
 
  

Board of Trustees 
  

Finance, Facilities & Technology Committee 
  

April 16, 2025 at 9:00am  
Zoom Meeting – No Physical Location Available 

  
The public is invited to view the meeting on YouTube.  The link to the Board of Trustees 

YouTube page can be found the Board website:  https://www.maine.edu/board-of-trustees/ 
  

                                                                              AGENDA                                      
  

9:00am – 9:05am          Call the meeting to order and Roll Call 
  
9:05am – 10:35am         

TAB 1              Reserves and Reserve Policy / FY26 University of Maine System Budget / 

Enrollment Data 
  
10:35am – 11:05am 
            TAB 2              Maine Center Discussion 
  
11:05am – 11:25am       

TAB 3              Energy Procurement Overview 
  
11:25am – 11:45am      Additional Committee Q & A  
  
11:45am – 12:00pm      EXECUTIVE SESSION 

The Finance, Facilities & Technology Committee will enter Executive Session 

under the provision of 1 MRSA SECTION 405 6-C 
  
  
  
  
  
  
  
  
  
  
Action items within the Committee purview are noted in green. 
Items for Committee decisions and recommendations are noted in red. 

Note: Times are estimated based upon the anticipated length for presentation or discussion of a particular topic.   
An item may be brought up earlier or the order of items changed for effective deliberation of matters before the Committee. 
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University of Maine System 

Board of Trustees 

  

AGENDA ITEM SUMMARY 

  

  

NAME OF ITEM:     Reserves and Reserve Policy / FY26 University of Maine System Budget / 

Enrollment Data  

  

CAMPUS PRESENTER(S): Ryan Low, Vice Chancellor for Administration and Strategic AI 

Integration 

  

INITIATED BY:       Roger J. Katz, Chair 

  

BOARD INFORMATION:  X                                 BOARD ACTION:    

  

BOARD POLICY: 

700 

  

UNIFIED ACCREDITATION CONNECTION: 

  

UMS STRATEGIC PLAN CONNECTION: 

  

BACKGROUND: 

Vice Chancellor Low will discuss several topics related to the FY26 University of Maine System 

Budget: 

1)      Reserves and Reserve Policy Update 

a.       Vice Chancellor Low will present an overview of proposed changes to the 

UMS Reserve Policy, outlining key adjustments aimed at improving financial 

management across the system. The discussion will cover the rationale behind 

these changes, their potential impact on current financial practices, and how 

they align with the system’s long-term financial sustainability goals.  

2)      FY26 University of Maine System Budget 

a.       Shared Services 

b.      Governance 

3)      Enrollment Data Analysis 
  

  

  

Attachments 

April 16 FFT Work Session 

Reserves Draft for FFT 
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FY26 Budget Review  

For Review & Discussion 
at the April FFT Workshop
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The “System Office” is Comprised of 3 Units

GovernanceUniversity 
Services - 
Unallocated

University Services - 
Allocated
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Unified Services vs Campus Services 
Allocated University Services are further designated as Unified Services or Campus Services

$41M

$15M
Campus Services include individuals that are part of 
University Services yet their primary responsibility is to 
the specific campus where they are located.  Segments 
of IT, HR, Facilities, and Finance are classified as Campus 
Services.

UMA Campus CBO & staff  - these 
individuals are part of the University 
Services overall budget,  but they are 
classified as Campus Services as their 
primary responsibility is the financial 
oversight of UMA.  The UMA Finance 
Office expense budget is allocated 
directly to UMA.

Controller’s Office – central financial 
activities including audited financial 
statements, cash management, 
investments, System policies, etc.  The 
expense budget for this department is 
allocated across all campuses.  

Unified Services include individuals that are 
responsible for oversight and support for all campuses; 
costs are allocated to campuses based on appropriate 
metrics (# of employees, square footage, etc.)

Examples

1.1Finance, Facilities and Technology Committee Meeting - FY26 Budget Workshop
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University 
Service - 
Allocated
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Governance
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University 
Services - 

Unallocated
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University of 
Maine 

System
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University of 
Maine at 
Augusta
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University of Maine
___

University of Maine 
at Machias
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University of 
Maine at 

Farmington
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University of 
Maine at 
Presque Isle

1.1Finance, Facilities and Technology Committee Meeting - FY26 Budget Workshop

26



University of 
Maine at 
Fort Kent
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University of 
Southern 

Maine
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University of Maine System

DRAFT Administrative Practice Letter (APL) on Reserves 

For Discussion with the Finance, Facilities, and Technology Committee

A. Introduction to UMS System and Campus Level Reserves

Reserves represent an accumulation of funds set aside for future purposes. A subset of 
Unrestricted Net Position (UNP) in the audited financial statements, reserves represent the 
net accumulated surpluses and deficits from prior years’ general operations and transfers.

Campuses and the System aim to maintain positive reserve balances to support long-term 
financial stability. They generally use reserves for the following purposes:

∑ Addressing unexpected revenue shortfalls (e.g., reductions in anticipated state 
appropriations);

∑ covering unforeseen expenses (e.g., one-time legal fees, major disasters); and
∑ supporting strategic, one-time investments and initiatives.

Both the System and individual campuses hold reserves, with the sources and uses 
described in the sections below.

This APL does not apply to unrestricted balances associated with projects, programs, and 
designated activities (i.e., general ledger funds 04, 12, 13, 18, and 19).

B. System Held Central Reserves

As described below, the UMS Vice Chancellor for Finance and Treasurer manages System 
held central reserves to support system-wide and campus initiatives, in alignment with this 
APL and the direction of the Board of Trustees. These reserves help the System respond to 
unforeseen state economic conditions or other fiscal challenges, cover unexpected costs, 
and fund strategic initiatives. The System also maintains these reserves to support its self-
insured employee benefits and other insurance programs, as needed.

Annually, the UMS Vice Chancellor for Finance and Treasurer submits a report to the UMS’ 
Finance, Facilities & Technology (FFT) Committee detailing all transfers to and from the 
System held central reserves during the prior fiscal year.

System held central reserves include the following subcategories.

1. Budget Stabilization Reserve

The UMS established the Budget Stabilization Reserve to manage the financial impacts 
of adverse investment markets, State of Maine economic conditions (i.e., State budget 
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curtailments), and other financial challenges. Campuses may draw on this reserve only 
when necessary expense reductions would jeopardize campus stability. Use of the 
reserve requires approval from both the FFT Committee and the full Board of Trustees 
during the annual budget process.

The UMS funds this reserve from Operating Fund net investment income that exceeds 
the budgeted amount. The target balance for this reserve equals 10% of the State of 
Maine’s General Fund E&G appropriation to UMS for the prior fiscal year.

2. Unified Operating Reserve

The Unified Operating Reserve supports non-budgeted emergency needs. This reserve 
funds strategic investments that promote system-wide growth, stimulate reform, expand
programs benefiting the System as a whole, and cover unexpected legal settlements. 
Examples of prior uses include funding library subscriptions and acquisitions across the 
UMS and necessary renovations at newly acquired buildings. The target balance for this 
reserve is 15% of the State of Maine’s General Fund E&G appropriation to UMS for the 
prior fiscal year.

3. Benefit Pool Carryover

The UMS maintains the Benefit Pool Carryover Reserve to manage major cost 
fluctuations associated with its benefit plans, including its self-insured health plan. 
Transfers to and from this reserve typically reflect the actual performance of the UMS-
wide benefit pool operated by GUS.

Based on the UMS actuary’s recommendation, the target balance for this reserve should 
be sufficient to cover three to six months of expected paid health claims and expenses.

4. Risk Management Reserves

The Risk Management Reserves serve as business insurance reserves to assist 
campuses in paying deductibles on claims as UMS utilizes high insurance deductibles to 
reduce insurance premium costs. Annual campus contributions fund these reserves.

5. Capital Planning Reserves 

The System primarily uses Capital Planning Reserves to fund information technology 
(IT) equipment and systems, and other capital equipment acquisitions.

6. Special Appropriation Reserves

The State’s General Fund allotment of appropriation includes earmarks for initiatives 
such as Early College, Adult Degree Completion, etc.  The System transfers any 
surpluses or deficits from these specific initiatives to the applicable reserve.

1.2Finance, Facilities and Technology Committee Meeting - FY26 Budget Workshop
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C. Campus Reserves

Generally, each campus maintains three types of reserves: operating, capital planning, and 
special or strategic investment.

1. Operating Reserves

Campuses maintain Operating Reserves to sustain financial operations during periods of 
unanticipated, significant unbudgeted operating expenses and/or reductions in operating 
revenues. These reserves provide resources to:

∑ respond to changes in the economic environment;
∑ sustain operations through temporary revenue setbacks caused by enrollment 

declines, funding reductions, or other issues; and
∑ preserve stakeholder confidence in campus fiscal management.

Campuses should use Operating Reserves to address short-term income and expense 
issues, not to resolve structural budget deficits. Use of these reserves should be 
temporary and serve to offset income shortfalls while the campus rebuilds or replaces 
revenue or reduces expenses in the near term. 

Campus management should be prepared to annually report on their progress in 
meeting the Operating Reserve benchmarks established in this APL.

Each campus maintains a separate Operating Reserve for educational and general 
(E&G) operations and for each auxiliary enterprise:

a. E&G Operating Reserves

Each campus will work to establish and maintain an unrestricted Operating Reserve 
of at least 20% of its prior year Adjusted E&G Expenses – see ATTACHMENT I for 
illustration. A 20% E&G Operating Reserve would provide coverage for 
approximately ten weeks of E&G expenses.

At the end of each fiscal year, the net surplus or deficit ((revenues plus transfers in) 
less (expenses plus transfers out)) from E&G operations for each campus, will close 
to the respective campus’ Operating Reserve.

When a campus seeks to use its E&G Operating Reserve and the balance is below, 
or will drop below, the 20% target, campus leadership shall submit a detailed 
proposal outlining the intended use of funds and a plan for replenishment to the UMS 
Vice Chancellor for Finance and Treasurer for review and approval. As part of this 
process, campus management shall evaluate other available categories of 
unrestricted and restricted net position to determine whether alternative funding 
sources are available and appropriate.

1.2Finance, Facilities and Technology Committee Meeting - FY26 Budget Workshop
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b. Auxiliary Operating Reserves

Each campus shall maintain an operating reserve for each major auxiliary enterprise 
operation (e.g., bookstore, residence and dining, motor pool). At the end of each 
fiscal year, the net surplus or deficit—calculated as revenues plus transfers in, less 
expenses plus transfers out—from each auxiliary enterprise operation shall 
automatically close to the corresponding Auxiliary Operating Reserve.

Each campus shall work to establish and maintain for each auxiliary operation, an 
unrestricted reserve of at least 20% of each respective operation’s prior year 
Adjusted Auxiliary Expenses – see ATTACHMENT II for illustration. A reserve at this 
level provides coverage for approximately ten weeks of operating expenses for the 
respective auxiliary.

When a campus seeks to use an Auxiliary Operating Reserve and the balance is 
below, or will drop below, the 20% target, campus leadership shall submit a detailed 
proposal outlining the intended use of funds and a plan for replenishment to the UMS 
Vice Chancellor for Finance and Treasurer for review and approval. As part of this 
process, campus management shall evaluate other available categories of 
unrestricted and restricted net position to determine whether alternative funding 
sources are available and appropriate.

Campuses must clearly link any auxiliary reserve balance exceeding the 
recommended 20% threshold to specific programming and operating needs. 
Examples include planned capital expenses (including deferred maintenance) or 
reduction of fees and charges in the next fiscal year’s operating budget. The campus 
Chief Business Officer (CBO) must review and approve such plans annually. Ideally, 
campuses should transfer amounts designated for planned capital expenses to an 
auxiliary capital planning reserve within the applicable auxiliary department.

2. Capital Planning Reserves

Campuses maintain Capital Planning Reserves to support future repair, renovation, 
demolition, or acquisition of real property, information technology (IT) equipment and 
systems, and other capital equipment. Each campus holds these reserves centrally; 
however, departments or colleges may also maintain equipment reserves when they can 
demonstrate a clear need and present a defined plan for timely use of the funds.

Each campus shall maintain separate capital planning reserves for E&G versus Auxiliary 
Enterprise operations. Campuses may hold the Auxiliary Enterprise capital planning 
reserve centrally or within the specific auxiliary unit for which the funds are designated. 

3. Special or Strategic Investment Reserves

Special or strategic reserves are critical to a campus’ ability to ensure the long-term 
stability of on-going programs or to fund new strategic investments. Establishing a new 
special/strategic reserve or adding to an existing one requires approval of the UMS Vice 
Chancellor for Finance and Treasurer. Generally, a campus should not make such a 

1.2Finance, Facilities and Technology Committee Meeting - FY26 Budget Workshop
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request if its E&G Operating Reserve balance is below 10% of its Adjusted E&G 
Expenses. Campuses are encouraged to build their E&G Operating Reserves to the 
20% of Adjusted E&G Expenses target before requesting special or strategic reserves.

1.2Finance, Facilities and Technology Committee Meeting - FY26 Budget Workshop
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Illustration – Calculating E&G Operating Reserve Target Balances
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Illustration – Calculating an Auxiliary Operating Reserve Target Balance for a 
Residence & Dining Operation

1.2Finance, Facilities and Technology Committee Meeting - FY26 Budget Workshop
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4/4/2025

University of Maine System
Board of Trustees

AGENDA ITEM SUMMARY

NAME OF ITEM: Maine Center Discussion

CAMPUS PRESENTER(S): Seth Goodall, CEO Maine Center Ventures

INITIATED BY: Roger J. Katz, Chair

BOARD INFORMATION: X BOARD ACTION:

BOARD POLICY:
700

UNIFIED ACCREDITATION CONNECTION:

UMS STRATEGIC PLAN CONNECTION:

BACKGROUND:
Maine Center Leadership will engage in a discussion of both current and projected budgets. This 
will include an exploration of longer-term goals and potential funding strategies beyond the 
current support provided by the Harold Alfond Foundation (HAF) grant.

2

Finance, Facilities and Technology Committee Meeting - Maine Center
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University of Maine System 

Board of Trustees 

  

AGENDA ITEM SUMMARY 

  

  

NAME OF ITEM:     Energy Procurement Overview 

  

CAMPUS PRESENTER(S): Gretchen Catlin, Chief Facilities and General Services Officer 

  

INITIATED BY:       Roger J. Katz, Chair 

  

BOARD INFORMATION:  X                                 BOARD ACTION:    

  

BOARD POLICY: 

700 

  

UNIFIED ACCREDITATION CONNECTION: 

  

UMS STRATEGIC PLAN CONNECTION: 

  

BACKGROUND: 

  

Gretchen Catlin, Chief Facilities and General Services Officer, will review the energy 

procurement data that was requested by Trustees at the March 19, 2025 meeting.  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

Attachment 

Energy Procurement Overview  

3

Finance, Facilities and Technology Committee Meeting - Energy Procurement

37



Energy Procurement 
Overview

3.1
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UMS's Multi-Faceted Procurement 
Strategy

Strategic Planning

The process begins with 

early strategy discussions, 

typically starting in 

February, followed by 

stakeholder meetings to 

align priorities and goals.

Market Analysis

Continuous monitoring of 

energy markets, including 

natural gas prices, LNG 

export capacity, and 

electricity pricing trends to 

inform decision-making.

Risk Management

Implementation of hedging 

strategies to protect against 

market volatility and secure 

predictable energy costs for 

budgeting purposes.

3.1
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Electricity Procurement Approaches

Ratchet Strategy
UMaine employs a more dynamic "ratchet" approach:

• Set a baseline price with a 5% ceiling

• Monitor weekly market quotes

• Lower the price threshold if market moves down

• Lock in price if market begins to move up

Traditional Hedging Strategy

For some campuses, UMS implements a conventional hedging approach:

• Purchase electricity in scheduled tranches over time

• Secure fixed-price contracts for predetermined periods

• Spread purchases to average price exposure

• Maintain consistent budget predictability

3.1
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Market Factors Influencing Energy Prices

Natural Gas Market Dynamics

Natural gas prices significantly impact costs. Key factors include:

• Storage levels relative to 5-year averages

• Production cuts and weather patterns

• LNG export capacity expansions (13 Bcf/d growth projected)

Electricity Market Trends

New England Power Pool (NEPOOL) electricity prices are affected by:

• Heating demand fluctuations

• Supply and demand balances

In New England, electricity generation is heavily dependent on natural gas. If regional gas prices rise more than the national average, it pushes up electricity prices 

in NEPOOL. 

Note: NEPOOL is the regional electricity market framework that impacts how energy is priced and distributed in New England.

Transmission & Distribution Rate Changes

Utility rate structures impact total costs:

• CMP implemented significant transmission rate increases (37-54%) in January 2025

• Distribution revenue requirements increased 2.37%

3.1
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Why Campuses Experience Different Rate Increases

Variations in energy rate changes across the System reflect differences in utility service territories, energy sources, and when contracts were 

secured:

Different Energy Sources

Campuses utilize different primary 

energy sources:

• UMaine and USM: Primarily 

electricity and natural gas

• Farmington and Fort Kent: Electricity 

and biomass

• Machias: Electricity and ULSHO 

(Ultra Low Sulfur Heating Oil)

• Presque Isle: Electricity and oil

Utility Service Territories

Campuses are served by different 

utilities:

• Central Maine Power (CMP) territory

• Versant Bangor Hydro territory

• Versant Maine Public District territory

Each utility has different transmission 

and distribution rates and rate increase 

schedules.

Procurement Timing

Energy contracts are secured at different 

times based on:

• Market conditions at time of 

procurement

• Different contract expiration dates

• Strategic decisions about when to 

lock in prices

3.1
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Net Energy Billing: A Key Cost Reduction Strategy

UMS participates in Maine's Net Energy Billing program, generating renewable energy credits that have saved $8,276,510 across all 

campuses.

Hydro Projects

Hydroelectric facilities in 

Damariscotta, York, 

Stillwater, and Medway 

generate renewable credits 

for UMS.

Solar PV Projects

More than 20 solar 

installations from developers 

like MEI, AES, Nexamp, and 

SunVest enhance the 

system's renewable portfolio.

Financial Benefits

The program has yielded 

$8.2M in savings, plus $1.5M in 

Renewable Energy Credits 

(RECs) revenue since 2021.

Campus 
Implementation

CES aggregates campus 

demand and secures shares in 

NEB projects to maximize 

system benefits.

3.1
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Budget Impact and Financial Planning

System-Wide Budget Trends

System-wide energy budget decreased from 

FY24 to FY25 by $4.7M and remains stable for 

FY26. Total budget: 

FY24: $32,415,593  

FY25: $27,711,650 

FY26: $27,883,515

Variable Campus Impacts

While some campuses show decreasing costs, 

others like Farmington (FY26: $1,650,366) and 

Fort Kent (FY26: $703,359) show increases, 

reflecting different energy sources and higher 

transmission & distribution costs.

Budget Performance

Historical data shows actual energy costs 

typically come in below budget, 

demonstrating effective procurement and 

conservative budgeting practices.

3.1
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Energy Prices × Energy Usage = Energy Costs

While energy procurement strategies determine prices, total energy expenditures vary based on how, when, and why energy is used across 

campuses:

Energy Infrastructure & Load 
Profile

Central plants vs. distributed systems (e.g., 

building-specific boilers or heat pumps)

27/7 Operations (labs, research, steam 

plants) vs limited-use facilities

Campus Mission Differences

Research-intensive campuses have higher 

demand than commuter-focused 

institutions

Usage

Winter heating loads and summer cooling 

drive large fluctuations in monthly usage 

and cost, especially at campuses with steam 

plants or electric heating. In addition, prices 

may vary between day and night usage.

3.1
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Future Considerations and Policy Impacts

Policy Changes

Tariffs on energy imports 

increasing natural gas and 

electricity prices

Renewable Programs

Net Energy Billing credit rate 

adjustments

REC Markets

Price fluctuations impacting 

revenue streams

LNG Exports

Export capacity growth driving 

natural gas prices

3.1
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Powering campuses efficiently takes both 
strategy and stewardship.

• UMS uses a multi-faceted supply-side strategy to manage risk and control energy pricing across the System.

• NEB participation has saved over $8.2M, with additional revenue from Renewable Energy Credits (RECs).

• Energy prices differ by campus due to utility territories, energy sources, and timing of procurement.

• Energy costs differ by campus due to infrastructure, campus mission, and usage.

3.1
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