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Executive Summary

Southern Oregon University is experiencing a renaissance. Through years of hard work, disciplined
saving and smart investing, the University has achieved financial stability and enrollment growth. Most
important, SOU has developed a strategic plan that will make it Oregon’s University for the Future. SOU
has momentum in academic achievement, in enroliment growth and financial stability, in dreaming big
ideas and in establishing strategic directions for our university.

To develop SOU’s new mission, vision and strategic directions, we looked fearlessly into the future of
our region, state, nation and world. Who are the learners of the future and how can we best meet their
learning needs? What curriculum and pedagogical approaches will prepare the learners who come to
SOU for an ever-evolving future? What kinds of spaces will we need for learning and working, and how
will we fully embrace technological advances to enhance both learner and institutional success? How
will we control costs and ensure that an SOU education is affordable to all who seek it?

After careful research, SOU adopted a new strategic plan that will ensure our sustainability and guide
our institution and our region into the future (Appendix I, http://www.sou.edu/strategic-planning/).

The plan includes a new vision: to be an inclusive, sustainable university for the future that guides all
learners to develop the knowledge, capacities and audacity to innovate boldly and create lives of
purpose. SOU also identified a new mission: SOU will move forward as a regionally engaged learning
community committed to being the educational provider of choice for learners throughout their lives.
The seven strategic directions that will advance SOU align with the Strategic Plan of the Higher
Education Coordinating Commission and the priorities of the State. To increase the educational
attainment of adult Oregonians, we will create more flexible options for adult learners, whether they

I"

need to complete an undergraduate degree or quickly “upskill” in order to adjust to changing workforce
needs. We will transform our curriculum and pedagogy to enhance student success and we will
continue to develop smoother pathways from high schools to SOU and to the workforce—and then
back again whenever additional learning is needed. We will leverage our strengths in creativity and
economic development to catalyze ongoing collaborations with the communities and employers of
the Rogue Valley. We will enhance our already firm commitment to diversity, equity and inclusion,
thereby increasing the number of college graduates from underrepresented groups and contributing
to the welfare of all Oregonians. And we will increase our commitment to environmental stewardship,
continuing our leadership in campus sustainability and supporting the ecological resilience of our

bioregion. As SOU thrives, so will the citizens and employers of our region and the state of Oregon.

SOU launches into this future from a sound financial position. As this report’s financial statements,
models and analyses demonstrate, SOU has exceeded the savings targets and the operating fund
balance set by OUS in 2014 and subsequently adopted by the HECC (Appendix Il). To do so, SOU
implemented a comprehensive financial forecasting process, the Budgeted Operations Pro Forma
(Appendix Il1). This has enabled SOU to have a single point where the impact of all actions outlined in
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the Retrenchment Plan can be seen. Coupled with the strategic planning process, the pro forma has
become an integral part of all strategic and operational decisions made as SOU has executed the
retrenchment plan. SOU has repeatedly tested the accuracy of the pro forma and used the insights
gained from it to rebuild our ending fund balance, currently projected to exceed 13%.

The trend analysis of SOU’s financial ratios (Appendix V) reflects the same positive financial trends at
SOU as the financial pro forma. In all ratios, the trend is improving, and either the target has been
achieved, or the trend is moving in the right direction, reflecting positive operations at SOU.

e Primary Reserve Ratio — The success of SOU to manage enrollment growth while containing
expenditure growth has significantly improved this ratio.

e Debt Burden Ratio — The construction of the new Student Recreation Center has increased
SOU’s ratio, but it remains well below the target of 7%.

e Contribution Ratio - Increases in both self-generated revenues and state support, coupled with
cost containment, have allowed SOU to use a decreasing amount of fund balance to sustain
operations, flipping to a contribution to fund balance in FY17.

e Current Ratio - SOU shows a clear trend of increased current ratio in the past three years.

Through disciplined investments in recruitment and student success initiatives, SOU has also defied
state and national trends by stabilizing and growing enrollment. During the past five years, which
include retrenchment, enrollment has been stable, with an annual average percentage change of
0.8% and a positive overall change of 1.2%. During the past 10 years, enrollment has increased by an
annual average percentage of 1.7% and a positive overall change of 13.8%. Most impressively, for Fall
2017, SOU had the largest increase in FTE among all Oregon public institutions at 2.1% over the prior
year.

But this is just the beginning of SOU’s renaissance. As we continue the exciting and difficult work of
achieving our new vision, ensuring the continual achievement of our mission and maintaining financial
sustainability, we invite your support in ensuring that our region and Oregon are future-ready.
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Response to Concerns from Second Review

I.  Whatis SOU’s recruiting, enrollment and financial aid strategy, and does it support access, retention
and completion?

SOU has improved access for all students, created successful pathways for underrepresented
students, and increased enrollment, retention and completion. SOU is earning national recognition
for this work.

Improved Access for All Students

SOU has intentionally focused its recruitment efforts on creating pathways for students, particularly
those who are first generation or from groups traditionally underrepresented in higher education. As a
result, the university saw the number of new applicants climb 15% from Fall 2013 to Fall 2014, and
another 9% from Fall 2014 to Fall 2015. The total number of applicants in these years (nearly 4,100 in
each) established new high-water marks for the institution, and both years contributed to the positive
enrollment gains. Compared to projections that were established for the retrenchment plan,
enrollment was up 4% in Fall 2014 and 5% in Fall 2015. More recently, SOU achieved the largest
increase in FTE among all Oregon public institutions for Fall 2017 at 2.1% over the prior year. This is
especially noteworthy in light of data from the National Student Clearinghouse Research Center that
shows enrollment across the nation has declined by 1.4% and within Oregon it has declined 1.8%.

To achieve these recruitment and enrollment successes, the Offices of Financial Aid, Admissions and
Enrollment Services collaborated to revamp their processes and procedures.

The Office of Financial Aid increased its visibility by adjusting hours of operation and tabling in
numerous locations across campus, thereby allowing students access to on-the-spot financial aid
information. Financial Aid staff now offer award letters during recruitment events, which leads to
conversations that are more meaningful with prospective students regarding financial literacy. They
also improved communication with students through the implementation of CampusLogic, a software
system that streamlined and expanded mobile access to financial aid information and by creating a
social media outlet for students to stay connected to all things related to their financial aid. Moreover,
SOU increased tuition assistance in 2017 from $3,500,000 to $4,000,000 and directed that additional
aid to the most economically vulnerable students.

Similarly, the Office of Admissions has redesigned and expanded outreach to high school counselors in
Oregon to highlight SOU programs that provide increased accessibility and affordability to students. The
Jackson-Josephine Pledge allows students who graduate from high schools in these two counties the
opportunity to obtain a Bachelor’s degree in three years and at a reduced tuition rate, resulting in less
overall student debt. The university has also increased the number of high school visits within Jackson
and Josephine counties to develop closer ties with local high school counselors. Admissions specialists
can now connect with counselors to discuss the TRIO and bridge programs that are designed to provide
additional support for at-risk student populations. “Bridge at SOU” is a reduced-cost, first-year-cohort
based program for promising underrepresented and first-generation Oregon high school students who
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might not otherwise attend college. High school principals across the state nominate students
according to a set of criteria. All new Bridge students receive mentoring from former Bridge students,
and all are guaranteed jobs on campus. SOU’s Bridge Program began in 2015 as a pilot program with 15
students, has had a full cohort of 30 students for each of the past two years, and will expand in 2018 to
accommodate 50 students. The results from a predictive analytics system that looked at these Bridge
students determined that approximately 50% of them would not retain at the same level as the rest of
the first-year cohort. In fact, 71% of them did indeed retain, providing strong evidence as to the efficacy
of the program. Additionally, academic indicators for Bridge students — such as retention rate, Fall GPA
and credit load — match or exceed those of all first-year students despite their high probability for low
scores within these academic measures. The retention rate for Bridge students was 71.5% compared to
72% for all first-year students. The Fall GPA for Bridge students was 3.13 vs. 3.08 for all first-year
students, and Bridge students carried an average of 15.9 credits versus an average of 14.3 credits for all
first-year students.

The Admissions Office also redesigned its website and expanded its use of social media to facilitate
better overall communication with prospective students. Admissions also offers application workshops
in the local area and brings high school counselors to campus so they can experience SOU’s culture first-
hand.

To better attract and serve transfer students, SOU added visits to community colleges and developed
marketing materials for this particular population. The new "Raider on the Spot" program allows
students to obtain all required documents for admission before they visit campus, and then receive
notification of their admission status before departing campus. The Admissions Office has also hired a
Portland-based recruiter, as well as Latino and Native American recruiters with ties to their respective
communities.

Pathways for Underrepresented Students

SOU provides access and support for pre-college students from minority communities in the region.
These pathway programs now contribute over 18% to SOU's overall enroliment headcount of
undergraduate, degree-seeking students. Listed below are several of SOU’s most successful diversity
programs and initiatives.

e Academia Latina is a weeklong summer program for Latino Students who have completed 7th,
8th, and/or 9th grades. Students who participate in this program become familiar with the SOU
campus and learn more about the possibilities of attending college.

e Latino Family Day is a program for Latino high school students and their families to learn about
the college admission process at Southern Oregon University. Participants engage in campus
tours, attend sessions on the application processes for admission and financial aid, receive
advice on how to write admissions essays, and interact with a panel of students and faculty
members.

e Pirates to Raiders serves Hispanic students from grades 8 to 12 in the Phoenix-Talent School
District. This program fosters a partnership with the students, their families, the school district
and Southern Oregon University. Students who successfully complete the program are offered
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admission to SOU. Because of the demonstrated success of this program, SOU has replicated it
at two schools in the Medford School District.

Cesar Chavez Leadership Conference is a one-day event held on campus for several hundred
Latino high school students. These students work with SOU faculty, staff, students and members
of the community to address contemporary issues and receive educational opportunities
beyond high school, including attending workshops on leadership and community engagement.
Konoway Nika Tillicum (‘All My Relations’ in Chinook) is an academic and cultural support
program for Native American students who have completed grades 6-12. Konoway is a yearlong
academic monitoring program culminating in a residential, eight-day summer academy for 40
Native youth. SOU faculty and staff in the Native American Studies program developed
curriculum for this popular program.

As a result of these pathways and other efforts, the number of students of color applying to and
attending SOU has increased 26% from Fall 2013 to Fall 2017 and now account for 25% of the total
degree-seeking student body.

Improved Retention Rates

As a direct result of the $1,200,000 SOU received to invest in student success initiatives during the
2015-17 legislative session, and the reallocation of funding throughout academic and student affairs,
the university experienced a 4% upward swing in overall retention rates. The following programs
contributed to this success:

Innovative Approach to Advising and Career Preparation

The university recently restructured the way it provides academic advising and career services,
moving away from a centralized, single-site model, to a decentralized one that places Student
Success Coordinators in each of the academic divisions. SOU initially piloted this approach in the
Division of Social Science in 2016 and found that it greatly enhanced student persistence. To
replicate this success, SOU hired a Student Success Coordinator within each academic division
for Fall 2017. These individuals provide advising, degree evaluation, and other forms of
assistance using the DegreeWorks software system. They are able to track students’ progress
from admission through graduation, and they collaborate with other programs to provide “wrap
around” services that help students succeed academically and prepare for employment after
graduation.

Mental Health Services

SOU added a Case Manager in the Office of Student Support and Intervention and a Mental
Health Counselor in the Student Health and Wellness Center to better support students who
struggle with mental health issues.

Support for Sight-Impaired Students

Staff from the Offices of Disability Resources, Human Resources and Information Technology are
making the SOU website more accessible to sight-impaired individuals, and biology and
chemistry faculty are collaborating with Disability Resources to develop better accommodations
for sight-impaired learners in science laboratory classes.
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e Predictive Analytics
In order to proactively identify students who may be at risk, SOU developed a system of
predictive analytics and data analysis. By using this system, SOU can help students before they
have trouble.

e Reduced Costs for Regional Students
In AY 2015-16, SOU established the Jackson-Josephine Pledge. Students who live in Jackson and
Josephine counties and who have demonstrated academic success may enroll in designated
programs at SOU at a lower tuition rate and graduate in three years. Of the 11 students who
enrolled in Fall 2016, 100% persisted to winter and spring 2017, and 91% retained to Fall 2017.
This past Fall, 15 students enrolled in the Pledge, and 100% have persisted to register for winter
2018.

e Curricular Changes
SOU created a reverse-transfer agreement with Rogue Community College that enables students
to move easily between the two institutions, and a Course (Re)Design Academy for faculty who
teach gateway courses with statistically high DFWI rates. To help with persistence to
completion, the university added a number of 1-2 credit courses to traditional offering of 4
credit courses, so that students could incrementally increase the number of credits they take
(between 12 and 16) each quarter. The result was an increase in the average number of credit
hours taken per quarter from 12.3 to 13.2. Students are now taking an average of 88 percent of
the credits needed to finish their degrees in four years.

e Adverse Childhood Experiences Training
SOU collaborated with Rogue Community College to implement a training program for faculty
and staff using the nationally recognized Adverse Childhood Experiences (ACEs) framework.
Neuroscience research now enables us to understand the causal link between chronic exposure
to stress in early childhood, brain development, and resulting psychological and behavioral
adaptations that negatively affect a host of outcomes ranging from educational attainment and
employment to mental and physical health and longevity. Specifically, the ACEs model sheds
light on the lingering effects that chronic exposure to stress, abuse, neglect and other forms of
family dysfunction might have on SOU students.

Collectively, these programs are positively affecting student retention. Overall, retention of all degree-
seeking students has increased from 76.5% to 78.1%, and the retention of first-year students has
increased from 67.6% to 72.1%. Results for underrepresented students are particularly encouraging.
From Fall 2016 to Fall 2017, students of color retained at 79.3% while PELL recipients retained at 80.5%.
First generation students retained at 80.1%, and students from rural communities retained at 81.7%.
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Stable Enrollment

In a time of steadily decreasing enrollment throughout Oregon and nationwide, SOU has managed to
stabilize and even grow its enrollment. Although the Great Recession caused a temporary increase and
subsequent decrease in SOU’s enrollment, overall headcount has increased from 2007 to 2017 by 23%
and overall FTE has increased 14%.

As shown in the following chart, during the last five years, enrollment has fluctuated slightly — but
again, both headcount and FTE are greater in 2017 than in 2013.
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Increased Degree Completion

All of the aforementioned initiatives have increased student success. Even though a large number of
SOU students work one or two jobs while attending SOU — often making it difficult to graduate in four
years — the university is seeing more students attain their bachelor’s degrees. Last year, SOU awarded
860 bachelor’s degrees, which represents 22% of the university’s total degree-seeking undergraduate
student body. Total bachelor degrees awarded increased by 8% last year while bachelor degrees
awarded to resident students increased by 10%. The most recent five-year average annual percent
change for all bachelor degree awards has been 2.1% indicating a steady growth in degree completions.

National Support and Recognition for SOU’s Work

SOU has become an active participant in national conversations about increasing student access,
success and completion.

e In Fall 2013, Stanford University invited SOU to join the College Transition Collaborative (CTC) -
a four-year research project that includes 18 North American institutions seeking to promote
college persistence and achievement, especially among students from disadvantaged
backgrounds. The focus of this research was to identify which “mindset interventions,”
administered to both incoming first-year students and transfer students, contribute to their
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sense of belonging and increase their tendency to persist and graduate. SOU is in its fourth year
of the CTC and will soon begin receiving findings from the research.

In 2016, the American Association of State Colleges and Universities (AASCU) invited SOU to
participate in the Re-Imagining the First Year of College (RFY) initiative, which is aimed at
ensuring success for all students, particularly those who have historically been underserved in
higher education. The RFY coalition consists of 47 member institutions that are working for
three years with support from the Gates Foundation and USA Funds to develop comprehensive,
institutional transformation that redesigns the first year of college and creates sustainable
change for student success. Due to the success of SOU’s RFY project, AASCU awarded SOU’s
Center for Instructional Support an addition $15,000 from the Gates Foundation. This funding
will support faculty as they incorporate active learning strategies and other high-impact
practices into these courses.

SOU staff and faculty have presented student success initiatives — such as Bridge at SOU and the
Academic Reorganization (see item /V below) — at numerous national conferences over the past
several years. The university will do so again at the upcoming 2018 AASCU winter meeting,
where SOU will demonstrate its new approach to advising and career preparation.

Page 9 of 28



Il. Can the savings expected in the Retrenchment Plan be realized, and has the institution made the
operational and strategic decisions to be well positioned if or when tuition or state appropriations dip

once again?

Through deliberate and disciplined management, SOU exceeded the savings expected in the
Retrenchment Plan by 18%.

SOU improved the efficiency of its operations through a combination of cost-containment measures,
intentional enrollment growth and strategic decision-making. The result was significant cost savings
that exceeded the retrenchment plan’s targets by $2.5 million, or 18%. Over the entire three-year
period of retrenchment, SOU saved a total of $16,500,000 (Appendix II).

SOU committed to several actions by signing the Southern Oregon University Retrenchment Plan in
March 2014. The immediate objective was to bridge a shortfall through a series of fund-balance
transfers, measures to achieve one-time savings, and other quick improvements to the Education and
General Fund balance. A longer-term objective was to create sustainable efficiency and effectiveness
through operational changes at SOU, supporting both student success initiatives to improve
recruitment and retention, and an increased Education and General Fund balance. The university
achieved both its short- and long-term objectives.

One-time savings. The university sought to address its immediate deficit through a series of effective
but temporary measures. Excess auxiliary and other fund balances were transferred into SOU’s
Education and General Fund, exceeding the targeted savings by 7%. Furlough days negotiated with
faculty exceeded targeted savings by 8%, and furlough days imposed on unclassified administrators
more than doubled the targeted savings. SOU increased the assessment rate it charged auxiliary
operations to compensate for administrative overhead, exceeding targeted savings by 15%. In all, the
one-time measures surpassed savings goals by a cumulative 11%.

Permanent savings. SOU was able to achieve even greater savings through a series of permanent
measures, surpassing savings targets by a combined 26%. The university reorganized its academic
structure from three cumbersome schools to seven manageable divisions and reduced several
unclassified administrative, classified staff and faculty positions, exceeding targeted savings by 39%.
Improvements in faculty loading efficiency enabled savings on term-to-term adjunct faculty that was
more than 200% greater than the target. The elimination of academic programs, streamlining of
curricula, more efficient course scheduling and more effective use of faculty time resulted in faculty
retrenchments of 48 FTE (including tenure track positions), which exceeded targeted savings by 26%.
The retrenchment plan called for the elimination of an additional 10 FTE faculty positions through
unidentified faculty retirements during the course of the plan. The university has achieved 92% of these
saving, or eight FTE faculty retirements. Additional retirements were not sought because higher-than-
anticipated enrollments required the maintenance of those faculty positions.

Pro forma and fund balance recovery. Through savings and a combination of operational and strategic

decision-making, SOU has improved its fund balance from a low of 2.1% to a projected 13.4% for the
current fiscal year. The university continues to project conservatively, but its interactive financial pro
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forma allows budget staff to model a variety of “what-if” scenarios through the current and next two
biennia (Appendix IlI).

As the university budgets for the coming years, it relies upon a series of cautious assumptions that
assure conservative forecasting of revenues and expenses as follows:

state funding in line with HECC projections, as provided in the SSCM model;

tuition increases of less than 5% annually through 2021;

conservative enrollment projections based on recent trend data and investment in recruitment
and retention strategies;

salary increases based on current contracts and projected inflationary pressure;

no growth in the number of full-time faculty, with enrollment increases accommodated by term-
by-term adjunct faculty, per Academic Resource Modeling;

no growth in the number of full-time, ongoing administrative or classified positions;

Other Payroll Expenses (OPE) based on current expectations for biennial PERS and PEBB rate
increases;

and, an annual growth in other direct expenses that is in line with trend analyses.

Strategic management of operations. SOU has greatly improved its ability to manage its operations
strategically through a combination of operational metrics in academic resource management and cost
containment, improved oversight of the budgeting process and position control, and the ability to
forecast accurately the financial impacts of decisions onto a broader horizon. These processes have
significantly informed the decision-making process and improved outcomes for both student success
and the institution’s financial strength. The result has minimized the effects of enroliment variability
and stabilized strategic operations.
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Ill. Has SOU made advancements in reducing release time and creating an accountability system to
ensure that the investment in non-teaching faculty time is advancing the institution’s mission and
support student success?

Through the development of a comprehensive and coordinated system of academic resource
management, SOU has increased the amount of time that faculty spend on instruction and ensured
more equitable workloads across the faculty.

During AY 2012-13, faculty time assigned to non-instructional duties (i.e., “release” time) was indirectly
calculated using course history data to determine actual teaching time, and then subtracting this time
from the total expectation of faculty workload based on FTE. The difference was identified as the total
faculty non-instructional time. Using this formula, non-instructional time was determined to be 31% of
total faculty time.

Recognizing the need to improve the effective use of faculty time and create a system of accountability,
in AY 2013-14 the Provost created a new position — the Associate Vice President for Academic Resource
Management — to closely manage and track faculty workload. To understand better how faculty
members were spending their time, the Associate Vice President created a Faculty Loading Report. This
report enables the management of overloads and underloads and more effective monitoring of the
time faculty members spend on non-instructional activities. As a result, the time faculty members
spend on non-instructional activities has decreased by 10% (from 31% of their time to 21% of their
time). The charts below show this increase in efficiency.

Faculty Time Faculty Time
Academic Year 2012-13 Academic Year 2016-17
Calculated ELU from course history Actual ELU managed assignments

Source: Academic Workforce Analysis conducted during Program Prioritization Process Source: AVP for Academic Resource Management - Faculty Loading Report

Furthermore, the new Faculty Loading Report specifically categorizes the types of non-instructional
work faculty members do. In the AY 2016-17 chart above, the 21% of non-instructional time included
5.2% in administrative duties such as serving as a chair of an academic program, 10.9% in contractually
mandated scholarship and service for professorial faculty, 1.7% for sabbatical leave, and 3.1% for other
items such as programmatic assessment and federally mandated Family and Medical Leave.

A new software system, Activity Insight, also makes it easier for faculty members to document their
work and achievements and for administrators to understand those contributions. Activity Insight is
automatically populated with course history and non-instructional assignments taken from the Faculty
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Loading Report. Faculty members then create annual reports documenting all their activities — teaching,
research and scholarship, and service to the institution. Peers and supervisors also enter their reviews
of faculty performance into this system, whether for annual reviews or for tenure, promotion, or
sabbatical and professional development, thus ensuring timely and comprehensive evaluations of
performance.

These tools and related processes have allowed SOU to address the need for transparency and
accountability regarding faculty time and productivity.
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IV. Are SOU'’s efforts through the retrenchment process effectively constraining cost increases? Do the
newly created Division Directors have the tools and authority necessary to be effective?

The management tools put in place during retrenchment and the Academic Reorganization have
improved efficiency and increased the institution’s net return.

The 2014 Academic Reorganization provided academic leadership with the tools and opportunity to
manage the academic enterprise efficiently and effectively. Through the careful management of course
offerings and constant monitoring of faculty activity, Division Directors and the Office of the Provost
have been able to keep instructional expenditures flat while total revenue and therefore institutional
net return has increased.

The Academic Division Directors and the Office of the Provost use the following management tools and
processes:

e Administrative Release Document. Administrative reassigned time is now determined centrally
through the Provost’s Office during the planning process for the upcoming academic year.

e Course Budget Planner. This planner has been refined to give more insight into a program’s plan
for the upcoming year. Each program submits a planner, which projects student credit hours,
proposes faculty assignments and creates a budget request. An iterative process of review with
the Provost’s Office aligns programmatic needs with fiscal constraints.

e C(lass Size Management. The Course Budget Planner also allows programs to propose yearlong
schedules of courses and projected enrollments. Through the iterative process of review with
the Provost’s Office, academic administrators can identify courses with low or inflated projected
enrollments proactively before courses are scheduled. Although offering a schedule of courses
with a high probability of appropriate enrollments is ideal, the university also runs reports each
term indicating courses with low enrollments. During the last weeks of an academic term,
academic administrators cancel low-enrolled courses and reassign faculty members.

e Academic Cost Analysis. This analysis was modeled after the Delaware Cost Study, a national
study that analyzes and compares instructional cost and productivity across institutions of
higher education. SOU replicated the methodology and applies the analysis to programs and
offerings on an annual basis. The report allows the university to track institutional costs over
time and make strategic choices about program viability and faculty hires within each program.

e Faculty Loading Report. This report is probably the single most beneficial management tool that
SOU has recently created. It accounts for faculty time for ongoing and adjunct yearlong faculty.
For example, the amount of time reassigned to non-instructional activities can be calculated,
and specific activities (e.g., chair release, sabbatical, advising, and leave with pay mandated
through the Family and Medical Leave Act) can be identified. This report also aligns the loading
for a course with the associated number of students and student credit hours. The report is used
to pre-load information into the Activity Insight software program for faculty reporting, and is
instrumental in the Academic Cost Analysis.
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e Faculty Reporting. Activity Insight is used for promotion and tenure review and Faculty
Professional Activity Reports (FPARs). Faculty self-report through the annual FPAR, outlining
accomplishments related to teaching, service and scholarship. Sabbatical reviews and reporting,
colleague evaluations and chair evaluations of probationary faculty members have been
migrated to Activity Insight.

e Clarification of Performance Expectations. SOU has posted performance expectations for all
academic programs outlining acceptable, preferred and exceptional categories for teaching,
service and scholarship. These serve as the benchmarks for promotion and tenure.

e Faculty Tracking Document. For each faculty member, this document records information such
as contract type, date of last evaluation, anticipated date of upcoming evaluation and date
eligible to promote, so that programs with upcoming evaluations needed and missing
evaluations can be alerted.

e Data Access. The Office of Institutional Research manages and delivers a data-rich display of
program-level metrics such as the numbers of majors and degrees conferred, SCH generated,
faculty FTE, course fill rates, course completion rates, and average class size — all essential
elements for determining the allocation of resources across programs.

The processes identified above are interrelated and give the institution the ability to manage resources
at an unprecedented level. As a result, SOU has seen significant gains in efficiency. For example, the
university was able to decrease the number of low enrolled courses by 57%, from 45 in Fall 2012 to 20
in Fall 2016. Academic programs have also been able to increase the average class size for lower
division courses from 29.8 in Fall 2012 to 31.8 in Fall 2016. The combination of the decreased number
of low enrolled courses and increased average class size for lower division courses has increased overall
average class size from 24.8 in Fall 2012 to 26.3 in Fall 2016. The Provost’s Office, in consultation with
the Division Directors and program chairs, now manages course scheduling and class enrollments to
ensure increased predictability of course offerings for better student access. Management of low
enrolled courses is just one example of improved efficiencies. The tools mentioned above, combined
with diligent management efforts, have contributed to an increase in the institution’s net return.
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V. What criteria or decision framework does SOU use to determine what it should or should not offer,
and how does it define its niche within Oregon?

SOU has transitioned from a standard five-year program review process to continuous monitoring of
program relevance and efficiency.

Prior to retrenchment, SOU used a standard five-year self-reporting procedure for reviewing academic
programs. In addition, SOU conducted focused studies including an institutional capacity study,
program prioritization, and the OUS commissioned Delaware Cost Study. SOU now monitors program
efficiency continuously with annual assessment reports and feedback from accreditation evaluators.
The graphic below depicts how the decision-making framework has evolved over time.

AY2012-13 AY2013-14 AY2014-15 AY2015-16 to present and beyond

*Retrenchment cuts

Program Retrenchment +Cost containment while
Prioritization managing increasing enrollments :>

Capacity [ +Strategic planning
Study demi *Program review

Delaware Academic +Annual instructional cost and productivity analysis
Study Reorganization +Investments informed by Strategic Plan

SOU began using this approach to determine changes to academic programming in AY 2015-16. In
recent years, SOU reallocated and leveraged faculty positions and other resources to create the
following new programs: Master’s Degree in Outdoor Adventure and Expedition Leadership, Bachelor’s
Degree in Healthcare Administration and a Wine Business Certificate. In April 2018, SOU will begin
offering a fully online MBA designed for adult learners. Going forward, the strategic plan and ongoing
assessment will guide decisions about resource investment across the university.

SOU—Oregon’s University for the Future

SOU recently completed an iterative, transparent and collaborative strategic planning process that
clarified SOU’s institutional values, formulated new mission and vision statements, and identified seven
strategic directions (Appendix I). The SOU Board of Trustees approved these documents in November
2017. The Board also approved three institutional core themes that will define mission fulfillment,
accreditation requirements of Northwest Commission on Colleges and Universities.

SOU used its planning process to look boldly into the future. It will successfully compete with other
institutions through its commitments to inclusivity and sustainability, a transformed curriculum and
pedagogy, service excellence, sound financial management and strategic investments, the embrace of
evolving technologies, and purposeful engagement with the employers and citizens of the Rogue Valley.
Rather than adopting a particular programmatic focus, SOU will be nimble and agile, preparing its
learners and its region for an ever-evolving, unpredictable future.
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Appendix |

Mission, Vision, Values, & Strategic Directions

A. New mission

Southern Oregon University is a regionally-engaged learning community committed to being the
educational provider of choice for learners throughout their lives.

We inspire curiosity and creativity, compel critical thinking, foster discovery, and cultivate bold
ideas and actions.

We achieve student success, professional preparation, and civic engagement through service
excellence, evolving technologies, and innovative curriculum.

We foster access, equity, inclusion and diversity in thought and practice.

We prepare our learners to be responsible, engaged citizens in our democracy.

We promote economic vitality, sustainability, cultural enrichment, and social well-being in our
region, the state, the nation, and the world.

B. New vision

Southern Oregon University will be an inclusive, sustainable university for the future that guides all
learners to develop the knowledge, capacities, and audacity to innovate boldly and create lives of
purpose.

C. New values

The well-being and success of all learners.

Critical thinking, discovery, and engaged learning.
Equity, diversity, and inclusion.

Creativity and collaboration

Excellence, continuous improvement, and accountability
A healthy, safe, and civil campus

Economic vitality and environmental sustainability.
Improving our community, region, and world.

D. New strategic plan with specific strategic directions

1.

w N

No vk

SOU will transform its pedagogy and curriculum (how and what it teaches) to enhance the
success of its learners and graduates.

SOU will become an employer of choice and provide excellent service to all of its constituents.
SOU will actively model an environmentally sustainable campus and engage in collaborative
research to promote an ecologically resilient bioregion.

SOU will create a diverse, equitable, inclusive community where learners flourish.

SOU will maintain financial stability and invest for institutional vitality.

SOU will develop physical and virtual environments in which all learners can thrive.

SOU will be a catalyst for economic vitality, civic engagement, and cultural enrichment through
ongoing collaboration with local, state, national, and global partners.
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Retrenchment Reduction Distribution

Southern Oregon University Final Retrenchment Plan: Projected targets vs. Achieved results

Appendix Il

Retrenchment Savings Analysis

Fri4 FY15 FYl6 FY17 FYis Total FTE
Target Achieved Target Achieved Target Achieved Targat Achieved Target Achieved Targat Achieved Target  Achieved

Dne-Time S2yings
Fund Transfers 3,000,000 2,506,003 3,200,000 2424516 - 1,700,000 - - 6200000 5,530,700
Faculty Furlough Days - - 253,000 273,638 - - - - 253,000 273,638
annual Assessment Savings [Aux and Des Ops) - - 300,000 268176 300,000 376249 300,000 323,589 300,000 411061 1,200,000 1,379,076
administrator Furlough Days 94000 250835 84000 137,114 - - - - - - 133,000 388,050

Total One-Time Savings 3004000 2,757,028 3,847,000 3,103,544 300,000 2,076,249 300,000 323,580 300,000 411,061 7,841000  B,671,472
Permanent Savings
Academic Reorganization 227,000 1,351,343 B54,000 139,228 - - - - - 1,081,000 1,501,177 19.25 16.25
Assumed Retirements - - - - 316,000 162541 316000 224,833 316,000 480,996 943 000 868,360 10.00 E.00
Term-by-term Adjuncts - - 100,000 324,003 - - - 100,000 324,003 3.31 12.00
Undergraduate Studies - - - - 124 000 121415 152 000 76,335 - - 276,000 197,751 4.00 267
Business, Communication, & the Environment - 135,185 160,000 181,407 145000 253,205 45,000 85,991 75,000 48,954 426,000 704,743 5.45 6.55
Education & Health - - 244 000 433622 225 000 405 447 174 000 62,625 111,000 - 757 000 904 685 816 8.1
science, Technology, Enginesring, & Math - 84,384 27E,000 416955 430,000 241363 161000 329,267 37,000 40,327 906000 1,112 506 9.39 10.17
center for the Arts - 30,560 122,000 155967 160,000 183259 63,000 79,368 &E, 000 16,102 413,000 465,256 5.28 433
Language and Culture - 2B, 480 14,000 57,171 95,000 191423 198,000 281,778 53,000 46,554 361,000 605,411 366 5.10
social Sciences & Public Affairs - 345,504 230,000 249,555 475,000 217,780 151000 211,238 36,000 0,970 802000 1,105,137 10.63 056
Total Permanent Incremental Savings 227000 1,986,162 2,002,000 1,957,908 1974000 1,779,939 1,266,000 1,351.426 695,000 713,904 6,165000 7,789,330 80.18 8a.41
Total Cumulative Permanent Savings 227,000 1,986,162 27220000 3544071 4203000 5,724,009 5460000 7,075,436 6,165,000 7,789,339 6,165000 7,789,330
Tatal Gne-Time + Gngoing [Permanent) savings 3,321,000 4,743,151 6,076,000 7,047,615 4503000 7,500,258 5,765,000 7,399,025 6,455,000 3,200,400 14,006,000 16,450,811

16,557,634 18%

Motes

Annual assessment for Auxiliary and designated operaticns was increasad from 7% to 10% to better reflect true costs of general support within Education and General (E&G). This increased assessment is ongoing.
FTE reductions axperienced through Classified and Administrative position eliminations and faculty reduction through non-backfill of new academic directors.

Additional savings from better budgetary oversight resulting in reduced spending for program direct support costs.

Assumed retirements were projected at 10, however, due to enrollment beyond projections, actual retrenched retirements was not achieved, however, ongoing resource management tactics continue to achieve effidencies and savings
Cespite enroliment growth between 2013-14 and 2014-15, due to better loading and effident use of faculty assets, Term By Term faculty use was decreased.
while outcomes were projected only through Fyis, per the original plan, due to enroliment and required teach outs, the full retrenchment plan now continues through Fy20, with an additional 0.77 FTE and %62k yet to be realized.
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Appendix Il

Budgeted Operations Pro Forma

2015-17 Biennium

2017-19 Biennium

20159-21 Bignnium

2021-23 Biennium
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2015-16 201617 201718 201718 2018-19 2019-20 2020-21 2021-22 2022-23
Actual Actual BUDGET FORECAST| JFORECAST FORECAST| |FORECAST FORECAST] |FORECAST
{in thousands of dollars) {000's) {000's) {000's) {000's) {000's) {000's) (000's) {000's) {000's)
Budgeted Operations -1.3% 1.1% 5.9% 3.6% 5.0% 3.6%
Total State Funding 20,697 21,540 20,304 21,260 21,492 22,767 23,591 24,768 25,669
11.6% 4.5% 5.6% 5.5% 5.3% 6. 6%
Tuition, net of Remissions 34,736 34,111 38,374 38,072 39,768 41,997 44,318 47,131 50,250
Misc. Other Revenue 2,632 3,314 1,937 1,894 1,947 1,966 2,009 2,116 2,436
Other Adjustments to Revenue
Total Revenues 58,065 58,966 60,616 61,227 63,207 66,731 69,918 74,015 78,355
Personnel Services 4.5% 4.8% 6.1% 4.8% 6.2% 4.9%
Labor {44,562) [46,264) (32,295) [32,212) (33,615) (35,135) (36,671) (38,337) {40,017)
OPE (17,671) (16,123) {17,039) {18,608) {19,566}' {21,494}' {22,718)
Net Personnel {44,562) [46,264) (49,966) (48,335) {50,654) (53,743) (56,337)) (59,830)) {62,735)
1.5% 2.0% 3.0% 3.0% 3.0% 3.0%
Total Supplies and Services {9,271) {9,101) {9,150) (9,240) (9,424) (9,707) {9,998) {10,298) {10,607)
Total Expenditures (53,833) [55,365) (59,115) [57,575) (60,078) {63,450) {55,335}' {?0,128}' {73,341)
Met from Operations and Transfers 4,232 3,599 1,500 3,652 3,129 3,281 3,583 3,887 5,013
-0.1% 3.9% 2.1% 7.8% 9.2% 7.9%
Met Transfers {2,103) (2,266) (2,203) (2,264) (2,353) (2,567) (2,768)] (3,023) {3,260)
Change in Fund Balance 2,129 1,333 (703) 1,388 776 714 815 865 1,754
Fund Additional (Deductions) (1,365)
Beginning Fund Balance 4,759 6,876 6,845 6,845 8,232 9,008 9,722 10,538 11,402
Ending Fund Balance 6,876 6,845 6,141 8,232 9,008 9,722 10,538 11,402 13,156
% Operating Revenues | 11.8%| | 11.6%] 10.1% 13.4% 14.3% 14.6% 15.1% 15.4% 16.8%
Retrenchment Plan | 7.8%] | 10.2%| | 11.0%] 11.0%



Appendix IV

Audited Financial Statement

The 2017 annual financial report can be found on the SOU website at the following URL:

https://inside.sou.edu/assets/bus_serv/docs/accounting/SOU_financial_report_2017 _v2_- Final.pdf

SOUTHERN
OREGON
UNIVERSITY

2017 ANNUAL
FINANCIAL REPORT
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Appendix V
Trend Analysis of Selected Ratios

Primary Reserve Ratio
Measures the percentage of 12 months SOU could operate without additional revenue

30%

26%

20%

10%

0%
2013 2014 2015 2016 2017

Since Fiscal Year 2014, the expendable net position, or reserve, has grown well in excess of target due to increased
self-generated revenues (9.1% increase since FY14) and increased state support (55.5% increase since FY14) while
keeping expense growth as low as possible (2.4% increase since FY14). The HECC conditions report benchmark is
greater than 7%.

Debt Burden Ratio

Measures the relative cost of borrowing to total operating expenses, below target is better

5%

4.3%
4%
3%

2%

1%

0%
2013 2014 2015 2016 2017

With the change in accounting when OUS dissolved at the end of FY14, SOU became responsible for directly paying
an increased amount of bond debt. Additionally, SOU had increased bond debt payments for the Dining Hall in FY15
and Student Recreation Center in FY17, leading to a slight growth in the debt burden ratio. However, the ratio
continues to remain well under the HECC conditions report benchmark of less than 7%.
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Contribution Ratios
Measures the percentage of expenses covered by the available resources indicated

Self-Generated Revenues State Appropriations

60%

~ - 60%

0,
40% 40%

0,
20% 20% /

0%

0%

2013 2017 2013 2017
-709
20% 0%
Non-Operating Revenue (Contribution to) Use of Fund Balance
60% 60%
40% 40%
20% 20%
0% 0%
2013 2017 2013 2017
-20% -20%

The increase in self-generated revenues and state support since FY14 has allowed SOU to use a decreasing amount of
fund balance to sustain operations, flipping to a small contribution to fund balance in FY17.
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Current Ratio
Measures the percentage of current liabilities SOU could pay off immediately using current assets
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The substantial increase in FY17 is due to $11M in XI-F bond receivables from the state for the Student Recreation
Center moving to current assets as the project is expected to finish within the next year. Removing the effects of
construction, the current ratio would be 110%. SOU shows a clear trend of increased current ratio in the past three
years, though the HECC conditions report benchmark is greater than 200%.

Page 23 of 28



Appendix VI

Retrenchment Metrics and Enrollment Analysis

SOU entered into “Retrenchment” beginning in AY 2014-15 because of a low fund balance at the
close of fiscal 2014. The retrenchment plan included a reporting process to track institutional
efficacy as it related to the progress toward building back that fund balance. SOU's leadership, in
consultation with the Oregon University System’s office (OUS) and the State Board of Higher
Education (SBHE), identified a set of metrics, and created a reporting cycle for demonstrating
progress and accountability. The metrics included five main categories of high-level composite
benchmarks, each with a detailed set of sub-categories. These served to provide a progress report
during the years of retrenchment.

The charts on the following pages depict these high-level categorical metrics and include both the
targeted values established in the plan as well as the actual value achieved and verified by certified
end of term enrollment data with the HECC.
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Summary of SOU’s Retrenchment Metrics — Targets vs Actuals
Academic Years: 2014-15 through 2016-17

Headcount Enrollment

7,000
6,000
5,000
4,000
3,000
2,000
1,000

Fall 14 W'lnster Spring 15 Fall 15 W'1”6ter Spring 16 Fall 16 W'ln;er Spring 17

OTargets| 6016 5761 5005 5950 5698 4950 5962 5709 4960
W Actuals 6245 5835 5104 6242 5911 5132 6098 5811 4997

O Targets M Actuals

As shown above, the targets for total enrolled headcounts were exceeded in every quarter of all three years of the
retrenchment plan. It should be noted that headcount enrollment did not have any sub-category divisions, only total
overall institutional headcount.

FTE Enrollment

5,000
4,000
3,000
2,000
1,000
Fallia | VINer o oing 15 Fall1s | VINter o ring 16 Fallte | VN ooring 17
15 16 17
DTargets 4262 4046 = 3679 4214 4001 = 3639 4222 4009 = 3646
WActuals 4356 4082 = 3769 4413 4193 3830 4301 = 4109 = 3753

@ Targets M Actuals

As shown above, the targets for total enrolled FTE were exceeded in every quarter of all three years of the
retrenchment plan. However, when analyzing the sub-categories of non-resident student FTE SOU exceeded the targets
by large margins but this was at the expense of missing established targets for resident student FTE.
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Undergraduate Retention

100.0%
80.0%
60.0%
40.0%
20.0%
.0%

OTargets 77.0% 70.0% 78.0% 71.0% 79.0% 72.0%

W Actuals 77.1% 72.7% 77.1% 72.8% 74.6% 71.9%

AllUGs  All New UGs AllUGs  All New UGs AllUGs  All New UGs

fall 13 to fall 14 fall 14 to fall 15 fall 15 to fall 16

O Targets @ Actuals

Retention remains to be a difficult metric for the university to improve. Results shown above of all admitted undergraduate fall-to-
fall retention are mixed. The sub-categories of new first year student retention, new transfer student retention, and first to third
year retention of these cohorts was shown to also be highly variable when measured against established targets.

Admissions Funnel

5,000

4,000

3,000

2,000

1,000

OTargets 3588 2760 1220 3638 2799 1265 3718 2860 1321

BActuals 3961 3105 1438 4302 3367 1501 4076 3186 1378
Apps Admits  Enroll Apps Admits  Enroll Apps Admits Enroll

Fall 2014 Fall 2015 Fall 2016

[J Targets W Actuals

The chart above shows totals in all sub-categories that were defined for the Admission Funnel metric were exceeded. These
sub-categories included admission applications, applications resulting in admitted status, and applications that matriculated
(actually enrolled) to the institution.
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Low Enrolled Classes

60
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_ Fall 14 Winter 15 Spring 15 Fall 15 Winter 16 Spring 16 Fall 16 Winter 17 Spring 17

O Targets 47 48 50 42 43 46 37 39 42
W Actuals 25 49 48 28 37 41 20 18 33

O Targets M Actuals

Targets for low enrolled classes within all sub-categories for all academic years of the retrenchment plan were
exceeded, meaning there were fewer low enrolled courses than expected, with the exception of only a couple quarters
where low enrolled courses were just one or two away from established targets.

Average Class Size

30
25
20
15
10
5
- Fall 14 Winter 15 Spring 15 Fall 15 Winter 16 Spring 16 Fall16 Winter 17 Spring 17
OTargets 25.3 24.5 23.9 25.8 25.0 24.4 26.3 25.5 24.9
W Actuals 27.1 25.2 24.5 26.5 25.0 24.3 26.3 24.8 24.8

O Targets M Actuals

Targets for average class sizes within all sub-categories in AY 2014-15 were exceeded. This was also true In AY’s 2015-16
and 2016-17 except a few terms when upper division classes missed their targets by very small margins.
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Faculty Loading
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OTargets 0.0% 83.0% 83.0%
W Actuals 82.4% 85.2% 84.6%
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*No targets est. in 1st yr of retrenchment. OTa FgetS B Actuals

Faculty loading targets were exceeded in AY 2015-16 and 2016-17. During the first year of the retrenchment plan targets could
not be established due to a lack of historical tracking of faculty time granted as release from teaching expectations. In that year
the Provost’s Office implemented a faculty loading tracking system that allowed for future target setting and for close
monitoring and control of faculty release.
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