
 University Budget Advisory Council 
 Ac�on Minutes 
 April 11, 2023 

 Members present:  Shannon Burchard, Sarah Blackburn,  Jonathan Cromwell, Otgo Erhemjamts, Michael 
 Goldman, Laura Hanneman, Michael Harrington, Ethan Lee-Bellows, Jeff Le�off, Lindsey McClenahan, 
 Elizabeth Merkel, Spencer Rangitsch, Julia Schulte, John Zarobell 

 Members absent and excused:  Opinder Bawa, Julie Orio,  Thao Khuong 

 Announcements 
 ●  One more UBAC mee�ng in May 
 ●  Le�off is depar�ng USF in mid-June, management of opera�ng budget to be relocated to B&F, 

 planning transi�on in progress. Plan to keep current budget office within Academic Affairs. 
 ●  Le�off is making a presenta�on to ASUSF on 4/12. Zarobell will also join with other 

 administrators. 

 Approval of Ac�on Minutes  : March 23, 2023 

 Mo�on/2  nd  :  Blackburn/Merkel  Vote  : 13  Abstain  : 1 

 Summary of Finance Presenta�on 
 Le�off reviewed the �meline for FY24, response to budget gap Phase 1 and con�nuing to revise Phase 2 
 gap, $13M. Hopeful to cut the $13M gap by two-thirds. The final gap will be allocated to the units and an 
 updated budget will go to the Board for review and approval. 

 $39M gap consists of increased opera�ng increases associated with infla�on and contracts including 
 compensa�on increases, debt service for Masonic Building, student bad debt, opera�ng reserves 2%, 
 and FY23 $13.1M placeholder and net revenue decrease. 

 Finance Commi�ee interested in mul�-year strategies and longer-term solu�ons to stabilize opera�ng 
 budget: enrollments, Financial Aid and discount rate and expenses con�nue to increase. Stabilizing the 
 discount rate has to be though�ul to maintain enrollments and USF’s mission. How much do we cut on 
 base budgets? 

 ●  Enrollments: every 100 undergraduate students represents approximately $2.8M in net revenue 
 and every 100 graduate students ranges between $2.3-$3.4M based on tui�on. 

 ●  Reten�on: every 1% for the first year generates an increase of about a half million in year one 
 and by Year four, it is $2.4M. 

 ●  Discount rate: every 1% change is $6.4M ins�tu�onal wide. This would require a mul�-year 
 process. Since 2019, ins�tu�onal discount rate has gone up 4.6% or $30M. 

 ●  Expenses: We have developed a university that is built to support 11,000 students pre-covid and 
 now at 9700 students last fall.  The 1300 delta in students translates to about $36M. 

 Don’t see how any one of these levers alone can balance the budget. Will need to be a combina�on. 
 Don’t see enrollment growing to 11,000 in the next 3-5 years. We should not rely on this growth. 



 Are there any enrollment updates?  The Enrollment Dashboard is in transi�on and recently working with 
 consultants HRCR on a new model. Most change is at the graduate programs, establishment of two 
 master programs in Oakland, closure of Holy Names University and Nursing students in the Kaiser 
 partnership, 22 new students. Rolling out the Double Dons program by offering discounts for alumni 
 seeking graduate degrees. 

 Is Leadership looking to mandate a certain level of base level cut vs carrying this gap?  This is a discussion 
 at Cabinet. McClenahan shared some re�rement posi�ons will not be filled. 

 UBAC has in past years requested savings narra�ves and will soon be shared in Canvas. The narra�ve 
 template asked for a li�le more background and informa�on. It has been useful in the past in fulfilling 
 transparency and for the community to see where the cuts and impacts are. It’s always nice to hear from 
 Cabinet representa�ve perspec�ves. What is the �ming of Phase 2?.  Decisions will be made by President 
 and his Cabinet. Process will look very similar to Phase 1. 

 The revenue at risk, $2.4M, is this an addi�onal scholarship that is unbudgeted?  Is the addi�onal 
 headcount balance out the total of addi�onal scholarship of new dons and exis�ng Dons so it does not 
 have an effect on the $2.4M?  The contribu�on to net  revenue of the program is net. 

 If we don’t hit the increased headcount from Double Dons, will that net increase be a loss?  If we get  zero 
 addi�onal students, it will be a net cost with addi�onal scholarships. 

 Otgo shared the deans were informed not to worry about one-�me or base cuts, therefore Phase 1 
 exercise, we did not indicate which was one-�me or base cut. Deans may s�ll update their savings plan. 

 To take a posi�ve approach, think of ways to grow top line revenues from enrollments while holding 
 expenses constant. One of the challenges this year is infla�on and serious price spikes. The SEP ini�al 
 effort to think of long-term enrollment planning and revenue stream, but in the course of the academic 
 year, recognizing this is not a viable op�on. Where does it lead us with long-term budget planning? Does 
 it put us on a path to reconcile our revenue and expenses or do we need more radical work?  Otgo shared 
 her approach of looking at things with fresh eyes and a finance lens with a deep dive on data, how much 
 does it cost to run the SOM. USF is set up as an expensive place to run, big part of opera�ng expense is 
 fixed, large tenured faculty, union contract raises, and CBA states department chairs receiving course 
 release. Scope of responsibili�es of chairs at USF is lower compared to other business universi�es. SOM 
 is considering reorganizing its departments. 

 The chair model is significantly different at USF. At UBAC, we look at university-wide. SOM (academic) is 
 different from a service unit. CAS faculty concerned about losing their departments. Conversa�ons 
 star�ng to be more about these kinds of issues. 

 Framing it in an ins�tu�onal restructuring and usage of fixed costs, e.g., CASA, what should that 
 alloca�on be and how should we think about these alloca�ons across the university?  SOM has not looked 
 at it this year. School level budget look at top line revenue, enrollment tui�on, net revenue minus 
 opera�ng expenses. There is no line items for fees to ITS, Marke�ng, they don’t show up as opera�ng 
 expense. We calculate our contribu�on margin. Think we should look at standardiza�on. 
 The Provost asked for a small team to look at benchmarking data, what is the op�mal enrollment size, 
 budget size? If we look at universi�es in similar size, then we can say which university tend to have high 
 reten�on rate, student outcomes, what kind of expense ra�o can be jus�fied. 



 With the change of reloca�on of the opera�ng budget structurally, will this eliminate the opportunity to 
 have larger discussions among the schools?  Don’t  imagine it will change, everyone is going through this 
 pain. Regardless of where budget management goes, we’re all interested in this data and data driven 
 decisions. 

 How are contribu�on margins considered in rela�on to budgets?  We have migrated away from relying on 
 contribu�on margins to evaluate the health of the programs this year. Deans and delegates should set 
 priori�es for their school and programs. 

 Applaud Otgo’s innova�on. Think we need this flexibility and think we can all benefit from this even if 
 some ideas might break.  Will have to be more increasingly  in tune to programs that get students jobs. 
 There are ways to iden�fy centers of excellence and crea�ng posi�ve experience for our students. Would 
 love to hear what other schools/college are doing  .  When people think of innova�on, they tend to think 
 of curricular innova�on. Innova�on is many ways, working with each other, not just new programs. 

 General Comments/Discussion 
 UBAC has always been under the Provost, what does the new transi�on mean for this commi�ee? All of 
 the Tri-chairs will be rolling off next year. How can we be�er ar�culate what UBAC recommends? What 
 would UBAC like to see? For example, the upcoming President’s  May 2  nd  Townhall. Many feel that UBAC 
 exists to provide support and advice, but not being brought into this Townhall or the conversa�ons 
 informing it. Seems that the future work of the commi�ee is decided by those who aren’t here, rather 
 than the commi�ee itself. Would like to reinforce what this commi�ee stands for, UBAC’s role, how 
 might UBAC con�nue to be relevant. Sense that shared governance isn’t actually going anywhere. Many 
 see the value of UBAC, but don’t know what the support from administra�on is for this work. 

 Was the crea�on of UBAC pushed hard from USFFA?  Yes,  it is one of the major impetus for genera�ng 
 this commi�ee along with WSCUC, shared governance. We also want to evaluate whether it achieved 
 the goals we thought it would. 

 Feel it has been useful. Has a broader impact to make decisions, how cuts may impact services, and help 
 to explain things to the rest of the university. It is hard to see how it con�nues with the restructure. 

 Is UBAC a model/fulfillment of shared governance? There is a strategic plan working group on Shared 
 Governance. Is this a place to consider UBAC conversa�on?  There are two UBAC representa�ves on the 
 Working Group. Members jave repeatedly men�oned UBAC as a prefigura�ve shared governance 
 structure on campus. In principle, UBAC has achieved a lot, but it is challenging to encourage people to 
 par�cipate (new elec�ons) when it is unclear what the efficacy of their par�cipa�on will be. 

 First step is to start the conversa�on and con�nue the conversa�on. Those on the commi�ee are doing 
 this service because we want to par�cipate in a broader process and benefit the university as a whole. 
 Need to be clearer about what we hope to achieve, especially if UBAC will be exis�ng an altered way 
 going forward. How can we ensure there will be a con�nued validity and significance in having this 
 group? Perhaps ques�ons? along these lines can be asked  in advance for the coming town hall? 

 Good of the order 
 Educa�on session for Financial Aid, either in early June or in the Fall. 



 Adjourned  1:30pm 


