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Background 
 
California State University, Northridge, like many other higher education institutions, is entering into an 
era of unprecedented fiscal challenges.  In the past several years, Cal State Northridge has experienced 
overall reductions in State funding, resulting in significant operating budget reductions and tuition fee 
increases during that period.  The magnitude of the recent tuition increases becomes apparent when 
compared to tuition of $160 in 1980. 
 

 
 *Assumes 5% annual increase in tuition and 2% CPI growth in future years. 
 
The following chart provides similar tuition data but in terms of a growth factor since 1980 and 
compares that to the growth rate of the CPI during that same period.   For example, 2011 tuition is 34.2 
times the amount of tuition in 1980, compared to the CPI in 2011, which is 2.7 times the 1980 CPI.  
 

 
*Assumes 5% annual increase in tuition and 2% CPI growth in future years. 
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Demand for student access to CSUN continues to grow as a struggling global economy has triggered 
greater competition in the job market.  Students are returning to complete undergraduate degrees or 
obtain graduate degrees.  Despite record tuition fee increases, Cal State Northridge’s reputation as an 
outstanding regional comprehensive university, combined with our still relatively low cost compared 
with non-CSU universities in the region, has made Cal State Northridge an increasingly preferred choice. 
 

 
  Student Enrollment by Headcount 
 
For over 50 years the CSU has based both its fiscal policies and approach to fiscal planning on the 
assumption that resources would be provided predominantly by a General Fund allocation from the 
State.  That is no longer a viable assumption.  Looking at the decade ahead, it is essential that fiscal 
policies and planning be fully reconsidered in light of the current and projected fiscal reality for the 
CSU.  To sustain and enhance its hard-won excellence and distinction, Cal State Northridge needs the 
freedom to reconsider and appropriately manage all of its fiscal resources in keeping with missions and 
values, particularly those resources that are not derived from State General Fund allocations.   This 
document is a starting point for focused discussion of the effective and agile management of all 
resources at the campus level. 
 
Overview 
 
This study is not intended to suggest changes in how university funds should be allocated but, rather, 
explores potential solutions to address the anticipated continuing reductions in State funding, 
accompanying anticipated increases in student tuition fees, anticipated mandatory cost increases and, 
ultimately, a growing funding gap which must be resolved in order to support the mission of the 
University.   Options considered include revenue enhancements, maximization of existing resources and 
cost savings, some of which could be implemented at the campus level and others which would require 
change at the CSU or State levels.  It also explores potential methods to help reduce the cost burden on 
students.  
 
Lastly, it gives campus constituencies an opportunity to consider the policy implications of choices that 
may arise. 
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Revenue Enhancements 
 

1. Philanthropy - An increase in donor gifts would provide a much needed stream of flexible funds 
for non-general fund supported activities, such as scholarships, research, facilities and other 
such underfunded University needs.  The Special Task Force on Engagement identified specific 
areas of focus to be pursued.  Their efforts will continue via subsequent groups appointed 
during the next few years.  This initiative would require an additional investment in University 
Advancement. 
 

2. Additional Special Fees – Cal State Northridge offers specific graduate degree programs which 
are more specialized and costly to provide than other programs. In some cases additional fees 
have been implemented to cover the costs.  Examples include the DPT, MBA, Ed.D and DNP.  
Analysis is needed to identify other such programs currently offered, as well as those that might 
be offered in the future.   The case for additional special fees must be prepared and submitted 
to the CSU for approval. 
 

3. Tuition Restructuring – The 2-tier tuition fee model, which is based on flat rates below and 
above 6 units, was implemented at a time when the tuition fee was minimal to the amount 
covered by state funding.  Over the past few years, the ratio of State funding to tuition fees has 
shifted dramatically, where now the tuition fee comprises a significant portion of the cost of 
attendance.  Because of this, a student currently carrying either 6.1 units or 18 units will each 
pay about $3,000 for the semester.  The implementation of either a 3rd tier for high unit load 
students or per-unit tuition would lessen these differences and could result in increased 
revenues for the CSU campuses without raising the tuition fees for the average student carrying 
a full load.  Careful consideration will be required to examine the potential impacts of this 
approach on degree progress and to arrive at a model that will not discourage students from 
graduating as quickly as possible. 
 
 

 
 *Assumes 3% annual reductions in State funding and 5% tuition increases through 2020. 
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4. Differential Tuition – While the CSU provides a diverse choice of campuses for students to 

choose from and provides common standards to assure a quality education at each campus, 
some CSU campuses are in higher demand due to such factors as overall reputation, brand 
recognition, specific areas of excellence or geographic location.  Due to this, some of the CSU 
campuses, including CSUN, could charge a higher rate of tuition without negatively impacting 
demand.   

 
5. Non-Resident Student Growth – Currently the CSU non-resident enrollment is approximately 4% 

of the total (14,500 of 346,000 total FTES) and Cal State Northridge’s non-resident enrollment is 
approximately 5.6% (1,672 of 29,670 FTES).  Growth of this population affords greater diversity 
and increases the total campus revenue, without supplanting resident students since non-
resident enrollment does not count towards the campus enrollment target / limits. In addition, 
these students contribute to campus-based fee revenues, enterprise and auxiliary revenues, and 
the economies of local campus communities.  Focusing on non-resident growth contributes to 
our goal of becoming a nationally recognized University through the recruitment of talented 
students from around the world. 

 
6. Extended Learning Growth – With the increase in demand for more specialized and distance 

learning programs, the role of Extended Learning at Cal State Northridge will continue to 
expand.  This creates opportunity and suggests that the concept that self-supporting programs 
should not generate surplus revenue might be revisited.  Allowing surplus revenues to be 
retained would provide Extended Learning with the ability to fund the development of 
additional programs as well as their own planned growth.  In addition, surplus revenue could be 
allocated for specific projects or programs on campus that otherwise would not have sufficient 
funding. 
 

7. Sponsored Programs Growth – An increase in sponsored programs not only results in additional 
funding to the University for academic research, but also enhances its academic prestige, 
recognition, and brand value, which in turn strengthens the case for philanthropy-related efforts 
(see item 1 above). Work funded by external grants or contracts generates both direct and 
indirect revenue. A fundamental goal might be to develop a campus culture that supports and 
encourages grants and contracts activity of faculty by providing better support, rewards, and 
recognition to those principal investigators who bring external funding to the University.  With 
stronger institutional support, a realistic goal might be to increase grants and contract activity 
by 5-10% annually over the next 10 years.  This initiative would require an additional investment 
in those programs with the greatest potential for external funding. 
 

8. Increased Auxiliary Revenues – Increased auxiliary organization revenue can result in greater 
support to the campus.  Auxiliaries have the flexibility to generate revenue in ways that General 
Fund and enterprise operations cannot.  Two areas of potential revenue are the leasing of the 
North Campus and The University Corporation (TUC) investments in real estate, including single 
family residences, condominiums, apartments and/or commercial property.  Strategic 
acquisition of real property by TUC can increase revenue, help position the University to play a 
direct role in ensuring the continued vitality of the surrounding community, and enhance the 
equity portfolio of the campus for long-term appreciation.  Additionally, the University’s ability 
to recruit new faculty and staff is enhanced by its ability to provide housing for new faculty and 
staff who relocate. TUC’s mature housing stock already generates revenue and provides a 
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service to the campus. More recently acquired housing stock may not generate immediate 
surplus revenue but will do so over time, and will additionally contribute to equity 
growth.  Substantial equity can in turn be leveraged for future major and beneficial purchases.  
TUC can continue to investigate opportunities to acquire property, including multi-unit rental 
housing, to grow its pool of rental housing over the next 10-20 years.    

  
9. University Licensing – Cal State Northridge has numerous facilities which are unique and have 

particular licensing potential, such as the Valley Performing Arts Center, the Brown Aquatic 
Center, the Bianchi Planetarium, the Magaram Center, and other specialized facilities. 
Additionally, other campus buildings and facilities offer locations for filming and athletic 
competition.  Efforts could be expanded to promote the licensing of campus facilities to provide 
increases in licensing revenue and campus visibility. 
 

10. Entrepreneurship – The University, either through its academic programs or auxiliaries, has 
developed certain technologies (BATT patent) and brands (Freudian Sip) that could be licensed 
for revenue generation.  An effort to identify, obtain copyrights / patents where needed, and 
promote these products could be pursued.  

  
11. Educational Services – Centers such as those in University Counseling Services, Physical Therapy, 

and NCOD have potential to offer fee-based education and/or support services that could be 
marketed and made available to businesses, organizations or local residents.  Pursuing this 
would require an awareness of local business impact and sensitivity to potential competition.  
 

12. Advertising – The campus has a population of more than 40,000 students, staff and faculty 
members, and a web presence that is viewed both nationally and internationally.  Opportunities 
for physical campus advertising and web advertising revenue could be explored. 

 
13. Overall Plan for Campus-Based Fees – Campus-based fees have historically been implemented 

and then held static for several years until an urgent need arises to increase the fees for deficit 
reduction or special projects.  The result has been sudden dramatic and unpopular increases.   A 
more prudent and less volatile approach would be to build in annual growth for existing fees 
based on external measures such as CPI and/or specific long term project planning to allow for 
more moderate and predictable fee growth.  This would provide for a more stable model to 
project future revenue and reduce student “sticker shock.”  
 

14. Changes to State University Grant Program – Relatively small changes in the set-aside 

requirement from tuition fee increases for State University Grants, currently one-third, could 

help reduce the size of future tuition fee increases. 

Easing of Revenue Restrictions 
 
CSU and State regulations / laws place restrictions on the types of expenditures that can be made from 
specific revenue sources.  Despite having balances in various types of funds, the University in many 
cases cannot advance key programs and initiatives or enhance support of existing ones because of these 
restrictions.   
 
One example is tuition fee revenue.  With the CSU moving from a “State supported” to a “State assisted” 
model, greater flexibility in use of tuition fee revenue might be explored.  More than half of Cal State 
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Northridge’s total funding is now provided by tuition fees and other fees paid by students, which are 
collected by the campus and are separate from State of California General Fund allocations. If the tuition 
and other fees paid by students were not subject to the same restrictions imposed on General Fund 
allocations, the campus would gain flexibility for the funding of priorities such as capital projects, special 
programs and scholarships. 
 
Another potential area of exploration is the easing or removing of funding firewalls that exist between 
funds (General Fund, enterprise funds, auxiliaries, capital expenditures, etc.).  There are many parts of 
the University that are self-supported, such as Parking, Extended Learning and Student Housing, and 
there is no ability to utilize funds generated by these areas for different purposes.  In theory, there could 
be a large surplus in one area and a deficit in another, and there is no ability for cross-subsidizing.  The 
flexibility to spend a surplus in one fund to cover a University priority would potentially be beneficial.  
 
Campus Cost Reductions and Savings 
 

1. Large Lecture Halls – The development of large lecture halls would provide the ability to 

consolidate academic course sessions that can be taught in a large lecture format, increasing 

teaching capacity.  Related academic quality issues would need to be vetted. 

 
2. Flexible Space – Courses are increasingly taught in a format utilizing combinations of traditional 

lecture, lab and seminar arrangements. Efficiencies and better space utilization might be 

achieved by exploring various models of converting existing space into flexible configurable 

space that can be used for a variety of purposes.  Examples include the use of partitions in large 

spaces to easily size a room for specific needs, configurable furniture for a variety of seating and 

work configurations, and installation of instructional equipment that can be used for a variety of 

purposes.  This would provide more options for course scheduling and enable the University to 

maximize its square footage usage to accommodate more sections and programs. 

 
3. Energy Efficient Scheduling – When creating the Schedule of Classes for lower enrollment 

periods such as Friday / Saturday, summer and winter sessions, efficiencies may be realized by 

strategically grouping classes in fewer buildings or sections of buildings.  This could enable 

savings in energy, custodial support and deferred maintenance costs by reducing the amount of 

classroom and office space that needs to be heated / cooled and cleaned during these periods. 

 
4. Shared Services Projects – Identifying redundant services from both an intra- and inter-campus 

perspective and exploring combining those services could afford efficiencies and reduced costs.  

Examples of inter-campus efforts in progress include IT participation in the Virtual Information 

Security Center (VISC) and Administration & Finance’s sharing of risk management services with 

CSU Monterey Bay and hosting San Diego State’s construction management system (Prolog).   

 
5. Insourcing – Expanding the use whenever practical of services and products already offered by 

campus units may benefit the campus community as a whole by keeping those revenues/costs 

on campus.  Examples include Quick Copies, the Matador Bookstore, catering (Campus Cuisine 

To Go / Orange Grove Bistro) and Live Scan. 
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6. Invest in Cost Reduction - Identifying potential cost reduction projects where realized savings 

will pay back investments within 3 years may produce long-term savings.  One significant focus 

might be in areas utilizing technology, to identify where services can be provided at a lower cost 

or space utilization, such as a digitized library and expanding the use of electronic delivery of 

documents and payments. 

 
7. Alternative Staffing Models – The University could explore possible approaches to achieve more 

efficient staffing levels, including flexible appointments to adjust to decreased activity during 

reduced instructional periods, fluctuation in course scheduling, or changes in the instructional 

environment.   Examples of this could include 10-month appointments for positions that are 

primarily needed during the fall and spring semesters and reduced time bases for positions that 

primarily support Monday thru Thursday instruction. 

 
8. Alternative Instructional Delivery Models – Explore instructional models that require less “brick-

and-mortar” dependence, such as Ball State University’s “Degree in Three” program, a cohort 

program  with degree completion in less than 4 years.  

Student Cost Savings 
 

1. Textbooks – Costs of textbooks and other course materials needed by students often exceeds 
$1,000 annually.  Expanded utilization and availability of electronic textbooks and rental 
programs, along with development of course materials via faculty release time, could help 
reduce this cost for students. 

 
2. Streamlined Path to Graduation – New initiatives might be explored to reduce the average 

number of units students complete before graduating. 
 

3. Transportation – Potential ways to reduce the cost of commuting to campus for students could 
be explored, including expanded transit options, as well as class scheduling to reduce the 
number of weekly trips to campus.  One project already underway in conjunction with public 
transportation providers is the development of the new transit center, which will both provide 
cost savings for students and ease congestion. 

 
4. Expand Student Employment Opportunities – The University could explore ways to expand the 

employment of Work Study students and student assistants.  Investment in student 
employment provides multiple benefits to both the student and University, including flexible 
and local employment for our students, savings for the campus and students in social security 
tax and benefits, as well as providing a workforce for the campus to staff the relatively short and 
intermittent shifts often needed by campus units. 

 
State and System-wide Cost Savings 
 

1. Reduce Health Care Costs – A statewide investment in preventative care programs and coverage 

for employees may reduce long-term employee medical expenses, allowing for a reduction of 
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health care costs to insurers.  By reducing these costs, savings in employer-paid health insurance 

premiums and out-of-pocket employee contributions may be realized. 

 
2. Cal PERS Pension Reforms – The most common formula of 2% at 55 with a salary base of the 

highest consecutive 12 months was revised for new employees hired January 15, 2011 or later 

to the pre-1999 formula of 2% at 60 with a salary base of the highest consecutive 36 months.  

The 36-month base likely provides the greatest long-term savings as the two formulas produce 

similar results by the age of 63.  Additional modifications to Cal PERS retirement formulas for 

future employees, such as extending minimum service year and age requirements for post-

retirement health care benefits, are under consideration in Sacramento and could provide 

additional reductions to long-term pension costs and narrow the gap between actual pension 

funding and actuarial estimates of liability.  These, along with other proposals, are part of a 

twelve-point pension reform plan recently proposed by Governor Brown. 

Next Steps 
 

1. Identify initiatives that offer the most impact to Cal State Northridge and are feasible to 
implement in a relatively short time frame. 

 
2. Assign selected initiatives to workgroups of campus experts to develop plans for achieving them.  

Each plan should define whether approval is required at the campus, CSU system or State level. 


