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Westminster College 

2013 Summer Study Group 

Summary of Recommendations to Executive Committee 

 

Recommendation #1 (Study Group Category 4, Theme 1); Primary Author = Frank Turner 

Finalize as soon as possible a robust and reliable multi-year financial modeling system that can be 

used by the College and its Board’s Financial Affairs Committee to make the changes necessary for the 

College to operate at financial equilibrium.   

The College will allocate the resources required to develop a robust and reliable multi-year financial 

modeling system that can be used by the College and its Board’s Financial Affairs Committee to make 

the changes necessary for the College to operate at financial equilibrium.  This financial modeling 

system will also support assessments of how the College’s financial condition will be impacted in the 

future by various assumptions regarding revenue, expenses and investment performance, and it will 

include impacts on the College’s operating budget, balance sheet, endowment, DOE ratio, CFI ratio, debt 

covenants and other financial measures.  The CFO and his staff, with input from the Board’s Financial 

Affairs Committee and aided by any necessary external resources, need to complete, test, verify and 

document such a system as soon as possible, but not later than November 1st, so it can be used to model 

and assess impacts of other Recommendations from the Study Group and additional changes proposed 

by the College’s administration or its Board.    

Rationale for Recommendation 

A college that utilizes a financial equilibrium model will avoid "structural budget deficits".  A multi-year 

or strategic budget provides a critical link between the college's financial resources and its mission and 

strategic plan.  The four principles of financial equilibrium are:  1.  an annual  balanced budget; 2.  

projected rates of change in revenues and expenses are approximately the same; 3.  the endowment 

use is limited to preserve its long-term purchasing power; and 4.  the budget is not balanced by 

deferring maintenance or other essential expenses (e.g. marketing, salary cost-of-living increases, 

retirement contributions), thereby creating hidden liabilities. 

 

Projected Financial Impact on College 

To complete a more robust, multi year budget will require additional staffing in the business office and 

investment in management information systems.  Use of the college's external auditing firm or other 

external financial advisors may be more efficient.  For instance, if the desire is to  calculate pro-forma or 

interim financial ratios, it would be more cost efficient to have an external financial adviser help in the 

analysis than to invest in systems and people in order for the college to produce interim GAAP financial 

statements.  
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Projected Non-Financial Impact on College  

Re-orientating the budgetary culture at the college will be a great challenge.  For far too long, the 

budget has been viewed as a once a year event, with little thought given to the effect a budget decision 

made in one year will have in the later years.  Support from all faculty, staff, cabinet members, as well as 

the full board is essential.  Messaging and education will be important to ensure all participants 

understand the principles of financial equilibrium and multi-year / strategic budgeting.   

 

Projected Timing of Implementation 

The fiscal year 2015 budget would be prepared using the principles of financial equilibrium, and would 

include a 3 year multi year / strategic forecast.  These budgets and forecasts would be presented to the 

board at the May board meeting.  In order to meet the May, 2014 timing, an agreed to budgeting 

approach and general template would need to be completed by April 30th, 2014.  Also, given not every 

principle  of financial equilibrium can be achieved in the first year, the board may need to prioritize the 

these principles and provide guidance as to when a fully financial equilibrium model is to be achieved.  

The recommended reasonable time frame would be within three years. 

 

Board Committee Oversight Activities 

Financial Affairs - Primary oversight responsibility.  Works with CFO in the preparation of the yearly 

budget and multi-year forecast and ensure compliance with bond covenant and DOE ratios. 

Academic Affairs, Student Life, Institutional Operations, Marketing & College Relations -Determine what 

action these committees can take to improve the college's financial position, with a particular focus on 

costs and programs.  See Recommendation #5. 

Enrollment Management and Development - Identify areas of revenue enhancement and how to better 

forecast enrollment and contributions. 

Risks Associated with Implementation 

The purpose of this recommendation is to fundamentally change the way the college prepares its 

budgets and to institute financial metrics and bench marks to ensure the college is sustainable and is 

well capitalized, with the ability to invest in its future.  Consequently. the chief risk of implementation is 

making sure there is 100% enthusiastic support from all stakeholders of this recommendation, with the 

acknowledgment that past practices were not best practices.   
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Westminster College 

2013 Summer Study Group 

Summary of Recommendations to Executive Committee 

Recommendation #2 (Study Group Category 6, Theme 2); Primary Author = Don Lofe 

Develop a position description for and fill as soon as possible a new senior-level position responsible 

for developing new revenue sources and implementing agreed-upon Recommendations. 

A new position reporting to the President and closely coordinating with the Chief Financial Officer (CFO), 

with a title and position description to be developed by the President, will be filled as soon as possible.  

The President will establish the role, responsibilities and expectations for this position, however, they 

are expected to include: 1) Leading the assessment and restructuring of current business operations, 

including expanding the use of outsourcing and group buying and resource sharing with other colleges 

and universities, again in close coordination with the CFO; 2) Developing new sources of non-tuition 

revenue, including accessing research grants; 3) Improving the College’s utilization of its asset base, 

including land and buildings it owns;  4) Being creative and developing new solutions; and 5) Helping 

implement other Recommendations and initiatives designed to improve the College’s financial health.  

This position might be filled by someone currently on staff; it might be filled by someone who works less 

than full time (e.g., 80% vs. 100%); it might not require residence in mid-Missouri; it would not be 

viewed as a path to any other position at Westminster; and, it might be occupied by someone who does 

not need a full-time, career position and has a desire to see Westminster (the College) succeed.  

Ultimately, this position could be phased-out with the responsibilities transitioned to the Office of the 

CFO.     

Rationale for Recommendation 

Implementing the Recommendations and other business model changes that may be adopted will 

require resources that are not currently available at the College.  The College’s President, Senior Vice 

President and Dean, Chief Financial Officer and other senior management are fully occupied running the 

school, which is their primary role and responsibility; they will play critical roles in implementing the 

other Recommendations, which will add to their existing duties; and, the College needs someone who 

has a demonstrated expertise and time to focus on restructuring business operations, developing new 

revenue sources, and redeploying assets and other related skill sets including strong teamwork and 

communication skills. Again, the College’s President should consider the level of coordination required 

between the CFO and the above-mentioned role and this Recommendation overall (and in conjunction 

with the other Recommendations ultimately adopted).  Further, the additional work-load demands that 

would be placed on the Office of the CFO and their functions overall should also be evaluated as a 

critical part of this determination. 
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Projected Financial Impact on College 

 

In order to solicit initial interest from well experienced and qualified candidates, either from within the 

College or outside of the College, a detailed position description of the roles and responsibilities needs 

to be developed which would also clearly articulate the expectations of the position as well as the 

overall scope of the position.  The word scope is used here for a purpose to define for the College and 

the candidate the breathe of authority and oversight this role will have in the day to day execution of 

the position responsibilities which should be determined by the President of the College (the President). 

In order to expedite this process, the President should consider contracting or outsourcing the 

development of this position description to an individual or firm working with them in the construction 

of the role and description content.  This most likely would be more time effective and should not be a 

material cost to the College.  Such a position description would not only include the above-mentioned 

responsibilities and expectations, however, it would also describe in detail the desired background and 

experience required for a revenue generation or business development function, operational 

restructuring (including outsourcing and other similar arrangements) and expense analysis experience, 

and a demonstrated professional presence and communication/teamwork approach that has been 

proven as well as effective in a multi-constituencies’ based environment.  Once a qualified candidate(s) 

is determined, consideration should be given to support of this candidate and/or the position in the 

form of restructuring expertise, expense “build-up” and cost and margin analysis as well as peer 

statistics from an external firm (financial advisers) with such experience.  This would be a different firm 

than our external auditors.  This would be an additional cost to the College and would be dependent 

upon what level of support or assistance that would be required from such a firm.  This position would 

supervise the financial advisers working closely with the Chief Financial Officer and the Senior Vice-

President, Dean.  However, this position should report directly to the President of the College and carry 

the full support of the Office of the President to fulfill the expectations of the role.  With respect to the 

financial advisers, once their initial engagement is completed, this individual in consultation with the 

President could decide to have the on-going efforts and analysis assumed by the Office of the Chief 

Financial Officer with added analyst resources to that office. 

 

Lastly, measurable goals and milestones should be established for the execution of the expectations of 

this role, the new candidate and the financial advisers if engaged.  These should be approved by the 

President and communicated to the Cabinet as well as other Board of Trustees Committees as deemed 

appropriate.  The ultimate financial impact to the College should be the development of new sources of 

non-tuition revenue and other similar forms of revenues including potential grants, potential sources of 

liquidity and income generation from capital assets of the College, greater cost analysis of the College’s 

administration and academic operations and potential expense efficiencies gained from outsourcing and 

other similar arrangements. 
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Projected Non-Financial Impact on College 

 

The President and other senior members of his staff will have to devote additional time to assist in the 

development of the position description as well as to vet potential candidates for the role and to access 

the capabilities of the financial advisers.  This will need to occur in 2014 which has already proved to be 

significantly challenging with respect to time and resources demands on this group and the College 

overall.  

 

Projected Timing of Implementation 

 

Should Recommendation # 2 be approved by the Executive Committee in early second quarter, 2013, 

the position description development process (including the decision to contract or outsource the 

process for the development of the description) should begin immediately after such approval and 

should be accomplished no later than December 31, 2013.  Additionally, the Executive Committee and 

the Financial Affairs Committee in consultation with the Governance and Trusteeship Committee as well 

as the President and simultaneously as part of the above process should also consider the decision to 

engage in a proposal process for the utilization of external financial advisors as part of this role and 

process.  If affirmed, such a process should be also completed no later than December 31, 2013.  

Furthermore, the decision to engage in a proposal process should be done in conjunction with and in 

consideration of the activities related to specifically Recommendations # 1 and # 5 and other 

recommendations as deemed appropriate to ascertain the appropriate engagement scope for the 

proposal process.  The actual proposal process (if deemed to be the appropriate course of action) would 

continue into the third quarter and should be completed no later than March 31, 2014.  However, the 

final engagement of the selected firm could be deferred until after a final candidate is hired by the 

College for the above role and after the consideration of the impact of this delay on the other 

recommendations approved by the Executive Committee.   

 

Lastly, if the College and the President decide to move forward with a particular candidate, the time 

table goal would be to have the position filled and the external financial advisers hired and engaged, 

respectively, by no later than April 30, 2014.  Measurable goals and milestones for all parties would be 

developed and approved no later than the May, 2014 Board of Trustees and Committee meetings. 

 

Board Committee Oversight Activities 

 

Executive Committee: 

Review, Consideration and Approval (if deemed appropriate) of Recommendation # 2. 

 

Governance and Trusteeship and Financial Affairs Committees: 

- Review and approval of position description (including roles and responsibilities) and other related 

matters (including measurable goals and milestones) as presented by the President. 
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Financial Affairs Committee: 

-Approval of External Financial Advisers Proposal and Engagement Scope (in consultation with other 

committees as deemed appropriate). 

-Ongoing oversight of the Financial Advisers engagement and related recommendations and other 

related matters. 

 

Academic Affairs Committee: 

-Understanding of restructuring initiatives and cost analysis of academic and other related programs.  

 

Other Committees as deemed appropriate by the President and the Chairman or Vice Chairmen of the 

Board of Trustees. 

Risks Associated with Implementation 

If the position description is well designed, implemented effectively with the “right candidate” and with 

the appropriate level of breathe of support including potentially the utilization of external financial 

advisers as well as the appropriate level of coordination among the College’s present management 

team, this initiative could be highly positive to the College’s overall financial results over time to achieve 

a sustainable financial operating platform of financial equilibrium.  However, there are several risks to 

the implementation of this Recommendation including the following: 

-Lack of acceptance or appropriate coordination by the College staff and faculty or “real” support for the 

position and the scope and responsibilities of the role.   Such a role could potentially be deemed 

threatening to other members of the College’s staff and faculty and present retention or moral issues.    

-Measurable goals and milestones are not adequately designed for the position and the candidate and 

therefore could become meaningless or have limited effectiveness on the achievement of the College’s 

financial goals. 

-The financial information and other required information including IT systems that would be required 

could not be available or not sufficient to provide the necessary analysis to formulate appropriately 

vetted decisions and most likely negatively impact the effectiveness of the use of financial advisers. 

-This initiative will divert time and financial resources from the College in the short term thereby 

potentially negatively affecting other ongoing initiatives such as Mesa and the other day to day 

operations of the College. 
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Westminster College 

2013 Summer Study Group 

Summary of Recommendations to Executive Committee 

 

Recommendation #3 (Study Group Category 1, Themes 2-4 and Category 2, Theme 2):  Primary Author 

= Jim Morton and Don Lofe 

Increase the amount and effectiveness of spending on branding and marketing to reinforce 

Westminster’s enrollment and fund raising efforts. 

The College will increase its spending on branding and marketing to positively impact enrollment and 

fund raising.  The impact of that spending will be assessed and necessary adjustments made to improve 

its effectiveness, even if spending in other areas must be reduced in order to do so.  Accordingly, the 

College will develop:  1) an enhanced branding and marketing plan; 2) appropriate implementation 

plans; and 3) a budget and dedicated resources to adequately fund these plans.  This Recommendation 

should be considered in conjunction with Recommendations #4, #5, and #6, and should be targeted to 

gaining some short-term benefit before the longer-range plans are developed and implemented.   

Rationale for Recommendation 

The College has never spent adequate amounts on branding and marketing to increase its visibility and 

awareness among potential students and donors.  That failure has likely contributed to the College’s 

problems with enrollment and fund raising.   

Projected Financial Impact on College 

An adequately funded, well-designed and effectively executed marketing plan will increase the College’s 

visibility and awareness among potential students and donors.  The plan should be designed to target 

potential students and donors in existing and new potential markets.  It is absolutely essential that the 

College meet its enrollment goals and increase contributions from donors, resulting in increased 

revenues and an increase in its endowment funding. 

Projected Non-Financial Impact on College 

 

Increased visibility and recognition of Westminster College among potential students (and their 

respective marketplaces) and donors should be a positive non-financial impact in both the short- and 

long-term.  

 

Projected Timing of Implementation 

Jennifer Bondurant, Westminster’s Executive Director of Marketing and Strategic Communications, has 

commenced researching the percentage of expenditures other institutions (peer and direct competitors) 

spend on advertising and promotion. 
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Additionally, Jenny is pulling together the College’s total marketing expenditures.  In addition to the 

Marketing department, Enrollment Services and Development have budgets for marketing.  While there 

may be a reallocation of these funds, this will give us a baseline from which to proceed.  However, these 

efforts and related budgeted costs need to be coordinated and aligned among these and other 

departments. 

Jenny has had discussions with an outside marketing firm she respects regarding increasing the amount 

and effectiveness of the College’s spending on branding and marketing.  The firm’s initial feedback was 

that it would take approximately $500,000 to make a substantial impact and “move the needle”.  We 

have asked Jenny to go back to this firm and get a rough idea of how they would spend $500,000 to 

accomplish this objective and what would be the measurement benchmarks for successful outcomes for 

the investment of these financial resources as well as an initial timeline for such outcomes --  exactly 

how would we measure “moving the needle”.  We would also intend to get multiple proposals at 

different levels of spending. 

If we are to impact student enrollment for the entering class in Fall of 2014, implementation of a 

strategic marketing plan would need to commence as soon as possible.  However, consideration needs 

to be given to the potential outcomes of Recommendations #4, #5, and #6, respectively, prior to 

formally implementing and commencing this Recommendation #3, as these matters are related and 

can/will affect each other’s proposed initiatives. 

 

Board Committee Oversight Activities 

When the outside firms have their proposals ready for consideration, the Board’s Marketing Committee 

should be asked to review and give its advice and counsel to the College’s administration and to the 

Board.  The Board, based on input from the Marketing Committee, would also want to review and 

recommend the amount to be spent and the acceptable measurement benchmarks for success of these 

initiatives. 

 

Risks Associated with Implementation 

A well designed strategic marketing plan should definitely increase the College’s visibility among 

targeted potential students (and their respective marketplaces) and donors.  In order to achieve the 

necessary results (greater brand awareness, higher enrollment, increased donor financial support, etc.), 

the messages, delivery methods, timing, etc., all have to be well designed, coordinated and executed in 

an expedited, albeit effective fashion.  The strategic marketing plan needs to be successful or we risk not 

enhancing the College’s brand and market awareness. 
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Westminster College 

2013 Summer Study Group 

Summary of Recommendations to Executive Committee 

Recommendation #4 (Study Group Category 1, Theme 1); Primary Author = Hal Oakley 

Assess Westminster’s current markets and adapt its Mission and offerings to the extent appropriate 

based on the assessment. 

Westminster College should have a market assessment performed by an external firm in early FY’14.  

The assessment will be overseen by the College’s Marketing and College Relations staff, the Enrollment 

Management staff including its new VP of Enrollment Management, and the Board’s Development and 

Enrollment Management committees.  Based on the results of the assessment, the College will develop 

and implement, to the extent appropriate, changes to its Mission Statement, academic offerings, co-

curricular programs, student services and marketing message beginning in FY ’15 to better align them 

with the buying characteristics of students the College plans to focus on attracting beginning in FY ’16.  

These are students who will pay at or above an average tuition level that is determined by the market 

assessment and is used in our multi-year financial forecast model.  The College recognizes it needs to 

continue to serve students who are enrolled in FY ’15 when the changes begin to be implemented.  A 

project plan and budget for this project will be presented to the Enrollment Management and Financial 

Affairs Committees by 1/1/14 for implementation during the balance of FY ’14.  The branding and 

marketing efforts related to Recommendation 3 will need to be revised in FY’15 to reflect the results of 

this assessment. The consideration of changes to the Mission Statement, academic offerings, co-

curricular programs, student services and marketing will be addressed by the appropriate Board 

committees, administration, faculty and staff.   

Rationale for Recommendation 

Enrollment and net tuition revenue results for the past three years demonstrate that the educational 

experience we provide and/or how we communicate it is not attractive enough to enough students who 

are able and willing to pay tuition levels necessary to fund the cost of providing that educational 

experience.  We need a market assessment by a firm with proper expertise and capabilities to enable us 

to determine changes required to fix this mismatch.    

 

Projected Financial Impact on College 

 

The financial impact of conducting a market assessment will have to be determined by soliciting 

proposals from marketing firms with expertise in higher education.  Jenny Bondurant, Director of 

Marketing, is identifying what information and other resources regarding market demand the College 

has now internally and will investigate firms that may have the expertise to conduct the assessment.  So, 

the near term impact will be budgeting adequate funds to pay for the assessment.  The College may 

need to use endowment resources to pay for the assessment. 
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The longer term impact of the assessment will depend entirely on what the College learns and whether 

and how to implement changes in the Mission Statement, academic offerings, co-curricular programs, 

student services and marketing to respond accordingly.   Fundamental changes could be profound and 

expensive.  However, incremental adjustments may be easily digestible and financially attractive if they 

draw more students and net tuition revenue, which is a primary goal of this recommendation. 

 

Projected Non-Financial Impact on College  

 

The assessment would have no immediate impact on the educational experience at the College, but, of 

course, what we learn from it could have considerable impact, as mentioned immediately above.   Also, 

significant time from the administration, faculty and staff will be required throughout the process. 

 

Projected Timing of Implementation 

 

The identification of funding and selection of a marketing firm should occur as soon as possible, so that 

the market assessment could be performed as early in FY’14 as possible. 

 

Board Committee Oversight Activities 

The evaluation of our internal information and other resources regarding market demand, the 

solicitation and selection of a marketing firm, and conduct of the market assessment should be overseen 

by the Marketing and College Relations and Enrollment Management committees with input from the 

Financial Affairs Committee regarding funding and the Investment Committee if endowment resources 

will be used.  The consideration of changes to the Mission Statement, academic offerings, co-curricular 

programs, student services and marketing will be overseen by a number of committees but principally 

Academic Affairs, Student Life, Marketing and College Relations, Enrollment Management, and Financial 

Affairs. 

Risks Associated with Implementation 

The College risks expenditure of financial and other resources that could instead be used for immediate 

needs, alteration of the College’s offerings and services that do not attract the desired students and 

perhaps are less appealing to the students the College currently attracts, and damage to the College’s 

brand and reputation created by making the changes. 
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Westminster College 

2013 Summer Study Group 

Summary of Recommendations to Executive Committee 

 

Recommendation #5 (Study Group Category 2, Theme 1); Primary Author = Heather Biehl  

Assess and revise all of Westminster’s academic offerings, co-curricular programs, student services, 

business offices, and functional offices to achieve efficiencies and exploit new revenue opportunities. 

Based on input from appropriate College departments and Board Committees--and later informed by 

the market assessment described in Recommendation #4--all of the College’s academic offerings, co-

curricular programs, student services, functional offices (e.g. Development, Enrollment, Business, etc.), 

and general management activities should be reviewed and subjected to a practical cost/benefit analysis 

beginning in FY ’14.  This review and analysis will be based partially on current data generated by the 

College; possible input and/or resources provided by an external firm that has experience with such 

analyses; and possibly on the installation and implementation of IT systems designed to capture and 

analyze relevant data.  The goal is to improve, invest in, and reduce/eliminate offerings, programs, 

services and activities in ways that improve Westminster’s financial situation beginning in FY ‘15.   

Rationale for Recommendation 

The College cannot fund its current cost structure, yet it does not have adequate cost/benefit data and 

analytical capabilities to determine how to match its cost structure to revenue generating capabilities.       

 

Projected Financial Impact on College 

The analysis and subsequent decisions should reduce expenses each of the next 1-3 years.  Final targets 

for dollar (or percent of budget) cuts will be made by President Forsythe in consultation with the Board.  

However, this effort should help inform him of the most effective areas in which to achieve these cuts.   

In order to effectively, and quickly, gather the data and expertise needed for these analyses; an 

investment in an outside firm with experience in restructuring stressed Colleges may be needed.  At a 

minimum--and to increase best business practices--we will need to decide how to appropriately invest in 

software, IT support, and personnel resources for yearly assessments.   

A successful analysis/implementation—along with input from the recommended market survey and 

additional marketing efforts--should improve academic, co-curricular, and student life programming and 

aid in enrollment, TDR, and revenue raising efforts.  The end goal is to cut inefficient costs, but invest in 

programming that will bring students through the door at the net tuition revenue Westminster needs to 

achieve financial equilibrium. 
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Projected Non-Financial Impact on College  

Cabinet Officers and/or their staff will have to commit time to establish effective metrics for deciding 

which staff/programs/activities to add or cut.  This almost certainly means they will have to cut or delay 

other job objectives or priorities, at least for FY14. 

 

Projected Timing of Implementation 

There are a number of steps to implementing this program: 

 President Forsythe, working with his Cabinet and the Board, should establish initial budget 

cutting goals for the next 1-3 years, along with new revenue targets.   

 The Administration shall examine the programs/areas identified below and decide on the 

priority order for review and who should lead the various efforts. 

 The Administration should consider the utility of bringing in an outside firm early in the process.  

The cost of such services should carefully be weighed against a shortage of research and IT 

resources at the College that might well prevent a fully successfully “in-house” effort.  If we 

want to hire a firm for FY14, that should happen quickly.  Alternatively, the Administration might 

want to see what can be done in-house in FY14 and delay making the decision about bringing in 

outside support for FY15 (after the market survey is completed and understood). 

 There should be, at a minimum, a coordinated set of “metrics” across programs that everyone 

uses to make recommendations. 

 Each leader should look for any immediate actions that don’t need a full assessment (e.g. poor 

performance or hiring freezes to immediately save money while assessments are occurring).   

 Particularly on the Academic side, there will be the need to act quickly to get FY 14 initial 

assessment recommendations into the shared governance process so any changes can be 

discussed, refined, and voted on by the faculty this year in order to take effect in FY 15. 

 Initial assessment details for FY 14-16 actions taken/suggested for areas under review should be 

presented at the May ‘14 board meetings. 

 

Areas to be included are: 

1. All academic department offerings  (including dual degree programs and agreements with other 

Universities or programs, such as nursing)  

2. Structure of Academic Affairs – number of courses offered (e.g. number of students per class; full-

time and part-time faculty; etc.) 

3. Westminster Seminar 

4. Honors Program 

5. Undergraduate Scholars Forum 

6. Price Leadership Program  

7. LOC – Including the LD Program 

8. Library  

9. Institutional Research and Assessment  

10. Off Campus Programs 

11. Churchill Institute  

12. Symposium 

13. National Churchill Museum 
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14. Greek Programs 

15. Sports (per sport) 

16. Wellness Center – including on-campus Nurse/Health Services 

17. Diversity staff 

18. Service Learning 

19. Spiritual Life 

20. Career Services 

21. RA program 

22. Student Activities (SGA, CAB, clubs & organizations) 

23. Remley Women’s Center  

24. ROTC  

25. Dining Services 

26. All business offices (including the Business Office, HR, Plant Ops, and IT)  

27. Enrollment offices (recruitment; financial aid; college employment/work study)  

28. Development Office  

29. Alum Affairs 

30. Marketing offices 

 

 

Board Committee Oversight Activities 

Financial Affairs Committee:   

 Oversight of expected budget impacts, target goals for cuts for reaching financial equilibrium, 

and any anticipated new revenues that result from this overall effort. 

 Oversight of Business Office metrics/impacts for #25-26 

 

Academic Affairs Committee: 

 Oversight over metrics/impact of # 1-10  

 Understanding of faculty involvement that might be required on these items under the College’s 
shared governance model 

 Coordination with other Committee Chairs as appropriate, to determine how impacts on 

Academic programs/offerings might affect their areas and vice versa 

 

Student Life Committee: 

 Oversight over metrics/impact of #14-24 

 Coordination with other Committee Chairs as appropriate, to determine how program impacts 

might affect their areas and vice versa 

 

Churchill Institute & Memorial Committee: 

 Oversight over metrics/impact of #11-13 

 Coordination with other Committee Chairs as appropriate, to determine how program impacts 

might affect their areas and vice versa 
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Enrollment Management Committee: 

 Oversight over metrics/impact of #28 

 Particular emphasis for coordination with other Committee Chairs to determine how program 

impacts in their areas will help improve enrollment efforts  

 

Marketing & College Relations Committee: 

 Oversight of metrics/impact on the Marketing Office per #30 

 Coordination with other Committee Chairs as appropriate, to determine how impacts on the 

Marketing office might affect their areas and vice versa.    

 

Development Committee: 

 Oversight of metrics/impact on the Development Office of  #28-29  

Risks Associated with Implementation 

If successfully implemented, there is a strong “upside” for the College, despite the pain it will take to get 

there.   Risks include: 

1. The college currently does not have the data readily available, particularly in non-academic 

areas, which it needs for a reasonable assessment.  We have one research officer and 

insufficient IT software/personnel to gather or record this data effectively.   

a. As a result, an investment is needed to either bring in an experienced firm to help 

establish metrics, start restructuring, and advise on how to set up our own 

research/software tools so we can continue these “best practices” in future years…  

b.  Or, we must adequately fund research and IT offices to get the job done.  This process 

could take some time and delay the impact of needed changes. 

 

2. The messaging of why this assessment is both necessary AND how it will lead to a healthy 

Westminster College will have to be managed carefully as the Cabinet, faculty, and staff are, 

understandably, already stressed-out and facing a mounting sense of “will it ever end.” 

 

  



 

15 
 

Westminster College 

2013 Summer Study Group 

Summary of Recommendations to Executive Committee 

Recommendation #6 (Study Group Category 5, Theme 2); Primary Author = Hal Oakley 

Adapt Westminster’s liberal arts curriculum to the market in which Westminster competes for 

students by adding or dropping entire programs and student populations to improve Westminster’s 

financial situation. 

Based on input from appropriate College departments and Board Committees and on results from 

implementing Recommendations #4 (market assessment) and #5 (programs assessment), the College 

will change, add or drop programs and student populations to be responsive to market demands and 

the need for financial viability of such programs and student populations.  These changes would be 

implemented beginning in FY ’15 where possible with the bulk of the changes more likely to be in FY’16.  

It is understood that this process may impact some of the College’s historical commitments to a broad 

liberal arts curriculum, international students, learning disabled students and students who seek small 

classes. Recommendation 6 closely relates to and, with respect to the programmatic adjustments, 

overlaps with Recommendation 5. 

Rationale for Recommendation 

Presently, the College provides curricular and co-curricular programs and/or serves student populations 

that do not provide an adequate financial return on the College’s investment in them and that such 

resources could be used to provide other programs and/or serve other populations more effectively and 

efficiently and thus generate a greater financial return on our investment in them.  The College cannot 

afford to maintain programs and serve student populations that don’t generate, directly or indirectly, 

adequate revenue to offset all or most of their costs.  This recommendation is consistent with the 

College’s mission to provide a distinctive liberal arts curriculum and a dynamic developmental 

experience and with key aspects of strategic plan goal #1 (to differentiate the College’s academic and 

student life programs with the higher education market place) and goal #3 (to develop and implement 

new educational programs using new modes of delivery to extend the College’s brand to new 

populations).    

  

Projected Financial Impact on College 

 

The degree of change will drive the financial impact.  The immediate impact would be resources to make 

the adjustments to programs and populations.  So, there would be all cost and probably little revenue 

generated in the near term before implementation of the changes.   Once implementation began, the 

College would have greater capital expenditures and faculty, staff and student recruitment expenses to 

make the transition, but the College would also be able to capture the revenue from either savings from 

programs and populations dropped or new dollars coming from the new programs and populations 

(which is ultimately the goal of this recommendation). 
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Regarding the specific resources required to implement Recommendation 6, new faculty and staff will 

be required for new programs and populations.   Equipment and potentially new academic space may 

be required of the College’s current facilities and equipment are not adequate therefor.   Also, if certain 

faculty and staff will no longer be necessary because their programs or student populations are 

eliminated and they cannot shift to serve remaining and/or new programs and populations, the College 

may have severance liabilities. Quantifying the resources more precisely will require the identification of 

specific programs and populations.   

 

Projected Non-Financial Impact on College  

 

The degree of change to the programs and populations will drive the non-financial impact, such as 

changes to the fundamental aspects of the College’s mission, curriculum and co-curricular offerings and 

ultimately in its reputation, accreditation and makeup of its faculty, staff and student populations.   

 

To the extent this theme results in the introduction of programs or populations for which the College’s 

current faculty and staff are not qualified to teach and serve or the elimination of programs or 

populations for which our faculty and staff are uniquely qualified to teach and serve and not adaptable, 

then the College will have to evaluate whether and how to terminate certain faculty and staff and 

attract new faculty and staff that is qualified.  The magnitude of the changes will drive whether this is 

significant or could be absorbed mostly through attrition and reassignment of faculty and staff. 

 

The degree of change will also dictate whether this theme heightens, in the short term, the College’s 

reputational and enrollment risks.   Fundamental changes in the educational product and target market 

will be disruptive to the College’s relationships with its traditional student base (existing and 

prospective), alumni, faculty (existing and prospective), staff and friends, at least in the near term. 

 

Changes to curriculum and possibly student populations will have to be submitted to the faculty for 

consideration under the College’s shared governance, as has been done with the College’s recent efforts 

to establish new majors and minors based on popular self-design majors and minors.   

 

Projected Timing of Implementation 

 

Provided Recommendation 4 (market assessment) and Recommendation 5 (programs assessment) are 

conducted in FY’14, then Recommendation 6 can be implemented beginning in FY ’15 where possible 

with the bulk of the changes more likely to be in FY’16.  Depending on the magnitude of the changes, 

the implementation may require additional fiscal years to implement fully.  We should assess 

immediately the impact of shared governance with faculty on the time table for implementation of 

Recommendation 6 and plan accordingly. 
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Board Committee Oversight Activities 

The implementation of changes to the mission, academic offerings, co-curricular programs, and student 

populations will be overseen by a number of committees but principally Academic Affairs, Student Life, 

Enrollment Management, Marketing and College Relations, Financial Affairs and Institutional 

Operations. 

Risks Associated with Implementation 

 

As the College implements the changes, the College risks confusion in its brand and thus harm to its 

reputation, negative impact on retention of current students whose programs or populations will be 

eliminated, severance liabilities with some faculty and staff, a slow reaction in the marketplace to the 

College’s changes and thus lagging new enrollment, and overall disruption to the College’s relationships 

with its traditional student base (existing and prospective), alumni, faculty (existing and prospective), 

staff and friends. 
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Westminster College 

2013 Summer Study Group 

Summary of Recommendations to Executive Committee 

 

Recommendation #7 (Based on the Study Group’s Discussion at its 8/6/13 Meeting); Primary Author = 

Frank Turner 

If necessary and the College’s financial standing would not be jeopardized, use up to [$250,000-

$350,000] from the College’s endowment to help fund implementation of the other 

Recommendations. 

If the other Recommendations can’t be funded through reductions in current spending and/or increases 

in current revenue, then the Board will authorize the President to use up to [$250,000 -$350,000] from 

the College’s endowment to help fund implementation of the other Recommendations, so long as the 

use of endowment funds does not jeopardize the College’s ability to maintain a DOE ratio exceeding 1.5 

and satisfy all debt covenants.  The CFO – with input from the Board’s Financial Affairs and Investment 

Committees – will determine whether such use of endowment funds should be treated as a loan or a 

withdrawal and, regardless of how it is treated, will calculate a payback and/or ROI for such use of 

endowment funds.   

Rationale for the Recommendation  

Implementation of the other Recommendations should be viewed as critical investments in the College’s 

future financial health.  To the extent those Recommendations won’t be implemented or their 

implementation will be significantly delayed without additional funding, the endowment is the likely 

source of that funding.      

 

Projected Financial Impact on College 

Before any spending from the endowment contemplated by this recommendation, compliance with the 

DOE and bond covenant is a paramount requirement.  The endowment returns will be negatively 

affected due to this potential spending, although it will be somewhat mitigated given the relatively small 

size of the endowment spend. 

 

Projected Non-Financial Impact on College  

It is important to make clear to all constituents, that this endowment spend is a one time event and is 

being made in respect to specific recommendations approved by the board that otherwise could not be 

implemented without the use of the endowment.  Improper messaging could lead to misunderstanding 

by the Westminster community of the use of endowment funds. 
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Projected Timing of Implementation 

Endowment investments will need to be reviewed to determine how best to generate the cash for the 

proposed endowment spend.  Readily marketable securities are sufficient to allow for this spend. 

 

Board Committee Oversight Activities 

Investment Committee  - Determine the best source of the cash from the endowment assets. 

Financial Affairs Committee - Ensure the additional endowment draw will not put the college's DOE and 

bond covenant ratios in peril or otherwise put at risk the college's financial position. 

Risks Associated with Implementation 

Loss of investment return and the money spent does not provide the result expected. 

 

 

 

 

 


