Physical infrastructure for IT. 
● Technology
	 
	 
	● Areas of infrastructure such as lab capacity, room availability, can computer facilities could be impacted--especially at Zanesville, Chillicothe, and Southern campuses during peak usage times. 
	● Expansion of DL programs will require greater coordination of the technical support presently available throughout the university
● It will require additional support services from CNS and CS
● Upgrades of software will be required to provide for greater student/student and student/faculty interaction
● Current networks would need major upgrades for capacity and reliability
● Help desk demands will increase for on-line students
● Course design and development activity will need to be better coordinated
	 

	
	Classrooms
	 
	● Currently, the Athens campus has an aggregate surplus of classroom space for its present levels of credit-generating activity, but surplus capacity does not distribute evenly across classroom buildings and categories of classroom capacity.  The academic space utilization (SUMS) component of the Master Plan should provide additional insight to these distributional issues.  Additional freshmen students in Tier I and many Tier II lecture survey courses will create classroom demands in the very buildings and classroom capacity categories that are likely to be the most problematic.  Whether they are targeted or untargeted is not as important as the fact that they are freshmen.
● More impact on larger classrooms initially, then filtering to smaller rooms as they move on.
● Mix of classroom technology configurations.
	● Assuming that juniors and seniors are not enrolled in Tier 1, Tier II, or large survey courses, classroom space would not be a serious constraint for targeted programs.  Classroom space may be a constraint with more general admission if enrollees gravitate to “high impact” programs, especially if continuation of current scheduling policies makes it difficult for “high impact” programs to secure classroom outside their primary buildings.  Inadequate instructional technology in smaller classrooms also is a constraint on this option.
	● Given the manner in which graduate programs customarily use classroom space, classroom space is not likely to be a serious constraint except under two conditions:  (a) a program elects to deliver graduate courses in large sections (i.e., 60+) or (b) much of the graduate instruction is delivered in 300/500 or 400/500 sections.  In the latter instance, junior-senior constraints would apply here as well.
● Enhancements to MPA and Environmental Studies Programs. 
	● Utilization of classroom space  during peak hours would be a major issue--scheduling of classes would be affected  especially at Chillicothe, Southern, and Zanesville campuses. 
● Increased demand on selected campuses. 
	● There will be a minimal impact on physical facilities since most of the learning takes place in non-traditional formats.
● The present facilities could, in fact, be better utilized when classrooms and other on-campus instructional spaces are made available to the DL students, who might now be attending learning activities at times when regular classes are not in session (e.g., summer, intersession, weekends, etc) or during short-term residencies on campus
● If more classes (particularly those with large enrollments) were delivered by way of DL technology, more classroom space would become available to meet the needs of the proposed expansion of the on-campus population.
● Could consider more space for adult learning workshops and seminars.
	 


● Utilization of laboratory space  during peak hours would be a major issue--scheduling of classes would be affected  especially at Chillicothe, Southern, and Zanesville campuses. 

	● Improvements needed in quantity and quality.
	● Further exploration into possible on-line laboratories.
	● Lack of facilities, especially laboratory space, has caused students to leave Ohio University.

	
	Utilities
	 
	● Utilities
	● Utilities
	● Utilities
	● Utilities
	 
	 

	
	Land Use
	 
	● Green space/ Student Activities/ Recreation:   An increase in enrollment, especially on the undergraduate level, will be manifest in campus green space.  Currently, green space for student intramurals is adequate.   However, informal, outside activity space is at a premium, and yet, it is this same space that helps define our campus as a beautiful, residential, community-based campus.  Preserving existing outside space and creating new space as enrollment grows will be a challenge.
● Quality of intramural fields is a problem.
	● Green space/ Student Activities/ Recreation: An increase in enrollment, especially on the undergraduate level, will be manifest in campus green space.  Currently, green space for student intramurals is adequate.   However, informal, outside activity space is at a premium, and yet, it is this same space that helps define our campus as a beautiful, residential, community-based campus.  Preserving existing outside space and creating new space as enrollment grows will be a challenge.
	 
	 
	 
	 

	
	Faculty / Staff Office and Research Space
	 
	● Faculty (and Staff) Offices:  The 2004 OBR state-wide capacity study indicated an 8.3% shortfall of office space on the Athens campus.  Local corrections to OBR data reduce the shortfall to 5.4%, but this appears to be a real shortage.  If enrollment growth translates into staff/faculty growth, office space limitations will be a serious constraint.  The university has very little unallocated space that it can bring into service quickly and inexpensively to provide additional office space, and the available space that is substandard and well removed from base operations for the units that need the space.  Most of our unallocated space is not really “available” for reallocation because the space is in buildings that require extensive (and expensive) renovation, e.g., President Street Academic Center, the Ridges, and Tupper.
● Balance of teaching, research and service.  
	● Faculty (and Staff) Offices:  The 2004 OBR state-wide capacity study indicated an 8.3% shortfall of office space on the Athens campus.  Local corrections to OBR data reduce the shortfall to 5.4%, but this appears to be a real shortage.  If enrollment growth translates into staff/faculty growth, office space limitations will be a serious constraint.  The university has very little unallocated space that it can bring into service quickly and inexpensively to provide additional office space, and the available space that is substandard and well removed from base operations for the units that need the space.  Most of our unallocated space is not really “available” for reallocation because the space is in buildings that require extensive (and expensive) renovation, e.g., President Street Academic Center, the Ridges, and Tupper.
	● Growth in areas likely to generate grant funds or growth linked to research prominence will generate additional demand for research space.  We do not have general assessments of the adequacy of our research space, although we do know that we rank 3rd among Ohio’s state universities in quantity of research space and 4th in the percent of net square footage devoted to research.  We also know that there are quantitative shortages of space in specific programs and qualitative limitations in others.  The Campus Master Plan will include assessment of research space.
● Increasing graduate enrollments puts pressure on offices both for the Group 1 faculty (as described to the left), and also increases office space needs for the students themselves.
	● Space for additional part time faculty and staff to meet increased demand could be accommodated in the short-term, but hiring long-term full-time staff would create space issues and additional costs associated with renovations.
	● Office space will be required for additional staff working on development of new course content
	 


● More cars are likely to be brought on campus as students become sophomores.  Additional capacity will likely involve remote parking and this may, in turn, necessitate reliable shuttle service.



● More cars are likely to be brought on campus as students become sophomores.  Additional capacity will likely involve remote parking and this may, in turn, necessitate reliable shuttle service.


● Parking could also be impacted by a 10% enrollment increase, especially at Chillicothe, Pickerington, and Southern campuses during peak usage hours.

● Lancaster, Eastern, and Zanesville have sufficient parking capacity to accept growth.


● Parking possible for weekend and intensive workshop visitors (in connection with conference center).

	● Parking intermittent issue - during residencies.
	● Increase campus transportation offerings to include regularly scheduled trips to cities outside Athens (to Parkersburg, Lancaster, Columbus, etc.). Could use Transportation Services vehicles to do so. 

	Fiscal
	State Funding (Subsidy)
	 
	● Efforts to focus enrollment growth in program areas with high subsidy rates may be a losing proposition if subsidy continues to decline.  The University would also need to determine if it is possible to attract and retain students differentially into those particular areas.
● In order to maintain state funding at current funding levels, we must grow at statewide average rate or greater. 
● Increase # of students who graduate in timely fashion or who are eligible for OIG funds - success challenge. Also applies to  transfer and regional students. 
● If state funding model were to change dramatically (e.g. voucher system) can we compete with other State institutions for enrollments?
	● These courses are more likely to be funded at higher SSI levels (Baccalaureate) than Freshmen
● Need to keep enrollment up so as not to lose subsidy we already count on. 
● These courses are more likely to be funded at higher SSI levels (Bacc) than Freshmen.
	● The current State Share of Instruction calculations have capped the amount of PhD funding that the University can receive. Therefore, closely than if the University funds additional PhD students by providing stipends and fee waivers we will not recognize any additional revenue and would incur additional costs. The cost effectiveness of these investments will need to be assessed against the amount of additional research or teaching capacity that they will generate.
	● The regional campus enrollments have followed statewide enrollment increases more the Athens campus.   Therefore, regional campuses, especially Zanesville, Chillicothe, and Southern, are positioned to earn additional subsidy more easily.
● Several campuses are off of or close to being off of state funding guarantees, so increased enrollments would translate in to additional state resources. 
	● Can be insulated from changes in state funding if used to attract more out of state and int'l fee payers. 
● State funding policy implemented as "stop gap" measure and has not been re-evaluated---could be subject to change. 
	● Increased persistence by OIG eligible students leading to an increase in graduates could translate in additional Success Challenge Earnings.

	
	Tuition Revenue (Net of Scholarships)
	 
	● Philosophically, most people view undergraduate tuition as being the same for all disciplines, thereby ensuring that cost is not the primary determinant in major selection.
● The University needs to ensure that it makes prudent use of its limited Student Financial Aid funding by using financial aid leveraging techniques. The University needs to develop a long-term strategy that balances need and merit awards against the cost to full paying students.
● What is the appropriate relationship between Resident, Non-Resident, Undergraduate-Graduate, Instructional -General Fee amounts?
	● Would not require the scholarship investment needed for freshmen if we assume that transfer students are not committed to a scholarship elsewhere and are therefore more mobile.
● Issue of student financial aid award strategy for transfer students needs to be addressed.
	● With fee waivers and stipends required in an environment where subsidy is fixed or declining, the amount of revenue can be severely limited depending on the type of program.  We would need to know which programs attract fee payers.
● Setting differential tuition rates seems to have the most potential at the graduate level.
	● A 10% enrollment increase at current tuition levels would net about $3 million.
● Currently adequate.
	● Grad students are all fee-payers. Int'l and out-of-state mean additional revenue.
● Attraction of out-of-state and international students to enroll in courses without having to travel extensively to campus or stay for long periods of time would mean additional revenue to the university.
	 

	
	Student Sensitivity to Tuition/Price
	 
	● Opportunity to decrease sensitivity for incoming freshmen with new Gateway Award Program.
● Impact of demographics on ability / willingness to pay.  Who is not coming and why?
● Why are students willing to pay (more) for Ohio University education?  What elements provide the "value" of Ohio University undergraduate degree.
	● High sensitivity to cost - low institutional dollars expended.
● Need to provide seamless transition, minimize duplicative courses.
	● Lower sensitivity - have ability to borrow substantially through federal loan programs to assist.
	● Regional campus students have a high sensitivity to tuition.  They have indicated on numerous surveys over the years that they attend a regional campus because of convenience and cost. A significant percent of regional students are adults (about 40% headcount) and many are place bound by family, work, or limited funds--so they are quite sensitive to tuition and price. 
	●  Highly competitive marketplace may force lower prices; need to market "quality" of OU. 
	 

	
	Relative Costs for supporting different types of students
	 
	● Costs are high for recruiting this type of student—Nat’l average is approximately $500/enrolled student. OU spends significantly less than this amount. 
● Need to review marketing efforts and the structure / mix of our recruitment activities.  Are we optimally using the recruitment resources which are available to us?
	● Costs are high for recruiting this type of student-- Nat’l average is approximately $500/enrolled student. OU spends significantly less than this amount. 
	● Graduate programs are the highest cost both in terms of support, faculty needed and facilities.
	● If students participate in on-line activities, the cost is quite low; if students want to be on-site and live in the communities, the cost (housing, staff support, etc,…) is similar (higher) to the cost of residential education.
● Outlays will not be prohibitive.
	●  Growth can take place with minimal financial investment
● Without new facilities or new full-time faculty, cost per FTE can be kept to a minimum
● Hidden costs may surface for additional infrastructure as well as for course development and faculty training
	 


● Demographics of future student body.  


● Alumni Education. 


● Growth strategies should focus on what we want to grow into, rather than focusing on short-term enrollment targets.


● Work towards making the community as a whole more desirable to incoming freshmen -- what opportunities do we have to enhance recruitment by improving the community.


● Library issues will have to be addressed to allow on-line learners to have equal access to resources

	
	● Need to tabulate student exit interview data to better understand why qualified students are leaving


� As an example, Ohio State has set a priority of becoming a national leader in the quality of its academic programs.  To attain that strategic priority, it has identified the strategy of building a world class faculty.  One indicator of a world class faculty is the number of academic awards and honors achieved.  Faculty members at Ohio State’s benchmark institutions have received an average of 80.8 awards and honors; Ohio State’s faculty has received 39.  Ohio State’s progress toward attaining 80.8 awards and honors is part of its score card, which contains other metrics as well.


� Ohio University would not be alone in re-basing academic support units and conducting regular reviews of these units.  As part of its budget allocation process, Ohio State is re-basing academic support units and conducting regular reviews of their budgets.  Bowling Green conducts seven year reviews of academic support units.
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