
	  
	  

March 21, 2014 
	  
Colleagues, 
 
As we close winter term and prepare for spring, I am updating you on our fiscal and enrollment 
situations—which are coupled—and providing an overview of the next steps in managing this 
process.  
 
This letter builds on the previous letters from fall (sent November 14) and winter terms (sent 
February 21). While I could have waited to send this out during spring term, I feel it is important to 
convey this information now so we are able to formally begin our planning efforts immediately at 
the start of next term.  
 
First, thank you all for the hard work and dedication to our students that was exhibited during this 
last year with the tremendous amount of ambiguity in our environment. We are dealing with 
significant change: the statewide system of public higher education is going away; we are moving 
to a new governance model that is not yet clearly defined; there are ongoing fiscal constraints 
stemming from a continued decline in state appropriations on a per-student basis; and we must 
implement several key policy and operational changes in light of our fiscal challenges.  
 
We are also seeing significant decreases in student enrollment, both in headcount and credit 
hours and especially in our on-campus numbers. All of this interacts with our leadership 
transitions. Despite these elements, we have remained focused on serving our students as well 
as possible, and we continue to highlight their successes and achievements. This characteristic, 
above all else, signals to others and me the viability and resilience of our University.  
 
As mentioned above, one of the key challenges we are facing is a decline in student headcount 
and the number of credit hours they are taking. This past fall, we saw an actual decline in both 
student headcount and credit hours. As the table below shows, based on our official fall term 
fourth week numbers, we have seen nearly a 7 percent decline in credit hours over the past three 
years and nearly a 1.2 percent decline in headcount over this same period. The most significant 
declines occurred for our on-campus students.  
 
 Fall 2011 Fall 2012 Fall 2013 
Headcount 4298 4208 4157 
Student Credit Hours 42968 43025 39997 
FTE 2905.6 2903.3 2694.1 
 
Though total numbers are important—and more so for future planning—we need to be aware of 
the trends of new students (first time freshmen and transfers) to our University. Our recent trend 
of very robust incoming classes in 2009 and 2010 (i.e., 473 and 461 respectively for first time 
freshmen) along with higher than average retention rates (above 70 percent) fueled EOU’s 
largest enrollments in history, both on and off campus. This trend also is the reason why we have 
had record numbers of graduates these past two years. As most first-time freshmen are on-
campus students, this too has provided for campus enrollments above 2,000 for the first time in 



our history. Below are four graphs that show our first time freshmen, transfer students, retention 
rates and total students since 2008 (all numbers reflect 4th week fall data). 
 

 
 

 
 

 
NOTE: Fall 2013 retention is projected to be 65 percent.  
 



 
 
These graphs demonstrate the upward trend we had in first time freshmen and transfers and their 
immediate impact on enrollments from 2008-2010. While first time freshmen declined in 2011, the 
impact was lessened by the increase of transfer students at the height of the community college 
enrollment boom. Since 2011, we began to see a decline in total students because first time 
freshmen and transfers were not replacing the number of graduates at the same rate, and our 
retention rates were lower than previous years. 
 
As shown below, our freshmen class average over the past three is below 400, with our last class 
being 371, as compared to the 429 three-year average (with our two highest classes in history of 
474 and 463) from 2008-2010. It is also equally important to note the decline of transfer students 
is nearly 100 from the previous year.  
 
 Fall 2011 Fall 2012 Fall 2013 
First-Time Freshman 

Transfer Students 

385 

664 

426 

662 

371 

569 
Total New Students 1,049 1,088 940 
Retention Percentage 71.7 63.6 63.77 
 
This current trend is foreseeable for at least the next two years. Based on current applications 
and demographic trends, we should expect a first-time freshmen class to be between 350 and 
385. Our transfer class of new students most likely will also be lower than last year’s 569, due to 
the declining number of current students in community colleges; however, as the time period for 
transfer applications is just starting, it is too early to make any specific projections, but it is clear 
that this number will not exceed 560, and we need to anticipate it being closer to 500 or our 
normalized average of 525.  
 
In making our enrollment projections, it is important to know that we base these on leading 
indicators that include: number of applications, number of admitted students, a declining yield rate 
based on previous years, demographic data, regional and national trends, timing factors, 
enrollment deposits, housing reservations, course enrollments, and, as they become available, 
retention and graduation numbers. These numbers are analyzed on a weekly basis and our 
projections are updated based on more accurate information as it becomes available.  
 
Projecting enrollment, in particular at regional universities, is not an easy task given the makeup 
of our student profiles, which include many unique variables that are not easily predictable or 
controllable. One of the most significant of these is the lateness, sometimes just two weeks 
before the start of fall term, of when many students make their decision whether or not to attend 
or return to EOU. We have worked hard and implemented strategies to provide inducements for 



our students to make their decision to attend earlier. We are operating, as it pertains to student 
recruitment, with a consumer-driven mentality. Predicting the decisions of individuals based on 
data and our past experiences may not account for sudden and unpredictable changes, and just 
as important to recruiting new students, is the retention of the ones we have. This, too, is based 
on many factors that we control including their personal experiences with faculty and staff, the 
environment within the classroom and campus, etc., and factors beyond our control such as 
family and personal finances, life changes and so forth.  
 
It total, with the data we have now based on our projections of new students, retention at 65 
percent, high graduation numbers, etc., we must prepare for and accept a continued decline in 
next year’s enrollment. The specific amount could be a decline between 5 to 10 percent in 
student credit hours. 
 
Based on our current enrollment and level of expenditures, we are projecting to end the fiscal 
year with a net loss of $1.165 million in operating funds. Last year, we realized a net loss of 
$2.015 million and ended the year with a 1.6 percent fund balance. As you are all well aware, and 
as has been previously discussed in various forums and communications, we have reduced our 
current year expenditures by nearly $1.3 million through the efforts of our updated plan of last 
spring. With current expenditures and the revenue decline from decreased enrollment, we will 
yield a fund balance of a negative 1.9 percent—or a negative $632,000.  
 
Below is our quarter two management report that forecasts the ending-year fund balance of 
negative 1.9 percent. This fiscal report has been submitted to the State Board of Higher 
Education and has also been reviewed by EOU’s Budget and Planning Committee. 
 
 

 
 
If we continue to operate “as is” without making any adjustments to cost structures or revenues, 
we will end the 2015 fiscal year with a fund balance of a negative $1.53 million or a negative 4.4 
percent. It is important to note that this particular scenario is based on a flat enrollment projection, 
which as discussed above, we firmly believe is unrealistic and an enrollment level we should not 
be planning and/or budgeting for. For reference, a change of one percent in enrollment equates 
to approximately $200,000 in revenues. Therefore, if a 10 percent enrollment decline is 
recognized, we need to plan for a decrease in revenues of up to $2 million during the next fiscal 
year. Even if we were fortunate to have flat enrollment, our expenses would exceed revenues and 
lead to further fiscal instability and thus require extreme reductions. 
 
To assist EOU and SOU in our fiscal transitions, $500,000 was allocated to our institutions during 
the February legislative session. This allocation is to assist us in transitioning to a new fiscal and 
operational model. It is imperative to note that this is a one-time funding allocation for the next 
fiscal year and is specifically to be used by our universities to provide support to move forward 



with reallocation plans that must be implemented in short order to provide stability, and 
eventually, growth. This additional funding does not, nor was it intended to, solve our fiscal 
situation.  
 
As we shape our fiscal plan for next year and succeeding years, it is clear that we must make 
significant adjustments to our institutional structures—academic, service and administrative—
based on the current enrollment, as well as what is likely to occur in upcoming years. The easy 
path would be to continue, “as is,” and hope for a jump in enrollment and/or some other change to 
occur that will solve our fiscal pressures. However, I do not believe that is the prudent and 
responsible way to proceed. We must take the necessary steps to grasp our own challenges and 
make the crucial adjustments to our Sustainability Plan in light of our new operating environment. 
Furthermore, the Chancellor, State Board of Higher Education and Higher Education 
Coordinating Council expect us to take these steps and develop our plan, rather than wait and 
allow someone else to make changes for us.  
 
As I have previously informed AAP leadership and communicated to the University community 
through the winter term update letter about the real possibility of involving Article 2 and had 
subsequent follow up meetings and communications, it is now time to officially invoke it. Article 2 
of the AAP Collective Bargaining Agreement provides for a clear process for program reduction 
and/or elimination. In these meetings, I have appreciated the discussions with AAP leadership 
concerning the process of continued re-organization of the University to deal with our current 
fiscal situation. I also sincerely appreciate the subsequent discussions the Provost and I have had 
with them and the suggestions they have provided. However, as we have discussed, this is a 
process we have done everything in our power to avoid; however, for the future fiscal health of 
EOU, it must be done and it must be done now.  
 
It is our intent that on or before April 18, we will provide the University with a draft plan. We will 
then provide four weeks for all shared governing bodies (Faculty Senate, University Council, and 
Budget and Planning), employee representative bodies (AAP per the contract, SEIU and AFEC), 
as well as individual members of our community, to review and provide responses by May 16. We 
will then prepare and present the final plan on or before May 30.  
 
This time frame allows for more feedback and discussions than what we have done previously. 
As part of our planning and discussions, the provost and I will be meeting with multiple 
constituencies and engaging in a process that will be open and transparent. The decisions 
developed will be difficult, but the process will allow for continual engagement. 
 
Furthermore, as we are in a state of leadership transition, it is both Steve’s and my intention to 
fully involve the interim appointments throughout this process and have them be intimately 
engaged and knowledgeable of the decisions, as well as the intent and reasoning behind them. 
Also, as part of these efforts, we will be establishing a weekly meeting in which we engage with 
the leadership of the shared governing bodies (Faculty Senate, University Council, and Budget 
and Planning) to keep them abreast of the progress of the planning process, provide feedback 
and clarification as necessary, as well as communicate to their broader constituencies. 
 
As in our previous plans, we are looking at the overall University structure. We will take into 
account the current work of the Academic Futures Planning Task Force, as well as what we have 
implemented in previous planning efforts. Our goal is to make necessary allocation structures that 
will support student success, fortify our mission critical areas and focus on areas that will 
enhance growth opportunities now and in the future. We will rely on data that is available to assist 
us in asking the pertinent questions, and the answers and relevant feedback will drive the 
decision-making process.  
 
I know that these budget reallocations have become a normal occurrence at EOU and for that, I 
am very sorry. Between the various “BART” plans and the Sustainability Plans and Update, I 
know it has been difficult and frustrating. I don’t know how many times I have heard from longtime 



members of the EOU community that it seems we are constantly in a budgetary crisis. While I 
wish I could say this will be the last for a very long time, it is my hope through this process we will 
make the necessary strategic and long-term adjustments that are necessary to provide more 
stability for EOU.  
 
At the same time, I must be realistic. With continued changes at the state level and the overall 
financial commitment of the state to Oregon, EOU will most likely always be on a financial edge 
until the legislature makes a firm and dedicated commitment to properly fund higher education 
and realize there are significant differences in the cost structures and revenue opportunities at all 
seven public universities. I am optimistic that the current Higher Education Coordinating 
Commission leadership does indeed understand and appreciate the role of the regional 
universities –especially EOU’s commitment to serving rural Oregon – and that funding may 
indeed be allocated in future biennia at the appropriate level. I also feel that if EOU is indeed 
granted its own institutional board, it will provide a foundation for support, oversight and advocacy 
needed to alter the current funding models that do not benefit EOU. 
 
To that end, we must take the time now and make a series of difficult decisions that will have a 
lasting impact on our University. Steve and I are dedicated to making this our priority for our last 
term at EOU. We are committed to working with the incoming leadership team through this 
process, as well as with the leadership of the shared governing bodies and the University as a 
whole. We are also engaged and will continue to work with members of the Chancellor’s Office 
and the State Board of Higher Education to ensure the finalized plan is the best for the long-term 
sustainability of EOU, given the continued shifts in our operating environment, and will provide for 
a process to invest in critical programs. 
 
As we move forward, it is our full intent to continue to work with all constituencies in a productive 
manner. We know that there will not be uniform agreement on all decisions, recommendations 
and actions; however we must be certain to keep our focus on the important goal of putting 
Eastern Oregon University in a position to achieve a reasonable position of fiscal sustainability so 
that our attention can be geared towards future endeavors that will advance the mission of 
Eastern.  
 
To conclude this message, I will end where I began. EOU is about serving our students, providing 
opportunities for them to grow and build the foundation to achieve their goals and dreams. All of 
you show commitment to these efforts in very tangible and meaningful ways. Living and working 
in a state of flux and transition is not easy and presents many challenges. It is our hope through 
the planning process that a clear path for the foreseeable future will emerge to be followed and 
adjusted when needed to ensure EOU’s continued success. 
 
Sincerely, 
 
Bob 
 
Bob Davies 
President 
	  


