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EXECUTIVE SUMMARY
The Budget Committee has developed an Operating Budget Plan that is working toward a Board
of Governors mandated, balanced target for 2014‐15. This year the Budget Committee is
attempting to increase the transparency of the process as well as requesting feedback and
suggestions to achieve the goal of a balanced budget. The Committee hopes that consulting
with a wide range of stakeholders will result in the generation of new ideas and in a better
understanding of the challenges and opportunities facing the University.
There are economic factors that are not easily controlled. The most significant constraints are
the grant and tuition levels set by the provincial government, and fixed increases for
compensation expense. For 2014‐15, the Government has provided a 1% increase in the
university system operating grant and recruitment projections are supportive of a slight
increase in enrolment. While this is welcome news, the increase in revenue note above does
not cover cost increases. The challenge of the Budget Committee has been to develop a
balanced budget that takes into account the constraints all units are facing following a 10% cut
in government funding over the past three years.
The purpose of this report is two‐fold: (1) to inform the University community of the direction
the Budget Committee is taking to achieve a balanced budget; (2) to encourage feedback from
all members of the University community.
Written feedback should be sent to budgetideas@stfx.ca
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SAINT FRANCIS XAVIER UNIVERSITY
BUDGET COMMITTEE
OPERATING BUDGET PLAN FOR 2014‐15

I. INTRODUCTION
The role of the University Budget Committee is to advise on budget allocations including
recommendations on budget targets and priorities. The culmination of this work results in a
budget proposal recommendation to the Finance Committee of the Board of Governors. The
budget is tabled for Board approval at the June meeting. Prior to this meeting, Administration
presents the recommended budget to the Faculty.
It is the legal responsibility of the Board of Governors to approve the budget of the university,
and to give direction to the President regarding budget. At the end of each fiscal year (March
31), the StFX Finance Department prepares the annual budget statements for external auditing.
The audited statements of StFX can be found at
http://sites.stfx.ca/financial_services/finance/University_Financials .
Since the adoption of the envelope budget model in 2007, operating budgets have been
primarily developed at the executive level and options have been discussed within the
University Budget Committee. While committee members have been available to stakeholders
to discuss the progress of the budget, there has been no formalized consultation with
stakeholders throughout the development of the budget. This year, it was decided that the
University community would be better served by the Committee reporting on progress and
asking for suggestions prior to the final submission in June. To that end, this “current state” of
the budget report has been drafted for review. At the conclusion of the draft report,
information is provided on how stakeholders can provide feedback to the committee.
The purpose of this report is to inform members of the University community on the
development and current status of the 2014‐15 Budget Plan. The initial budget was built up in
the usual manner with an analysis of prior year’s revenue and expenditures and factoring in
known changes. Please refer to Appendix A which displays summary operating budgets for the
last five years. From this starting point, the University is facing a significant budget deficit. The
Budget Committee has put forth some possible measures to reduce the gap. This report
provides the back ground and rationale for the progress to date so that discussion can be had
with campus community. This report is being issued in draft form to allow the incorporation of
feedback by May 20, 2014.
Please note that this is confidential information to be used in conjunction with standard university practices for internal use only.
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The outlook for the operating budget is influenced by the following factors:


The Province has recently announced a 1% increase in operating grants for the Nova
Scotia University System which is welcome news after three years of budget reductions
totaling 10%.



Over the last three years departments have reduced budgets as a consequence of the
reduction in government funding.



There remains a need to provide for annual salary adjustments and further employer
contributions to the pension plan as well as inflationary cost pressures in other
expenditure areas.



These pressures will need to be managed within a government‐mandated tuition cap of
3% for most programs and with cautious optimism on the University’s ability to increase
enrolment in the face of a local declining demographic market.

The following chart shows the changes in the major elements of the budget from 2013‐14 to
the current budget draft for 2014‐15.

In order to develop budget plan recommendations for 2014‐15, the Budget Committee must
consider all the major factors which will impact the University’s operating revenues and
expenditures.
Section II describes the process used by the committee in developing the budget. Section III
gives some background to the Operating Budget Plan. Section IV discusses the role the
Presidential Task Force and Program Prioritization exercise has in relation to budget
development for 2014‐15. Section V discusses community involvement in the process. Section
VI discusses the current alternative being considered to meet the balanced budget target.
Section VII discusses the next steps in the process as a beginning to a more consultative
approach to budget development.
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II. THE BUDGET COMMITTEE APPROACH TO THE BUDGET PROCESS
(2014‐15)
The Initial draft budget 2014‐15 was developed by the Finance Department in consultation with
administrators who control the core components in each of the five envelopes of the operating
budget (Academic, Advancement, Student Services, Finance and Operations and Multi‐Year
Commitments). Compensation expenditures were determined by comparing current and
expected staffing levels and adjusting for inflationary pressure.
Salary increases are in
accordance with the three collective agreements for unionized staff and a Cost of Living
adjustment for non‐unionized staff.
The Ancillary budget was constructed with administrative consultation and input from Sodexo,
our foodservice provider. It is worth mentioning that funds from Ancillary Services cannot be
transferred to operations to offset deficits as per the MOU with the Province.
Excerpt from Section 13 of MOU ‐ With respect to ancillary fees:
(a) The universities agree that they will not increase ancillary fees within their control to
compensate for an inability to raise tuition fees beyond the tuition caps in this
agreement.
(c) Ancillary fees are fees for non‐academic services such as residence accommodation, food
services, health services, and student association.
(d) Ancillary fees will be transparent with regard to the goods and services they are
designed to be applied against.
http://novascotia.ca/lae/highereducation/documents/MOUProvUniv2012.pdf
Budget Committee members, drawing from their own knowledge and information gained
through conversations with students, staff, administration and faculty have outlined some
concerns on the ability to increase revenues and/or decrease expenditures. Some of these
concerns are listed below.
Faculty and Service Unit Concerns:
o Difficulty in implementing further reductions following three years of cuts
o In some faculty departments, compensation costs can exceed 95% of the operating budget
thereby limiting flexibility in absorbing reductions
o Voluntary and involuntary reductions from 2013 have negatively impacted service levels in
support functions
o Several departments used special and reserved funds to help offset costs in the 2013‐14
budget – some are depleted, not possible to continue
o Staff reductions (through retirements and resignations wherever possible) are often being
used to address budget issues
Please note that this is confidential information to be used in conjunction with standard university practices for internal use only.
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o Service units provide support to Faculties and students; reductions in some areas may have
wide reaching impacts

Student Concerns:
o Rising tuition costs
o Access to Education generally given rising costs
o The need for additional Academic and support services particularly for international
students.
The Budget Committee has decided that expanded consultation with stakeholders is important.
The dissemination of this document and a meeting with faculty and staff represent the first
steps in this expansion. It is the intention of the Budget Committee in the future to consult
with the campus community throughout the year to improve communication and to solicit
ideas.

III. BACKGROUND ON THE OPERATING BUDGET PLAN
This section provides background on the significant components of the University Operating
Budget including estimates and assumptions for specific revenue and expenditure lines for
2014‐15. Please refer to Appendix B for the draft 14‐15 budget showing revenues by source
and expenditures by envelope. Early in 2014, the initial draft budget had an operating deficit of
$ 3.7 million, based on current operating levels, known inflationary factors for expenses and
available estimates for revenues. During the next few months the revenue piece was revised to
account for the changes to the operating grant and to revise revenue estimates from
Continuing and Distance Education. On the expense side further reductions in proposed multi‐
year commitment payments have decreased the projected deficit to $2.6 Million.
The following describes major budget impacts on revenues and expenses.

REVENUES
1. Tuition Revenue (include Provincial Tuition Bursary component)
Tuition revenues are the most significant source of revenue to the operating budget at 49%
($34.7) million). The Budget Committee notes that in a scenario where the grant increase is just
1%, tuition revenues become critical to address inflationary cost pressures. Tuition revenues
are determined by both student enrolment and tuition fee rates.
Please note that this is confidential information to be used in conjunction with standard university practices for internal use only.
Questions regarding this information should be directed to the Director of Finance, StFX University.
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a) Tuition Fee Increases:
The Provincial MOU limits tuition fee increases to a maximum of 3% in 2014‐15. The 3%
fee increase is estimated to generate $0.7 million in additional revenue in 2014‐15. The
3% increase does not apply to non‐tuition fees or the Provincial Tuition Bursary.

b) Enrolment:
The second factor determining tuition revenues is enrolment. The following table shows
StFX’s full‐time undergraduate enrolments for the past five years.

Year

Full Time Enrollment

2009‐10
2010‐11
2011‐12
2012‐13
2013‐14

4170
4138
4166
4155
4047

The current 2014‐15 budget assumes an increase of 25 students in the revenue projection.
Despite the recent trend shown, the forecast increase reflects positive recruitment trending
and the adjustment of caps in some programs. The revenue impact of the additional 25
students is approximately $170K. Revenue growth is also forecast for Part Time courses and
Summer School & Intercession Credit courses within the Continuing and Distance Education
department. Overall, student fees are anticipated to grow by $1.2 million. More detail on
enrollment patterns is shown in Appendix C.

2. Provincial Operating Grants
The government grant is the second largest revenue source representing 44% ($31.1 million) of
University operating revenues. The Province of Nova Scotia has announced a 1% increase in
operating grants to universities for 2014‐15. In 2014‐15 St.FX received the operating grant in
one upfront payment. While this is a benefit to the institution by reducing interest expense the
benefit was partial offset by a government reduction to account for the time value of money.
(This section in blue added after the May 8th presentation for clarity). Although an increase is
welcome news after three years of funding reductions totaling 10% ($3.3 million), the increase
of $280K $191K (difference is due to reduction described in blue above) is not sufficient to
meet cost escalation.
Nova Scotia universities have a Memorandum of Understanding (MOU) with the Province that
provides for confirmation of the grant for the university system by December 31 for the next
Please note that this is confidential information to be used in conjunction with standard university practices for internal use only.
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fiscal year. The continued uncertainty around future funding arrangements makes planning
beyond 2014‐15 difficult. The agreement states a new formula to allocate the provincial grant
among universities will be developed; work is underway with updates anticipated in 2015.
We’ve noted that there is some confusion on campus as to the importance of enrolment and
the so‐called ‘bin weights’ to the provincial operating grant. Bin weights are adjustments to
allocations per student in a funding formula established in the late 1990’s that are intended to
reflect the expected differences in cost associated with specific programs of study; for example,
at that time, the provincial allocation for a graduate, music, education or science student was
higher than for an arts or business student. However, the last time that the grant included bin‐
weighted enrolments in the calculation was in 2008, and was based upon three‐year average
enrolments from 2004‐6. Since then, the grant has been adjusted up or down on a straight
percentage basis. The enrolment distribution at StFX among programs has shifted significantly
since 2006, so that now the grant is not reflective of current student enrolment distribution
among programs. It is expected that the province will return in the next year or two to a
provincial operating system that does depend at least partially upon enrolment.
StFX maintains a specific agreement with the province that provides a special allocation of
funding to support the nursing program ($2.4 million) provided certain enrolment and other
conditions are met. Similarly, within our provincial operating grant there is a specific enrolment
corridor expectation for the Bachelor of Education program. There is also a specific agreement
specifying funding for the joint PhD in Education

3. Technology, Recreation and Other Fees
Non‐tuition student fees are another source of revenue. The Technology Fee is a $350 per
student fee collected to support growing costs related to technology supports and enhance the
student experience. Technology fees have funded numerous projects including expanding the
campus wide available bandwidth, computer refresh programs and the purchase and
maintenance of various academic software applications.
The $100 per student recreation fee directs funds to upgrade and maintain recreational
facilities. The rates for these fees have not changed in the past three years. Other student fees
include late fees and user fees for programs like LEAP and Excel offered in the Writing Centre,
application fees and other miscellaneous charges. The rates for these charges have been
constant for a few years.

Please note that this is confidential information to be used in conjunction with standard university practices for internal use only.
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4. Endowment and Other (This section added after the May 8th presentation for clarity)
During 2013‐14 the University made several onetime adjustments to bring in additional
revenue from the Endowment funds. These measures will not be replicated in 2014‐15 so there
is a reduction to Endowment Revenue of $442,000(rounded) please refer to page 2 of the
appendix section for details.
EXPENDITURES
The University operating expenses are grouped into major categories below to explain the
overall changes to cost.

1. Employee Compensation
All employee compensation (Faculty, Staff and Administration) makes up 73.4% of the
operating expenditure of the University. The majority of University employees are members of
one of four Collective Bargaining Units. All agreements are in effect during the 2014‐15 Fiscal
year so compensation increases dictated by the Collective Agreements are known and must be
honored. Estimated increases of just under $2 million in salary and benefit costs (including
pension contributions at current rates) have been provided for in the 2014‐15 fiscal year
budgets. This amount includes a provision for step and cost of living increases. As the timing of
retirement and most exits from the university are not predictable, employee compensation is
the line most apt to change through the budget year. In some cases, this results in a savings if
the replacement can be delayed; in others, there is an added cost if contracted benefits are
associated with the exits and the position must be replaced immediately.

2. Supplies, Travel and Other Costs
These cost categories for all departments represent 12.6% of the operating budget. In spite of
cost escalation beyond the control of the University, these budgets have remained fairly flat.
The 2014‐15 budget has total increases of $.64 Million for Supplies Travel and Other costs. The
4% increase in costs includes a marginal restoration of Academic budgets for lab equipment.

3. Multi‐year Commitments Envelope E
Included in this section are Utilities (heating and electricity), Scholarships, Bursaries, Debt
Charges, Capital Renewal and other costs. Estimated increases to this group will be
Please note that this is confidential information to be used in conjunction with standard university practices for internal use only.
Questions regarding this information should be directed to the Director of Finance, StFX University.
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approximately $190K or 1.8% increase. In the initial draft budget increases to envelope E
totaled $1.09 million to partially restore amounts to historical norms. However the deficit at
that stage was $3.7 million and the increases could not be justified. As a result the University
will continue to operate with lower than desired operating and repayment levels.
Appendix D provides information on comparator institutions operating budget size and
resource allocation decisions.

IV RELATING BUDGET PLANNING TO THE Presidential Task Force
Program Prioritization PROCESS
The Presidential Task Force – Sustaining the Academic Priorities of StFX 2013‐2018 is a Board‐
led initiative introduced to the campus in June 2013. Planning and preparation began in
September of 2013 for a detailed program prioritization exercise where all University programs
would complete a self –assessment of both quantitative and qualitative measures of past
performance as a way of identifying growth areas as well as areas requiring more attention or
reduction. It is important to note that this is not a budget‐reduction exercise per se; rather it is
a transparent evaluation and reflection exercise to better understand where our resources are
being used now, and to identify opportunities to use resources more effectively in terms of
their contribution to university sustainability.
The self‐assessments will be completed in April for Academic Support and in May for Academic
Departments with Task Force members completing the rankings and providing
recommendations to the President in a report due in June. Within this exercise all departments
were asked to look for areas where revenue generation could increase or where opportunities
to improve efficiencies and reduce operating costs may be possible.

V COMMUNITY INPUT TO BUDGET EFFICIENCY – “NO IDEA TOO SMALL’
The Board of Governors requests a balanced budget. The Budget Committee is seeking
assistance from all staff in all departments to look for immediate ways in which costs can be
reduced or revenues increased. This is distinct from the task force exercise. However, since the
campus is engaged in the task force exercise, the discussions relative to the information being
provided may have identified ideas where small investments or changes in budgeting or
management may result in cost savings, better efficiency or higher quality of service to
students. It is with this in mind that the Budget Committee is looking for input from
departments for alternative short term cost reduction strategies.
Please note that this is confidential information to be used in conjunction with standard university practices for internal use only.
Questions regarding this information should be directed to the Director of Finance, StFX University.
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PLEASE SEND INPUT, AS AN INDIVIDUAL OR AS A DEPARTMENT TO budgetideas@stfx.ca.
If you are concerned about confidentiality of ideas, please indicate so in your email.

VI PLANNING TO BALANCE 2014‐15
The first draft of the 2014‐15 budget was based upon expected increases, planned
expenditures, and partial restoration to required expenses that were deferred last year (eg.,
debt repayment, repairs & maintenance). It resulted in a budget deficit of $3.7 million.
Revenue estimates were revised to account for new programs in Continuing and Distance
Education, and expense levels were reduced in Envelope E (deferring some principle payments
and repairs and maintenance). By doing so, the deficit was reduced to $2.6 Million. The Budget
Committee aims to mitigate the impact of reduced service but has been instructed to achieve a
balanced Operating Budget Plan for 2014‐15.

Base Budget Reductions
The entire University has been managing costs in the face of declining government funding.
While government funding has increased slightly, the need to manage costs remains as
escalation in expenditures out pace revenue growth. To balance the budget, an across the
board cut of 3.63% would be needed from all departments. This is not possible in some
departments where 95% of the cost structure is contractually bound salary costs.
The Budget Committee is exploring the potential of implementing a 3% cut across departments
with the exception of the Instruction and Non‐Sponsored Research budget. The latter would
see a 1.5% cut. This approach acknowledges that a 3 % cut to the full instructional budget
would result in a decline in teaching resources that is not seen as possible without a major
impact on course offerings and the programs of students already accepted to the university.
Appendix E contains an information sheet illustrating the impact of a proposed 3% reduction
and 1.5% reduction option. These reductions would further reduce the deficit by $1.28 Million
dollars. If successfully implemented, the operating deficit to address would be $1 million.

IDEAS
Please note that this is confidential information to be used in conjunction with standard university practices for internal use only.
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Cost Reduction Ideas
The committee has discussed a few short term ways of controlling cost escalation and presents
a few ways departments may be able to lower costs.
a) Held Vacancies: The current draft budget has held a number of positions that are
currently vacant. Each department will be expected to assess the urgency of any future
replacements in light of the need to reduce expenditures.
b) Travel: All travel costs should be reviewed and scaled back where possible.
c) Equipment and Supplies: All departments are trying to do more with less but there may
be opportunities to work with others to share resources and reduce total expenses.

Revenue Generation and or Use of Endowment Ideas
a) Revenue Generation: Any department that has the ability to generate revenue is
encouraged to explore ways of increasing targets for the coming year. If the ideas
have not been put forward for action, please discuss with your supervisor and/or
use the budgetideas@stfx.ca e‐mail address.
b) Use of Endowed Chairs and Special Accounts: Each year University departments

access revenue to offset costs or add services through funds made available by
donors. Some of these funds have terms that limit their use while other funds have
more open conditions. Departments with access to open funds are encouraged to
identify uses which could offset operating cost. In prior years several of these funds
have been used to support Academic teaching positions and most recently to offset
expenses for the Library. The Committee is encouraging a review of the existing
terms to identify opportunities to increase the use of these funds.

Please note that this is confidential information to be used in conjunction with standard university practices for internal use only.
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VII NEXT STEPS
The Budget Committee will meet with the University Community on Thursday May 8th at 3:30
in the Schwartz auditorium to share with you our budget challenges and options, hear your
ideas and answer questions about the budget and budgeting process. Later in May, after we
have received feedback from campus, we will present our final recommended 2014‐15 budget
at further information sessions. This recommendation will then be made to the Board of
Governors for adoption. Feedback to this document in writing or at the meeting on Thursday is
greatly appreciated.
Specifically, we would like feedback in two areas:
1. Did you find this document useful, and if so, are there other topics that you would like
included in next year’s version if we continue this approach?
2. Do you have ideas to increase revenue generation or increase cost efficiency in your
work area? These do not have to be fully worked out, just thoughts or ideas that have
come to mind in your work or as you’ve visited other universities and observed how
they operate.
Ideas, comments and concerns can be emailed to budgetideas@stfx.ca by May 20th to have
potential impact on the 2014‐15 budget.

Please note that this is confidential information to be used in conjunction with standard university practices for internal use only.
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APPENDICES
APPENDIX A. Five‐year History of the StFX Operating Budget
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APPENDIX B 2014‐15 Draft Budget
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APPENDIX C MPHEC Enrolment Data
Total STFX enrollment by Fields of Study

Enrollment Trends at other Maritime Institutions
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APPENDIX D. Benchmarking StFX Proportional Budget Allocations
The Table below provides information on how comparator institutions allocate resources to various categories. The first column
displays the operating budget of the institution (in $ Millions) followed by the percentage of the operating budget spent in the various
categories. Note that different institutions will have some different staff/activities included in each category, so precise comparisons
are not appropriate.

Source: CAUBO – data from 2011‐12 fiscal year
Please note that this is confidential information to be used in conjunction with standard university practices for internal use only. Questions regarding this information should be
directed to the Director of Finance, StFX University.
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APPENDIX E: Impact of Proposed 3 % (1.5% to Instructional) Budget Reduction in 2014‐15

Budget Discussion Model
Total Budget
Student Services
Advancement
Finance & Operations
FM
TSG
Finance

6,206,150
1,699,182
4,828,045

3% Targeted Reduction Group Targets

4,364,095
2,146,132

130,923
64,384

130,923
64,384

12,733,377

186,184
50,975
144,841

382,001

Academic
Instructional *
Library
Cont Educ

39,864,022
3,120,194
591,000

597,960
93,606
17,730
Budget Savings

*1.5% Applied to this Component
709,296
1,286,604
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