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Higher education's efforts to focus priorities, strengthen quality, and enhance productivity
extend to administrative and support functions, as well as the primary functious of instruction,
research, and public service. All administrative and support functions such as the operation of
academic libraries, admissions, records, and financial aid offices, and student counseling services
contribute to the effectiveness of public universities' instruction, research, and public service missions.
Moreover, previous reports to the Committee of the Whole have documented that administrative and
support functions account for approximately half of all expenditures from state-appropriated funds
and are among the fastest growing expenditure categories.

The Board of Higher Education's guidelines for productivity improvements in higher educatIon
call upon institutions to examine administrative and support functions on the basis of their centrality
to the institution's mission, changes in the breadth of activity of these functions, redundancy of
operations among the functions, and the efficiency of operations themselves. The purpose of this item
is to provide public universities with a comparative analysis of fiscal year 1992 expenditures for
administrative and other support functions that can be utilized in applying the Priorities, Quality, and
Productivity (P0:).P) guidelines at the campus level. Potential areas for productivity improvements,
or at least for further institutional examination, are highlighted throughout the report. More specific
guidelines relative to productivity improvements in administrative and support areas are scheduled
to be presented in November of 1993 to be addressed by institutions in their 1994 productivity reports.
In addition, this report recommends that statewide reporting of support function reviews be
discontinued, and that institutions expand upon the comparative analysis presented in this report.
These steps are recommended to more directly align analyses and evaluations of administrative and
support functions with the PQ11 initiative.

The fiscal year 1992 expenditures presented in this report are those reported by the public
universities in the most recent Resource Allocation and Management Program (RAMP) submission
and represent unaudited figures. RAMP collects expenditure data from public universities on 55
separate groupings of activities referred to as "subfunctious" or "subprograms". The individual public
universities are responsible for the allocation of expenditures among the various subfunctions within
the RAMP guidelines. The utility of this znalysis is dependent upon comparable allocation
procedures among campuses.

This report analyzes fiscal year 1992 expenditures for all but three of the administrative and
support subfunctions included in RAMP. Expenditures for hospital and patient services at Southern
Illinois University and the University of Illinois, intercollegiate athletics expenditures, which were

NT\ presented to the Board in March 1993, and expenditures for the rental of space are excluded from
these analyses. A listing of the specific subfunctions and their definitions is provided in the Appendix.

For the purposes of this report, the separate administrative and support subfunctions have been
[NN accumulated among four broad areas: 1) subfunctions that support the institutions' academic

missions, such as library services; 2) subfunctions that provide services to students, such as counseling
and financial aid; 3) subfunctions that provide institution-wide management and support, such as
executive and financial management; and 4) subfunctions that provide operations and maintenance
of the physical plant. The Appendix shows the specific subfunctions that are aligned with each of
these broad areas. At least three comparative analyses are provided for each of the four areas.
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Expenditures in the four areas are presented as a ratio to each institution's expenditures for the
primary functions of instruction, research, and public service. This comparison provides perspective
on the priority among primary and support areas. In addition, expenditures for individual
administrative and support areas are presented as ratios to relevant institutional characteristics and
activities; for example, dollars spent for financial aid administration per financial aid recipient and the
dollars spent for departmental administration per faculty staff-year. All analyses are presented by
campus for interinstitutional comparisons. Unless otherwise noted, all references to expenditures in
this report refer to those from state-appropriated funds. Total expenditures including non-
appropriated funds and their appropriate ratios are provided for some individual subfunctions when
non-appropriated funds represent a high proportion of total expenditures.

The comparative ratios presented in this report are not intended to be exhaustive; rather they
are intended to help institutions raise questions about administrative and support processes and
practices and the allocation of resources to these functions. Further, the analyses presented are not
intended to be definitive measures of good practice. In many cases, institutions can and should extend
these analyses by examining costs associated with more specific activities and benchmarking them to
more specific outcome measures.

Fisoll Year 1992 Administrative and Support Expenditures

Table 1 displays the fiscal year 1992 expenditures from state-appropriated funds for the four
administrative and support areas noted above and the primary functions of instruction, research, and
public service. Table 1 shows that in fiscal year 1992, the 12 public universities expended a total of
$1.3 billion from state-appropriated fundc. Of that total, $699.0 million, or 54 percent, were expended
for instruction, research, and public service; $595 6 million, or 46 percent, were expended for
administrative and support functions. Table 2 displays these same administrative and support
expenditures as a ratio to expenditures for instruction, research, and public service. On average, the
twelve public universities expended $852 for administrative and support functions for every S1,000
spent for instruction, research, and public service.

The figures provided in Tables 1 and 2 highlight noteworthy differences among campuses. Six
public university campuses expended less for administrative and support functions than for the primary
functions of instruction, organized research, and public service, while six expendedmore. The range
of total administrative and support costs per $1,000 of primary function expenditures among the
twelve public universities is from $663 at Southern Illinois University at Carbondale to $1,325 at the
Southern Illinois University at Edwardsville. Larger campuses with comprehensive research and
public service missions have, of course, proportionately higher expenditures for primary functions.

Individual campuses also differ in the allocation of resources within administrative and support
functions. For example, among the Board of Governors campuses that are above the statewide
average administrative and support function expenditures per $1,000 primary function expenditures,
Eastern Illinois University shows higher expenditures for academic mission-related support and lower
expenditures for 0 & M of Physical Plant support. Governors State University, by contrast, shows
higher costs for student services and institution-wide management. Chicago State University's ratios
for institution-wide management and for 0 & M of physical plant are also higher. Sangamon State
University and Southern Illinois University at Edwardsville also show higher costs for institution-wide
management compared to primary function expenditures, and Southern Illinois University at
Etlwardsville and Northern Illinois University reported higher ratios for functions that support the
institutions' academic missions. The sections below provide more detailed analysis within each of
these four functional areas.
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Support for the Institutions' Academic Missions

Table 3 displays the fiscal year 1992 expenditures from state-appropriated funds accumulated
for administrative and support functions that support the institutions' academic missions. Table 3
restates the ratio to $1,000 of prlinary function expenditures and also displays expendituresper faculty
staff-year, per full-time-equivalent (FEE) student, and per approved degree program. While the ratio
to primary functions provides perspective on the relative priority among primary and support
functions, these additional ratios give insight into the level of expenditures relative to clientele being
served. Tables 3A through 3C provide the flscal year 1992 expenditures for three of the major
subfunctions in this area: departmental administration, library services, and academic administration.

On average, as presented in Table 3, for academic mission support activities, the public
universities expended $16,374 per faculty staff-year, $1,170 per FrE student, and $137,483 per
approved degee program. Northern Illinois University's and Southern Illinois University at
Edwardsville's pattern of relatively higher expenditures for this support area compared to primary
functions is seen in these comparisons. The University of Illinois at Chicago also shows high
expenditures per faculty staff-year and exhibits higher than avelage expenditures per FTE student and
per degree program. The University of Illinois at Urbana-Champaign's ratios on Table 3 present
another interesting pattern. While the campus' ratio to instruction, research, and public service
expenditures is relatively low reflecting its comprehensive research and public service mission, its
expenditures per FIE student and per degree program are higher than the public universities' average.

Southern Illinois University at Carbondale's and Western Illinois University's relatively low
ratios on Table 3 can be attributed in large part to much lower than average expenditues for
departmental administration. Table 3A compares state-appropriated funds and all funds expenditures
for departmental administration with faculty staff-years, the numberof departments, and the number
of approved degree programs. Since Sangamon State University is not organized by departments, this
ratio is not available for the campus. Eastern Illinois University, Northern Illinois University, and
Southern Illinois University at Edwardsville each show high ratios of expenses for departmental
administration compared to faculty staff-years, number of departments, and number of approved
degree programs.

Table 3B presents libary services expenditures in relation to the number of volumes held, FTE
students, and faculty staff-years. Chicago State University and the University of Illinois at Chicago
show relatively high expenditures per volume; Illinois State University and the University of Illinois
at Urbana-Champaign show low expenditures per volume. Both campuses of the University of Illinois
along with Sangamon State University show relatively higher expenditures per FTE student; Sangamon

. State University because of its smaller enrollment and the University of Illinois because of library
expenditures associated with research and public service functions.

Table 3C displays fiscal year 1992 expenditures from state appropriated funds for academic
administration in relation to primary functions, faculty staff years, and degree programs. Southern
Illinois University at Edwardsville and the University of Illinois at Chicago show relatively higher
expenditures per primary function and per faculty staff year. Table 3C also shows that Sangamon
State University expended the least of any public university for academic administration resulting in
ratios that are among the lowest of the public universities on all three measures.

Support for Services To Students

Table 4 presents the fiscal year 1992 expenditures for administrative and support functions
devoted to providing services to students. In addition to repeating the ratio to instruction, research,
and public service expenditures, Table 4 also displays fiscal year 1992 expenditures per headcount and
FrE student and per average annual graduate. In general, Board of Governors' and Board of
Regents' institutions, along with Southern Illinois University at Edwardsville, tend to spend
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proportionately more from state-appropriated funds for student services compared to primary function
expenditures. In part, this reflects a less comprehensive research mission at these institutions.
Governors State University and the University of Illinois at Chicago tend to spend more on services
to students functions per headcount and FIE student than do other campuses. Tables 4A through
4D provide fiscal year 1992 expenditures for four of the major subfunctions in this area admissions,
registration, and records; social and cultural development activities; student health and medical
services; and financial aid administration.

Table 4A displays the fiscal year 1992 state appropriated expenditures for admissions,
registrations, and records functions at each public university in relation to the number of first-time
freshmen, headcount students, and average annual number of graduates. The ratios for first-time
freshmen for Sangamon State University and Governors State University are not available since these
two institutions do not admit freshmen. Chicago State University, Northeastern Illinois University,
and Southern Illinois University at Edwardsville show relatively high expenditures for these functions
in relation to other campuses. Governors State University shows high costs compared to both
head Junt students and average annual graduates.

Student serviclz expenditures from state-appropriated funds, however, represent only a small
percentage of total expenditures. Tables 4B and 4C display both state-appropriated expenditures and
expenditures from all funds for social and cultural development activities and for student health and
medical services. As these tables show, the majority of expenditures for these activities are derived
from student fees which are locally held and not appropriated. Comparing expenditures from state-
appropriated funds with expenditures from all funds highlights some differences among campuses.
For example, while Illinois State University, Southern Illinois University at Carbondale, and the
University of Illinois at Urbana-Champaign show low expenditures from state-appropriated funds per
student for health and medical services (see Table 4C), the campuses are among the highest when all
funds are considered. As institutions examine their support functions in the coming year, they should
include a policy review of student and user fees as part of their examination of student services.

Institution-wide Management and Support

Table 5 presents the fiscal year 1992 expenditures for the functions that provide institution-wide
management and support. The public universities expended an average of $188 for these activities
for every $1,000 in expenditures for instruction, research, and public service. Chicago State University,
Governors State University, Sangamon State University, and Southern Illinois University at
Edwardsville reported higher than average ratios. Western Illinois University and both campuses of
the University of Illinois reported lower than average ratios.

Table 5 also shows these expenditures per faculty staff-year, per PTE student, and per S1,000
of total expenditures. Governors State University and Sangamon State University show higher ratios
per FTE student and faculty staff-years, in part reflecting their lower enrollment base.

While expenditures from other than appropriated funds do not represent a large proportion of
the total expenditures for institut: m-wide management and support activities, Tables 5A through 5C

display both sources of funds for three major subfunctions: executive management, rmancial
management, and public relations and development. Activities within these areas extend to operations
funded by other than state appropriations and, therefore, expenditure ratios in these areas most
appropriately should consider all activities. In all three subfunctions, the statewide average ratios
declir when all expenditures and all staff are considered. Expenditures per student, of course, do

not ine, since enrollments are not differentiated by fund source.

Table 5A provides specific detail on apenditures for executive management. Chicago State
University, Governors State University, and Sangamon State University, all smaller campuses, show
relatively higher costs for this function on a per FIE student basis than do other public universities,
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while Eastern Illinois University and Western Illinois University show relatively lower costs. Both
campuses of the University of Illinois have lower expenditures per staff-year than do the other public
universities.

Public relations and development is an activity that has received increased attention at several
public universities in recent years. Table 5C displays the fiscal year 1992 expenditures from state-
appropriated and non-appropriated funds for each public university campus in relation to primary
functions, staff-years, and FrE students. Governors State University, Illinois State University,
Sangamon State University, and Southern Illinois University at Carbondale exhibit relatively higher
expenditure levels on all ratios compared to other campuses.

Operations and Maintenance (0 & M) of the Physical Plant

Table 6 displays fiscal year 1992 expenditures from state-appropriated funds for 0 & M of the
physical plant. In addition to comparing these expenditures to research, instruction, and public
services expenditures, a ratio to non-residential square feet is provided. Generally, the twelve public
university campuses show similar patterns: as a group, they averaged $270 per $1,000 of primary
function expenditures and $5.66 per non-residential square foot. Chicago State University, Governors
State University, Northeastern Illinois University, and the University of Illinois at Chicago show
slightly higher than average ratios, while Western Illinois University and Northern Illinois University
are somewhat lower.

As was the case with student services, the majority of expenditures for many of the subfunctions
within 0 & M of Physical Plant are derived from other than state-appropriated funds. Legislative
Audit Commission guidelines do not allow state-appropriated funds to be used to support auxiliary
enterprises such as dormitories or student dining halls--such activities are self-supporting through
locally held user fees. Tables 6A through 6E display state-appropriated funds expenditures and
expenditures from all funds for five subfunctions within this areasuperintendence of 0 & M;
custodial activities; repairs, maintenance, and grounds upkeep; utility support; and security and fire
protection.

The University of Illinois at Urbana-Champaign exhibits a different pattern from most other
public universities when expenditures from state appropriated funds for the superintendence of
0 & M are compared to expenditures from non-appropriated funds (see Table 6A). When state-
appropriated funds are considered, the campus is lower than the statewide average compared to
primary functions and per non-residential square foot. When expenditures from all funds are
considered, the campuses ratios exceed the statewide average. The campus shows a similar pattern
relative to expenditures for repairs, maintenance, and groundskeeping (see Table 6C). This pattern
is likely the result of the relatively large amount of indirect cost reimbursements on research grants
that the university is able to justify for physical plant operations and maintenance.

Table 613 shows that Chicago State University and Northeastern Illinois University tend to
spend more for custodial functions per square foot than do other campuses. These twocampuses also
show higher ratios for utility support (see Table 6D) along with Governors State University and the
University of Illinois at Chicago, suggesting that the Chicago area campuses pay higher utility rates.
Finally, Chicago State University, Governors State University, Northeastern Illinois University, and
Southern Illinois University at Edwardsville spend relatively more for security and fire protection as
a percent of total 0 & M expenditures and on a square foot basis (se.:.% Table 6E) than do other
campuses.
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Conclusions and Next Steps

The analyses presented in this report underscore the diversity among public universities in
priorities and allocation of resources and the impact of enrollments, geography, external funds, and
other factors on these decisions. They also provide campuses and governing boards with some
indicams of specific administrative and support functions areas that should be examined in greater
depth. Campus examinations should be linked to the Board of Higher Education's guidelines for
productivity improvements. A modification of the support function review process can facilitate that
linkage.

The public universities, governing boards, and the Board of Higher Education cooperatively
developed and conducted a support function review process parallelling the academic review process.
Both the academic and support function review processes are incorporated in the RAMP planning
process, and both have been conducted on a cyclical basis for several years.

Beyond these similarities, there is an important distinction between academic and support
function reviews. While program improvement has been a major emphasis of academic program
review in recent years, the Board of Higher Education has a statutory responsibility to recommend
to individual governing boards academic programs that may no longer be educationally or
economically justified and, therefore, candidates for elimination. By contrast, very few support
functions are or can be candidates for elimination. Bills must continue to be paid, payrolls must be
processed, libraries must continue to be staffed, and financial aid must continue to be awarded.
Rather, changes to the scope of activities, improvements in the quality of service provided, and
increases in the efficiency of operations are the more likely outcomes of a thorough evaluation of a
support area. Moreover, changes in the level of activity can free resources for reinvestment in higher
priority areas and activities.

While the current support function review process provides universities with considerable
flexibility in the scope and procedures used in performing the reviews, the process can be further
modified to be even more congruent with the public universities, governing boards, and Board of
Higher Education PQP process. The annual July RAMP submission requirements should be
eliminated. Rather, the Board of Higher Education staff should publish modified forms of the data
that appear in this report, variations of which were previously published as RAMP Repot' s. In
addition, institutions should conduct their own, more detailed and comparative analyses of specific
activity levels comparing resource commitments to outcomes.

One source for national comparative data is the National Association of College and University
Business Officers (NACUBO) Benchmarking Survey. The objective of the NACUBO Benchmarking
Survey is to provide comparative data that will stimulate the search for best practices in the
administrative operations of colleges and universities. The Survey gathers performance data in over
35 functional areas and provides customized analytical services. Campuses may want to consider
reallocating resources from current support function review procedures to cover the costs of
participating in the NACUBO, OT similar, studies.

Utilizing the comparative analyses developed in this and subsequent reports and their own more
detailed benchmarking activities, universities and governing boards should apply the P Q P guidelines
for administrative and support functions. Specifically, they should:

determine whether or not each administrative or support activity is central to the
institutional mission. Institutions should reduce or eliminate state funds that support
units not central to their missions, especially when expenditures exceed the statewide
average;
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examine the breadth and scope of activities within each administrative and support area
to ensure that growth is justified in relation to clientele served and improved productivity;

determine whether or not more than one administrative or support unit is providing
similar services, and consolidate units where such redundancy is found; and

develop comparative or benchmarked expenditures and expenditure ratios to identify
units with significantly higher or lower ratios and to discover and adopt best practices in
relatively low overhead units.

Based on this examination, institutions should report their findings, actions taken, and results
realized in annual productivity reports.
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APPENDIX

ADMINISTRATIVE AND SUPPORT FUNCTIONS DEFINITIONS

Definitions for the individual activities in each of the four functional areas are provided below.
Examples of activities included in each subprogram also are provided.

Activities That Support the Institutions' Academic Missions

Activities that support the institutions' academic mission are carried out in direct support of
the primary functions of instruction, research, and public service.

Departmental Administration and Personnel Development. Activities include thuse that provide
administrative support and management direction to those programs and activities classified as
instruction. Examples of activities included within this subprogram category are: departmental
chairpersons, associated departmental personnel, recruiting, sabbaticals, travel, equipment,
commodities, departmental retreats, and advising.

Library Services. This subprogram includes those activities that directly support the collection,
cataloging, storage, and distribution of published materials that support one or more of the
institution's primary functions. Library administration is included here.

Academic Administration. This subprogram includes administrative support and management
activities specifically for the support of an institution's primary programs of instruction, organizgd
research, and public service. College deans and associated personnel, faculty senates, faculty
recruitment, and other types of personnel development programs assigned to the college level all are
examples of activities to be included in this subpropam.

Facultv and Staff Auxiliary Services. This subprogram includes those support services that have been
established primarily to serve the faculty and staff such as faculty lounges, faculty cafeterias or faculty
centers providing a variety of services.

Museums and Galleries. This subprogram includes those activities related to the collection,
presentation, and exhibition of historical materials, art objects, scientific displays, and so forth, that
support one or more of the institution's primary functional programs.

Academic Sugpon Not Elsewhere Classified. This subprogram includes all remaining activities whose
objective is to support the three primary programs of Instruction, Organized Research, and Public
Service. An example of an activity to be placed in this subprogram is an institution's University Press.

Activities That Provide Services To Students

The Student Service Program includes those activities carried out to facilitate students'
educational objectives as well as contribute to the emotional and physical well-being of the students
and to the intellectual, cultural, and social development outside the context of the institution's formal
instructional activities.

Admissions, Registration and Records. This subprogram includes activities carried out by the
institution related to 1) identification of prospective students, 2) promotion of attendance at the
institution, 3) processing of applications for admission to the institution, and 4) maintenance, handling
and updating of records for students currently enrolled. Examples of activities included in this
subprogram are: recruiting trips, communication with high schools, student record maintenance,



correspondence related to student records, interviewing student applicants, and evaluation of student
applicants.

Social and Cultural Development. Activities established to provide for the social and cultural
development of the student outside the formal academic program are classified into this subprogram.
It includes those activities supported and controlled primarily by the student body, those activities
outside the student's educational experience, and general recreation activities for the student body.
Intercollegiate athletics are excluded.

Counseling and Career Services. This subprogram includes formal placement, career guidance, and
personal counseling services provided for the benefit of students. Activities to be included are those
related to personal and disciplinary counseling, and vocational testing and counseling, as well as those
activities carried out to assist students in obtaining employment upon leaving the institution.

Student Health/Medical Services. This subprogram includes activities carried out for the specific
purpose of providing health and medical services for the student body. The activities included in this
subprogram are generally associated with a student infirmary rather than a teaching hospital.

Financial Assistance. All financial assistance provided to undergraduate students in the form of
outright grants, trainee stipends, prizes awarded by the university or through the university, and
matching funds for student loan programs (i.e., National Direct Student Loan Program) are reported
in this subprogram. Resources required to replace revenues due to the waiver of student fees are
reported in this subprogram. Often student fee waivers are granted to students who are awarded
statutory tuition waivers. Institutional loan programs are not reported as a part of this functional
subprogram.

Financial Aid Administration. This subprogram includes administrative activities carried eat in
st: lort of an institution's financial aid program.

Student Service Administration. This subprogram includes those administrative activities that provide
assistance and support, excluding academic support, to the needs and interests of students. This
subprogram includes only those administrative activities that support more than one subprogram
within Student Services Activities and/or provide central administrative services related to various
student service activities.

Activities That Provide In_stinentind,Stmmt

This area includes those activities carried out to provide for both the day-to-day functioning as
well as the long-range viability of the university as an operating organization. The overall objective
is to provide for the institution's organizational effectiveness and continuity.

Executive Management. This subprogram consists of those executive level activities concerned with
the overall management of, and long-range planning for, the entire institution. Included within this
subprogram are the activities of the various participants involved in policy formulation and executive
direction, including the activities of the governing board, the chief executive officer, and the senior
executive officers.

Financial Management and Operations. This subprogram consists of those activities related to the
day-to-day financial management and fiscal operations of the institution.

General Administration and Logistical Services. This subprogram consists of those activities related
to the general administrative operations and services of the institution with the exception of those
activities related to financial operations and to student records. Included in this subprogram are 1)
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the administration of personnel programs, 2) the purchasing and maintenance of supplies and
materials, 3) management of the institution's facilities, and 4) administrative computing support.

Public Relations/Development. This subprogram consists of those institutional activities established
to maintain relations with the local community, the institution's alumni, governmental entities, and
the public in general, as well as those activities carried out to support institution-wide fund raising
and development efforts.

Operations and Maintenance of the Physical Plant

This area consists of those activities related to maintaining existing grounds and facilities,
providing utility services, campus security and fire protection, transportation, and rental of space.

Superintendence. All activities necessary to carry out the duties of management and administration
for all areas under the jurisdiction of the physical plant division of the university are included in this
functional subprogram.

Custodial Services. All activities related to custodial services in building interiors are reported as
Custodial Services.

Repairs and Maintenance. This subprogram includes all activities and costs which are required tc.,
perform routine repair of buildinp, related equipment, structures, and appurtenances including
normal recurring repairs, and preventive maintenance.

Grounds Maintenance. Grounds maintenance includes operation and maintenance of campus
landscape and grounds.

Utility Production. This functional category includes the contractual costs for purchasing electricity,
natural gas, water, and sewage treatment services. It also includes the cost of primary fuel sources
such as coal and fuel oil used in the production of heat, light, and power.

Utility Support. Activities included in this subprogram are those related to the operation and
maintenance of heating and air conditioning plants; utility distribution systems, and maintenance,
operation and replacement of the necessary equipment to support utility production.

Permanent Improvements. This subprogram includes those activities and costs, funded with operating
funds, which improve property or replace an item which has surpassed its estimated useful life. The
activities are classified as nonrecurring.

Security. Police needed to secure the physical plant of the university, to enforce law and order on the
university campus and to control campus traffic are reported in this functional subprogram. The costs
reported under Security should include personnel, equipment and supplies.

Fire Protection. Fire protection included activities and costs which provide fire protection services
for the university campus. In some cases a university maintains its own fire department while in other
cases the university contracts with a municipality for fire protection services.

Transportation. Transportation includes all activities related to the purchase, maintenance, and
operation of motor vehicles specifically for the use of the physical plant department.

Other Unclassified 0 and M Activities. All Operation and Maintenance of Physical Plant activities
which do not fit any of the above described categories are classified in this category.
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