University Budget and Finance Committee
Tuesday, September 9, 2009
1:00 p.m. PDT
ADMIN 207


Agenda

I. Welcome and introductions
II. Review of FSH 1640.20 (see below for full text)
III. Update on activities of University Budget Advisory Committee (see below for membership roster and original memo clarifying rationale and expectations of UBAC)
IV. Setting times for regular meetings
V. Questions, suggestions for future agendae
VI. Adjourn

1640.20
UNIVERSITY BUDGET AND FINANCE COMMITTEE
[created January 2005; replacing previous Institutional Planning and Budget Advisory Committee]
A. FUNCTION. The function of the University Budget and Finance Committee is
A-1. To advise the president, provost and vice president of finance and administration on matters pertaining to operating and capital budgets. The Committee will periodically review revenue streams (e.g., tuition, fees, indirect costs, etc.), revenue diminution (e.g., fee remissions, etc.), the use of state appropriated funds, university expenditures (e.g., salaries, benefits, operating costs, capital outlays, etc.), operating and strategic reserves, long and short term capital plans, and deferred maintenance plans. [ed. 7-06]
A-2. To be involved strategically in the university budget process. The Committee will help define the budget process and goals, and participate in university budget hearings and meetings.
A-3. To monitor consolidated financial reports for potential irregularities or imbalances and to comment on proposed corrective actions.
A-4. To initiate the study of budget and financial policies and issues.
A-5. To provide periodic reports to Faculty Council and Staff Affairs on matters pertaining to university finances and budgets.
B. AGENDA. The agenda of each meeting will be set by the Chair of the committee in collaboration with the vice president of finance and administration and/or the provost. The vice president of finance and administration is the point of contact for the committee and is responsible for notifying the committee of relevant meetings dealing with university finances and budgets. [ed. 7-06]
C. STRUCTURE AND MEMBERSHIP. The committee is composed of 11 voting members, all (except students) serving on three year staggered terms, and 4 nonvoting members. The committee chair will be a Faculty Councilor and will usually be the senior member of the voting membership elected by Faculty Council. A broad representation of faculty, staff and students across the various colleges of the university is expected.
Including the committee chair, the voting membership includes:  Three Faculty Councilors selected by Faculty Council, two faculty (currently not serving on Faculty Council, selected by the Committee on Committees), three staff, (not associated with the university financial or budget offices, selected by the Committee on Committees from nominations provided by the Staff Affairs Committee), three students (selected by the Committee on Committees from nominations provided by the Associated Students of the University of Idaho, Graduate & Professional Student Association and the Student Bar Association). Ex Officio (w/o vote) membership includes: Provost and Executive Vice President, Vice President of Finance and Administration, Budget Director, Director of Institutional Research and Assessment.  [ed. 7-06]
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	Suzanne Aaron

	Don Blackketter

	Tyrone Brooks

	Kathy Canfield-Davis

	Loren Doman

	Tom Gorman
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	Jim Murphy

	Bob Smith
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	John Tracy




Structures and Staffing for Strategic Planning, Budgeting, and Financial Management:  An Action Plan for the University of Idaho

Steven Daley-Laursen, President						March 2009

The University of Idaho’s planning, budgeting and financial control functions are critical to the institution’s strategic advancement and to its management credibility. In his fall 2009 address to the university, the President laid out a vision for a sustainable budgeting system, including establishment of reserves, balanced annual budgets and process linkages between long and short term planning and budgeting.  Organizational consultants and an auditing firm were invited to visit the university in the fall and winter of 2008-09, to review our current structures, interview staff and faculty at all organizational levels, and offer recommendations to the President1.  

Key Findings from Internal and External Observations and Analyses:
· The processes of planning, long and short term budgeting, and related institutional research, assessment and reporting must be elevated in importance and fully integrated if we are to achieve our strategic goals and optimize our institution.  Consultant reports indicate a common perception by unit leaders throughout the university that there is insufficient linkage between planning and resource allocation.  Strategic, operational and capital planning all need attention.  Current investments in planning do not meet the institution’s needs, especially during times when resources are so scarce relative to the demands placed on the University.

· The university must agree upon and implement a budget model to drive allocation of resources and related short and long term fiscal planning.

· Strong, trusting, interdependent relationships between central administration and the units are imperative and stated as priority in the fourth goal of our institutional strategic plan.  This is especially important in the financial and budget arenas.  Interdependence and trust will be aided by open, transparent and consistent communication, regular information sharing, clear strategic goals and direction, consistency between central and unit goals, agreement on an appropriate budget model to drive allocation and investment decisions, joint planning, adequate reporting, and enforced accountability.  

· Separation is needed between the fiscal controls function (controller, accounting and financial management) and the planning and budget function (budgeting and strategic, capital and operational planning).  The former is about managing transactions that have occurred, and the latter is about managing for transactions to be made in the future – looking ahead and using budgeting processes to make sure the desired institutional future happens.  It is atypical for a research university with the University of Idaho’s level of complexity to have a single official with responsibility for both financial management and budget.  Interviews indicate the vast majority of individuals do not think the current arrangement adequately serves the University’s needs. Consultants concur with the need for reforms.  This is an issue of structure, not performance.


Course of Action:
1. The functions of financial management/controller and budget/planning will be separated.

2. The financial management/controller function will continue to report directly to the Vice President for Finance and Administration.  

3. An Office of Planning and Budget will be established in the office of the Executive Vice President and Provost.  This office will consolidate the key elements surrounding resource allocation.  A new position of Chief Planning Officer will oversee the Office of Planning and Budget, and report directly to the Executive Vice President and Provost.  The Budget Office will be located in the Office of Planning and Budget, and a new position of Budget Director will report to the Chief Planning Officer.

The Chief Planning Officer will:
· supervise the budget director,
· serve on the President’s Executive Team, President’s Cabinet and Provost’s Council,
· establish structures, policy, rules and processes for strategic, operational and capital planning that will move the institution forward strategically, 
· lead the institution’s strategic, operational and capital planning processes and coordinate institutional planning and budgeting with unit planning and budgeting,
· conduct/order financial analyses in support of planning processes,
· prepare all materials to support resource allocation decision making by the executive vice president and provost, president and executive team, and
· lead and manage in a manner to be trusted, communicate effectively and implement processes that bring people together on a path owned by leaders throughout the institution and for the optimization of the institution as a whole.

The Budget Director will:
· supervise all employees in the budget office,
· serve on the President’s Executive Team, President’s Cabinet and Provost’s Council, 
· establish and chair a university budget committee and advise the executive vice president and provost on all budgeting and resource allocation activity,
· work with the budget committee to select/implement a budget model for the university,
· establish structures, policy, rules and processes for institutional budgeting that will move the institution forward strategically, 
· set annual and long term (5-7 year) budgets that most effectively, creatively and efficiently advance the implementation of the University’s strategic, operational and capital plans, 
· conduct/order financial analyses in support of budget processes, and
· lead and manage in a manner to be trusted, communicate effectively and implement processes that bring people together on a path owned by leaders throughout the institution and for the optimization of the institution as a whole.

4. National searches will be conducted for the Chief Planning Officer and Budget Director.

5. Dr. Jack Morris, Dean of the College of Business and Economics, will take on the temporary assignment of establishing the Office of Planning and Budget and managing the transition from the current structure to the new structure.   Dr. Morris will lead a transition team including, Executive Vice President and Provost Doug Baker, Vice President for Finance and Administration Lloyd Mues, and others to be named.  Responsibilities for Dr. Morris are to:

a. establish the new university budget advisory committee, 
b. determine the relationship between the university budget advisory committee and the existing university budget and finance committee,
c. work with the university budget advisory committee (in a consultative process with the university community) to identify a budget model for the university,
d. establish policies and processes for annual and long term planning and budgeting, and
e. chair the search for a Chief Planning Officer (the Chief Planning Officer will then chair the search for the University Budget Director).

6. The new university-wide budget advisory committee will be chaired by the budget director and broadly representative of university functional areas, faculty, staff and students.  The committee will inform and advise the budget director on all aspects of budgeting and resource allocation. The committee will establish a university budgeting model to drive allocation of resources and related long term fiscal planning.  The committee will use workshops and information sharing to ensure institutional buy in, full utilization and adherence to the budgeting model.

7. All current budget office employees will reside within the Office of Planning and Budget and report to the Budget Director.  

8. Strategic enrollment management and institutional research and assessment will continue to reside within the office of the executive vice president and provost and have significant ties to the Office of Planning and Budget.

9. Controls, financial management, financial reporting, compliance, financial analysis and related functions will remain within the office of the vice president for finance and administration.  The controller’s function will monitor and manage to ensure that all units stay within budget.  All accounting and related employees will report through the university controller.

10. Vice Presidents for Research, Advancement, and Finance and Administration and the Athletic Director will all have significant, ongoing, working relationships with the Office of Planning and Budget and with the Office of the Controller.

11. The President will be briefed on institutional planning and budget via regular meetings with the executive vice president and provost, director of planning and budget and president’s executive assistant/chief of staff.

Rationale and Communications:
The president is communicating with the Executive Leadership Team, President’s Cabinet, Provost’s Council, Faculty Council, Staff Affairs, Student Government, University Budget and Finance Committee, Executive Vice President and Provost staff, Vice President for Finance and Administration staff, and the broader university community about the need and justification for these actions, especially the addition of new budget and planning leadership positions in very difficult economic times.  

The rationale for this approach is that we need to a) establish separation of functions to meet basic standards of the financial industry, b) increase cooperation and transparency between planning and budgeting, and c) coalesce planning, budgeting and assessment to achievement of our strategic, operational and capital plans. Our sustainability and vitality depend upon this action.  We must let our imagination about a better condition become a reality, right now.  

In the words of consultant Larry Goldstein, this structure combines and consolidates the key elements surrounding resource allocation…effective approaches to resource allocation must incorporate comprehensive attention to dollars, positions, space and technology.  Planning, which is intended to move the institution toward a collaboratively established vision, must drive all resource allocation decisions.  Resource allocation decisions must then be assessed to determine the effectiveness of the accomplishments achieved with the resources….and assessment must answer the questions, were the goals achieved and, if not why not?  Also…this will bring segregation to the critical processes of developing the budget (budget office) and ensuring that is monitored appropriately (finance office), and it will and free up needed capacity within the finance office1.  Goldstein report available on web: http://www.uidaho.edu/~/media/Files/President/Goldstein%20University%20of%20Idaho%20Budget%20Organization%20Review.ashx. 

The university must prioritize, invest and assess to succeed and the Office of Planning and Budget will provide structure and process for prioritization and resource allocation decisions.  The Office of Planning and Budget is considered best practice by the national professional association of university business officers.  There will be a swift return on investment on this restructuring action; all will see and feel a positive difference at our university, quickly. 

The Transition:
A carefully managed transition is imperative. It will take diligence, dedication and cooperation to move budget responsibilities from the vice president for finance and administration office to the executive vice president and provost office, including transfer of people, wisdom and knowledge, and communication and coordination with external stakeholders.  The transition team will lead this process.

The transition planning under the leadership of Dr. Morris will begin immediately and continue through this semester.  However, full implementation of our new planning, budget and financial management structures will not commence until the beginning of the FY2010 fiscal year.  All budget office employees will continue reporting through the vice president for finance and administration until the change of the fiscal year.  This will honor the current working relationships between the vice president for finance and administration office and the State Board of Education and State Department of Financial Management during the remainder of the very dynamic, current fiscal year. 

Full implementation of the new structure and processes and adoption of a new university budget model is expected by the end of fall semester 2009.

1 A report from consultant Larry Goldstein is an addendum to this document.  Dr. Goldstein is cited on the NACUBO website as a leading authority in the area of planning and budget for higher education, and his book is referred to as the definitive work on this subject.  He also hosts an on demand workshop on this subject on the NACUBO site.  Dr. Goldstein welcomes all inquiries and comments and can be reached at Larry.Goldstein@Campus-Strategies.com.





