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Goals of the Budget Transformation Initiative

Through the end of FY27, UConn is transforming its approach to institutional budgeting by 
developing a more incentive-based approach for academic and central service units to drive 
enrollment growth, alignment of institutional priorities, and greater transparency.
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An alignment with UConn’s 
mission and priorities

Guardrails for 
accountability

UConn’s Transformed Budget 
Model Seeks to Include:

Simplicity and 
transparency

Trust in decision 
making

Incentives for efficiencies

Academic excellence and 
innovation

Rewards for enrollment 
growth

The decentralized budget model will also allow UConn to better understand the internal economics of the institution, 
including how subsidies between (and within) units flow and how central service functions are supported by revenues from 

the academic and auxiliary units.



Sept Oct Nov Dec Jan Feb

Summit: 4-6 hours total

Timeline and Overview of Working Groups

Regular working group meetings started in November and will go until late January, when all 
Working Groups will discuss their recommendations together at the Working Group Summit.

Planning & Recruitment

Regular Meetings: approximately 1 hour every 
week per working group

Report-Out: 4-6 hours total
The Core Team and Kennedy & Company will 
share recommendations to be made to the 
Steering Committee.

Leadership at UConn to recruit members and 
establish expectations for working groups.

K&Co facilitates weekly meetings, providing 
members with research and guidance starting 
in early November.

All working groups meet to discuss how their 
recommendations will work together.

March – communication 
with the broader campus 
community and next steps 
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Position # in Working Groups

Associate Dean 7

Faculty 12

UCPEA 11

Academic Management 11

Central Management 18

Dean 4

Total 63



Sample 1 of Institutions Utilizing Decentralized Budget Models

Institutions above a certain size and complexity have been shown to benefit financially 2 from 
utilizing decentralized / incentive-based budget models; these models enable more localized 
control of resources for academic units that are able to make prudent entrepreneurial decisions.
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Source: 1) Documenting the Growth of Responsibility Center Management Budget Models in Public Higher Education; 
2) “Growing the Pie?”: The Effect of Responsibility Center Management on Tuition Revenue;

https://robertkelchen.com/2024/10/25/documenting-the-growth-of-responsibility-center-management-budget-models-in-public-higher-education/
https://robertkelchen.com/2024/10/25/documenting-the-growth-of-responsibility-center-management-budget-models-in-public-higher-education/
https://www.tandfonline.com/doi/abs/10.1080/00221546.2018.1434276?journalCode=uhej20


Kennedy & Company’s Lessons Learned in Budget Transformations

We have supported numerous institutions in a budget model redesign and are implementing the 
best practices from these implementations in UConn’s Budget Transformation Initiative.
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Gain 
Consensus 
from Key 

Stakeholders

Commit to 
Transparency / 

Simplicity

Tie Incentives 
to Strategic 

Plan

Ongoing 
Governance Is 

Key

Discovery interviews, 
town halls / listening 
sessions, Working 
Groups, and the Steering 
Committee should create 
subject matter experts 
and a wide base of 
support for the transition 
to a new budget model 
throughout all levels of 
the institution.

Developing an incentive-
based budget model in its 
prototype form is a major 
change management 
initiatives. The focus 
must remain on ease of 
execution and a clear 
understanding of the 
inputs and their financial 
impact to drive the 
intended behaviors.

A decentralized budget 
model should clearly 
answer the same 
question for all 
stakeholders at UConn: 
“How does my unit 
benefit financially from 
helping the institution 
fulfill the goals outlined 
in the Envisioning 2034 
Strategic Plan?”

Unintended behaviors 
that create competition 
for students rather than 
collaboration, duplication 
of central services, or 
unfair advantages for 
certain units must be 
adjudicated by multi-
disciplinary and 
representative 
governance group(s).

Transitions to new budget models are long and complex processes, where inertia is often a major challenge. Communication 
with leadership, faculty, and staff at UConn will be a fundamental tenet of the BTI both during the transition and in the future

when the new budget model is used to make allocations at the institution.

https://strategicplan.uconn.edu/
https://strategicplan.uconn.edu/


Appendix



Incentive-Based Budget Model Drives Funding to Academics

While this is an example of the flow of dollars under an incentive-based budget model, the 
incentives and flow of funding will be discussed through the Working Groups.
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Academic units are defined at the college level. Department-level funds are at the discretion of the Dean and may be informed 
by but not based on the incentive-based budget model.

Tuition/ 
Comprehensive Fees

Mandatory 
Student Fees

State 
Appropriations

Indirect Cost 
Recoveries Other Revenues

Academic Units Administrative/
Auxiliary Units

Central 
Strategic Pool

Allocations

Formula-based revenues Directly allocated revenues



Model Will Provide Budget Views to Major Units

Decentralized budget models stop at the unit level and do not flow all the way down to the 
departmental level. Responsibility Centers are the units with the most control over their 
revenues and expenses, whereas Central Service Units serve all campus stakeholders.
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President’s Office Provost’s Office CFO
Athletics Academic Support Units

Audit and Mgmt Advisory Avery Point Campus
Diversity and Inclusion CAHNR Financial Oper and Controller

General Counsel Centers/Institutes Procurement Services
Global Affairs ECE

Human Resources Summer/Intersession
Information Technology Services Business

Institutional Equity Education
President - Other Engineering

Fine Arts
University Communications Graduate Education

University Compliance Hartford Campus
University Safety Law

Liberal Arts and Sciences
Nursing

Pharmacy
Social Work

Stamford Campus
UConn Library

Waterbury Campus
Vice President for Research

Responsibility Center 
(Academic or Auxiliary)

Central Service Unit

TBD

Preliminary Classification

Exec VP Finance and CFO
Facilities Services and Univ Plan

Student Life and Enrollment

Note: some units are split between two classifications, meaning in the General Ledger auxiliary functions fall under 
Central Services Units (e.g., Residential Life reports through Student Life and Enrollment).



Roles and Responsibilities within Working Groups
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Through structured dialogue, each Working Group will produce a set of well-reasoned and 
actionable recommendations that will ultimately inform the principles of UConn’s budget model.

Roles

Working group members:

• Conduct outreach to colleagues 
to represent and assess various 
options under consideration 
and provide feedback within 
the work group setting

K&Co:

• Facilitate dialogue within the 
work groups, outline the 
questions to be answered, and 
provide expertise, research, 
and context for UConn’s 
decision-making process

Objectives

Expectations:

• Discussions must constantly 
move forward towards 
decision-making and achieving 
consensus

Outcomes:

• Recommendations on the 
values, principles, and priorities 
that will inform the budget 
model

• Finalized by mid-January

Output:

• Roadmap document detailing 
discussions, considerations, 
and reasoning for ultimate 
recommendations

Timing

November – January:

• Regular working group 
meetings

• Approximately 1 hour every 
week per working group

February 6 (tentative):

• Working Group Summit

• All working groups meet to 
discuss how their 
recommendations will work 
together

February: 

• Report-Out

• Recommendations will be 
shared with the Steering 
Committee



Working Group Members (1 of 5)

Last week, Kennedy & Company met with 4 of the 5 Working Groups to provide a high-level 
overview of roles, expectations, and timelines. The meetings also kicked off initial discussions 
around key questions.
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Tuition & Fees and State Appropriations

 Kerrie Alberts, Associate Finance Director, College 
of Engineering 

 Connie Bedan, Assistant Dean for Finance and 
Administration, School of Nursing

 David Bergman, Associate Dean, School of Business

 Laura Curran, Dean and Professor, School of Social 
Work 

 Amy Harder, Associate Dean and Associate  
Director for Extension, CAHNR Extension

 Oskar Harmon, Associate Professor, CLAS

 Molly Land, Associate Dean, School of Law

 Sandy Li, Director of Finance and Administrative 
Services, Stamford Campus

 Kane Lynch, Executive Director, Shared Services, 
CLAS

 Sue Peters, Director, Office of Student Financial Aid 
Services

 Eric Rosario, Associate Bursar, Office of the Bursar

 Daniel Schwartz, Vice Provost for Academic 
Operations

 Lisa Gorman, Graduate School Finance Director

 Kate Clark, Associate Vice Provost for Academic 
Finance and Administration

 Katherine Wilson, Financial Analyst III, BPIR

Observers/BTI Core Team Members



Working Group Members (2 of 5)

Last week, Kennedy & Company met with 4 of the 5 Working Groups to provide a high-level 
overview of roles, expectations, and timelines. The meetings also kicked off initial discussions 
around key questions.
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Academic Unit and Central Services Costs

 Tracy Anderson, Executive Director for Creative 
Strategy and Brand Management, Communications

 Dan Burkey, Associate Dean,  College of 
Engineering

 Tammie Corioso, Director, Facilities Operations 
Business Service Center

 Alicia Huckle, Assistant Dean for Finance and 
Administration, CAHNR

 Anne Langley, Dean, Library

 Dan Mercier, Director, Academic Affairs, Avery 
Point Campus

 Michael Morrell, Associate Professor, CLAS

 Brandon Murray, Director, Human Resources

 Mansour Ndiaye, Assistant Dean, CLAS

 Stacy Russolino, Manager of Financial Reporting, 
Lead Accountant, Controller’s Office

 Darshana Sonpal, Director, Business Services, 
University Safety 

 Rori Ziegwied, Senior Financial Analyst, ITS, BPIR

 Mary Greenwell, Finance and Operations Analyst, 
Provost’s Office

 Heather Ryan, Associate Director for Capital 
Budget and Special Projects, BPIR

 Kelly Wihbey, AVP, Budget and Financial Planning

Observers/BTI Core Team Members



Working Group Members (3 of 5)

Last week, Kennedy & Company met with 4 of the 5 Working Groups to provide a high-level 
overview of roles, expectations, and timelines. The meetings also kicked off initial discussions 
around key questions.
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Strategic Initiatives

 Jennifer Lease Buts, Associate Vice Provost for 
Enrichment Programs, Honors Program

 Jeff Gagnon, Execu�ve Advisor for Enrollment 
Analy�cs, Student Life and Enrollment

 Fany Hannon, Dean of Students (delegate John 
Armstrong)

 Fumiko Hoe�, Campus Dean and Chief 
Administra�ve Officer, Waterbury Campus

 Jason Irizarry, Dean, School of Educa�on

 Eric Kruger, VP for Facility Services and Univ 
Planning, Facili�es

 Joanne Lombardo, Senior Director, Government 
Rela�ons

 Kyle Muncy, Director of Brand Partnerships, 
Communica�ons

 Kylene Perras, Assistant Dean, College of 
Engineering

 Tadarrayl Starke, Vice Provost for Undergraduate 
Student Success, Provost’s Office

 David Weber, Professor, Deloite Founda�on 
Professor of Accoun�ng, School of Business

 Michelle Williams, Associate Vice President of 
OVPR

 Linda Anievas, Financial Analyst II, BPIR

 Kate Clark, Associate Vice Provost for Academic 
Finance and Administra�on

 Reka Wrynn, Interim VP for Finance

Observers/BTI Core Team Members



Working Group Members (4 of 5)

Last week, Kennedy & Company met with 4 of the 5 Working Groups to provide a high-level 
overview of roles, expectations, and timelines. The meetings also kicked off initial discussions 
around key questions.
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Auxiliary Units

 Colleen Bridgeman, Assistant Dean, Chief 
Operations Officer, School of Fine Arts

 David Clokey, Assistant Vice President for 
Administrative Services, Student Life and 
Enrollment

 Melissa Frain, Assistant Director, Business and 
Membership Services, Recreation

 Clarissa Girasoli, Manager of Cost Analysis, 
Controller’s Office

 Bill Guerrero, Senior Associate Athletic Director for 
Financial Affairs, Athletics

 Ken Lachlan, Professor, Department Head, CLAS

 Krista O’Brien, Associate Director/Director for 
Trustee Student Org Support, Student Activities

 Suzanne Onorato, Executive Director, Student 
Health and Wellness

 Kim Proulx, Director of Housing Administration and 
Finance, Student Life and Enrollment

 Stephanie Rimoczy, Associate Business Director, 
Facilities

 Liz Solecki, Tax Manager, Controller’s Office

 Mike White, Executive Director, Dining, Student 
Life and Enrollment

 Olivia Peszko, Financial Analyst I, BPIR

 Amanda Pleasent, Assistant Director of Academic 
Affairs Business Services, Provost’s Office

 Danielle Sullivan, Associate Director, Operating 
Budget

Observers/BTI Core Team Members



Working Group Members (5 of 5)

Last week, Kennedy & Company met with 4 of the 5 Working Groups to provide a high-level 
overview of roles, expectations, and timelines. The meetings also kicked off initial discussions 
around key questions.
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Research and Scholarly Activity

 Nathan Adler, Professor, Pharmacy

 Morgaen Donaldson, Associate Dean of Research, 
Education

 Anna Mae Duane, Professor and Director of 
Humanities Institute, CLAS, Humanities

 David Embrick, Associate Professor and Director, 
CLAS, Hartford

 Allison Goldsnider, Director of Grants Management 
Services, CLAS

 Tricia Leahey, InCHIP Director, Professor of Allied 
Health Sciences, InCHIP

 Jennifer Manuel, Professor and Associate Dean for 
Research, Social Work

 Laurent Michel, Professor, Engineering

 Thanh Nguyen, Associate Professor, Engineering

 Jim O'Donnell, Professor of Marine Sciences, CLAS, 
Avery Point, CIRCA

 José Manautou, Department Head -
Pharmaceutical Sciences, Professor of 
Pharmacology and Toxicology

 Nancy Redeker, Professor and Senior Associate 
Dean for Research & Scholarship, Nursing

 Julie Schwager, Executive Director for Operations; 
AVP for Research Finance, OVPR

 Leslie Shor, Vice Provost for Graduate Education



Tuition & Fees and State Appropriations Sample Questions*

1. What are the main factors that should drive the undergraduate tuition revenue share splits? 
How does this differ for graduate tuition revenue?

2. How should differences in students’ residency (in-state, out-of-state, and international) 
impact the tuition allocated to the academic unit?

3. What are the considerations for allocating tuition revenue for the intersession terms (summer 
and winter) that are different from the fall and spring terms?

4. How should the allocation of financial aid be similar to or different from the allocation of 
tuition revenue?

5. How should mandatory fees, such as the General University Fee (GUF), be allocated, and does 
it vary based on the type of student (online, graduate, etc.) and fee component (e.g., 
designated for student health vs institutional operations)?

6. How should regional campuses be considered for tuition and fee allocation compared to the 
academic units?

7. How can state appropriations be best utilized to support UConn’s mission? How should the 
unknown trajectory of state appropriations be taken into account in the model?

8. What would incentivize academic units to collaborate on the development of undergraduate 
and graduate programs?

9. How can UConn provide incentives to drive online program enrollment?

*This is not an exhaustive list of questions, and initial conversations may uncover additional items.
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Academic Unit and Central Services Costs Sample Questions*

1. What metrics are most equitable and accessible to use for allocating central service costs?
2. Over which metrics do units have more or less control? Should that be a consideration?
3. Which central functions may provide differentiated service levels to academic units?
4. How should unexpected costs be handled by academic and central services units, as well as 

regional campuses? Examples may include additional facilities repairs or IT investments.
5. What should be the method of funding mandated cost of living increases (CBI) that are not 

covered by state appropriations?
6. How should the annual budget process account for inflation and increasing expenses for both 

academic and central service units?
7. How should direct expenses to the academic units vs regional campuses be defined and 

identified?
8. Should One UConn departments be considered differently as they also support UConn 

Health?
9. What should be the method of allocating expenses across academic units if two or more units 

are collaborating on an initiative or program? Should there be a difference for startup costs 
versus recurring expenses?

10. Are there situations where chargebacks may need to be continued in the future due to the 
variability of the costs being incurred? How can the need for these chargebacks be mitigated 
to increase the transparency and simplicity of the model?

*This is not an exhaustive list of questions, and initial conversations may uncover additional items.
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Research and Scholarly Activities Sample Questions*

1. How can the budget model provide incentives to individual academic units to drive funded research and scholarly 
activities?

2. How can we create a shared fate that incentivizes academic and central service units to collaboratively support 
research and scholarly activity sustainability and scalability (e.g., increasing effective F&A recoveries, minimizing 
cost share, reducing administrative burdens, and improving infrastructure and training)?

3. What factors must be considered in dividing research administration costs equitably across academic units?

4. What should be the method of identifying expenses related to research and scholarly activities?

5. Should all sponsored projects be allocated the same way, or are there differences in sponsored projects that should 
be accounted for within the budget model? 

6. Certain types of research and scholarly activities have higher associated expenses due to the equipment, facilities 
and compliance required or lower effective F&A rates due to the nature of their work and sponsors. What would be 
methods of ensuring more expensive research and scholarly activities are not penalized under the budget model?

7. How should centers and institutes that sit outside an academic unit be funded?

8. Given the uncertainty in research compliance regulations and F&A rates, how should changes to funding be 
reflected in the budget model? 

9. What governance should be in place to ensure there is consistency across units in how faculty’s salaries are 
charged to funded research grants?

10. How may graduate students’ involvement in research and scholarly activities impact the funding and allocations?

11. How should the university recognize and handle unfunded research and scholarly activities in the budget model?

12. How should the budget model address investments whether they are across multiple academic units or in new 
initiatives and best practices that aren’t transactional in nature, may not have immediate ROIs, and may carry 
some risk?

*This is not an exhaustive list of questions, and initial conversations may uncover additional items.
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Strategic Initiatives Sample Questions*

1. How can UConn ensure university-wide objectives are funded?
2. What types of activities or initiatives should UConn fund for academic units, regional 

campuses, and central service units? 
3. Should the funding only be for startup costs, or are there scenarios where funding should 

continue annually?
4. What level of reserves should UConn carry at the university-level in case of emergency? 
5. How should carryforwards be handled for academic units, regional campuses, and central 

service units to incentivize smart spending?
6. What should one-time savings (ex: salary savings) be used for, and how should those be 

differentiated from recurring savings? 
7. If units are saving up to invest in a new initiative or project, how should those reserves be 

handled?
8. What should be the method and frequency of reviewing the budget model to ensure it aligns 

with and is funding UConn’s strategic initiatives? 

*This is not an exhaustive list of questions, and initial conversations may uncover additional items.
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Auxiliary Units Sample Questions*

1. What metrics will be used to determine how much auxiliary units contribute for their “fair share” of 
central service costs?

2. What governance can or should be put in place to mitigate the risk of an auxiliary unit duplicating a 
central function?

3. Should reserves held by auxiliary units be pooled centrally, or remain within the unit to fund future 
investments or contingencies?

4. What is the appropriate role of auxiliary units in identifying and pursuing capital funding 
opportunities aligned with their missions?

5. How do the regional campuses work with auxiliary units, and how does it vary based on the 
auxiliary unit?

6. How should financial risks (e.g., revenue volatility, deferred maintenance) in auxiliary enterprises be 
monitored and managed at the institutional level?

7. What is the relationship between auxiliaries and the regional campuses, and how should that be 
reflected in the budget model? 

8. Should auxiliary units have representation or input in centrally administrative decisions that may 
materially affect their cost structures or service expectations?

*This is not an exhaustive list of questions, and initial conversations may uncover additional items.

19



Kennedy & Company
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