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LEGAL CAVEAT 

The Advisory Board Company has made efforts 
to verify the accuracy of the information it 
provides to members. This report relies on data 
obtained from many sources, however, and The 
Advisory Board Company cannot guarantee the 
accuracy of the information provided or any 
analysis based thereon. In addition, The 
Advisory Board Company is not in the business 
of giving legal, medical, accounting, or other 
professional advice, and its reports should not 
be construed as professional advice. In 
particular, members should not rely on any 
legal commentary in this report as a basis for 
action, or assume that any tactics described 
herein would be permitted by applicable law 
or appropriate for a given member’s situation. 
Members are advised to consult with 
appropriate professionals concerning legal, 
medical, tax, or accounting issues, before 
implementing any of these tactics. Neither 
The Advisory Board Company nor its officers, 
directors, trustees, employees and agents shall 
be liable for any claims, liabilities, or expenses 
relating to (a) any errors or omissions in this 
report, whether caused by The Advisory Board 
Company or any of its employees or agents, or 
sources or other third parties, (b) any 
recommendation or graded ranking by The 
Advisory Board Company, or (c) failure of 
member and its employees and agents to abide 
by the terms set forth herein. 

The Advisory Board is a registered trademark of 
The Advisory Board Company in the United 
States and other countries. Members are not 
permitted to use this trademark, or any other 
Advisory Board trademark, product name, 
service name, trade name and logo, without the 
prior written consent of The Advisory Board 
Company. All other trademarks, product names, 
service names, trade names, and logos used 
within these pages are the property of their 
respective holders. Use of other company 
trademarks, product names, service names, 
trade names and logos or images of the same 
does not necessarily constitute (a) an 
endorsement by such company of The Advisory 
Board Company and its products and services, 
or (b) an endorsement of the company or its 
products or services by The Advisory Board 
Company. The Advisory Board Company is not 
affiliated with any such company. 

IMPORTANT: Please read the following. 

The Advisory Board Company has prepared this 
report for the exclusive use of its members. 
Each member acknowledges and agrees that 
this report and the information contained herein 
(collectively, the “Report”) are confidential and 
proprietary to The Advisory Board Company. By 
accepting delivery of this Report, each member 
agrees to abide by the terms as stated herein, 
including the following: 
1.  The Advisory Board Company owns all right, 

title and interest in and to this Report. 
Except as stated herein, no right, license, 
permission or interest of any kind in this 
Report is intended to be given, transferred 
to or acquired by a member. Each member 
is authorized to use this Report only to the 
extent expressly authorized herein.  

2.  Each member shall not sell, license or 
republish this Report. Each member shall 
not disseminate or permit the use of, and 
shall take reasonable precautions to prevent 
such dissemination or use of, this Report by 
(a) any of its employees and agents (except 
as stated below), or (b) any third party. 

3. Each member may make this Report 
available solely to those of its employees 
and agents who (a) are registered for the 
workshop or membership program of which 
this Report is a part, (b) require access to 
this Report in order to learn from the 
information described herein, and (c) agree 
not to disclose this Report to other 
employees or agents or any third party. 
Each member shall use, and shall ensure 
that its employees and agents use, this 
Report for its internal use only. Each 
member may make a limited number of 
copies, solely as adequate for use by its 
employees and agents in accordance with 
the terms herein. 

4. Each member shall not remove from this 
Report any confidential markings, copyright 
notices and other similar indicia herein. 

5. Each member is responsible for any breach 
of its obligations as stated herein by any of 
its employees or agents. 

6. If a member is unwilling to abide by any of 
the foregoing obligations, then such member 
shall promptly return this Report and all 
copies thereof to The Advisory 
Board Company. 
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Available Within Your Business Affairs Membership
Resources to Support College and University Budgeting 

Unlimited Copies for Members 

Copies of EAB publications associated with the Business Affairs Forum are available to members in 
unlimited quantity and without charge. Additional copies can be ordered via our website or by email. 
Electronic copies are also available for download from our website. 

Optimizing Institutional  
Budget Models 
Strategic Lessons for Aligning Incentives and 
Improving Financial Performance 

This study helps colleges and universities develop 
more strategic resource allocation systems. It 
includes four executive-level lessons on budget 
design and a compendium of 29 budget model 
elements to help you develop a more strategic 
resource allocation system on your campus. 

On-Demand Webconferences 
Register for upcoming sessions to hear our latest 
findings or access archives of past presentations. 
Many members convene campus leaders and task 
forces to attend and share ideas on practices and 
implementation. 

Unlimited Access to Experts 
Business Affairs Forum members may contact EAB 
researchers at any time to discuss our findings, 
request networking conversations, or review 
related resources and practices. 

Publications can be ordered at eab.com/baf 
by navigating to the desired study page and 
selecting “order study.” 

To order via eab.com

Email researchedu@advisory.com or your 
dedicated advisor with the desired publication 
title and quantity, and include your name, 
institution, phone number, and mailing address. 

To order via email 

Structuring and Transitioning to 
Impactful Gainsharing 
Strategies to Incent Better Unit Budget Behavior 
and Reallocate Meaningful Resource to the Center 

This study helps colleges and universities better 
manage unit budget surpluses through a 
gainsharing model. It outlines two options for 
structuring a gainsharing program as well as 
strategies for institutions to transition to a more 
strategic budget surplus policy while minimizing 
pushback.  
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Executive Summary
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Gainsharing 
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Transition 
Path 1 

Transition 
Path 2 

Current Approaches to Unit Budget Surpluses Creating Resource Misalignment 

Management of unit budget surpluses represents a significant opportunity to reallocate resources at 
most colleges and universities. Many institutions utilize a 100% carry-forward policy, where units 
retain all year-end surpluses. However, this often results in units accumulating massive reserves while 
the center struggles for funds. Conversely, other institutions manage unit budgets with a use-it-or-
lose-it approach that pulls all year-end surpluses to central administration. This policy often creates a 
perverse incentive for unit leaders to spend down the balance of their budget at the end of the year to 
avoid losing funds.  

Finding the Middle Ground with Gainsharing 

The optimal middle ground between use-it-or-lose-it and carry-forward is gainsharing. Under this 
approach, units split any budget surplus with central administration. This “compromise” method 
benefits both units and the institution and combines the advantages of the two more extreme 
approaches. Because units retain a sizable portion of their surplus, they are incented to find cost 
savings and better steward resources. Likewise, because a portion of any surplus returns to the center, 
the institution can grow much-needed funds for larger strategic priorities.  

Adopting a Gainsharing Model 

Despite its advantages, only 10% of institutions use a form of gainsharing to manage academic unit 
surpluses. To help business executives better manage unit budget surpluses, this publication details 
how institutions can successfully adopt a gainsharing model. The first section details how to best 
structure gainsharing arrangements. The second section offers two potential transition paths to move 
to gainsharing over time while mitigating campus resistance to change. 

Section 1 
Structuring Gainsharing Agreements 

Section 2  
Successfully Transitioning to Gainsharing 

Option #1 
Set Fixed Percentage of Budget 
Surplus to Be Retained by Unit 
Institutions establish a fixed percentage of 
budget surplus units will retain, choosing a 
percentage that incentivizes unit leaders to 
pursue saving opportunities while still 
providing central administration needed 
resources.  

Option #2 
Establish Unit-Specific Savings 
Target That Triggers Gain- 
Sharing Funds 
Central administration reclaims unit 
savings up to a specified target, while 
savings beyond the target are split via 
more typical gainsharing.  
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INTRODUCTION 

The Case for Gainsharing 
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 Source: Business Affairs Forum interviews and analysis. 

The Rich Get Richer 
Units Building Significant Reserves at Center’s Expense 

Management of unit budget surpluses represents a significant opportunity to reallocate resources at 
most colleges and universities. Many institutions utilize a 100% carry-forward policy, where units 
retain all year-end surpluses. The traditional logic behind this approach is that allowing units to retain 
their savings promotes better stewardship of resources and encourages units to save up for larger 
investments. However, it often results in a gross misalignment of resources, as units accumulate 
massive reserves while the center struggles for funds. 

As illustrated above, colleges at one research university have collectively amassed roughly $300 
million in reserves through carry-forward, while central administration possesses only $3 million in 
reserves. At another institution, one CBO had to contact every major bank in the state to locate 
university accounts and determine how much money academic units were even holding.  

Ultimately, institutions using a carry-forward approach often struggle to make important strategic 
investments because the majority of funds are held by decentralized units. 

Reserve Funds at Private 
Research University Show Me the Money 

“We used to allow colleges to keep their 
surplus funds in their own accounts. We 
were so decentralized that back in 2003, we 
had to go around and ask all of the banks in 
state what university accounts they held.” 

Chief Business Officer 
Public Research University 

 
$300M  

 $3M 

Units Central
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 Source: Bureau of Labor Statistics; Business Affairs Forum interviews and analysis.  

The Infamous ‘Use-It-or-Lose-It’ Mentality 
Unit Leaders Compelled to Spend Every Last Dollar 

Conversely, many other colleges and universities manage unit budgets with a use-it-or-lose-it 
approach that pulls all year-end surpluses to central administration. While the intent of this policy is to 
provide additional resources to central administration, it often creates a perverse incentive for unit 
leaders to spend excessively. Too often, units spend down the balance of their budgets at the end of 
the year to avoid losing funds. Resources that business executives could have redirected for strategic 
investments are instead spent at the unit level, often on non-strategic items. This use-it-or-lose-it 
phenomenon is illustrated in the graph below, which highlights the spike in end-of-year spending 
across government agencies. 

US Federal Government Spending (in Billions) 
by Week, 2010 to 2012 Aggregate  

$0

$50

$100

$150

0 10 20 30 40 50

Week 
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Sharing the Wealth 
Finding a Middle Ground Between Use-It-or-Lose-It and Carry-Forward 

The optimal middle ground between use-it-or-lose-it and carry-forward is gainsharing. Under this 
approach, units split any budget surplus with central administration. This compromise method benefits 
both units and the institution and combines the advantages of the two more extreme approaches. 
Because units retain a sizable portion of their surplus, they are incented to find cost savings and 
better steward resources. Likewise, because a portion of surplus returns to the center, the institution 
can grow much needed funds for larger strategic priorities.  

Percentage of Budget Surplus Retained by Unit 

Disadvantages of  
Use-It-or-Lose-It 

• Encourages unproductive 
year-end spending 

• Units unable to save for 
long-term strategic goals  

0% 100% 

Gainsharing is a 
compromise 
approach that 
combines benefits 
of two policies 

Disadvantages of  
Carry-Forward 

• No additional  
funding for central 
administration  

Source: Business Affairs Forum interviews and analysis. 
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1)  21% of institutions have an RCM or hybrid RCM budget model predicated on 100% carry-forward. 
 Source: Business Affairs Forum interviews and analysis. 

Overview of Current Budget Surplus Policies 

Despite the advantages of gainsharing, only 10% of institutions use it to manage academic unit 
surpluses. Approximately 29% of institutions employ a use-it-or-lose-it approach, while 61% use a 
carry-forward approach. Note, this 61% includes institutions utilizing responsibility-centered 
management (RCM) budget models, who by definition use a carry-forward approach with academic 
units. However, some institutions with RCM budget models have successfully used gainsharing with 
administrative units to encourage savings in those areas and reallocate some resources back to 
central administration. Therefore, gainsharing is a strategy applicable at all institutions, even if not 
every unit. 

The reminder of this report focuses on how institutions can successfully adopt a gainsharing model. 
The first section details how to best structure gainsharing arrangements. The second section offers 
two potential transition paths to move to gainsharing over time while mitigating campus resistance 
to change. 

Applying Gainsharing at  
an RCM Institution  

Institutions with a responsibility-centered 
management (RCM) budget model utilize 
100% carry-forward with academic units, 
but can use gainsharing policies to 
incentivize administrative unit leaders to 
find savings.  

29% 

10% 

61% 

Breakdown of Unit 
Budget Surplus Policies 
n=62 

Gainsharing 

Use-It-or-Lose-It 
Carry-Forward1 
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SECTION 1 

Structuring Gainsharing 
Agreements 

• Option 1: Set Fixed Percentage of  
Budget Surplus to Be Retained by Unit 

• Option 2: Establish Unit-Specific Savings 
Target That Triggers Gainsharing Funds 
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Source: Business Affairs Forum interviews and analysis. 

50% 

50% 

Unit FY Budget
Allocation

Unit FY
Costs

Unit and Center
Split End-of-FY
Unit Surplus

Strategically Dividing Resources 
Establishing a Gainsharing Split That Incents Savings and Benefits the Center 

Option 1: Set Fixed Percentage of Budget Surplus to Be Retained by Unit 

The first and more common option for structuring a gainsharing model is to establish a fixed 
percentage of budget surplus that units will retain. The key is to establish a gainsharing percentage 
that effectively incentivizes unit leaders to pursue savings opportunities while still providing central 
administration with needed resources. 

The most successful gainsharing programs typically allow units to retain between 50% and 80% of 
surpluses. Fifty percent is an important psychological marker for most unit leaders, who often need to 
retain a majority of savings to buy in to the process. On the other hand, institutions report that 
percentages above 80% leave the center with too little additional funding. 

Representative Gainsharing Program Typical Gainsharing Percentage Split 

Retained  
by Unit 

 Returned  
to Center 

 

50%-80% 

Surplus Retained by Unit 

Surplus Returned to 
Central Administration 
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Source: University of Guelph, Guelph, ON; Business Affairs Forum interviews and analysis. 

Ensuring Necessary Funds for the Center 
Guelph’s Gainsharing Rate Applies Only After Specified Savings Target 

Option 2: Establish Unit-Specific Savings Target That Triggers Gainsharing Funds 
 

The second option is to establish a unique savings target that each unit must hit before gainsharing 
begins. This allows the center to dictate the funds it needs in advance, rather than waiting to see how 
much units save. 

At the University of Guelph, central administration establishes a savings target for each unit and 
reclaims 100% of those dollars. To counterbalance those funds flowing exclusively to the center, units 
retain a generous 85% of any savings achieved beyond the predetermined target, and the center 
reclaims the remaining 15%. University leaders report that 85% is an attractive enough incentive that 
most units achieve their initial target to trigger the generous gainsharing split beyond that. 

University of Guelph leaders are also particularly careful to set realistic targets that units can achieve, 
as unit leaders will not buy in to the program if they do not believe they can ever trigger gainsharing.  

University of Guelph Unit 
Gainsharing Rate 

85% 

Sample Unit End-of-Year Budget Savings 

HR

Finance

Savings Target Surplus Savings

Central admin retains 
100% of prespecified 
savings target 

Units retain 85% 
of savings beyond 
initial target 
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Meaningful Funds for Strategic Reinvestment 
Results from University of Guelph Gainsharing Program 

The University of Guelph’s gainsharing approach has yielded significant savings. Across the past five 
years, the program returned $10.5 million to central administration—$8.4 million from the unit-
specific savings targets and $2.1 million from the 15% of gainsharing that the center reclaims. 

Furthermore, university leaders report that this model has generated more savings for both central 
administration and units than the traditional 70%/30% split they used before. The University of 
Guelph utilized many of these resources for reinvestment in strategic initiatives. For example, central 
funded a technology upgrade in mail services, leading to an additional $450,000 in labor savings. 

Source: University of Guelph, Guelph, ON; Business Affairs Forum interviews and analysis. 

$75K  

$450K  

Initial Investment Resulting Savings

Central provided one-
time seed funding for 
new technology in 
mail services 

Technology enabled 
unit to improve 
processes and reduce 
staff from 11 to 2 

Total Funds Returned to 
Center Over Five Years  

Sample Reinvestment from Central 
Fund and Resulting Savings  

$8.4M  

$2.1M  

15% of All Surplus Savings

Total from Savings Target

$10.5M 
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SECTION 2 

Successfully Transitioning 
to Gainsharing 

• Transition Path 1: Moving from 
Use-It-Or-Lose-It to Gainsharing 

• Transition Path 2: Moving from 
Carry-Forward to Gainsharing 
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Toward an Impactful Gainsharing Program 
Transition Path Depends on Starting Point 

Because gainsharing both incents units to find cost savings and returns a portion of those savings to 
the center, it is typically the approach that brings the most resources to central administration and 
ensures the most strategic use of funds. However, it also represents a meaningful budgetary change 
that faculty and staff may resist. Leaders will obviously want to transition to the most impactful model 
while simultaneously minimizing disruption and pushback from faculty and staff. The best strategy for 
transitioning to a gainsharing program depends on how an institution currently manages unit 
surpluses. This section details two potential transition paths institutions can follow to successfully 
migrate to gainsharing, depending on their starting point.  

Percentage of Budget Surplus Retained 

Impact on 
Strategic Priorities 

Gainsharing 

100% Carry-Forward Use-It-or-Lose-It 

Source: Business Affairs Forum interviews and analysis. 

Transition 
Path 1 

Transition 
Path 2 
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Flipping the Switch
Institutions with Use-It-or-Lose-It Can Transition to Gainsharing Quickly 

Transition Path 1: Moving from Use-It-Or-Lose-It to Gainsharing 

The first transition path starts from a use-it-or-lose-it policy. Institutions beginning here can largely 
“flip the switch” and transition to gainsharing immediately. Because units will now retain a portion of 
money they previously returned to the center, faculty and staff typically accept the change to 
gainsharing.  

Furthermore, since faculty and staff consider gainsharing dollars new money, institutions starting from 
use-it-or-lose-it policies often do not need to default to a traditional 50%/50% (or more generous) 
gainsharing split. Instead, they can consider an arrangement that allocates more resources to central 
administration. Some institutions have successfully implemented arrangements where 70% to 80% of 
unit surplus dollars are returned to the center. Business executives should pursue the most 
aggressive policy their institutional culture will allow and rebalance the incentives later, if necessary. 

Gainsharing 

Use-It-or-Lose-It 

Considerations for  
Implementing Gainsharing
• Institutions moving to gainsharing from use-it-

or-lose-it are often able to pull back even 
more than 50% of unit surpluses 

• Institutions should push for the most 
aggressive policy culture will allow and adjust 
the percentage split later if necessary 

Source: Business Affairs Forum interviews and analysis. 
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Incentivizing Unit Savings 
Gainsharing at the University of the Fraser Valley Returns More Money Centrally 

The transition from use-it-or-lose-it to gainsharing may seem counterintuitive, since central 
administration must share a portion of budget surpluses they previously kept in full. However, the 
opportunity to retain a portion of surplus dollars creates an incentive for units to find savings rather 
than spend down all resources by the end of the year. Typically, central administration will benefit 
more under gainsharing than a use-it-or-lose-it approach.  

For example, the University of the Fraser Valley transitioned from a use-it-or-lose-it policy to a 
50%/50% gainsharing program in 2014. In the first year, the program reallocated $2.5 million to the 
center, more than previous years under a use-it-or-lose-it policy.  

Case in Brief: University of the Fraser  
Valley Gainsharing Program 
• Institution previously maintained a use-it-or-

lose-it policy  

• In FY14, the university transitioned to a 
50%/50% gainsharing policy, where 50% of 
any unit surplus returns to the central 
business office 

• At the end of FY14, the university achieved 
$2.5M in savings 

• Central administration allocated $500K of its 
portion to the university’s Innovation Fund for 
new academic and non-academic initiatives  

Source: University of the Fraser Valley, Abbotsford, BC; Business Affairs Forum interviews and analysis. 

$2.1M  

$2.5M  

2013 2014

End-of-Year Unit Budget Surplus 
Returned to Central Administration 
at the University of the Fraser Valley 

Gainsharing Use-It-or-Lose-It 
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Slow and Steady Wins the Race
Institutions with 100% Carry-Forward Must Take Incremental Steps 

Transition Path 2: Moving from Carry-Forward to Gainsharing 

The second transition path starts at 100% carry-forward. Obviously, units will resist returning any 
portion of surplus dollars they currently keep in full. Unlike the first transition path, this second path 
must be gradual and deliberate—institutions must pursue smaller, incremental changes that do not 
overwhelm or disconcert unit leaders or faculty.  

To help institutions plan a gradual and acceptable transition, the graphic above lays out a series of 
incremental steps or milestones between 100% carry-forward and gainsharing. Institutions can move 
up the curve one step at a time, implementing minor changes to their policy every few years. 

Gainsharing 

100% Carry-Forward Carry-Forward Held Centrally 
Units at the University of Kansas may carry 
forward 100% of year-end surpluses, but 
money is held centrally. Deans must request 
access to central funds but have full control 
over spending decisions. 

Carry-Forward with Commitments 
While units at UMBC carry forward 100% of 
year-end surpluses, units (not central 
administration) must offset any cuts to state 
appropriations using carry-forward funds. 

Carry-Forward with a Cap 
Units at Simon Fraser University may 
retain only up to 9% of their total operating 
budget in carry-forward funds each year. 

Carry-Forward with Restrictions 
Unit leaders at the University of Denver 
must formally submit a proposal to the 
Provost or Vice Chancellor for Financial 
Affairs to request use of carry-forward funds. 
Proposals must indicate how investments 
made with carry-forward funds will further 
the university’s mission. 

Source: Simon Fraser University, Burnaby, BC; University of Denver, Denver, CO; University of Kansas, Lawrence, 
KS; University of Maryland Baltimore County, Baltimore, MD; Business Affairs Forum interviews and analysis. 
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Notre Dame’s Gradual Shift to Gainsharing

The University of Notre Dame is an example of an institution that moved from 100% carry-forward to 
gainsharing using an incremental transition. Recognizing a lack of central funds, the institution slowly 
transitioned from carry-forward to gainsharing with a multistep approach over a 10-year period. 
Leaders deliberately spread out policy changes to occur every few years to ensure minimal pushback 
from faculty.  

The university eventually arrived at a 70%/30% gainsharing split, where units retain 70% of their 
surplus and 30% returns to the center. Since the inception of a gainsharing program, units have 
saved over $105 million and returned a significant amount of money to central administration. 

Gainsharing 

100% Carry-Forward 

Year 4 
Implemented policy where any 
previous unit deficit must be 
retired before surplus funds can 
be used on new investments 

Year 1 

Year 7  
Launched Provost/EVP 
pre-approval process on 
surplus fund spending  

Year 10 
Implemented a 70/30  gainsharing split 
to ensure sufficient funds retained 
centrally for strategic investments 

Unit Surplus Dollars Returned  
to Central Administration 

$5.6M 

$7.3M 

$5.6M 

$2.6M 

FY11

FY10

FY09

FY08

Source: University of Notre Dame, Notre Dame, IN; Business Affairs Forum interview and analysis. 
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Restricting the Use of Unit Carry-Forward 
Denver Requires Units to Spend Surpluses on Preapproved Strategic Priorities 

While the transition to gainsharing can be slow, business leaders should keep in mind that each 
incremental step is itself beneficial. Not only is the institution moving closer to the desired model, but 
surplus dollars are used more and more strategically. For example, the University of Denver utilizes a 
“carry-forward with restrictions” model. This approach allows units to retain their entire budget 
surplus with the requirement that investments made with carry-forward funds support university 
priorities.  

To enforce the restriction on carry-forward funds, the University of Denver created a novel coding and 
tracking system. Unit leaders complete the form above to request the use of carry-forward funds. The 
forms must specify a unique activity code that links the proposed investment to the university’s 
strategic plan. The first two numbers of the code correspond to one of 10 university-wide goals, such 
as teaching and learning or research and scholarship. The second two numbers represent one of 24 
defined initiatives, such as professional development and start-up expenses. This system allows 
campus leaders to guarantee that the requested use of funds aligns to university goals. Executives 
can also track the impact of gainsharing dollars on different strategic priorities. 

For a full version of University of Denver’s surplus request form, please see page 26 of this report. 

University of Denver Form to 
Request Use of Surplus Dollars Activity Code 

GS 01 03 

Goal Level 
The first two numbers of the activity code link the 
proposed use of surplus dollars to one of ten 
university goals identified by the University 
Planning and Accreditation Committee, including 
teaching and learning, research and scholarship, 
campus community, and public good. 

Initiative Level 
The second two numbers of the activity code link 
the proposed use of surplus dollars to one of 24 
initiative categories, including curriculum or 
program enhancements, professional 
development, university-wide technology impact, 
and start-up expenses. 

Source: University of Denver, Denver, CO; Business Affairs Forum interviews and analysis. 
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The Robin Hood Strategy
Selectively Return Portion of Gainsharing Funds to Units to Dull Resistance 

Patience is vital when transitioning from carry-forward to gainsharing, requiring implementation of 
smaller, gradual changes over time to minimize resistance. Additionally, a handful of institutions have 
further eased this transition by promising to selectively return a portion of central administration’s 
share back to faculty. Campus leaders establish dedicated funds tied to specific priorities. Faculty 
apply for funding by submitting formal project proposals, and leaders use the funds to support a small 
handful of the most strategically relevant faculty projects each year.  

The idea is similar to a raffle. Institutions report that faculty and academic leaders are less resistant to 
returning surplus funds to the center if they believe they have an opportunity to win even greater 
funding in return. Moreover, institutions are supporting high-priority projects they would likely fund 
anyway. 

Notably, some institutions even regularly rotate and change funds. Rather than maintaining the same 
one or two faculty funds for the long term, institutions introduce one new fund (replacing an existing 
fund) every few years to keep faculty interest and attention high. 

 

Sample Uses of Central Gainsharing Funds That Benefit Faculty 

Funds used to hire new faculty, increase 
faculty salaries, and improve faculty retention 

Funds used to attract top researchers, 
renovate research labs, and provide start-
up costs for research faculty 

Funds used to purchase or upgrade 
technology and equipment for university 
classrooms 

Funds used to develop promising 
new academic programs 

New Faculty and Faculty Equity 

New Academic Programs 

Classroom Technology Research Funds and Grants 

Funds used to revamp spaces on campus 
such as academic buildings, classrooms, 
and office spaces 

Space Renovation 

Source: Business Affairs Forum interviews and analysis. 

Funds used for new initiatives proposed 
by faculty and staff 

Seed Funding 
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Appendix 

• University of Denver Fund Request Form 

• University of Denver Fund Request Activity Codes 
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University of Denver Fund Request Form 

 Source: University of Denver, Denver, CO.  
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University of Denver Fund Request Activity Codes 
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Goal Level – First Two Numbers of Activity Code 

01 02 03 04 05  06  07 08 09 10  

Teaching & 
Learning 

Research & 
Scholarship 

Campus 
Community 

Public 
Good Ethics Enrollment Diversity Globalization Technology Sustainability 

01 General 
Category GS0101 GS0201 GS0301 GS0401 GS0501 GS0601 GS0701 GS0801 GS0901 GS1001 

02 
Curricular or 
Program 
Enhancements 

GS0102 GS0202 GS0302 GS0402 GS0502 GS0602 GS0702 GS0802 GS0902 GS1002 

03 Space 
Enhancements GS0103 GS0203 GS0303 GS0403 GS0503 GS0603 GS0703 GS0803 GS0903 GS1003 

04 Professional 
Development GS0104 GS0204 GS0304 GS0404 GS0504 GS0604 GS0704 GS0804 GS0904 GS1004 

05 
Events/ 
Workshops/ 
Conferences 

GS0105 GS0205 GS0305 GS0405 GS0505 GS0605 GS0705 GS0805 GS0905 GS1005 

06 Student 
Awards or Aid GS0106 GS0206 GS0306 GS0406 GS0506 GS0606 GS0706 GS0806 GS0906 GS1006 

07 
Program 
Evaluations or 
Assessment 

GS0107 GS0207 GS0307 GS0407 GS0507 GS0607 GS0707 GS0807 GS0907 GS1007 

08 

Awards & 
Bonuses 
(Faculty & 
Staff) 

GS0108 GS0208 GS0308 GS0408 GS0508 GS0608 GS0708 GS0808 GS0908 GS1008 

09 Tenure 
Relinquished GS0109 GS0209 GS0309 GS0409 GS0509 GS0609 GS0709 GS0809 GS0909 GS1009 

10 Start-Up 
Expenses GS0110 GS0210 GS0310 GS0410 GS0510 GS0610 GS0710 GS0810 GS0910 GS1010 

11 On-Campus 
Outreach GS0111 GS0211 GS0311 GS0411 GS0511 GS0611 GS0711 GS0811 GS0911 GS1011 

12 Regional 
Outreach GS0112 GS0212 GS0312 GS0412 GS0512 GS0612 GS0712 GS0812 GS0912 GS1012 

13 National 
Outreach GS0113 GS0213 GS0313 GS0413 GS0513 GS0613 GS0713 GS0813 GS0913 GS1013 

14 International 
Outreach GS0114 GS0214 GS0314 GS0414 GS0514 GS0614 GS0714 GS0814 GS0914 GS1014 

15 
Student 
Recruitment & 
Retention 

GS0115 GS0215 GS0315 GS0415 GS0515 GS0615 GS0715 GS0815 GS0915 GS1015 

16 
Technology 
Support for 
Students 

GS0116 GS0216 GS0316 GS0416 GS0516 GS0616 GS0716 GS0816 GS0916 GS1016 

17 
Technology 
Support for 
Faculty 

GS0117 GS0217 GS0317 GS0417 GS0517 GS0617 GS0717 GS0817 GS0917 GS1019 

18 
Technology 
Support for 
Staff 

GS0118 GS0218 GS0318 GS0418 GS0518 GS0618 GS0718 GS0818 GS0918 GS1018 

19 
University-Wide 
Technology 
Impact 

GS0119 GS0219 GS0319 GS0419 GS0519 GS0619 GS0719 GS0819 GS0919 GS1019 

20 
Legal and 
Compliance 
Issues 

GS0120 GS0220 GS0320 GS0420 GS0520 GS0620 GS0720 GS0820 GS0920 GS1020 

21 
Alumni and 
Advancement 
Activities 

GS0121 GS0221 GS0321 GS0421 GS0521 GS0621 GS0721 GS0821 GS0921 GS1021 

22 Branding 
Activities GS0122 GS0222 GS0322 GS0422 GS0522 GS0622 GS0722 GS0822 GS0922 GS1022 

23 
Faculty/Staff 
Recruitment & 
Retention 

GS0123 GS0223 GS0323 GS0423 GS0523 GS0623 GS0723 GS0823 GS0923 GS1023 

24 Strategic 
Planning GS0124 GS0224 GS0324 GS0424 GS0524 GS0624 GS0724 GS0824 GS0924 GS1024 

Source: University of Denver, Denver, CO.  
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Advisors to Our Work 
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With Sincere Appreciation 

Bemidji State University 
William Maki 
Vice President, Finance  
and Administration 

California State University 
Channel Islands 
Ysabel Trinidad 
Vice President, Business  
and Financial Affairs 

Carnegie Mellon University 
Elizabeth Milavec 
Associate Vice President,  
Finance and Controller  

The Citadel, The Military 
College of South Carolina 
Colonel Joseph Garcia 
Vice President, Finance 

College of Saint Rose 
Gail Gardner 
Executive Director, Budget  
and Institutional Research 

Columbia College Chicago 
Jessica Davenport 
Assistant Dean, Budget 
Management/Academic Affairs 

Sayma Riaz 
Assistant Dean, Budget  
and Planning 

East Tennessee State 
University 
David Collins 
Vice President, Finance  
and Administration 

Eastern Kentucky University 
Barry Poynter 
Vice President, Finance and 
Administration and Treasurer 

 
 
 

Elon University 
Gerald Whittington 
Senior Vice President, Business, 
Finance, and Technology 

Emerson College 
Maureen Murphy 
Vice President, Administration 
and Finance 

Gannon University 
Linda Wagner 
Vice President, Finance  
and Administration 

Georgetown University 
Joelle Wiese 
Associate Vice President,  
Auxiliary Business Services 

Gettysburg College 
Daniel Konstalid 
Vice President, Finance and 
Administration and Treasurer 

Gustavus Adolphus College 
Kenneth Westphal 
Vice President, Finance  
and Treasurer 

Harvard University 
Huntington Lambert 
Dean, Harvard Division of 
Continuing Education and 
University Extension  

Indiana University 
MaryFrances McCourt 
Senior Vice President, Chief 
Financial Officer, and Treasurer 

Johns Hopkins University 
Helene Grady 
Vice President, Planning  
and Budget 

 
 
 

Laurentian University 
Carol McAulay 
Vice President, Administration  

Longwood University 
Ken Copeland 
Vice President, Administration 
and Finance 

MacEwan University 
Brent Quinton 
Vice President, Finance  
and Administration and Chief 
Financial Officer 

Marymount University 
Alphonso Diaz 
Vice President, Financial  
Affairs and Treasurer 

McMaster University 
Roger Couldrey 
Vice President, Administration 

Medical University of South 
Carolina 
Lisa Montgomery 
Vice President, Finance  
and Administration 

Miami University 
David Creamer 
Vice President, Finance and 
Business Services and Treasurer 

Michigan State University 
Mark Haas 
Vice President, Finance  
and Treasurer  
 
Moody’s Investors Service 
Susan Fitzgerald 
Senior Vice President 

Karen Kedem 
Vice President 

 

The Business Affairs Forum is grateful to the individuals and organizations that shared their insights, 
analysis, and time with us. We would especially like to recognize the following individuals for being 
particularly generous with their time and expertise. 
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Mount Royal University 
Duane Anderson 
Vice President,  
Administrative Services 

North Carolina State 
University 
Stephen Keto 
Associate Vice Chancellor, 
Finance and Resource 
Management 

Barbara Moses 
University Budget Director 

The Ohio State University 
Donna Lewis 
Director, Budget and Planning 

Kellie Uhrig 
Senior Director, Strategic 
Communications and 
Relationships 

Dave Wiseley 
Chief Financial Officer,  
Student Life  

Ohio University 
Stephen Golding 
Vice President, Finance and 
Administration, Chief Financial 
Officer, and Treasurer 

Oregon State University 
Glenn Ford 
Vice President, Finance  
and Administration 

Pennsylvania State University 
Pam Driftmier 
Director of Conferences and 
Institutes 

Point Loma Nazarene 
University 
George Latter 
Vice President, Finance  
and Administrative Services 

Prairie View A&M University 
Corey Bradford 
Senior Vice President,  
Business Affairs  

 

Rice University 
Kevin Kirby 
Vice President, Administration 

Rutgers University 
J. Michael Gower 
Senior Vice President, 
Finance and Treasurer 

St. Ambrose University 
Michael Poster 
Vice President, Finance  
and Administration 

St. Norbert College 
Eileen Jahnke 
Vice President, Business  
and Finance 

Ruth Johnson 
Director, Auxiliary Services 

Mary Jo Morris 
Director, Dining  
and Conference Services 

Saskatchewan Polytechnic 
Deborah Meyers 
Vice President, Administrative 
Services and Chief Financial 
Officer 

Simon Fraser University 
Pat Hibbits 
Vice President,  
Finance and Administration 

South Dakota State University 
Michael Holbeck 
Assistant Director, 
Finance and Budget 

Wesley Tschetter 
Associate Vice President,  
Finance and Business  

Stony Brook University 
Lyle Gomes 
Vice President, Finance  
and Chief Budget Officer 

Syracuse University 
Gwenn Judge 
Director, Budget and Planning 

 

Temple University 
Kenneth Kaiser 
Vice President, Finance, Chief 
Financial Officer, and Treasurer 

Thompson Rivers University 
Matt Milovick 
Vice President,  
Administration and Finance 

University of California, 
Berkeley 
Robert Lalanne 
Vice Chancellor, Real Estate 

University of California,  
Los Angeles 
Steven Olsen 
Vice Chancellor, Finance, Budget, 
and Capital Programs  
and Chief Financial Officer 
 
University of Colorado 
Colorado Springs 
Susan Szpyrka 
Vice Chancellor, Administration 
and Finance and Chief  
Financial Officer 

University of Denver 
Joseph Bogner 
Business and Financial Analyst 

Craig Woody 
Vice Chancellor, Business and 
Financial Affairs and Treasurer 

University of Florida 
Michael McKee 
Vice President and  
Chief Financial Officer 

University of the Fraser Valley 
Jackie Hogan 
Vice President, Administration 
and Chief Financial Officer 

University of Guelph 
Don O’Leary 
Vice President, Finance and 
Administration 
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University of Idaho 
John Bales 
VandalStore Director 

Ronald Smith 
Vice President, Finance  
and Administration 

University of Iowa 
Terry Johnson 
Interim Chief Financial Officer  
and Treasurer 

Susan Klatt 
Director, Financial Management 
and Budget and University 
Secretary 

Rod Lehnertz 
Interim Senior Vice President,  
Finance and Operations 

University of Kansas 
Diane Goddard 
Vice Provost, Administration  
and Finance 

Jason Hornberger 
Assistant Vice Provost,  
Shared Services Center 
 
Richard McKinney 
Associate Vice Provost  
and Budget Director 

Christopher Stoppel 
Executive Associate to the  
Vice Provost, Administration  
and Finance 

University of Maine 
Ryan Low 
Interim Vice President, 
Administration and Finance 

Claire Strickland 
Assistant Vice President,  
Financial and Budget Services 

University of Maryland, 
Baltimore County 
Lynne Schaefer 
Vice President, Administration 
and Finance 

 

 

 

University of Memphis 
Bruce Harber 
Associate Vice President, 
Administration and Chief of Police 

David Zettergren 
Vice President, Business  
and Finance 

University of New Hampshire 
Christopher Clement 
Vice President, Finance  
and Administration 

University of North Carolina  
at Charlotte 
Elizabeth Hardin 
Vice Chancellor, 
Business Affairs 

University of North Carolina  
at Greensboro 
Charles Maimone 
Vice Chancellor,  
Business Affairs 

University of North Dakota 
Alice Brekke 
Vice President, 
Finance and Operations 

Odella Fuqua 
Director, Relations  
and Operations 

University of Oregon 
Jamie Moffitt 
Vice President, Finance  
and Administration and  
Chief Financial Officer 

University of the Pacific 
Kenneth Mullen 
Vice President, 
Business and Finance 

University of Pennsylvania 
Stephen Golding 
Vice President, 
Finance and Treasurer 
 
University of Texas  
at Dallas 
Terry Pankratz 
Vice President, 
Budget and Finance 

 
 

University of Virginia 
Gary Nimax 
Assistant Vice President, 
Compliance and Enterprise  
Risk Management  

University of Windsor 
Sandra Aversa 
Vice President, Planning  
and Administration 

University of Wisconsin- 
Oshkosh 
Thomas Sonnleitner 
Vice Chancellor, 
Administrative Services  

University of Wisconsin- 
Platteville 
Robert Cramer 
Vice Chancellor, 
Administrative Services  

Valparaiso University 
Susan Scroggins 
Vice President, Administration 

Villanova University 
Kenneth Valosky 
Executive Vice President, 
Administration and Finance 

Washburn University 
Rick Anderson 
Vice President, Administration 
and Treasurer 

Washington University 
in St. Louis 
Barbara Feiner 
Vice Chancellor, Finance  
and Chief Financial Officer 

Tim Thornton 
Assistant Vice Chancellor,  
Finance and Director  
of Financial Planning  

Western University 
Lynn Logan 
Associate Vice President,  
Finance and Facilities  
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