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About (visit his website for articles, blogs, and videos on strategy)

Paul is one of the foremost higher education thought leaders and strategists. With 20 years of
experience as a professor, researcher and consultant at UNC CH and Indiana University, Paul
understands how public education really works and how it should change. His former experience as a
consultant with PwC (earned CPA and CMA designations as ) and McKinsey (including projects in
public higher education) round out additional relevant experience. He has also served as a Trustee at
Saint Francis University and the Board Chair at Saints Francis and Clare Church in Greenwood, Indiana.
He has an MBA and Ph.D. from UNC Chapel Hill.

For the past 10 years, Paul has been researching best practices strategic resource allocation in higher
education, presenting at international conferences, and co-founded ABC Insights, a premier higher
education benchmarking consortium that was acquired by HelioCampus. Over the past 24 months,
Paul has authored 22 articles in the Chronicle of Higher Education and InsideHigherEd on strategies
for change in higher education for surviving the COVID crisis and positioning universities for the long-
term (over 500K views/downloads). He has also conducted many strategic planning projects and
board retreats for universities, not-for-profit entities (including the Marines), and corporations
(including The Biltmore Estate). He has written two best-selling books on team problem-solving (The
McKinsey Mind and The McKinsey Engagement) and is an award-winning teacher of strategy and
consulting for undergrads, MBAs, and Executives. He created a year-long board workshop series for
AGB.
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Importance of Multi-Year Forecasting \\_\&
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Reasons for Multi-Year Forecasting

About 30% of all higher education institutions were running operating

deficits even before the effects of COVID on enrollments, other revenues,
and addifional expenses.

We need 1o recognize that universities have been banking on contfinually
increasing tuition and enrollments o address the financial issues, but they will
notl Only through fiscal discipline and longer-term redlistic financial
forecasting will we be able to address the underlying operating model
challenges in our sector.
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Reasons for Multi-Year Forecasting (continued)

« Maijor strategic moves such as academic program portfolio changes,
mergers/affiliations, and new building investment have a natural analysis
period of 3 to 10 years.

 Deciding whether to move forward with a new initiafive should include
assessing how it fits the institution’s strategy as well as how it impacts the
financial model. These are the kinds of discussions that boards and
cabinets should be having, rather than conversations about shorter-term

operationalissues.

* Itis also a better use of a talented Board of Trustees, as many of them likely
have experience with multi-year planning exercises as they are quite
common in business sectors.

Source: https://www.highereddive.com/news/moodys-lowers-higher-ed-outlook-to-negative-amid-coronavirus-crisis , Dr.Pau riga, Paul N Frigo 2023 6
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Key Success Factors for Multi-Year U oo,
Forecasting

1. Review historical numbers and baseline projections moving forward

2. Create base, best, and worst-case scenarios of how things may
develop

3. Assess the potential financial impact of the new planned strategic
initiatives over the forecast period
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Wesleyan Higher Education

Example: University XYZ (Hypothetical Small Public Institution) — Multi ”Boafdof""sreescmfefe"ce
Year Expenses & Revenues
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Example: University XYZ (Hypothetical Small Public Institution) — Multi- "BoardofTwsteesconfefe"ce

Year Implementation Plan

Priority 1: Create a compelling vision around student
success, personalized education, and athletics

Priority 2: Grow research in high-impact disciplines

Priority 3: Expand external partnerships

Objective 3.2: Objective 3.3:
- - - Objective 3.1: Strengthen Launch New
Objective 2.1: Objective 2.2: Objective 2.3: ) 3 nsthel .
. Develop Modern Relationships Online Program
Develop Research & Create Nursing . . . .
. . Pedagogies and with Employers, with Community
Academic Plan Innovation School . g
Offerings Alumni, and Colleges
Partners Nationwide
q a9 ot Conduct market q q
At d1v15{0ﬂ5 Examine student Benchmark athletic Prioritize research SHIG: st i analysis of target Expa.n @ q Builc busme{ss plan
oty and colleges in p Launch research stakeholders and g partnerships with for expansion of
Initiative 1 ot q enrollments, programs and areas and redesign qrd o ot student populations, q
university-wide g 5 institutes and grant finalize acquisition employers degree completion
(Yl) . demand, and fit student success faculty incentives A A demand, and . A
strategic refresh q o q writing office target strategic e interested in diverse programs and target
with faculty against peers accordingly o A competitive
effort scoring matrix offerings student graduates markets
Develop multi-year Tl e Invest in athletics Uilemisiyy qugiuiiston I:XES;:‘;‘;;T{:? egrg“gr]:eeyn?];:\lf?st Clrezito sl less
Initiati 2 P muti-y performing . . Create equity fund targets and conduct - 8l engagement; transfer routes with
nitiative strategic : department, Hire additional B . aF offerings; promote in analytics and staff R
programs and invest and incubation due diligence on . . community colleges
(Y2) performance in high market coaches, and new research faculty facilities topscorin inclusive to prepare for in our state and
dashboard & sports D-SC 8 pedagogical comprehensive
demand areas candidates X 3 beyond
techniques campaign
Communicate Develop robust Launch new micro-
e . Share division and reputation for Leverage athletic Create endowment Expand inte atlipon lan. credential, Launch national
retention, programs to target to support researcl commercialization certificates, an nvest in incubator advertising
Initiative 3 college level results ] th mlz (g:;m letg ' i C L i iy sl
(Y3) 8 . graduation, and prospective students and launch and tech transfer  comp . non-degree and SBD offices campaign to expand
3 on an annual basis . . s . g acquisition, and hire 5 g
post-employment nationwide academic journal capabilities T il executive education program
success offerings
Underlying o g g g
Values Student Focused Equity & Diversity Outcomes & Accountability

Source: Dr.

Paul N. Friga

Proprietary and Confidential
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Example: University XYZ (Hypothetical Small Public Institution) — ”?’:3#3%?’%#155?355’3’;%32@
Strategic Investments

4M
4M
3M
3M
2M
2M
1M
$500K

$K

Total Investment = $6,060,000

. Imperative 1: Create

. Imperative 2: Growth

. Imperative 3: Expand

= Revenues

FY 2022 FY 2023 FY 2024

Proprietary and Confidential

Source: Dr. Paul N. Friga Paul N. Friga 2023 10



A performance dashboard can help the board track the "rz“:::s&%';:‘aﬁz’:gfg:;fg;zzce
progress of a strategic plan

Enrollment % Graduate Graduation rate Student to faculty ratio
Low Med Higt W High W Med High Low Med High

New majors New masters programs New workforce certificates % Students Online
ke
- W Med High Med High Low Med Higl ow High

New buildings Residential upgrades New sq. ft. added
&) \

w Med High Low Med High Med High
Endowment Campaign funding Faculty/staff salaries Alumni donations

= ow Med High Low Med High ow Med High ow Med High

Source: Dr.Paul N Friga Paul N. Friga 2023 11
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Example Benchmarking Financials - @

Participants

To make things interesting, I've done a very early look at some key benchmarking
data for your institutions. | used various sources, and some participant institutions’
data were unavailable, so this is for illustrative purposes only.
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Administrative Cost Per Student
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Instructional Cost Per Student
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Student Services Cost Per Student
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Administrative/Instructional Cost Ratio
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This ratio is an indicator of how
much the institution spends on
administration vs. instruction. For
example, a ratio of 0.25 means that
the institution spends 25 cents on
administration for every dollar it
spends on instruction. Note that
data for the latest year may be
provisional and is subject to
revision by NCES.
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Inflation Adjusted Tuition
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Tuition as a Percentage of State Median Household ’ﬂ?:::%%:ﬁ%?:;fe’:::;ﬁz:m
Income
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4-Year Graduation Rates
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Team Discussion
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Multi Year Forecasting - Yo o,
Discussion Questions

o Do you feel as a frustee that you have a high-level
understanding of the finances of your institution?

o Has your board been presented with multi-year
forecasting?

o Do you use a dashboard to have strategic
discussions related to university financese

Source: Dr.Paul N Friga Paul N. Friga 2023 21



