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1. Call to order
2. Approval of Agenda

Approval of December Minutes
3. Guests: [Introductions as needed]

a. Luke Fulp, Chief Finance Officer, accompanied by Cathy Ewing and Vickie Gilligan
from the Financial Systems team to help us better understand a finance project designed
to achieve greater tuition transparency.

b. Nickole Conley, Chief Human Resources Officer, to field questions regarding pay
distribution and any other HR questions that might arise. RE:

Joint Resolution in Support of a 9-Over-12 Month Pay Distribution Option for Fac…

4. New Business & Updates
a. Check in
b. Juneau trip–Feb. 25-26. Travel will run from 24-26, with meetings on the ground Wed.

and Thurs. See the folder in the shared drive. We need to work onLegislative Fly-In

our . See also, https://www.uaafsa.org/ (draft2026 Talking points for legislative visits

of their legislative priorities below.).  The Hotel is reserved and confirmed. Noel will
work on the Travel Arrangements in January upon return after the Holiday break.

c. Legislative priorities discussed with President Pitney. The budget will be constrained;
many will be looking ahead to re-election; though the dividend may face the end of days
soon, it will likely be prominent in legislative budget negotiations; need to emphasize that
we’re operating responsibly, growing enrollment, preparing future leaders and employees,

https://drive.google.com/file/d/1YejDsTxA8PxTXiGyYDxPoqfc10x5EEKd/view?usp=drive_link
https://drive.google.com/drive/folders/1lUHchRJoMoNo9xDrufHIBPkGtK9WTGdt?usp=drive_link
https://docs.google.com/document/d/1fYRCvxsQuGSI_3NGXC551FuQAosdlyiL_NvnTPCwYs8/edit?usp=drive_link
https://alaska.zoom.us/j/87171527420?pwd=4alQ1NOapnpiFbK71gLvwlsTf8WLOm.1
https://docs.google.com/document/d/11W-gV1cbgRF9DrdvJ-TKL73weVKgftBnuIO_A1OuNJM/edit?tab=t.0
https://www.uaafsa.org/


and meeting workforce needs. The healthcare bills will be an important option for the
university. Salary is as important as defined benefits vs defined contributions.

d. President Search Updates will continue to originate from this site, with the latest news
being the distribution of the position profile. https://www.alaska.edu/pres/pres-search/.

e. Program proposals can move forward after the February BOR meeting upon provosts and
chancellors request.

f. Policy Updates  [BOR policies located in shared drive folder]. Go to this folder–Human
Resource Regulations--Affirmative Action Adjustments–to view proposed changes to
R04.07, R04.02.010, and R04.03.010 in response to changes in affirmative action policy.
The review period runs January 5, 2026, through February 6, 2026.

i. Revise the charge of the common calendar committee?  Remove some common
calendar stuff (spring break; W deadline)?

1. CCC Memo to AC - AY 2029.pdf

2. CCC UA calendar proposal AY 2029.xlsx

3. Link to the Common Calendar Committee google drive folder

Bylaws for Common Calendar Committee-signed 11_17_2017.pdf

5. Information/Discussion
a. Academic Council–Charter revision underway. Will there be any further consideration of

Common Calendar proposals? (Brian) [Next meeting scheduled for Jan. 13.

i. CCC Memo to AC - AY 2029.pdf

ii. CCC UA calendar proposal AY 2029.xlsx

iii. Link to Common Calendar Committee google drive folder

Bylaws for Common Calendar Committee-signed 11_17_2017.pdf

b. UAF-Faculty Federal update_ Department of Education Title III funding.pdf

c. Characterize the faculty role in enrollment, recruitment, retention, and graduation.

i. Draft: Faculty Involvement in Recruitment, Retention, and Graduation

a. PATH. Consider system-wide adoption of PATH, a software module provided by
Leepfrog, the company that makes CourseLeaf, for course search and course registration.
See Signed UAF resolution

b. Paid Consultants. Consider a resolution or motion requesting that administration consult
with Faculty Senates before hiring outside programs/consultants (e.g. Gardner Institute)
to conduct analysis. Context: UA has been spending a lot of money hiring outside
consultants for various academic and fiscal analysis, even though there is a great deal of
internal expertise that could be tapped. We might further resolve that administration.

6. Faculty Senate Reports and Updates
a. UAA

i. No new updates, we do not meet in January, but here is what E-Board is working
on this week

1. Academic Integrity Study - Faculty and students are aligning efforts to
assess AI at UAA by replicating a study conducted by faculty a few years
back.

https://drive.google.com/file/d/1hmFpBMBIVElwvnEpkw0aBnkZBCQB6enz/view?usp=sharing
https://docs.google.com/spreadsheets/d/1F7q6M-6Ca1mJCyURNbEh8henQI9q7ytF/edit?usp=sharing&ouid=106056155621325634983&rtpof=true&sd=true
https://drive.google.com/file/d/1GOK-DYVrMcti7pKeou5JNLqjlePo-KZk/view?usp=drive_link
https://drive.google.com/file/d/1hmFpBMBIVElwvnEpkw0aBnkZBCQB6enz/view?usp=sharing
https://docs.google.com/spreadsheets/d/1F7q6M-6Ca1mJCyURNbEh8henQI9q7ytF/edit?usp=sharing&ouid=106056155621325634983&rtpof=true&sd=true
https://drive.google.com/file/d/1GOK-DYVrMcti7pKeou5JNLqjlePo-KZk/view?usp=drive_link
https://drive.google.com/file/d/1UAvadnvXgczBvaf2isZvnfXRGh5g7AV2/view?usp=drive_link
https://docs.google.com/document/d/1IbvW3T4l17e7Pz-JJ313rbON1DJRtY2KEdMDMPcW4S8/edit?usp=sharing
https://www.alaska.edu/pres/pres-search/
https://drive.google.com/drive/folders/11aTvPUSaskhftiacM5DZVvVMNDqXLm7Z?usp=sharing
https://drive.google.com/drive/folders/1m-FHr5qCBIYcm1KrBExAy9FzAyd3Tv-t?usp=sharing
https://drive.google.com/drive/folders/1m-FHr5qCBIYcm1KrBExAy9FzAyd3Tv-t?usp=sharing
https://drive.google.com/drive/folders/0B3DgUCDzKA-oT2RqWlFQMWNOVkk?resourcekey=0-zt1tHcon3tOAlYgGQLBSfg&usp=sharing
https://drive.google.com/drive/folders/0B3DgUCDzKA-oT2RqWlFQMWNOVkk?resourcekey=0-zt1tHcon3tOAlYgGQLBSfg&usp=sharing
https://drive.google.com/drive/folders/1KuOe5P2PzHcKLXvnkORsABJsaaEdrGzf


2. Elections - We are gearing up for our election cycle and we are hoping
that we can have the process completed by 2/13 so we can give our
incoming senators adequate time to negotiate workloads.

3. Faculty Hiring - We are working with faculty across campus to prepare a
resolution on the role of faculty in tenure-track and non tenure-track
search processes.

4. Still awaiting a response regarding 9 over 12 (we were told it should
come before winter break).

b. UAF - No meeting until February.
c. UAS - no new updates (we don’t meet in January)

AY 25- 26  Calendar

Day (Friday, 3:30 to 5 pm unless otherwise noted) Tentative Agenda Items

August 22, 2025 IT Security: Jeannette Okinczyc, Ben Shier

September 12, 2025 Student Regent, Fernando Escobar
Megan Buzby, Common Calendar Committee
Identify FIF Reviewers
Discussion Items

Saturday, October 25, 2025 - FTF
Strategic planning

AI Resources scattered (just a few examples):
Generative Artificial Intelligence (GenAI) at UA
University GenAI Policies and Guidelines |
Generative Artificial Intelligence (GenAI) at UA
The State of AI at UAF: Fall 2025
Guides: Academic Integrity & AI: Artificial
Intelligence (AI)
Generative AI Security Standard | Office of
Information Technology
AI Resources | Information Technology Services |
University of Alaska Anchorage
Generative AI Guidance (UAS)

Introductions. Brunch with Regents

Legislative priorities and plan to schedule
meetings. [identify committees, legislation, and
legislators we might want to prioritize. Ex. HB9,
10/SB118 (regent), 12, 23, 28, 29, 30, 34, 57, 69,
76, 88, 98, 165, 176, HJR24....Textbook Cost
Transparency Act]

Thought Leaders Forum or alternative for telling
our stories in ways that reach a public audience

Tie our stories to the attainment framework–what
is the faculty role in enrollment, recruitment,
retention, and graduation? Value propositions.

Discuss definitions of shared governance and
practices to foster effectual shared governance at
the senate and alliance levels

AI Steering Council

November 14, 2025 Determine Juneau F-T-F dates for February/March
Begin planning process
Notify Noel of the following:

● Full legal name.

https://www.alaska.edu/ai/
https://www.alaska.edu/ai/policies/
https://www.alaska.edu/ai/policies/
https://www.uaf.edu/news/the-state-of-ai-at-uaf-fall-2025.php
https://libguides.consortiumlibrary.org/c.php?g=882249&p=10448176
https://libguides.consortiumlibrary.org/c.php?g=882249&p=10448176
https://www.alaska.edu/oit/policies-standards/generative-ai.php
https://www.alaska.edu/oit/policies-standards/generative-ai.php
https://www.uaa.alaska.edu/about/administrative-services/departments/information-technology-services/ai-resources/index.cshtml
https://www.uaa.alaska.edu/about/administrative-services/departments/information-technology-services/ai-resources/index.cshtml
https://uas.alaska.edu/celt/knowledge-base/generative-ai-guidance.html


● Confirmation of dates

December 12, 2025

January 9, 2026 Guests: Luke Fulp, Nickole Conley

February 13, 2026

March 20, 2026 Adjusted to be after spring break by one week

April 10, 2026

May 8, 2026



RECAP of Finance Discussion

Luke Fulp: We are really at the very beginning of exploring the possibility of adjusting our

tuition structure. So, in terms of the project plan, the scope, we have some general ideas

about how we would need to execute this, and how much time we would need in order to have

it in place for the 2027-2028 academic year, which is kind of what we're aiming for, if we do

proceed with it, but we are very much exploring the concept. And so, when we talked with the

board on December 5th, during a special audit and Finance Committee meeting, that was

really giving the board an idea that, hey, we're looking at this, and if you do not want us to

proceed, please let us know, because it does require staff time and resources from across the

system to really explore and dig into this and determine whether or not it's a good fit for our

universities and our programs. It's actually a great time for us to get in front of the Faculty

Alliance, in that respect, and so I appreciate the opportunity.

I brought Vicki and Kathy to this meeting because they are really the technical experts. So,

they've started this work, under the CIS Modernization, the Student Information System

Modernization Project, and then what happened was the board engaged EAB in a separate

study. And EAB issued their report in January of 2025 around the system-wide attainment

framework that deals with recruitment, retention, and graduation rates. I'm sure many of you

are familiar with that study. Well, within that, they validated the idea that we should take the

surcharge and build it into tuition, and so there's more transparency around program

surcharges for students up front. And that spreads the cost over more years, and not just

applied to a particular class. So, the idea is that generally, very broadly, students elect a major,

and we know that that happens at different times during their academic pathway, or journey.

But the idea is that they elect a major, and when they elect that major, they're accepted into

that program, and then all of the credits they take from there through graduation are the same

rate. And the idea there is that it just makes it much more clear to students what they'll be

paying semester to semester. It's still based on their course load, so it's based on the number

of credits they take, but it's not dependent on a particular class. Now dependent on the

program they're enrolled.

Luke Fulp

Okay, okay, and I saw someone took themselves off mute, so let's… let's have the first

question.



Megan Gobeille–comparing programs with and without surcharges

So as far as taking tuition surcharges and rolling them into the program, does that mean

programs that don't usually have tuition surcharges, such as, like, an English major or a math

major, those would stay the same tuition, then.

Luke Fulp–differentiated rates with a smaller differential spread over time

That's… yeah, conceptually, that's what would take place. So there would be differentiated

tuition rates, but we don't know how many there would be. And here's the thing, a surcharge

could be anywhere between 20% and 50% of that base tuition rate. And so, what we're aiming

for is for those programs that have surcharges, their tuition rate for students who are enrolled

in those degree programs would be somewhere between a 10% to 20% rate increase over the

base. So it would be a smaller differential because it'd be spread out over more credits,

providing a more consistent bill for the student during their time with UA.

Jennie Carroll–same class, different rates for different students? Major switch?

So, if you have a student, and you know, they're going to enroll in a particular program, and

this program has a particular tuition rate, right? And that's the idea. So then they pay that rate

throughout their entire program, is that only for the classes in their discipline, or is that across

all classes? But if a student’s program has a higher rate, are they going to be paying that

higher rate for your core classes? Are you going to be paying that higher rate for your

electives?

Are we gonna have students in the same class paying different rates?

What happens if you change your major?

Luke Fulp

Yeah, these are all really good questions, and frankly, questions that we're grappling with

today. We engaged with the universities before the break, and we said, you know, because it's

part of our strategy here not to get ahead of the universities. What we've done is we've said,

okay, this is the idea, this is the concept, we need you all to go out to your stakeholders, we

need you to go to your deans, your faculty, your students, your provosts.and engage in this

dialogue, and let us know what are the big rocks that we have to maybe contend with, or the

showstoppers, the things that would really prevent us from doing something like this. It's very

exploratory. The idea is that we do make things cleaner and easier to understand for students.



But there could be unintended consequences along the way. I think, you know, changing

degree programs. What we know today is that for the GERs and the core classes, the idea is

that those students would be paying more, but they would be paying over time to provide more

consistency for what they pay semester to semester. If, you know, students sitting in the same

class paying different rates for tuition, some would say, well, that happens today with, you

know, resident status and other tuition charges that we have.

But the goal is to make it so that for students who are enrolled in those degree programs with

the surcharges, which are primarily going to be engineering, business, college of health.

Jennie Carroll–who receives the portion of the higher differential for courses outside

the degree program?

So what's gonna happen with this extra money, right? Is that gonna go back to engineering?

Even if they're taking… let's say they're taking my classes and electives, then the extra money

goes back to engineering, or are we going to be duking it out for engineering students, so that

we can get more money.

Luke Fulp–should be revenue neutral

Because the student bill is gonna just show that student, let's say it's an engineering student,

it's gonna show them that same cost per credit hour for all of their courses. What we do on the

backside of Banner, where the student doesn't have visibility is we make that the more

complicated piece. So, the customer-facing bill is cleaner, and that's the idea, is the student

receives a more transparent, cleaner bill up front, but on the back side, we do have to map

that revenue, that tuition revenue. Right now, the idea is that we want that modeling to be

done so that this is revenue neutral. We don't want to build in hidden costs for the students.

This is not a tuition increase that's going to be somehow hidden in this. The idea is they take

that surcharge, they spread it out over more credit hours, it evens it out. It makes it more

clear to students what they're paying semester to semester. But with that, then the

departments have to work internally with the university leadership to figure out how that

revenue gets mapped and how all the departments are able to get that same level of

consistent funding they have in the path through tuition revenue.

Leah Berman (she/her)--how will tuition be allocated once surcharges are distributed

across the curriculum, including requirements from other departments?



So you're saying you don't know how the universities are going to handle the tuition allocation

in the new model. Currently at UAF, it's an 80% of the tuition generated by the course goes to

the academic unit, and 20% goes central. So, if I've got a ton of engineers in my class, and

they're paying more, does my college get more, or does the College of Engineering and Mines

get more because it's their students that are paying?

Luke Fulp

There's still going to be that component of the number of students enrolled and the tuition

distribution in place so that there's a scalability to the revenue that departments and colleges

and schools get. But the idea is that through modeling, we are able to ensure that a stable

amount of funding gets back to the appropriate school or college. It will require some

estimates and some fine-tuning for sure, but that work has not been done, and that modeling

is what's kind of before us as part of this project, if we do proceed down this route.

Jennie Carroll–potential to decouple enrollment efforts from resource allocation

incentives?

Yeah, it totally makes sense, but it also… and of course, the university's gone in this direction

already, but it completely decouples your actual enrollment and the effort that you put into

getting more students and new students and offering, you know courses you can share across

units. It completely decouples all of those efforts from the money we get, because these kinds

of algorithms are not going to ultimately support these additional efforts. I agree we need to

simplify things for students. So, on the student-facing end, maybe this'll be great. On the back

end, as to how this money gets distributed, this is just gonna be a mess, and it's gonna be a

dogfight. And it's gonna be decided based on somebody's perception of what programs are

valuable, not the effort that's being put in. That's my guess.

Luke Fulp

Before we move on to David, I just want to allow an opportunity for Kathy to jump in. Kathy's

been real involved in this project from the start, so…

Cathy Ewing–a model of smoother distribution over the life of the program is not

necessarily a resource reallocation model

So I want to talk just briefly about what other schools do. When the CIS Modernization group

came to the AR team, because we have that technical knowledge, you know, we started

talking about how this would go. Our vision in presenting it and starting the dialogue.Luke is



100% right. It opens up, what are we doing on the back side, and we need to have those

conversations.

But from the direction that we look at with other schools, let's say, and the direction that we

were thinking when we started, you have a base tuition rate that sits there, you know what it

is, right? So we kind of all start at this base tuition. And then we roll in a smaller tuition

surcharge, because it's not just on that class, it's on the program as a whole. So the student,

as they go through that program, it's the same rate. The idea would be that that surcharge

would be going back to the program that originally had it. Our goal was never to move money

around. Our goal was to change the tuition model. Now how revenue is distributed on the back

side is shared, right? We all talk about it and make decisions. But from a technology

standpoint, we could definitely just give the money back to where it started, in the same way

that it does now. Or we may, in the back, put it as two lines, and then roll it up into one in the

bill. So, the model isn't designed to change the way that we move revenue throughout the

university.

When we look at the University of Oregon, which is one of the universities of many that use

this program model as opposed… so we're attaching to the student as attaching to the…

instead of attaching to the course. Here's what happened with them. They went through and

they have programs, just like we do, business, engineering, that have additional surcharges,

you know, their tuition is slightly higher. And then, what ended up happening over time was

they ended up coming back in with a fee.

Basically, a tuition surcharge for their arts and humanities.

Because what was happening was they were teaching all the GER classes, right?

Everybody's getting more tuition, and they're not. Our hope is that we can find a way to make

tuition work for everyone, where those slightly higher cost ones, they're getting their funding,

like they were, but we've smoothed the amount that they're getting, so that the person doesn't

have sticker shock at a certain point, right? Like CBPP or the business college at UAA, it's on

high… upper division courses, so the rate that the student is paying is really growing quickly,

all at one time. So the idea is to smooth it over time as part of that program, so it's really clear

to that student what the program cost is.

But the model does not require that we duke it out on the back side for revenue.



The model says we can do exactly what we're doing now. Now that we've opened the

conversation, we may choose other things, but we do not have to do that because of the

model. The model can support exactly what's happening now. Does that make sense?

And the algorithms that are going to come in are to determine that rate.

Because what happens if they take classes at another university and the surcharge isn't on

that, necessarily? Maybe we decide we're not going to do cross-university surcharges. I have

to make sure that that engineering program or that college of business program gets what it

really needs. And at the same time, looking at the other programs to say, are you getting what

you really need, and can the student look at the website and figure out what their bill is, and

can we get more flexibility in the way that we charge for programs? Because now it's attached

to the college, you know, the student, instead of attached to the courses. It gives us a little bit

more flexibility in the way that we look at tuition in the future, potentially. So, our goal was,

when we started doing this, it does open up the whole conversation in the back, but it does not

require that we make a change to what we're doing. Jenny, does that kind of answer the

question? There's not a technological reason that we would have to make a change, but there

are many reasons we might want to.

Jennie Carroll

Yeah, no, that, that, that answers the question, I mean, because if we're charging the higher

tuition for a particular program, it's because that particular program ostensibly needs the

higher tuition, right? It should go back to them, but I could totally see other models being

utilized as well.

Cathy Ewing

Yeah, we were just trying to attach it to the student, and the way to attach it to the student is

through their major. What are they versus the course. And so that was what we were aiming

for. But we have heard a lot about 80-20. I've been in a number of meetings, and I don't do the

back side of where the money going. I just support it, and we will support. Whatever it is, as

long as it's not so insane that we can't pull it off, you know, which… we've had a couple of

those before, you know.

Jackie Cason–analogous to the 9 over 12 payroll distribution



So…If I may, I would just say it might be analogous to the desire of faculty to have their pay

distributed over 12 months instead of 9. Same pay, just distributed a little bit differently.

Leah, I know you jumped in moments ago, but you still had a question, I think, and then we'll

go to David and Brian.

Leah Berman (she/her)--how does this all work out over time with tuition increases and

students coming and going? Might we dispense with the current 80/20 distribution

model in the process?

So I actually had… you had said that we’re trying to keep the tuition rate constant for students

throughout their time at the university. I wonder how that works in the context of, presumably

there are going to be tuition increases, and students stop in, they stop out, they drop to

part-time, they drop to full-time. And how that would interface with this new tuition model. And

as a… as a comment, you know, we've… if you think about engineering students, that

sometimes they're taking engineering courses, sometimes they're taking mostly not

engineering courses. And it's definitely going to be a concern how their higher tuition is

allocated to the people that are actually teaching them. Honestly, and this is heretical, I would

like to see us use a different allocation model entirely. I don't like the 80-20 model. I think it

has some pernicious effects on how people approach dealing with enrollments. So, I would be

very interested to hear how other places allocate with program-based tuition models.

Luke Fulp–not currently considering the 80/20 allocation as part of the project. Tuition

increases would still be incorporated as they currently are.

I do want to… although I said at the front end of the call that this project is not fully scoped

because we're so early into it, but I don't really think, as a part of what we're trying to explore

right now, is the 80-20 concept as a part of this project, you know, but I, you know, I don't want

to get ahead of the universities either, because this like Kathy said, while it doesn't require that

we change what revenue, tuition revenue departments or colleges and schools are receiving

today. The universities may use this as an opportunity to engage in those discussions around

revenue mapping, because it's done on the backside. So the 80-20 It's not part of the scope,

but it certainly could be discussed at a university level.

But that's… that's to be, you know, determined at a later date. I would say that, Leah, to your

questions, though, regular tuition rate increases that would be approved by the regions would

apply to students as they move through the program, so while we're trying to ensure some

level of consistency with what students are charged, that would continue to be something that



would change what they pay, year to year. If they stop out or move from full-time to part-time,

the idea is that this same tuition rate would be applied on a credit hour basis, so that would…

it would allow for them to make those decisions. It would be the same rate per credit hour, but

it would be based on credit hours that they are enrolled in from semester to semester.

Leah Berman (she/her)--clarification

I'm sorry, so what is the difference between our current model and what is being considered…

Luke Fulp

The current model is based on a class, a particular class. And applied to a credit, a number of

credits? The new model would be based on a program and applied to credit hours.

Cathy Ewing

Luke, I could show one slide that I think would help with that. We don't need to look at the

whole slideshow, but there is a slide. I think t will make this clearer for you, if you guys don't

mind if I share it for a second.

Okay, and a lot of them are what Luke's talked about, but this one in particular, I think, will…

will help with that, but I know Brian and David have questions, so while I pull up that particular

slide, if you want to keep having a talk, I'll get it together so that we're just looking at that one.

Give me one second.

David Cox II–How will fees factor into the process or scope of the project?

I can hop in. I've got two now. My first one is hopefully quick, which is that this is just talking

about tuition-type charges and not fees, correct? It could probably balloon into looking at fees

or not, right?

Luke Fulp

Well, fees are…Yeah, right now, right now, we're still scoping that, but fees… so what we're

trying to do is, we're trying to make the student bill less jumbled, if you will, and make it

cleaner for the students. So while we're focused on the surcharge right now, we are asking

universities if there's a willingness to consider rolling in fees, some fees, that are not going to

go away as part of this as well, to help streamline and make more clear to students what

they're paying, but there's not been a decision on that.

David Cox II



Okay. I know at the Egan Library, a large part of our budget actually comes from, like, the

Juneau campus, only student consolidated fee at UAS that then, like…gets weird when

students are taking courses across Ketchikan and Juneau online, or something like that.

Luke Fulp

Yeah. And if something like that did happen, David, it's the same thing that Kathy said earlier, I

appreciated how she framed that, is that it wouldn't have to change anything with how that

distribution is working, it just wouldn't be so apparent to the student, where it would, you know,

their bill would be cleaner, and then on the back end of that, we would distribute the revenue.

Cathy Ewing–current project does not address consolidated fees

And I would like to add to that, David, we aren't talking about consolidated fees at all. This is

just a tuition surcharge. So, just kind of keep in mind that it's that tuition slide and not… I just

realized when I pulled this up, I want to go back two slides. So, if we could go back two slides,

and then we'll talk about this slide, because it won't make sense in, in its own context without

looking at this other slide.

So… Luke, do you mind if I just go through a couple of slides?

Luke Fulp

Yeah, go for it.

Cathy Ewing–potential to incentivize acceleration to graduation with a tuition cap that

shifts to a flat rate after 15 credits, encouraging students to enroll in more credits.

Quickly. Okay. So…I think everyone here knows that the university has peer institutions, we

have aspiring institutions that we look at. All of them are universities, and we went through and

started looking at a number of universities, and asked what were they doing, and how were

they handling tuition, overall.

And part of why this came up was the CIS modernization. Laura Volden, before she left, said,

if we could just tell a student how much it would cost for their term, for the classes that they're

signing up for, it would be amazing, because right now it's very difficult to do that. So that's

where we started with this conversation. And we went and looked at all of these universities,

and here's some things we found. Basically, what we found was that most universities charge,

in fact, most of these, it should have been all of these universities, charge per credit tuition

based on the student's degree, college, or program, with no differentiation based on upper and



lower level courses. In other words, it's attached to the student and what the student is

studying.

Many institutions, one of the reasons that they do this is many institutions have implemented a

tuition cap, where the student pays a flat rate for all credits above a certain threshold. So

maybe you're paying the same rate for your classes that are between 12 and 18 credits.

That's how I went through school. When I went to the university in another state, you know, up

to 15 was a certain rate, and then 18 was the rate, so I took an extra class. Universities have

been doing this to try and accelerate to graduation.

Not something new. But in order to be able to do that, you need to be attached to the program.

It's very, very difficult to do that when it's attached to the course. So, there's other reasons that

institutions have also implemented this, things that in the future, you know, we could look at:

program-based rates and other accelerators that we can't do right now based on the way that

we've got the system set up and what we've attached our items to. I will note that I went back

later and looked at community colleges that are now beginning to offer bachelor's programs,

because that's becoming more popular in the lower 48, and it's fairly new, and they are doing

those dual levels.

But they can't do some of the other interesting things that we're doing, and I think they just

started and said, God, what do we charge for this one bachelor's we have? So that's where

those are sitting. But most of them charge based on the college or the program.

So, when we looked at this model, we just, right now, we said, you know, tuition is based on

the course, and if you look at UAA and UAS, lower and upper division courses are different

rates, I think all of you know that. And then there are additional fees, depending on the college

offering the course. UAF has their… they have a single rate, and then the community

campuses have a different rate. It's a slightly more lower 48 model, I guess I would call it. But

again, they also have additional fees, depending on the college offering the course, that tuition

surge fund.

Jennie Carroll–differential upper/lower division rates?

Wait, wait…Don't we have… doesn't UAF… I know that we have a different rate between the

community campuses and the… the urban campus, but don't we also have upper and lower

division rate differences?

Leah Berman (she/her)



Not anymore.

Jennie Carroll

Boy, that… that… Blew past me! Okay, thank you!

Leah Berman (she/her)--How might this affect graduate students?

Are graduate students involved in any of these discussions?

Cathy Ewing

Graduate courses are not in here, because graduate courses are at a single level, but the

surcharge piece is what I would like to talk about. You know, we have certain graduate

programs where the surcharge is 50% of the cost of the program as a whole, and I get emails

ever so often that are like, is this right? And I'm like, yes, that is correct. But attaching it again

to the program would allow them some flexibility in what their tuition would be. So graduate

programs, I believe if we move to this new model, will be like winner-winner chicken dinner.

Maybe that's not the right way to put that, sorry. But they'll still have a higher rate, like.

Oh, yes. Absolutely. Graduate education is on its own level. It's a different course level, yes,

so it will have its own. But it will have that same kind of freedom that we have to put the rate

where it should be for that graduate program, so that it makes sense. So, the exploratory

structure we're looking at looks at the admitted university, where you're going.

Is there residency, right? Non-resident versus resident, versus WUI versus the exceptions.

What is your degree level? Is it going to be an associate's OEC or certificate, or is it a

bachelor's, post-bac certificate, or is it graduate and PhD?

And then, we look at the college, because that's where that surcharge lives, okay?

So, we gave one example. I only picked a UAA example because it's the most striking,

because UAF already made their lower and upper division the same price.

This is generalized, fictional, not real tuition rates, you know what I mean? So I just want to be

really, really clear that this is no one's suggested rate, we're only looking at the model. But this

demonstrates how the model would work.

So right now at UAA or UAS, if you had these courses.



If they're taking a 200-level course, the tuition is different than a 300-level course. If they're

taking an engineering, then there's a surcharge that gets added on to that. And of course, this

is a 300-level course that doesn't have a surcharge, this one does have a surcharge, and this

one has a surcharge.

But if we did the program model, when the person is trying to determine what is it going to cost

me to go to school, we're saying every single one of your tuition credits is going to be this

single amount, no matter which classes you choose to take. And you can see that it's not 282

plus 56, it's a lower rate, because we're smoothing it over time. The idea is not to get

engineering more money, the idea is to keep engineering with the same amount of money,

and have the student pay it over time, so that they don't get those bumps when they take

classes that have surcharges, and also so that they don't get that junior-senior bump rate,

because financial aid really doesn't do that. That bump rate also lives in there between your

junior and senior year.

So the exploratory model replaces lower division rates and upper division rates and

surcharges with a single per-credit rate. Then, the students can actually use a simple chart on

the website to see exactly what they'll pay for tuition before registering, because it'll be like.

College of Business, you know, is this. College of Arts and Sciences is this. The goal is

revenue neutral. It's ensuring students don't experience tuition increases when transitioning to

this model. It's just a different model. That's really the idea. And then behind the scenes, we

had no preconceived notions about making a change to the way that money would flow.

Technically, yes, there's gonna be some technology changes, but, when we started discussing

this in the bursar's office, you know, it was revenue neutral for everyone. Every day it's the

same thing, we're just trying to make it easier for the student to understand what it is, and it

just happened to dovetail really, really well into the EAB. There are many questions, and I've

got to tell you, this is complex.

You know, I mean, I was the Director of Admissions at UAA, I understand, and I have those

same heart palpitations that everyone is having, and yet I'm continuing to review this and look

at it and explore it, because there's some really cool stuff that could happen if we went to this

model. Okay, so I…

Luke Fulp



I just want to be… I want to be clear, though. We… we don't have any preconceived notions

that the distribution changes, but that will really rest… that decision will lie with the universities

as they dig deeper into the modeling and try to understand this, and the universities will lead

those conversations, on that side of things. Thank you, Kathy, really appreciate that.

Cathy Ewing

I want to do a quick time check with Jackie.

Jackie Cason

Yeah, I think we can go another 10 minutes, just to make sure people can ask questions, and

I'm sure there'll be more follow-up. I really appreciate, Luke and your whole team, because I

think this upstream engagement of being able to have this dialogue early in the process rather

than after a lot of decisions are made is really helpful, but I realize it's still in formation, so I'm

sure we'll have some back and forth after this meeting, but this is really helpful.

Luke Fulp

Great. Well, do we want to continue on with David's questions and then move to Brian?

Brian's had his hand up for a while.

David Cox II–how does a delayed decision on declaring a major affect the model?

I'm wondering if Brian has the same question as me, because I'm thinking about this from our,

spring startup presentations yesterday at UAS, which was a discussion of how one of our big

goals is to try and get more people to actually declare a major at all, instead of coasting

through as, like, non-declared, then declare right before graduation. I mean, like, ideal world,

yes, everybody figures out exactly what major they want at a really reasonable and good time,

and they sign up for it, understanding the full, like, process and everything and all. not what

actually happens, and, you know, maybe it's more UAS problem than other places, maybe it's

across the system, I don't know, right? But, could someone completely miss this whole

improvement process by not declaring a major. Could someone game this by being like, oh,

I'm just getting an associate's right now, like, oh, but now I'm getting a major. Could somebody

game it being like, oh, I'm a… I'm an English major, right up until their last semester or

something, and they came ready to apply for a graduation? Like, oh, actually, I was an

engineering major the whole time, you know, whoops, sorry about that. Will there be a

massive balloon payment suddenly to, like, catch up with the difference, right?



Someone's usually going into a graduate program knowing what graduate program they're

pursuing, right? And it's like, yes, you're like… That makes sense, so we could smooth that,

seems real easy. That's not the undergraduate experience. I feel like we probably resemble

those community colleges for… especially, like, UAS, where we've got a whole bunch of

associates, we've got a whole bunch of, you know, bachelor's students, and that's kind of a

different experience going on at the same place, so…Are… how and are we taking all into

account? Yeah.

Luke Fulp–we might find ways to incentivize a declaration

Yeah, I would say, David, I think your questions are spot on. Those are all the questions that

we're currently discussing and circulating, and I think that, we're, you know, from UAS's, the

leadership representatives that are, you know, engaged in the early dialogue around this,

they're asking the exact same questions.

You know, it really is dependent on the student profile at each university, at the campuses.

And what we're trying to do is help the students, and we want to see them graduate, we want

to see them succeed, and so, we certainly don't want to create a system where it feels like

someone has to navigate it in a way where they're like, well, the lowest cost to me is if I don't

declare for 2 years, and then make my decision in my, you know…And it impacts what they

would otherwise do, to pursue and attain that degree, so we're thinking through that. I think

one of the things that helps with that would potentially be for either a lower differential between

pursuing an associate's, and a bachelor's degree, so we would probably want to make sure

that there's not a large differential there, or undeclared, rather. But then also, there's maybe

ways that we can incentivize this. Like, one way could be that, you know, like Kathy

mentioned, the cap on semester, you know, so if we had a cap, like 15 credits, that's all you're

charged for. Anything beyond that, you're going to be charged the same rate every semester.

Well, maybe that's only available for students who have declared majors. There's lots of

different ways to look at this and maybe navigate it, but we want it to eventually be something

that serves students well and benefits them, and that's the intent, and that's kind of how we're

going to approach it, but you are asking all the right questions, I can assure you that.

Brian?

Brian Blitz

That was my question, was, you know, the major thing, and like, if you're undeclared, I guess,

is that… is that gonna be cheaper than everyone else? And…Is everybody gonna play that



game? And the surcharge, when you talk about surcharges, That is completely different from

a course fee for a lab. because those are for, like, to get the lab supplies, right?

Luke Fulp

Those are different, yeah, there's program surcharges, and then there's course fees, and

those are different. And we're treating them differently.

Brian Blitz

that's a different animal altogether, that's… that would stick. Yes. That would stay the way it is,

so to speak. Okay.

Luke Fulp

But it's very… we're very much exploring, and we're… we're looking at ways to make things,

easily understood for students and families, so we can't… we can't say, you know, 100% that

course fees are out. We definitely want to think about those, and, maybe there's a way to roll

them in that makes a difference for students. But it's not the central focus. The central focus is

the surcharge.

Kathy, did you have something else?

Cathy Ewing

I was just gonna say, talk to your financial aid officers and registrars as well, and the bursars,

of course. It's our bursar's team that does this. We have a team of 30, right? And this is our,

it's coming from them. But, for example, UAF's financial aid office really speaks to the federal

government and is starting to make us certify that the classes that you're taking are actually

working towards your major in the same way that the VA does, right? [CPoS].

This helps that because I mean, this may or may not help that, but one of the things that we

have, right, are lagging majors. People change majors, but they don't tell us. Not that they stay

undeclared, but they pick a major, and then they move off, and they start doing something

completely different. They take classes in another one, and we're constantly aligning them.

There are a few things that can be done about that. On the academic side, it does narrow

what you're doing so that it's… you're in a major that's going in that direction, you know, in the

classes that you're taking, and then you're changing majors if you want to change pathways.



So it's not as widely exploratory, potentially. You know, I find that we… we provide about as

open an opportunity to take courses as anywhere that I've ever seen. And I do believe that

this could need to narrow that, just so that you don't end up with someone undeclared taking

all engineering courses and then graduating. You know, we… I don't know, you guys have

seen it where they don't pay the… like, they didn't used to get admissions, right? They would

go non-degree seeking, because they didn't need financial aid until the end, because they

didn't want to pay for the admission application. And we have also… we are also exploring

those. We are all… we've all been around the system for a long time, so we have a very good

feel for exactly the things that you're talking about, and we want you to talk about them as

well. And what are you finding at other institutions? Because those are what we're grappling

with, too. Those are the questions that we have as well, as we go through and attempt to do

this.

So…I just want you to know we're… we're all in it together, and you know, it's… it would be a

change. It would definitely be a change, you know, a model change for us.

Leah Berman (she/her)

Especially in the context where we're having to implement course program of study.

As a faculty member, I would be really excited to see a strong discussion of tuition caps, so

that you pay for 12 credits, or you pay for 15 credits, and then you're allowed to take whatever

you want. Because my concern is that Students are going to be blocked from being able to

take minors, or they're going to get messed up. Well, if a Bachelor of Science degree program

does not have a requirement that you take a minor. then… If there's not elective space in that

degree, you can't take courses towards the minor.

Cathy Ewing

Oh, I see what you're saying. I think that'll be more of a financial aid question. Yeah. This

model lives on the top.

Leah Berman (she/her)

I'm really excited about the tuition cap model as part of this.

Cathy Ewing

Yeah, great. That would be great.



Luke Fulp

Thanks for that feedback.

Cathy Ewing

Jackie Cason

Well, yeah, thank you guys. We probably are coming to time now, unless there's any

last-minute things you want to say, but again, as I said, I think this is just the early part of a

dialogue, and really, really appreciate your time to come and meet with us.

Luke Fulp

Thank you so much, thank you for the time. Each of your universities will be leading their own

communication effort to seek feedback, and then, Jackie, if you ever want us to come back

and talk with this group, we're happy to do so as we progress through this.

Jackie Cason

Thank you. Well, thank you. I think this will help us be able to engage in those conversations

on our own campuses going forward a little bit better, yeah.

Luke Fulp

Excellent, thank you.

Jackie Cason

Alright, thanks again.

Luke Fulp

Have a nice weekend.

Jackie Cason

You too.

Jennie Carroll

Thanks, bye.


