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2009 Fall Symposium:  Where have all the dollars gone?  
Higher Education’s changing fiscal environment and the challenges it presents to Portland State University 
This event is based on the study and recommendations reported by the Long Term Institutional Strategies Committee (LTIFS).
Description of the Six Clusters of LTIFS Recommendations:

Curricular efficiency and effectiveness as a fiscal strategy

· On-line and off campus component of the curriculum

· Faculty Mix

· Course scheduling, enrollments and classroom utilization

· “Streamlining” the curriculum – courses offered, timing of offerings, etc.

· Academic calendar (12 month vs. 9 month operations)

· Accelerated degree programs

Enrollment management as a fiscal strategy

· Tuition policy

· Enrollment mix

· Retention and recruitment

Research as a fiscal strategy

· Growing external research funding

· Creating adequate research support

Administrative organization and operation as a fiscal strategy

· Information technology

· Moving some activities to not for profit corporation

· Academic organization/structure

· Energy conservation

· Benefits/ compensation

· Fiscal planning

Partnerships as a fiscal strategy 
· Administrative efficiencies

· Revenue enhancement

· Curricular efficiencies

· Recruitment and retention 

· Growing externally funded research

Athletics
· Discussion of LTIFS recommendations regarding Athletics will be addressed during the NCAA recertification process. 

LTIFS Recommendations:

Curricular efficiency and effectiveness as a fiscal strategy

1. The Executive Committee direct appropriate unit(s) to: 

a. determine goals and establish a 10-year plan for managing the mix of tenure-related and contingent faculty, 

b. establish a campus-wide program to review and evaluate the variety and quality of program offerings to determine their fiscal and strategic viability. 

2. That the PSU SES present a recommendation to the Executive Committee by January, 2010, concerning the merits of establishing a non-profit organization to serve PSU professional development activities, the PSU extended campus and other appropriate programs, with a specific contract and/or financial arrangements to ensure the financial benefits accrue to the University.

3. CADS and the Office of Student Affairs be responsible for setting retention and completion targets, annually tracking and reporting progress toward them, and implementing such academic and student support services as needed.

4. A campus wide taskforce be formed to do a cost/benefit and faculty and student impact analysis of a fully operational 12-month academic year and, if feasible, develop a plan setting in motion the necessary institutional changes for implementation by June, 2011.

5. A taskforce explore the feasibility of implementing and marketing accelerated baccalaureate and other programs (may include, for example, expanded online programs) which would better serve student demand. 

6. That the VP of FADM conduct an administrative review by January 2010 to determine whether there are changes we can make in our leasing operations that will either result in increased revenues on the leases we manage, or decrease the number of leases we currently hold.

7. That the VP of FADM form a taskforce by January of 2010 to investigate alternative methods for space use that could result in greater efficiencies and reduced leasing costs. For example, PSU could use a “market rate” cost accounting system for space or a similar “cap and trade model” such as the one used at Stanford. These systems combine a payout and charge-back mechanism whereby schools receive an annual general fund allocation for a baseline space entitlement and are then charged an amount based on their actual space usage. Schools whose actual space usage exceeds the baseline target incur a net payment to E & G funds. Schools whose actual space usage falls below the target receive a net E & G space refund.  Increases in SCH or research activity would result in increased space allocation.

8. OAA and FADM should work together to set a capacity utilization goal for undergraduate and graduate programs (recommended goal: 85%) and develop the means to achieve this goal. (Calculation: # of students enrolled in a class / maximum seating capacity of the room)   (January 2010)

9. The university should set a classroom utilization target (recommended target: 80%) and develop the means to achieve this target. (Calculation: # of hours of classes scheduled in a room / # of hours the room is available, based on 72-hour availability per week). (January 2010)

10. Whether by new construction, leasing, or simply more effective use of presently available space, increase the number of large classes (both in the 100-199 and the 200+ categories). (January 2010)

11. Community Colleges – Formalize a joint committee between PSU and the Portland region community colleges by January 30, 2010, to ensure achieving the educational goal for the metropolitan region of 40% four-year college and 40% community college graduates by 2025.

Enrollment management as a fiscal strategy

1. The Executive Committee direct appropriate unit(s) to: 

a. evaluate the Western Undergraduate Exchange (WUE) for its fiscal impact and viability, 

b. establish goals and manage the mix of in-state and out-of-state students and mix of undergraduate and graduate students against strategic fiscal and operational outcomes, 

c. determine goals and establish a 10-year plan for managing the mix of tenure-related and contingent faculty, 

d. establish a campus-wide program to review and evaluate the variety and quality of program offerings to determine their fiscal and strategic viability. 

2. The President’s Office form (by January, 2010) a campus-wide taskforce which includes students to work with Government Relations to promote legislation that would give PSU maximum tuition management flexibility in the coming biennium.

3. The university establish a permanent Tuition Management Committee,

a. consisting of representatives of all PSU stakeholders, including students, to study and make long-term tuition recommendations to the University leadership.

4. Portland Public Schools-PSU Educational task force design and implement an administrative structure to enhance and coordinate PSU K-12 pathways and co-admission programs with the goal of preparing students to enter the university and ensuring their success in higher education. (During 2009-2010 academic year.)  The task force should determine whether it would be appropriate to include other school districts in this project. 

5. PSU Office of Student Affairs and CADS monitor, report, and make recommendations on PSU admission standards and practices in order to support student success (annually).

6. PSU VP for Student Affairs ensure that cost effective, goal-driven  recruitment and retention activities are developed and aligned with the overall University mission and University marketing efforts.

7. CADS and the Office of Student Affairs be responsible for setting retention and completion targets, annually tracking and reporting progress toward them, and implementing such academic and student support services as needed.

8. K-12 – Establish and/or expand a joint K-12 education taskforce between PSU, community colleges and the metro area districts to jointly establish and participate in setting goals and implementing strategies for the success of all students in the metro area.  

Research as a fiscal strategy

1. That the President appoint a committee to explore the feasibility of developing an urban research corporation, in partnership with OHSU and/or other possible entities, to serve as the organizational entity to house externally funded grants and contracts and report its recommendations to the PSU Executive Committee by March, 2010. 

2. Recommend a taskforce to: Undertake a review of the last five years of research growth at the University with specific attention to how much of our recent growth is attributable to new hires, targeted investment, teaching release/ sabbatical leave, and other relevant factors, culminating in policy recommendations.  An analysis of the successes and failures (if any) of policies, decisions, and investments should inform future decisions, particularly regarding faculty recruitment and hires. (February 2010)

3. Recommend a taskforce to: Review and report on (by February 2010):

a. research policies for flexible teaching load and course “buyout”; 

b. practices for increasing, incenting and growing research; 

c. policies for allocating labor and institutional resources in support of research infrastructure; 

d. and efficient processes that minimizes regulations and paperwork. 

4. Recommend a taskforce to: Review and revise indirect cost policy; more specifically, establish formal policies for waiving or reducing indirect costs as well as for strategic expenditure and investment of indirect cost recoveries. (February 2010)

Administrative organization and operation as a fiscal strategy

1. The President of PSU elevates the function of fiscal analysis and planning to serve the evolving fiscal realities of PSU.   This will enhance the administrative and organizational structure (might mean, for example, a new position that reports directly to the President on these matters, or a liaison from the Budget Office) needed to support a cultural shift toward integration of strategic fiscal and operational planning and management.

2. The President and the Executive Committee implement a strategic budget review process that examines and makes recommendations for budget actions based on program quality, productivity, strategic priority and cost/benefit.

3. Under the leadership of the PSU Human Resources Office, review the OUS benefits costing model to provide recommendations to the PSU’s senior administration that provide the basis for challenge and changes to the model (during the 2009-2010 academic year).

4. PSU Human Resources Office review the new self-funded PEBB plan as it is rolled out for open enrollment in October and for implementation in the 2010 calendar year and report findings and recommendations to the PSU Executive Committee.  

5. PSU Human Resources Office perform extensive research in FY10 to assess the feasibility of PSU purchasing healthcare as an individual institution, in partnership with OHSU or other regional groups, with recommendations to the Executive Committee by March 2010.

6. That the President appoint a committee to explore the feasibility of developing an urban research corporation, in partnership with OHSU and/or other possible entities, to serve as the organizational entity to house externally funded grants and contracts and report its recommendations to the PSU Executive Committee by March, 2010. 

7. The Executive Committee assume responsibility for evaluating the PSU Development Office and its operations (both central and distributed), the Alumni Association, Marketing and Communications, and the PSU (with the Board’s collaboration), to determine the effectiveness of each in enhancing revenues and developing alumni loyalty.  (See details in Appendix 2.)  Since the ultimate goal is to significantly enhance fundraising, it will be necessary for the Executive Committee to contract out these studies and to begin work immediately, with deliverables due December 31, 2009.  

8. The Executive Committee work with the PSU Foundation Board to retain consultants to determine the unmet user needs of the Foundation database.  Specifically the study would include university-wide user needs, the capability of the current system to provide critical reports, the number of personnel needed to maintain the system and provide appropriate data, adequacy of the current system, and opportunities for enhanced collaboration among the Foundation and the various campus units that use the data.  (March 31, 2010)

9. That the VP of FADM conduct an administrative review by January 2010 to determine whether there are changes we can make in our leasing operations that will either result in increased revenues on the leases we manage, or decrease the number of leases we currently hold.

10. That the VP of FADM form a taskforce by January of 2010 to investigate alternative methods for space use that could result in greater efficiencies and reduced leasing costs. For example, PSU could use a “market rate” cost accounting system for space or a similar “cap and trade model” such as the one used at Stanford. These systems combine a payout and charge-back mechanism whereby schools receive an annual general fund allocation for a baseline space entitlement and are then charged an amount based on their actual space usage. Schools whose actual space usage exceeds the baseline target incur a net payment to E & G funds. Schools whose actual space usage falls below the target receive a net E & G space refund.  Increases in SCH or research activity would result in increased space allocation.

11. The President and CADS form a campus-wide campus taskforce by November 2009 to develop and apply appropriate criteria—both quantitative and qualitative--for the minimum and/or optimal size of academic units, including schools, colleges, departments and programs, for implementation by September 2010.

12. The President and the Executive Committee form an internal and external taskforce by January 2010 to explore the development of a Metro consortium to provide services including but not limited to:

a. Financial Aid Services
b. Tracking, Metrics, Management Data
c. Career counseling
d. Student Health and Counseling
e. Others
13. The President should form a campus-wide taskforce to study these areas and develop a return on investment statement on consolidating and centralizing more of these enterprise services. (fall 2009)

14. VP of FADM form a taskforce to do a cost benefit analysis for the hire of a certified energy manager (CEM), whose responsibility it would be to immediately devise a strategic plan for energy use, retro-commissioning,  building scheduling, and conservation projects exceeding $100K.
 (By January 2010) 

15. OHSU – That the PSU President seek to establish a joint taskforce between PSU and OHSU to explore and make recommendations concerning the establishment of a formal educational, research and administrative partnership between the two institutions.  This taskforce would make its recommendations by June 30, 2010.

Partnerships as a fiscal strategy (both internal and external partnerships?)

1. That the President appoint a committee to explore the feasibility of developing an urban research corporation, in partnership with OHSU and/or other possible entities, to serve as the organizational entity to house externally funded grants and contracts and report its recommendations to the PSU Executive Committee by March, 2010. 

2. That the PSU President convene a task force including (but not limited to)  PSU, Metro, the City of Portland, and the Oregon Business Alliance to consider all aspects of a payroll tax initiative proposal to determine its feasibility and recommendations for next steps. 

3. The President and the Executive Committee form an internal and external taskforce by January 2010 to explore the development of a Metro consortium to provide services including but not limited to:

a. Financial Aid Services
b. Tracking, Metrics, Management Data
c. Career counseling
d. Student Health and Counseling
e. Others
4. VP-RP – That the new VP-RP review all of PSU’s partnerships with the intention of articulating principles for evaluating current partnerships and forming new ones to more effectively serve our future fiscal strategies. 

5. OHSU – That the PSU President seek to establish a joint taskforce between PSU and OHSU to explore and make recommendations concerning the establishment of a formal educational, research and administrative partnership between the two institutions.  This taskforce would make its recommendations by June 30, 2010.

6. K-12 – Establish and/or expand a joint K-12 education taskforce between PSU, community colleges and the metro area districts to jointly establish and participate in setting goals and implementing strategies for the success of all students in the metro area.  

7. City and Region – Through the VP-RP, CAE, FADM and the research office, develop and implement a national standard for long-term university/ community economic, cultural and social service partnerships throughout the region and in selected international settings.    

Athletics

1. PSU Athletic Program pursues those of its goals that can be accomplished by increasing external support in order to avoid additional increases in institutional and student fee support.

2. An assessment of progress towards programmatic and fiscal goals, including the costs-benefits of participation in the Big Sky Conference, should be made after a 3-5 year period.

3. Working only from the perspective of long-term fiscal stability, the committee suggests that an examination of participation in an alternate and more cost-effective conference, and a more focused athletic program be considered.
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