Regan Lindsey So good morning. I'm so happy to see so many faces that could join us today for part
S1.00:01 three of the budget, 101 series. Hopefully
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here's some more themes you'll see that you all have named in the chat. So it's
rooted in priorities and values. You cannot effectively steward something, whether it
be money, whether it be human resources, whether it be environmental resources, if
you aren't facing that in our priorities and values of an organization or you even as an
individual. We often will say when it comes to finances, budgets are moral
documents. Well, when you think about a moral document, what's it rooted in?
Values and priorities, right? So, oh, great question, Heather. [inaudible] capture that
one. Heather's asking, how do you balance previous donor wishes restrictions with
the evolving nature of our priorities, values and needs?

So I'm going to pin that one, we'll stick it over in the list. And Heather, when | get to



decisions that we're making-- are the plans that we're putting in place for our finances
aligned by these values? Are we rooting those decisions and integrity? Are we keeping
social justice front of mind as our framework? Are we looking to innovation?
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No. Everything is really well defined.

Okay. Thanks, Lori. Thanks, Leslie. So the other thing Heather, that we often do is we
make sure that our priorities are aligned with the university priorities. Because then
the donors and our trustees and folks are hearing things that are truly aligned and
they can see how student affairs is bringing to life the priorities of the university. So if
we could advance the slide. This is a-- backup. There you go. This is a priority's
crosswalk. And so on the left you see the university priorities that really more tightly
align to student affairs. And those are priorities that both were this year and the
previous year. Because it's not just a one year and done. Priorities carry through. As
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NU financials. | do know for the moment we have paused some of it because we're
trying to navigate through the realignments. But we still have reports and meetings
with folks to make sure that they happen. And that we'll come back as soon as the
realignment pieces are in place. Just so you all know, what it takes to realign budget
lines is really interesting. There's a lot of work that happens behind the scenes. So
thanks so much to student affairs [inaudible] and finance for their work and making
sure that those things are happening.

In alignment with that, we do monthly budget reporting, roll ups for review for the
VP. We've been doing these 101 series with you. And then just to process outline an
overview Lori went through with you some of it. If we could advance the slide. I'll go
through it with you as well. So the fiscal planning cycle here, you can see this is the
big picture cycle. So there's a strategy prep and meeting. There's resource planning.
You see the arrow, we are here. And so things are happening behind the scenes. I'll
give you more detail in just a moment. Then we roll into performance, excellence and
compensation, which is really sort of happening hand in glove with budget prep for
the next fiscal year. Then we go into our current fiscal year and close and then we roll
into the new budget and then we start it all over again, right? That strategy prep is
what's rooted in our priorities and values, right? And that's where-- here in just a
moment I'll show you where we gather input from the division. So if we could
advance, that'd be great. So here's the budget prep part. And you can see how it
aligns up with all those principles we talked about. So in November, the division is
sent a letter from the provost, the senior VP of administration and finance. So they
both co-sign a letter to all leaders in the university. They also include our budget lead.
So Lori would have gotten this as well. And it's posted on the website. So from a
transparency perspective, there it is. And you can see here's what the process starts.
Here's [inaudible] kicking it off. Here are the priorities [inaudible] you look at and
here's what we expect is a deliverable from you.

So for student affairs in December and January, we then take that and based on those
priorities, which | just went through with you, we build out a strategy document.
Everything in that document is tied back to the strategic plan, which you all know,
which is open and transparent and available. The little purple stars that you see at the
end of some of these lines. This is also where we pull in student affairs leadership
team who in turn often pulls in their direct reports to help think through what are
some of the things that we know we need to make sure we're paying attention to in
the next two to three years. And it's important to note that window has changed
every year. And I'll get into that more a little later when we start talking about caveats
in context. So late January, early February, we're developing this. And oftentimes in
late January, early February, that's when | go into-- well, this time a zoom room with
the president, the VPs, the provost, other key leaders. And we walk through what that
strategy looks like, right? Over the next two to three years. And then in March and
April is when we start doing resource planning with units. So based on that strategy,
we're working with SALT leads and coming up with what are the things you think you
need to make this happen, right? And so the student affairs business and finance
team is meeting with SALT leads to make sure, "Okay, what is it you need?" They then
pull that together behind the scenes. And in early May, we get-- hopefully in early
May. Right Lori. We will get our preliminary management budget from the Budget
Office. So based on the things that we know, based on the strategy that we have,
based on some of the big picture things that we need, the Budget Office says we think
this is the budget you need to accomplish all of that. We then go back-- there's also a
lot of back and forth that happens during this time. So that's a whole other flowchart
in and of itself.
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they work a lot behind the scenes on food service, as well as just the general
purchasing for reservices, which is really substantial. There is a lot of goods and
services that they're purchasing to keep the systems in the buildings safe for students.
So it's really-- everyone has been, as Julie said, great stewards and has been
accountable. | think the challenge this year really has been, again, trying to manage
the compensation budgets. There's still a lot of questions around those. But | think
there'll be some improvement with that going into FY22.

That is the advocacy point. Thank you, Lori. And thanks for naming those folks. I will
say this. There's two things. One, everyone Lori just named, the financial
administrators team, the leaders of the different departments, right? It's not all one
person again. But I'm also going to name in this moment, Lori, you and your
leadership, you've helped build an infrastructure and these different accountability
measures and these workflows and other things into a comprehensive approach that
really has set us up beautifully long term. And | know that many of you on this call
saw the announcement. And were so excited and proud of you, Lori, for your next
thing with Duke University. And we also know that because of the work that you've
done, we're going to be okay. And so thank you for your leadership and just the work
that you have done, not just with your teams, but across the division so that we are
better stewards as a unit and not just relying on one or two people. So thank you. And
it's weird I'm saying this, and | can't see her [laughter].

Oh, thank you, Julie. And thank you. Everyone has been just wonderful to work with.
Everyone over the past four and a half years.

There she is. Hey, Lori [laughter]. So the next section | want to roll into really quickly is
there are challenges, obviously, to stewardship. And | think we know a lot of them.
But before we move forward, would love to engage again. And | also want to pause
for a minute. All of the love in the chat, Lori. | hope you're scrolling through that and
seeing it. Because it's really important that you know. But let's move over to the chat
again really quickly. And when you think about what are some of the-- oh, go back.
Thank you. What are some of the challenges that you see associated with being
effective stewards? So anything that you want to put into that space. Things that
could complicate us or make it complicated for us to be effective stewards.
Competing priorities. Hi, Keith. Yep. Competing priorities is a really difficult one.
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is often accompanied by failures, lessons learned. There's little room for that. Right.
That's the whole concept of, | never lose, | either win or | learn, right? They forget to
learn part [laughter]. And so how do we then--? If we look at the areas that we can
control, how do we help create a culture internally that allows for that type of
innovation to happen? Right? And that we don't really just hammer people with you
failed on that and this whole shaming and punishment approach, right? Yep, Irene.
Favoritism equals less equity across the board, yep. That makes it incredibly difficult
to be effective stewards and not just the financial resources in that space.

So if we move to the caveats and context. So here's some of the pieces that | think are
important to know, that as we're trying to be effective stewards have happened over
the past few years. And some folks who are newer here may not know this. | think we
all know that we've experienced budget reductions starting back with the sort of
midyear adjustments we had to do in FY18 and then to 19 and 20 and then COVID. So,
| mean, it has been a really tumultuous. It's been incredibly difficult in how we've
managed that. And it's directly impacted our ability to be effective stewards and to
make our priorities come to life, right? We had a situation for a couple of years in that
time period too where our merit increase had to be covered by student affairs. So in
the | think it was 19, Lori, I'll get it wrong. It was either 18, 19 or 19, 20 in planning.
We had folks lean-- we said, "Okay, as a university, we're going to go ahead and put
forward a certain percentage of a merit pool,” right? So that if we wanted to adjust
folks compensation based on merit, we could. In years before that, the university has
supplemented that and said, "Okay, if you have a 2% merit pool, here's your 2% from
Central to make that work." For two years, we had to really cover that on our own.
The third one and Leslie Anne's making a comment about it-- thank you, Lori for the
19 and 20. The third thing is that we've had inconsistent processes year over year. I've
been here since 2012, and every year the process has changed. One of the things that
Leslie Anne talked to is about these late notices regarding budget reduction, part of a
process where you think you can rely on, okay, we've gone through the process, the
resource planning, we've met with different folks, we put it in any plans based on the
management budget gets blown out of the water when someone says, "Oh, yeah.
And by the way, now you have to reduce your non-competition budget by 8% plus an
additional million dollars."

Sends us scrambling to try and come up with ways to make sure our priorities are
being met. And Daphne, | think--
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we got a question behind the scenes. Thanks for the person who asked it. If | feel
comfortable answering, which, of course I'll answer, can we speak to how fraternity
and sorority housing and the evolving nature of that impacts the budget? to how frater
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stewardship, but also being a little bit innovative. And maybe we're going off book.
Which | think is great. It lets you explore things. We're also, | think, embracing, kind of
pushing back against one of those challenges to stewardship, which is all or nothing
thinking, right? You have to do A or B when oftentimes something can happen in the
middle there, which might yield a different or better result if you give yourself the
space and grace to explore it. And that's hard to do in spaces when we move really
quickly. Yeah. Travis, | like that letter C is really widening the options, right? Brianna,
though, | am going to acknowledge your moment. | put E in there for a reason
because there have been many moments I sit in this office and something comes
across that we have to do. And | do throw my hands up and shake my fists guy for a
minute, then breathe and then get into how do we find the solution. Yes [laughter].
Sometimes you just need to honor that rage. Yes. Yes, you do. | agree.

Because this is frustrating sometimes. Because again, everything that we put into
these budgets, everything that we do and we sit here and we align our financial and
our human resources, | don't think there's anything we have outlined in our
documents that's not reasonable. That's not a priority for us. We know what our
students need. We know what our staff needs. But again, one of those challenges of
nowhere near enough to go around. So you end up having to prioritize the priorities
and then you get external factors coming in and it just becomes a constant process.
So with that, | know we're at 10. We've been taking questions along the way, which is
great. So if we want to close the presentation, we can maybe take one or two in this
space and then we'll end with some announcements. So thank you. Well, you can
remove me from the spotlight, Hue [laughter]. Questions folks may have. And
Daphne, | see your answer in there, too. Another creative solution, right? How do we
just reduce it? It's great. All right. I'm not seeing a lot of questions here, and that's
okay. Again, | will offer up that we are absolutely-- I'm open to questions offline. If
folks want to have that kind of conversation or shoot me some questions via email.
Oh, somebody did populate a question. What has been the most challenging part of
budgeting during COVID? The complete uncertainty and inability to truly plan on what
is coming. We just didn't know. Yep. Lori, great change in direction from university
leadership. Pivot to pivot, to pivot, to pivot. | just can't get Ross from friends out of
my head and that couch, because that's really what it feels like we've been doing.

Yeah, Christina, the significant compensation be available, this performance, excellent
cycle. Think of the conversations from the president. What the commitment has been
is a 3% merit pool. And so that's what we will end up working with. We keep hearing
that it should be funded centrally, but of course, we don't know until we actually get
it. As you see, Lori, kind of we don't know. So. Yeah, Sam, that's a really great
guestion. Do most units have budgets that include organizational health? | think it
may show up in some ways. But | don't know that it's here's a line item dedicated to
organizational health. | think what we also have is there are things in professional
development, staff development that go toward organizational health, staff
engagement. We try and make sure that we have funding available to do those types
of things so that staff can be a community with each other. They can continue to
invest in their own development. Lori put in the chat divisionally as well as
departmentally, so. Okay. So with that, just we'll close out with some announcements
here. But thanks again for spending time with us today. Again, the president--
Deborah, you'd ask the question, will it be emailed? And Regan's answered, we'll post
it along with the recording. So if there are any slides we didn't get to, you can see
those for sure. We'll also translate this into Spanish and transcribe it so that we have
access in the spaces. Don't forget that next week we have our spring gathering. So
make sure that you're signed up for that. We do have the optimal mix and mingle,
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which | believe is hosted again by Rob Aaron in his expert NPR Voice. Oh, thanks, Kim.
Hold on.

Plan for promotions from the ground up versus the top down. | think we are talking
about-- we're hiring in a director of HR. And we will certainly work with them to help
create a strategy around that. We know that's a blind spot for us, that we don't really
have a formalized approach to that and one that is transparent. So know that that's
one of the priorities we'll be working on. And then finally, lunch with the VP. We have
one for May 26th, | believe at 11:00. So if folks would like to attend that, please make
sure to RSVP for that. And then just again, thanking Anthony and the Norris team
behind the scenes for all of your support here. Thanks to all of our folks in student
affairs business and finance. Lori, named them all so beautifully earlier for all the
work that you do and continue to do in helping us navigate these spaces. | also want
to thank Leslie Anne and Regan for a lot of the work. And then | want to name
specifically Ronnie Toker. Ronnie, continually helps me show up as my best self. This
is administrative professionals and | will say slash partners. Day and | am forever
grateful for Ronnie in helping me really be prepared, keeps me grounded, keeps me
levelheaded, and he does keep me laughing as well. So, Ronnie, thank you so much
for all of that. Thanks so much to all of our administrative professionals and partners
on this call today. And thank you all for your engagement. And have a phenomenal
rest of your week.

14



