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ABSTRACT

The characteristics and qualifications of chief
fxnancial officers (CFOs) of large public universities, the internal
organizational relationships of CFOs, and their responsibilities were
studied in 1983, Findings of a similar 1973 study are also
considered: A total of 135 usable questionnaire responses provided
information on age; sex; length of time as CFO; previous professional
experience; career goals} educational level; speciallzation in
highest degree; selection factors; relationship with the president,

governing board and chief academic officers; areas of responsibility;’

and title of position. Respondents also indicated the scope of the
CFO's responsibilities and the variables that affected the scope of
responsibglity, including enrollment ‘size and student composition,
single- or multi-campus structure, and the CFO's qualifications, It
was found that most CFOs carry the words "vice president" in their
title, In one-fifth of the co{leges, business and financial
resgonsibilaties were shared by two or more vice presidents. Academic
training. for CFOs Aeemed to be mainly in business administration and
“management, although several respondents had specialized in :
educational administration. Additional findings and eight
recommendations for: further study are presented. (SwW)
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he primary arm of this inves-
tigation was to study the role

of the chief financial officer
(CFO) in large pubhic universities.
Morce specifically, the study ipvest-

gated the characteristics and quali-

fications of those who hold the
office, the internal organizational
relattonships of the CFO, the
responsibilitics assoctated with the
posttion, and the rclationship be-
tween situational and structural

variables and the CFO's scope of »
responsibility. A sccondary aim of -

this study was to compare the re-

sults with this author’s 1973 and

1978 studies of the same subject.
Until reeently, few studies had

cxamined the role of high-ranking

Williany A. Jenkins is vice chancel-
lor for administration at Vander-
bilt University. He is-the author of
The Role of Chief Financial Off
cers in Large Public Institutions
(1983), a continuation of the au-
thor's 1973 and 19%8 versions of
the study (the latter excerpted in
the September 1979 Business Ofh-
cer) The study examines the role of
the chiefYinancial officer in terms
of his or hex relationships and
scope of responsibility. This article
1s based on the 1983 study’s chap-
ter.S. "Summary, Conclusions,
Implications, and Reconmen-
dations.”

Business Officer .

administrators’in higher education,
In particular, the role of the CFO
remained onc of the least known
facets of the modern university.
The significance of this research is
indicated by the purposcs 1t serves:
(1) to establish a profile of the post-
ton of CFO in large publit univer-
sities; (2) to provide fnformation

about the position to interested

persons in higher cducation; (3) to
facilitate more cfiicient operations
in universitics; and (4) to add to the
resfirch completed in 1973 and
1978.

A review of the hiterature re-
vealed that the position of CFQO s
one of three or four major execu-
tive coordinates reporting to the
chtef executtve. The literature also
indicated that there are 23 possible

-areas of responsibility, for CFOs.

The initial population consisted
of CFOs from 171 universitics. Us-
a?&* responses were received from
135 persons, or 78.95 pereent of the
population. The questionpaire con-
sisted of 18 items. Accompanying
the questionnaire were a letter of
introduction from the author and a
letter of support from NACUBO.
The questionnaire sccurced in-
formation about 14. descriptive
variables relevant to the CFO, in-
cluding title of the position, divi-
sion of responsibilitics, age, scx,
length of time as CFO, previous

positon ot pobuy

profcssional cxperience, career
goals, cducation level, specializa-
tion in highest degree, selection fac-
tors. relationship with the pres-
ident. relationship®ayith the

governing board, relationship with -

the chief academic officer. and ar-
cas of responsibility.

. The questionnaire also secured
information related to the CFO’s
scope of responstbility and the in-
dependent vanables that appear to
have somec relationship to the scope
of responsibility. These indepen-
dent variables included. for the in-
stitution. total student enroliment

size, student composition, struc-

ture (singl¢- or multicampus), and
size of total institutional budget;
and. for the CFO. length of ime ase
CFO. cducational level, relation-
ship of CFO's date of appointment
to president’s date of appointment,
relationship to the president, rela-
tionship to the governing board.

and relationship to the chief aca- |

demic officer.

Analysis of the data attained
from the questionnaire was in two
distinct parts. Descriptive statisti-
cal techniques were employed to
cxamince the answers to the 14
questions in the study. Stepwise
multiple regtession procedures
were used to analyze data on the
scope of responsibility for cach sub-
ject af the study. The results follow:
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I Findings indicate that the CFO
of Lige pubhic universities usually
crnes the utle of viee plrxi}]cnl.
The two most common titles m all
studies were vice prestdént for busi-
ness and fimance and vice preswdent
for business aflanrs. However, the

author's three studies indicate that

there s hittle agreement on the ex-
act university title of the CGHO.

2. A1 20 pereent of the campuses
(compared 10730 pereent in 1978).
business and financial responsibil-
Hes were divided between two or
more vice prestdents, meaning that
same CEFOs do not have respon-
sththtiy for certain arcas such as
nonacademie personnel. physical
plant. safety, and security. '

1 hewas learmed that most CFOs
are well along in therr careers (aver-
age age was almost 50). The results
show that the CEFO posttion is dom-
inated by males, wath only shight
mprovementsinee 1973 Theaver-
age length of tme CEOs have been
i thewr present posttion is about

cight and one-half vears.

4. In all three studigs. the pri-
mary carcer orientation of CFOs
betore therr apporntment was
found to be cotlege business adman-
istration. Fhas indrcates that pro-
motion through the college and
university business admimstration
ranks 1s the most common route o
becoming a CFO. While a great
number of CFOs appear (o have
reached therr ultimate career goal,
there s a clear trend in thvat mdny
aspire to become, for example, a
college president or a CFO at a
larger  or more  prestigious
mstitutton. )

5. Most CFOs have attained at
least the master's level i therr for-
mal cducation, and nany have
doctorates. The educational level
of CFOs has risen significantly
since the 1973 and 1978 studies.
The speciatization for most CFOs
was found to be business adminis-
tration or management. The only
other notable area of specialization
for CFOs was cducational admini-
stration,

7 6. Most CFOs were selected on
the basis of their previous univer-
sity cxperience, This is 11y, agree-
ment with the finding ondprimary
carcer orientation. The importance

28 ’

\

a chief academic

“ofuntversity administrative expert-

cnce. has increased  significantly
since the 1973 study

7. All three studies imndicated that
the CFO's most common relation-

ship 1o the president 15 as one of

three or four officers who with the
president share hagor institutional
concerng and make decisions on
pntters Affecting university pol-
cies and programs.

8. The relationship of the CFO to
the governing board varied among
mstitutions. Most frequently, the
CFQ's only contact with the board
was through special reports that the
president nught request. The next

~most common grelationship found

the CFO veporting directly to the
governing board on business or fi-
nancial matters #nd performing
speaified services as a responsible
CACCULIVE, SCCretary, or* treasurcr.
AlL three studies showed these
results.

9. The greatest number of re-
spondents in 1983 reported that the
cofficer was at a
higher organizational level than the
CFO or was at least considered the
major officer reporting to the presi-
dent. In 1973 and 1978 a majornty
of CFOs responding said that they
were .on the same organizational
level as the chiet academic officer
and that the latgr and the CFO
were equally involved in most in-
stitutional decistons. This change
should be reviewed carefully.

10. CFOs usually hayvce coniplete
responstbility for the operational
arcas of accounting, budgeting, bur-
sar operations, indirect cost rate de-

termination, internal control,
investment management, paynoll
physical plant, purchasin and rlsk

management and insurande. Oper-
ational arcas for which the CFO
usually has at least major reSpon-
sibility are auxiliary cnterprises,
safety, security, nonacademic per-
sonncl administratipn, stafl bene-
fits, and facilitics planning.

CFOs share responsibility for
grant and contract administration

and for thc opcrational arca of

methods coordingtion. Student fi-
nancial assistance is usually a mi-
nor or shared responsibility of the
CFO. Fund raising and. institu-
tional rescarch are ¢ither minor
resppnsibilitics of the CFO or are

3 .

not his or her responsibihities. Be-
causc of the distnibytion of re-
sponses by CEFEOs_ the arcas of data
processing and legal management
were not classified in any of the
dcsigni}lcd categories. The CFO's
degree” of responsibility  varied
widely, in these arcas (a result simai-
lar to that obtamnced in the 1973 and

1978 studics). \

\ 4

1. Major hypothests number

one was rejected. o examned the
relatignship between the CFO's
scopeJoftresponsibility and any of
the ;) institutional ang personal

talfles—total student cnroll-
ment, student composttion, struc-
ture (single- or multicampus). total
institutiongl budget. length of time
as CFO. akd cducational experi-
ence. None ¢f these vanables indi-
cated” a stagstically significant
rélationship td the CFO's scope of
responsibitity i the 1983 study.
Length of tme asNCFO and educa-
tional level showed\a shight rela-
tionship in the 1978 s

2. Majore hypothesis numblr
two was also rejected. 1t examined
the relationship between the CEFO’s
scope of responsibility and any of
the folir relationship variables—

relationship of the CFO's date of

appointment to the president’s date
of.\ppomtmvnl relptionship to the
governing board. relationship to
the president, and relationship to
the chief academic officer. Jn all
three studices there was a significant
relattonship between the CFO's
scope of responsibility and the
comparative retationship of the
CFO and the chief academic officer
to the president. A relationship be-
{ween the CFO's scope f respon-
sibility and his or her relationship
to the president was also found in
the 1978 and 1983 studices. A sig-
nificant portion of the variance can
be, accounted for by these two réla-
tionship variables. The 1983 study
shdtwed a modust relationship be-
tween the CFO's scope of respon-
sibility and“his or her relationship
to the govcrn?ﬁuarﬂ.

13. Major hypothesis number
three, which tested all of the vari-
ables of hypotheses one and two
together, was also rejected. The rea-
sonfvas‘\hc statistically significant

.relattonship between the CFQO’s
scope of responsibility and (1) the

January 1985
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compaaitive relattonship of the
CTO and the chiet acadenie otheer

To the pressdent, () the CHO'Srelas

nonship to the pesident, and (1)
length of tme as CHO

*

Conclusions and Implications

»

It seems abundantly clear that the
C1°O s one of the major executine

coordinates reporting to the chief

erecutiny cotan mstitation, Also, all
three studies indicate that most
CEFOs carry the words “vice presi-
dent™ m therr ntle

In onc-0Mth of the institutions,
bixwmess and limanaial responsibil-
ites are shared by two or more vice
presidents. Because of the complex-
iies of and external demands on
today's umiversities, this division
will probably be more pronunent at
large universsties.

Acadenmic traming <for CFOs
seems 1o be mamly in business ad-
mimstration and management.
However, several of the respon-
dents indreated that their special-
ized degree was in educational
administraton. A growing major-
iy of CFOs have a master's degree.
Thu level of acadenmic attamment
may become an increasingly im-
portant sclectior factor for the po-
sttton o CFO. This study indicates
that ligher academic degrees are
becoming an essential part of the
trauning of potential CFOs,

I'he study also shows that to»at-
tn the posttion of CFO, 1t 1s be-
Coning .More necessary L to - gain
caperience inouniversity  business
admmistration. For tlhas reason
most CFOs do not rcach the posi-
ton unul thew late forties or early
hitics. While many respondents in-
dicated that the position of CFO
wias thewr ultimate goal, some ex-

pressed adestre to become a gollege
president or to move to a larger or

more Yrestigious  istitution. The

1983 study showed the beginning off

a trend toward carveer goals other
thanthe position ol CFO. The posi-
tnon s stll convincingly domated
by males. With today's cqual
opportunity - faws and regulations,
instituttons must address this po-
tential problem arca.

The CFO appears to be one of

three or four oflicers sharing insti-
tutional concerns and making deci-
sions aflecting university policies

Busimess ( )_[/i(:('i" :

o

and progfams. However, while in
most imstances these oflicers were
of ecqual importance relatny e o the
presideint in the 197 and 1978
studies, the 1983 study showed a

growing hkchhood that the chiet
academic oicer wll be the ofticer

reporting to the pressdent.

The CHOYs relauonship o the
governing board 1s characternyzed by
his or her serving as an expert only

~on matters of a hnancial or fiscal

nature. The responses indreated
that the CFO's expertise may  bhe
utilized by the governing board ¢r-
ther dhiveetly, or indirectly through
the president.

There was a remarkable simalar-
ity among the responsibihties ret
corded m 1973 1978, and 1981,
though scveral signihcant changes
have occurred. Budgeting has dehs
nitely become more of a respon-
sthility for the CFO. Also. 1t

Cappears that the CFO has assumed

much more responsibility in the
arca of facilities planning since
1973 and that other admimistrative
officers are beginning to have 1n-
creascd responsibilities in the arcas
of grant and contract admimstra-
tion and student financial
assistance, _

The findings of all three studies
indicate that the comparative rela-

tionship of the CFO and the chiel

academic officer to the president s
of real significance in terms of the
CFO's scope of responsibility, It
appears \hat if the CFO is on the
same organizational level as the
chiel academic officer. he or she
carrics greater responsibility than a
chief academic officer who 1s at a
higher organizational level or who
1s the major ofhicer reporting to the
president. Thus, . the relative relas

tionship of the CFO and the chief

academic officer to the president
seems to be an important factor in
determuining the CEFO's decision-
making power and scope of respon-
sibility. This study and the 1978
study also indicate a strong rela-
tionship between the CEO's rela-
tionship o the president and the
CFO's scope of responsibility, 1t
appears {hat the more important
the rolevof the CFO on the presi-
dent'sgtafl, the greater is the CHO's
scope of responsibility. While there
arc somg other tendencies, the
other nansignificant vartables.seem
to be of a constant nature in rela-

nonship o the CEOs scope ol
rasponsibility.
Several other imphceationys

cmerged from examinations of

other higher educattonvole studhes.
While Wombles (1971) concludes
that the chief academtie otlicer s
second mocommand o the press-
dent, this author’s 1973 and 1978

studies indicate that the chiet aca-

degnie otheer and the CHO are usu-
all¥ on the same  orgamizational
level. Thegd 983 study, however, be-
gins to vertty Wombles's conclu-
ston. As an Hargrove's (1971)
study, the author’s 1983 mvestiga-
uon may prompt some CFOs to
reexamune therr role. For instance,
some CFOs may attempt to expand

Cogcontract ther responsibifgties af-

ter feviewing the author’s 1983 pro-
fle. Also. the 1983 study may
provide itllumimating information
for potential CFOs and other mter-
ested administrators and oflicials.

Results of the author’s studies
arc in agreement with the Robbins
and Nance (1965) study concerning
the number of responsibilities and
functions of the CFQ. The Robbins
and Nance study and the author’s
1983 study indicate that the CHO
has widely varying argas of respon-
sibihty. Robbing and Nance were
concerned with the lack of utihza-
ton of CFOs 1 data processing
operations. This author’s three
studics show that many CFOs are
cither not involved or play only a
minor role in data processing oper-
ations. While Robbins and Nance
reported the lack of an cducational
training ground for CFOs, there ap-
pears to be a defnite pattern to-
ward tramning in business admini-
stration or management and o a
lesser extent in educatronal admin-
istratipn. Significant gains have
been made i educational training
since the author’s nitial study in
1973,

The 1983 study suggests that the
role of the chief financial officer
may be bestocharacterized as the
exeeutive coordinate responstble
for the business and fimancial oper-
attons Of the university.

Recommendations

The following recommendations
for additional mvestigaton are sug-
gested as a result of the author's
1983 study. '
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1. Itis recommended that a com-
parable study- investigate soveral
other factors that may account for
the variation in the scope-of
responsibility of CFQs. For exam-
ple, the scope of responsibility of
CFOs may be further defined by-a
set of more complex factors such as
the variables relating to organiza-
tional climate.” .

2. It is ecommended that insti-
tutions dividing the financial and
business responsibilities be studied
to provide further insight.

3. It is strongly recommended
that higher education adminis-

trators and officials encourage po-

tential CFOs 1o further their formal
education in the areas of business
administration or managemeont, or
educational administrasion. Com-
parative results indicate this may
already be happening.

4. CFOs should compare their
role, relationships, and responsibil-
ities 1o findings of this study to
determine how their position com-
pares with the profile established.

5. This study provided baseline
info)'-qlation about the CFO in large
public’ universities. It is recom-
mended that another study attempt
to establish the ideal role of the
CFO based on the perceptions of
high-ranking administrators (e.g.,

“the president, chief academic offi-

cer, CFO).

6. It is recommended that a simi-
lar study be done for large indepen-

- dent universities for comparative

purposes.

7. Since all studies established
that the comparative relationship
of the CFO and the chief academic
officer to the president significantly
affects the CFO's scope of respon-
sibility, it is recofnmejded that a
further study probe the factors
making this relationshfip statisti-
cally significant.

8. It is recommended that a com-

©_parable study concerning the chief

academic officer’s operational ro

in university administration be un-
deriaken. Such a study may also
atjempt 1o establish the idcal role of
the chief academic officer based on
the perceptions.of high-ranking ad-
ministrators (c.g., president, CFO,
chief academic officer). ¢

»
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