
Procedure for Schools/Colleges Budget Reform
Budget Committee of the Academic Senate

Approved as of November 13, 2009

Preamble

1. Legislative Background. At the September 2, 2009, meeting of the Budget and
Finance Committee of the Board of Governors (BOG) , the chair of the Budget
Committee of the Academic Senate, who also serves as the faculty representative on
the BOG’s Budget and Finance Committee, presented a motion passed by the Budget
Committee at its meeting of August 31, 2009. That motion asked that the proposal for
recapturing all open faculty lines, subject to an appeals process, be removed from the
Budget Book and replaced with the following statement:

The Administration, in consultation with the faculty and deans, shall
explore during FY 2010 various ways of making the budgets of the
schools and colleges more accurately reflect their expected expenditures.

That motion was defeated, with only one member of the BOG voting for it. In the
course of discussion of the motion, President Noren and Budget Director Kohrman
assured the BOG that the intent of the Administration’s motion was the same as that
of the Budget Committee, as set forth above. The chair expressed concern that the
Administration’s proposal suggested an intent to extract funds from the Schools and
Colleges. The Administration assured the BOG that such extraction was not the goal of
the proposal.

2. Goals of this Procedure. After the meeting of the BOG’s Budget and Finance
Committee, the chair decided that the Budget Committee could best serve the interests
of the faculty and the Schools and Colleges by preparing a draft proposal that would
be a substitute for the proposal contained in the Budget Book. After due deliberation,
the Budget Committee has prepared its proposed procedure for reforming the budgets
of the Schools and Colleges. From the perspective of the committee, the proposed
procedure has the following key features:

• No funds would be shifted from the Schools and Colleges to the adminis-
trative side of the budget;

• The budgets of the Schools and Colleges would be revised by the deans, in
consultation with the provost and the budget director, so that they more
accurately reflect expected expenditures;

• The revision of the budget process would not become an occasion for
further centralizing of decision-making at the University with respect to
faculty hiring.

3. Leaked Early Draft. As a start to the expected discussions in the Budget
Committee, the chair prepared a draft proposal in which he focused primarily on
preserving funding within the Schools and Colleges. Prior to meeting with the Budget
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Committee, the chair shared the draft with the Provost and the Budget Director. Much
to the surprise of the chair, the Budget Director provided the chair’s draft, perhaps
with the Budget Director’s revisions, to the President’s Strategic Planning Budget
Committee. It is unclear whether that early draft was identified by the Budget
Director for what it was. Needless to say, that early draft does not necessarily reflect
the views of the Budget Committee; it reflects the current views of the chair only
with respect to the need to preserve funding within the Schools and Colleges.

4. Response to Action of BOG. The members of the Budget Committee are well
aware of the difficulties facing deans as a result of budget cuts and increased costs
resulting from the decline in the percentage of the board-line General Fund budget
going to the Schools and Colleges. It is not the intent of this proposed procedure to
further complicate the lives of our deans. The committee is responding to the decision
of the BOG, which we unsuccessfully opposed, to include in the Budget Book the
Administration’s proposal for capturing unfilled faculty lines. More specifically, we
seek to minimize the harm otherwise resulting from that decision. In the view of the
Budget Committee, that decision was due in large measure to the failure of the
Administration to adequately explain to the BOG the complex budgeting system
currently in place and the many valid reasons for hiring lines in the Schools and
Colleges to remain unfilled for an extended period. 

In crafting our proposed procedure, we have tried to deal with what we perceive to be
a political reality, namely that the BOG apparently wants some mechanism in place for
capturing unfilled faculty lines when a school/college has refused to fill the line for an
extended period. We believe the Administration also wants such a provision. In our
view, once the current budgets of the Schools and Colleges have been reformed, most,
if not all, of the schools and colleges will have little reason to hold a faculty hiring line
open for an extended period. Our proposed procedure is written so that a hiring line
would be captured only if the school or college has held the slot open for an extended
period and lacks a good reason for doing so. If our proposed procedure were modified
to make it significantly more likely that faculty hiring positions would be captured, we
would not support a capture provision.

5. Centralizing of Budget Authority. The Budget Committee played a leading role
after the departure of former president David Adamany in dismantling many of the
measures that had been put in place to centralize most budget decisions. Those
measures, over time, had devitalized the Administration and had undermined the
ability of the Schools and Colleges to manage their operations. In our view, budget
decisions should be made at a level that facilitates wise and timely decision making.
Some University decisions are best made in the Office of the President. Others in the
Provost’s Office or the Office of the Vice President for Research. In our view, the
primary decisions regarding the hiring of tenured/tenure-track faculty should be made
in the Schools and Colleges, with some oversight from the University’s chief academic
officer.
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The proposal inserted in the Budget Book at the request of the Administration does not
explicitly state that the Administration is seeking to centralize decisions regarding the
hiring of faculty. Still, the document can be read as an attempt to move the oversight
of routine faculty hiring decisions into the Office of the President. We hope that we
are misreading that document, which we concede is not a model of clarity. In any
event, we have crafted our proposed procedure to achieve the asserted goals of the
Administration’s proposal without inserting the Office of the President into routine
faculty hiring decisions.

6. Subsequent Action on this Procedure. The only action that Budget Committee
contemplates taking with respect to this proposed procedure is to forward it to the
Policy Committee with the recommendation that the Policy Committee forward it to
interested members of the University community.  We anticipate that our proposed
procedure will be subject to refinement after being reviewed by the deans and chairs,
who will have to live with whatever procedure is adopted by the BOG. We anticipate,
and the BOG’s Budget and Finance Committee anticipates, that the Administration’s
revised procedure will be brought to the Budget Committee well in advance of its
submission to the BOG. We hope that the final procedure will be one that this
committee can support.

7. Summary of Proposed Procedure. The procedure below is divided into three parts.
Part 1 (Paragraphs 1-5) are one-time steps taken to rationalize the existing budgets of
the Schools and Colleges. These steps are not to be repeated. Part 2 (Paragraphs 6-13)
sets forth the procedures that deans must follow if they leave a faculty line open for
an extended period. These procedures only come into play after the Schools and
Colleges have developed their more realistic budgets and those budgets have received
approval from the Administration. We expect that Part 2 will come into play rarely for
almost all of the Schools and Colleges. Part 2 deals with potential cases in which a
dean has used funds intended by the BOG for faculty hiring for some other purposes.
Having a procedure in place to deal with those cases could prove useful and should be
reassuring to the BOG that the Schools and Colleges are doing their best, within the
constraints of very tight budgets, to maximize the number of tenured/tenure-track
faculty. Part 3 (Paragraphs 14-15) sets the time for implementation of this procedure.

Procedure

Initial (one-Time) Revision of Budgets of Schools and Colleges

1. Preparation of Realistic Budgets. The dean of each school/college shall prepare a
realistic budget, constructed according to sound budget principles and in accordance
with budget categories adopted by the Budget Office. This realistic budget shall show
the anticipated current uses of funds coming from General Fund sources, including
unfilled hiring lines. These budgets shall be prepared in consultation with the Budget
Office and the Provost’s Office, after consultation with appropriate faculty committees
and, in the case of departmentalized schools/colleges, with the department chairs.
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2. Consultation with Provost. After preparing budgets based on the anticipated use of
the funds for their school/college, the deans shall consult with the Provost to make
sure that their revised budget does not convert faculty lines inappropriately to pay for
operating expenses. If faculty lines have been converted inappropriately, the Provost
shall require an appropriate revision in the budget.

3. Budget Discipline. After their budgets have been approved by the Provost and,
ultimately, by the Board of Governors, the schools/colleges shall operate under their
revised budgets, as they may be amended each year as part of the annual budget
process.

4. Right to Regain Faculty Positions. If a dean should formally convert a faculty
hiring line in accordance with paragraph 1 to provide funds for operating expenses,
such as, for example, for funding of part-time faculty, the dean may convert that
funding back into a faculty hiring line at any time. If the conversion back into a
faculty hiring line is done within three years of the original conversion, the funding
necessary for fringe benefits will be provided by the Administration out of a reserve
that it shall maintain for that purpose. Funding for the reserve shall come from the
funds captured by the Administration from the conversion of funds for faculty hiring
lines into funds for operating expenses.

5. Budget Flexibility. In general, deans shall have full authority to move funds from
one use to another within their budget. After they have developed their realistic
budgets in accordance with paragraph 1, however, they shall not be permitted to
convert a faculty hiring line on a permanent basis to pay for operating expenses,
except as provided in paragraph 7 (frozen positions). In accordance with current
practices, the schools/colleges may retain and spend funds in their budget from lines
that are open temporarily.

Ongoing Budget Procedures

6. Capture of Faculty Hiring Lines. If a tenured/tenure-track faculty hiring line
remains open for more than two years after the adoption of this procedure by the
Board of Governors, the funding for the line (including fringes) shall be subject to
capture. If a dean requests permission to fill an open faculty position, the two year
period does not begin until the dean has received authorization to fill that position.

7. Frozen Positions. Positions that have been frozen to provide retreat rights for
administrators, to permit, by special agreement with the Provost, the use of
tenured/tenure-track lines to hire lecturers, or have been frozen for any other reason
are not subject to capture under this procedure.

8. Active Search Exception. Funding for a faculty position is not subject to capture as
long as a school/college is actively attempting to fill that position. 
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9. Waiver by Provost. In appropriate cases, the Provost may waive capture of the
funding for a faculty hiring line under paragraph 6. A dean requesting a waiver shall
submit a written request to the Provost explaining the basis for the waiver. Waivers
shall be given for reasonable cause. For example, if a school/college is attempting to
accumulate sufficient funds from salary savings to pay for startup expenses, it is
anticipated that a waiver would be granted.

10. Waiver by President. Except as provided in paragraphs 7-8, any waiver of capture
of the funding for a faculty hiring line that remains open for more than four years
requires the written approval of the President and the Provost.

11. Funds to Central Pool. If the funding for a faculty hiring line is captured, the
funding (including fringe benefits) shall go into a central pool under the control of the
Provost. 

12. Uses of Central-Pool Funds. Amounts in the central pool derived from the capture
of the funding for faculty lines may be used only to pay the salary (including fringes)
of additional tenured/tenure-track faculty. Temporary funds in the central pool may be
used, at the discretion of the Provost, for one-time enhancements in the Schools and
Colleges.

13. Competition for Central-Pool Funds. The Provost shall develop a system under
which the Schools and Colleges may compete for funding of new faculty hires from
the funds collected in the central pool under paragraph 11.

Timing of Implementation

14. Starting Date for Realistic Budgets. The realistic budgets contemplated in
paragraph 1 shall be developed beginning in academic year 2009-10 and shall become
effective for FY 2010-11.

15. Starting Date for Capture of Hiring Lines. Faculty hiring lines shall become
subject to capture beginning in FY 2011-12 or one year after this procedure has been
adopted by the Board of Governors, whichever is later.


