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June 1, 2022

Legislative Research Commission
Interim Joint Committee on Education
700 Capitol Avenue

Frankfort, KY 40601

Dear Members of the Interim Joint Committee on Education:

Thank you for your continued support of Kentucky State University (KSU) to ensure it has the resources, flexibility
and structure it needs to be successful. House Bill 250 as passed during the 2022 Regular Legislative Session
directs the Council on Postsecondary Education (CPE) to provide reports to the Interim Joint Committee on
Education detailing the status of the development, implementation and results of a management improvement
plan.

In order to comply with this requirement and support KSU, the Council submits the enclosed information. Should
you have questions about the report or KSU in general, please contact CPE Vice President and General Counsel
Travis Powell via email at Travis.Powell@ky.gov.

As your partner in postsecondary education, | look forward to continuing to work closely with KSU leadership,
faculty and staff to ensure the university thrives.

Aaron Thompson, Ph.D.
President

cc: Ms. Jo Carole Ellis
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Background

Effectively immediately upon the Governor’s signature on April 8, 2022, HB 250 provided the
Council on Postsecondary Education (CPE) with $23 million in emergency funding to cover
Kentucky State University’s (KSU) current year shortfall. HB 250 also set forth a myriad of duties
and responsibilities for KSU and CPE related to KSU’s recovery. Among those was the
requirement that CPE create and oversee a Management Improvement Plan (Plan) for KSU
designed to assist with organizational and financial stability. The Plan shall include, but is not
limited to, the following:

1. A comprehensive cataloging and review of university policies and procedures to ensure
efficiency and compliance with state and federal law;

2. Guidelines for salary ranges and benefits for all faculty, staff and administrators;

3. Mandatory board member training and development, including but not limited to financial

oversight and effective committee structure;

Academic program offerings, course offerings and faculty productivity guidelines;

Accounting and fiscal reporting systems, collections, budget, and internal controls over

expenditures and financial reporting;

Student success and enrollment management strategies;

Student academic progress and results; and

8. Development of online curricula with the intent of offering bachelor's and master's degrees
online.

oA

No

On April 15, 2022, pursuant to SB 265 (2022), newly appointed KSU Board of Regents members
were confirmed by the Senate. Also on April 15, 2022, CPE adopted a KSU Expenditure Approval
Policy to effectuate the HB 250 requirement that CPE approve all KSU expenditures over $5,000
until declaration of KSU'’s financial stability. CPE also approved a disbursement of $17.5 million
of the $23 million authorized to allow KSU to meet its current year financial obligations.

On April 27, 2022, the KSU Board of Regents held its first meeting with the newly confirmed
members. During that meeting several items of business were conducted, including the selection
of a chair and vice chair. CPE Vice President and General Counsel Travis Powell provided an
overview of HB 250.

On May 9, 2022, the board met again and action was taken to engage Protiviti Government
Services, Inc. (a subsidiary of Robert Half International) for assistance with the compilation of
annual financial statements for both fiscal years 2021 and 2022. The board also approved the
hiring of The Registry Advisory Services to provide candidates for the position of interim president.
The board indicated its plans to have candidates to review at its next meeting in early June. In
addition, a new financial exigency policy was adopted per the requirements of HB 250.

At its regular meeting on June 17, 2022, CPE will consider and likely approve a final FY 2022
disbursement of the $23 million allocated in HB 250.

Additional requirements contained in HB 250 include:
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e CPE shall submit the Management and Improvement Plan to the Legislative Research
Commission by November 1, 2022; and

e By June 1 and November 1, 2022, and by June 1 and November 1 of each year thereafter
the Plan is in effect, CPE shall provide reports to the Interim Joint Committee on Education
detailing the status of the development, implementation and results of the Plan.

Management and Improvement Plan Development Update

The following is an update on the development of each Plan area:

1. A comprehensive cataloging and review of university policies and procedures to
ensure efficiency and compliance with state and federal law

KSU legal counsel completed a draft of a Policy on Policies, which will be submitted to the KSU
Board of Regents for consideration of adoption at its July meeting. The Policy on Policies outlines
procedures for developing, revising and implementing all internal University policies. A Policy on
Policies is essential for any large organization with multiple policies governing multiple areas of
operation to provide transparency, consistency and accountability. CPE staff reviewed the policy
and supports its adoption by the board.

KSU legal counsel also is currently developing a policy template to be included in the Policy on
Poalicies, as well as a cataloging system for policies. All university policies are being collected and
reviewed, and all policies that will be in effect moving forward will be revised and approved per
the Policy on Policies. For example, human resources policies will be reviewed and updated in
July, and the student handbook will be reviewed and updated before the beginning of the fall 2022
semester. The faculty handbook and business manual also are currently being reviewed, and
revised versions will be submitted for approval in the fall. Both KSU and CPE legal counsel will
review policies for compliance with state and federal law, and if necessary, due to the specialized
nature of the policy’s subject matter, KSU will obtain specialized, independent legal expertise to
assist in the review process.

2. Guidelines for salary ranges and benefits for all faculty, staff and administrators

KSU provided CPE with an up-to-date Excel spreadsheet listing all employees with data including,
but not limited to, hire date, job title, department, business unit, faculty rank and tenure status,
salary, and benefits. This report can be run at any time and updated in short order. CPE staff
currently are reviewing that data and determining what additional data elements are needed, if
any. Once finalized, this report will allow CPE to ascertain the current salary ranges by title, tenure
status (for faculty) and within departments. CPE also is in the process of obtaining information on
KSU adjunct professor pay and faculty overload pay structure.

Soon, CPE will begin collecting information on salary ranges and benefits from the benchmark
institutions used in CPE’s KSU Financial Assessment Report issued in November 2011 and other
Kentucky public universities so that comparisons can be made. KSU is a member of the College
and University Professional Association for Human Resources which provides salary and benefit
information from other member institutions (92% of all doctoral-granting institutions); this will be
an indispensable resource in the benchmarking process. Finally, the creation of a balanced
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budget for FY 2023 and determinations on course and program offerings will provide the most
critical parameters under which salaries and benefits must be set.

Discussions about whether to engage an outside consultant to provide some level of review and
analysis in this area are ongoing. Based on preliminary information obtained, a full review by an
outside consulting firm, including recommendations, may be cost prohibitive. However, other
options are available, such as supplementing the work of current staff with a part-time or contract
employee with experience in campus human resources.

3. Mandatory board member training and development, including but not limited to
financial oversight and effective committee structure

KRS 164.020(25) currently requires that all governing board members receive six hours of training
on a variety of topics related to trusteeship and the higher education landscape in Kentucky.
These are delivered both online and in person; although, since Spring 2020, all training has been
facilitated through online modules due to COVID-19. Updates to those online modules will be
made in early June and then distributed to the new KSU Board of Regents members for
completion. The training is broken down into areas covering CPE operations, CPE’s statewide
strategic agenda and general best practices for institutional governing boards.

While CPE will encourage KSU Board of Regents members to engage with those online modules
immediately, CPE is in the process of working with KSU and the Association of Governing Boards
to provide in-person training to the KSU board this summer or early fall. During that training, the
board will discuss financial oversight best practices and effective committee structure, along with
general principles of effective board services. CPE is considering the development of a standard
mandatory training for all new KSU Board of Regents members outlining the findings of CPE’s
fiscal analysis and issues that led to the current financial crisis.

The KSU Board of Regents currently has seven committees: Academic Affairs, Brand Identity and
University Relations, Executive and Audit, Finance and Administration, Governance, Institutional
Advancement and Alumni Relations, and Student Engagement and Campus Life. Those
committees have not met for some time; however, on May 9, the board approved appointments
to the Audit, Finance and Administration, Academic Affairs, and Student Engagement and
Campus Life committees. CPE currently is in the process of reviewing the structure and charge
of those committees.

4. Academic program offerings, course offerings and faculty productivity guidelines

Pursuant to KRS 164.020(16), CPE may eliminate academic programs at any institutions when
accounting for certain statutorily defined factors. CPE has carried out an extensive statewide
academic program review process over many years and in a variety of forms. In 2019, CPE
conducted a comprehensive analysis of baccalaureate programs offered by public institutions in
the state through a contract with Gray Associates. Gray Associates assisted Council staff in
creating a methodology that provides campuses with consistent, detailed information to help guide
decisions about program needs and improvement. The marginal financial contribution and more
than 50 metrics related to student demand, employment and competition were calculated for each
program. Campus representatives participated in facilitated workshops to review these data and
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analyze each baccalaureate program. CPE also used this data analysis to operationalize
unnecessary duplication and identify programs that met the criteria.

In alignment with the CPE academic program review process and its continuing relationship with
Gray Associates, KSU is in the process of providing economic data to evaluate program
efficiencies down to the course level. The economic data allow institutions to categorize program
offerings into the following categories: Sustain, Fix/Grow and Suspend to Close. To better
facilitate this process, a member of the Gray Associates team will be on-site at KSU to assist in
the retrieval of data from May 31 to June 2. Once all data are retrieved and verified, Gray
Associates will generate a report on program viability to be shared with KSU and CPE. The project
should be complete by July 2022. The cost of the analysis is being covered by the remaining
funds in the current contract.

Regarding faculty productivity guidelines and course offerings, CPE staff provided a presentation
to the KSU provost on a process to gather data on the courses faculty teach, the number of credit
hours generated in those classes and the total number of students. Once compiled, these data
can be compared to benchmarks set for institutions based on size of the institutions, type of
courses offered, course level, etc. CPE continues to work with KSU to obtain this information.
Evaluating course offerings also was discussed during that presentation. KSU’s current course
catalog outlines numerous course offerings; of the courses listed, it is suspected that many are
rarely offered, if ever. Having such a course catalog puts pressure on faculty and the institution
to provide too many courses over the course of an academic year. In addition, it confuses students
and advisors who are attempting to map out a timely path toward a degree. For example, as part
of a minor in International Studies that requires 18 credit hours, 15 of those hours must be
obtained from a selection of almost 50 courses, most if not all of which are comprised of three
credit hours. CPE continues to work with KSU to gather more data in this area.

5. Accounting and fiscal reporting systems, collections, budget, and internal controls
over expenditures and financial reporting

In December 2021, KSU contracted with Ellucian Company L.P. to analyze the KSU Banner
implementation and to make recommendations related to staff training, data cleansing, etc. This
contract was in response to a recommendation in the Financial Assessment report issued by CPE
in November 2021.

The scope of the engagement with Ellucian includes the following modules in Banner:

e Accounts Receivable;

e Finance;

e Financial Aid;

e Student Information;

e Student Curriculum Management System;
e Student Records System;

e Student Registration System; and

¢ Enroliment Management.
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The results of this analysis will be incorporated into the Management Improvement Plan. While
the focus of this project is on this portion of the Plan, it is expected that there will be
recommendations for process improvements in other areas as well.

The analysis of the Finance system was completed on May 18, 2022, and the recommendations
are currently under review by the university. The review of the Financial Aid system is expected
to begin within the next two weeks, and the review of all areas ideally will be complete by fall
2022.

As of the date of this report, KSU has not been able to complete financial statements for fiscal
year 2021 and is not prepared to issue draft statements for fiscal year 2022 on time. This is the
result of significant turnover in accounting leadership at the university over the past eleven
months. To address this, the KSU Board of Regents contracted with Protiviti Government
Services for accounting staff and support from May through September 2022. This contract will
allow the university to quickly complete financial statements for fiscal years 2021 and 2022 in time
for its scheduled financial audits. CPE supports this decision and will monitor the contract and
preparation of the statements for each fiscal year.

The support provided by the contractor during this four-month period will give the university time
to recruit permanent accounting management personnel and put the university back on a financial
reporting schedule.

While further financial reports are under development, and the newly appointed KSU Board of
Regents Finance Committee will be engaged in this process when they begin to meet, the Council
is required to provide a monthly update on the financial status of the university to the governor
and the General Assembly, per HB 250. The Council’s first update for the month of May will be
provided no later than June 15, 2022. CPE staff worked with the KSU chief financial officer (CFO)
and will receive the following information for that update:

e Revenue and Expenditure detail for each of the following funds (including comparisons to
the budget and to the prior year):
o Education and General Fund;
o Land Grant Match;
o Auxiliaries; and,
o Asset Preservation.
Payroll registers for each payroll in the month.
Cash balances as of the end of the month.
Revenue Anticipation Note balances as of the end of the month, or any other short term.
Aging schedule of payables as of the end of the month.
Student receivables as of the end of the month.
Investment account balances (endowment) as of the end of the month.

HB 250 also requires CPE to approve all KSU expenditures of $5,000 or more until the institution
reaches financial stability, as determined by CPE. On April 15, 2022, CPE adopted a policy
governing those approvals that requires certain information to be provided before approval (see
Appendix A). Due to the requirements of that policy, certain internal controls have been adopted,
including but not limited to review of procurement authority underlying the expenditure, budgeted
amount remaining after expenditure, and approval of both the CFO and president before
submission to CPE.

Kentucky Council on Postsecondary Education 5
http://cpe.ky.gov


http://cpe.ky.gov/

6. Student success and enrollment management strategies

KSU is actively engaged in several student success initiatives in partnership with the CPE and its
Kentucky Student Success Collaborative (KYSSC). These include the following:

e Kentucky Purpose First Initiative: KSU is a member of a nine-campus cohort in the
Purpose First initiative to ensure greater social mobility for minoritized communities. KSU
is receiving technical assistance from Complete College America to implement a Purpose
First model to accelerate career exploration, planning and pathways on campus.

o Kentucky Network Demonstration Project: KSU is a member of a nine-campus cohort
in the Network Demonstration Project with a common goal of creating a holistic advising
philosophy and developing a master advisor training. KSU is receiving technical
assistance through Jobs for the Future (JFF) to implement the advising professional
development on campus and participate in an Information Technology audit for
maximization of technology to support advising.

e Student Basic Needs Community of Practice: KSU will be invited to participate in a
year-long continuous improvement project to advance several strategies that increase
access to institutional, community and public benefits for current and future students. KSU
will receive technical assistance from Education Trust to complete an asset
map/accessibility audit of student basic needs resources, as well as a report issuing
recommendations.

Earlier this year through an engagement with CPE and KYSSC, KSU received technical
assistance from national advising services providers through participation in the Kentucky
Network Demonstration Project with JFF. One benefit of this initiative is deployment of the
Institutional Transformation Assessment (ITA), an online perspective gathering survey designed
to gather input from diverse campus stakeholders and lead to a dynamic sense-making
conversation to explore new insights that spur action related to student success. The ITA was
deployed with a KSU Transformation Team made up of diverse stakeholders across campus who
then convened three in-person meetings in February and March to reflect and discuss. These
sense-making conversations were facilitated by a national partner with expertise in student
success and institutional change.

As a result of this process, the following four priorities were identified, and action steps were
developed for each:

Improve leadership and culture around student success;

Provide guided pathways for career exploration and success for all students;
Develop, implement and sustain a streamlined student advising process; and
Improve a holistic information technology system connecting faculty, staff and
students.

PN PR

When new leadership is in place, CPE will continue to explore these priorities in more depth and
refine the resulting action steps.

In partnership with KSU, CPE and KYSSC are working to support the following initiatives that
relate to the priorities identified through the ITA. External funding is being sought to further
enhance these initiatives:
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o Develop comprehensive and standardized guided career pathways for all academic
programs leading to efficient time to degree and enhanced economic mobility for students.

o Develop a holistic and intrusive advising model with required training and mentoring for
all advisors to ensure students receive essential supports for academic and non-
academic success.

e Create, coordinate, communicate and connect students with robust basic needs-related
supports to provide a safety net for student success leading to increased retention and
completion.

Regarding enroliment management, CPE is evaluating KSU’s current work in this area. Currently,
KSU has no coordinated enrollment management function and no direct leadership in this area;
this is an area of concern to be raised with the new interim president upon his or her arrival on
campus.

The status of fall 2022 enrollment as compared to fall 2021 is as follows:

Completed Application Fall 2021 | Fall 2022

First Time Freshmen 2509 2384
New Graduate 25 25
Transfer 119 103
Admit Fall 2021 | Fall 2022 |
First Time Freshmen 2528 2349
New Graduate 20 20
Transfer 75 60

Registration Fall 2021 Fall 2022 |

Undergraduate 888 733
Graduate 29 32
Dual Credit 1 1
Total Registered 918 766

Housing Application

Fall 2021 | Fall 2022 |
325 327

7. Student academic progress and results

As part of its 2022-2030 Statewide Strategic Agenda for Kentucky Postsecondary Education, CPE
set 2024 targets for all universities except KSU in the following areas:

¢ Unmet Financial Need;

o Time to Bachelor's Degree;

e Undergraduate Enroliment;

e Undergraduate Degrees/Credentials;

e Graduate Degrees;

e First to Second Year Retention Rate; and
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e Six-Year Graduation Rate.

CPE is in the process of negotiating 2024 targets with KSU for its annual evaluation per CPE’s
Policy for Diversity, Equity and Inclusion. These includes targets for:

o Degree/Credentials Conferred for both Low-Income and Underrepresented Minority
(URM) Students;

e Six-Year Graduate Rate for both Low-Income and URM Students;

e First to Second Year Retention Rate for both Low-Income and URM Students; and

¢ Enroliment of Underrepresented Students.

CPE also is considering other metrics to better assess academic progress in the short term for
evaluation of progress before the November 1, 2025 Plan report deadline. These include, but are
not limited to, average credit hour accumulation by student classification, gateway course
completion rates of freshman, average GPA and average credits to degree.

8. The development of an online curriculum with the intent of offering bachelor's and
master's degrees online

KSU currently offers the following bachelor’'s degree programs 100% online:

o Liberal Studies;

e Criminal Justice;

e Computer Science; and
e Psychology.

KSU currently offers the following master’s degree programs 100% online:

e Special Education with Learning and Behavior Disorder;
e Business Administration; and
e Environmental Studies.

CPE is in the process of working with KSU to evaluate those programs and understand more
about their quality, effectiveness and profitability. CPE’s contract with Gray Associates to perform
academic program review will assist in evaluating these programs, but also will include a market
analysis component to assist in the evaluation of new potential opportunities in the online market.

Overall, current trends over the past five years indicate a general increase in both hybrid (on-
campus and online) and online enroliment as shown below:

Year On-Campus Enrollment ‘ Hybrid Enrollment  Online Enrollment

2017 549 542 31
2018 489 562 19
2019 525 614 17
2020 451 911 31
2021 170 1,061 108
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CPE staff also have begun gathering information around institutional engagement with external
partners that assist in facilitating the growth of highly competitive, accelerated, fully online
programs at institutions. These external partners make a significant investment in building out
programs with partner institutions working with faculty to expand programs online, provide
instructional design as needed, market and recruit students, and then provide students supports
after enrollment. Typically, this is done at no cost to the institution with an agreement to share in
the revenue derived from those programs. This model, which has been implemented in Kentucky
and across the country with a large degree of success, has potential for KSU.

Next Steps

While HB 250 does not require KSU consultation or Board of Regents approval of CPE’s KSU
Management and Improvement Plan, engagement with KSU staff and its board is critical in
obtaining buy-in for Plan implementation and achieving ultimate success toward benchmarks and
goals. The KSU board is in the process of selecting a new interim president, and once that occurs,
CPE staff will work with this individual and board leadership to create workgroups comprised of
both CPE and KSU representatives to create a plan and related goals and objectives for each
Plan area. Only through a true collaborative partnership between KSU and CPE can KSU be
successful in meeting the goals of HB 250.
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Appendix A

Kentucky State University
Expenditure Approval Policy

HB 250 (2022)

Approval Date: April 15, 2022

Effective Date: April 15, 2022
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Purpose

As part of the responsibilities granted to the Council related to Kentucky State Universities (KSU)
in HB 250 (2022), Section 1(1)(c) of states the following:

The Council on Postsecondary Education shall approve any Kentucky State University
expenditure greater than $5,000, and the university shall provide a monthly report of
university finances to the council in the format requested by the council. The council shall
provide a monthly update on the financial status of the university to the Governor and the
Legislative Research Commission. The financial oversight granted to the council under
this paragraph shall continue until the council reports to the Governor and the Legislative
Research Commission that the university's finances are stable;

Policy

KSU shall submit request for any expenditure of funds over $5000 to Council staff at a designated
email account for review and approval. Each request shall include the following information and
shall be signed by both the Chief Financial Officer and President of the institution.

Brief Description and Justification of Requested Expenditure
Originating Department

Programmatic Contact (with contact information)
Budget Unit

Amount Remaining in Budget Unit after Purchase
Funding Source

Procurement Method (if applicable)

Payment Due Date (if applicable)

Vendor (if applicable)

10. Contract Number (if applicable)

11. Payment Method

12. Supporting Documentation (if applicable)

13. Board of Regents Approval Date (if applicable)

©COoNoOOMWDNE

All contracts and personnel actions must be approved by the KSU Board of Regents or designated
Committee before resulting expenditures will be approved. Contracts and personnel obligations
occurring before the effective date of HB 250, April 8, 2022, will be considered approved by the
KSU Board of Regents.

CPE staff may contact KSU with any questions or clarifications regarding the request. Requests
may be revised or withdrawn at any time.

If the request is denied, CPE staff will outline the deficiencies in the request and KSU may
resubmit upon correction.

If the request is approved, CPE staff will notify the KSU CFO and provide authorization for the
expenditure in KSU’s accounting system.
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Final approval or denial will be provided at the Vice Presidential or Presidential level at CPE.

Reporting

CPE shall provide monthly reports of approved expenditures of KSU to the CPE Executive
Committee on or before the 15" of the month following the close of the prior month. A report of
KSU’s financial status shall also be provided monthly to the CPE Executive Committee, the
Governor and the Legislative Research Commission.
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