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. efore we can conslder the spe-.
» cific roles faculty members

1nst1tutlon’ .

can play in thxl

budget processes, we thust be: clear as

_ to the general ends served. by the
_ budgets themselves.

Clearly, . academic institutions

" would need no budgets if thiey had. -

sufficient resources’ to satisfy all™

their.needs. Therefore, budget1ng is

primarily a process for setting priori-
ties for mstltutronal activities, as well-

as“a control' mechanism . regulatrng‘

-the flow of resources to activities in

- accordance with 1nst1tut10nal obJec-
tives, The budget summarizeg the-ac- -

tivities to be undertaken. 4nd the re-
source constraints within vhich they
will be supported. ‘The bildget also
" provides coherence to large numbers

~of interdependent - activities, - from

the operation of academic depatt-
-ments to administrative support ser-

- vices -and research- programs.. Stan-"
- -ford- University, for example, has -
-. approximately 8,000 distinct income . -

WL

is assis-
havioral and Social Sciences; Uni-

Leroy W..Dubeck is professor,

versity of. Maryland ‘College Efrk .

f

o

5, accounts, most: of which aré re-

“stricted .for specific. purposes Tt
/

_“would be 1mpossrble, of course, to

keep track of these 1neome sources

.-and sets of- expendrtures without an °
" For the faculty to play its’ appropr1- :
late sources of income and the uses to

" accounting system designed to iso-

~ which they are put. Like most other
. .umiversities, Stanford has adopted a

.sét-of accounting rules, generally re-- .
“ferred to as *“‘fund accountlng,” to .

track revenues and expenditures.

- 'The budget is also® form of con-

‘tract. In exchange for ‘a ‘certain

“amount of money, institutiofis or de- -

partments are expected to provide
specified instructional, research, and

.. public services. Thus, the budget be-

_comes a summary of commltments

.made by both the funding’ agency, in--

cluding the collective student body,
.-and _the: recrprent of those funds
From’ this 1mp11c1t contractual

derstandrng 1nherent in -the budget"

arises a concern’ for accountability.

network of" commumcatron At.is of-

ten, the only way for-an. operatlng‘
unit, departnient;. or institution to -
&~ 3
express its: detalled obJectlves and- §
to identify the resources it needs to

‘meet those objectives. This commu-
nication is timely and efficient in that

MEISINGER, JR: and L‘E__ROY w. ',DUBECK )

* originating it.
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 fiéets the results of negotiations.over :

what activities should be funded and. -
at what levels. To create the budget a .

" number of bargdins must be struck

and a pumber of trade-offs made

ate role, faculty representatives must- -
better understand the -fundamental -

* elements of the process.-And several

institutions influence the degree and

-quality of faculty participation in it. -

What follows 1s a brief: outline of

" these common factors and a set of
Ny suggestrons for enhancmg faculty ‘

vpart1c1pat10n

Every .institution has.- a umque
character—an amalgam of such ele-

- ments as_history, mission, academic "

programs, size, location, - type’ of

" support (public or private), nature of ,
. “the faculty and staff’ profile, finan-

*"cial condition, student qualrty, fac-

ulty role'in governance, alymni sup-.‘

..port, and athletic reputation.: Each o®

In addition, the budget provides. a

'of the dimensions’ of institution
"~ character determ1nes the ways 1n -

which participahts in budgeting will -

“interact.and helps shape the frame-

work for their interaction. §
Thus, for example, collegial gov-
ernance and broader faculty partici- -

. pation. in budget1ng generally are

" physics at Temple Umvers:ty d most-budget requests are reviewed at more -easily achieved jn smaller. col- '
the current secretary -treasurerof - roughly the same’time so that Judg- T leges and universities than i in large
" the American Association of Um- . ments can be made about competing . 'institutions: Slmrlarly, p jcipanits?
vers:ty Professors (AAUP). " activities. Also, decisions about how . in budgetrng at public imMutions

- Meisinger and Dubeck are co-

"aut_hors of College and University .
. Budgeting: An Introduction for -

Faculty and Academic Administra- -
tors, to be published by NACUBO

‘this.spring. This article is adapted
from that book -

%usmess Offzcer V /7 /'7'/.0

i -many resources a unit or institution

is to receive are a form of communi-
cating in tangible terms how various -

activities are -valued by decision
makers at higher levels.

Finally, . and -above -all else, the ‘

budget is a political instrument. It re-

o9

and the ‘well- endowed and presti-

:glous independent: institutions- that
enjoy relatively steady sources of

revenue will establish a d1fferent set

- of guidelines for the budget process

-

and will ask a set of questions about -

R
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" created for eac

: ;the’budget pr
lun1versrty may not be readily apph,.
_cable to ano her college or unlver-
*slty

different from those askedin finan-

cially. insecure institutions. More--

over, colleges and um\lersltles in the

_public sector are. accountable to a
~ broader constituency,’ 1nclud1ng leg-

islatots and the geheral publ|c/ Ac-
cordingly, ‘public lnstltutlons must

" respond to'more requestsfor/ finan-
cral information f/rom external agen- .

cies-than must i dependent institu-
tions. ‘A unique n.vrronment is thus

unique framewprk within which the

budget. [process/o
cess at orte college or

The -overflap of budget cycles

. strongly determines part1c1pant be-

havior in the budget process. Gener-

ally, in both-the lndependent and .-
- .public sectors, attention is directed
‘toward. more than one budget cycle
" at the same- time. The University of

'Maryland, College Park; prov1des a
- typical example. for public sector in-

stitutions. During falf 1980, -for in-

- stancey,campus officials at Maryland -

were required to prepare a prelimi-

nary estimate of their budget needs
for fiscal year 1983. This required, in -_
“turn, campus_estimates of needs-.
some 18 months prior to the begin-
- ning of the fiscal year for which the
needs -were stated. Effecting change )
- inthebudgetofan 1nst1tuuon5uch as.:
~ Maryland, then, usually requires at .,
least. two years. Consequently, fac-’..v=
" ulty budgeters at such an institution-
generally need to, mod1fy their tradi-. -

tional approacheS'to academ1c plan-
ning: - instead of look1ng -ahead.

merely one semester or perhaps one -

academic year ‘they -must learn to

think and act in terms of two or even /.".

three -year plans X 8

v
+

3 nother factor 1nfluenc1ng faé—
.A'ulty participation in budget- N
ing is the number of layers of
review in the'process. Budget-plans

" that originate’at the departmental
level generally are successively” re-

viewed and possrbly modlfred at the
colleges. campus and—in the public .
sector—state levéls. Typically, the

‘more: levels of budget review there
are, the tighter the schedule for re-
: view and the more constrarnts on

broad faculty’participation..

In large institutions.with multiple ‘
' ,colleges or schools, the first level of

‘ . review 1s usually the college Nor-

Q

E
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1nsutuuon, as is a

ccursthe texture of

‘ments; -

- -\" 0»'

. mally, the dean must consolrdate in-

dividual department ‘requests into a

- singlecollege request and unless the i

departments have exercised consid-
erablée—and,in many ways unna&r
ral—réstraint; the dean will-have to
pare down. theit- requests selectivelf.

Most colleges do not enJoy. the lux-
tmstrauve staff,so .

ury of alarge a
a faculty advr y committee-may
play an 1mp,ortant .role in ardrng the
dean in the review: ‘process. Ques-"

. tions raised at fhe college level Gften
foeus on academlc issues such:as cur- -

riculum deslgn course schedulrng, .
faculty staffrng, progra,m,enroll-
-and. -research “Fgograms.
Here, obviously, well- prepared and

-~ aggressive ~faculty can'c¢ tribute '
" muchto the Pudget proc{" L

Generally,/officials at ecampus"
level are responsrble for preparing
instructions for budget assembly dnd’”

.. for' reviewing ‘college  .or .school

budget requests.. In larger institu-
tions the key-officials, including'the

_president, vice pres1dents for firian-
cial and academrc af@alrs and bud-*

get director, are supported: by ana-
lytical staffs. Participation in ‘the

.budget process beyond tlus circle of .

admipistrators varies from campus

ta campus. Hearings at which aca- .’
_ deimic and adm1n1strat1ve officials -
-defend their budget requests are held
_as is necessary or as custom dictates. -

Princeton UanCl‘Sl[y, for. example,
has a- Priorities Committee, which,
while advisory to thé pres1dent per- -

, forms thorough analyses and makes .
. “specific, detailed budget recommen-
: -datrons -This committéeis composed

. of: faculty, graduate and undergrad-~

~uate students, and. members: of the:,
'adm1n1stratlon and-staff. At Stan- . -

ford University, the University Advi- -

(. sory- ‘Committee-on Budget, Plan-
-ning—a group. - of faculty ‘and”
' ’admrmstrators—eXamlnes issues of .

long range importance, feviews the
maJor assumptions underlying each

_ year’s budget plarining, and advises.

thé presrdent on planning problems
.and. prospects. Elsewhere, faculty
isenate budget committees. may make
“independent reviews ‘6f the budget,

"‘B%thell‘ conclusions may have only
_Timited influence on frnal resource,
. allotations..-

The question of how faculty mem- '

berscan influence the budget prdcess.

-'1nvolves a ‘number of interrelated.-
;factors. A knowledge of the eco-
nomlc and poh-tlcal cllmates and of '

My
iy ~

'. most institutions, costs f

- Ql b
. ;R

" the sequence of events and the actors

in the process is not in itself suffi-
cient to influence the process. Suc-

cessful faculty -budgeters must also s

- know both the kinds of questions to- '

ask\and the  appropriate stages at

‘can.be about the process itself (e.g.,

Who should participate at each stage -

of the process? What information
should be provided as most useful to
. partlclpants" How can the timing be

analyses?), or about the substance of

" budget: decisions (e.g., l—low much .
- should tuition and fees belncreased" .

How' large an lncrease should the

_partments receive next year?). Over'
time, partrcrpants become experi-

wenced and. more sophlstlcated in’

-phrasing, ‘the questrons and raising

" This ineans that .frequent turnover of

“t-them so as tQ have the most \mpact .

- adjusted to allow for more complete :

. :various colleges, schools, -and de-_

‘which to ask them. The questions-

. faculty représentatives on budget - ]
. 'Acommrttees parucularly at ‘the- col-

1ne fa‘Culty partlclpatlon difficult.’

l‘ >
Ay

i hree broad categorles encom-
-+« pass mqst of ‘the questrons

asked by participantsin bud-
“geting: (1) expendrture plans, (2)

sources of revenue, and (3) hidden

COStS:

_these a good number concern the uti-
-hzatlon of faculty and, staff.. For

and benefits account for 6Q-80 per-
‘ cent o'f the budget Faculty compen-
sation-alone is 40-55 -percent of a

T, lege onuhlversny level; makes genu-

salaries .

typ1cal institution’s- budget exclud-

1ng auxlhary enterpnses For f aculty
*representatives, the polrcles and pro-
~-cedures concerning. faculty salaries

and. Workloads have an importance

" much-greater than the fraction of the
‘total.budget that faculty salariesrep-
- resent: th;y define the.basic aca-

demic environment in which facultyy

- members must llve and, work.
Generally, resources are allocated
_to  éncourage or promote actrvrtles

- dictated by program. p‘l‘lOl‘ltleS .To
guestlon program and activity prror-, .
. ities is to questlon the heart of any -

. or

institution’s- budget. Accordingly, ’ .
the most srgmflcant budget changes—-.

- usually ogcur when prlor1t1es are.
“shifted. As budgeters* establish pro- °
gram prlorltles, they also dec1de the

-, Apr111984
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Expendu‘ure plans "Most quesuons ’
~v seem to address expenditures, gnd of
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; are‘a b i
(e. gt, student-faculty ratios, student

L3

" partment, faculty contact with stu-. .

) about

~of the most commonly employed i in-, -
dicators are student-facilty ratlos .

'7_,

tcan y whu_h progress is to be
meas Typlcally, the.measures

ance of quantitative 1ndexes

‘Cl‘Cdl[ hours taughi per FTE faculty
member, square footage serviced per
member of -the janitorial staff) and
qualitative indicators (e.g., quality
of a'department’s faculty or cur-.
riculum, national reputation of ade-

il

dents,: 'service orientation of support '

unrts) Decisions concerning appro-
pr1atek measures and Judgments
he appllcatlon of these mea-
sures strongly influence the battern
of resourge allogations. .
Most rthtutrons use some. mea-
sure of- 1nstructlonal load in allocat- .
ing redources to departments. Two

and average ‘student credit hours '
“taught -per FTE faculty member.

Faculty members’ on budget commit-

" tees should play a major role in rais-

ing and answering the. following
questions: While departments that

- depend heavily on laboratory or stu-

dio instruction will have lower stu- -

" dent-faculty ratios than departments

that have large lecture sections,

should such. departments balance. .

their offerings more betWeen labora-
tory or studio instruction and large

.- lectures? Do accreditation standards

E educatlonal technologles such as
- television or: computer-assisted in- . .

restrict. departmenfs to certain in-,
structional methodologles" ‘Can .

* struction be legmmately introduced

. to make instruction less labor- inten--
" sive? In; disciplines where student -
g '.demand is increasing, .can ways be
) '._found to serve students -properly

‘ zwrthout increasing the number of
faculty and- staff positions? Are ..

‘&bere 51gn1f1cant unexplained dlffer- :
enges in individual faculty teaching .-
. l6ads both within; departments and
‘across departments?

As noted earlier, the allocation of -
faculty &lines’’ or posltrons is fre-
~“quently based on some measure. of

" instructional load. Typically, the-

measures of instructional load are

.composed of elements weighted by

level of instruction or ‘level of stu-
dent: weights are usually. lat’ger fors

! -

portancq of 1nstructlon ‘

levels. 'For*. example, L
.undergraduate course y
weighted 1.0, upper-level afy
uate 1.5, graduate 2.0, antj’ B
research 3.0. If the wéights tse:
compute teachlng load indicate
institution’s priorities, a change in
welg‘hts 51gn1f1es a change in pl‘lOl‘

ties. . S, _
"Departments with a h§ ghet/
portlon of jumior faculty 1ll be I
expensrve to. support than dep
ments with-a higher proportlo
senior faculty. A determinatio ,
‘be made as to whether theAlistri-
_bution’ of" faculty expertise. withidl a
discipline is appropriate for both the -
department s instructional and re::
search missions. Here; the views of;
_the faculty within the department
" may differ greatly from those of a

- collegewide or un1vers1tyw1de review -

body.

In the aggregate, the magnitude of- -

faculty
depends
" crease in institutional income. Gen-

d staff salary adjustments

" erally, the total: pool of resources

available for‘salary adjustments is

divided into fwo parts: one for merit -

adjystments, the other for -across-

the- board, or -cost- of-llvmg, -adjust-. -

‘ments. At some institutions a por-*
- tion of the -total salary adJustment

pool is"set ‘aside as a contmgency”

fund for special recruitment and re-

‘ tentlon needs. Typically, the .merit’

more advanced levels 'of 1nstructlon )

or levels of students to reflect the be-
lief that instruction at advanced lev-
+ els is_ more time-consuming’ for fac-’
ulty, and hence more expenslve The

F MC Busmess Offrcer o
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justment pool allocated to: each
d artment or admlnlstratlve unit is

“~a percentage of total base salarres If
“ the president, vice' pres1dent foraca- -

. demic affairs, or. deans set/ aside a

- portion-of the institution’s total sal-

ary adjustment pool asa conpngency

_ fund, the prorated departrpental al-. -

locatlons may be supplemented tore-
flect differences among departments :
in terms of ‘market conditions or in-
stltutlonal prlorltles

E] o

L tutions depend on part-time
_and temporary faculty to make ends
meet- bécause the latter ‘generally re-
ceive less compensatlon on a course-

by-course basis than do permanent -

. faculty. Also, part-time and tempo-

. rary, faculty can be employed as

needed S .

m.

, ordlngly, one would e

eavily on the size of the in-

. -s, budgets become tlghter ’
. -more: departments and insti-

Lo R A

But ofte% overshadowrng the eco—

features of part -tinge"and temporary

¥ary faculty to be less gommitié
] e1r\1nst1tutions Because [tempo
Iy l\faculty often receive . heavier

‘teaching assignments“than’ periia-- ."
nent faculty, it-is more difficuls for - -

t em to pursue.the §cholarly activ-

ities that strengthen ifistruction.. .

Also, part t1me fqdulty tend to be

underg‘?aduate students. experlence
‘toolargea proportron of their curr1c-
“ula with temporary. or part- -time in-
structors" Do departments apply the -
savings gained by using part- tlme
.and temporary faculty to theinstruc-- .

" tional area, .or are they diverted to

other activities suchyas departmental
- research and servjce? -
' Many institutions hgve a sabbat1-

cal leave policy for faculty, provid- /-

ing one year of leave at half salary 0
one semester at full salary for every -
. §iX to ten years" of full-time service.’

For faculty leaves of one year, de- ...~

‘partments ¢an use ‘the half-salary "
saved to employ part-time instruc-,

tors to cover the permanent instruc- -
‘tor’s ‘course$ and, if.the permanent:

instructor’s salary is. suffrcrently

large, to have excess fundmg to ap--.~'
o plyto other activities. Generally, de- -
partments lose" resoiirces with sab- 2

baticals of one semester at full pay -

" because they must to-some extent_

employ . substitute -instructors -to-
cover the absent: faculty member’s:
courses. Differing ways of handling,

sabbatieal léaves are reflected by ghe -

follewing questions: ‘Are all facflty

granted sabbatical leaves when they
. have met the minimum service re-

.quiréments’_? Do some departments
“requiré faculty to seek outside fund- .. -

ing to cover part of the sabbatical

“leave? Do some departments permrt i

" only year-long sabbatical leaves at

_half-salary? Answering questions . =
such.as these requires the kind of in- -

formation only faculty members can
supply here, faculty partrctpatron
‘seems rmperatlve

Sources of revenue. Budgets are

- shaped fundamentally by available

Sy T T,

T

' employment, Somé teachers become
facademic gypsies, moving from, ohe-

ect te po-'. '

: te avallablé to’ students and col- =
lgagues becatse of their other obliga-

: tfsns Thus;-a mimber of policy
questlons arise’ concernlng.the use of @
part-time and temporary faculty: Do, T

V.

o
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revenues Questlons ofhow revenues

rare pl‘OjeCted and how ‘intitutional
¢ “policiessand programs, influence the'

L g-,'- availability of resources are impor-

-tant cons&ratlons for all budgeters,
+faculty a

_l fors,cstudent enrollments arc proba-
bly the s1ngl'e most influential deter-_

",minant of mstttutronal income. Thg f

gmdependent sector relies more on t
ition mcome tl'ian does the. pubK
~ 'sector,. though publrc sector appro
prratrons from state legislatures

geared pr1marlly to enrollments En:
“dowment income is a major- consid-

rn_.

- eration at only a few institutions'in

> »this country; in fact, in 1982 fewer
“than 200 colleges and universities
had endowments ‘exceeding $3 mil- -
lion. Many.i ﬁ‘utlons supplement
their endownfent income with, gift.

revenues. Finally, a small number of -

institutions house srgnlflcant’ pon-;
sored research programs, attr,actlng

millions of dollars, butmostof these .

research monies are. ear arked for

‘the’ research actrvrtles themselves and .

~do'not constitute a pool;ol}tevenyes
‘over which the. 1nst1tutlons
" much control.
. Endowment.i incoine is

which facilty members Yan raise "

“questions: “about revenue. sources
Many actors inthe budget’ pr cess—
including adm

ulty-—may pot be familiar with en-

:dowments ecause these investrfients
; “are often anaged by a committee of -

- the board bf trustees,-a separate de-’

velopment office, or professional in-
veéstment counselors Although bud- "

geters generally need not: conce.rn
nttl?iuselves with the day-to day‘man- +

3 expenses assoclated with day-to- day

ement of endowments, -they tan
question the direction of investment
" policies and the relationship between
the. policies and tife revenue gener-
ated for the institution: How, for ex-
ample, is the investment: portfolro-

.. balanced to accommodate the need -

.for capital growth on the one hand"
and operating income on the other? -
(If the portfollo leans too- heavily to- *
ward caprtal growth it may generate,
insufficient income for the budget.”
-If, on the other hand, the portfolio-
leans too heavily toward income gen-
‘eration, it may not grow suffrcrently
to keep pdce with both mflatlon and, .

income needs.) What is the raté of re-.

.turn on the investment_ portfolio? At -.
what rate is income from the endow-
ent drawn down"v Should only' a.

20 —

.
&
3

adm,mrstratron alike. In -
.- both the pﬁblrc andindependent sec- ,

.to" fund ‘continuing actlvmes, or,

<have. "
9

istrators ar d fac-"

-'addmonal

. for vfaculty budgeters

5

e e
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2 x’r .

portlon of. th?: income generated by

. endowment rnvestments be used as

revenue _f,or_the budget; with the bal-
+ ance-addéd to the principle so that
:, the endowment will grow" L
Another series of quéstions can be
ra1sedl ‘about the uses of endowment-
.income: Should it be used primarily

should it be earmarked as: seed

" money for new - activities?. Should Tl
 creased demand.

part of endowment in¢ome be set

- aslde'?or contingencies? To what ex-
* tenhis endowment earmarked by do-
- nors for particu)dr. programs andac-

tivities?

 Hidden costs: Many-policy decisions’
- have hidden costs ‘associated with .
- them that become long-term_ oblrga- :
" tions. Faculty and administrators i in- -
-volved in the budget process need to .
be.sensitive to the future fiscal 1mplr- o
‘cations of all decisjons. * ©
“The addition of new. faclhtles the
introduction of negw degree prd-*
grams, or curricular revisions cargy -
with them hidden costs. For exam-
- ple, opening, a new or renovated %
building will require that fur{ds be
prov1ded for building maintegance.
Also, a new faciljty usuall ds an -
initial allocation for equipment and-
- furnishings. Funds may also have to-.
be provided for equ}pment ma1nte-

—nance, If the opgnlng of the new fa-
‘ cllrty is not accompanred bytheclos- *

ing of an older burldmg, the total

utlhty bill for the instTtution will in-

crease because additional space: will .

" have’ to be heated and lighted. .
Obvrous costs of anew degree pro-' :

gram are_the salaries of additional

faculty and staff'and the. operatmg \

program adm1n1stratron (New. pro
grams also‘seem to arouse. expecta-
‘tions for contlnued growtha)«Less. :

~ obvious are the demands that new

programs~ ‘make on existing - -pro-. .
- grams? If, for instance, a hew pro- z
“gram attracts new.students to thei in- .
- sfitution, the demand for courses,in j

~ existing” complementary programis .

will ificrease. This- may require that
1nstructors be hired, -
which clearly has spec1al s1gn1f1cance
If, -on. the
other hand, the new program at- .
" tragts. students from <otheér . degree

programs, there may be a decline'in’ -

.. the number of "students . taklng

COUI‘SCS m certam ex1st1ng depart-

ments Courses in some departments

;'

>

© curriculum. of o

'-u

: mentgp

P

v e . -

cotldthen becomehndersubscrrbed
leaving these: departments relat1vely )

-overstaffed. Similarly, alterfng the o
department may -~

o have. fiscal implicatjons for gther de-
partments For example, if @n ac-"
counting program chgnges its re-

-quirements to ‘include in\ruction in ..~

.computer science, the comyputer sci-
+§ ‘encé department may haveto employ
additional faculty’ to-mreet :the in-

The elimination of entire pro-
sgraris may have hidden costs that .
erase somie or ajl of the pfanned o
- ings. Other programs that de[?léaon .
“the one'belng ‘eliminated willhave to

find substitutes. or provide: tl)e ser-
vices themselves. If persdnngl are -

losing their positions, the u"fstltutlon o

may be obligated to’ place them in .
* other-positions on campus or te pro:
vide severance. pgy. (An institution.
~may be self-msured ‘for unemploy--
afments to tgese persbnnel.)

Also faéllr‘f/es that-dre no longer . °

needed because of the elimination of

+* 9 program may still require minimal

‘heating durlng the winter and mini-
mal ma1ntenance and secu{lt'y

Sources of Fle.xrblllty _
: and ad-ﬁinlstrators wrth

optlons can be pro 'only 1f there

- +is,sufficient flexibility -in“the bud-

. get—a matter of deepest concern to
. the: faculty in, general and to the,fac--
ulty 'S representatlves in"the budget

A process in partlcular

ot erhaps the mdst b,vrous strat- o
P egy for gaining x1blllty isto*. ..

create.a central reserve of 1 re-

-~ sources (at the1nst1tutlon college, or - .-

department level) by wrthholdmg a:

small percentage of the funds d1str1b- o

uted to lower levels in theinstitution.
If, for example, an institution pro-
.. jects anincrease’in revenue of 10 per--

.. cent for the coming’ fiscal year,; the -,
. -administration may elect\to wnthhold
“one- -tenth of this amount to create a -"-

l percent d1scretronary fund.

- Inboth independent: and publicin-. R

st1tutlons,.reserves can be estab-

‘lished through the imposition of sal:

" aryor budget savings targets on.units
lower in the lnstrtutlonal hrerarchy

y
i)
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lity need to antlcr- 5



~

. 'l'yprcally. these‘t rgets are based on:

s ,3‘_;_ : .. /.

. B

ings that accrue as a result of the un-

. histbrical pattcr} of year- -eid sav-
-anticipated turnover of faculty and

. staff during the fillscal yar. Budget-

. are obhgated to |

_campus-level’ orf_ficials' simply- in-

ers” in. pubhc institutions wusually ..
eet state- rmposed
salary savings targets; accordingly,.

" units to exceed the state obligations :

~ ‘¢rease the tarjets of subordinate’

>

and thereby create small:reserves.
Institutions éan gain some ﬂex1bll-

ity througha policy of position Te-. E

" wersion, whereby all vacant faculty-

and staff positions in subordinat
units revert to the control of a dean - ‘
or central adhunlstrator fot possible -

- Teallocation/ This strategy will pro-

o

e

“\

[§

-

T

“‘might. wish to fill the vacancy with,
“an assistant professor: paid $23,000-

..vide the dean or adm1n1strator with -
some flexrblhty to hire outstanding '
faculty who appear on the job mar--
ket or. tofaccommodate shifts; in-;
enrollmen by trausferrlng faclll y
~ positions rom one department .
another. . s

-Reserve resources also can be cre:

position when it becomes vagant. [

ated by downgrading the rank of%

for example, a full professor earning ¢ s itie
n k&nplement,of programs and to_un-

" $45,000.a year- departs, the ~dean

-a year. The salary: d1fference of
- $22,000 canbe divertéd for other sal- -

-aries. This rank- reduction strategy v

must be used selectrvely, however so’
as not to undermine the intégrity of
the program. In’ partrcular ‘an-aca-:

M\sknfor faculty to provide leadership. -

The watchdog function of faculty
part1c1pants is crucial here.

The use of part-time or temporary
faculty in place of permanent faculty .
s avery. common source of flexibil-

".- ity. However, as indicated ear,her,

N

-.the advantage of incregtsed ﬂexrbllld&q

~must be weighed against.the disa
- vantages to students, programs, 'and
faculty members. o .- o
Those state systems or 1ndepen- '
dent institutions that permit the car- .
ryover of year-end balances' from
one flscal year to another (whereby-a
part or all of the balances may be re-
tained) have a natural source of
budget flexibility. This liberal use of
year—end balances reduces the pres-
sure on units to spend all their re-

the saving of résoufces for. l*na_]or

E purchases or projects. = . %

E
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actrvmes supported by external

‘ fund1ng sources‘provrde institutions

_withthe” opportunity, for’ ‘Consider: .

+ abie flexibility. Grant and contract

I

. proposals include many drrect costs

(eg5v :secretarial support, graduate

“student support; travel, “supplies and’> """

materlals) that enhance the financial

- -c1rcumstances “of .the. institution.
: They also provide financial relief for
--,research activities supported by the‘:' :

“"" institution; but that legmmately can

be suppm'ted externally

C haustrve Many other strate-

‘gies will deperid on the policies and‘
procedures.of the part1cular institu-

stion. But whatever strategles evolve,’ -
- “faculty budgeters cin play an indig--"
~'pensable role in suggesting: and’evaL-,'

“uating alternatives for 1ncreasmg

jflexxblhty and, thereby 1mprov1ng

thieir institution’s financial position®

“What strategles can. be employed -
to meet a f1scal crisis? In the best of -

‘times there will be sufficient ' re-
‘sou ies for-most colleges.and vtiiver- -
to continue to offer the desired

deftake a range of activities that sup-

_port }herr instruction, research, and
servite missions. However, these are -

_institutional
demic department requires a core of **
1nst1tutxonal resources or,

~and. act1v1t1es The range. of;

1ot the best of tiimes. ln,stltutlons i
across ‘the country are,-in m!ny .

cases, desperately short”of funds;-
hard decisiqns must be made about

sions ¢an call for the reallo

and the flexrblhty ‘available to an.in-
jst1tutlon in the midst of-a financial

"'-crisis tend to be limjted. The least

drsruptlve reallocatron and retrench-
ment strategies ténd to be those im-
plemented in a t:%patlon of fiscal

. stringency ‘and\bgtore institutional’

‘ priorities have t&Jbe-reordered. It is

possrble t0 avgid completely  the
most painful and destructive aspect

of reutrenchmg};t?b.ktermmatlon of
fdculty and staff~~if members of the

- academy are willing to comm1t suff1-

cient time and energy to rigorous
long-range planning. _
- Institutional strategles typlca.lly

"can be grouped intothree c¢ategories
- sources at year’s end arid encourages’ —that reﬂecwhe amount of time avail-

able to acHieve the required budget

reductrons, the range of-policy: op- . -
o thI‘lS avallable to 1nst1tutlons within

fe N\

riorities. These deWi- -

. continuous activity becau
' complexrty of the-academic enter-.

.and. activities.-

tbat t1me, and the unlque

¢ arac T 4
ofi.the mstltutlon (1) short-t¢rm, (op o

to three years), focusing la gely-'o.

telephone usage, travel, and equip-: n
ment, purchases; deferrdls of plantu. :
malutenance, and leav1ng faculty
and staff- positions vacant or fllhng
them with. temporary or parts <time’
personnel

policies: These incluge.

. 80

i &vr‘fgl fapulty and staff with’ fman--
learly, th1s list of strategles to.
obta1n flexrbrhty is‘not ex-+'7 voluntarlly, take year-long sabbati--" "
j cal leavesiand andertake retraining;-.: -

cial incentives to'retire’ early, resign

- (3) long-@rmi” (threé to -niné years),
focusmg
-cant reallocatl
- may require the reductxon or ehmr-"
~'nation of programs The fiscal, po-
litical, and emotional costs ‘of reallo-
cation. and the potentially. altered
character of the institution must be
weighed aga1nst the sav1ngs gamed
_from the changes. Faculty budgeters

-‘must ensure thﬁ%%ctors are con- "
sldered*before decisiohs are madeé. -

"An orderly planning process typi-

" cally includes at least five elements

before program reviews are initiated >’

n the rearrangement of -

'program prigQgities, including signifi- -
Q{‘b‘of regources that -

. cash- flow management. These. str‘at-ﬁ )
- egiés mclude reductions-in supphes,

"(2)+ intermediate-term .
" (two tosix years), focuslng on per- .

(1) development of campuswide or

, systemwrde policies ‘and procedures

" and statements of prlormes, (2) de-:
velopment of, institutional ‘mission
statements, (3) estalishment of per-
_soniiel policies and proqedures, (4)
eslabhshment' of plann1ng pr1nc1-
ples -and: (5) éstablishment of crite-
-Fa, policies, and procedures for the
- review of new. and existing programs
Program {ev1ews
- should also extend to'the nonaca- -
demrc and support operatlons

. Most importintly, program plan-
mng must Be viewed as a. lc&g-term,

-

.-

~prise and the need to involve in'the - . -

_ process both administrators and the - o

‘ appropr1ate faculty bodies. Because
" of its major impact,ori‘the ‘distribu-
_ tion‘of resources, program ‘planning -
" is really the heart of the budget pro-- - .

‘céss. For faculty toplay an appropri-
~.ate role in program planemng and the
_ general budget process, a core &f
professors must be willing to-commit -

overa perlod of years a‘con‘srderable '
portion”. of their professronaLtlme, )

“their -most vigorous energles and -
the1r keenest perceptlons

Kl

.-

of the

" .



. U S }‘ "‘.; ;"’
a s T o s we O _&'_ . )

‘,a‘ RS . ‘- -_~. Ll
? ‘ l\.a .- ' ‘ Dv. ) ’ :
TS A busmess

S T SN e @fﬁcer
T L et Newsmagazineoftf\e Natlgnal
A A S ' A _g‘., . Association of College an¥;
Lt L S = UniwersutyBusmessOffa
- ;}1 ’.;"., 20k R . . e \ . ] ’ ) . *m_ .
A oS s kit '
\ : LA oo ]effreyM Sheppard™

'Q S I oo Por!%o Editor

AR .o S » . David W Jacdbson -

B LR A Contributing Staff.

L . : . Danyl Brown’SLt':.-phen Foster,

R . T Janet Jackley, Maurese Owens -
C e ' IR Anne Price, Michae] Weaver, -
Execut:ve Vice President

H
e o T \ R NACUBO 80mfolDuectou .
o L Presudent Herman D. Johnson, Uni- -

DFFum'.- R

-

versity of Cah!omu, San-Diego .

.

' _ ' | P & Vice President:’ CaspaLHarris. ]r..

ST R Howard Umvemty
o L Secretary Frederick ‘R, Fofd Pur-
-~ . s due Universily

R , o Treasurer: fred S, Vorsanger, Uni-
Ty .. . versity of Arkansas . ¥

o T il of State College and University: .
. -+ «. Presidents (Washington State);

Donald Cole, Western Washington:
University; joe F. Evans, Washing-

“ : T . ton University; Donald Hume, New
" o i S : S . Yo#

University; Raymond. : M.
- “ ... Krehel, Colgate University; Carroll . -
S S oo : s .l Lee, University of New. Mexico; 1)
Foo et e T TR e .Roger D. Lowe, Wichita Staté. Uni..

_ o . “versity; Warren R. Madden, lowa
S I .. State. Umvcmty. George 8 May,
e SR - L : ‘/ Amherst College, . Chatfes, C..

K TR Teamer, Dillard University: lnhn I.
L ’ Temple, Emory Umw.'mty
' - oy 0 i
\ e P o Busmess Olfu:er (ISSN 0147 877)0
S ) : - is published monthly by NACUBO; -
e T PR _ : - One Dupont . Circle, " Suite 510,

JE © 7 Waslungton, 1C 20016, Iolcplmne
ST R N A CL02861-2900, Second.- lavspostage -

' S . N ~ o pand atAWashington, DC, OF adoual

s - . -

uwmhw\lnp claes, $10 1 fora sub.
Y oplion - ta  hiianess ()Muw tﬂ
, _ » S 1Y Al matenal except that aps
L S peanng in I'muolm. C u]umm, or

R RS B o7 duced fof. mtevml distribution _if’

m'd use 1§ stijc tly pmlnhcle«l

ES COPY gz R

atherwise fesmc.lcd may I)e repro.’

proper ‘credit is given. . Unauthor- -

Robert L. Carr, Office of the Coun- C.

o

o



