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Managing the institution

“Most institutions have designed their internal 
controls and budget management practices on 
the assumption that they have well-trained and 
competent departmental administrators carrying 
out the institution’s business. This is truer today 
than ever before with the use of self-service and 
technology-enabled business practices…



Managing the institution

Consequently, it is critical that we offer staff a 
comprehensive set of training opportunities to 
ensure staff has all the necessary skills.”

-Thomas McGurty
VP for Finance and Treasurer

Tufts University



Today’s Agenda

� The institutional environment today

� Tufts University: Division of Advancement
� Components of a successful training program

� Advancement’s training programs
� Next steps



The Business Climate 

� Accountability
� Responsible stewardship, reporting
� Valid business expenses
� Scrutiny from media, donors, granting agencies, 

rating agencies, government oversight, non-profit 
regulators, etc.

� Do more with less 
� Stretch scarce resources
� Resources invested in mission-related activities
� Attract more resources by proving that resources are 

working directly toward mission



It all starts in the departments 

� Rely on administrators to:
� Spend appropriately
� Account accurately

� Rely on managers to:
� Manage and review financial activity
� Report on activity vs. plans
� Anticipate needs, opportunities
� Link department goals to budget and strategic plan 



It all starts in the departments 

� Responsibilities cannot be fulfilled without:
� Information
� Tools
� Skills 
� Communication 



Tufts University: Division of 
Advancement

� Tufts University:  “A University poised…”
� Division of Advancement

� Launch of Beyond Boundaries: the Campaign for Tufts
� Largest in history of Tufts
� Large, immediate growth in resources
� Advancement’s budget structure



Tufts University:  Division of 
Advancement

� Pulling it all together
� Reinforce culture of accountability
� Consistent accounting practices
� Adherence to financial policies and procedures
� Accurate quarterly reporting
� Strategic budgeting



Developing a successful program

� Prioritize
� Organizational goals
� High volume, high frustration business processes
� Planning needs 

� Accurate accounting 
� Realistic budgeting process

� Organize by audience
� Who is responsible? 
� Who is doing the work?



Delivering a successful program

� Get to the point

� Make it relevant
� Demystify budget and financial information, 

processes, purposes
� Encourage dialogue
� A beginning not an end



Documenting a successful program

� Checklists

� Policy translations – language of Advancement
� Annotated screen shots, reports

� Step by step instructions
� Examples



Tufts University:
Division of Advancement’s 
Training Programs

Excerpts from trainings



Micro to Macro

� It all starts with the expenses…

� Oversight
� Quality financial information

� Strategic budget planning



Nuts & Bolts Training: Accurate 
Expenses
Transaction Detail Review Process 

� Promotes timely review
� Ensures accuracy of expenses and location of 

expenses
� Ensures accountability
� Encourages relationship between budget and 

expenses



Nuts & Bolts Training: Policies & 
Procedures 
Policies & Procedure Guide

� Merely restating University’s policies in an easy to 
grasp way

� Relays critical compliance information
� Distributed widely, kept current
� Ensures compliance, consistent accounting
� Customer-service focus



Policies & Procedures Guide



Manager Training: Oversight

Transaction Detail Review Process 
� Manager’s eyes on monthly transactions
� Ensures accountability
� Encourages relationship between daily, monthly 

expenses and overall budget planning



Manager Training: Quality Financial 
Information
Quarterly Projection Process

� Promotes budget planning
� Training:

� Communicates critical need for good information, 
early in the year

� Highlights inter-relationship between departments 
and University

� Breaks down “silo” thinking



Sample Projection Worksheet
ADMIN: “Budget”
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ADMIN: “Actuals”
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MGR: “Projections”
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Year-end projection & Surplus/Deficit 
will auto-update.  

Student 
Activity

Revenue
activity

Purchased
Services

Travel 
activity

All 
other 
expenses



Sample Projection Worksheet
Projection Summary:  all columns will auto-update

Your projected 
“Budget Surplus/Deficit”
will drive the content of

the narrative



� Compliance with financial policies and procedures

� Connections between micro and macro
� Proactive communication

� Quality financial information
� Strategic budget planning

Results



Next steps

� Constant changes:
� Staffing
� Strategies, goals
� Revenue sources
� Business relationships
� Technology
� Regulatory environment

� A beginning not an end.



Thank you

Sunny Callahan
Director of Planning and Administration 
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sunny.callahan@tufts.edu
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