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Background and Overview:

Universities currently face serious challenges, which some consider as existential threats, from
multiple systemic factors. These include the pending demographic enrollment cliff, but also an
unprecedented “demand cliff”’, which refers to enrollment declines in universities due to changing
perceptions that question the value of a university degree." CSU is no exception. CSU’s viability also
depends on its ability to recruit top talent by paying competitive salaries across all positions. Two of
the top three risks identified by universities in a recent survey are enrollments and
hiring/recruitment.” All of these factors, combined with rising education costs, student loan debt, a
changing job market and alternative credentialing options in the new “gig” economy, necessitate a
strategic response by CSU to preemptively address these threats. Failing to do so will risk its ability
to fulfill its primary land grant missions.

The current budget redesign proposal is the Administration’s response to these challenges. The CSU
website states: “Colorado State University recognizes a need to design and implement a new budget
model that will further the financial prioritization of our mission areas as well as proactively support
growth and success in the ever-changing landscape of higher education.”” In response, the
University is exploring a hybrid model that combines the current incremental budget model with an
incentive-based responsibility-centered management (RCM) model. The anticipated outcome is to
land somewhere in the middle on a continuum between those two extremes.

Obijective:

The objective of this second CoSFP report, entitled Opportunities and Risk Analysis of the RCM Budget
Model, is to help with the design process of the new budget model by operationalizing the CoSFP
values summitted to Faculty Council in a previous report—see Appendix I. For that purpose,
CoSFP has identified potential opportunities and risks associated with the RCM model. CoSFP’s
sole intention in identifying the potential risks is to strengthen the model: The Committee hopes and
expects that necessary measures are taken to avoid, alleviate or eliminate the potential risks so that
the budget model becomes stronger.

The Committee expects this document to evolve and be updated as the details of the budget model
emerge in the months ahead. The list of risks identified in this report is not exclusive. Neither are
the recommended actions the only possible actions. Nevertheless, we hope that CoSFP’s
Opportunities & Risk Analysis Report facilitates constructive discussions and generates innovative ideas
in the Faculty Council and across the university.
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Topic 1: Risk of Doing Nothing
Opportunity: Keeping the current budget will have well-known consequences.

Risk: CSU will face serious challenges from potential enrollment declines and a pressing need to
fund salary increases for employee morale and external competitiveness.

Impact: If these risks are not strategically addressed in a timely manner, all units will suffer. The
major risk to the University is doing nothing.

Related CoSFP Values: #1, #2
Risk Drivers:

1. The well-documented “enrollment cliff”” related to demographic factors.
An unprecedented “demand cliff” causing significant enrollment declines across universities
due to changing perceptions that question the value of a university degree.

3. Rising education costs and student loan debt.

4. 'The changing landscape of job markets and alternative credentialing in the new ‘gig’
economy.

5. Unexpected/unforeseen risks such as pandemics, geopolitical events, or financial crises.

Possible actions:

1. Use an integrated approach with two essential components: (1) implement an incentive-
based RCM hybrid budget model to increase institutional flexibility and innovation and to
create incentives for strategic and innovative growth potential, and (2) a salary improvement
plan to address internal and external equities to improve employee morale and external
competitiveness. The university should make an institutional commitment to the salary
improvement plan and make the salary adjustments uniformly across all units.

Topic 2: Growth
Opportunity: The new budget model will provide benefits in growth.
Risk: Unrealistic expectation that new budget model will benefit all
Impact: Morale issues from unmet expectation of new budget model
Related CoSFP Values: #1, #2, #3
Risk Drivers:
1. RCM models will create winners and losers.
Possible actions:
1. Provide supplemental funding for units experiencing losses during an appropriate transition

period.




Topic 3: Enrollments and Financial Decisions

Opportunity: The new budget model will help in enrollment and financial decisions.

Risk: Transient ebbs and flows in metrics (e.g., student enrollment numbers) will strongly influence
resource-allocation decisions

Impact: Some units will be deprived of needed resources or even eliminated based on short-term
fluctuations.

Related CoSFP Values: #1, #2, #3

Risk Drivers:

1. Ebbs and flows in student enrollment numbers often take place “naturally” without any
rational explanation. The outcomes cannot be explained by individual variation in
performance.

Possible actions:

1. Higher-revenue units should contribute more to the common pool resources.

2. Establish appropriate processes for “checks and balances” mainly involving the faculty to
decide on eliminating programs.

3. Metrics could be averaged over the last five years before using them as a basis for resource
allocation.

Topic 4: Transparency
Opportunity: The new budget model will improve the transparency of the way budget decisions are
made.
Risk: Financial decisions will not be sufficiently transparent at every level.
Impact: Lack of accountability on resource-allocation decisions.
Related CoSFP Values: #8, #9
Risk Drivers:
1. There is already a lack of clarity regarding financial and academic decisions: For instance,
college level performance decisions, strategic initiatives, subvention, etc.
Possible actions:
1. Improve accountability and transparency at all levels.
2. “Strategic initiatives” should be clearly defined at every unit level.
3. Ensure that the money generated by academic units is allocated to our core mission of
teaching, research, service/engagement.

Topic 5: Colleges as new “Responsibility Centers”
Opportunity: In the new budget model, colleges will be in a better position to make resource-
allocation decisions.
Risk: There will be unnecessary duplication of services.
Impact: Inefficient use of resources
Related CoSFP Values: #7, #8
Risk Drivers:
1. Services will be paid by the responsibility centers.
Possible actions:
1. Ensure adequate centralized services.



2. Limit services from consulting firms.

Topic 6: Revenue generation, cost reduction and student credit hours.
Opportunity: The new budget model will lead to healthy competition among units, leading to
revenue generation, cost reduction, and increase student credit hours.
Risk: There will be unhealthy internal competition for student credit hours.
Impact: Course cannibalization. Offering courses outside academic expertise. Student experience
undermined.
Related CoSFP Values: #2, #3, #5
Risk Drivers:
1. The question is not “how to serve students better?” but “how to generate revenues?”
Possible actions:
1. De-incentivize colleges to compete over student credit hours.
2. Take measures to prevent course cannibalization.
3. Consider that serving students better and generating revenue are not mutually exclusive.
4. Use the AUCC processes already in place to vet course offerings and allow affected.
departments to comment on possible infringements.

Topic 7: Impact on cost reduction, innovation, and collaboration.
Opportunity: The new budget model will lead to new methods for cost reduction.
Risk: Innovation within units will be disincentivized, and collaboration among units will be
discouraged.
Impact: Reduced innovation and collaboration.
Related CoSFP Values: #1, #7
Risk Drivers:
1. Main focus for each unit will be to raise revenues and reduce their immediate costs; less
attention will be given to long term innovative thinking.
2. Units’ interests will be against each other, and they will compete over resources.
Possible actions:
1. Ensure that the formulas to distribute revenues encourage innovation within colleges and
collaboration within and across colleges.
2. Fund collaborative and interdisciplinary programs/new initiatives within and across colleges.

Topic 8: Cost reduction and salaries
Opportunity: We will find new ways to reduce costs.
Risk: Wages will be suppressed.
Impact: Reduced wages for those particularly vulnerable: Non-tenure track and adjunct faculty,
graduate students, post-docs.
Related CoSFP Values: #4, #5, #6
Risk Drivers:
1. Salary inequities include: salaries below peer median for the relevant discipline and/or job
position (external inequity); salary compression/inversion within units (internal inequity);
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and inequities along gender or racial/ethnic lines (equity across social groups). A major risk
is that the new budget model will fail to sufficiently incentivize and/or fund the steps
necessary to correct these inequities. Continued improvements in quality and
competitiveness are critical to our future growth, and any plans for future salary increases
will be pointless if the funding dries up because we failed to meet our strategic
targets. Human resources are a significant cost factor, so a tiered approach is needed to
strategically phase in adjustments over time. If our expenditures on salary improvements
achieve the intended goals of maintaining competitiveness and quality to promote growth,
then it should benefit all units and help to ward off financial exigencies.
Possible actions:

1. A multiyear phased approach should be adopted with a timetable for incremental
adjustments.

2. Incremental adjustments should address all types of salary inequity.

3. Itis more cost effective to address cases of salary compression proactively before they
culminate in retention raises or new employee searches.

4. Salary raises should prioritize cost-of-living adjustments with the aim of matching inflation
to stay current with market benchmarks.

5. Minimum salary thresholds should be supported where applicable for those at the lower end
of the pay scale.

6. Adjustments should not ignore those particularly vulnerable: non-tenure track and adjunct
faculty, graduate students, post-docs.

7. All salary/compensation equity adjustments should be made uniformly across all units.

Topic 9: Cost reduction and TTF & CCAF
Opportunity: We will find new ways to reduce costs.
Risk: Increased hiring of the number of CCAF as compared to TTF based on lower salaries.
Impact: Fewer tenured faculty at land-grant institution that are conducting research and teaching
upper division courses. A greater number of NTTF also perpetuates the overreliance on NTTEF
across the University which lack protection from tenure for academic freedom.
Related CoSFP Values: #4, #6
Risk Drivers:
1. NTTF already teach majority of teaching credits across the University.
Possible actions:
1. Encourage and advise administration to focus on critical hires of TTF in areas of need,
reduce new NTTF hires, and develop a mechanism for a just transition to TTF for those
willing.

Topic 10: Decentralization

Opportunity: The new budget model will lead to efficiencies from decentralization (giving decision-
making power to the units that have more basis for making decisions).

Risk: Decentralization will undermine our sense of community.

Impact: Reduced sense of community for the whole university.

Related CoSFP Values: #1, #2, #3, #5, #6

Risk Drivers:



1. Main focus for each unit will be to raise revenues and reduce their immediate costs; less
attention will be given to community building.
Possible actions:
1. Initiate and encourage programs to create a sense of community for the whole university.
Examples:
a. Continue programs, such as Pell Grant for students in need.
b. EnCircle Mentoring Network for faculty.
2. Facilitate cooperation among responsibility centers, ensure that accounting
processes/software allows responsibility center to split revenue in joint programs.
3. Review the core curriculum (AUCC) and bring it up to date. Consider offering some
common courses to first year students to ensure common language and values and facilitate
a sense of community.

Topic 11: Highly flexible budget approach

Opportunity: The new budget model will improve growth, facilitate innovation, and increase
transparency.

Risk: New budget approach will not work as expected; the campus will not be given sufficient time
to learn and understand the new budget model.

Impact: Broken budget process

Related CoSFP Values: #1, #8

Risk Drivers:
1. RCM model introduces a modus operandi, a whole new culture and mentality in running a
university.

Possible actions:

1. Periodic assessments of the model should be made, and the university should have an exit strategy
in case the model doesn’t meet the expectations. The principles of shared governance should be
followed regarding the decision for a possible exit.

Topic 12: Budget model discussions
Opportunity: The campus will have the opportunity to explore the pros and cons of the new
budget model relative to the current.
Risk: A new budget model will be blamed for financial limitations and the results of political
processes (internal and external) that already exist in the current incremental model.
Impact: Unnecessary divisiveness among stakeholders .
Related CoSFP Values: #1, #2
Risk Drivers:
1. Budget is a contested issue that can be divisive.
Possible actions:
1. Faculty Council and its committees should strive for a neutral dispassionate communication.
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Background:

After being invited by President Amy Parsons in Spring 2023 to contribute to the development of a new
budget model, CoSFP members decided to work throughout the summer so that the committee could
provide timely feedback. For that purpose, Dr. Gamze Cavdar, Chair of CoSFP called for volunteers to
organize a subcommittee to work throughout the summer months of 2023 (June, July, and August). Many
members including those with nine-month contracts volunteered to work. A total of eight out of 12 voting
members actively participated in the subcommittee work. Once the draft was completed, the report was
submitted to the entire committee at the beginning of the academic year. The Committee reviewed the draft
and finalized it.

The subcommittee work was informed by the book entitled Like Nobody’s Business: An Insider’s Guide to How
US University Finances Really Work by Andrew Comrie. Comrie recommends that the development of a budget
should start with a list of “values” that would set up the parameters of the new budget model and inform all
steps that come after. That’s because, Comrie believes, before units begin getting into nitty gritty details and
advocating their own interests, they have a best chance of collectively deciding what values they want the new
budget model to be created around. Because these values are “common denominators” and because they are
agreed before any details are known, the document of “Goals and Values” acts like a “constitution” of the
budget model shaping and informing all other documents that are developed later and taking precedence in
case of a conflict.

12



Goals and Values for Budget Model

GOALS:

This statement of values, respectfully submitted by CoSFP to inform the current budget design
process, reflects the Committee’s overarching goals of continuing to maintain and increase the
overall effectiveness of all CSU employees in Fort Collins in achieving the University’s core mission
as the land-grant university of Colorado.

VALUES:

1)

2)

3)

4

5

0)

7)

8)

9)

CORE ACADEMIC MISSION FIRST: As the land-grant university of Colorado, our core academic
missions are “teaching, research, service and extension for the benefit of the citizens of Colorado, the
United States, and the world.” 4 The budget model is only a tool to achieve our mission.

COMMON GOOD: The model should prioritize what is best for the University and our core
academic mission instead of individual units.

UNIVERSITY AS AN ECOSYSTEM: The model should acknowledge and promote
interdependence among individual units. As the principle of shared governance dictates, faculty are
the primary stakeholder in decision-making concerning the curriculum and the elimination of
programs cannot be solely made based on budgetary concerns.

DIVERSITY, EQUITY, INCLUSION AND SOCIAL JUSTICE (DEIS]): The budget model
should continue to support DEIS] goals.

STUDENT SUCCESS: The model should encourage initiatives for attracting, retaining, and
supporting quality students and broad diversity goals.

FACULTY AND STAFF SUCCESS: The model should encourage initiatives for recruiting,
retaining, and advancing quality faculty and staff and establish compensation mechanisms to address
both internal equity goals and external market demands.

INNOVATION, CREATIVITY, and FLEXIBILITY: The model should provide opportunities for
innovative ideas, such as interdisciplinary and multidisciplinary initiatives, as well as for substantiable
growth and agility.

TRANSPARENCY, ACCOUNTABILITY, and SHARED GOVERNANCE: Both the budget
model itself and the development process should maintain transparency, accountability, and shared
governance. The process should be unhurried.

SIMPLICITY: The model should allow for informative and understandable calculations and
projections.

# CSU System Colorado State University, https://csusystem.edu/we-are-colorado/
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