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Recommendation #1 – Build a robust multi-year financial modeling system 

  
PROGRESS TO DATE:  
Westminster has established a more systematic and participatory budgeting process, with the following 
steps: 

Process start: January 

1) Enrollment and Financial Aid Projections from Enrollment Services + Housing and 
Dining Projections from Student Life 

2) Adjustments to last year’s budget + salary and benefits review with each Cabinet 
Member 

As information on (1) is updated, (2) is adjusted – usually downward, by working with Cabinet 
members 

After Census Day: 

3) Budget updated with actual enrollment and auxiliary data and whatever adjustments are 
necessary on the expense side 

4) A treasurer’s report (operating statement) is prepared monthly that allows the cabinet 
members to monitor their budgets. 

A Budget Committee has recently been formed in order to bring faculty and staff members into the 
budgeting process and to have broader representation when adjustments must be made to the fully-loaded 
budget.  It is expected that this will help improve faculty/staff understanding of both our budget 
limitations and our budget processes. 
 
Westminster currently uses no budgeting software; the budget is built using spreadsheet and database 
programs for the desktop, and communications mostly occur via email or face-to-face meetings. 
 
CURRENT/RECENT DEVELOPMENTS:  
During FY2014, the following changes were put into place to approximate a “fully loaded” budget and 
improve the College’s financial planning capabilities: 

• 3% across the board salary increase for full-time employees (including benefits) 
• 5% retirement plan match 
• Closing the $515,000 faculty salary gap (including benefits)  
• Closing the $150,000 staff salary gap (including benefits) 
• Closing the $100,000 Cabinet salary gap (including benefits) 
• $250,000 increase in marketing 
• $800,000 deferred maintenance allocation 
• $350,000 contingency allocation 
• $1,500,000 strategic planning initiatives 
• No increases in travel or other costs 

 
Appendix A compares this fully loaded budget with the final approved budget for FY14. The following 
statement made by Budget Manager Kristen Hudson illustrates the limitations Westminster has 
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historically faced in this process: “We have prepared a fully loaded budget in the past that includes all of 
the expenditures that we would ideally like to have included in the approved budget.  However, once it is 
reviewed, these expenditures always have to be scaled back due to declining revenues.”    
 
 
PLANS FOR A MULTI-YEAR BUDGET:  
At present Westminster builds budgets for 2 years at a time, due to the unpredictability of enrollment and 
TDR. Increasing the planning horizon would require the following: 

• On the expense side, work with each department to develop equipment replacements  plans over 
multiyear cycles (e.g., IT, athletics, science labs) and realistic increases in line items such as  
insurance, cost-of-living salary increases, and travel (for enrollment, athletics, faculty and staff 
development, etc.). Dan Haslag, the Associate VP for Institutional Operations, estimates 
Westminster has $8 million in deferred maintenance, $1 million of which is critical. We currently 
have $125,000/year allocated for maintenance, whereas we should have around $900,000. The 
current practice is not to estimate lifecycles and build budgets based on need, but instead, to take 
the budget available and work on the highest priority issues. 

• On the revenue side, increase our scenario/sensitivity analysis capabilities to “stress test” various 
assumptions, and see their impact on key ratios. With a realistic expense budget, the revenue side 
of the system would have to shift the focus from forecasting to goal-setting. 
 
 

SHORT TERM – The following would be needed for a truly fully-loaded, multi-year budget to be 
developed starting with FY15. 

a. Adapt step (2):  meetings with individual departments to go over several past years’ budgets line 
by line, discover maintenance/upgrade expenditures that have been deferred, and create a system 
where the departments create, administer, and update multi-year budgets in collaboration with the 
Business Office  

b. Add  functions and macros to existing budget spreadsheets/databases, so as to further automate 
(enrollment and TDR) scenario analysis and financial ratio analysis, and be able to report on DOI 
and debt-service ratios for all funds (currently being reported on only the operating and Churchill 
Memorial funds)  

c. Provide clear and visual metrics to each department to improve their responsiveness to balancing 
the budget. 

 
 
FURTHER ACTIONS – The following are more significant and complicated changes, with additional 
implications touching upon other recommendations.  

d. Investigate the possibility of improving accuracy and longevity of the budget information, and the 
efficiency and timeliness of the information flow, by either adopting the budget module of an 
enterprise-level Higher Education Management software such as Jenzabar, or (if our IT 
capabilities vastly increase) building a system in-house via the collaboration platform SharePoint. 
It is possible that(c) above will only become feasible after this step. 
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e. Until the College’s revenues – from tuition, fundraising, and other sources – are strengthened, a 
realistic budgeting process will remain impossible, simply because Higher Education has such 
high fixed costs that even at our full capacity we cannot achieve economies to scale. This 

i. corroborates the importance of strengthening recruitment and retention, and developing 
alternative revenue streams 

ii. suggests that Westminster might need to explore further opportunities to partner with other 
colleges/consortia or outsource additional services. 
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Recommendation #2 – Create a senior position responsible for developing new revenue sources and 
implementing recommendations 

  
PROGRESS TO DATE:  
Due to budget limitations and turnover among the senior executives of the College, a new full-time 
position as described in the recommendation has not been created. Instead, Dr. Selcen Phelps was named 
“Special Assistant to the President, in charge of Strategic Initiatives,” with the following essential 
functions. She will also teach two courses this school year, and how much she focuses on each of these 
functions will depend on how fast various initiatives develop. 

1)  Oversee implementation and coordination of initiatives that result from the strategic plan 
(Westminster 2020) and the 2013 Summer Study Group recommendations. 

2)  Oversee and coordinate faculty and staff grants. 
3)  Assess and recommend improvements (to include necessary resources) to business process 

across all functional areas in order to enhance effectiveness and efficiencies, with special 
emphasis on information technology. 

4)  Investigate and develop partnerships, certification programs, and educational programs with 
local businesses, starting with Ameren Callaway Nuclear Plant. 

5)  Exercise major responsibilities for leadership, management, operations and organization of 
projects and as assigned. Annual priorities will be jointly determined by the President and the 
Special Assistant at the beginning of each academic year. 

 
CURRENT/RECENT DEVELOPMENTS: As of October, 2014, Selcen Phelps has 

1) Met with all functional areas of the College to compile this report and have preliminary 
discussions on efficiency gains and IT support. More rigorous collaboration with Mike McNellis, 
Executive Director of IT, is planned, where Selcen will conduct systems analysis/business 
process reengineering, in order to write the College’s Technology Plan and investigate 
software+hosting alternatives.  

2) Met with faculty interested in developing grants within this academic year.  Was funded by 
trustee Pepper Davis to spend a week at SUNY Cortland for benchmarking/training purposes, 
where she identified specific grant programs that fit Westminster’s strengths and priorities, 
faculty/staff who are willing to mentor Westminster counterparts, and organizational support 
necessary to facilitate grant applications and administration. She is compiling a report of her 
findings and will work to delegate grants coordination to another member of the faculty. 

3) Secured access to Jenzabar databases and reviewed training materials, in order to extract and 
analyze the data necessary for conducting cost/benefit analyses for all academic programs. 

4) Started the needs assessment and negotiation process with Ameren’s Callaway Nuclear Plant to 
build curriculum for a series of Leadership Retreats and a Certificate Program for 1st Line 
Supervisors. 

5) Served as Westminster’s liaison on the Board of Directors of Fulton’s new business incubator, the 
Show-Me Innovation Center. 
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Recommendation #3 – Increase the amount and effectiveness of spending on branding and 
marketing 

 
Portions of Trustee Bob Muehlhauser’s $0.5M gift, and the Coulter Foundation’s matching $0.5M funds, 
were used to implement this recommendation.  
 
PROGRESS TO DATE:  

• $80,000 was spent to develop marketing literature that address the benefits of a liberal arts 
education in a context that families understand, communicate the outcomes of Westminster, and 
command a call to action and response.  

• Westminster is also restructuring its Financial Aid offerings, so that they can be communicated to 
prospective students more clearly and earlier in the application process. 

• To further improve the effectiveness of Westminster’s branding and marketing, Steph Miller is 
rewriting most of the personal communications that prospective students receive, and working to 
involve administrators and faculty in sending highly motivational acceptance letters and 
invitations. 

 
CURRENT/RECENT DEVELOPMENTS:  

• Since the College’s website is a primary marketing tool, it is being overhauled to align with the 
new branding and messaging, and to enable content to be loaded and updated in a format that is 
consistent, visually appealing, and accessible to target audiences. $100,000 is budgeted for this 
project, with the planned expenses as shown in the table below.  

• We are currently at stage 1 with the template development with Beacon Technologies and in the 
process of purchasing the servers to house the new website. The goal is to have the site installed 
with our Content Management Service provider, Hannon Hill, in November, migrate all of our 
content and go live by January 2015.  

Project Line Provider Budgeted Amount 
Template Development Beacon Technologies  $20,000.00 

Standard Installed License Hannon Hill  $34,400.00 
Maintenance Support, year 1 Hannon Hill  $7,360.00 

Quick Start Package Hannon Hill  $23,500.00 
New IT Servers  $7,500.00 

TOTAL  $92,760.00 
 

• Carolyn Perry, Steph Miller, and selected faculty members are working on additional proposals to 
develop and market specific programs with high potential, and to organize events that will bring 
high school students to our campus in large numbers. New programs will be discussed under 
recommendation #6. Events that will allow Westminster to host students with high potential for 
college success are listed in the table below. Westminster is waiving the facility rental fee for 
such events of high recruitment potential – the indirect costs (for security, custodial services, 
inventory use etc.) are estimated at $500/day. The groups are charged for dining and housing 
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services. Dan Haslag is developing a policy on how to charge different groups to optimize our 
revenue and visibility/recruitment requirements. 

Missouri Future Business 
Leaders of America 

February 13th Will bring to campus around 500 high school 
students with strong interests in business 

Science Olympiad April 18th Will bring 500 high and middle school 
students with a strong interest in the sciences, 
for each of the next 5 years 

Missouri Chamber of 
Commerce Leadership in 
Practice 

June 21st-24th Will bring 100-150 high school students to 
campus who are a good fit for Westminster’s 
leadership emphasis 

 
• We are also beginning to plan three Summer Institutes to host students on campus: One that will 

build on the Summer Olympiad, organized by Prof. Jim Concannon, one that will showcase our 
new Security Studies program, organized by Prof. Tobias Gibson, and one that will expand on 
past Global Experience programs, organized by Prof. Kurt Jefferson. In each case, Steph Miller 
and Dan Haslag will work with the faculty involved, to support recruitment and the logistics of 
the event. There is also some interest in repeating the summer camps for soccer and volleyball, 
which would appeal to younger students interested in athletics, and which brought 21 and 12 
students to our campus, respectively, last summer.  

• Several faculty have volunteered to assist with recruitment and retention efforts in the following 
key populations. In each case, faculty have written proposals for how they might assist the 
Admissions Office, the VP for Enrollment Management is setting up meetings with them to 
decide on how to best proceed. 

Recruitment and retention of female students; 
Recruitment of female students in the sciences, specifically; 
Recruitment and retention of Veteran students; 
Retention of African American students; 
Retention of at-risk math students; 
Recruitment of Model U.N. students. 

 

FUTURE GROWTH AND IT SUPPORT: 
Westminster has one more year’s contract with Spectrum, our Communication Management Software 
provider, to whom we pay $100,000/year. Our communication flow with various segments of the 
application funnel is ineffective because Spectrum is not connected to Jenzabar and also does not allow 
for the many variations in our admittance process (LOC, probation, financial aid, etc.).  

• Steph Miller will work with Selcen Phelps and Mike McNellis to explore other alternatives 
during the Spring, including Jenzabar’s recruitment module, and other providers such as Fire 
Engine Red. It is not yet what the budget implications of this change will be.  

• Regardless of the final decision, additional training for the recruitment staff will be necessary to 
make our communication flows more robust.  

• If we move to a Jenzabar module, part of the cost savings from abandoning Spectrum might be 
used to meet the IT staffing needs to support this functionality. 
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Recommendation #4 – Assess Westminster’s current markets and adapt its offerings   

 
PROGRESS TO DATE:  
In March and April 2014, Noel-Levitz conducted a market study for Westminster College that was funded 
by $80,000 of the Muehlhauser-Coulter funds. The study included two custom telephone surveys of 
college-bound high school students and their parents and an online survey of high school counselors. 
Responses were collected from 600 students, 200 parents, and 119 counselors. Regions in the sample 
included the following, since it has been found that most students attend college within their home state 
or in nearby states: 

• Missouri 
• The Chicago MSA 
• Dallas/Ft. Worth  
• Little Rock  

• Oklahoma City 
• Kansas City & Eastern KS  
• The Quad Cities IA/IL.   

 
The study, data from our cross-app competitors, and secondary research have found that 

• Westminster can increase current enrollment numbers with changes to enrollment yield strategies, 
program emphasis and offerings, and improved market awareness. 

• Our competitors are discounting more heavily than Westminster – leaving the College as a more 
expensive option for our prospective students. In addition, the study revealed that parents prefer 
sending their students to a 2-year community college instead of meeting the “gap” (between 
financial aid and the cost of a college education) with loans. Cost expectations did not differ 
significantly by such characteristics as household income, parental education or geography. 

• Missouri as well as specific, contiguous states (particularly Kansas and Illinois) have potential for 
enrollment growth for Westminster. In addition, we may have an opportunity to serve non-
traditional (adult) undergraduate and graduate students. 

• Developing online programs would make it easier to serve these populations, as well as our 
traditional “digital natives.” On average, online students enroll in programs geographically close 
to them – which means that online program development for Westminster would draw from 
primarily a mid-Missouri base and not create major expansion. 

• Students do not narrow their list of choices down by size in the early stages of consideration. 
Global focus and leadership development are both attractive to students and parents, but the 
quality of faculty, job prospects, career flexibility, and affordability are all more highly valued. 

 
CURRENT/RECENT DEVELOPMENTS:  
The following is the Enrollment Action Plan developed by Stephanie Miller, VP for Enrollment 
Management, in response to the research findings. The column on the right indicates the progress on each 
action item. 

1) Based on an analysis of the enrollment funnel, Westminster needs to utilize better yield strategies. 
• Review and summarize demographic findings. Completed. 
• Develop messaging for each section of the funnel. Completed. 
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• Develop an action plan for enrolling more females. In progress. 

• Utilize a predictive modeling system. Completed. 
• Develop enrollment goals and recruiting strategies to increase enrollment 

in states contiguous (specifically IL, KS, OK and AR) to MO. 
Completed. 

• Develop an improved parent communication flow and messaging. In progress. 
• Develop messaging that indicates opportunities for students to move into 

graduate school (even though we don’t offer grad programs on our 
campus). 

Completed in 
publications; in 
progress for website 

• Develop messaging that illustrates the long-term career success and 
flexibility of our alumni. 

In progress. 

2) Develop recruiting plans for increasing our market share in academic programs that are performing 
well (programs that are enrolling at higher than expected levels and have higher than average 
occupational growth). 

• Discuss with the Academic office and prioritize the currently offered 
academic programs the College will focus on.  

In progress. Also see 
Recommendation #6 

• Develop messaging to promote the self-designed major. In progress. 
(Completed in 
publications, being 
added to visit days.) 

• Develop a comprehensive marketing plan for growth in each of the 
designated programs (could include name purchase, messaging, campus 
buy-in, targeted geographic areas). 

In progress. 

• Develop key messages for each program that emphasize the benefits of 
the liberal arts at Westminster and the career benefits and flexibility a 
Westminster education affords. 

In progress. (Overall 
liberal arts 
messaging 
completed, working 
with departments) 

• Develop a summer institute and/or special events and competitions to 
attract high school juniors, centered on specific academic tracks. 

In progress. Also see 
Recommendation #3 

3) Identify 3-5 new academic programs to launch or move from self-designed 
or minor to a major. Under consideration by the Enrollment, Marketing, and 
Academic Departments: Healthcare Management, Entrepreneurship, 
Security Studies (Cyber-Security), Graphic Design. 

In progress. Also see 
Recommendation #6 

4) Develop strategies for better positioning Westminster in terms of pricing and discounting. 
• Compile data charts pertinent to cross apps, pricing and discounting. Completed. This was 

used to develop 
Westminster’s new 
financial aid 
strategy. 

• Develop key messages that express the value of a Westminster education.  Completed in 
publications, will be 
added to our comm 
flow at crucial 
decision points. 
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• Develop a merit scholarship program that secures students earlier in the 
recruitment process. 

Completed. 

5) Improve/redo the website. In progress. Also see 
Recommendation #3 

6) Develop messaging strategy that addresses the lack of familiarity of 
Westminster in the market, focusing on niche markets where we can make 
the most impact. 

In progress. 

7) Study the opportunity to open an adult/nontraditional program in west St. 
Louis, suggested as a potential marketing tool to raise awareness of 
Westminster in, and increase our student draw from, the St. Louis area. 

West St Louis – 
deferred. For 
nontraditional/adult 
students, see the 
section on the 
partnership with 
Ameren in 
Recommendation #6 

8) Review/study opportunities to increase enrollment through new 
extracurricular activities. 

Not started yet. 
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Recommendation #5 – Assess and revise academic offerings, co-curricular programs, student 
services, business offices, and functional offices to achieve efficiencies and exploit new revenue 
opportunities 

(A) Changes to Improve Efficiencies 
 

Academic Programs - PROGRESS TO DATE:  

1) Academic Departments.  Due to stagnating enrollment numbers, the College instituted a hiring 
freeze on tenure-track faculty.  Decreases in faculty over the past two years include: 

• English – one full-time (non-tenure-track) position was eliminated at the end of 
FY14; 

• History – the Fulbright-Robertson Chair was not filled in FY14 or FY15, but is 
scheduled to be reinstated during FY16; 

• Spanish – one full-time (tenure-track) position was put on hold in Spring 2014 and 
will not be reinstated until enrollment grows significantly; 

• Biology – one full-time (tenure-track) position will not be filled for FY15; 
• Math – three full-time (tenure-track) positions will not be filled for FY15; however, 

one of the three will be filled with a full-time, non-tenure-track faculty member; 
• ABE-MIS – one accounting position was not filled in FY14 and will not be filled in 

FY15; one MIS position vacated in FY14 will not be filled in FY15; 
• Psychology – one full-time (non-tenure-track) position was eliminated at the end of 

FY14; this position was a place-holder for a tenure-track position that was vacated at 
the end of FY13. 

Given that our number of full-time faculty has decreased from 64 to 58, necessary courses will be 
taught by adjuncts in all of these departments, and none of these positions will be automatically 
reinstated.  Instead, based on the market study, we will make hires that are needed in growth areas, 
while continuing the use of adjuncts in those programs that are not growing significantly.  The use 
of natural attrition and a hiring freeze has given us the necessary flexibility to match faculty 
personnel costs to our needs. 
2) Structure of Academics.  In addition to a greater percentage of courses being taught by 

adjuncts, we have increased the size of general education courses by 3 students per course, 
eliminated most elective courses taught by adjuncts, and raised the minimum on classes that 
will be allowed to go forward (from 4 students to 6).  Total savings in FY15 will be 
approximately $300,000 in faculty salaries (full-time and part-time), when compared to FY14.  

3) Westminster Seminar.  No changes at this time. 
4) Honors Program.  The Honors Program is being run on a minimal budget, as the programming 

and scholarships we had hoped to develop have been put on hold.  However, the program is 
very successful, with nearly 60 students enrolled, with a 100% retention rate at the College in 
the first year, and a 93% retention rate in the second year.  Also, our honors “alums” are all 
gainfully employed or in graduate/professional school (e.g., Teach for America, A.T. Still 
Medical School, Wash U Biochemistry Program). 

5) Undergraduate Scholars Forum.  The USF is fully-funded at $2500 per year, primarily through 
donations.  This event, as well, is being run on a minimal budget. 
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6) Price Leadership Program. Fully-funded by donations.  The program is unfolding slowly in 
order to minimize cost and build support among faculty, staff, and students. 

7) Learning Opportunities Center.  Significant efforts are being made to help fund the LOC with 
external grants and donations.  $500,000 was raised in FY14; so far, $4500 has been raised in 
FY15. 

8) Library.  The last HLC visit revealed that our library was significantly under-funded.  We have 
not increased funding over the past several years, but have managed the budget by cutting the 
number of books purchased and increasing electronic services. 

9) Institutional Research.  Although the workload has increased by 94% increase over the past 10 
years, we have not increased staffing. 

10) Off-Campus Programs. The focus of our off-campus programs is now on creating budget-
neutral or budget-enhancing study-away experiences; therefore, the number of exchange 
programs (budget-neutral) and the number of summer and faculty-led trips (budget-enhancing) 
has been steadily increasing. For example, due to the establishment of an exchange with our 
most popular study abroad program in Winchester, England, the loss of total income from two 
students will become budget neutral in FY15, due to the College admitting two Winchester 
students as part of the exchange; this number is expected to increase to six students per year 
over the next few years. Also, the number of students studying abroad during the regular 
semesters (which resulted in revenue loss) has been decreasing (from 26 in FY13 to 18 in 
FY15), while summer and faculty-led courses have been on the rise (from 14 in FY12 to 32 in 
FY14). 

 

CURRENT/RECENT DEVELOPMENTS: An effort is underway to extract data on enrollment patterns 
and trends by major, program, and course, to begin a systematic analysis of staffing needs, as requested 
by the Trustees. Westminster has not traditionally compiled or utilized such data (beyond the most 
aggregate, “majors graduated” level) and there is no one with the necessary access level and skill set. It 
has been decided that Selcen Phelps will be provided with access to Jenzabar, to write the queries and 
generate the reports for such a cost-benefit analysis. She will work with Ray Brown, the Director of 
Institutional Research, David Jones, Associate Dean of Faculty, and Beth Schmidt, Associate VP for 
Business and Controller in this effort, and submit her reports to Carolyn Perry for interpretation and 
action.  

 

Student Life 
Stephanie Krauth has achieved $140,000 savings in the Student Life staff salaries, through the following 
measures: 

1) The Director of the Emerson Center for Leadership and Service, Bob Hansen, who used to be 
50% administrative staff, has moved to a ¾ time faculty position as his first phase for moving 
into retirement. 

2) The Community Engagement and Service Learning, and the Intercultural Engagement offices 
are now run by Westminster Fellows, recent alumni who are paid $10,000 plus room and board 
for the position. This is a third of the cost of full time staff. 

3) The position of the Assistant Director of the Wellness Center is being eliminated. 
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4) Job descriptions of remaining staff were updated to allow for these changes. The Student Life 
has become as lean possible and will continue to improve effectiveness through cross-training, 
especially of student workers. Dr. Krauth believes that a central location for all offices would 
greatly facilitate this process. 
 

In addition, the following programmatical changes were implemented for additional savings: 

1) International students’ and athletes’ pre-semester orientation and holiday meal plan was 
reduced from $96,000 to $37,000 by providing one meal/day and supplementing it with 
donations to the Blue Jay Food Pantry. 

2) The flat budget allocated to SGA was replaced by a formula based on the number of students 
enrolled, bringing this year’s budget down from $350,000 to about $270,000 and protecting the 
College from significantly subsidizing SGA during periods of lower enrollment. 

The Athletics department is working with the Business Office in developing a fully loaded budget – there 
are several programs that were started with donations and are run without proper budget lines or 
allocations for equipment updates. 
 

Institutional Advancement 
The following organizational changes have occurred in this office to improve effectiveness and achieve 
efficiency gains: 

1) Two positions that became vacant, the Director of Development - Planned Giving, and one 
Development Officer position, were replaced by a single Director of Development.  
• This allowed the office to shift its focus from planned giving to current, cash gifts. 
• The two positions’ combined cost to the college was $105,000. The new position will 

cost $80,000. 
2) The Institutional Advancement Assistant position, which fell vacant when Susi Wilson became 

Office Coordinator of Career Services, was not filled, saving $20,000.  
3) Of this, $10,000 will be used to improve the compensation for the Director of Alumni 

Engagement and Event Management, to attract more qualified candidates. 
4) The Institutional Advancement office’s Associate Director of Database Management will be 

retiring in 10 months, and filling this position will also have negative cost implications. 

 

Enrollment Services 
Recent organizational changes in enrollment services did not have any budget implications. One Senior 
Rep was moved into the vacant Assistant Director of Admissions and Marketing position, and another rep 
replaced her. The goal is to bring the Assistant Director position down to 32 hours and rewrite the 
contract, but it is expected that the resulting savings will be offset by the departments’ need for additional 
IT support. (Also see Recommendation #3.) 
 

Business and Institutional Operations 
The Business Office has: 
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1) Cross-trained at least one other person in the office on all job duties. 
2) Created procedure manuals on how to do job duties.   
3) Consolidated payroll coordinator-HR assistant into one position. 
4) Shifted tasks downward (where the skillset is appropriate) to free up time for higher level 

work.   

Institutional Operations has: 

1) Outsourced Grounds Services, achieving an estimated annual savings of $30,000. In addition, 
not having to replace the equipment, which was at the end of its useful life, will avoid an 
additional cost of $65,000 for the fiscal year. 

2) Took Emerson Hall, the oldest housing on campus, offline. The annual cost of utilities, 
maintenance, and custodial services for Emerson is $22,000. The full amount will not be 
realized as a cost reduction, since the building is still utilized for housing over semester breaks.   

3) Gained departmental efficiencies by hiring a qualified HVAC Technician in-house rather than 
outsourcing this specialized service work. This change gained the College approximately 1,500 
more HVAC labor hours for HVAC repair work and additionally gained $20,000 which was 
transferred to other strained line items within the Plant Operations budget. 

•  There is a similar plan to hire a full-time painter in early Spring of 2015, and 
seasonal/summer painters as needed, rather than continuing to outsource this task at a 
noticeably higher labor rate.  The College thereby anticipates an annual gain of 
approximately 2,222 painting-related labor hours at the same cost. 

•  Custodial services were also reorganized so some of them are provided in house, realizing a 
gain of $4,000 to be repurposed within the Plants Operations budget. 

4) Joined a number of procurement groups, to purchase equipment and supplies at discounted 
rates.	  

5) Continued with energy- and cost-saving initiatives, such as replacing lights by LED bulbs and 
replacing Culligan water stations within offices by bottle refill stations. 

In addition, Security was moved from Operations to Student Life, to free up some of Dan Haslag’s time 
to coordinate camps and conferences, a potential revenue stream for the College. 

 

Information Technology 
IT Services at Westminster is undergoing significant reconfigurations and remains one of the areas of 
highest risk and highest potential efficiency gain.  

1) Mike McNellis has completely reorganized IT Services in order to provide adequate cross-
training, redundancy of effort, and oversight, and three new hires were made to strategically 
align staff skills with the new organization chart.  

2) Policies of cost control are being developed to make sure that departments bear their own IT-
related costs and/or consult with IT Services on purchases before charging items to the IT 
budget. The department is implementing IT as Service through Service Level Agreements with 
the principles of “Total Cost of Ownership” guiding the decision making process to mitigate 
risks. 

3) A technology plan is being developed that will  
a. align IT decisions with the priorities of the College 
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b. evaluate  a number of software and hosting options to improve effectiveness or reduce 
costs 

c. lead a systemic culture shift and training program in all departments to better utilize 
existing resources 

d. ensure appropriate documentation and redundancy in all IT processes, and guard against 
costly future risks, including those involving IT security.   

In the recent IT Audit conducted by Williams-Keepers, these were recognized as favorable developments, 
while essential deficiencies were uncovered in infrastructure topology and system topography, change 
management processes and notification, documentation, and system security. This is to be expected, as IT 
Services has operated at significantly under required capacity for a long time, and under even budgeted 
capacity this fiscal year, due to the difficulty of attracting and retaining qualified staff within the salary 
range that Westminster is able to offer. The results of the audit are being addressed as the new hires begin 
work; but it remains critical, for the operation of all of its offices, for Westminster to revitalize the IT 
budget and implement systemic changes in its information systems. 

 

(B) New Revenue Opportunities 

Ameren Callaway Power Plant  
Ameren employs over 800 people at its Nuclear Power plant and is very interested in working with 
Westminster on three fronts. Stephanie Banker, Senior Director of Executive Projects, is working with 
Carolyn Perry on (1) below, and Selcen Phelps on (2) and (3). 

1) Degree Completion: A number of Ameren employees have Associate’s degrees or some college 
credits, but need a college diploma to go further in their careers. Stephanie Banker is working 
with the Ameren Human Resources department and with individual employees to forward 
transcripts to Carolyn Perry. It is expected that the majority of the students will complete 
Business majors or self-designed Science Management or Applied Science majors; and there is 
likely to also be some demand for programs such as Physics, Chemistry, and Security Studies. 
Westminster and Ameren are also compiling information on college credit for industry 
certifications, to make these programs more flexible. 

2) Leadership Retreats: Negotiations are underway for Westminster to offer four leadership 
retreats to the Ameren executive team every year. These retreats will be a blend of 
Westminster-developed material (on leadership project management, team building, 
communication, goal setting, personnel development, and self-discovery, delivered through 
short lectures/demonstrations and hands-on, engaged learning activities) and of Westminster 
facilitation of Ameren executives as they engage in brainstorming, strategy development, 
problem solving, or decision making for a specific challenge they face at the time. 

3)  First-line Supervisor Training: A detailed needs analysis is being conducted of the knowledge, 
skills, and abilities Ameren requires of its supervisors, the training programs already in place, 
and performance review data and institutional assessments showing consistent gaps. Given the 
results of this analysis and the Ameren budget for training, either a series of workshops or an 
entire certification program will be developed and delivered by Westminster. 
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This relationship has the potential of providing Westminster not only with immediate revenue, but also 
with the experience, testimonials, and program materials to build similar alliances with other partners. 

 
 
Grants/Sponsored Programs: 
Thanks to the encouragement and the financial support provided by trustee Pepper Davis, Westminster is 
looking at additional funding opportunities through grants and sponsored programs. 

1) Last summer, Tirza Kroeker and Barri Bumgarner submitted three and two grant proposals, 
respectively, and they are each investigating others. Tirza’s grant proposal for $10,000 was 
rejected by Ameren; the ones to Autism Speaks ($5,000) and Green Foundation ($10,000) have 
not yet received responses. Meanwhile, a parent who heard about Tirza’s efforts gave $4,500 in 
order to expand the LOC programming  

2) Dawn Holliday has received a Mizzou Advantage grant as part of a research group with 
participants from MU, the USGS and the Saint Louis Zoo.  She was a co-PI on this grant, which 
does not allow for salary or indirects, so no funds are coming to WC as a result. However, the 
experience and collaboration have led to the same group now working on an NSF proposal, which 
is likely to lead to a positive income stream. 

3) The Office of Institutional Advancement is working closely with Selcen Phelps in building a 
process and a resource portal, and testing two grants databases, to support grant writing activity 
on our campus. 

4) Selcen Phelps spent four days at the SUNY Cortland Campus, learning about the pro-grant 
culture that this comprehensive, primarily undergraduate institution has built, and the 
requirements of grant administration. She also identified a number of grant opportunities and 
some Cortland mentors to support Westminster faculty interested in developing grant proposals.  

5) To continue to build Westminster’s grants culture, while allowing Selcen to focus on Ameren, 
business reengineering/systems analysis, and data analysis for cost-benefit assessment of 
academic staffing, Cathi Harris, Tirza Kroeker, and Ingrid Ilinca have been identified as 
candidates who might take over this effort. 

 

Conferences and Camps 
To utilize Westminster’s campus during low-use periods and generate additional revenue, Dan Haslag has 
been charged with coordinating conferences and camps.  

1) A number of summer institutes and camps, with recruitment potential, have been discussed in 
Recommendation #3. A policy is being developed for some of the facility fees to be waived for 
these events. 

2) Westminster has been approached by Camp Shane to host a fitness summer camp for teenagers. 
Currently there is some hesitation that Westminster’s athletic facilities and pool may not be 
adequate for Shane’s needs, but if Westminster is chosen and the camp reaches its goal of 100 
participants, Dan Haslag estimates an annual revenue of $100,000 from this enterprise.  

3) Faculty are executing plans for 3-4 summer programs in their specific disciplines (see 
Recommendation 6), to begin in Summer 2015. Faculty with such plans will work with Dan 
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Haslag on logistics, but in the long run, it would be to Westminster’s advantage to develop a 
structure for fees and pricing. 

4) It would also be advisable to develop materials and identify a person to actively market 
Westminster’s conferences and camps, as Dan’s skill set and other duties limit him primarily to 
the coordination of existing offers. During the compilation of this report, several faculty and staff 
have made suggestions that could utilize our campus for revenue generation, ranging from 
creative writing retreats to programming/app design camps, but Westminster at present lacks the 
pricing strategy, marketing materials, and dedicated staff to develop such opportunities. 
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Recommendation #6 Adapt Westminster’s liberal arts curriculum to market by adding programs 
and student populations  

Program Enhancement and New Programs: In response to the Market Study, The Council of Chairs has 
made the following recommendations, which are now being discussed with the faculty in these areas: 
 
Based on the findings of the Market Study, several programs could benefit from refinement or improved 
marketing strategies: 
 

•  Our “health professions” marketing will be expanded to include the Exercise Science major, 
the Health and Wellness major, the Psychology major, and a Healthcare Management self-
designed minor. 

•  Due to growing interest in Finance, our finance concentration in the Business major has been 
expanded to a Finance major.  A “capstone” option for this major is a prep course for the 
Series 7 exam, which will prepare our students to be financial advisors. 

•  In response to the Market Study’s indication of student focus on career paths, the College will 
develop degree program “packages” that can be marketed on the website.  For example, a 
“Criminal Justice package” might include a self-designed Criminal Justice major, along with 
a Sociology or Psychology minor, participation in a regional or national conference devoted 
to criminal justice, and an internship in criminal justice.  Likewise, a student interested in 
environmental sustainability might create a package that includes an Environmental Science 
major, a Security Studies minor, an internship in environmental issues, membership in ECOS, 
and an individual research project to be presented at the Undergraduate Scholars Forum.  The 
purpose of such packages is to help students choose academic programs, experiential learning 
experiences, and co-curricular activities that will help them achieve their long-term goals. 
 

In addition, some programs could be expanded rapidly with an aggressive recruitment campaign that 
involves faculty interacting directly with high school students. 
 

•  Building on the presence of FBLA students on campus in February, the Business Department 
will send interested students home from this event with a problem-solving activity (as an 
introduction to entrepreneurship), the ability to compete with other FBLA students in 
completing the activity, and an invitation to return to campus to receive special awards from 
this competition.  These students will become the focus of recruitment to join the Business 
Department/Entrepreneurship Program. 

•  Building on the presence of Science Olympiad students on campus in April, the Education 
Department and science faculty will host a summer institute grounded in science education.  
All high school students who attend the Olympiad will be invited. 

•  Due to its expansion from a minor to a major, the Security Studies program will offer a 
summer institute on Security Studies, targeting students interested in security issues and/or 
civic responsibility. 

•  Building on the increased interest in Security Studies, the Computer Science Department will 
host a “Hackathon” in the spring semester for students interested in cyber-security, as well as 
a summer institute for students interested in various areas of computer science and/or 
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information technology, including cyber-security (a joint program with the Security Studies 
Institute). 

•  Building on the potential to attract students to our global campus, the Director of the 
Churchill Institute and the Coordinator of our Model U.N. program will actively recruit at 
high schools with Model U.N. programs, International Baccalaureate programs, and/or 
Global Academies.  They will offer a one-day Model U.N. workshop in the spring, as well as 
a week-long Summer Global Experience in the summer (which involves students from China 
and Turkey, as well).  In addition, they will offer several online courses that begin drawing 
American, Chinese, and Turkish students together in the weeks before the Institute takes 
place.  Students who take part will be able to earn up to 7 hours of academic credit over the 
summer. At the same time, they will develop a Cyber-Security minor. 
 

Another recent development that is designed to both increase student opportunities and create efficiencies 
involves collaboration with William Woods University. 
 

•  Several academic departments are working with their counterparts on the WWU campus in 
order to share upper-level courses, offer courses opposite semesters, or allow students priority 
enrollment in select courses; 

•  The colleges are creating a partnership for Self-Designed Majors that allows students to work 
with faculty on both campuses in order to increase opportunities for majors.  For example, 
faculty in History (WC/WWU), Museum Studies (WC), and Art (WWU) may work together 
on a self-designed major in Museum Studies; likewise, faculty in Sociology (WC), Social 
Work (WWU), and Religious Studies (WC/WWU) may work together on a self-designed 
major in Social Justice.   

 
Finally, the College will consider new academic programs, but they will have to be developed when 
funding is available to do so. 
 

•  The Security Studies major will be added this fall; 
•  The Cyber-Security minor will be added before the end of the academic year; 
•  A major in Graphic Design will be planned for future years, when funding is available. 

	  

Transfer Students and Curriculum Review 

• To address the increasing importance of transfer students, the Curriculum Review Task Force 
recommended the acceptance of Associate of Arts degrees in place of the general education 
curriculum; the faculty approved the change at its January 2014 meeting.  

• The CRTF also completed a thorough review of general education programs nation-wide, but 
requested additional time to complete their analysis and to submit recommendations. They also 
expressed a strong desire to maintain our strong liberal arts focus if we are to thrive as a liberal 
arts college. The CRTF is being re-instituted this fall with the goal of spending the next year or so 
discussing a variety of options with the full faculty. 

• Westminster has reached formal articulation agreements with the schools in the table below to 
facilitate transfers. We have also developed transfer guides for a number of additional schools. 
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East Central College 
Georgia Perimeter Community College 
Grantham University 
Houston Community College 
Maricopa County Community Colleges 
Metropolitan Community College 
Moberly Area Community College 
St. Charles Community College 

 
 
New Student Populations 
Westminster is developing a series of leadership retreats, a certification program for 1st line supervisors, 
and self-designed major options for degree completion, in collaboration with Ameren’s Callaway Nuclear 
Plant, as outlined in Recommendation #5. Once developed, these programs can be extended to wider 
audiences through corporate alliances and/or nontraditional student recruitment.  
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Recommendation #7 Use up to $350,000 from the College’s endowment to help fund 
implementation of the other Recommendations  

Thanks to the generous gift of Trustee Bob Muehlhauser, a decision was made not to draw on the 
endowment for this purpose.  
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Appendix A: Comparison of fully-loaded and approved budgets, FY14 

 

FY14 Approved 
Budget 

FY14 Fully Loaded 
Budget 

Difference (FL-
Approved) 

Revenues     
 Education & General       

Regular Tuition   $            20,889,180   $              20,786,480   $               (102,700) 
Mandatory Fees              1,159,380                    1,153,680                 (5,700) 
Scholarships/inst grants                (11,217,801)               (10,355,756)                   862,045  

Net Tuition  $            10,830,759   $              11,584,404  
 $                  

753,645  
Other Tuition & Fees               923,200                917,200               (6,000) 
    
Advancement       
Westminster Fund               606,835                606,835                  -    
Mesa Gifts               330,000                    -                    (330,000) 
Endowment Draw                   2,523,880                   2,225,000                  (298,880) 
Trust Income               175,300                175,300                  -    
Capital campaign, unrestricted               635,000                635,000                  -    
                      -    
Auxiliary Enterprises       
Residence Halls                  2,667,355                   2,503,850                  (163,505) 
Alternative Apt. Housing               175,886                189,102               13,216  
Dining Hall                  1,832,263                   1,758,500                    (73,763) 
Bookstore                 38,160                  38,160                  -    
                      -    
Other Income       
Federal Funds                 88,800                  88,800                  -    
Other Income               285,400                285,400                  -    
Churchill Museum        
Churchill Museum Revenue               643,441                643,441                  -    
                      -    

Total Revenues  $  21,756,279   $  21,650,992   $    (105,287) 
        
Expenditures       
Personnel       
Full Time Salaries                  8,592,101                   8,849,864                    257,763  
Other Salaries & Benefits               978,890                978,890                  -    
Student Employment               811,500                811,500                  -    
Fringe benefits - Full time                  1,861,651                   2,325,460                    463,809  
Closing Faculty Salary Gap                   -                  515,000                    515,000  
Closing Staff Salary Gap                   -                  150,000                    150,000  
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FY14 Approved 
Budget 

FY14 Fully Loaded 
Budget 

Difference (FL-
Approved) 

Closing  Cabinet Salary Gap                   -                  100,000                    100,000  
Closing Faculty Salary Gap- 
Fringe Benefits                   -                    71,689               71,689  
Closing Staff Salary Gap- 
Fringe Benefits                   -                    25,415               25,415  
Closing  Cabinet Salary Gap- 
Fringe Benefits                   -                    19,076               19,076  
Debt Service     

 Bond Debt Service               568,128                568,128                  -    
Endowment Debt Service               205,774                205,774                  -    
                      -    

Education & General 
Operating Expenses       
Travel, Prof. Dev., Events               572,239                657,392               85,153  
Contractual services                  1,532,646                   1,604,146               71,500  
Insurance-Property/athletic               311,099                315,059                  3,960  
Maintenance and Repairs                 68,118                  68,118                  -    
Utilities & telephone                  1,110,900                   1,110,900                  -    
Equipment & Plant 
Improvements               843,726                   1,544,741                    701,015  
Supplies/Printing/Adv                  1,222,351                   1,315,223               92,872  
CPI Adjustment                   -                      -                    -    
Marketing                    -                  250,000                    250,000  
Strategic Planning Initiatives                   -                     1,330,000                1,330,000  
Other expenses       
Cost of sales - dining hall                  1,100,633                   1,050,033                    (50,600) 
Mesa Expenses               545,073                    -                    (545,073) 
      Tuition waivers               398,177                363,627                    (34,550) 
      SEOG, restricted, bad debts                 82,000                  82,000                  -    
Contingency               100,000                350,000                    250,000  
Student Activity Fee Transfer               265,000                350,000               85,000  
Miscellaneous                   29,820               29,820  
Churchill Museum                       -    
Churchill Museum Expenses               543,432                563,518               20,086  
        

Total Expenditures  $  21,713,438   $  25,605,373   $   3,891,935  
        

Net Surplus/(Deficit)  $          42,842   $   (3,954,381)  $ (3,997,223) 

 


