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2021-22 Operating Budget
Budget Entity 2021-22 % of Total

Education & General – UCF Main $665,982,351 30.46%

College of Medicine (E&G) 47,106,174 2.15%

Auxiliary Enterprises 305,999,077 13.99%

Contracts and Grants 319,991,191 14.63%

Student Financial Aid 727,540,204 33.27%

Student Activities 24,197,328 1.11%

Technology Fee 11,863,810 0.54%

Concessions 800,000 0.04%

Intercollegiate Athletics 74,209,459 3.39%

Faculty Practice Plan 8,246,368 0.38%

Self Insurance Plan 563,167 0.03%

2021-22 Operating Budget $2,186,499,129 100%
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University Operating Budget – Funding Sources
Budget Activities, Constraints Funding Source

Education & General Must be spent on for general instruction, research, public service, 
plant operations and maintenance, furniture, fixtures, equipment, 
student services, libraries, administrative support, and other 
enrollment-related operations of the university.

General revenue (taxes), lottery, 
tuition, differential tuition, and out of 
state fees

Auxiliary Enterprises Includes areas such as housing, parking services, bookstore, dining 
services, and computer store. These activities must be self-
supporting. Revenue generated must cover all expenses, including 
salaries, utilities, and payments on debt (bonds).

Housing rent, transportation access 
fees, student health center income 
and fees, dining services, bookstore 
and computer store income, distance 
learning fees, other auxiliary income

Sponsored Research Represents activity of grants provided for specific purposes. The 
funds must be spent for the intended purpose.

Federal, state, local grants

Student Financial Aid Includes activity from loans, scholarships, grants, and financial aid 
fees collected from students. Funds must be spent on aid.

Federal, state, local funds; financial 
aid fees

Student Activities Represents student government, clubs, and operation of the 
Recreation & Wellness Center and the Student Union. These 
activities must be self-supporting.

Activity & service fee paid by 
students, income from Student Union 
and Recreation & Wellness Center



University Operating Budget – Funding Sources

Budget Activities, Constraints Funding Source

Technology Fee Includes expenditures of the technology fee paid by students. 
Expenditures are defined by Florida statute.

Technology fee paid by students

Concessions Represents expenditure of funds from vending and the pouring rights 
contract.

Proceeds from vending machines 
and pouring rights contract

Intercollegiate-
Athletics

Includes the revenues and expenditures associated with maintaining 
the UCF NCAA sports programs.

Athletics Fee, ticket sales, game 
guarantees, corporate sponsorships, 
NCAA distribution, private support 
and gifts

Faculty Practice Plan Supports the clinical and education missions of the UCF Medical 
School.  Clinical faculty must have a practice to remain current in the 
field of medicine, while simultaneously teaching medical students.

Clinical revenues for patient services

Self-Insurance Plan The UCF College of Medicine program provides comprehensive 
professional and general liability protection in connection with 
delivery of health care services.

Fees billed to those covered by the 
self-insurance plan.



2021-22 E&G Revenue Sources
E&G Funding Source 2021-22 Budget

State Appropriations – General Revenue $            282.5 M

State Appropriation – Lottery 65.4 M

Tuition & Fees 318.1 M

Total $     666.0 M

Student 
Tuition & 

Fees
48%

General 
Revenue

42%

Lottery
10%



Redesigned Budget Model Framework



Guiding Principles
1. Ensure the resource management, planning, and allocation decisions are aligned with the institution’s 

mission as a public multi-campus, metropolitan research university.

2. Ensure transparency, accountability, and fiscal responsibility by requiring that all aspects of resource 
management are supported by data-informed decisions.

3. Align budgetary authority with responsibility and accountability.

4. Provide significant incentives for promoting efficiency, innovation, responsiveness and entrepreneurship 
using data-based decision-making.

5. Balance complexities of the economic realities with a methodology that is financially viable and easy to 
understand.

6. Distribute resources using a predictable and consistent methodology that allows for multiyear planning.



Redesign Element Overview
Element Description

1. Organizational 
Framework

 Categorization of organizational units-based role in model revenue management (Academic, Self-
Supporting, and Central Support Units)
 Identification of how hybrid units (e.g., units that have auxiliary and service-provider components) 

fall into organizational unit categories

2. Devolution of 
Revenue

 Sources of revenues and methodology for allocation (formula vs. direct)
 Specific incentives for: tuition and fee revenues, appropriations revenues, indirect (F&A) research 

revenues
 Overall local vs. central management of revenue streams

3. Allocation of 
Costs

 Approach to sharing indirect costs to units to reflect full costs of activities
 Categorization of costs into cost pools and selection of allocation mechanism (i.e. driver) to share 

costs

4. Use of 
Subvention Pools

 The provision of resources for strategic initiatives benefits the whole of the institution, including a 
“tax” on revenues or central retention of select revenue streams
 Allocations from central sources to units called “subventions” to offset mission-critical units with 

high operating costs 



Organizational Framework: Model Structure
Academic Units Non-College Self-Supporting

• College of Arts & Humanities

• College of Business Administration

• College of Community Innovation & Education

• College of Engineering & Computer Science

• College of Health Professions and Sciences

• College of Medicine

• Biomedical Sciences

• College of Nursing

• College of Optics and Photonics

• College of Sciences

• Rosen College of Hospitality Management

Academic

• Florida Center for Students with 
Unique Abilities

• Florida Solar Energy Center 
• Florida Space Institute
• Institute for Simulation and Training 
• NanoScience Technology Center

Auxiliary

• Business Services
• Housing & Residence Life
• Parking Services
• Student Health Services
• Continuing Education



Devolution of Revenues
Historical 
Practice

Undergraduate, graduate tuition, and state appropriations were received centrally, then 
allocated to campus units as spending authority through a mostly incremental 
budgeting process

Budget 
Model 

Practice 

Undergraduate, graduate, and online tuition would be allocated to the Colleges based 
on share of student credit hours (SCHs):
• 80% to academic units based on instructed SCHs (i.e., College of Instruction)
• 20% to academic units based on enrolled SCHs (i.e., College of Record)
State Appropriations would be divided into three pools for allocation to the Colleges in 
alignment with both the University’s core strategic functions and the state’s metrics 
utilized for allocations 
• 42.5% for instruction based on number of SCHs instructed
• 42.5% as an incentive for student completion based upon degrees completed
• 15.0% as an incentive for research based on 3-year average of total grants and 

contract revenue



Allocation of Support Unit Costs
Topic Commentary

Allocation Metrics 

• Support unit net expenditures are allocated formulaically using allocation metrics.
• While the allocation metrics are intended for alignment with service use to determine directional 

consumption, they are not expected to identify a precise cost for each activity based on actual 
consumption (e.g. tickets, direct bill, etc.).

Cost Allocation 
Transparency

• The current cost pools provide transparency into the cost of each operation as well as component 
costs of the operation (e.g. Academic Support has five sub-units). 

Validity

• Figures are based on fiscal year activity to reframe the past activity within model to visualize and 
inform on past budgeting decisions.

• Additional conversations are expected during the parallel year regarding potential budget 
alignment and service expectations. 

Stakeholder Input / 
Governance • Committees are often formed to review the relationship of service levels and cost to the primary units. 

Service Level Agreements/ 
Expectations

• Central support units should consider developing service level agreements to clarify base level 
services associated with cost pool allocations.



Allocation of Costs: Allocation Methods
Central Support Unit Allocation Metric

Academic Affairs Faculty Headcount

Academic Support Total Student FTE

Administration Direct Expense

Facilities Assignable Square Feet

Public Safety Faculty, Staff, and Student Headcount

President and Government Relations Direct Expense

Finance Direct Expense

Compliance Direct Expense

Communications and Marketing Direct Expense

University Development Direct Expense

Human Resources Employee Headcount

UCF IT Faculty, Staff, and Student Headcount

Office of Research Grants & Contracts Distribution

Student Development & Enrollment Services Undergraduate Headcount

University Libraries Faculty, Staff, and Student FTE



Allocation of Costs: Illustrative Example
Illustrative Student Development and 

Enrollment Services (“SDES”) Allocation 

SDES Net Expenditures $15 MM

College
Total 

Headcount 
(HC)

HC % 

College A 300 15%

College B 700 35%

College C 1,000 50%

College Total 2,000 100%

Illustrative SDES Net Expenditures

College A
$2,250,000

15%

College B
$5,250,000

35%

College C
$7,500,000

50%

• In this example, the SDES allocation would generate a $7.5K 
per institutional headcount within the academic units

Note, in future years, this amount will vary depending on the 
approved budget of the SDES organization



Use of Subvention Pools: Central Funding Mechanism

Central Funding Mechanism Overview

Rationale • The sum of the parts is not optimal for the whole therefore the university needs the ability and flexibility to act as 
one entity with respect to key initiatives

Funding 
Source • Central funds are centrally retained and/or generated revenues purposed for mission and strategic investment

Fund 
Principles

• The Strategic Initiative Pool can be a useful management tool to help fund long-term initiatives by advancing 
capital, provide critical subsidies to kick-start initiatives

• Funding size should enable leadership to “steer,” which will ultimately benefit the university mission as a 
whole

• Funds provided to any unit should never be viewed as an annual entitlement only as a way to kick-start 
initiatives

• The model uses a participation fee to generate the central fund, applying a participation rate to selected 
revenues. Having a diverse revenue portfolio rather than a single source allows for stability

• Participation fees need to ensure “neutral starting points” at implementation; thus the rate needs to be high 
enough to ensure surpluses are available to fill all Revenue Unit deficits

One of the most critical elements of an incentive-based budget model is the creation of a Central Funding Pool, to address mission-subsidies, 
university priorities, and revenue growth strategies.
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Example: Individual Unit Statement (1 of 2)

Allocated 
Revenues

Direct Revenues

Direct Expenses

Net Transfer 
Activity
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Example: Individual Unit Statement (2 of 2)
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Central Support 
Unit Allocations 

Participation Fee

Subvention 
Distribution

Strategic Funding



Process and Timelines
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FY23 Budget Development Process Overview 
The illustration below outlines the budget development process milestones and the groups with primary 
accountability and responsibility for their completion.

Budget 
Modeling & 

Scenario 
Planning

Central 
Support Unit 
Budgeting

Primary 
Unit 

Budgeting

Subvention 
& Strategic 

Initiative 
Pool

Ongoing 
Budget 

Management 

Sept – Oct Oct – Dec Nov - Mar Apr - May Year-Round

Central Finance and 
Admin Budget Team

Central Support
Units (CSUs)

Deans & Auxiliary 
(Primary Units)

University Budget 
Committee & Senior 

Leadership Team
All Units

• Develop scenarios 
for review by the 
Provost office and 
Office of Finance & 
Administration

• Projections for 
university-wide 
revenues (e.g. 
tuition, state 
appropriation; top-
down)

• CSUs prepare 
budgets and 
supplementary 
documentation 

• CSUs 
submit/present to 
respective budget 
committee

• Schools/college 
receive allocated 
revenue and CSU 
amounts, then 
build budgets for 
direct revenues 
and expenses 
(bottom-up)

• Meet with Provost 
and/or CFO to 
review budget

• Units discuss 
utilization of 
subvention and 
strategic initiative 
funding.1

• Academic Unit 
budgets reviewed 
and finalized. 

• Analyze data and 
leverage reports to 
understand budget 
to actuals variance

• Emphasis and 
focus is on 
forecasting and 
managing budgets 
throughout fiscal 
year

Annual Planning and Budgeting Process

1The process for strategic initiative funding has not yet been determined



The redesigned budget model implementation timeline featured stakeholder review and decision making 
throughout the design process and continues the momentum into the parallel year for providing time for 
additional engagement, infrastructure development, and training.

• Budget Model 
Development in 
FY2020 provides 
foundation for next 
steps in Budget 
Redesign Roadmap

• Parallel Year allows time for 
any final tweaks to the 
model and additional 
stakeholder engagement

• Project momentum should 
be maintained to build key 
infrastructure (governance, 
processes, policies, 
training, planning tool)

• Implementation timeline 
allows benefits of the 
model to be realized 
sooner, while still allowing 
a Parallel Year

UCF Budget Model Redesign



Service Enhancement 
Transformation (SET) Project
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Staff Lacking Specialization
Headcount vs FTE per Function

Activity Survey March 2021640.0

550.0

465.0

383.0

629.0

327.5

195.5

71.1
51.4

295.0

• Difference between headcount and FTE 
indicates a lack of specialization and
ability to focus on any given activity.  

• The majority of distributed staff spend less 
than 25% of their time on any given function.

• The total FTE indicates more than enough 
combined effort to support the function.

“Our office manager gets called to move tables 
and turn lights on but is also required to 

process payroll in a timely manner. There are a 
lot of people unclogging toilets and approving 

payroll and it shouldn’t be like that.”
- College Interviewee

Total FTE
Headcount



Staff selected for specialized SET role

Academic 
Support

Human 
Resources

Finance & 
Procurement

Administrative 
Assistance

Specialized 
Role

Reorganizing work
The respective Business Center Directors will hire staff into the SET positions. However, the Transition Teams will
support the reallocation of responsibilities for staff remaining in the departments.

Staff remaining in the department 

Specialize in HR, finance, payroll, 
procurement or unit-based post-award 

Take on other responsibilities to replace HR 
and finance activity

Local 
Support

HR & financial activity 
moves to SET roles
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SET Objectives
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Benefits to our University

5. Increasing service speed, quality and 
consistency.

6. Reducing risk from non-compliant processes and 
practices.

7. Using modern, state-of-the-art technology to 
improve upon outdated processes, providing 
uniform, high-quality customer experience.

8. Aligning with Workday to simplify processes, 
reducing approvals and oversight.

SET will align resources for new processes; SET is not designed to reduce staff.

Benefits to our People

1. Creating defined, uniform roles, responsibilities
and competencies for staff and supervisors.

2. Providing staff with more effective training 
opportunities. 

3. Providing service coverage so staff have 
specialist backup in their absence.

4. Reducing duplicative work by simplifying and 
standardizing processes.



SET Operating Model
The SET design for UCF will unify most of the finance and HR activity at the college and division level.

Central Offices
- Finance
- Office of Research
- Human Resources
- Provost

Administrative 
Service Center

College/Division 
Finance Business Centers 

+ 
HR Business Centers

Central offices will be connected to 
the college and division staff for 
functional accountability and to 
provide the support, training, and 
development opportunities they will 
need to succeed.

The Administrative Service Center will 
provide 
• customer support for employees 

and Workday self-service 
support.

• backup support for colleges and 
divisions.

• select high volume transactions for 
the institution

The College/Division Finance 
Business Centers and HR 
Business Centers will
• unify the HR and Finance work 

being done in departments at 
the college/division level.

• provide specialized support 
to departments within the 
college or division.

26



Finance Business Center
FINANCE BUSINESS CENTER

Finance/Budget Analyst(s)
Post Award Grant Specialist(s)

Finance/Budget Director

Travel Coordinator(s)
Procurement Coordinator(s)

27



HR Business Center

28

HR BUSINESS CENTER

HR Partner(s)

HR Director

HR Coordinator(s)



Administrative Service Center
ADMINISTRATIVE SERVICE CENTER

Finance Manager
HR Manager

Administrative Service Center 
Director

Finance Specialist(s)
HR Specialist(s) Customer Care Coordinator(s)

Customer Care Lead

29



Where We’ve Been, Where We Are, Where We’re Going

• Model structure
• One Finance Business Center 

per college / division
• 12 shared HR Business Centers
• Central Administrative Service 

Center
• Talent Acquisition Unit

• Specialization of roles in either 
finance or HR

• Dual reporting relationship for 
Finance/Budget & HR Director roles

• College or division will fund their 
finance & HR business centers

• Identify the director roles for each 
business center

• Meet with Deans and Division 
Leaders to discuss the number of 
roles allocated to each business 
center

• Review job description 
• Finalize the services provided 

within the Business Centers and 
Administrative Service Center

• Determine membership of the 
Transition Teams

• Refine the detailed Workforce 
Transition Plan

• Train the Transition Team 
members

• Outline a communications plan 
through next July

• Hold a job fair for employees and 
define approach to capturing their 
interest

• Form the Training Work Team and 
build a robust training plan

• Form the Logistics Work Team 
and start to identify space and 
equipment needs

• Continue configuring technology 
to support SET

DECISIONS MADE OPTIONS FOR DISCUSION ON OUR RADAR
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SET Road Map

Jan
2022

Aug
2021

Organizational 
structure reimagined 

to enhance our 
services.

Design 
Operating
Model

1

Jul 
2022

Services to be 
provided by College 

and Division Business 
Centers and the 

Administrative Service 
Center defined and 

configured in Workday.

Define Services2

Roles and 
responsibilities 

outlined through job 
descriptions and 
staffing needs 

finalized.

Determine 
Staffing3

Process for aligning 
staff with the new 
structure through 

the support of 
College/Division 

Transition Teams.

Plan Workforce
Transition4

Some staff 
transitioned to new 

roles.

Fill New Roles5

Training, including 
job aids provided to 
ensure success of 
role transitions and 

overall 
implementation.

Train and
Onboard6

Campus transitioned 
to future state 

services and success 
monitored for 
continuous 

improvement.

Go Live7

We Are Here

31



How to Get Involved
Keep up to date by visiting the SET page on the Knight Vision
website:
knightvision.it.ucf.edu/service-enhancement-transformation/

Email: knightvision@ucf.edu

Provide feedback:
https://tinyurl.com/KnightVisionFeedback

Subscribe to our monthly newsletter:
knightvision.it.ucf.edu/get-involved

32
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Questions?

Thank you.
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