
 

 

SUBJECT: Finance & Facilities Committee Meeting Report for November 18, 2020 
 

In accordance with the General Laws of the Commonwealth of Massachusetts, 
Chapter 30A and amended by Executive Order No. _ , issued March 13, 2020, 
suspending parts of the Open Meeting Law to allow public remote participation and 
participation by the public body remotely the Finance & Facilities Committee of the 
Board of Trustees met remotely on Wednesday, November 18, 2020. All votes 
taken during this meeting were by roll call vote.   
 
Present for the Committee: Trustees Katzman (chair), Russell (vice chair), Murphy, 
DeSimone, Cadet, and Chair Lutts (ex-officio); President Keenan (ex-officio); Vice 
President House (committee liaison) and staff associate Beaulieu.  
 
Trustee Katzman, committee chair, called the meeting to order at 4:05 pm. 
 
IPEDS institutional support percentage for SSU (Attachment A, B) 
Definitions and authoritative guidance on classification of expenses come from both 
IPEDS and NACUBO (National Association of College and University Business 
Officers) FARM (Financial Accounting and Reporting Manual). A review of the 
university’s institutional support expenses using the above guidance caused three 
items to be reclassified. Salem State’s IPEDS institutional support as compared to 
its state university peers was presented and discussed.  
 
Cost structure of the Business Intelligence net contribution report 
(Attachment B) 
The Business Intelligence (BI) Net Contribution discussion was led jointly by Vice 
President House, Provost Silva and Director of Business Intelligence and Integration 
McAuliffe. The function and capabilities of the BI system were described. The 
academic structure, course model and major model were discussed. The net 
contribution analysis is based on program revenue minus direct program expense. 
The types of expenses included and excluded were defined. It was noted that the BI 
net contribution report is not a full-cost model. A lengthy discussion took place. 
 
There being no further discussion, Trustee Russell MOVED that the Finance and 
Facilities Committee meeting adjourn SECONDED by Trustee Murphy: 
 
A roll call vote was taken. 
 
Voting in the affirmative: Trustees Cadet, DeSimone, Katzman, Murphy, Russell 
 
Voting against: None 
 
The meeting adjourned at 5:36 pm. 
 
Prepared by: D. Beaulieu, staff associate, finance and facilities 
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Date:  November 16, 2020 
To:  Board of Trustees 
From:  Karen House 
Subject: IPEDS Institutional Support as Compared to Peers 
Requested Action:  None 
We were asked to explain why Salem State’s ratio of institutional support (administrative) 
expenses to total expenses was high compared to the other state universities.  The data 
used to compare Salem State to its sister institutions is from the IPEDS (Integrated 
Postsecondary Education Data System) which is a federal government data collection 
system.  

After this concern was raised, the Salem State University finance office reviewed expenses 
rolling up to institutional support to make sure they were appropriately categorized.  This 
review identified three items that have historically rolled up to institutional support that 
should be categorized in a different expense category based on authoritative guidance 
from IPEDS and NACUBO.  These three items are: 

• University Police (dept. 130) $2.8M in FY20, recategorized to Operations &
Maintenance of Plant

• Lease expense for 331 Lafayette (dept 730) $0.6M in FY20, recategorized to
Operations & Maintenance of Plant

o Note that Salem State had already been charging the lease expense for 287
Lafayette (School of Social Work) to Operations & Maintenance of Plant

• ITS Dormitory Charges (dept. 438) - $0.2M, recategorized to Auxiliary Enterprises

As part of the process of finalizing the financial statements recently audited, these three 
items were recategorized for FY2019 and FY2020.  As can be seen in the chart below, 
Salem State is below the average of our sister institutions when looking at institutional 
support as a percentage of total operating expenses.   

Attachment A
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For further information – the material below is from the National Association of College 
and University Business Officers’ (NACUBO) Financial Accounting and Reporting Manual 
pertaining to functional expense classifications.   

 

 

Attachment A
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Board of Trustees 
Finance and Facilities Committee
November 18, 2020

Karen House, Vice President for Finance and Facilities
David Silva, Academic Vice President and Provost
Matt McAuliffe, Director of Business Intelligence

Attachment B
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Flow of the meeting
• IPEDS costs, focus on institutional support 

(administrative)
• BI Net Contribution Analysis – cost 

allocations
Note: only financial view of departments is
under discussion today. Other important
characteristics such as alignment to 
university mission & strategic plan, workforce 
needs, etc. not part of this discussion.

Attachment B
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Institutional Support 
(Administrative Expenses)
• SSU’s institutional support % was high vs state 

university peers, based on IPEDS data
• IPEDS is federal reporting system
• Functional expense classifications are not 

precise and have changed over time; NACUBO 
FARM has more detailed instructions

• Difficult to analyze one institution vs another 
without insight into the detail of who charges 
what where

• Notoriously inconsistent

Attachment B

FF 7 of 56



SSU Reviewed Institutional 
Support
• Found 3 items that didn’t belong in 

institutional support
– Reclassified them
– Our expenses are in line with state university 

peers now

Attachment B
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Institutional Support
Attachment B
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What did we recategorize?
• University Police

– $2.8M in FY20  O&M
• 331 Lafayette lease

– $0.6M in FY20  O&M
• ITS Dormitory Charges

– $0.3M in FY20  Auxiliary Enterprises

Attachment B
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Other reasons SSU institutional support 
may be high relative to peers

• More mature (& successful!) fundraising 
operation

• Certain more robust administrative functions 
including risk management – both staffing & 
purchased insurance

• Possibly more long-serving AFSCME 
employees (no cap on salary ranges)

• Difficult to analyze one institution vs another 
without knowledge who charges what, where

Attachment B
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Instruction & Academic Support
Attachment B

FF 12 of 56



O&M
Attachment B
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Additional steps to take
• Allocate Operation and Maintenance to the 

various functional categories 
• Re-evaluate SSU institutional support (and

other categories) following the allocation, 
assuming the other state universities do 
the same allocation

• Review & reduce SSU administrative costs
– Sustainable Path Task Force
– EY Parthenon

Attachment B

FF 14 of 56



BI Net Contribution Discussion 

• BI is a system
– Not just the Net Contribution Analysis
– Other useful reports in BI

• Foundational Definitions – Net 
Contribution Analysis

• Breakdown of university revenue & 
spending (context)

Attachment B
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BI Net Contribution (cont.) 
• Net Contribution Report Expenses

– How are costs assigned to departments for 
the purposes of this report?

– What’s in, what’s not and why
– Anomalies/challenges in the data

• Which academic departments cover their 
costs?  It depends…

• Two revenue models – Major and Course

Attachment B
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Business Intelligence (BI) 
System
• Systems of Record/Transactional Systems are not 

useful for reporting & analysis
– Peoplesoft Student
– Peoplesoft Finance
– HRCMS
– Etc.

• “BI” – Microsoft Power BI software (similar to Tableau)
– Tool for visualizing data generated by disparate systems
– Tool for analytics
– SSU uses BI about 3 years now
– Net Contribution Analysis is just one of numerous reports 

& analyses in SSU’s BI system

Attachment B
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Reports in SSU’s BI System 
support:
• Admissions
• Retention
• Academic Scheduling
• Academic Progress
• Academic Efficiency
• Financial analysis

Some examples follow

Attachment B
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Admissions Funnel (First Years)
Attachment B
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Degree Completers (Undergrad Day)
Attachment B
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Class Size Distribution
Attachment B
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Admit to Complete Map (Art & Design)
Attachment B
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Course Level DFW Rates
Attachment B
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Provost Division

• Provost and Academic Vice President
– Academic Affairs

• Colleges and Schools
• Academic and Library Program Areas
• Academic Support Services
• Academic Centers

– Student Life
• Student Engagement
• Student Experience and Transition
• Student Wellness
• Residence Life

Attachment B
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Academic Affairs Structures
• Colleges and Schools

– 2 colleges, 4 schools: 4 stand-alone, 2 embedded  (next slide)
• Program Areas

– Library PA (1)
– Academic PAs (3): Commonwealth Honors Program, Content 

Educators, Holocaust and Genocide Studies.
• Academic Support Centers

– Center for Academic Excellence
• Academic Advising, First Year Experience, Disability Services, …

– Center for International Education
• American Language and Culture Institute

– Mary G. Walsh Writing Center
• Academic Centers

– Civic Engagement, Holocaust & Genocide Studies, Economic 
Development & Sustainability,  Teaching Innovation…

Attachment B
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Unpacking Academic Terms - 1

• A discipline label (e.g. “psychology”) can denote:
– Academic Department

• Psychology
– Courses within an Academic Department

• PSY 101
– Degree Programs within an Academic  

Department or Program Area
• BS in Psychology
• BA in Psychology
• MS in Psychology

But not all such 
relationships are so 
straightforward…

Attachment B
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Unpacking Academic Terms - 2

• A family of disciplinary labels at work:
– Academic Department

• World Languages and Cultures (WLC)
– Courses in WLC

• ARA, CHI, FRE, GER, ITL, SPN, WLC
– Academic Degree Programs in WLC

• BA in World Languages & Cultures
– French Concentration
– Italian Concentration
– Spanish Concentration

• BA / MEd in Spanish
• MAT in Spanish

Attachment B
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“Major Model” (heads)
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Expenses are captured by department Attachment B
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Differences in How Departments Serve 
Course Needs (in relative terms)

In department X, how many credits are generated by 
student whose majors are outside department X?
(e.g. required background course, general education)

In dept X, 
how many 
credits are 
generated 
by majors 
in X?

Fewer                                                                        More

Fe
w

er
   

   
   

   
   

   
   

   
 M

or
e 

 
Psychology

MathematicsGeological
Sciences

Nursing
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Required Credits, Select Majors
Req Credits 
Major  B

IO

B
SB

C
H

E

EC
O

IT
C

/E

M
AT

N
U

R

PH
S

PO
L

PS
Y

SO
C

SW
K

m
in

or

Biol - BS 37 12 4 8
Busi-BSBA* 54 6 3 3 3
Chem-BS 48 3 6 8
Econ-BS 39 7
Info Tech-BS 48 9
Math-BS 37
Nurs-MSN 32 4 3 55 6
Phys / NA
PolSci-BS 3 45 18
Psych-BS 8 3 42
Sociol-BS 36 18
Soc Wk-BSW 4 3 3 6 6 54

* Management Concentration

# “other” depts    3      0      2      2      2      8     0      X     1      2      2      0      2
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Analysis

Academic 
Structure

Costs in 
Net 

Contrib. 
Analysis

Attachment B
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Campus Financial Reporting System reports expenses 
by department; uses hierarchy to summarize $$$

Attachment B
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Attachment B
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Net Contribution Analysis

• Net Contribution: Program revenue minus 
direct program expense
– Revenue: Tuition and fees charged to 

students
– Expense: Salary and other compensation paid 

to faculty and staff that directly support a 
program

This is not a full-cost model

Attachment B
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Of the total university financial activity, how 
much is included/excluded from Net 
Contribution Analysis?

FY20 Actual
 $ Millions in 

Model 
$ Millions 

Not in Model Total

Revenue 82.0$                94.7$                176.7$            
Expense 66.7$                100.5$             167.1$            
Net 15.3$                (5.8)$                9.5$                 

Attachment B
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FY20 Managed Expenses for University 
$167.1M; Academic Affairs & Student Life is 
$104.3M

Attachment B
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FY20 Managed Expenses for Academic 
Affairs $104.3M or 62% of university; 71% 
of the university’s compensation 
expenses

Attachment B

FF 39 of 56



What Expenses Are Included in Net 
Contribution Analysis?
• Academic Departments that deliver 

instruction only
• Direct Expenses only
• Compensation only ($66.7M)

– Faculty salary
– Adjunct salary
– Lab attendants that are paid from a department 

directly associated with a program
– Program staff paid from a department directly 

associated with a program
– Fringe benefits

Attachment B
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Compensation Included in Net Contribution Analysis: $66.7M for FY20 
Attachment B
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Expense Adjustments
• Adjustments required for Grad in load

– Undergrad full time faculty teaching graduate classes
• Undergrad full time faculty teaching outside of 

their home departments
• Grad and Continuing Ed faculty teaching online 

courses
– This salary is booked to dept 577 regardless of the 

department of the class
• These adjustment are included in the analysis
• All adjustment are a percentage of workload 

applied to the salary/comp amounts from finance 
system

Attachment B
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Net Contribution Data Challenges, 
Bertolon School of Business
• One Major many concentrations
• Students are not required to declare a 

concentration at time of admit
• Analysis at levels below the entire school 

are difficult

Attachment B
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Net Contribution Data 
Challenges, School of Education
• Complex academic structure

– Majors, Concentrations, 4+1 programs
• Students are not required to declare a concentration at 

time of admit
• Ongoing transition from a single department to a school 

with multiple departments
– Longitudinal analysis is clouded by changes in 

organization
• Analysis at levels below the entire school are difficult

Attachment B
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What Expenses Are Excluded?
• All remaining compensation expenses:  $47.4M including:

– Centralized expenses at the dean level
– Expenses from other departments not delivering courses, such 

as:
• Library
• Registrar
• Expenses from non-academic division departments, such as:

– Information Technology
– Facilities
– Human Resources
– Finance Office 
– Etc.

• Other, non-salary expenses (Support & Facilities), such as
– Travel
– Office expenses
– Software licensing

Attachment B
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Compensation Excluded from Model: $47.4M for FY20 
Attachment B
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Why isn’t overhead included? 
(this is not a full cost model)
• Analysis: controllable expenses at department level
• Overhead distorts theat analysis:

– If dept. X didn’t exist, overhead would spread among 
remaining departments; not necessarily shrink 
proportionally 

– Overhead would need to be analyzed on a different metric 
than student tuition/fees, for example:

• HR: # of employees
• Financial aid: # of applications for aid
• Custodial services: Sq. footage of buildings & grounds 

maintained
• We don’t include revenue other than tuition/fees in the 

academic net contribution analysis

Attachment B
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University revenue FY20: $176.7M 
includes Tuition & Fees: $84.4M

Attachment B
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Revenue in Net Contribution 
Analysis
• Included: $82.0M in student generated instructional 

delivery revenues
– Tuition
– Fees (university-wide and program/differential fees)
– Course fees

• Excluded: Revenue not directly associated with 
academic programs, such as
– State appropriation
– Room & board fees (auxiliary)
– Admissions applications fees
– Investment income
– Gifts & Grants
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Revenue Included in Net 
Contribution Model $82.0M

Attachment B
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2 Revenue Models in Net 
Contribution Analysis
• Major Model

– Revenue is assigned to an academic 
department based on the proportion of 
students in the major (headcount) as % of 
overall tuition/fee revenues

• Class Delivery Model
– Revenue is assigned to an academic 

department based on the # of credit hours 
delivered x the average tuition/fee per credit

Attachment B
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Net Contribution
Nursing and Psychology, Major Model

Attachment B
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Net Contribution
Nursing and Psychology, Class Model

Attachment B

FF 53 of 56



Net Contribution Matrix – Psychology
Y Axis Class Model, X Axis Major Model

Attachment B

FF 54 of 56



Net Contribution Matrix – Nursing
Y Axis Class Model, X Axis Major Model
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Discussion
Attachment B
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