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I. Administrative Matters

1. Replacement of the Senate Budget Committee
Changes to British Columbia's University Act associated with establishing the UBC Okanagan campus in 2005 had several implications for UBC's academic governance. In particular, changes to the Act created a "Council of Senates" and mandated that the role of the Senate Budget Committee (SBC) be taken over by a standing committee of the Council of Senates. Therefore, as of the end of the 2004-05 academic year, the Budget Committee of the UBC Vancouver Senate ceased to exist. 

2. Transition 

In the transitional period before the committees of the Council of Senates could become operational, the traditional role of the SBC has been carried out by a committee referred to as the "Interim Senate Budget Committee" (ISBC). This Committee has a slightly reduced membership (relative to the SBC) from UBC Vancouver and includes two members from UBC Okanagan. This committee was to continue to operate until the budget committee of the Council of Senates was ready to begin its operations.

As of May 2006, the Council of Senates budget committee is almost ready to assume its operational role. The ISBC should therefore cease to exist and have its responsibilities taken over by the Council of Senates budget committee by the beginning of the 2006-07 academic year.  

3. Mandate
The mandate of the ISBC is 

i) to meet with the president and to assist in the preparation of the University budget,

ii) to make recommendations to the president concerning academic planning and priorities as they relate to the preparation of the University budget, and

iii) to report to Senate regarding budgetary matters affecting academic planning and priorities. 

4. Operations of the Council of Senates Budget Committee
The Council of Senates and its budget committee (hereafter referred to simply as the "budget committee") will need to determine appropriate operating procedures, subject to the mandate specified in the University Act.  However, the ISBC has dealt with some of the issues that will arise and therefore has some comments regarding the budget committee.

One important point is that many financial issues that might be considered by the budget committee will relate primarily or entirely to one particular campus: either to UBC Okanagan or to UBC Vancouver. In particular, the budget committee will have an obligation to consider the financial implications of new programs, new academic units and similar matters. Typically, these programs or units will be associated with just one campus. 

The ISBC suggests that it would be helpful for the budget committee to contain two subcommittees, one for each campus. Each subcommittee would deal with financial issues confined to its particular campus. Furthermore, it would be reasonable for the members of each subcommittee to be predominantly or entirely from the associated campus. The committee as a whole would deal primarily with system-wide issues. Such an approach would streamline the operations of the budget committee and would avoid the potential problem of members of one campus being drawn excessively into decision-making at the other campus. This subcommittee structure would support the objective of decentralized (i.e. local) decision-making within the overall UBC system. 

Although budget oversight responsibility has been largely taken from the purview of campus-specific Senates and reassigned to the Council of Senates, it is still the case that each Senate will require some information regarding financial implications of various academic matters. Furthermore, while the Senates do not have decision-making authority over budgetary matters, their input on financial implications of academic decisions and on academic implications of financial decisions is important. Accordingly, each subcommittee of the budget committee should take on the role of reporting to and receiving input from the Senate of its designated campus. 

Having two campuses separated by significant distance greatly complicates the logistics of budget committee operations. It is costly and difficult to get committee members from both campuses together in a single location. Accordingly, full face-to-face meetings should perhaps be relatively infrequent. However, video-conference meetings provide an effective and cost-efficient alternative method of conducting meetings. A reliable facility for video-conferences should be made available. Telephone conferences are rarely adequate for a full-scale meeting. However, small subgroups would be expected to make significant use of teleconferences. 

II.  Matters Related to Student Finances
In the 2005-06 academic year, the ISBC considered three specific topics relevant to student finances as described in the following paragraphs.

5. Student Financial Support 

The ISBC received and discussed a report on student financial aid. The allocation of student aid, the level of student aid, and the potential demand for student aid were all considered. There was also considerable discussion of the appropriate role of the University and provincial and federal governments in dealing with student aid. The ISBC notes, for example, that the May 2006 federal budget contains significant tax relief for recipients of bursary and related awards and is very cognizant of the efforts of the President in promoting financial support for students at both federal and provincial levels of government.
6. Impact of Tuition Fee Increases on Enrolment Patterns
The ISBC received and discussed a report on the effect of tuition fee increases on student demographics. The ISBC was particularly interested in whether recent tuition fee increases had reduced participation by students from low-income families. 

It appears that tuition fee increases have had little if any impact on the relative participation of low-income students. Both before and after the tuition fee increases students from high income households had significantly higher participation rates than students from low income households. UBC appears similar to Canada as a whole
 in this respect. 

In seeking to explain the apparent lack of any effect of tuition fees increases on student demographics it was suggested that tuition fees remain only a modest part of a student's overall cost of higher education. Therefore, tuition fee increases, significant as they were, represented only a modest increase in students' overall costs. It was also pointed out that by far the most important constraint on attendance at UBC Vancouver is the very high academic performance required for admission. Therefore, participation at UBC is determined largely by academic performance in high school (and colleges) rather than by financial issues related to tuition fees.

If anything, the lowest income students have experienced a slight increase in relative participation as tuition fees have risen. One suggested explanation is that the increased financial aid that has accompanied tuition fee increases has helped low income students in relative terms. All groups of students pay more, but financial aid formulas imply that increased financial aid flows largely to low income students. 

7. Ph.D. Tuition Waivers
UBC's recently instituted policy of universal tuition waivers for Ph.D. students has raised a variety of financial and academic concerns. The ISBC received a very helpful report on Ph.D. tuition waivers and engaged in a spirited discussion of the issue. The ISBC concluded that the general issues surrounding Ph.D. support and recruitment are fundamental to UBC's role as a major research university and warrant the attention of Senate as a whole at this time. Accordingly the ISBC recommended to the Agenda Committee of Senate that Ph.D. funding and recruitment be addressed in a session devoted entirely to this topic. 
III. Other Matters

8. UBC Okanagan Capital Plan
The ISBC received a report on the Capital Plan for UBC Okanagan. The Committee noted that the plan is aggressive as far as timing is concerned. Also, while a financial plan has been carefully developed, significant additional effort will be required to get full funding in place. On the other hand, the Committee was informed that any delays in building key infrastructure would be a major problem for the students and faculty at UBC Okanagan. 
The Committee was assured that the finances of UBC Okanagan and UBC Vancouver are distinct and that financial challenges at either campus will not "spill over" to the other.
9. Operating Budgets at UBC Okanagan and UBC Vancouver
The ISBC spent considerable time receiving information about and discussing operating budgets at both UBC-O and UBC-V.  The operating budget at UBC-O is relatively straightforward and does not present major problems at present. The operating budget at UBC-V has presented a greater challenge. Total revenues flowing into UBC-V have increased substantially in recent years but financial responsibilities and commitments have risen commensurately or more than commensurately. These increasing responsibilities include, but are not restricted to, those arising from increased student numbers. 

The provincial government has agreed to explicitly fund approved salary settlements and the federal government has apparently agreed to increase support for indirect costs. These are both very positive developments. However, cost increases associated with non-salary operating costs (including energy costs) are not explicitly covered by any specific source of revenue. Limitations on tuition fee increases determined by the provincial government imply that tuition fee increases cannot be used to fully cover such costs. This implies that "savings" must be found somewhere within the university budget to cover these cost increases. 

Some of the key facts are as follows.

i) The operating budgets for UBC-O and UBC-V are approximately $56 million and $591 million respectively. Thus UBC-V is slightly more than 10 times as large as UBC-O on a financial basis. The consolidated budget is therefore approximately $647 million. This is an increase of approximately $90 million or 14% over the previous year.

ii) UBC-O is fully funded at the operational level, implying that it has no planned budget deficit. UBC-V has a current shortfall for 2006-07 of $23 million. The current plan is that $7 million will be covered by an across the board cut to academic units, $5 million will be found in other savings, and $11 million will be carried over as a deficit to be solved in future years.  The University continues to negotiate with the provincial government and to interact with the federal government in an effort to obtain additional revenues to reduce this shortfall.

iii) Major financial contingencies to watch at UBC-O include the risk of not reaching target levels for student ("FTE") enrollment and the escalation of construction costs. Both student shortfalls and construction cost over-runs are very significant risk factors. In addition, the cost of recruiting faculty at the appropriate quality level might rise above initial expectations. 

iv) At UBC-V, major issues include how indirect costs will be handled at the federal level and the future of tuition fee increases. These issues also affect UBC-O but they are particularly important for UBC-V at present.

There was also some discussion (with no explicit conclusion) of whether the University central administration should "tax" or "cut" academic units across the board to create budgetary room to fund new (or "renewed") academic initiatives on a discretionary basis. However, once it became clear that a cut would be likely simply to cover existing operations, discussion of an additional cut to fund discretionary spending did not go much further.

Finally, it should be noted that, although academic units will likely be cut, the net expenditure on academic units will rise once salary adjustments are taken into account. In effect, at UBC-V each unit will receive the increase needed to cover salary increases and this new base will then be cut to cover $7 million of the $23 million shortfall.
10. Budgetary Implications of Possible Graduate Studies Reorganization
The ISBC reviewed the budgetary implications of several new programs or other changes in academic structure. One particularly important change in academic structure relates to the possible reorganization of the Faculty of Graduate Studies. 

At present the Faculty of Graduate Studies carries out two functions. As its name suggests, it provides services for and associated with graduate students. In addition it also serves as a home for several interdisciplinary academic units. The current proposal is to separate these two functions. Under this proposal, the Faculty of Graduate Studies would focus on graduate students and the functions related to interdisciplinary study would be coordinated under some alternative structure. 

The mandate of the ISBC deals with budgetary implications rather than academic policy but the two things cannot be completely separated as a discussion of budgetary implications relies in part on assessments of the underlying academic value of the proposal under consideration.  In this spirit, the ISBC is supportive of the separation on academic grounds. At this stage in the University's development there is no there is no good reason for combining the management of interdisciplinary activity with providing services for graduate studies. Certainly the University is much larger and more complex than it was when this organizational structure first arose. This structure is hard to justify in today's environment.

One related consideration is that the Faculty of Graduate Studies carries out its interdisciplinary management function primarily by managing a set of centres and institutes. There has perhaps been a tendency to equate these particular centres and institutes with interdisciplinary activity and therefore to not allow for full recognition of other forms of interdisciplinary activity on campus. One benefit of the proposed reorganization would be the opportunity to take a fresh look at the variety of interdisciplinary activities at UBC. 
At the budgetary level, the ISBC notes that separating these two functions need not necessarily have any net cost. However, being realistic, it is rare that administrative reorganizations turn out to be cost-neutral (or cost saving). Still it is possible in principle to carry out the same functions that are currently being carried out in much the same way as before without requiring them both to be governed by the Dean of Graduate Studies. Possibly there might even be some efficiencies available.
The cost of the reorganization depends in large part on the specific structure adopted for coordinating interdisciplinary activity. The ISBC encourages the University to undertake a reorganization that is both effective and cost efficient. More specific proposals regarding the organizational structure for interdisciplinary studies will be forthcoming from the Provost’s office and will be considered by Senate.
11. Budget Summary Book 
The university administration has created a Budget Summary Book containing detailed budget information by VP and Faculty.  The document contains budget details by fund, information on UBC capital projects, and background information on such aspects as government funding, tuition, enrolment, fundraising, investment income, etc.  This project arose in part from requests by the SBC and from Senate more broadly for systematic information of this type. The ISBC is impressed by the outcome and commends the administration on this initiative. 

12. Budget Submissions from Ancillary Units

The ISBC is scheduled to receive summary documents describing the operating budgets and business plans of the ancillary units, including Housing & Conferences, Athletics & Recreation, Bookstore, Food Services, Parking, etc.
IV. Concluding Remarks

In conclusion, the ISBC notes that dealing with the current President, Martha Piper, has been a very positive experience. She has brought a spirit of openness and cooperation to financial interactions with Senate that is both valuable and important. As she approaches the end of her time as President, we commend President Piper on her many accomplishments at UBC, both budgetary and otherwise, and we wish her well for the future.

It will be important for the new Council of Senates budget committee to establish an open and positive relationship with the new President and to establish operating procedures that will allow the new committee to effectively carry out its oversight and advisory role regarding financial decisions.

James Brander

Chair, Interim Senate Budget Committee

May 2006.
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� Examination of the available evidence indicates that, as of the early years of the 21st century, young adults (aged 18 to 24) from families with incomes exceeding $100,000 have approximately twice the university participation rate of young adults from families with incomes of less than $50,000. Young adults from families with intermediate incomes had intermediate participation rates.
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