Standard Nine

FINANCIAL RESOURCES

 

 

DESCRIPTION

 

The Chief Financial Officer (CFO) reports directly to the President and manages the college’s fiscal operations, including financial accounting, budgeting, auditing, purchasing, accounts payable, investments, billing and receivables, contracts, and restricted loans and grants.  The College Bookstore and Food Service are contracted services, and report to the CFO.

 

The financial stability of the college is evidenced in the audited Annual Reports.  Over the past decade, and in particular the past several years, the college has strengthened its financial position.  The college’s two main sources of revenue are the state appropriation and income from day student fees and Division of Graduate and Continuing Education student tuition and fees.  The state appropriation is legislatively maintained and, until this current academic year, had seen modest increases over the past few years.  The Westfield State College Board of Trustees sets fees and allocates revenues as deemed necessary to accomplish the mission of the college.  There has not been a major fee increase at the college since fiscal year 1996. (At that time, the fee was raised from a 1995 level of $1,035.00 to a 1996 level of $1,785.00; the 2002 fee was $1,986.00.)  The state appropriation generally constitutes between 40% and 45% of the total operating expenditures of the college. Day student fees, and Division of Graduate and Continuing Education tuition and fees, and other income support the remaining 55% to 60% of the college’s operational budget.
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The college’s peer institutions consist of Western Connecticut State University (CT), Frostburg State University (MD), Salisbury State University (MD), the College of New Jersey (NJ), SUNY College at Geneseo (NY), East Stroudsburg University (PA), and the University of Wisconsin-Green Bay (WI).[image: image2.wmf]College Budget
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[image: image3.wmf]  The following charts describe the allocation of the college budget and its relationship to its peer institutions. 

 

The official financial records of the college are maintained in the Systems and Computer Technology Corporation’s Financial Records System (FRS).  This on-line, fully accrual application follows generally accepted accounting principals that adhere to the National Association of College and University Business Officers (NACUBO), the Government Accounting Standard Board (GASB), and the Generally Accepted Accounting Principles (GAAP).   An annual independent audit verifies that the college follows these standards.

 

The annual audit is conducted by PriceWaterhouseCooper, a firm the college has retained for this task since 1996.  The Annual Report and Management Letter are presented to the Board of Trustees each fall.  For the past three years, the college’s annual report has been the first of any of the 29 public colleges (entire community, state and university systems) submitted to the State Comptroller, and there have been no management comments. 

In addition to the annual audits of PriceWaterhouseCooper, the State Auditor’s Office conducts comprehensive audits of the college on a less routine basis.  Its last such audit covered the fiscal years 1999 and 2000, and audited a wide variety of areas, including the president’s account, travel, credit card usage, policies and procedures, equipment purchases, inventory, and cash and bank accounts.  Except for a single unaccounted for inventory item, representing .0004% (or slightly less than 1/1,000th of 1%) of a fixed asset inventory valued at over $9,000,000.00, there were no management comments communicated in this report.  This document is likewise available for inspection in the Visiting Team Room.

 

 
Financial and Administrative Policies and Procedures are outlined in the college’s Internal Control Manual.  This manual is updated regularly and revisions are distributed to the President’s Council as well as to the college community.  The annual budget process formally starts during the month of March or April preceding the applicable fiscal year, which begins July 1st.  At that time, the CFO distributes instructions, guidelines, and forms to each cost center director.  Formal budget hearings are held with each department to address their requests.  The CFO presents the annual budget to the Board of Trustees in June.

 

State Law prohibits operating at a deficit.  Thus, the Budget Committee, consisting of the President, the Chief Financial Officer, the Senior Vice President of Academic Affairs, the Vice President of Student Affairs, and the Director of Human Resources, meet on a monthly basis to review requests for additional resources or the reallocation of existing funds.  Projected revenues and expenditures are also compared to actual amounts.

 

A five-year capital repair and maintenance budget is maintained.  The President, CFO, and Director of Facilities plan these projects.  This plan is then presented to the President’s Senior Council and to the Board of Trustees.  Funds are allocated through the local budget process, the Board of Higher Education, and the Department of Capital and Asset Management.

 

The college’s investment portfolio consists of funds on deposit with both the Massachusetts Municipal Depository Trust Fund (MMDT) and the Intermediate Fund of the Common Fund.  These funds are invested according to the college’s Investment Policy.  Funds are available on an as-needed basis, and investment earnings are included in the annual operating budget process.

 

Monitoring budget performance is done in several steps.  Weekly over-budget reports are reviewed by the CFO and forwarded to the cost center manager.  Monthly reports are provided for each account.  Some of the data reviewed includes budget versus actual expenditure reports, open purchase orders, and remaining budget balances.  This data has been available on-line for the past two fiscal years.  The Purchasing System requires that sufficient funds be on hand before any order can be processed electronically.

 

Development

 


The Development Office’s mission is to raise funds that advance the long‑range goals of Westfield State College.  It continues to do so with the cooperation of the volunteer Westfield State College Foundation, Inc., an affiliated 501(c)3 organization dedicated solely to support of the College.  The Foundation’s relationship to the college has been made stronger since the last NEASC visit through 1) state legislative recognition and Board of Trustee certification, both in 1996; 2) a series of revisions from 1997 to 2000 of the Foundation’s By-Laws intended to open up membership (which now includes two Foundation Director seats set aside for Trustees) and professionalize operations (the college’s chief fund raiser now serves as non-voting Executive Director); and 3) the formation in 2000 of a Development Committee of the Board of Trustees to whose meetings the Foundation’s Chairman is invited.
 

Since 1996, policies and procedures have been put in place to centralize college fund raising efforts, establish clear gift acceptance guidelines, handle bequests and gifts-in-kind, communicate with alumni, and foster grants activities.  These policies define the roles of the college and Foundation in attracting, receiving, and managing each of the categories of gifts sought by the college: annual fund gifts, restricted endowed funds, non-endowed recurring gifts, capital campaign pledges/gifts, grants, special appeals, gifts-in-kind, planned gifts, gifts of property, and the proceeds from special events.

 


At present, the college has an active fund raising program which includes an annual fund appeal to graduates (for both unrestricted and restricted purposes which change each year); special appeals to local businesses and individuals for scholarships and programs; and a wide range of annual “town-gown” special events that raise funds and friends (e.g., Breakfast with Santa, Interfaith Center Prayer Breakfast, Golf Tournament), all of which are sponsored by strategic corporate partners.  In order to encourage current students to become future alumni donors, a unique program has been launched to have each class raise funds for its class gift, starting during freshman year and culminating with a check presentation at a 5th year reunion.  Planning is well advanced for a capital campaign for the new academic/field house facility.   In addition, the Director of Development and President, through their civic involvement, are continually adding to the pool of business and community leaders with whom they further and maintain contact.

 


The Development Team is led by the Director of Development; the Associate Director of Development, Alumni Coordinator, Development Systems Coordinator, and an Administrative Assistant report to the Director.
 

Conference Services

 

The Office of Conference Services is currently located in Parenzo Room “L”, the former Registrar’s Office on the first floor, in conjunction with the Office of Lifelong Learning.  The office consists of one Staff Assistant, one clerk IV, and one part time employee, and falls under the direction of the Dean of Graduate and Continuing Education.

 

Additionally, each semester the office employs 3-4 work-study students, and during the summer conference series, generally has 25-30 part-time employees, whose responsibilities include lifeguarding, front desk attendant duty, linen preparation, and custodial and operational services.

 

The college’s Office of Conference Services is dedicated to serving many diverse groups and individuals that are in need of meeting, conference, or event space for public and private functions.  As a public institution of higher education, the college welcomes any group that promotes learning that may not necessarily have adequate funding and/or budget for the purpose of securing an event site.  Events that are considered for full or partial waivers include, but are not limited to, government agencies that wish to disseminate important information to community and region, certain not-for-profit events, and faculty/staff civic-affiliated organizational meetings. 

 

The annual contribution to the college from the summer conference series is approximately $50,000.00.  However, the past summer (2001) saw a substantially reduced summer conference schedule due to the extensive Dining Commons renovation project being undertaken at that time. 

 

 

APPRAISAL

 

The budgeting process culminates in a financial plan that encompasses all areas of the college.  Academics, Facilities, and Student Services continue to receive the majority of funds.  Monthly budget committee meetings monitor the execution of the budget, and identify potential deficit or surplus balances.  

 

This budgeting process, however, is intimately interconnected with the level of support provided by the Commonwealth.  At times, this forces the college into a more reactive than proactive budgeting posture, as “crises” in state budgeting inevitably translate into “creative budgeting opportunities” for the public colleges of the Commonwealth.  The recent financial problems of the Commonwealth have forced the college into the more reactive “budget cutting” mode for the current year, and probably will continue to for a year or two into the future.  

 

A five-year capital plan ensures a safe, attractive and competitive facility.  The college has exceeded the annual deferred maintenance mandate of the Board of Higher Education by over $1,000,000 in each of the last three fiscal years.  Typically, the college plans to significantly exceed this mandate, but the current budget situation will probably dictate otherwise for this and at least the next fiscal year.

The college has received five years of unqualified audit opinions on its financial statements, in which no findings, documented or otherwise, were generated.  The financial statements are presented in accordance with NACUBO, GASB, and GAAP guidelines for colleges and universities. The college takes this area very seriously and would establish resolution of any such finding as a highest priority.

 

As per Massachusetts Board of Higher Education mandate, the student share of the cost of education is not to exceed 33% of the total costs.  However, with the projected increased enrollments and expenditures for fiscal year 2002, and a declining state appropriation, it is likely that the Board of Trustees will consider a fee increase in June to supplement this languishing state appropriation, the result of which may be that the student share of the cost of education will exceed this limit.

 

The college recently purchased, and is in the process of implementing web software for student and faculty applications.  These products will greatly enhance the admissions, advising, registration, and payment processes.

 

Recently, the college conducted a national search for and hired a Chief Information Officer (CIO).  Within the duties of this newly established position are responsibility for Academic and Administrative Computing and Media Services.  Consolidation of these functions should allow the college to be more efficient with these crucial resources.  The intent of creating the CIO position was to bring an experienced and creative person with the vision and leadership to direct the college’s information and technology services.

 

In June, 2001, the college presented the Trust Fund Management Polices to the Board of Trustees.  This document outlines compliance guidelines for trust fund activities, and is required of the college by the Board of Higher Education.

 

Development

 


Fund raising at the college has not followed a steady upward trajectory since the last NEASC accreditation.  In 1991, a Vice President for Institutional Advancement was hired, but expectations on behalf of the individual and the college proved not to be coincident.  When that vice presidential position was eliminated in 1995, the Institutional Advancement Division was disbanded, the major result of which was that Public Affairs again reported directly to the President’s Office, while Development and the Alumni Office remained linked under a Director of Development, becoming the college’s chief fund raising entity.
 


With the arrival of a new Director of Development in 1996, and a new President one year later, the stage was set for reviving the college’s fund raising program.  The primary focus became relationship- building with each of the college’s core constituencies: alumni, corporate, and community.  In the context of the so-called “donor cycle,” the college implemented a process-driven approach to fund raising, which emphasizes the fundamental sequence of responsibilities necessary for results while counseling preparation, realism, and patience.  At the same time, the college sought to broaden is cadre of volunteers.

 


Results have been very promising.  More total dollars have been raised annually than ever before, the college’s circle of volunteers is expanding, and the Westfield State College Foundation’s endowment, while still small, has grown.  The number of privately donated scholarships has risen considerably, with donors being given the ability to direct their gifts towards need or merit, or to support students in particular programs, if they so choose.  A yearly reception to introduce donors to the students supported by their gifts began in 1998.  For example, three local banks each give $5,000 for annual scholarships, and the city’s utility company (Westfield Gas and Electric) donates $7,500 – this at a college where tuition is below $1,000.  One person with no prior connection to the college provided $100,000 over two years to support a series of conferences dealing with international women’s issues.  Grants from private foundations have enabled the college to purchase hardware and software to promote video conferencing and distance learning activities ($149,700 from the Davis Educational Foundation in1998) and a two-week summer camp to introduce minority 7th grade students to careers in aviation ($65,000 from the Irene & George Davis Foundation in 2000).   
 


But there have also been frustrations along the way.  Business leaders often have an inaccurate picture of Westfield State College; many relate to the college’s long history of teacher training, but are unaware of the comprehensive nature of the college as it exists today.  Turnover in the Alumni Office and a tight job market created a staffing shortage for much of 2000-2001, thus delaying the all-important effort to improve an operation whose effectiveness had declined precipitately during much of the 1990’s.  As a result, the Office’s efforts to carry out a program of face-to-face visits, make the best use of the Blackbaud fund raising software, prepare properly for a phonathon, and keep the alumni web page up-to-date, have suffered.  A well-qualified Grants Coordinator was hired but left after one year, owing to what was perceived as the faculty’s reluctance to becoming involved in grant opportunities during a prolonged period of difficult collective bargaining.  Finally, the state’s dilatory bureaucracy, in particular at the Department of Capital Asset Management (DCAM) which oversees building projects, operates at a pace that is not always sensitive to the college’s planning needs or the timetable of the private sector within which the fund raising efforts must function.
 

Conference Services

 

Until recently, the college community relied on a cumbersome manual system for reserving space in campus facilities.  Then, seventeen college units served in a proprietary role, assisting interested parties in reserving space in their respective domains at the college.  Now, the Event Management Software is used, which was purchased and installed in 2001; it is a web-enabled program which allows universal access to a complete calendar of campus events, as well as the ability to reserve space using an on-line form. Training for appropriate staff in the use of the software took place during the late summer and fall of 2001, with additional training programs to be provided as needed.

 

The implementation of the new campus-wide, web-based program has provided a simpler and far more accurate means of reserving classroom, meeting, conference and banquet space.  Conference Services now oversees a centralized electronic scheduling system.  It is responsible for taking campus reservations in conjunction with appropriate departments, confirming campus reservations, and following up with service departments to ensure that requested services can be provided.  The department inputs appropriate campus reservations, resolves conflicts, assists users in finding appropriate space, and assists service departments in accessing the system to serve the campus community.  It also oversees the generation of reports, tracks and follows up on errors, and maintains the computer server and necessary files to assure that central database information of space and resources is accurate and reliable.  

 

The Office of Conference Services encourages faculty and staff to use college facilities for activities sponsored by groups to which they belong.  The college has also supported the community by providing event and meeting space at reasonable rates and, on occasion, offers Facility Rental Waivers to events sponsored by government agencies that wish to disseminate important information to the community and region, certain not-for-profit events, and faculty/staff civic-affiliated organizational meetings.   Facility Waiver Forms are available in the Office of Conference Services.

 

 

PROJECTION

 

A large percentage of the college’s operational budget depends on revenue from the state (i.e. the state’s allocation to its agencies, of which the college is but one of numerous major state agencies funded).  When the state’s funds fall, so does the allocation to the college.  Given the current downturn in state revenues, precipitated by the state’s “perfect storm” of the general slow down in the economy, the further economic fallout of the events of 9/11, and a state tax rollback voted by the electorate in the last general election, the college is currently undergoing immediate (and even retroactive) major cutbacks in state support.  

Compounding the financial problem is a recently enacted State Employee Early Retirement Incentive Program, the purpose of which was to encourage the movement of state employees from the operational payroll to the retirement system of the Commonwealth, thereby presumably obviating the need for employee layoffs.  The commonly held notion of using early retirement plans as cost-saving measures via replacement of higher paid veteran employees with lower paid entry level employees is unfortunately only a part of this particular plan, which also contains a provision that holds replacement hiring to 20% of the salary level of retiring employees.  Another detail of the plan that impacts the college, but has not been fully defined as yet, is the possibility of the college having to undertake payment of the accrued vacation and sick leave of these incentivized retirees (hardly a trivial item, as these “buyouts” will approximate to $25,000.00 per individual that so elects the retirement package).  

 

Thus, human resource availability is being cut appreciably, even as state funding has decreased for general operating expenses, scholarships, library support, and maintenance.  As reallocation of both available human resources and monies occurs on campus, priority will be given to direct student service areas.  

 

Historically, similar past state allocation cutbacks have been addressed by deferring maintenance and capital projects, and implementing selective hiring freezes.  These strategies will again be undertaken; however, in the instant case, they will not be sufficient to close the gap between projected revenues and expenses.  Additional cost containment measures include, but are not limited to, reduction in part-time faculty; across-the-board departmental budget cuts; reduction in budgets supportive of travel, professional memberships, and sabbaticals; decreases in marketing and internal catering expenses; restrictions on non-emergency overtime; and prohibitions on furniture and equipment expenses excepting those associated with instruction and technology.

 

Unfortunately, even the sum total of all the above reductions will not be sufficient to completely eliminate the gap between projected revenues and expenses; thus, cost increases for students will necessarily be an part of the financial plan.  At this point, fee increases could occur, based on the ultimate resolution of state allocation issues for the current and next two fiscal year budgets.  Although anathema to the notion of affordability that the public sector of higher education espouses, the expectation is that any increases instituted by the college will not change its position of having the 3rd lowest level of fees statewide amongst the college’s sister state college institutions.

 

The college is committing more time, effort and resources to development of alternative funding sources, so as to lessen the reliance of the college on the currently sagging, and often times unpredictable state appropriation.  The college will strive to identify both private sector and additional state or other governmental entities which may have potential to provide financial support for the mission of the college.

 

The college will revise its annual report in order to comply with new GASB (Governmental Accounting Standards Board) standards, and work to implement many of the features of the Rand Study involving information technology at the college, specifically preparing for administrative systems upgrades within the next three to five years.

 


The Development Office will continue to support the college’s mission, both directly and indirectly.  Direct efforts will include fund raising for projects that have been selected as college priorities; indirect efforts will include the building of relationships among members of various constituencies who are able to provide opportunities of service, internships, and careers for our students.

 

 
The Development Office is now in the preliminary stages of the college’s first major capital fund raising project (on behalf of the new academic/field house facility).  A campaign feasibility study for the new facility, undertaken by Demont & Associates from August, 2000 to March, 2001, predicted a successful campaign. 

 


Additionally, two hires within the alumni office at the end of 2001 should significantly improve the area’s efficiency and effectiveness.  Improvements in the alumni program anticipated to be forthcoming over the next three years include activities of identification, travel and cultivation.  A major goal of the Alumni Office will be to work more closely with Student Affairs, so as to ensure a successful transition from satisfied students to supportive alumni.

 

Now, and in the immediate future, the challenges for the Office of Conference Services will be to maximize the potential of newly improved resources and those to come in the near future.  The future of conferencing at the college is highly dependent on the potential within the newly acquired 333 Building, the renovation of vacated space in Parenzo Hall, the reconstruction of the Scanlon Banquet Hall, and the construction of the new Academic/Field House.  The new facilities, and software supportive of event management provide the tangible infrastructure necessary to success.  Conference Services will evolve from an enterprise that was hampered by limited, and to some extent, outdated facilities, to one that will have numerous, modern, multi-faceted facilities to offer on behalf of its programs.    

 

Conference Services plan an aggressive Advertising/Marketing Plan, to promote awareness of the availability of the college’s facilities and services, to both campus and local community constituencies.  Establishment of contacts with industry, seminar, and trade show proponents, and the establishment of rate structures in line with industry standards will all be pursued so as to allow the college the opportunity to generate additional revenues.  At the same time, it will continue to be a goal of the college to fulfill its mission of community service through support of local charities and community activities with limited resources.

 

