
Language Center

23 09 16

Principles and challenges of program 

planning and financial planning at a 

LC serving two universities

XIV CercleS International Conference 2016

22-24 September 2016, University of Calabria

Sabina Schaffner



Language Center 

23 09 16

Table of contents 

1. University of Zurich and ETH Zurich Language Center (SUEZ) statutes 

2. SUEZ services

3. SUEZ  governance

4. Financial governance

5. Financial planning

6. Challenges and solutions

Program planning and financial planning, Sabina Schaffner



Language Center 

23 09 16

1.1 University of Zurich and ETH Zurich Language Center 

Joint University of Zurich and ETH Zurich Language Center

 Integrated into the University of Zurich

 Financial principles (salary classifications; legal framework) 

 Budget process follows UZH guidelines and timeframe

 Common Board of Trustees

 Defines mission statement, governance, and financing (renewed in December 

2010) 

 Responsible for mid-term financial planning (3-year financial planning) in 

conjunction with UZH and ETH budgeting for SUEZ

Program planning and financial planning, Sabina Schaffner
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1.2 University of Zurich and ETH Zurich LC mission

§ 1 Definition of the Language Center

- Provides language services to UZH and ETH Zurich

- Offers academic foreign language courses and services

- Acts as a point of reference regarding foreign language acquisition for both HEIs

§ 2 Target Groups from the UZH and ETH Zurich

a. Bachelor and Master students

b. Exchange and guest students

c. Students in further education programs

d. PhD students 

e. Teaching, research and administrative staff 

f. Students from other Swiss HEIs

23 09 16 Program planning and financial planning, Sabina Schaffner  
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1.2  University of Zurich and ETH Zurich LC mission

§ 3 Services offered to target groups (§ 2)

a. General and academic language modules, Latin and Greek exam preparation 

courses, workplace language training modules, language consultations

b. Running of Latin and Greek exams (UZH), German Entrance Examination (UZH), 

and select external language tests

c. Provision and management of autonomous learning services (Self-Access Center); 

organization of tandem partnerships; language learning with portfolios

d. Further education courses in language teaching for Language Center lecturers and 

the lecturers of UZH philological chairs.

23 09 16 Program planning and financial planning, Sabina Schaffner
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1.3 Course fees and other charges

§ 11 Fees

Courses are free for:

 UZH and ETH Bachelor’s and Master’s students 

 Exchange students

 Swiss federal government scholarship holders

(We charge for exam preparation courses and pre-sessional German intensive courses)

The following groups are charged a fee:

 ZhdK and the PHZH students (contracts)

 PhD students 

 MAS (Master of Advanced Studies) students

 Academic staff (post-docs, professors)

 Academic guests 

 Admin staff
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2.1 Language courses 2015
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2.2 Participants 2015
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2.3 Tailor-made services and language consultations, 2015

Tailor-made services: 250 participants in 40 courses

Services

23 09 16 Program planning and financial planning, Sabina Schaffner

Academic writing 
4 UZH institutes 

3 ETH institutes 

Workplace 

communication 

1 UZH unit 

3 ETH units 

Coaching 

IELTS, TOEFL 

Email writing for university staff 

Academic writing coaching 

Language consultations 60 in German, English, French, Italian 
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2.4 Autonomous and cooperative language learning, 2015
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3.1 Governance by the Board of Trustees

§ 5 Board of Trustees

• Supervises the Language Center 

• Is responsible for strategic planning (consults with the Center’s Director)

• Determines its own rules of procedure

6 voting members: 

• 3 UZH and 3 ETH representatives, elected for two years by their HEI’s executive 

board (re-election is possible)

• The chair alternates between UZH and ETH Zurich

4 non-voting members: 

1. Language Center Director

2. Language Center teaching staff rep

3. Member of the ETH Rector’s staff

4. Head of UZH Office of the Vice President for Arts and Social Sciences 

Preparation of business: By committee

Governance
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3.2 Governance by the Board of Trustees

The Board of Trustees makes the final decision on (among other things) the 

terms of employment for teachers and non-contract teachers

The Board of Trustees determines the following items, which are then 

passed by the UZH and ETH executive boards:

a. mid-term financial planning

b. annual budget (...)

d. frameworks for setting course fees and other charges

e. regulations regarding compulsory fees

(Statutes for the Language Center of the University of Zurich and ETH Zurich, § 6 Board of Trustees, amended on 23 August 2010)

Program planning and financial planning, Sabina Schaffner
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4. Financing: Basis of contract and procedures

Financing (principles) 

Splitting of all costs (operational and staff) between UZH and ETH Zurich, based on 

the percentage of participants from each university in language courses

Procedures since 2011

 Full amount transferred by ETH at the beginning of the year, according to the 
agreed budget: Estimated costs (percentage of participants)

 Balance of accounts at the end of the year (based on actual costs)

Financial governance
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5.1 Budgeting process
September-October: Draft budget: Collection of key data

Budgetary framework according to

• Financial mid-term plan agreed upon by the Board 

Potential field of conflict

• Preliminary  budget input from the UZH Department of Controlling

Calculation of the cost of services:

 Language courses: Budgets by heads of language units are discussed along 

with program planning (considering strategic and mid-term financial planning)

 Tailor-made courses and other services: Budget based on existing contracts 

and/or experience from previous years

 Calculation of operational costs: Based on experience

Financial planning
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5.1 Budgeting process

October to beginning of November: Fine-tuning

 Discussion of first draft of budget in Board of Trustees Committee

 Final budget input from UZH Department of Controlling

 Fine-tuning of budget by the Language Center management

 Presentation of budget to Board of Trustees

 Discussion of budget in relation to strategic plan; approval is then 

recommended to the UZH and ETH Zurich executive boards

October and March of following year: Forecasting

Budgeting process
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5.2a Mid-term financial planning

Article 1: Subject of the agreement

The development and financial planning documents determine the Language 

Center’s mid-term financial plan.

Article 2: Passing of the development and financial planning agreement

The Committee prepares the development and financial planning agreement, to 

be presented to the Board of Trustees in September for the coming 2- or 3-year 

planning period.

Article 3: Coordination of financial planning

The financial  planning agreement is the basis for implementing the 

strategic objectives and yearly goals set by the Board.

Financial planning
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5.3 Principles of program development in Modern Languages
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Financial planning
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5.4 Focus areas of program development

Focus areas Languages Levels Formats

Integration German A1 Semester courses

Intensive courses

Study

Research

Teaching

German

English

French

A1-C2

B2-C2

B2-C1

Semester courses

Intensive courses

Coaching

Mobility especially

German (incomings)

English 

French

Schwedish

Spanish

A1-B1

C1-C2

B2-C2

A1-A2

A1-C1

Semester courses

Intensive courses

Coaching

Exam preparation courses

Profession German

French

Italian

English

B2-C2 Semester courses

Coaching

Individual

pluri-lingualism

French, Italian, Spanish 

Arabic, Brazilian Portuguese, 

Chinese, Japanese, Russian, 

Modern Greek

Polish, Swedish

A1-C1/C2

A1-B1

A1-A2

Semester courses

Workshops

Autonomous learning

Tandem

Financial planning
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5.5 Costs of teaching by language, 2015

Financial planning
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5.2b Mid-term financial planning

Article 4: Financial planning 2012-2014

For 2012-2014, the following budgetary framework and distribution of costs 

were agreed:

Financial planning
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Total

contributions

LC contribution UZH contribution ETH contribution

3,905,978 862,500 1,643,478 (54%) 1,400,000 (46%) 
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5.2b Mid-term financial planning

Article 4: Financial planning for 2012-2014

Due to the rising number of ETH students, the balance of accounts at the end of 

the year meant substantial extra costs for ETH.

→The distribution key of 46% from ETH and 54% from UZH, based on 2011 figures, 

was correct for 2011 and 2012, but not for 2013 and 2014 

Contri-

butions

Budget  

2013

Financial 

statement 

2013

Budget  

2014

Financial 

statement 

2014

Budget  

2015

Financial 

statement 

2015

UZH 54% 52% 54% 53% 54.8% 53%

ETH 46% 48% 46% 47% 46.2% 47%

Financial planning
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5.3 New contribution key

Financial planning

In order to foster sustainable

budgeting, it was agreed in 2015 to

introduce a retrospective key for 2015, 

based on the median percentage of the 

previous 3 years (2012-2014)

Contributions Financial 

statement

2015

Budget  

2016

UZH 53% 52.2%

ETH 47% 47.8%

The same approach was used for the 2016 budget (2013-2015)

 improved planning security for UZH, ETH, and LC Director

Program planning and financial planning, Sabina Schaffner
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5.3 New contribution key

1‘611‘500, 
52.2%

1‘500‘000
47.8%

Contributions 2016

UZH

ETH

Unused UZH contribution: 109,600

23 09 16

Percentages based on the average

percentage of students for 2013-2015 

51%

49%

Percentage of
participants 2015 / SS 16

UZH

ETH

Mid-term financial planning
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5.4 Additional separate UZH contributions

1’611’500 
52.2%

1’500’000
47.8%

Contributions 2016

UZH

ETH

Used for financial statement 

23 09 16

Percentages based on the average

percentage of students for 2013-2015 

UZH Executive Board decision

Additional contributions of 

CHF 63,000  for services

to UZH students and 

staff (separate cost center)

Not part of the account with ETH

(financial statement 2016)

Model also to be used in 2017 

Mid-term financial planning
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6. Challenges and solutions

Challenges 

• Influence of current state of the relationship between the two Zurich universities 

• Differences in the strategy of allocation of funds between the two universities

• Lack of a common, binding language policy

• Gap between the number of students and proportional contributions of one 

university

• Conflict between increasing number of students and increasing demand for 

courses, with no legal basis for generating more funds

Solutions

 Operating with a common cost center and additional cost centers UZH and ETH 

 Change of fees governance: Option to charge minimal student fees
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