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Executive Summary  
University integrations recommended here are a bold and innovative response to demographic, funding, 
and other challenges confronting higher education nationally and which are particularly acute in the 
Commonwealth of Pennsylvania. A major part of a more comprehensive System Redesign launched in 
2016 by the Board of Governors (BOG or the Board) of Pennsylvania’s State System of Higher Education 
(the State System or System), integrations provide a path for the State System’s 14 universities to 
continue fulfilling their historic mission of providing affordable, high-quality public higher education for all 
Pennsylvanians well into the 21st century and serving as engines of economic development and social 
mobility.  

The Board’s consideration of these recommendations is permitted by Public School Code of 1949 – 
Omnibus Amendment Act of Jul. 1, 2020, P.L. 558, No. 50 (Act 50 of 2020 or Act 50). Signed into law in 
July 2020, Act 50 allows for the Board of Governors to develop policies and procedures by which it may 
create, expand, consolidate, transfer, or affiliate an institution, with some exceptions (reference BOG 
Policy 2020-03: Act 50 of 2020 Implementation Policy)1. The recommendation herein results in a 
consolidation that does not close any existing universities, but results in a State System comprised of 
ten accredited universities.  
In ongoing consideration of the acute challenges confronted by the State System and in accordance with 
Act 50, the Board directed the Chancellor in July 2020 to conduct a review of the System’s financial 
stability and develop a report and recommendation for potential university integrations. Upon 
consideration of that review in October 2020, the Board then, in accordance with Act 50, authorized the 
Chancellor to develop a proposed integration implementation plan. The proposed implementation plan 
comprised within this document represents a comprehensive, collaborative, consistent, empathetic, and 
organized approach in accordance with Act 50 and with our institutional accreditor, Middle States 
Commission on Higher Education (MSCHE). Of all trajectories evaluated by the Board of Governors, this 
approach provides the best path to financially sustainable operations, and ensures we continue to provide 
an affordable, high-quality education at each of the System’s universities. 

The West integration proposes to integrate (which we believe corresponds to the statutory and MSCHE 
definitions of “consolidate;” for this report, we use the term “integrate”) California University of 
Pennsylvania (Cal U), Clarion University of Pennsylvania (Clarion), and Edinboro University of 
Pennsylvania (Edinboro) (collectively, the West) into a single, integrated entity that retains the 
accreditation and degree-granting authority of one of the partner institutions.  

The integrated university will have:  

• A single president and leadership team with one reporting relationship to the Board of Governors 
through the Chancellor. 

• A single faculty providing instruction in a single academic program array that leverages program, 
faculty, and facilities strengths at participating campuses and in which the majority of credentials, 
majors, minors, and areas of concentration is available to all students at each of the partner 
campuses through a combination of face-to-face and remote instruction. General education 
courses will be available on each campus through face-to-face instruction.  

• An integrated enrollment management strategy and student-facing supports and services 
(including academic advising, financial aid, health and wellness counseling, library services, 
career counseling, etc.). 

• A comprehensive range of fully online programs, integrating existing programs and including fully 
online undergraduate degree and degree-completion programs, providing quality affordable 
options that are not available in Pennsylvania (PA) (51,000 PA students annually enroll in an out-
of-state online education provider 2). 

• A robust student recruitment process with an expanding array of high schools, community colleges 
(only 15% of whose students attend a State System university after leaving community college), 

 
1 https://www.legis.state.pa.us/cfdocs/legis/li/uconsCheck.cfm?yr=2020&sessInd=0&act=50  
2 See Distance Education Enrollment Data at https://nc-sara.org/enrollment-reports.  

https://www.legis.state.pa.us/cfdocs/legis/li/uconsCheck.cfm?yr=2020&sessInd=0&act=50
https://www.legis.state.pa.us/cfdocs/legis/li/uconsCheck.cfm?yr=2020&sessInd=0&act=50
https://www.legis.state.pa.us/cfdocs/legis/li/uconsCheck.cfm?yr=2020&sessInd=0&act=50
https://nc-sara.org/enrollment-reports
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and other education providers, including robust dual enrollment and transfer articulation 
agreements and associated student supports. 

• Significantly expanded opportunities for adult students seeking to re-skill and up-skill through non-
degree credentialing courses. 

• Credentialing programs developed in close consultation with regional employers to ensure they 
have the skilled workforces they need as well as opportunities to re-skill and up-skill current 
employees. 

• A process to select a new name, which will be determined in Summer 2021. Within the naming 
convention for the integrated university, we expect to incorporate the current location name for 
each partner institution and continue to leverage it in traditional ways, including with student 
recruitment, alumni and donor relations, branding, marketing, etc. 

Students at each of the universities being considered for integration will: 

• Have access to a comprehensive range of postsecondary degrees and credentials, including a 
wide range of majors, minors, and areas of concentration; 

• Be able to participate in and benefit from the many advantages associated with a fully residential 
university experience, including through face-to-face engagement with faculty and student support 
staff, participation on athletic teams, in co-curricular activities, and in student clubs and 
organizations; and 

• Experience improvements in educational outcomes (measured in terms of student retention and 
graduation rates). 

Our shared and single-minded goal in integrating is to capture economies of scale and leverage our 
individual and collective strengths while increasing educational access and measures of success for all 
students, investing in new markets, and securing our mission of educational opportunity for our region far 
into the future – doing more together than any one institution could do alone. Based on the proposed 
implementation plan, we expect the West integration to result in the creation of a student-focused, totally 
integrated university that becomes more sustainable, benefits the Commonwealth, and honors the 
identities of the three integrating universities, but is one university. With the Board’s final approval, the 
integration will embark on implementing the recommendations herein. 

Planning was conducted by more than 421 students, faculty, and staff through their participation in 17 
working groups (WG) and 85 subgroups – each looking at a specific aspect of integration (e.g., leadership 
and governance, academic program array, student financial aid, technology integration). The process was 
governed by a leadership team, comprising the Chancellor and the presidents of Cal U, Clarion, and 
Edinboro, and a planning framework that focused working groups on:  

• Establishing long-range goals for the functions under their consideration,  
• Recommending how to achieve those goals in discrete phases, beginning with “Phase 1,” “Priority 

One” work required for an integrated university to enroll its first cohort of students in August 2022, 
and 

• Evaluating potential impacts of recommendations on various stakeholders, processes, 
technologies, finance, physical assets, and compliance and legal requirements.  

The implementation planning process is described summarily in Appendix A. 

As part of the Act 50 process, the implementation plan went through a public comment period that sought 
feedback through a variety of channels, including four public hearings, an online submission form and via 
email. To ensure transparency, comments have been made available on the PASSHE website 
(https://www.passhe.edu/publiccomment/Pages/default.aspx).  

Feedback was grouped into three categories:  

• Plan actionable – Unique actionable comments that impact the plan; note that several comments 
had duplicative actions 

• Non-plan actionable – Comments that are already addressed in the plan and/or are specific 
enough to lead to an update in other documents such as FAQ, website information, or to be 
saved for consideration during implementation 

https://www.passhe.edu/publiccomment/Pages/default.aspx
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• Viewpoint comments – Comments about the overall plans, approach, or other 

Details are available in new Appendix Z.  

Plan actionable comments resulted in several adjustments to the Implementation Plan as follows: 

• Section 5 Impacts on Academic Programs, Non-Academic Units and Accreditation 

o Academic curriculum is being adjusted to provide for phased curriculum development, 
review, and implementation with full implementation of integrated curriculum targeted by 
August 2024. This allows additional time for increased faculty engagement, program 
specific accreditation, and provides greater clarity to current students and prospective 
students about their paths to graduation. Associated milestones for key aspects of the 
plan will be adjusted in support of the phased-in curriculum development including, but 
not limited to, information technology and student recruitment and enrollment. Note that 
this change does not impact the Middle States submission process, appointment of 
integration leadership team, or start date of integrated entity. 

o Additional clarifications were added to address how the curriculum will be delivered, 
including through the use of online and other remote technologies, notably with regard to: 

 the relatively limited overall reliance on online modalities for residential students  
 the perception of Zoom and/or asynchronous online as the learning tool of choice 

given the recent experiences resulting from the rapid transition to remote learning 
due to the COVID-19 pandemic  

 investments that are planned in faculty and staff professional development and 
the technology environment as required to deliver the highest quality educational 
experiences, ensuring the broadest possible access and the best available 
student outcomes 

• Section 6 Impacts on Students, Faculty and Staff 

o Within this section the results of two student surveys are provided, including a new 
survey conducted in June 2021 demonstrating that the integrated entity’s reliance on 
online instruction is well within willingness and expectations of current and prospective 
students, and their parents. Details are available in Appendix A.A. 

• Section 7 Impacts on the Community 

o An updated economic impact analysis was conducted and added to the narrative and 
appendices. The analysis projects that the impact of the West integrations at $758.6 
million during fiscal year 2025-2026, representing an 8.1% increase over the combined 
three-university impact projected in fiscal 2022-2023, and an 11.7% increase over that 
calculated for 2019-2020. Details are available in Appendix A.B. 

 Analysis also shows contraction by 9.5% of economic impacts for the State 
System as whole between 2013-2014 and 2019-2020, owing  largely to 
decreased student spending associated with the 14.7% decline in student 
enrollments during that period. (Change in the industry accepted multipliers also 
contribute to the decline)  

 Reduction in employee headcount over the period contributed to the decline, but 
only modestly. 



 

Page 4 of 269 

• Section 8 Impacts on Shared Governance 

o Working group recommendations for the future councils of trustees were added to the 
narrative and Appendix A.C. Since legislative action would be required to implement 
some of the options that are shown, the plan recommends that should the Board move 
forward with the Western integration we would pursue the required legislative changes.  

o Additional clarifications related to the roles of affiliated entities were added. 

• Section 9 Before and After Organizational Charts 

o Information was added as to when during the implementation detailed employee-level 
organizational charts would be available. 

o Language was added to address campus level leadership, notably with regard to the 
roles and responsibilities of the campus administrator (working title) a member of the 
president’s leadership team located at a campus who combines an executive level 
function (e.g., VP Academic Affairs) with responsibility for relational, ceremonial, and 
other related functions at each of the partner campuses. 

• Section 10 Financial Sustainability Analysis 

o Projections were updated based on the Board of Governor’s tuition decision impacting FY 
21/22, results of the additional federal COVID relief funds, incorporating further personnel 
savings efficiencies, and the inclusion of one-time debt relief for student housing 
programs.  Additional information was provided as to when the West would achieve a 
positive operating margin, savings assumptions, and deferred maintenance. 

o A clearer articulation of the plan’s overall goals and the key drivers that will result in their 
accomplishment. 

o Results of the updated financials and the third-party review of the projections are also 
included in the narrative and appendix. 

o All updates are included in the narrative and Appendix A.D. 

• Section 11 Timeline for Implementation Plan Post-April 

o Major milestones are identified focusing on those that will be completed in the first 
quarter of fiscal year 2021-2022 

 Detailed plan for phased-in curriculum development, review, and implementation 
developed.  

 Plan for the curriculum implementation impacts on supporting systems such as 
information technology, registration, financial aid, etc. 

 Middle States submission of Complex Substantive Change Request (full detail is 
available in Section 5 of this document). 

 Organization charts at the division level (academic organization charts were 
distributed to faculty for feedback and are currently under review) 

 Marketing and Branding strategy development. 

• Section 12 Additional Considerations and Conclusion 

o Clarification that integration is not a substitute but a necessary complement to advocacy 
for greater state investment in the State System  

The purpose of this plan is to guide the work to be conducted during the implementation. The 
implementation plan assumes the integrated university will begin operations in fiscal year 2022-2023 and 
will phase- in changes over a multiyear timeline with mission critical changes phased in first. If approved, 
status against plan will be provided to the Board of Governor’s and General Assembly on a quarterly 
basis. Detailed recommendations, evaluations of their impacts, and analysis are included within the 
appendices to this report. While this implementation planning report focuses on the Priority One 
recommendations for Phase 1 implementation, note that each of the working groups also identified 
Priority Two recommendations for implementation after the integrated university enrolls its first cohort of 
students in August 2022.  
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The proposed implementation plan outlined in this report sets the stage for a transformed West integrated 
university that will be positioned to serve students, families, and the region for the 
future, enabling the continuation and expansion of high-quality, affordable educational opportunities that 
continue fulfilling the mission of the university and the System. This plan leverages the scale and 
resultant operational efficiencies achieved by combining the three universities, providing cost savings that 
allow us to reinvest in our students’ success. It sets the stage for long-term viability focused 
on the students and regions these universities serve, while improving access to affordable, high-quality 
education that our students need to continue driving the regional and statewide economies. It is the 
beginning of the journey, and one, through the experience of building the work included here, that we 
have every confidence will be successful. With your support, we can, we must, and we will.
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Background 
The integrated university is part of a broader System Redesign engaged by the Board in 2016 to ensure 
the State System’s 14 universities continue their vital roles as engines of social mobility and economic 
development by delivering on their historic mission of offering a high-quality postsecondary education at 
the lowest possible cost to students.  

That historic mission is amply documented in the State System’s accountability report as submitted 
annually to the General Assembly as part of the appropriations process. The 2021 Annual Accountability 
Report, available in Appendix B, shows the many contributions State System universities make to the 
Commonwealth of Pennsylvania as: 

• Engines of workforce development (reference Appendix B, slides 10-12, Figures 2-4, and slides 
16-18, Figures 8-12), 

• Drivers of social and economic upward mobility (reference Appendix B, slide 19, Figure 13), 
• Creators of jobs and drivers of regional economies (reference Appendix B, slide 9), and 
• Net positive contributors to the Commonwealth’s economy (reference Appendix B, slide 9, Figure 

1). 

But the State System is also confronted with challenges that exist across higher education nationally and 
are particularly acute in Pennsylvania. Over the past decade, the State System has lost 21% of its 
enrollments and, because it has not yet adjusted cost structures, and because the state is 48th in the 
nation in terms of public expenditure on higher education, it is severely challenged financially. 
Additionally, as enrollments contract, they struggle to offer the full range of programs required by their 
students and in their regions.  

The challenges confronting the State System are also well-documented in the Annual Accountability 
Report in Appendix B (slides 21-30, 62-83), and in material presented to the State System Board of 
Governors at a workshop held on April 14, 2021 (Appendix C). 

The Board of Governors’ ability to consider integration as an option results from legislation passed by the 
Pennsylvania General Assembly on June 24, 2020, which the Governor subsequently signed into law (Act 
50). Act 50 allows the State System Board of Governors to create, expand, consolidate, transfer, or 
affiliate an institution with some exceptions. Act 50 requires a robust and consultative process. A timeline 
for the work, in keeping with the requirements of Act 50, is outlined below:  

• Conduct a review of the financial stability of State System universities, assuming the continuation 
of present operations and as impacted by potential integrations (July-October 2020)  

• Develop implementation plan(s) for candidate integrations for Board approval (October 2020-April 
2021)  

• Submit proposed implementation plan(s) for public comment for a period not less than 60 days 
(May - June 2021)  

• Submit proposed implementation plan for final approval by the Board (July 2021) 
• Integration effected (July 2022) 

Based on this proposed timeline, activities associated with implementation would begin in July 2021. The 
proposed implementation plan sets out a phased implementation schedule, with those deliverables 
required for core operations necessary to register and provide services for students for the Fall semester 
of 2022 being prioritized as Phase 1.  

The development and implementation of an integrated curriculum would begin in July 2021 upon Board 
approval of the plan and continue in phases for three years with full integration accomplished by Fall 
2024. The approach (see section 5) enables significant faculty engagement, supports program-specific 
accreditation needs, and provides greater clarity to new and existing students about available degree 
paths and program options. 

While this implementation planning report focuses on the Priority One recommendations for Phase 1 
implementation, note that each of the working groups also identified Priority Two recommendations for 
post-implementation improvement. 
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Proposed Implementation Plan Development Process  
Proposed Implementation Plan Project Governance Structure 
To effectively develop the proposed implementation plan, an implementation planning governance 
structure was established. The implementation planning was governed by a University Leadership Team 
(ULT) composed of the Integration Lead President, Presidents of the integrating universities, Project 
Manager and Quality Manager, Chief Academic Officers (CAO), Vice Presidents (VP) of Finance and 
Administration (F&A), and designated functional Working Group Co-Leads of the integrating universities. 
The ULTs were responsible for leading decision-making processes, stakeholder engagement, and 
implementation planning activities; providing oversight and guidance for the working groups; and 
providing input to the single System Leadership Team (SLT). The SLT was composed of the Chancellor, 
Vice Chancellor and Chief Academic Officer, Executive Vice Chancellor, Deputy Chancellor, Strategic 
Advisor for Institutional Integration, and West and Northeast Integration Lead Presidents. The SLT was 
established to lead alignment between two regional work streams, stakeholder engagement, and 
implementation planning activities that required coordination; create and oversee development of 
implementation planning deliverables adopted by ULTs; and serve as the escalation point for ULT-
identified risks, issues, and decisions. 

For each of the functions within the scope of integration, parallel working groups were formed to conduct 
planning and make recommendations for each integration and, in a few cases, joint planning teams 
worked together on processes that involve external agencies (such as MSCHE, the US Department of 
Education [ED], the National Collegiate Athletic Association [NCAA], the Mid-American Conference, the 
Atlantic-10, the Collegiate Spring Football League, and the Pennsylvania State Athletic Conference 
[PSAC]). Each working group was guided by the System Integration Initiatives Charter, System 
Integration Working Groups Charter (Appendix D), and Individual Working Group Charges (Appendix E). 
Additionally, diversity, equity, and inclusion (DEI) experts engaged in reviewing working group 
deliverables to help inform recommendations to create environments that recognize differences, provide 
appropriate and equitable systems that foster positive outcomes for all students, and eliminate gaps that 
persist in relative performance of different student groups. 

Goals and Objectives 
To facilitate a data-driven, goal-based approach, the SLT in collaboration with the ULT identified 
aspirational goals for the integrated university. These goals were provided to the working groups for 
review and comment and were used to provide direction related to the future state recommendations. The 
goals and objectives have been and will continue to be communicated as part of updates to all 
stakeholders. Refer to Appendix F for detailed goals. 

Recommendations, Impacts, and Timeline 
The proposed implementation plan was developed through a collaborative process that reviewed data, 
documentation, and leading practices to formulate recommendations related to academic and non-
academic units. Data and documentation reviewed included program-level trend data for each institution 
such as student enrollments, faculty, facilities, and credentialing productivity; program and campus 
reputational data; regional workforce demand data (forecasted to 2026); NCAA reporting data; and higher 
education resources and compliance regulations. Refer to Appendix G for a list of sources reviewed as 
part of the integration planning.  

To focus the work efforts on mission-critical activities and gather appropriate data to inform the proposed 
implementation plan, each working group utilized a standard template to define their Phase 1 or high-
priority recommendations – that is, recommendations that would be implemented by August 2022 when 
planning anticipates that the integrated university would enroll its first cohort of students. This template 
included the potential impact of the recommendations on various stakeholders. Based on the working 
group recommendations and impacts, the proposed implementation plan timeline was developed that 
depicts predecessors and dependencies. In addition to Phase 1 recommendations, working groups 
identified Phase 2 recommendations for continued improvement post-implementation. These 
recommendations, while not incorporated into the proposed implementation plan or timeline, will be 
utilized post-integration as opportunities for continued transformation. As part of the proposed 
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implementation plan organization design work, change management and communications will be 
developed to align to the rollout of the final organization. This will include, where appropriate, training and 
development as part of the implementation. 

Financial Sustainability Analysis 
Based on the working group recommendations, a financial analysis was conducted. The projected results 
reveal an integrated university that is able to improve its operating margin to positive, but is challenged in 
building back its reserves. Despite years of administrative cost reductions, there are two primary drivers 
for the projected results: the combination of debt service as compared to a percentage of revenue and the 
starting positions of Clarion and Edinboro entering the integration without reserves. While still financially 
fragile, the integration improves the sustainability in the West by allowing for additional efficiencies to be 
realized through operational structure changes and, more importantly, by providing students with an 
expanded program array and services that could not be achieved without integrating. (Appendix V 
provides original April submissions and Appendix A.D provides updated Financial Sustainability Analysis.) 

Stakeholder Engagement  
Stakeholders were a key part of the creation of the recommendations outlined in the proposed 
implementation plan and were engaged across all levels – the individual campus level, the three 
integrating universities, and the six integrating universities. Engagement avenues included, but were not 
limited to: regular conference calls with the State System caucus of the General Assembly and joint 
legislative committee hearings; campus open forums with the Chancellor every semester at each of the 
14 universities; State Wide Meet and Discuss (SWMD) (the faculty union labor relations meetings) and 
specially-convened meetings of all union leaders; regularly scheduled calls with leaders of the PA 
Councils of Trustees; and regular meetings with functional groups from the State System universities, 
including Presidents, Chief Financial Officers, Chief Academic Officers, Chief Student Affairs Officers, 
Strategic Enrollment Management Officers, and Chief Diversity Officers, where regular input was sought 
on System-level strategy, including university integrations. Additionally, the Chancellor briefed on a 
regular basis the Governor and his staff, the Pennsylvania Secretary of Education, and the Executive 
Committee of the Board of Governors. 

Student participation in the integration planning process was critical and provided essential insights into 
students’ needs and concerns, as well as pressure-testing of various options under consideration with 
respect to their impacts on the overall student experience. Student members were included on many 
working groups and will continue to be included on implementation teams as integration continues. A 
Student Advisory Board, composed of the student government president, student trustee, a student-
athlete, and an underrepresented student leader from each of the three integrating universities, provided 
students with updates on the integration planning, shared key information and discussed the timeline of 
deliverables, and provided feedback to the West integration leadership on critical items. All three 
campuses’ student government presidents and student association chairs also participated on select 
working groups, in addition to the System’s regular interaction with the System-wide Board of Student 
Government Presidents. 

Further, each working group for the West and Northeast integrations created a comprehensive 
consultation plan to support consideration of input and feedback from stakeholders. The consultation 
plans identified major stakeholders for each working group’s functional area, how/when/what the working 
groups anticipated communicating with stakeholders, and who on the working group was the point of 
contact for each interface.  

A System-level Advisory Group provided opportunity for the System-level leaders of stakeholder groups 
to share their insights and to periodically receive information regarding ongoing institutional integrations 
implementation planning work. Meetings have occurred ahead of presentations to the State System 
Board of Governors to inform the work ahead of consideration by the Board. The group includes leaders 
from the Board of Student Government Presidents, State System Faculty Council, Pennsylvania 
Association of Councils of Trustees, Commission of Presidents, all state-level unions, the State System 
Board of Governors, the Pennsylvania House and Senate, the Governor’s Office, and the Pennsylvania 
Workforce Development Association. 
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Finally, comments received throughout the public comment period from all sources were reviewed on a 
weekly basis. Major themes and key recommendations have been included throughout this document. 
The comments themselves are available via the integrations public comment website and a summary of 
their review and evaluation is contained with the June 30th BOG presentation in Appendix Z). 

Diversity, Equity, and Inclusion 
The integrated university aspires to be a collaborative community, committed to active attention to 
diversity, equity, and inclusion. 

The following describes action taken during the development of the implementation plans. 

• Included DEI expectations in all group charges 
• Diversified working group and sub-group membership 
• Included minority student leaders on the Student Advisory Board 
• Obtained review of all recommendations by the West Chief Diversity Officers 
• Shared findings of Chief Diversity Officers with Integration Leadership 

There are many facets of the integration that require a DEI lens to be applied, recognizing that a holistic 
assessment of current programs and policies will be a critical component of lasting change. Active 
engagement with faculty, staff, and students throughout implementation will be critical to success. 
Additional actions include: 

• Ensuring that perspectives around issues of DEI are included in planning and decision making in 
all units of the integrated university 

• Understanding the barriers to DEI and using findings to guide plans for improving DEI 
• Conducting an analysis of gaps in diversity of management ranks and addressing through new 

hires 
• Exploring opportunities to identify, attract, and retain a diverse faculty and staff 
• Developing policies and structures for continued dialogue and practice around issues of DEI 
• Fostering a community of students, staff, faculty, and alumni that is knowledgeable about and 

exemplifies diversity, equity, and inclusion values 
• Assessing current institutional barriers to inclusion 
• Identifying, attracting, retaining, and graduating a diverse student body 
• Studying the impact that policy changes, tuition and fee changes, and access to academic 

program array may have on marginalized communities 
• Avoiding paths that negatively impact our first generation, underrepresented minority, women, and 

veteran students, employees, and other marginalized community members 
• Developing policies and structures for continued dialogue and practice around issues of DEI 
• Continuing the work of the President’s DEI Task Force across all three West campuses 

Proposed Implementation Plan Report Structure 
The following aligns to each section required by Act 50, with supporting materials referenced within the 
appendices. This document and its appendices will be available as part of the public comment period 
required in accordance with Act 50. 

https://www.passhe.edu/publiccomment/Pages/default.aspx
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Act 50, Section 2002A, a.3 – Implementation Plan 

1. Description of the Proposal to Exercise Powers under Subsection 
a.1 of Act 50, Namely to Create, Expand, Consolidate, Transfer, or 
Affiliate an Institution 
The proposed implementation plan as presented to the Board of Governors is for the consolidation of 
California University of Pennsylvania, Clarion University of Pennsylvania, and Edinboro University of 
Pennsylvania to form a single integrated, accredited institution. As part of the proposed 
implementation plan, application for a Complex Substantive Change (CSC) must be made to the 
institutional accreditor MSCHE, and approval or notification processes followed for some program 
accreditors. In order to achieve the intended future state without submitting a new application for 
accreditation, MSCHE, in accordance with federal definitions, provides for a Complex Substantive 
Change process whereby the accreditation and degree-granting authority of one of the universities is 
retained, which will be labeled the “main” campus for administrative purposes, into which the other 
two are incorporated as other teaching locations. Accordingly, the integrated university will retain the 
accreditation and degree-granting authority of partner school Cal U, and Clarion and Edinboro will be 
incorporated within the scope of that accreditation and authority. Although this “main” campus is 
required by MSCHE and the US Department of Education, we wish to state clearly that each partner 
campus of the integrated university will operate as full and co-equal campuses in all other respects. 

The MSCHE Complex Substantive Change process requires two submissions.  

• First, a Complex Substantive Change Preliminary Review Form sets out the substantive 
change in a broad outline. Following a period of consultation with MSCHE staff and legal 
counsel, universities submit a Complex Substantive Change Request. The Request becomes 
the basis for peer review and, together with the peer reviewers' report, for MSCHE’s action on 
the request. The Preliminary Review Form was originally scheduled for submission in early 
February 2021. Upon advice from MSCHE to submit only one set of the forms, either for the 
Northeast integration or the West integration, to give the second group of universities the 
advantage of MSCHE comments and advice on the first, it was determined that the West 
integration would submit the Preliminary Review Form first and the Northeast integration 
would submit only after MSCHE official response to the first CSC Preliminary Review.  

• Forms were submitted by each of the universities in the West integration on February 22, 
2021 and are available upon request. A request for additional information was received from 
MSCHE on May 13, 2021 and, per their instruction, a single response submitted on behalf of 
the three universities on May 26, 2021.  MSCHE organized a call on June 1 to include 
integration leadership from PASSHE, policy staff from MSCHE, staff from PDE, and staff from 
the USDE to review key legal and organizational elements of the proposed integration, to 
clarify the roles of the accreditor and the state and federal agencies, and to provide 
clarification on the Complex Substantive Change process with MSCHE and the process with 
USDE relating to Title IV funding and OPEID numbers.   

• Utilizing the information from these and informal consultations with MSCHE liaisons, the 
accreditation working group in the West is assembling the data, reports and planning 
documents necessary to compile and submit the second submission Complex Substantive 
Change Request in early September, 2021.  

The integrated university will have a new name, which is yet to be determined. A process to select 
that new name is underway, with input from a wide range of stakeholder groups. Within the naming 
convention for the integrated university, we expect to incorporate the current location name for each 
partner location. The integrated university’s name will be selected from options that have been 
market-tested for their appeal to our target audience(s). Recognizing that our existing campus 
names/brands have tremendous value, each campus’s local identity and brand will be maintained, 
regardless of the final integrated university name. 
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2. Rationale, Goals, and Objectives of the Proposal to Exercise 
Powers under Subsection a.1 
Rationale 
A declining demographic and increasing competition from in-state and out-of-state institutions of 
higher education, compounded by stagnant state support and consequent increases in tuition, led to 
significant enrollment declines. Enrollment declines, in turn, resulted in unsustainable financial 
positions of several universities, including Cal U, Clarion, and Edinboro, and, by extension, of the 
System as a whole. Most concerning is the disproportionate negative impact on the enrollment of 
lower- and middle-income families, whom it is our particular mission as public universities to serve. 
(Refer to Appendix B, slide 27.) If the West integrating universities try to combat these downward 
pressures alone, and primarily by contracting to reduce costs of student services and programs, our 
mission to serve our students and their families is put at risk. Moreover, the educational opportunity of 
first generation, underrepresented minority, and low- and middle-income students and prospective 
students in our region would be put in jeopardy. Instead, the West integration proposes to combat the 
downward pressures and expand educational opportunity in our region, and our students’ success, by 
integrating Cal U, Clarion, and Edinboro to form a single and larger institution. For more details on the 
priorities used to guide the integration planning, refer to the Integrations Initiative Charters in 
Appendix D.  

The challenges confronting the State System are also well documented in the Annual Accountability 
Report in Appendix B, and in material presented to the State System Board of Governors at its 
meeting in July 2020 in support of the Board’s action to initiate the integration planning process as 
defined in Act 50.  
The limited ability for the individual universities, without integrations, to provide the array of programs 
and student services while maintaining affordability is a driving force for this integration. As described 
in the Integrations Initiative Charters, we believe this approach will allow us to: 

• Maintain or expand high-quality educational opportunities for students across Pennsylvania 
• Improve and expand access, affordability, and success for all students 
• Honor and engage local identity and key stakeholders (trustees, alumni, affiliates, donors, 

etc.)  
• Meet regional economic and workforce needs  
• Position institutions for growth, including in new markets  
• Realize cost savings  
• Leverage talented faculty and staff  

Goals and Objectives 
Our shared and single-minded goal in integrating is to enable student success by capturing 
economies of scale and leveraging our individual strengths to increase educational access and 
measures of success for all students, invest in new markets, and secure our mission of educational 
opportunity for our region far into the future. This goal is reflected in detail in the Goals and Objectives 
(Appendix F) and the Integration Initiatives Charters (Appendix D). These documents were developed 
collaboratively, and embraced by the West integration as the touchstone of our work. The ultimate 
goals of the integration are as follows:  
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See Appendix F for detailed integration goals and objectives. 
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3. Method for Evaluating Achievement of Goals and Objectives  
As part of overall System transparency and accountability, where applicable, status against goals and 
objectives will be included in overall metrics dashboards and will be provided as part of stakeholder 
and legislative updates. Additionally, Appendix F includes the method for evaluating the achievement 
of goals and objectives. The Office of the Chancellor will incorporate these goals into the existing 
System-wide dashboard to enable consistent evaluation of integration goals and objectives.  
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4. Relation of the Proposal to the Mission and Strategic Plan of the 
Institution and System as a Whole 
The current missions of the West integrating institutions and the System are: 

• Cal U’s mission: The mission of California University of Pennsylvania is to provide a high-
quality, student-centered education that prepares an increasingly diverse community of lifelong 
learners to contribute responsibly and creatively to the regional, national, and global society, 
while serving as a resource to advance the region's cultural, social, and economic 
development. 

• Clarion’s mission: Clarion University of Pennsylvania provides transformative, lifelong 
learning opportunities through innovative, nationally recognized programs delivered in inclusive, 
student-centered environments. 

• Edinboro’s mission: The mission of Edinboro University of Pennsylvania is to develop 
students personally, intellectually, and professionally to become contributing citizens to the 
Commonwealth and beyond. 

• System mission: The mission of the State System is to increase educational attainment in the 
Commonwealth; to prepare students at the undergraduate and graduate levels for professional 
and personal success in their lives; and to contribute to the economic, social, and cultural 
development of Pennsylvania’s communities, the Commonwealth, and the nation.  

At the heart of each of these missions is a student focus. The 14 State System universities strive to 
provide access to high-value, relevant educational experiences that prepare students in a timely 
manner for pathways to successful lives and careers. The West integration drafted a mission 
statement and strategic goals for the West integrated university with these priorities in mind. 

The draft mission of the integrated university is to empower students to build meaningful lives 
through a broad array of accredited programs, career-focused learning, and an unwavering focus on 
student success. A comprehensive integrated institution provides accessible, affordable higher 
education on its three premier residential campuses in Western Pennsylvania and its global online 
virtual campus. Additionally, the recently drafted positioning statement (Appendix H) for the integrated 
university reinforces the commitment of the integrated university to: 

• Provide students an affordable education in sync with their career and personal ambitions 
• Support students in the pursuit of their educational and personal goals 
• Contribute to the economic viability of the region and Commonwealth of Pennsylvania 

The proposal aligns to the System’s mission and its System Redesign efforts by strengthening the 
fiscal foundation, which allows for the continuation of access to affordable education for our students 
through the:  

• Reinvention of higher education from a student-facing perspective 
• Deepening of vibrant campus relationships with the community and region  
• Growth of enrollments, service of new populations, and meeting of employer needs 
• Support of financially sustainable operations to ensure our mission continues 
• Harnessing of collective strengths of the integrating universities and leveraging of those 

strengths to best meet student needs 
• Expansion of experiential learning opportunities, thereby strengthening career readiness 



 

Page 15 of 269 

5. Impacts on Academic Programs, Non-Academic Units, and 
Accreditation 
The West integration included 13 working groups (and four additional working groups that were 
combined with the Northeast integration project), which drafted Priority 1 recommendations and 
defined key activities that must be completed by July 2022 for the integrated university. Additionally, 
working groups identified the potential impacts of these recommendations within the following 
categories:  

• People – Student, faculty, staff, governance (e.g., trustees, organizations)  
• Process – Policy, procedures, contracts, partnerships  
• Technology – Systems and support  
• Finance – Required funding or cost savings as a result of the recommendation 
• Physical Assets – Re-purpose, upgrade, or disposal actions, as appropriate  
• Compliance and Legal – Federal, state, and local laws, regulations, and other requirements 

that would need to be changed to implement the recommendation 
• Community – Known community stakeholders impacted by the recommendation 
• Benefits – Anticipated benefits associated with the recommendation 
• Risk – Known risks associated with implementation of the recommendation 

Academic Programs 
Academics: The academics working group drafted an academic program array (the initial portfolio of 
majors, minors, and certificates) by determining key disciplinary areas for the integrated university 
through consideration of existing disciplinary strengths at the three universities, potential areas for 
growth, and degree pathways available to students. The integrated university’s mission as a public, 
regional comprehensive university will be fulfilled through a focus on access to high-quality education 
aligned with workforce demand. Through its program array, the integrated university will provide 
students with opportunities for personal and professional advancement, beyond what would be 
available at any one of the three universities acting independently, in a financially sustainable 
manner. To reduce costs, not all programs will be duplicated at all locations. 

The program array (Appendix I) aims to provide students with access to multiple areas of disciplinary 
study, building on the strengths of the individual campuses and remaining cognizant of the workforce 
needs in Western Pennsylvania and the Commonwealth. Beyond specifying program access and 
delivery at the residential campuses, the array also identifies program offerings for the virtual campus. 
Determinations regarding program inclusion or discontinuation, and delivery campus and modality, 
were based on program enrollments and faculty complement by discipline/program and by campus; 
facility characteristics by campus; workforce demand data for the Commonwealth and Western 
Pennsylvania; and program and campus reputational information, including specialized 
accreditations, as relevant.  

Enrollments by disciplinary area at both the undergraduate and graduate levels support program 
offerings in several key areas based on the data presented. Business, education, health sciences, 
and sport and exercise sciences, among others, serve as major drivers for enrollment. These 
disciplines also represent opportunities for additional investment to generate further growth and to 
increase range of offerings. These program areas, and others, are expected to expand student 
access while supporting enrollment growth. Expectations of high workforce demand, high job growth, 
and high online student demand in the areas of health sciences, business, and education are 
supported by research. These disciplinary fields also represent areas of strong enrollment across the 
campuses of the integrated university. Growth in these disciplines will be further enhanced by a 
flexible delivery model that will expand access to specialized courses and faculty expertise. This 
program array is designed to appeal to a wide range of students – traditional first-time high school 
graduates, adult learners, transfer degree-completion students, and students wishing to advance their 
careers through additional credentialing.  
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Undergraduate disciplinary areas show that nine disciplinary fields account for nearly 75% of all 
enrollment across the three universities, with significant strength in the Health Sciences, Business 
and Education, as noted previously. Because these areas account for the majority of our current 
combined undergraduate enrollment, it is imperative that these programs are accessible and 
available to students at all three campuses. The presence of these programs at each campus will 
significantly minimize reliance on online delivery modalities for students in their major courses of 
study (the plan already ensures the general education curriculum is fully available face to face on 
each of the participating campuses).  

In the area of Health Sciences, programs include multiple programs in nursing, speech and hearing 
sciences, pre-professional health sciences (e.g., pre-medicine), and multiple specialized areas such 
as radiological and rehabilitative sciences. In the area of Business, programs are offered from the 
associate’s through master’s degree levels and include multiple areas of specialty at the various 
campuses, including accounting, finance, management, marketing, and commercial real estate. Two 
campuses also host personal financial planning programs that are registered with the Certified 
Financial Planner® (CFP) Board of Standards, and all programs hold specialized accreditations. The 
integration of the universities will bring students greater access to the variety of specialized courses 
and focuses that would not have been otherwise available. All universities have their foundation as 
teacher colleges and continue to host well-enrolled programs in Education. All key areas from early 
childhood through middle and secondary education are offered with opportunities for field work and 
student teaching at school districts throughout Western Pennsylvania. All three of these broad 
disciplinary fields are also the lead areas for workforce demand both in Western Pennsylvania and for 
the Commonwealth as a whole. 

The program array also supports accelerated pathways for students, allowing them to earn advanced 
degrees in less time and at a lower total cost than what is possible with sequential programs. Degree 
ladders from the associate to the master’s, or the associate to the doctorate, will exist in several 
disciplinary areas. Additionally, the integrated university will support additional pathways to degree 
achievement at all levels and provide students with the workforce-ready credentials needed for their 
professional advancement. 

The main recommendations regarding academics, including the online program, for the West 
integration are to develop a unified academic program array, including an online program array, that 
synthesizes and aligns existing programs, ensures the continuation and expansion of accelerated 
academic programs, and determines appropriate continuation of academic customs, traditions, and 
special programs. Beyond specifying program access and delivery at the residential campuses, this 
recommendation also identifies program offerings for the virtual campus.  

The curriculum will be delivered through a variety of learner-focused, content-appropriate modalities 
each of which has an evidence base pertaining to effectiveness having to do with student accessibility 
and outcomes. Those modalities include: 

• in-person (which may include courses or sections delivered remotely or online, but which may 
be completed fully in-person),  

• synchronous and/or asynchronous online (which may include Zoom or interactive video 
(ITV) sessions with students gathered at multiple locations or participating singly and which 
may be completed 100% online),  

• hybrid (in which some elements of the program are designed for online learning and others for 
in-person), and  

• hyflex or multi-modal (in which instruction is delivered face to face and, additionally, via 
synchronous or asynchronous remote technologies and in which students may participate using 
any or all of the modalities over the course of the semester).  

Additionally, training and supports will be available to faculty, staff and students to ensure their facility 
with and success in these modalities. Along with additional investments in technology improvement, 
this will ensure the educational experience at our integrating universities is of the highest quality and 
delivered in a way that ensures the very best student experience is available while supporting student 
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learning outcomes, assuring access (and accessibility) and opportunity to the diverse array of 
traditional and non-traditional students the integrated institution will serve. 

As part of this array and the implementation plan, the West integration will need to develop a unified 
general education program, integrated program requirements and courses, cross-walk plans and/or 
teach-out plans to transition students from existing academic programs to integrated programs, and a 
plan for the integrated university’s online offering, by developing online enrollment projections, 
determining the online organizational structure, and establishing a centralized coordination point for 
online students (e.g., records, registration, degree completion). The West integration also needs to 
develop a new administrative structure for the Academic Affairs division, coordinated registrar 
services, and a common calendar. The recommendations also include integrating library operations 
and providing consistent processes and procedures for faculty contractual committees. 

The development and implementation of an integrated curriculum would begin in July 2021, upon 
Board approval of the plan, and continue in phases for three years, consistent with the approved 
academic program array. The approach enables significant faculty engagement, supports program-
specific accreditation needs, and provides greater clarity to new and existing students about available 
degree paths and program options. 

In each of the two subsequent years, newly integrated curricula will be launched each fall through fall 
2024 according to a plan that will be fully developed by September 2021. Most graduate programs 
will be ready to launch in fall 2022. The integrated general education curriculum and most of the 
undergraduate curricula will be launched in fall of 2023. Integrated curricula for any remaining 
graduate and undergraduate programs will be launched fall 2024. The integrated curriculum for the 
entire program array, excepting new programs still to be developed, will thus be fully implemented in 
fall 2024.   

Specifically, in academic year 2022-2023, continuing and new undergraduate students will enroll in 
the integrated university, by which their degrees will be granted, and will follow existing major and 
general education requirements at each location. Graduate students also will enroll in the integrated 
university, and most of them will follow integrated curricula developed during 2021-2022; a small 
number of graduate students may still follow existing curricula at each location, pending program 
accreditation approvals. 

As the integrated curriculum for each program is developed and approved, the academic year prior to 
its implementation will be used to advise students and to load the requirements into the system. This 
orderly roll-out will provide more certainty for students about how they will complete their program 
requirements in the integrated university through the entire transition from three curricula to an 
integrated curriculum. 

These recommendations will affect multiple stakeholder groups and have process, technology, 
financial, physical asset, and compliance impacts, primarily related to new or changing academic 
programs, student information system (SIS) implementation and updates, administrative and physical 
space streamlining efforts, state authorization reciprocity agreements (SARA), and customer 
relationship management (CRM) needs specific to the online program.  

The Priority Two considerations include academic identity and initiative focuses, discipline-specific 
accreditations, student outcome assessment and evaluation plans, course development needs, 
marketing and communications considerations, Reserve Officer Training Corps programming, and 
establishment of corporate and educational partnerships and affiliations.  

Refer to Appendix I for detailed recommendations from the academics and online working groups.  

Non-Academic Units 
Working groups involved in the West integration drafted recommendations and impacts for the 
following non-academic topics. (Note that student-related recommendations and impacts are included 
in Section 6 of this report.) 

Enrollment management: The recommendations include developing a single strategic recruitment 
plan for the integrated entity with a unified recruitment travel plan, admissions collateral and 
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recruitment materials, admissions criteria and policies, and an integrated admission staff training 
program. The West integration recommends promoting the academic program array and establishing 
a communication flow plan and point person to enhance communication efficiencies. Additionally, 
implement an integrated scholarship review and award process, integrated SIS, a common 
application experience for all three campuses, a unified CRM system, and a common document 
scanning and indexing process. Finally, the recommendations include developing an inventory of all 
articulation agreements, academic affiliations, professional associations and memberships, discounts 
and/or partnerships, and other partner and community outreach organizations that enrollment 
management areas currently work with across the three campuses. 

The recommendations will affect prospective students, parents, faculty, staff, parents, community and 
business partners, alumni, and high school and transfer counselors. The recommendations also have 
process, technology, and financial impacts, such as the ability to adopt leading recruitment and 
admissions practices; the available technology support for recruitment, admissions and partnerships 
decisions, workflows, and processes; investment costs to transition to, upgrade, or enhance the 
Common Application, SIS, and/or CRM; and enhanced tuition and fee revenue through enrollment 
growth and improved retention. 

The Priority Two considerations include further expanding functionality and optimization of the CRM 
and SIS to support enrollment management work, accelerated programs and high school dual 
enrollment, websites and microsites, multi-channel communication messaging plans and resources, 
publications, payment portals, territory alignment, and processes related to admissions decisions, 
applications, and printing. 

Financial aid: The financial aid recommendations are to obtain approval from ED for one Office of 
Postsecondary Education Identification (OPEID), develop a common calendar for aid awarding and 
disbursement, develop unified policies and procedures to complete all required financial aid tasks, 
and notify the Pennsylvania Higher Education Assistance Agency (PHEAA) of the integrated 
university. 

These recommendations impact students, financial aid staff, finance and administration, faculty, staff, 
enrollment management, technology, and academic stakeholders. The recommendations may also 
require funding for implementation but are expected to result in cost savings opportunities after 
integration. 

Human resources (HR) and labor relations (LR): The main recommendations include leveraging 
HR as a strategic partner; establishing an integrated and shared services benefits and payroll delivery 
structure; developing the non-academic organizational structure and integrated HR structure of the 
integrated university; implementing standard forms, procedures, processes and systems, including 
DEI policies, procedures, and training programs; and developing and implementing processes and 
systems for applicant tracking, student employment hiring, internal hiring and bidding, interviewing, 
post offers, a common HR information system (HRIS), and the HR service delivery system.  

These recommendations impact multiple stakeholder groups, including students, faculty, staff, 
trustees and governance stakeholders, academic affairs and departments, shared services, 
technology groups, and search committees for faculty. The impacts extend to processes, 
technologies, finance, and compliance and legal considerations. The recommendations may affect 
areas such as contract processes, HR policies and workflows, hiring processes, appointment letters, 
new or upgraded technologies, system and/or software implementation, funding for new systems and 
technologies, cost savings through technology and process efficiencies and equal employment 
opportunity (EEO) requirements. 

The Priority Two considerations include purchasing and implementing an HR service delivery system; 
developing a comprehensive learning development initiative; performing post integration evaluations 
of select topics; and standardizing forms, policies, procedures, processes, and trainings. 

Donors/alumni relations/foundations: The integrated university recommendations are to continue 
fundraising by campus and donor intent upon integration approval, and to work with individual and 
integrated university leadership, to establish fundraising priorities (to include athletics, academic, 
student success, corporate, and private foundation fundraising and sponsorship opportunities) by 
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campus and by the integrated university. Recommendations also include developing shared service 
strategies for alumni engagement, donor relations, stewardship, and advancement communications 
(e.g., determining which advancement services/tools to utilize). 

These recommendations impact staff and community stakeholders, and extend to processes, 
technologies, and finances related to contract changes; strategies for alumni engagement, annual 
funds, athletics giving, and communications; scholarship agreements; and databases and technology 
platforms.  

The Priority Two considerations include the further development of the advancement organizational 
structure; strategies to begin planning for a comprehensive campaign (which will honor donor intent 
and support all campuses as well as the integrated university); and to initiate conversations with 
affiliated entities on how they best continue to meet their missions in an integrated university setting. 
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Information Technology (IT): The IT recommendations regarding the regional SIS include migrating 
the legacy SIS and recruiting system to a regional SIS and adapting other SIS integrations. The 
recommendations also include designing and implementing the integrated university’s IT 
infrastructure. Additionally, the recommendations include providing training and support for the 
integrated university’s learning management system (LMS), instructional software services, 
instructional classroom, lab spaces, and related video services. Lastly, the recommendations for IT 
support include implementing a unified IT support for general IT services and academic and 
administrative applications and facilities. 

The recommendations impact multiple stakeholders, including roles of personnel within the new IT 
prioritization structure and personnel training, and numerous processes and technologies. The 
recommendations will also result in financial impacts, including funding for new licenses, system 
implementations, and software, but should also result in cost savings with the retirement of legacy 
systems. 

The Priority Two considerations include additional activities related to the Priority One 
recommendations above, and add considerations related to cybersecurity, IT operations and 
governance, and the implementation of an IT diversity initiative. 

Communications and marketing: The recommendations focus on developing an early marketing 
campaign, a common tagline for existing logos, style guide/graphics standards, an internal 
communications strategy to inform stakeholders, and brand identities. Recommendations also include 
using a single vendor for recruitment mailings, a single website and hosting solution, and a single 
instance of the content management system (CMS). Finally, consider creating a Fall 2021 recruitment 
message and individual campus communication flows.  

These recommendations impact current and prospective students, faculty, staff, alumni, and 
personnel using brand identities in communications and marketing materials. The impacts also relate 
to processes, technologies, and financial topics such as vendors, CMS and CRM changes, website 
hosting, communications, and market research related to brand identity.  

The Priority Two considerations include annual market research; brand identity, including trademarks, 
service marks, repository of assets, athletics system, and brand integration; strategy updates and 
alignment such as licensing, merchandising, and messaging; staffing structures for communications 
and marketing; enhancements to communication platforms; consolidation of vendor contracts and 
communication channels and materials; plans for comprehensive marketing, student employment, 
and enrollment management tools; and a single events calendar, a website helpdesk, and a shared 
virtual tour or map. 

Facilities and infrastructure: Facilities and infrastructure focus on maintenance of the physical 
plant. The recommendations include developing an after-hours response and dispatch, a work 
request system, a public bidding process, and classroom utilization patterns. The recommendations 
focus on establishing design and construction standards, a capital project document management 
process, a strategy for addressing maintenance issues, a capital project plan and schedule, a space 
utilization process, emergency preparedness processes, a standardized emergency notification 
system, and standardized, consolidated incident reporting. Finally, the recommendations include 
assessing which contracts can be combined for efficiencies and integrating and standardizing 
operational policies for police and access policies, procedures, and technologies. 

The recommendations impact university, campus, and community stakeholders, and processes, 
technologies, finances, physical assets, legal compliance, accreditation compliance, and Clery Act 
(Clery) and Pennsylvania Uniform Crime Reporting system (UCR). Impacted processes may include 
emergency operations, notifications, incident reporting, policing, and identification card issuance. 
Technologies affected include software and systems regarding project and policy management, 
scheduling, and a common computerized maintenance management system (CMMS). Physical asset 
impacts occur in various ways, making long term planning and scheduling of projects and regular 
updates important. These technologies, processes, and physical asset impacts may require financial 
investments, but are intended to produce savings opportunities through efficiencies. 
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The Priority Two considerations include plan improvements, prioritized preventive and deferred 
maintenance plans, optimized support services, assessment of assets with potential public private 
partnerships, and improved security and safety considerations, including construction, training, and 
police evaluations.  

Refer to Appendix J for Act 50-required reporting on property for sale.  

Finance and administration: The recommendations include working to put in place the changes 
required to achieve optimal efficiencies in operations and personnel within the Finance and 
administration organization and in support of the integrated university to achieve financial 
performance metrics to attain System financial goals; accelerating integration of finance and 
administration via Shared Services and implementing respective Comprehensive Planning Process 
(CPP) action plans to attain pre-integration sustainability goals; developing realistic enrollment and 
budget projections for educational and general (E&G) and auxiliaries; expanding online program 
enrollments through enhanced support systems and expansion into new online markets; optimizing 
E&G capital assets, auxiliary assets, and personnel complement; developing a financial and student 
accounting structure and workflows in support of the SIS and SAP systems; and rationalizing and 
standardizing, where appropriate, the tuition and fee structure within the integrated university. 

These recommendations impact all campus employees, students, parents, and the Council of 
Trustees, and processes related to housing, student activities, student government associations, 
student health, new E&G program interest, and student evaluations. The technological impacts are 
primarily related to SAP logins and billings across multiple campuses. Reuse or repurposing of 
physical assets may result in the reduction of facility, office space, and housing assets to aid in 
achieving cost savings impacts. Assets that can be optimized that are held in the Commonwealth’s 
name may require legislative and Board of Governors’ action to optimize the assets.  

The Priority Two considerations include the development and evaluation of key performance 
indicators, a repository of accounting reporting requirements, and student service centers. Other 
recommendations include optimizing the organizational structures to allow for service centers with 
staff and vendors to provide needed services on a cost-efficient basis. 

Refer to Appendix K for detailed recommendations from the non-academic unit working groups. Refer 
to Appendix L for Act 50-required academic program baseline data as of April 2021. 

Accreditation 

Cal U, Clarion, and Edinboro will be integrated into a single university under Cal U's accreditation and 
OPEID as the “main campus” (under MSCHE’s definition) for this transaction. Cal U, Clarion, and 
Edinboro are currently accredited in good standing with MSCHE. The most recent reaffirmation of 
accreditation for Cal U was in 2015, Clarion in 2017, and Edinboro in 2015. All are approved for fully 
online delivery of academic programs and, with the exception of postsecondary credential levels from 
1-2 and 2-4, all other credential levels for the three West universities are identical per the Credential 
Levels table below. 

 Credential Levels (West Integration) 
Post 
Sec. 
<1 

Post 
Sec. 1-

2 

Post 
Sec. 2-4 

Assoc
. 

Bac
. 

Post 
Bac. 
Cert. 

Masters P 
Master
s Cert. 

Doc. 
Prof. 

Practice 
Cal U X X  X X X X X X 
Clarion X  X X X X X X X 

Edinboro X  X X X X X X X 

The main recommendations regarding accreditation are to submit the Complex Substantive Change 
Request to MSCHE and develop an institutional assessment plan that complies with MSCHE 
standards. These recommendations impact leadership, faculty, staff, strategic planning and 
assessment processes and related technologies, and costs per integration for the Complex 
Substantive Change Request. The Priority Two considerations include planning for an MSCHE site 
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visit within six months of the transaction, raising awareness of the accreditation cycle, and evaluating 
the institutional assessment cycle. 

The Complex Substantive Change Preliminary Review Forms submitted by each of the West 
integration campuses are available upon request. Refer to Appendix M for detailed recommendations 
from the accreditation working group. 
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6. Impacts on Students, Faculty, and Staff 
Students 

The integration re-imagines higher education from a student-centric perspective; combining three 
comprehensive public universities closely entwined with their Western Pennsylvania regions (Cal U, 
Clarion, and Edinboro) to create a stronger and more financially stable institution with an expanded 
capacity to enroll, retain, and graduate more students; support student success; and serve an 
increasingly diverse student population. 

The West integrated university will provide students with the following benefits:  

• Increased access to exemplary, affordable, and career-relevant higher education and a vibrant 
student experience on three residential campuses and a fully online “virtual campus.” This will 
include a full complement of opportunities for students to continue to grow socially and 
emotionally outside the classroom. Students will continue to have a voice in the leadership of 
the campus and guide the experience and structure of their student governing bodies. 

• Enhanced student ability to participate in expanded educational offerings (e.g., majors, minors 
and concentrations) and to obtain degrees in a manner not fiscally feasible for any one 
university independently 

• A unified array of academic programs unbounded by campus borders, with coursework 
delivered in traditional on-campus settings; through remote, virtual, and/or multimodal 
learning; and/or 100% online. 

• Institutional re-investment in academic excellence, student success, and the student 
experience made possible through cost efficiencies, economies of scale, and a much broader 
level of faculty expertise. 

One of the primary goals of the integration is to make higher education more affordable. Specifically, 
one integration goal is to create degree pathways that reduce the total average cost of degree 
attainment by as much as 25%. This goal does not assume primarily a reduction in tuition, but 
incorporates opportunities such as reductions in time to degree attainment due to expanded course 
option availability, high school dual enrollments, and online enrollments, lower student fees, additional 
fundraising achievements, space utilization improvements, reduced operating expenditures, 
enhanced grant funding, more federal work study opportunities, working with community partners to 
reimburse student wages off campus and expanded use of open educational resources to reduce 
student costs for course materials.  

Most importantly, the West integrated university draft plans and goals reflect a common focus of the 
three existing universities for building lives, building careers, achieving academic excellence, 
enhancing student-centered learning, and improved student success as defined by MSCHE 
(retention, completion, and post-graduation employment or further education).  

Student affairs, success, and retention: The primary recommendations are focused on fostering 
the success and increasing the persistence of students. Priorities include the use of predictive 
analytics and holistic advising, early alert systems, shared student data management, and common 
first-year experience (FYE) and first-year seminar (FYS) structure. Additionally, the recommendations 
focus on ensuring equitable access to military and veteran resources, accommodations, internship 
offerings, tutoring, technology resources (e.g., rural access challenges), and career development 
coaching and support. Further, the recommendations include common access to critical student life 
resources such as health and wellness resources (including mental health and counseling), food 
pantries, housing, and dining and vending. The recommendations also include deploying common 
student governance structures and policies, including student behavioral intervention, student code of 
conduct and judicial procedures, and student government and clubs/organizations. 

The recommendations impact stakeholders across the university community, including students, 
parents, faculty, and staff, union representatives, and external vendors and agencies. The 
recommendations may affect areas such as fee structures, contracts, student-related processes and 
structures, new or integrated technologies, and system and/or software implementation. There are 
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initial costs anticipated to implement some of the recommendations, while cost savings are expected 
in the long term. Finally, the impacts may extend to compliance and legal considerations. 

As part of the development of the plan, and in addition to the various consultation paths and student 
inclusion during plan development, two surveys of current students were conducted. Refer to 
Appendix A.A.  

In response to feedback during the public comment period, a second survey was conducted that 
included prospective students and parents in addition to current students (refer to Appendix A.A for 
detailed for the results of the second survey). A total of 1,360 people participated in the survey 
conducted June 2nd to June 19th: 

• 546 were inquiries on file with the six institutions involved in the integration 
• 509 were rising sophomores, juniors, and seniors at the six institutions involved in the 

integration plus Westchester and Millersville 
• 305 were parents of high school juniors and seniors (no affiliation with PASSHE institutions) 

For prospective students, the results showed that:  

• 88% are willing to take some courses online to have access to a wider range of 
degrees/majors (58% are willing to take more than 25% of their courses online)  

• 90% are willing to take some of their courses online in order to keep the price they pay the 
lowest (69% are willing to take more than 25% of their courses online)  

• 91% are willing to take some of their courses online in order to earn their degree more quickly 
(62% are willing to take more than 25% of their courses online)  

For current students, 90% or more are willing to take some courses online for any of three reasons 
tested (about 70% are willing to take more than 25% of their courses online for any of the three 
reasons). 

Parents’ results showed that 99% are comfortable with their child taking some courses online for any 
of the three reasons tested (about 80% are comfortable with their child taking more than 25% of their 
courses online). 

Four modalities were also tested: 

1. You meet in a physical classroom with other students to participate together in online 
lectures and activities taught by a professor who is either online or live on another 
campus 

2. You participate in live online lectures, discussions, and activities with other students and 
a faculty member from a location of your choice (e.g., home, dorm room) 

3. Lectures are pre-recorded and you interact with other students and faculty on a 
discussion board when it’s convenient for you 

4. Lectures are pre-recorded and you regularly participate in small group discussions and 
activities live online with other students and a faculty member 

The survey results showed that Option 1 was most appealing to prospects and Option 4 was least 
appealing however Options 1-4 were almost equally appealing to parents and current students 
suggesting a wide variety of modalities should be offered. 

The Priority Two considerations include further aligning and extending student support and campus 
services, such as supplemental instruction, microgrants, expanded health and counseling services, 
student leadership development, campus recreation, and housing technology and programs.  

Athletics: The strong recommendation is to maintain current NCAA Division I and Division II sports at 
all integrating institutions and grow current team rosters as well as analyze the addition of new teams. 
There is a strong commitment at all integrating institutions, as well as the Pennsylvania State Athletic 
Conference, to maintain the current complement of teams at all integrating universities. Furthermore, 
the State System is also deeply committed to preserving and expand athletic opportunities for 
students at all integrating universities. A key objective of the proposed integration is to create 
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opportunities for enrollment growth at the integrating institutions; hence, preserving the complete 
complement of athletic teams at the integrating universities is critical to realizing this goal. The 
history, legacy, traditions, and campus vibrancy are critical to each of the integrating institutions. 
Athletics are at the core of these deeply rooted and honored local and regional traditions. 
Furthermore, today’s and tomorrow’s students are attracted to a vibrant campus environment and 
athletics is critical to creating this sought-after vibrancy. The athletic programs at the integrating 
universities account for approximately 12% of total undergraduate enrollment, and also support an 
additional 8% of athletic-related undergraduate enrollment. Our athletic programs are rich in diversity 
and have traditionally retained students more successfully than non-athlete student counterparts. 
Preserving and growing our diverse student body is critical to the success of the State System as well 
as our Commonwealth. The athletic programs can serve as best practices for other areas of the 
universities as we continue to focus on closing gap performance for our students of difference. The 
financial analysis of athletics confirms that athletics at all integrating institutions have a positive 
impact on the bottom line. We are committed to ensuring Title IX compliance for all women’s and 
men’s teams.  

These recommendations impact students, student-athletes, community visitors, local high schools 
and towns, faculty, staff, alumni, coaches, athletic administration, HR, and financial aid stakeholders. 
Additionally, the recommendations have process, technology, finance, and legal impacts; software 
used to support scholarship offers and team scholarship limits, as well as the NCAA Compliance 
Assistance Software; and the expansion/allocation of additional funds for scholarships. The 
recommendations will require additional funding for recruiting, which in turn should increase 
enrollment and create a positive return on investment. We continue to work with the NCAA in our 
pursuit to maintain all athletic teams at the integrating institutions. 

The Priority Two considerations include continued sports expansion, scholarship development, facility 
improvements, software alignment, policy alignment, operating budget reviews, defined roles and 
responsibilities, sport sponsorship, recruitment, and student-athlete retention.  

Student Government: The recommendation is that each of the three universities maintain their 
current student government associations during the transitional years, allowing each organization to 
continue operating as separate affiliated entities, providing services to students within each of the 
campus locations while also continuing to analyze potential future alternatives to best serve the 
integrated university and its students as it transitions to its future state. The potential future structures 
include responsibilities and functions at the individual campuses as well as oversight and 
collaboration by one governing body as a whole.  

Refer to Appendix N for detailed recommendations from the student success and retention, student 
affairs, and athletics working groups. Refer to Appendix O for enrollment projections, graduation 
outcomes, cost of tuition, room and board, and cost of attendance. 

Faculty and Staff 
The System, as part of the Board-approved University Sustainability Policy, embarked on plans to 
align operating expenses with annual revenue as well as achieve specified student to faculty ratios by 
July 2020. These efforts are currently underway, and the projected outcomes are the starting point for 
the implementation plan assumptions 

In accordance with Act 195 any recommendations that impact collective bargaining agreements 
(CBAs)/memoranda of understanding will comply with applicable labor laws. 

Faculty: Pursuant to Act 50 of 2020, as part of the proposed implementation plan, a single academic 
organizational structure will be established for each integrated university by July 2022.  

As part of the recommendations associated with the program array, student success, and the online 
initiatives, enrollment is anticipated to increase in the integrated years at 2% year-over-year. Based 
on the financial projection assumptions, if realized, the university will be able to maintain faculty 
levels with growth associated with the thresholds aligned to the online initiative. Refer to Appendix V 
for the financial assumptions for this projection.  

Refer to Appendix P for Act 50-required reporting on staffing. 
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Staff: As part of the proposed implementation plan, a reorganization of the non-academic 
organizations will be conducted to create a single organization by July 2022.  

As part of the recommendations associated with the program array, student success, and online 
initiatives, revenue and expenses were projected. The total estimated savings are outlined in the 
financial assumptions in Appendix V.  

Given the efficiencies to be achieved, additional reductions are projected. An analysis of retirement 
eligibility and continued planning is occurring to achieve these results where possible through 
removal of vacancies and attrition while maintaining optimal functional capacity. Periodic adjustments 
to personnel may be required to meet institutional needs.  
Refer to Appendix P and Appendix Q for Act 50-required reporting on staffing and on academic and 
non-academic data regarding the number of employees, location, reductions in workforce, 
reassignment to other universities, financial impacts of reductions, and student to faculty and non-
faculty ratios. 

Additional personnel related assumptions can be found in Appendix A.D.  



 

Page 27 of 269 

7. Impacts on the Community 
As noted earlier in this report, the proposed implementation plan is to maintain vibrant, residential, 
instructional and co-curricular experiences including athletic programs at all three campus locations 
with the goal of growing both on-ground and online student enrollments through expansion of the 
program array and improved student supports – all of which enhance the student experience. Given 
this direction, the below articulates examples of aspects that will not change as part of the integration: 

• The three existing campuses will retain their identities 
• Athletics programs and events will remain available at all locations 
• Cultural and community-facing events will remain available at all locations 
• Campuses will maintain their residential character with students living on- and off-campus, and 

engaging in the full range of face-to-face instructional, co-curricular, and other experiences.  
• Fully online programming will also be available but will be in addition to not a replacement for 

traditional on-ground experiences. Both student cohorts (residential on-ground, and fully 
online) are expected to grow as a result of integration. 

• A complement of faculty and staff will work in person at the campus and living/engaging in the 
community as many of them do now 

• Students will not see impacts to existing financial aid and scholarships  
• Student supports will improve as evidence-based “high-impact practices” are integrated as a 

matter of priority 
• Educational programming will be done in a manner that considers regional and community 

workforce needs, and partnerships will be sought and established with regional employers to 
ensure they have the educated workforce and employee up-skilling and re-skilling 
opportunities they require. 

• Dual enrollment options for regional high-school students will continue to be a priority and the 
number of dual enrolled students is expected to grow 

• Articulation agreements with community colleges and other educational partners will be 
streamlined and strengthened, and the number of community college and other transfer 
students is expected to grow 

• Donors will continue to donate to the institution (campus) or program they choose, with all 
donor intent or restrictions remaining in place 

Given these decision points, the campuses will continue to be strong pillars in their communities. The 
State System is among the top 30 largest employers in Pennsylvania based on 2019 second quarter 
data from the state Department of Labor and Industry 3, and enrolled 95,802 students across the 14 
universities as of Fall 20194. The State System has a direct presence in 20 of the 67 counties of 
Pennsylvania, varying from urban to rural locations. As a result of a large geographic reach across 
the Commonwealth, the State System plays a key role in stimulating the economies of the counties in 
which each university resides. The State System directly impacts the regional economies by injecting 
millions of dollars into Pennsylvania’s economy on local, county, and state levels. Additionally, the 
presence of the State System universities enhances workforce development and therefore impacts 
employment opportunities, not only for the students, but also for those who reside in the surrounding 
communities.5 

As noted in the prior section, the plan is not projecting faculty staffing changes and minimally results 
in nonfaculty staffing changes. The 2015 Economic Impact Report was updated in response to 
requests during the public comment period. Refer to Appendix A.B for the updated Economic Impact 
Report. 

Specific to West integration, the results of the Economic and Employment Impact Study show that: 

 
3 https://www.wtae.com/article/pennsylvania-largest-employers-1576875315/30299746# 
4 https://www.passhe.edu/SystemData/Documents/Enrollment%20Trends%20Fall%202019%20-
%20PRELIMINARY.pdf 
5 https://www.passhe.edu/SystemData/Documents/EconomicAndEmploymentImpactReport.pdf 

https://www.wtae.com/article/pennsylvania-largest-employers-1576875315/30299746
https://www.passhe.edu/SystemData/Documents/Enrollment%20Trends%20Fall%202019%20-%20PRELIMINARY.pdf
https://www.passhe.edu/SystemData/Documents/Enrollment%20Trends%20Fall%202019%20-%20PRELIMINARY.pdf
https://www.passhe.edu/SystemData/Documents/EconomicAndEmploymentImpactReport.pdf
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• The total economic impact of the Western Integrated University is projected to be $758.6 million 
during fiscal year 2025-2026. This represents an 8.1 percent increase over the combined three-
university impact projected in fiscal year 2022-2023.  

• The change economic impact by spending category from the 2022-2023 fiscal year to the 2025-
2026 fiscal year for the West University is as follows:  

o Institutional Spending Impact: 8.9% increase 
o Faculty/Staff Spending Impact: 5.4% increase 
o Student Spending Impact: 9.2% increase 

• The total model derived jobs supported by the West University is projected to increase by 194 jobs 
or 2.3% from fiscal year 2022-2023 to fiscal year 2025-2026. 

The Impact Study also shows a 9.5% reduction in impact between 2013-2014 and 2019-2020, resulting 
largely from decline in student enrollments and consequent reduction in student spending. While this 
impact has nothing to do with integration, it is important to point out because it documents specific 
aspects of the community challenges that university integration is intended to address. 

The three universities also have relationships with affiliated entities. Affiliated entities are defined 
according to Board policy as a private organization (typically classified as a 501(c)(3) nonprofit 
organization for federal tax purposes) that exists solely for the benefit of the university, including, but not 
limited to, foundations, alumni associations, and student associations. To be affiliated, the organization 
must: (1) be recognized as an affiliate through a Council of Trustees’ resolution; (2) make financial 
contributions to the university or provide similar benefits on a regular basis, satisfactory to the president 
and Council of Trustees; and (3) provide an annual external audit report to the university on a timely 
basis. 

Inasmuch as each existing campus will remain as part of the proposed integration, the proposed 
implementation plan is not anticipating community and affiliate changes now; however, changes may 
occur in the future. Specific to foundations, donations will remain within the current affiliated entity, 
including any current donor restriction.  

Refer to Appendix R for a list of affiliated entities.
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8. Impacts on Shared Governance 
The State System is committed to honoring the terms of its CBAs/memoranda of understanding with 
each of its bargaining units. 

Integration will not impact the control (public) or ownership (Commonwealth of Pennsylvania) of the 
integrated institution. The integrated institution’s governance will conform to the provisions of Act 188, 
including roles and responsibilities delineated for the Board of Governors and Council of Trustees.  

The main recommendations regarding governance consider the composition and meeting schedule 
for the integrated university’s Council(s) of Trustees; determine the integrated university’s 
representation on the Pennsylvania Association of Councils of Trustees (PACT); review transitional 
leadership governance documents and proposed functional units, and student, faculty, and athletics 
governance structures; and review the strategic direction planning and current decision-making 
processes. 

Refer to Appendix S for detailed recommendations from the institutional governance and leadership 
working group. 

The roles and responsibilities of the Board of Governors is outlined within Act 188/50. As it relates to 
closing a university, the Board does not have statutory authority to close a university. As stated in the 
July 2020 analysis, closure results in not only negative impacts on the students and communities 
within Pennsylvania but also carries long term costs. The Board, through policy, may restrict an 
institution’s ability to close a campus or teaching location. 

The roles and responsibilities of the Council of Trustees were reviewed by the leadership and 
governance working group. Several options were considered in the West including: 

• Single COT as currently defined (10 + 1) with Student Advisory Committee 
• Single COT with more members (15 + 4 students) 
• Single COT (15+4 students) with Campus Advisory Board 

Of the above options, legislative action would be required for options 2 and 3. Refer to Appendix A.C 
for the option analysis.  

Accordingly, should the Board approve the integration plan we would pursue the necessary legislative 
agenda.  

In addition, the three universities also have relationships with affiliated entities managed at the 
university level. Affiliated entities are defined according to Board policy as a private organization 
(typically classified as a 501(c)(3) not-for-profit organization for federal tax purposes) that exists solely 
for the benefit of the university, including, but not limited to, foundations, alumni associations and 
student associations. To be affiliated, the organization must: (1) be recognized as an affiliate through 
a Council of Trustees’ resolution; (2) make financial contributions to the university or provide similar 
benefits on a regular basis, satisfactory to the president and Council of Trustees; and (3) provide an 
annual external audit report to the university on a timely basis. 

Because affiliates are independently structured entities, the Board has no authority to integrate them 
or alter their structure in any way. Additionally, the implementation plan neither requires nor 
anticipates changes made by the affiliate; though changes may occur in the future as they have in the 
past through the normal course of operations. Specific to foundations, donations will remain within the 
current affiliated entity, and all current donor restrictions will be maintained. 
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9. Before and After Organizational Charts for All Impacted Institutions 
As part the implementation plan, organizational design focused on two phases.  

During the 2021-2022 fiscal year, the three universities must continue operations as independently 
accredited universities while also working on the implementation plan to enable the opening of the 
integrated university at the start of the next fiscal and academic year (2022-2023). 

The second phase of work will begin following Board approval, and will align staff with the detailed 
organization structure consisting of activities associated with labor relations, employee 
communications and change management.  

In alignment with the integration goals and the submission to MSCHE, the before and after high-level 
organizational charts are presented in Appendix T. The organizational charts were built to align to the 
goals of providing a robust program array to students through a combined faculty, supporting the 
recommendations from the working groups, and at the same time reducing duplication to drive 
savings for reinvestment in students. As the proposed implementation moves forward, staffing will be 
aligned within the organizational units with associated organizational changes and training conducted 
in accordance with the timelines. It is anticipated that some organizational changes may take place 
prior to July of 2022 for functions such as shared services while others may be phased in following 
July 2022.  

The following provides additional clarification around the roles and responsibilities of the executive 
leadership that are contained within Appendix T. 

President 

The University President is responsible for articulating the University’s vision, mission and values with 
internal and external stakeholders; supporting and enhancing the institution’s academic mission and 
overall operations; building upon the existing traditions, distinctiveness and strengths of the 
campuses; approving and overseeing the overall university budget and operations; securing external 
funding support; working with the Board of Governors, Chancellor, elected officials, alumni, donors, 
and the broader community to advance the mission of the University; and developing and 
implementing strategic and tactical objectives. 
Chief of Staff 

The Chief of Staff is responsible for implementing strategic and tactical objectives of the Office of the 
President. This includes working across the institution to identify, facilitate and coordinate 
opportunities and initiatives which involve multiple units within and affiliated with the institution. The 
COS will assist the President in managing priorities to maximize relationships with the Council of 
Trustees, Foundation and Alumni Boards, donors, alumni, students, and other key groups and 
individuals. The COS will collaborate with faculty, staff and students to promote an inclusive and 
diverse campus community. 

Student Affairs 

The Senior Vice President for Student Affairs is the chief student affairs officer and advises the 
President on all matters pertaining to student life. This includes Auxiliary Services, Conference and 
Events, Residence Life and Housing, Judicial Affairs, Health and Wellness Services. This position 
maintains a visible profile both on campus and with external constituencies and engages with the 
faculty, students, alumni, and staff communities. 
Academic Affairs 

The Provost/Vice President for Academic Affairs is the chief academic officer of the university and 
provides vision and leadership in planning, developing and implementing the University’s academic 
program programs to ensure the growth and quality of all educational offerings and academic support 
functions. This includes oversight of educational policy and academic programs, including program 
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review and improvement, accreditation, academic personnel decisions, program and curriculum 
development and the improvement of teaching and learning. 
Strategic Enrollment Management 

The Vice President of Strategic Enrollment facilitates the development and implementation of the 
University’s strategic enrollment plan, promotes institution-wide recruitment and retention initiatives, 
and collaborates with faculty, staff, administration, student organizations, and community 
stakeholders. This includes oversight of admissions, financial aid, recruitment, veterans’ affairs and 
student success. 

Administration and Fiscal Affairs 

The Vice President of Administration and Fiscal Affairs plans, organizes and directs operations in the 
areas of administrative services, emergency management, facilities, fiscal affairs, human resources, 
parking and transportation, technology and operational support, and public safety and security. 

Diversity, Equity and Inclusion  

The Vice President of Diversity, Equity and Inclusion will develop, implement and assess initiatives 
and programs that will provide focus and accountability for equity, inclusion and diversity across the 
University. This includes the office of social equity and Title IX, developing and overseeing a 
comprehensive, university-wide diversity plan, oversight of diversity activities across the campuses, 
and work with faculty and staff on practices that support inclusion and effective learning.  

Virtual and Global Education 

The Vice President for Virtual and Global Education will lead the planning, development and delivery 
of distance learning programs and courses, including online and blended learning. This includes 
working collaboratively with faculty and academic leaders to ensure a unified approach and high-
quality teaching standards in the online teaching and learning environment to drive the development 
of digital learning initiatives and guide a growing portfolio of online programs. 

University Advancement 

The Vice President for University Advancement is the chief advancement and development officer for 
the university. This includes management and operation of university development, alumni relations, 
as well as community and donor relations.  The Vice President for University Advancement is also 
responsible for providing leadership, broad policy guidance and direction to advance the University’s 
mission through marketing and communications; printing and publications; and community and 
governmental relations. 

Campus Administrator 

The Campus Administrator” (working title) is a member of the president’s leadership team located at a 
campus outlined above who combines an executive level function (e.g., VP Academic Affairs) with 
responsibility for relational, ceremonial, and other related functions at each of the partner campuses. 

The proposed organizational structure of the division of Academic Affairs in the integrated university 
was shared with faculty (June 23, 2021) for feedback as part of the implementation plan activities.  

Based on the current timeline, it is anticipated that the proposed organization structure at the division 
levels for the remaining functions within the university will be shared in early August following the 
Board of Governors’ meeting. 

Work will continue on finalizing the organizations of the new university through the second quarter of 
2021-2022 including change management activities.
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10. Information included in the Chancellor’s Report and 
Recommendation under Subsection a.2 of Act 50, Namely the 
Financial Sustainability Analysis 
Pursuant to Act 50 and as part of the redesign effort, the Chancellor proposed to the State System 
Board of Governors at its July 2020 meeting to embark on a financial review, per Act 50, of 
potential integration of several State System universities, seeking through such 
integrations/consolidations to expand students’ educational opportunity and ensure that affordable, 
career-relevant higher education remain available in a sustainable way across all regions of 
Pennsylvania.  

In September 2020, the first phase of the financial review and recommendation was presented by 
the Chancellor pertaining to the institutional integrations overview and Phase 1. This 
recommendation moved from three combinations to two combinations based on the analysis. On 
October 14, 2020, in accordance with Act 50, the Chancellor presented to the Board the report and 
recommendations of the financial stability of any impacted institution. The report and 
recommendation were contained within the Board PowerPoint presentation with appendices and 
the Board affirmation. Upon receipt of the report and recommendation, which showed the benefits 
and opportunities of the two combinations of integrations, the Board affirmed the ongoing 
institutional integrations process and authorized the Chancellor to proceed with the development of 
appropriate implementation plans for review by the Board in 2021.  

Appendix U comprises the October 2020 Board of Governors report and recommendation. Note 
that impacts on community and affiliates identified in the October report as part of the 
implementation planning process can be found in Section 7 of this report.  

As part of the proposed implementation plan, the financial analysis conducted in October was 
refined with new information associated with the working group recommendations (Appendix V). It 
is important to note that the financial projections are an iterative process and will be updated as part 
of the CPP in September. At that time, aAdjustments will be made associated with the Board of 
Governor’s approved tuition freeze for fiscal year (FY) 2021-2022 and receipt of COVID-related 
federal relief funds as well as associated protections related to reserves are presented in Appendix 
A.D.  

Overall, program array, student success, and online recommendations resulted in a 2% year-over-
year enrollment increase. This aligns to the goal associated with sustainability for enrollment.  

However, when looking at the five-year projections, the operating margin and the primary reserve 
ratio are negative. This ratio is impacted by the FY 20/21 losses associated with the COVID-19 
pandemic, which are part of the FY 20/21 baseline and, therefore, flow through the remaining years 
without the receipt of the Coronavirus Response and Relief Supplemental Appropriations Act 
(CRRSAA), 2020 (Higher Education Emergency Relief Fund [HEERF] II), and American Rescue 
Plan (Higher Education Emergency Relief Fund III) funds. If federal funds, at anticipated amounts, 
are received by the universities, the primary reserve ratios show an improvement, but remain 
negative.While the COVID-19 related federal relief funds positively impacted fiscal year 2021-2022, 
tTwo other factors impact the projections, the negative cash position for Clarion and Edinboro 
entering the integration and the high debt service as a percentage of revenue. Even the most 
financially stable, Cal U, is only marginally sustainable without integration, making the importance 
of integration even more pressing. To address the level of debt service and the impacts on the 
financial position, alternative funding sources have been identified in fiscal year 2021-2022 and 
fiscal year 2022-2023. Based on these assumptions, the projections are positive by fiscal year 
2025-2026; however, the ability to invest in the physical plant is limited thus contributing to the 
increasing levels of deferred maintenance and the sustained long-term debt service is a continued 
issue to be managed.  

Financial stability will be improved through alignment of costs with revenue and enrollment levels 
and the expansion of educational opportunities for all students from three physical campus 
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locations and a virtual campus (global online division). Cost efficiencies will also improve through 
leveraging university strengths and sharing expertise and capability, including campus leadership, 
payroll, analytics, labor relations, procurement, human resources, technology, finance, facilities 
management, academic programs, and institutional effectiveness. These improved opportunities 
and efficiencies will improve the cost effectiveness of delivering the programs. 

Financial stability and affordability will foster efforts to support and retain student success by 
enabling investments for university responsiveness with student/employer needs, an expansion of 
workforce-targeted academic programs, and student success services that will improve retention 
and completion rates, including student populations from historically underserved, low-income, and 
rural communities, and students of color. Enrollment management will also expand recruitment 
efforts beyond traditional high school graduates to engage new student segments, including adults 
who need to re-skill and up-skill to maintain relevancy in the labor market through more affordable, 
fully online degree and degree-completion programs and through partnerships with employers to 
develop educational pathways that satisfy student and workforce needs. 

Refer to Appendix V for updated April financial projections and additional data, including:  

• Overview of the financial position contained within the financial statements 
• Operating budgets and projections for the current year plus five years  
• Administrative savings assumed from the integrations  

Refer to Appendix A.D for updated financial projections and additional data, including:  

• Updated overview of the financial position contained within the financial statements  
• Updated operating budgets and projections for the current year plus five years  
• Administrative savings assumed from the integrations and the assumptions related to the 

personnel savings and operating savings  
• Highlights of major changes between April and June projections 
• Results from the third party review of the financial projections and assumptions 
• Short term deferred maintenance 
• Summary of implementation outcomes
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11. Timeline for the Implementation Plan Post-April 
The proposed implementation plan is built upon a timeline to launch the integrated university by July 2022 with a phased implementation for 
continuous improvement. The first visual below shows the student lifecycle which represents key items for prospective students, applicants, 
enrolled students, academics (i.e., returning students), graduation, and alumni giving. 
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The table below shows the major work streams within the proposed implementation plan. The proposed implementation plan is built upon a 
timeline to launch the university by July 2022 with a phased implementation for continuous improvement. Refer to Appendix W for a detailed 
timeline of critical path items identified by working groups during the implementation planning phase.  

Academic curriculum is being adjusted to provide for phased curriculum development review, and implementation, with full implementation 
of integrated curriculum targeted by August 2024. This allows additional time for increased faculty engagement, program specific 
accreditation, and most importantly improves the ability for new and current students to have clear paths to graduation.  

The major upcoming activities to be completed over the first quarter of fiscal year 2021-2022 upon Board approval include the below. Based 
on the completion of these activities the timeline will be adjusted accordingly: 

o Detailed plan for phased-in curriculum development and implementation and supporting technology integration plans 
o Middle States submission of Complex Substantive Change Request (full detail is available in Section 5 of this document) 
o Organization charts at the division level (academic organization charts were distributed to faculty for feedback and are currently 

under review) 
o Marketing and Branding strategy 

Associated milestones for key aspects of the plan will be adjusted in support of the phased-in curriculum development and implementation, 
this includes, but is not limited to, information technology and student recruitment and enrollment. 

INTEGRATION 
PILLARS 

JAN – JUN 2021 JUL – DEC 2021 JAN – JUN 2022 JUL – DEC 2022+ 

Student 
Experience 

• Scholarship 
options 

• Introduce future 
students 

• Tutoring services 
• Support wellness 
• Career Services 
• Financial 

counseling 
• Student fees 
• Athletics program 

structure 
• Common 

timeline/editorial 
calendar  

• International 
services 

• FYE and FYS 

• Scholarship options 
• Athletics program 

structure 
• Emergency/crisis 
• DEI 
• Marketing and 

communications 
• Communication 

functions 
• Intermediate 

website 
• Brand identity 
• Vendor contracts 

• Disability/accessibility 
services 

• Testing resources and 
procedures 

• Scholarships 
• Academic Advisors 
• Writing Center 
• Admissions process for 

athletes 
• Unified program array 

communication 
• Student Code of 

Conduct/handbook 
• Title IX compliance 
• Publish catalog 

• Holistic advising 
• DEI staff and 

affiliates 
• Marketing campaign 
• SIS changes 
• Wellness support 
• Media relations 

efforts 
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INTEGRATION 
PILLARS 

JAN – JUN 2021 JUL – DEC 2021 JAN – JUN 2022 JUL – DEC 2022+ 

Academics • Integrated 
academic 
program array 

• Academic 
structure 

• Common 
academic 
calendar 

• Academic program 
synthesis 

• Virtual campus 
business model 

• Recognitions and 
rankings 

• Support services for 
virtual campus 

• Virtual campus 
academic readiness 

• Academic catalog  

• SARA authorization 
for virtual campus 

• Centers for 
Teaching and 
Learning 

• Execute virtual 
learning RFP 

Institutional 
Accreditation 

• Complex 
Substantive 
Change (CSC) 
preliminary review 

• CSC request form • MSCHE board approval • MSCHE site visit 

Regional SIS 
and Enrollment 

• Determine ED 
requirements 

• Common calendar 
• Common 

admissions 
deadlines 

• Technology 
platforms 

• Packaging and 
processing aid 

• Class schedules 
• Allocations/ 

modifications from 
ED 

• Standardize 
scholarships 

• Admissions 
communications 

• Application launch 
• Technology for Free 

Application on 
Federal Student Aid 
(FAFSA)  

• Recruitment 
strategy 

• Contracts/affiliation 
agreements 

• FAFSA and financial aid 
applications 

• IT policy alignment 
• Transcript development 
• Data conversions 
• Degree audit 
• PHEAA requirements 
• Bill and payment 

• Financial aid 
structure 

• Financial aid 
disbursements 

• FAFSA and financial 
aid eligibility 

• Financial aid 
verification process 

• Conversion to 
regional SIS 
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INTEGRATION 
PILLARS 

JAN – JUN 2021 JUL – DEC 2021 JAN – JUN 2022 JUL – DEC 2022+ 

Finance and 
Infrastructure 

• Shared services 
model 

• Purchasing 
processes 

• Facilities 
management 
system 

• Assess vendor 
contracts 

• Financial and 
enrollment 
projections 

• Singular budgeting 
process 

• Financial aid audit 

• Tuition and fee 
structures 

• Foundations and 
Alumni Associations  

• Student government 
associations impact 

• Billing system 

• New SAP 
• Single budget into 

SAP 
• Content strategy 
• Rating and lending 

agencies 
• Prior year financial 

statement audit and 
Single Audit 

Human 
Resources 

    • Integrated HR structure 
• Organizational structure 

 

 

 



 

Page 38 of 269 

Refer to Appendix W for a detailed timeline of critical path items identified by working groups during 
the implementation planning phase.  

In addition, the West integration submitted a preliminary timeline (included below with minor updates) 
as part of the MSCHE submission process, which is included within the critical path.  

Critical Implementation Milestones Estimated Date 
Early notification of MSCHE August 2020 
Financial review July - October 2020 
State System Board of Governors affirmation of System Redesign 
direction 

October 2020 

Implementation planning process October 2020 - April 2021 
Creation and charge of implementation planning teams October - November 2020 
Early notification of Pennsylvania Department of Education December 2020 
Contact ED regarding any impact on Title IV December 2020 
State System Board of Governors interim review of implementation 
planning 

January 2021 

Submit CSC Preliminary Review Form to MSCHE VP February 2021  
State System Board preliminary approval of integration 
implementation plans 

April 2021 

Sixty-day public comment period April - June 2021 
State System Board final approval of integration implementation 
plans 

July 2021 

Submission of CSC request to MSCHE September 2021 
Implementation Phase 1 July 2021 - July 2022 
MSCHE action March 2022 
Effective transaction date July 1, 2022 
MSCHE site visit January - February 2023 
MSCHE post-site visit Commission review and action March 2023 
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12. Additional Considerations and Conclusion 
Based on the proposed implementation plan, we expect the West integration to result in a student-
focused, more sustainable integrated university that benefits the Commonwealth and honors the 
identities of the three integrating universities. Upon the Board’s final approval, the integration will 
embark on the implementation plan to execute the recommendations herein. 

While the integration shows a path forward, this path is still at risk. While university alignment is 
now actively underway through the Board’s University Financial Sustainability policy6, it is not 
enough. Long-term sustainability will require integration and a new partnership and collaboration 
with the Commonwealth resulting in greater recurrent investment in the State System Universities 
and or its students. 

Any implementation of this scale comes with risks. The below outlines the primary financial risks, 
which will need to be mitigated for long-term sustainability within the region for the students, 
families, and communities that we serve. 

First, as noted in the financial section of this report, the starting position of the three universities is 
at risk (refer to Appendix C and Appendix V). Each university maintains an academic program array 
where revenues do not meet costs. Auxiliary operations and E&G run negative at two universities, 
with one barely breaking even. One time-funding for debt relief assists considerably in preserving 
the limited reserves in the West.  After aligning costs and revenues by June 2022, two will have 
exhausted their reserves, showing a negative balance. While Cal U is projected to have $16.8 
million in reserves, enough for three months of operations, it is still fragile (sustainability policy 
benchmark is six months). The projections also show the limitations with the online net revenue 
contribution associated with labor costs. Finally, assuming appropriations were distributed solely by 
enrollment, projections show a required combined cross-subsidy of over $11 million for the three 
universities within the integration (Appendix Y). 

The financial projections shown in Appendix V are sensitive to assumptions having to do with 
enrollment growth, state funding, tuition actions, etc. The program array recommendations and the 
online initiative recommendations improve the position of the combined entity, which mitigates 
some of the risk when comparing scenarios of the individual universities without integration against 
integrated projections for net revenues (Appendix Y.3). The proposed implementation plan 
recommendations and these scenarios also show integration as the only path forward in its ability to 
offer a more robust program array and student services. 

Second, and equally important in the West, is the issue of the combined debt load as a proportion 
of revenues. Debt totals $246 million (much of it in under-occupied residence halls), with $22 million 
annual debt service which must be repaid irrespective of enrollment. The overall result is that the 
integrated university is unable to invest in the physical plant, thus exacerbating the approximate 
$84 million in current deferred maintenance for near-term needs in E&G and auxiliary operations 
inclusive of athletics. Alleviating the financial pressures associated with the debt load requires an 
ongoing partnership with the Commonwealth. This could take many forms, including selected 
building acquisition and/or targeted support for debt service payments. Either would help improve 
net revenue and allow for investment in students and physical plant. 

Finally, the financial projections assume no change in the distribution of state appropriated dollars,  
thus continuing cross-subsidies – cross-subsidies that other universities can no longer afford 
without impacting their students’ success and their institutions’ financial health. Alleviating the need 
for cross-subsidy in the West would require an additional $11 million annually. Eliminating the need 
for cross-subsidy for the System as a whole would require $46 million in annual appropriations.  

Integration is the best path forward, as evident when comparing scenarios of the individual 
universities against integrated university projections for net revenues. Without integration, the ability 

 
6 https://www.passhe.edu/inside/policies/BOG_Policies/Policy%202019-01.pdf  

https://www.passhe.edu/inside/policies/BOG_Policies/Policy%202019-01.pdf
https://www.passhe.edu/inside/policies/BOG_Policies/Policy%202019-01.pdf
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to maintain the program array and invest in student success is limited, making the need for 
integration more pressing. 
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Trajectories considered by the Board and their costs  
It is important to note that prior to embarking on integrations, as part of due diligence, the System 
had meaningful discussions about the following possible actions concerning the future of the 
System (Appendix Y). 

Trajectory Considered Projected Cost(s) 
Maintaining the three 
universities in their current 
operating models without 
implementation of the System 
sustainability policy 

Between $24 million to $30 million in annual ongoing 
support, for a total of $137 million for the five-year 
period. 

Maintaining the three 
universities and requiring each 
to align cost with revenues 
under System sustainability 
policy, but not integrate 

Between $11 million to $15 million in annual ongoing 
support, for a total of $65 million for the five-year 
period. 
Requires additional targeted scholarships of between 
$17 million to $68 million to incentivize/maintain 
enrollments at two universities left with non-viable 
program arrays (as proven effective at Cheyney 
University with $4.9 million annual investment in 
Keystone Scholarship). 

Cease operations at selected 
universities 

Requires legislative action and between $100 million 
to $287 million per university, for a total of $660 
million to offset closing costs. 

Dissolve the relationships that 
make us a System, allowing 
universities to operate 
independently (e.g., as state-
related) 

Increases cost of university operations, which take 
responsibility for shared functions (legal, labor 
relations, payroll), plus targeted investment in 
maintaining or closing most universities not capable of 
sustaining on enrollment-driven and existing state 
revenues. 

Implementing the sustainability 
policy to align costs with 
revenues prior to integrating 
into a single accredited entity 

Standard ongoing support, projected to achieve 
balance by FY24. 
West one-time start-up costs estimated 
at approximately $14 million, aligned mostly to IT for 
the student information system changes and faculty 
stipends over the five-year period.  
Total one-time start-up costs, inclusive of support for 
both the integrations, estimated at $29 million over the 
five-year period. 

Closing selected universities and dissolving the System are neither desirable nor possible without 
legislative action. Of the remaining three trajectories, sequentially implementing the sustainability 
policy and integrating universities are the best path to financially sustainable operations that ensure 
affordable, high-quality education is available at each of the System’s universities. Specifically:  

• Only the integration plan allows for the ongoing investment necessary to support new 
academic programs, student supports, and growth into new student markets. 

• Only the integration plan, through its deliberate focus on low-cost degree pathways, addresses 
student affordability issues outlined in Appendix C. The data shows the System affordability 
advantage diminished from $6,500 to $1,500 per student per year between 2010 and 2019. To 
impact student affordability through state support requires investment totaling $12 million 
annually for every $1,000 reduction in net average student cost of attendance. 
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Conclusion 

The proposed implementation plan outlined in this report sets the stage for a transformed West 
integrated university that will be positioned to serve students, families, and the region for the 
future, enabling the continuation and expansion of high-quality, affordable educational 
opportunities that continue fulfilling the mission of the university and the System. This plan 
leverages the scale and resultant operational efficiencies achieved by combining the three 
universities, providing cost savings that allow us to reinvest in our students’ success. It sets the 
stage for long-term viability focused on the students and regions these universities serve, while 
improving access to affordable, high-quality education that our students need to continue driving the 
regional and statewide economies. It is the beginning of the journey, and one, through the 
experience of building the work included here, that we have every confidence will be 
successful. With your support, we can, we must, and we will. 
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Acronyms and Definitions 
• AA: Associate of Arts  
• AACSB: Advance Collegiate Schools 

of Business 
• AAS: Associate in Applied Science 
• ABET: Accreditation Board for 

Engineering and Technology  
• Accr: Accreditation  
• Act 50 or Act 50 of 2020: Public 

School Code of 1949 – Omnibus 
Amendment Act of Jul. 1, 2020, P.L. 
558, No. 50 

• AFSCME: American Federation of 
State, County, and Municipal 
Employees 

• AMPT: Academic Master Planning 
Tool  

• APSCUF: Association of Pennsylvania 
State College and University Faculties 

• AS: Associate of Science 
• ASN: Associate of Science in Nursing 
• AY: Academic year 
• BA: Bachelor of Arts 
• BAS: Bachelor of Applied Science 
• BFA: Bachelor of Fine Arts 
• BIT: Behavioral Intervention Team  
• BSAE: Bachelor of Science in Art 

Education  
• BSBA: Bachelor of Science in 

Business Administration 
• BSED: Bachelor of Science in 

Education 
• BSW: Bachelor of Social Work 
• BOG or Board: Board of Governors 
• CA: Community Assistant 
• Cal U: California University of 

Pennsylvania  
• CAO: Chief Academic Officers  
• CARES Act: Coronavirus Aid, Relief, 

and Economic Security Act 
• CBA: Collective Bargaining 

Agreements  
• CFP: Certified Financial Planner  
• CIP: Classification of Instructional 

Program  
• Clarion: Clarion University of 

Pennsylvania 
• CLEP: College Level Examination 

Program  
• Clery: Clery Act 
• CMMS: Computerized maintenance 

management system 

• CMS: Content management system  
• CRRSAA: Coronavirus Response and 

Relief Supplemental Appropriations 
Act 

• COA: Cost of Attendance  
• COT: Council of Trustees 
• CPP: Comprehensive Planning 

Process 
• CRM: Customer relationship 

management  
• CRNP: Certified Registered Nurse 

Practitioner  
• CSC: Complex Substantive Change  
• DCJ: Doctorate of Criminal Justice  
• DEI: Diversity, equity, and inclusion 
• DNP: Doctorate’s in Nursing 
• Donor/Alumni: Donors, Alumni 

Relations, and Foundations  
• DPT: Doctor of Physical Therapy 
• DSST: DANTES Subject Standardized 

Test  
• E&G: Educational and general 
• EAB: Education Advisory Board 
• EADA: Department of Education 

Equity and Athletics Disclosure Act  
• ED: US Department of Education  
• EdD: Doctorate in Education 
• Edinboro: Edinboro University of 

Pennsylvania 
• EdS: Educational Specialist  
• EEO: Equal employment opportunity  
• EM: Enrollment Management  
• EMSI: Economic Modeling Specialists 

Intl. 
• ESRI: Environmental Systems 

Research Institution - GIS mapping 
software 

• F&A: Finance and Administration  
• FAFSA: Free Application for Federal 

Student Aid 
• FERPA: Family Educational Rights 

and Privacy Act 
• FinAid: Financial Aid  
• FTE: Full-Time Equivalent 
• FY: Fiscal Year  
• FYE: First-Year Experience  
• FYS: First-Year Seminar  
• GR or Grad: Graduate  
• HEERF: Higher Education Emergency 

Relief Fund 
• HR: Human resources  
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• HRIS: HR information system  
• IT: Information Technology  
• LMS: Learning Management System 
• LR: Labor Relations 
• MA: Master of Arts 
• MACC: Masters of Accountancy 

Program 
• MarComm: Marketing and 

Communication  
• MBA: Master’s in Business 

Administration 
• MD: Maryland  
• MEd: Master of Education 
• MFA: Master of Fine Arts 
• MM: Multi-modal 
• MOU: Memorandum of Understanding 
• MSCHE: Middle States Commission 

on Higher Education  
• MSN: Master of Science in Nursing 
• MSW: Master of Social Work  
• NABITA: National Association for 

Behavioral Intervention and Threat 
Assessment  

• NCAA: National Collegiate Athletic 
Association  

• NE: Northeast region 
• NJ: New Jersey 
• NPC: National Panhellenic 

Conference  
• NPHC: National Pan-Hellenic Council  
• NY: New York  
• OH: Ohio 
• OOC: Office of the Chancellor 
• OPEID: Office of Postsecondary 

Education Identification  
• OPEIU: Office of Professional 

Employees International Union 
Healthcare Pennsylvania  

• PA: Pennsylvania 
• PACT: Pennsylvania Association of 

Councils of Trustees 
• PD: Police Department  
• PHEAA: Pennsylvania Higher 

Education Assistance Agency  
• PIRSA: PA Intramural-Recreational 

Sports Association 

• PK-12: Prekindergarten through 
Grade 12 

• POA: Pennsylvania State System of 
Higher Education Officers Association 

• POS: Point-of-sale 
• PSAC: Pennsylvania State Athletic 

Conference  
• PSECU: Pennsylvania State 

Employees Credit Union 
• PSSU: Pennsylvania Social Services 

Union 
• RA: Resident Assistant 
• RFP: Request for Proposal 
• RISE: Research Initiative for Scientific 

Enhancement 
• RN: Registered Nurse 
• SAI: Student Association 
• SARA: State Authorization Reciprocity 

Agreements  
• SCUPA: State College and University 

Professional Association 
• SGA: Student Government 

Association 
• SIS: Student information system  
• SLT: System Leadership Team  
• SPFPA: International Union, Security, 

Police and Fire Professionals of 
America 

• State System or System: 
Pennsylvania’s State System of 
Higher Education 

• Support Services: Integration Support 
Services Group  

• SWMD: State Wide Meet and Discuss 
• TC: Transfer Certificate 
• Tech: Technology  
• UCR: Uniform Crime Reporting 

system 
• UG and Ugrad: Undergraduate 
• ULT: University Leadership Team  
• UTECH: University Technology 

Services 
• VP: Vice President  
• WG: Working Group
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Act 50 Quarterly Report Alignment 
The table below correlates the Act 50 requirements to the relevant appendix or appendices. 

Act 50 Requirement Appendix 

(1) An overview of the financial position of the 
respective universities at the time of plan approval 
and the time of the report. 

Appendix V: Financial Sustainability Analysis 

(2) The operating budget and total budget for each 
university at the time of plan approval and at the 
time of the report. 

Appendix V: Financial Sustainability Analysis 

(3) The estimated amount of expenditures needed 
to support plan implementation at the time of plan 
approval and the cumulative amount of 
expenditures made to support plan implementation 
at the time of the report. 

Appendix X: Implementation Costs 

(4) The applicable organizational charts at the time 
of plan approval and at the time of the report. 

Appendix T: Organizational Charts 

(5) Full-time enrollments at the time of plan approval 
and at the time of the report. 

Appendix O: Act 50 Reporting on Student 
Metrics and Analysis 

(6) Graduation outcomes at the time of plan 
approval and at the item of the report. 

Appendix O: Act 50 Reporting on Student 
Metrics and Analysis 

(7) The cost of tuition, room and board and fees at 
the time of plan approval and at the time of the 
report. 

Appendix O: Act 50 Reporting on Student 
Metrics and Analysis 

(8) The average cost of attendance at the time of 
plan approval and at the time of the report. 

Appendix O: Act 50 Reporting on Student 
Metrics and Analysis 

(9) The number of faculty and non-faculty 
employees at the time of plan approval and at the 
time of the report. 

Appendix P: Act 50 Reporting on Faculty 
Appendix Q: Act 50 Reporting on Staff 

(10) The number of faculty and non-faculty 
employees by location at the time of plan approval 
and at the time of the report. 

Appendix P: Act 50 Reporting on Faculty 
Appendix Q: Act 50 Reporting on Staff 

(11) Each impact to faculty and non-faculty 
employee staffing, including, but not limited to, 
separations, reductions in force, reclassifications of 
job responsibilities or roles or reassignments to 
other universities within the system. The notification 
under this paragraph shall include an estimated 
financial impact for the current and subsequent two 
fiscal years. 

Appendix P: Act 50 Reporting on Faculty 
Appendix Q: Act 50 Reporting on Staff 
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Act 50 Requirement Appendix 

(12) The faculty-to-student ratio and the faculty and 
non-faculty employee-to-student ratio at the time of 
plan approval and at the time of the report. 

Appendix P: Act 50 Reporting on Faculty 

(13) A list of academic programs that have been 
terminated or consolidated and an explanation of 
the reasons for termination or consolidation. 

Appendix L: Act 50 Reporting on Academic 
Programs 

(14) A list of new academic programs that have 
been approved and an explanation of the need for 
the programs. 

Appendix L: Act 50 Reporting on Academic 
Programs 

(15) The number of academic programs by location 
at the time of plan approval and at the time of the 
report. 

Appendix L: Act 50 Reporting on Academic 
Programs 

(16) A list of property that is for sale or has been 
sold and the value of the proceeds from the sale. 

Appendix J: Act 50 Reporting on Property for 
Sale 

(17) A list of administrative service consolidations 
and the value of savings resulting from the 
consolidations. 

Appendix V: Financial Sustainability Analysis 

(18) A list of outlining concerns related to the 
implementation of the plan on the community and 
affiliated organizations. 

Appendix R: Act 50 Reporting on Affiliated 
Entities’ and Communities’ Concerns  

(19) Any other information as requested by the 
chairpersons enumerated under this subsection. 

N/A 
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Appendices 

Appendix A: Implementation Planning Process 

 

 

 

How Are We Pursuing Integration?

JULY 2020
TO OCTOBER 2020

OCTOBER 2020
TO APRIL 2021

• Conduct review of 
financial impacts 
of potential 
integrations

* Act 50 report and 
recommendations presented 
to the BOG October 2020

• Develop 
implementation 
plan(s)

APRIL 2021
TO JULY 2021

JULY 2021
TO JULY 2022

• Submit plan(s) for 
public comment 
(April 2021) and 
Board approval 
(July 2021)

• Begin phased
implementation
plan with a Fall 
2022 opening and 
continue 
development 
thereafter

1

Implementation Planning Takes Place in the Regions…

2

System Leadership 
Team, Chancellor,

and Lead Presidents

Lead President
and

Supporting 
Presidents

Project Manager QA/QC Lead

Sub-Groups

Working Groups 
(includes Union 
representation)

Lead President
and

Supporting 
Presidents

Project Manager QA/QC Lead

Western Integration 
Leadership Team

Sub-Groups

Working Groups 
(includes Union 
representation)

Office of the 
Chancellor 

Staff

Support Services
Baker Tilly

Shelley Nickel, 
Strategic Advisor for 

Institutional Integration

Accreditation

Northeastern Integration 
Leadership Team

Board of Governors
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…Through 29 Working Groups (and 215 Subgroups) 
Focused on Key University Functions.

3

Parallel Working Groups (One per Region)
1 Academics
2 Athletics
3 Communication and Marketing
4 Donors/Alumni Relations/Foundations
5 Enrollment Management
6 Facilities and Infrastructure

7 Finance and Administration
8 Human Resources and Labor Relations
9 Institutional Governance and Leadership

10 Technology

Combined Working Groups
16 Accreditation
17 Financial Aid
18 State System Technology
19 Human Resources and Labor Relations

Regional-Specific Working Groups
Western Northeastern

11 Online 14 Workforce Development and 
Non-degree Programs

12 Student Affairs 15 Student Success, Services, and 
Campus Life13 Student Success and Retention

Identified and populated initial working groups (WGs) with leads, co-leads, 
and subgroup members. Each WG has distinct charters and charges.

Plus 215 Subgroups!

The Process Engages the Expertise 
of Our Stakeholder Groups…

As of 1/8/20201:

589 total individuals serving 
on working groups and subgroups

Northeastern Integration

As of 1/8/2021:

421 total individuals serving 
on working groups and subgroups

Western Integration

WGs and subgroups were structured to meet the WG charges in accordance with a common framework that was 
customized in each region to ensure needed skills and expertise as well as constituency representation

• 166 Managers • 10 Trustees

• 279 APSCUF 
Members

• 10 Affiliates (BU and LHU 
Foundation, BU CGA 
Affiliate)

• 38 SCUPA Members • 1 SPFPA Members

• 9 Coaches • 1 OPEIU Member

• 72 AFSCME Members • (Does not include non-
employee alumni or POA 
members)• 3 Trustee Students

• 145 Managers • 11 Trustees

• 130 APSCUF 
Members

• 8 Affiliates (SAI, Foundation 
Members, PSECU Reps, 
Military, etc.)

• 60 SCUPA Members • 4 Alumni (Non-Employee)

• 23 Coaches • 2 SPFPA Members

• 21 AFSCME Members • 2 POA Members

• 13 Students (does not 
include advisory group)

• 1 OPEIU

4
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5

…and Involves Extensive Consultation at 
Statewide, Regional, and Campus Levels.

Statewide 
consultationBoard 

meetings

Legislative
testimony

Regional 
consultation 

Initiative 
advisory 
meetings

PA Association 
of Councils of 

Trustees (PACT)
Statewide 
Meet and 
Discuss
(SWMD)Working group 

consultation 

Campus
consultation
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Appendix B: 2021 Annual Accountability Report 
The 2021 Annual Accountability Report (i.e., Appropriations Request) was published on March 3, 2021, 
and includes information regarding the contributions State System universities make to the 
Commonwealth of Pennsylvania and the challenges confronting the State System. Refer to 
https://www.passhe.edu/Shared%20Documents/FINAL_AppropsBook_3Mar2021.pdf. 

 

https://www.passhe.edu/Shared%20Documents/FINAL_AppropsBook_3Mar2021.pdf
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Appendix C: West Integration Financial Challenges 
The following excerpt details the review of structural trends, impacts on the State System and university 
financial health, and State System trajectories. 
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Educational Appropriations per FTE
State Comparison

5

At this funding level, 
Pennsylvania ranks 48th of 50 
states in terms of educational 
appropriation per student FTE, 
representing a decline from FY 
2018, where Pennsylvania was 
ranked 47th (Figure 17). 

Pennsylvania is ranked 47th in 
net tuition per FTE, spending 
$3,719 per student less than the 
50-state average.$0

$2,000

$4,000

$6,000

$8,000

$10,000

$12,000

$14,000

$16,000

$18,000

$20,000
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Driving Enrollment Down (by 21% since 2010)

Decline is 27% without 
West Chester 
University, which has 
grown
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Demographic Trends Contribute But Account for Only A Fraction 
of the Loss (change in size of high-school-leaving population)
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Trends Are Devastating Financially. Fewer and Fewer Students 
Carry the Burden of Fixed and Growing Costs
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Trajectories Potential Benefits Associated Risk(s)

1. Dissolve the system; 
universities would fend for 
themselves; operate more 
like state-related

Eliminates financial pressures resulting from cross-subsidies and 
system loans; relaxes / eliminates non-compete 
constraints, e.g., academic programming, enrollment/recruitment

Requires legislative action

Shared activities (benefits, payroll, retirement) would have to be 
performed by each university, increasing costs; absent significant 
ongoing targeted state investments, selected universities are unlikely 
to succeed (see risks under “cease operations”)

2. Cease operations at some 
universities

Eliminates universities operating at annual net loss and the 
financial drain on the system, which is required to cover losses

At minimum requires legislative action to buy down the closing costs 
that the system can’t meet

Devastating socio-economic impact on regional economy, e.g., job 
loss, access to skilled workforce

3. Substantially increase state 
funding

Maintains affordable postsecondary pathways across all regions 
of PA, and critical engines of social mobility and economic devpt

Requires ongoing commitment from the State to fundamentally 
adjusted funding level with ongoing incremental growth

4. Maintain the current path -
July 2202 (operate 14 
independently accredited 
universities with terms of Board’s 
sustainability policy)

Enables continuity of operations mitigating
immediate need for transformational changes
represented by integration, and options 1, 2, and 5

Absent significant ongoing increase in state appropriations,
sustainability operations force reduction in program breadth, further 
depressing enrollments and place greater financial pressure on other 
system universities through use of system loans, cross subsidy

5. Pursue university integrations Enable all universities sustainably to continue residential 
experiences for traditional students while maintaining their 
identities, expanding academic opportunities, improving student 
outcomes, serving new markets

Identified below and including ongoing state appropriation, debt level, 
labor costs, enrollments, etc.

Potential trajectories for System Redesign, as reviewed by Board 7/20
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Appendix D: Integrations Initiative Charters 
System Redesign: Integrations 
Integrations Initiative Charter 

November 12, 2020 
Document Purpose 
This charter defines the purpose and organizational structure of the State System Redesign integrations 
initiative and outlines the roles of groups involved. 

Act 50 requires the Board of Governors receive a report and recommendation from the Chancellor 
inclusive of an implementation plan. The components of this document align to the requirements of the 
Act and provide the structure to be used to complete the work and present to the Board of Governors. 

Initiative Purpose, Rationale, Goals and Objectives, and Guiding Principles 
Integrations Initiative Overall Purpose and Rationale 

• Maintain or expand high-quality educational opportunities for students across Pennsylvania 
• Improve and expand access, affordability, and success for all students 
• Honor and engage local identity and key stakeholders (trustees, alumni, affiliates, donors, etc.)  
• Meet regional economic and workforce needs  
• Position institutions for growth, including in new markets  
• Realize cost savings  
• Leverage talented faculty and staff 

Selected Integrations Purpose and Rationale 

• Potential to Serve More Students, Grow into New Markets: The integrations will allow growth 
into adjacent markets by combining the capacities of integrating institutions, which enables them 
to compete in the marketplace more effectively than if they stand alone.  

• Strong Regional Proximity: Integrated universities must be able to sustain face-to-face 
instruction with a “single” or integrated faculty and administration. While a great deal can be done 
remotely, students involved in residential education have an expectation for an on-campus 
experience. Regional proximity also leverages the universities’ deep roots in their surrounding 
communities and, by working together, they can provide essential pathways into sustaining 
careers for people in those communities.  

• Opportunity for Cost Savings and Program Alignment: Integration design will begin with a 
rigorous analysis of the academic program arrays, staffing structures, and potential cost savings 
that result from the integration process, thus enhancing financial sustainability.  

Goals and Objectives 

• Goals: Specific, desired future outcomes of the integration with measurable metrics for August 
2022 and August 2026 

• Objectives: Annual targets, action steps, and desired outcomes to achieve the goals 
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Integration Guidelines – Fundamental considerations to incorporate in all aspects of integration 
implementation planning to guide the recommendation and decision-making processes. 

Guiding Principles 

• Academic Excellence and Innovation – Maintain or expand high-quality educational 
opportunities for students. Leverage talented faculty and staff. Establish robust program pathways 
among universities, schools, and community colleges.  

• Student Success – Provide access to high-value, relevant educational experiences that prepare 
students in a timely manner for pathways to successful lives and careers.  

• Enrollment Growth – Position institutions for growth, including in new markets.  
• Affordability – Consider affordability from the students’ perspective and embrace pricing flexibility 

strategies.  
• Efficiency and Fiscal Sustainability – Provide students the full breadth of academic 

programming, while realizing greater regional efficiency and cost savings.  
• Diversity, Equity, and Inclusion – Create environments that recognize differences, and provide 

appropriate and equitable systems that foster positive outcomes for all students, and eliminate 
gaps that persist in relative performance of different student groups. Honor and engage local 
identity and key stakeholders.  

• Career Readiness/Development to Meet Regional and Commonwealth Needs – Meet regional 
and economic work force needs. Strengthen connections to workforce with pathways, experiential 
learning, career services, adult learning, and post-traditional.  

Organizational Methodology  

• Start with the end in mind.  
• Innovate to unique, sustainable, and efficient solutions in all areas.  
• Guide recommendations development using established goals and objectives around student 

success, affordability, and high-quality education.  
• Recommend actions to create single, integrated universities with common or standard processes 

and approaches, tightly integrated functions with respect to people, organizations, systems, 
policies, and approaches, and, where appropriate, joint supporting functions between the newly 
integrated universities.  
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• Focus on the critical path to August 2022; identify other opportunities for a phased-in 
implementation approach.  

• Design for long-term sustainability with cost savings/return on investment (over a ten-year time 
horizon and beyond).  

• Consider all topics/areas; nothing is off-limits. 
• Coordinate among integrating institutions to align processes and methods (where possible) to 

create synergies and identify opportunities.  

Expectations and Deliverables  

• Develop recommendations and suggestions to inform final leadership decision making.  
• Where multiple views exist, bring forth alternatives and pros/cons.  
• Represent your subject matter expertise, not your current university.  
• Listen with respect to everyone’s opinion and keep a sense of humor.  
• Consider all ideas.  
• All deliverables will be met by established deadlines.  
• Engage and consult with key stakeholders and promote transparency.  
• Confidentiality will be maintained in all working group discussions and understanding that 

decisions are not final until appropriate protocols are followed.  
• Focus on data-informed decision making.  
• Confirm existing information; assess if additional information is needed before creating something 

new. (Don’t recreate the wheel.)  
• Seek opportunities to identify and consider impact of recommendations on non-integrating 

universities. 

Scope, Roles, and Responsibilities 
Scope and Assumptions 

• West Integration: California University of Pennsylvania, Clarion University, and Edinboro 
University 

• Northeast Integration: Bloomsburg University, Lock Haven University, and Mansfield University 
• Assumptions include that each integration entails: 

o One leadership team 
o A single faculty and staff 
o A single program array 
o A unified enrollment management strategy 
o A single, combined budget 
o One reporting relationship through the Chancellor to the Board 
o A single accredited entity 

Key Roles and Responsibilities  

• System Leadership Team (SLT): Chancellor, Vice Chancellor and Chief Academic Officer, 
Executive Vice Chancellor, Deputy Chancellor, Strategic Advisor for Institutional Integration and 
West and Northeast Integration Lead Presidents  
o The Chancellor serves as the initiative sponsor; sets the strategic direction, objectives, and 

funding for integrations; approves integration plans for consideration by the Board of 
Governors, and serves as the “face” for the System for the integration effort 

o The Integration Lead Presidents collaborate with the Office of the Chancellor (OOC) staff to 
create and oversee development of integration planning deliverables from planning 
frameworks adopted by ULTs; and serve as the escalation point for ULT-identified risks, 
issues, and decisions
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• University Leadership Teams 

o West Integration: West Integration Lead President, Presidents, Project Manager and Quality 
Manager, CAO, VP of Finance and Administration, and designated functional Working Group 
Co-Leads  

o Northeast Integration: Northeast Integration Lead President, Presidents, Project Manager 
and Quality Manager, CAOs, VPFAs, and designated functional Working Group Leads/co-
leads 

o ULTs provide input to the System Leadership Team in developing a planning framework and 
implementation approach; creating and overseeing implementation planning in each 
integration group, including populating, overseeing, and integrating deliverables produced by, 
and acting as the review/evaluation point for risks, issues, and recommendations generated 
by, underlying Working Groups; packaging and transmitting deliverables to the SLT; 
engaging with the SLT in resolving questions and issues arising therefrom 

• Integration Support Services Group (Support Services): Strategic Advisor for Institutional 
Integration; Baker Tilly team members serving in advisory and support roles, including liaisons to 
Working Groups, Program Management Lead, Lead Engagement Partner, West and Northeast 
Project Managers, Project Management Senior Consultant, and subject matter experts  

• Office of the Chancellor: In the integration process, staff from the Office of the Chancellor will:  
o Serve as a resource, in support of the integration work  
o Provide guidance about how options being considered integrate with and/or impact 

systemwide strategies, directions, and/or policies, and escalate issues as necessary to the 
system leadership team  

o Ensure compliance with all applicable laws, policies, and contractual obligations  
o Ensure consistency in messaging and approach where appropriate across integration teams  

At the request of a working group’s lead, OOC Staff may (but are not required to) participate in parallel 
and regional-specific working groups.  

OOC staff may play a greater leadership role in combined working groups where they are established to 
consider issues with potential for specific, direct system impacts (e.g., technology, labor relations) 

Detailed Responsibilities 
The ULTs (West and Northeast) share identical roles and responsibilities. Each group is charged with 
undertaking a collaborative, consultative process for planning an effective integration design and 
implementation strategy for each of the three integrating university groups, forwarding these to the SLT 
for review and consideration by the Chancellor and ultimately consideration by the Board of Governors. 
This includes the following activities: 

• Designating specific Working Groups to draft considerations to inform the integration design and 
implementation plan for key functional areas and overseeing the process of populating 
membership among the Working Groups, specifically:  

o Building a membership matrix that defines the organization of the Working Groups, including 
needed skillsets and subject matter expertise, constituencies represented, and number of 
representatives 

o Inviting nominations for Working Group leads/co-leads/members/subgroup members based 
on shared governance considerations, specifically requesting that stakeholder groups provide 
multiple nominees from which final appointments will be selected  

o Appointing co-leads for Working Groups to serve as the primary liaisons and representatives 
between the ULTs and Working Groups; the co-leads of the Working Groups are responsible 
for:  

 Building a subgroup membership matrix that specifies needed skillsets and subject 
matter expertise, constituencies represented, and number of representatives, to inform 
the ULT’s invitation for subgroup nominations 

 Collaborating with the ULT to select subgroup members for Working Groups 
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 Leading the Working Groups to set the subgroup charges (aligned with the Working 
Group charges)  

 Sharing information with both Working Group members and subgroup leads to enable 
updates to their constituencies 

 Supporting adherence to the integration guiding principles, maintaining confidentiality, 
and providing representative, collaborative, constructive input 

o Supporting Working Group leads by inviting nominations for subgroup members  
o Sharing information to support Working Groups leads’ ability to: 

 Provide updates to their Working Groups on the broader initiative plans and progress and  
 Support their Working Group members’ in fulfilling their responsibilities to update their 

constituencies 

• Establishing a tone at the top of positive support for the integration work and implementation plan 

• Supporting Working Groups to adhere to the integration planning timeline and achieve assigned 
objectives 

• Collaborating regularly with the other ULT to identify initiative efficiencies, align integration 
approaches, and leverage synergies among Working Groups 

• Using Working Group recommendations to design a recommended detailed future state of the 
three integrating entities, including vision, mission, goals, objectives, organizational charts, 
academic program array, and communication and implementation plans 

• Consulting with the SLT and collaborating with Support Services on initiative progress and 
communication plans 

• Collaborating with the SLT’s Communication Office to proactively prepare communications to 
stakeholders regarding the integration initiative and implementation planning 

• Socializing the integration implementation plan with stakeholders and refining the plan as 
necessary 

The SLT serves as the executive champion of the integration project, regularly coordinating with the West 
and Northeast ULTs to act as the final decision-making body. The SLT provides strategic direction and 
milestones, monitors progress, and considers benefits, opportunities, and synergies that can expand 
beyond the six institutions involved in the integration to the entire System. Specifically, the SLT supports 
the West and Northeast ULTs in adhering to the integration timeline and planning their respective groups’ 
activities to achieve the purpose, goals, and objectives of the integrations, including assessing the design 
of the future state entities against the mission and strategic plan of the State System as a whole. 

The Integration Support Services Group provides advisory support for the SLT and both ULTs. 
Specifically, Support Services will assist with: 

• Maintaining overall initiative project plans and timelines 
• Providing frameworks, tools, templates, and timelines to support the integration planning 
• Drafting and/or advising on key initiative deliverables 
• Providing higher education subject matter expertise upon request 
• Facilitating planning and status meetings with the SLT and both ULTs 
• Supporting regular meetings to review activities and progress 
• As needed, facilitating working sessions with the SLT, ULTs, and other key stakeholders to design 

detailed future states of the integrating universities 
• Supporting the analysis and assessment of various optimization scenarios, including required 

changes and impacts, and helping with subsequent updates to any necessary financial projections 
• Supporting the creation of before and after organizational charts for the two ULTs 
• Assembling implementation plans based on the future state, facilitating processes to obtain and 

incorporate feedback, and finalizing the implementation plan and timeline 

• Supporting preparation for the Spring 2021 Board of Governors’ meeting and public hearings 
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Key Deliverables and Timelines 
The following deliverables will be drafted per Act 50: 

• Integration Report and Recommendation including goals and objectives. The report will outline the 
recommendations from each of the Working Groups. 

• Impact Analysis based on the recommendations, the impacts on students, faculty, staff, 
community and governance will be provided. 

• Organization Analysis including before and after organization charts. 
• Financial Projections based on recommendations and timelines to implement. 
• Implementation plan which outlines the major tasks and associated timeframes to implement the 

integrated university by August 2022. 

Due dates for the working group deliverables will be phased in based on both Act 50 and MSCHE 
requirements.  

Upon approval by the SLT, the project timeline to complete the work per Act 50 will be located at the 
Integrations SharePoint site. 
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System Redesign: Integrations 
Integration Working Groups Charter 

November 12, 2020 
Document Purpose 
This document defines the roles and responsibilities of integration Working Groups designated by the 
West and Northeast Integrations for the State System integration initiative. It articulates the purpose, 
goals, principles, scope, roles, and deliverables with which the Working Groups are charged. 

Purpose and Rationale of the Integrations 
See Overall Integrations Initiative Charter 

Goals and Objectives 
See Overall Integrations Initiative Charter 

Guiding Principles 
See Overall Integrations Initiative Charter 

Key Roles and Scope 

Parallel Working Groups – The following Working Groups will exist for each integration: 

• Academics Working Group 
• Athletics Working Group 
• Communication and Marketing Working Group 
• Donors/Alumni Relations/Foundations Working Group  
• Enrollment Management Working Group 
• Facilities and Infrastructure Working Group 
• Finance and Administration Working Group 
• Human Resources and Labor Relations Working Group 
• Institutional Governance and Leadership Working Group  
• Technology Working Group 

Regional-Specific Working Groups – The following Working Groups will be unique: 

• Online Working Group (West only) 
• Workforce Development and Non-degree Programs Working Group (Northeast only)  
• Student Affairs Working Group (West only) 
• Student Success and Retention Working Group (West only) 
• Student Success, Services, and Campus Life Working Group (Northeast only) 

Combined Working Groups – The following Working Groups will be combined: 

• Accreditation Working Group 
• Financial Aid Working Group 
• State System Technology Working Group 
• Human Resources and Labor Relations Working Group 

Key Roles and Terminology: The following outlines the governance structure overseeing the integration 
Working Group activities (see responsibilities outlined in the Overall Integrations Initiative Charter for the 
groups below) and key terminology: 

• ULT – West Integration Group: West Integration Lead President, Presidents, Project Manager 
and Quality Manager, CAO, VP of Finance and Administration, and designated Working Group 
Leads  

• ULT – Northeast Integration Group: Northeast Integration Lead President, Presidents, Project 
Manager and Quality Manager, CAOs, VPFAs, and designated Working Group Leads 
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• ULTs are responsible for identifying the specific Working Groups who will draft considerations for 
the integration and implementation plan for each key functional area, while engaging appropriate 
stakeholders throughout the process  

• Specifically, the ULT is charged with:  

o Building a membership matrix that defines the organization of the Working Groups, including 
needed skillsets, subject matter expertise, constituencies represented, and number of 
representatives 

o Overseeing nominations for Working Group members/subgroup members based on shared 
governance considerations, specifically requesting that stakeholder groups provide multiple 
nominees from which final appointments will be selected  

o Appointing leads/co-leads for Working Groups to serve as the primary liaisons and 
representatives between the ULT and Working Groups  

o Sharing information to support Working Groups leads’ ability to: 

 Provide updates to their Working Groups on the broader initiative plans and progress and  
 Support their Working Group members’ in fulfilling their responsibilities to consult with 

their stakeholder constituencies 

• Individual Working Groups: Identified leaders per Working Group with relevant supporting 
Working Group members from each Integration’s three institutions 
o Provides input to ULTs in developing the implementation approach; engages in planning and 

analysis in key functional planning areas (e.g., academic programming, student supports, 
leadership/governance, etc.); prepares deliverables for and transmits to ULT; engages 
iteratively with ULT, resolves questions and issues arising therefrom 

• Integration Support Services: Strategic Advisor for Institutional Integration; Baker Tilly team 
members serving in advisory and support roles, including liaisons to Working Groups, Program 
Management Lead, Lead Engagement Partner, West and Northeast Project Managers, Project 
Management Senior Consultant, and subject matter experts 

• Key terminology will be accumulated and shared on the Integrations project SharePoint site  
Working Group Roles and Responsibilities 
The Integration Working Groups for the two Integrations are charged with developing recommended 
integration plans for their key functional areas. These integration plans should include recommendations 
for concrete multi-year, measurable goals that align with the Integration Initiative goals and objectives. 

Each Integration Working Group will be led by leads and co-leads. The leads and co-leads of the Working 
Groups are responsible for: 

• Building a subgroup membership matrix that specifies needed skillsets and subject matter 
expertise, constituencies represented, and number of representatives, to inform the ULT’s of the 
subgroup nominations 

• Collaborating with the ULT to select/confirm subgroup members for Working Groups the Working 
Groups to set the subgroup charges (aligned with the Working Group charges)  

• Sharing information with both Working Group members and subgroup leads to enable consultation 
with their constituencies 

• Supporting adherence to the integration guiding principles, maintaining confidentiality, and 
providing representative, collaborative, constructive input 

The Integration Working Groups may compose operational subgroups as needed to complete the work, 
and will be responsible for developing and communicating the charge of those specific subgroups and 
assigning subgroup members. Together, the Integration Working Groups and subgroups will address the 
following for their functional areas:  

• Incorporate the guiding principles into all decision-making processes and recommendations 
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• Draft considerations to inform the integration design and implementation plan that address the 
specific milestones, topics, and questions outlined in the Working Group charge for the specific 
functional area 

• For all recommendations, Integration Working Groups should identify the impact of the 
recommendation based on the following categories with associated required changes, benefits, 
and risks: 

o People – Student, faculty, staff, governance (e.g., trustees, organizations) – individuals 
impacted by the change and any know required activities to support the change 
(classification, side letter changes, training etc.) 

o Process – Policy, procedures, contracts, partnerships, etc. that support the current state 
which would have to be changed to support the recommendation 

o Technology – Systems, support, applications that support the recommended changes and if 
any updates would be required 

o Finance – Required funding to implement or lead to a cost savings 
o Physical Assets – Physical assets (buildings) that would be impacted by recommendations 
o Compliance and Legal – Federal, state, and local laws, regulations, and other requirements 

that would need to be changed to implement the recommendation 
o Community – Known community stakeholders impacted by the recommendation 
o Benefits – Anticipated benefits associated with the recommendation – linked to goals and 

objectives, if possible 
o Risk – Known risks associated with implementation of the recommendation 

Support Services provides consultative support for the SLT, West and Northeast ULTs, and the Working 
Groups. Specifically, Support Services liaisons’ interactions with the Working Groups include participating 
in and, as requested, facilitating Working Group meetings, supporting and reviewing draft deliverables 
from the Working Groups as needed, communicating opportunities to leverage successful practices used 
by other Working Groups, and providing advisory subject matter expertise for Working Group meetings as 
needed.  

Key Deliverable Templates and Timelines 
Deliverables should follow the defined review process outlined by the ULT for submission to the SLT. All 
deliverables should be worked on collaboratively on the Integrations project SharePoint site. Each 
recommendation from the deliverable should be provided into the overall recommendation spreadsheet, 
to include the following components:  

• Item number 
• Fiscal year task 
• Required fiscal year implementation date  
• Recommendation name 
• Recommendation key components 
• Key dependencies 
• Date submitted Impacts: 

o People 
o Process 
o Technology 
o Finance 
o Physical Assets 
o Community 
o Compliance and Legal 
o Benefits 
o Risk 
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Appendix E: Working Group Charges 
Regional leadership teams drove the implementation planning in the Northeast and West regions by 
forming a total of 29 working groups: 10 parallel groups in each region, 5 region-specific groups, and 4 
joint (cross-regional) groups, working together on issues that are common across the regions. Leadership 
drafted charges for each working group that included specific milestones, questions, and goals to be 
addressed by each working group specifically. These charges are available online: 

https://www.passhe.edu/SystemRedesign/groups/Pages/default.aspx.

https://www.passhe.edu/SystemRedesign/groups/Pages/default.aspx
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Appendix F: Goals, Objectives, and Measurements 
Initial goals and objectives for integrated universities for 2026 and beyond were presented to the Board of 
Governors in the February 2021 meeting. Simultaneously, working groups evolved aspirational goals and 
metrics to evaluate progress towards these goals, as described in the framework below. 

These goals are aspirational and identify areas of potential focus as highlighted by working groups. In 
some cases, the suggested target may be a reach, but we believe these are the goals we should seek to 
achieve long-term. Both regions will use this framework to set specific annual targets and execution plans 
toward these outcomes. 

Aspirational Goal Objectives/Focus for 
Metrics/Targets 

Measurements/Cumulative Impact 
(2026) 

Student Success 

Achieve and maintain 
graduation rate 
improvement of 1% 
annually over average of 
the integrating institutions  

High-impact student success 
practices 

• Improve 6-year graduation rate by 1% 
annually from average rate of 
integrating universities 

Efficacy of advisement and 
interventions 
• Early alerts 
• Mental health/behavioral 

interventions 

• Retain 70% of students referred to 
behavioral intervention teams 

• 90% academic intervention success 
rate  

Eliminate opportunity gaps 

Orientation program involvement • 99% of new students participate in 
orientation 

Underrepresented students 7 
enrollment and persistence 

• Improve enrollment and persistence by 
10% 

Unrestricted retention funding • Address financial-related retention 
issues for underrepresented students 
via grants 

Improve retention rates  
• Improve 2nd year student 

retention rate by 4% over 
baseline 

• Achieve overall retention 
rate of 4% higher than 
integration average 

Transfer student support • 20% more retained transfer students 
High-impact student success 
practices (interventions only) 
• Advising/coaching 
• Coordinated behavioral 

interventions 

• Increase 2nd year retention by 1% 
annually from FY23 baseline results. 

Increase student 
involvement 

Participation in FYS • 100% new student participation 
• Increase at-risk student participation in 

learning communities by 20% Participation in learning 
communities (if applicable) 
Mentorship program optimization • 100% new student participation 
Apprenticeship/internship 
opportunity expansion 

• Increase participation by 10%  

Co-curricular involvement • Reach 60% Undergraduate (UG) 
participation in co-curricular 
opportunities 

Enrollment Growth (by 2026) 
Grow overall enrollment by 
8%  

Growth through expanded 
academic access and 

• 300-400 new students (each 
integration) or 1.5% enrollment growth 

 
7 Underrepresented students are defined as American Indian or Alaska Native, Black or African American, Hispanic, 
or two or more races. 
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Aspirational Goal Objectives/Focus for 
Metrics/Targets 

Measurements/Cumulative Impact 
(2026) 

programming and additional 
degree access (including 
optimization of graduate 
enrollment 

• Online growth 

Integrated recruitment/admissions 
strategies 

• 4% enrollment growth via new 
geographies and student populations 

Strategic athletic programming • 4% total enrollment growth (each 
integration) 

Dual enrollment prospect access • 10% dual enrollment-related growth in 
regional market share 

Prospect yield improvement • 3% total enrollment growth 

Realize 10% full-time 
equivalent (FTE) growth for 
student pop. >1% gap  

Underrepresented, PELL eligible, 
military, and adult learner 
enrollment 8 

• 2.0% growth per year (from baseline) 
in each population group, with a 
cumulative result of 8% 

Targeted scholarships (unmet 
need) 

• 2% growth in these populations 
• Increase fundraising by 1-3% annually 

to mitigate the unmet need cliff based 
on average student unmet need 
benchmarks  

Mentorship programs and alumni 
engagement 

• Increase student enrollment for groups 
with a gap by 10% 

Career Readiness 
Increase credentialing by 
5% 

Certificate or professional 
credential offerings growth 

• 5% more certificates awarded 

Achieve 15% growth in 
career aligned pathways 

Career services use expansion • 15% more students use career 
services 

Internship opportunities, 
participation, and funding 

• 15% more students complete 
internships 

Career and degree pathway 
identification within disciplinary 
focus areas 

• Increase % of students completing 
defined degree or career pathways 
(e.g., Associate of Science in Nursing 
[ASN] to Registered Nurse [RN] to 
Master of Science in Nursing [MSN] 
over five to ten years) 

Affordability & Efficiency 

Create pathways to reduce 
total cost of UG degree 
attainment by 25%9 

Overall retention and progression 
improvement 
- Success rate of students in 

gatekeeper courses 

• 6% increase in retention (2024-2026) 
- 12-15% increase in progression 

through gatekeeper courses 

Accelerated degrees and 
pathways expansion 

• Increase participation in accelerated 
programming by 15% 

Underrepresented student group 
performance gap elimination 

• 6% reduction in performance gap  

 
8 Strategies include new degree and career pathways listed in academics and career readiness. 
9 Price reduction will occur as a result of increases in retention, progression through gatekeeper courses, and 
participation in accelerated programming, in addition to reductions in performance gaps, student fees, and 
operational costs. 
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Aspirational Goal Objectives/Focus for 
Metrics/Targets 

Measurements/Cumulative Impact 
(2026) 

Room, board, and student fee 
structure review 

• Reduce overall non-tuition costs by 3-
5% 

Shared services and 
administrative efficiencies 

• Reduce operational costs by 20% and 
modify tuition as feasible 

Decrease unmet need by 
10% 

Target program scholarship 
funding and opportunities 
enhancement 

• 10% increase over baseline 

Athletic scholarship funding and 
opportunities expansion 

• 10% increase over baseline 

Transfer scholarship funding and 
opportunities  

• 7-10% increase over baseline 

Institutional need-based awards 
optimization 

• 3% increase in available funding 

Fiscal Sustainability & Efficiency 

Achieve operating margin 
of 0 to 2% 

Optimize 
administration/faculty/staff ratios 

• Improve overall operating margin to 
2% 

Contract economies of scale  
Consolidated technology assets 
Standardized practices to create 
efficiencies 

Increase university reserve 
level to 90-180 days cash 
on hand 

Optimize billing and collection 
cycles and create reserves from 
increase on operating margins 

• Improve cash reserve to 90-180 days 
cash on hand 

Improve primary reserve 
ratio from 20 to 40% 

Net tuition per student 
improvement 

• Improve primary reserve ratio to within 
20-40% threshold range 

Reduction in operating expense 

Manage debt to decrease working 
capital requirements 

Diversity, Equity, & Inclusion 

Increase student body 
diversity (baseline 2022) 

Mentorship programs and alumni 
engagement 

• Increase student retention for 
underrepresented groups by 10% 

Flexible academic offerings, 
schedules and mini-courses 
targeted to specific career 
experiences (e.g., military, other) 

• Improve retention of underrepresented 
students by 8% 

Increase compositional 
diversity of 
underrepresented minority 
faculty and staff 

Staff and faculty recruitment and 
retention strategy 

• Faculty and staff composition mirrors 
student population at the system level 

• % of new hire composition 
representing underrepresented 
minorities 

• % of searches with a diverse pool of 
candidate 

• % of finalist lists with diverse pool of 
candidate  

System-wide training for faculty 
search committees 
Standards and procedural 
guidance for conducting searches 
Adopt best practices to foster 
diverse applicant pools 

Academic Excellence & Innovation 
Align academic 
programming with student 
and market demands 

Continuum of stackable degrees 
and credentials within focus 
disciplinary areas 

• Expand academic opportunities within 
top three disciplinary areas by 10-15% 
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Aspirational Goal Objectives/Focus for 
Metrics/Targets 

Measurements/Cumulative Impact 
(2026) 

Adequate academic support 
spending 

• Meet return on investment targets 
identified for academic support 
investments 

Achieve top-quartile 
satisfaction levels for 
online academic delivery 

Technology support and access • Adopt best practice standards for 
technology spent per student and 
faculty/staff FTE 

Robust faculty and staff online 
and hybrid modality training 

• 95% attend offered training 
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Appendix G: Sources of Data, Documentation, and Leading Practices 
Reviewed 

The working groups and regional integration project managers created and reviewed trackers of data 
requested and reviewed, including documentation reviewed and leading practices considered, that the 
groups leveraged when drafting Phase 1, high-priority recommendations and impacts. The primary 
sources of this information are listed below, but should not be considered an all-inclusive list:  

• Article XX-A. The State System of Higher Education (Art. added Nov. 12, 1982, P.L.660, No.188), 
i.e., Act 188 

• American Association of Collegiate Registrars and Admissions Officers 
• American College Health Association  
• Association of American College and Universities  
• Board of Governors Policies, System Procedures, and System Commonalities Documents 
• Boston College Center for International Higher Education 
• Campus Master Plans 
• Chronicle of Higher Education 
• Council for Advancement and Support of Education Alumni Engagement Metrics and Industry 

Standards 
• Deloitte Research Reports 
• Department of Education Financial Aid Guidelines 
• Education Advisory Board (EAB) Research and Reports 
• EAB Student Centered Approach to Advising 
• Education Resources Information Center 
• Equity and Athletics Disclosure Act  
• Federal Student Aid Handbook 
• Gartner Global Research and Advisory Company 
• Hanover Research 
• Inside Higher Ed 
• The Integrated Postsecondary Education Data System 
• Journal of Education for Business 
• National Alliance on Mental Health 
• National Association for Behavioral Intervention and Threat Assessment (NABITA) 
• National Association of Financial Aid Administrators 
• National Intramural-Recreational Sports Association 
• National Student Clearinghouse Institute 
• National Panhellenic Conference (NPC) 
• National Pan-Hellenic Council (NPHC) 
• NCAA Membership Financial Reporting Reports 
• NCAA Membership Reporting Reports 
• Needs Assessment of Collegiate Food Insecurity In SW 
• North American Interfraternity Conference 
• Open Doors – Institute of International Education 
• Open Education Database 
• PA Intramural-Recreational Sports Association 
• System CPP Submissions 
• PA: The Campus Cupboard Study 
• Public Viewpoint Research conducted by Strada, Center for Consumer Insights 
• Teachers Insurance and Annuity Association of America Institute 
• The Brookings Institution 
• Title IX Final Rule
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Appendix H: Positioning Statement 
Integration re-imagines higher education from a student-centric perspective. Integrating three universities 
that are closely intertwined with their regions creates single, stronger institutions with an expanded 
capacity to serve an increasingly diverse student population. Integration increases access to exemplary 
and affordable higher education, leading to better lives for people of all ages and backgrounds. Our 
graduates play a preeminent role in strengthening our communities and helping to power the 
Commonwealth’s ever-evolving economy. Integration will create an inclusive and dynamic campus 
community that embraces shared governance, collaboration, and continuous improvement in the interest 
of our students.  

Integration builds on these core principles: 

Empowering student success, access, and opportunity 

• Undergraduate and graduate students will have multiple entry points to higher education, in-
person and remotely, through a broad array of certificate and degree programs unbounded by 
campus borders. 

• Students will have expansive opportunities to shape the future they envision by engaging in work-
based learning experiences, leadership opportunities, and co-curricular activities aligned with their 
career goals and personal interests. 

• Students will gain skills and confidence through hands-on, experiential learning opportunities that 
serve as pathways to sustaining careers, empowering them to participate meaningfully in the 21st 
century economy and contribute effectively to their communities. 

• Students will be guided, supported, and mentored in pursuit of their educational and personal 
goals.  

• All students will be welcomed into a diverse and inclusive community of learners where individual 
stories are recognized and valued. 

Creating value 

• Students can expect the integrated institution to seek cost savings for students while investing in 
academic excellence, the student experience, and student success. 

• Students can anticipate a broader range of academic majors leading to enhanced career 
opportunities. 

• Students who graduate with less debt have a head-start on building a secure and financially 
rewarding future. 

• Students, their regions, and the Commonwealth all benefit from the collective energy of an 
engaged, diverse community of lifelong learners. 
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Appendix I.1: Academics WG Priority 1 Recommendations with 
Impacts 

The following Priority 1 recommendations were drafted by the West academics working group with the 
accompanying anticipated impacts: 

Recommendation Name Summary Recommendation Components/Description 
Refine unified academic program 
array 

Identify and execute metrics and rubric for determining the unified 
program array for the integrated university. Determine which 
programs will be on one, two, or three campuses, and/or online.  

Synthesize and align existing 
academic programs 

Implement plan (including a defined curriculum review process) 
and timeline to synthesize program curricula and accreditation 
across the new program array.  

Ensure continuation and 
expansion of accelerated 
academic programs 

Evaluate existing accelerated programs and apply to new curricula; 
determine new accelerated program opportunities based on cross-
university synergies. 

Develop cross-walk plans to 
transition students from existing 
academic programs to new 
programs 

Curricular cross-walk and/or teach out plans will be developed for 
all programs to ensure a smooth transition for students to the newly 
structured academic programs. 

Develop a new organizational 
structure for the Academic Affairs 
division 

Propose college/departmental structure for integrated university. 

Integrate library operations Propose efficient operational structure for the university libraries, 
including organization, hours, and policies. 
Determine library holdings, data bases, and technology needs. 

Develop coordinated registrar 
services and common calendar 

Develop calendar and common university catalog; develop 
coordinated registration rules and timelines, grading standards, 
forms and templates. 

Synthesize academic policies Evaluate all academic policies at the three universities and 
recommend a new uniform set of such policies for the integrated 
university. 

Develop a unified General 
Education program for the 
integrated university 

Determine institutional learning objectives and general education 
programs for associate and baccalaureate degree programs. 
Develop assessment model for general education. 

Ensure consistent processes and 
procedures for faculty contractual 
committees 

Suggest procedural issues/changes for contractual committee--
tenure, promotion, sabbatical, evaluation, and curriculum to be 
negotiated. If needed, develop timeline for phase-in of these 
procedures. 

Determine appropriate 
continuation of academic customs, 
traditions, and special programs 

Evaluate and recommend use of alternate work assignment; 
practice for faculty professional development; honors program 
structure; and academic customs for the integrated university. 

People: The recommendations will likely impact the following stakeholders: 

• Academic administration 
• Students 
• Faculty 
• Staff 
• Trustees 
• Alumni 
• The Keystone Library Network 
• The PA Academic Library Consortium, Inc. 
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Process: Overall recommendations of this group enhance the academic pathways and modalities 
available to students across the three locations and the virtual campus. The recommendations specifically 
impact academic programs, new and existing academic affairs policies, contracts (e.g., for database 
providers and subscriptions for each library) and side letters, and faculty processes such as seniority, 
hiring processes, winter and summer pay, sabbaticals, promotions, tenure, and course evaluation. It also 
could impact academic affairs policies relative to new or transfer student eligibility. Many of these 
changes will require some form of consultation with the System, MSCHE, Association of Pennsylvania 
State College and University Faculties (APSCUF), and/or Department of Education. Additionally, the West 
integration will need to create a comprehensive cross-walk plan to ensure students currently enrolled at 
any of the existing universities are appropriately provided a path to complete their degrees at the 
integrated university. This plan should outline critical communication actions and a detailed assessment 
plan, in alignment with MSCHE guidance and requirements for successful design and implementation of 
these cross-walks for all impacted students and courses. 

Technology: The recommendations primarily impact SIS, requiring updates to reflect new and revised 
programs and their respective cross-walks. The recommendations will also require updates to System 
API, university websites and applications, library technologies, registrar services, course audits and 
evaluation software, and course catalogs, transcripts, and grades. 

Finance: Specificity on financial impacts will not be fully known until the program synthesis assessment 
process is completed. The recommendations are intended to result in: potential revenue from new and 
retained students given enhanced access, new programs/degree pathways, and increased availability of 
additional modalities; cost savings opportunities depending on program staffing requirements, integration 
of specialty accreditations, and the reduction in total departments and administrative leadership as three 
universities integrate to become one, integrated university. However, the integration recommendations 
will also result in some additional expenses related to distance education technology and resources to 
properly code cross-walks across the multiple academic programs by spring 2022. 

Physical Assets: The recommendations may result in the reduction of buildings and departmental space 
on the three campuses through reallocation of existing space, fixtures, and technology. 

Compliance and Legal: None 

Community: The recommendations will likely impact stakeholders such as students, faculty, staff, 
employers, regional industries, community patrons, emeriti faculty, and alumni. 

Benefits: A synthesized, efficient program array is intended to provide enhanced accessibility and 
expanded opportunities for students, such as more flexibility, the ability to take courses from multiple 
campuses, and access to an expanded pool of faculty expertise. In combination with the virtual campus, 
defined and competitive degree and career pathways are expanded for all students (e.g., 4-year 
residential student to adult learners seeking certificates). The recommendations also increase 
opportunities for faculty collaboration and sharing of diverse and complementary faculty expertise. The 
integrated program array may also reduce duplicated databases and improve efficiency and consistency 
through one set of policies that apply to all three campuses in the integrated university. The expanded 
program array will accommodate more access points. 

Risk: Risks exist that students, specialty accreditors, alumni, and/or faculty may not approve or accept 
the new synthesized program structure and delivery modalities, which may impact enrollment, student 
retention, and/or alumni and/or community support. The integration of university leadership may impact 
the ability of chairs, deans, or academic leads to manage and perform contractual responsibilities across 
three campuses.
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Appendix I.2: Academics WG Program Array Report 

 

West Academic Program Array 

I. Background 

For 150 years, Cal U, Clarion, and Edinboro have demonstrated resilience and adaptability, evolving to 
meet the changing needs of their regions and the Commonwealth of Pennsylvania.  

Each university had its roots in a two-year normal school that became a state teacher’s college before 
transitioning to a four-year institution, and then a comprehensive regional public university within the 
State System. All have proud traditions of offering transformative experiences to students from families 
of modest means, many of whom are the first in their families to go to college. 

Since that common beginning, the three have continued to transform themselves, developing 
strengths in different disciplinary areas appropriate for their regions. 

Cal U became known for industrial arts education. As technology advanced and marketplace demands 
changed, industrial arts education gave way to a focus on science and technology and the eventual 
creation of the Eberly College of Science and Technology in 1996. Today, Cal U has many 
Accreditation Board for Engineering and Technology (ABET)-accredited programs and will continue a 
focus on technology-related undergraduate and graduate degrees. 

Clarion is the State System’s pioneer in online learning. It boasts a world-class, Advance Collegiate 
Schools of Business (AACSB)-accredited College of Business and one of only three library science 
programs in the Commonwealth to be accredited by the American Library Association. Indeed, in 
2021, Clarion’s Master’s in Library Science was ranked third nationally by intelligent.com. In addition, 
Clarion has a 60-year history of providing nursing education, beginning with an associate’s degree and 
expanding to a joint Doctorate in Nursing Practice with Edinboro.  

More than 100 years ago, Edinboro became a center for art education. That focus expanded over time 
with creation of nationally recognized programs in the studio and applied media arts, including 
animation. A campus community known for its grit and tenacity, Edinboro has also developed highly 
ranked programming in the helping professions, including nursing, social work, counseling and art 
therapy, to meet regional needs. 

Given their roots in teacher preparation, all three universities have and will continue their well-
respected education programs at both the undergraduate and graduate levels.  

With their foundation in a shared history and a long tradition of adaptability, Cal U, Clarion, and 
Edinboro are poised for the next step – progression to one integrated university, with three physical 
campuses and a virtual campus. From the I-79, to the I-80 to the I-70 corridors, they will continue to 
provide access to comprehensive higher education at an affordable price to the students of the 
Commonwealth and beyond. By playing to individual campus strengths and capitalizing on the 
offerings of the partner institutions, the integrated university will provide a vast array of program 
options, greatly expanding opportunities for students. 
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Summary of Rationale and Recommendations 
Key disciplinary areas for the integrated university were determined through consideration of existing 
disciplinary strengths at the three campuses, potential areas for growth, and degree pathways available 
to students. Its mission as a public, regional comprehensive university will be fulfilled through a focus on 
access to high-quality education aligned with workforce demand. Through its program array, the 
integrated university will provide students with opportunities for personal and professional advancement, 
beyond what would be currently available at any one of the three universities. To reduce costs, not all 
programs will be duplicated on all campuses. 

Enrollments by disciplinary area at both the undergraduate and graduate levels support program offerings 
in several key areas based on the data we are presenting. Business, education, health sciences, and 
sport and exercise sciences, among others, serve as major drivers for enrollment. These disciplines also 
represent opportunities for additional investment to generate further growth and to increase range of 
offerings. Highlights for key program areas are shown below. The full program array by degree program, 
along with additional disciplinary areas that offer potential for investment and growth, are presented later. 

Key Disciplinary Areas – West Integration 

Health Sciences Business Education Sport/Exercise Science 

• Focus  

 Career-linked 
programming in 
physical and 
mental health 
areas 

 

• Growth Areas 

 Art Therapy 

 Counseling 

 Speech-
Language 
Pathology 

• Focus 

 Comprehensive 
offerings with 
experiential 
emphasis and 
flexible delivery 

 

• Growth Areas 

 Accounting 

 Intelligent 
Enterprise 

 Graduate 
Programming 

• Focus 

 Nationally-
ranked 
Prekindergarten 
through 12 [PK-
12] programs 
with flexible 
delivery 

 

• Pathways 

 Community 
College 
Partnerships 

 Accelerated 
programs to 
graduate 
education 

• Focus 

 Comprehensive, 
high-demand 
programming 
through the 
doctorate 

 

• Pathways 

 Accelerated 
programs across 
campuses 

 Flexible delivery to 
expand market 
access 



 

Page 81 of 269 

Enhanced access, flexible delivery model, and accelerated pathways 
The highlighted program areas, and others, are expected to expand student access while supporting 
enrollment growth. Expectations of high workforce demand, high job growth (EAB, 2019) 10, and high 
online student demand (EAB, 2020) 11 in the areas of health sciences, business, and education, are 
supported by research. These disciplinary fields also represent areas of strong enrollment across the 
campuses of the integrated university. Growth in these disciplines will be further enhanced by a flexible 
delivery model that will expand access to specialized courses and faculty expertise. This program array 
is designed to appeal to a wide range of students – traditional first-time high school graduates, adult 
learners, degree-completion students, and students wishing to advance their careers through additional 
credentialing. 

The program array also supports accelerated pathways for students, allowing them to earn advanced 
degrees in less time and at a lower total cost than what is possible with sequential programs. Degree 
ladders from the associate to the master’s, or the associate to the doctorate, will exist in several discipline 
areas. For example, a nursing education student can begin with an associate or bachelor’s degree and 
continue to the master’s (MSN) and the doctorate (DNP) levels. In addition, the MSN and DNP can be 
completed online to accommodate working adults. The Nursing career ladder is enhanced by an online 
RN-to-BSN degree-completion program, several certificate programs, and a unique combination of 
master’s in nursing (MSN) and master’s in business administration Master in Business Administration 
(MBA). Other health professions represented at the integrated university will include counseling, art 
therapy, speech and hearing science, medical imaging, physical therapy assistant, and veterinary 
assistant. Many of these include degree-completion programs, career ladders, and accelerated 
bachelor’s-to-master’s program opportunities. 

Career ladders beginning with the associate degree and ending with the MBA or master’s in accounting 
also will be offered from the integrated Business department. Students will be able to access programs in 
accounting, finance, financial planning, economics, management, commercial real estate, marketing, and 
business analytics in face-to-face or online modalities. This will represent an expansion of programming 
access to students beyond what is available at the individual universities. Accelerated bachelor’s-to-MBA 
opportunities will also reduce time to the graduate credential for students from multiple undergraduate 
degree programs. 

Education likewise offers career ladders and accelerated programs beginning with the associate degree 
and progressing to the doctorate (EdD). Undergraduate programs include early childhood/elementary 
education, middle level education, secondary education, and special education, including Autism and 
Deaf Education, with multiple opportunities for specialization in high-demand fields. Post-baccalaureate, 
teacher-certification programs will provide access to new career opportunities for returning students, as 
will master’s degrees and advanced credentialing programs in school counseling, educational 
psychology, and educational leadership. 

Access mission expansion 
The integrated university’s access mission will be supported through additional pathways to degree 
achievement at all levels and provide students with the workforce-ready credentials needed for their 
professional advancement. Here are just a few examples: 

• Guaranteed seamless transfer of community college students, coupled with accelerated pathways 
to degree completion 

• Expanded adoption of Open Education Resources to reduce student costs of attendance 
• Aggressive promotion of prior learning assessment opportunities for adult students, to include 

College Level Examination Program (CLEP), Life Experience Portfolios, and competency exams, 
which will accelerate time-to-program completion across the university 

• Expanded pathway affiliations with industry partners to guide cohorts of employees through in-
person and online programs 

 
10 https://eab.com/insights/daily-briefing/workplace/the-21-fastest-growing-jobs-for-the-next-5-years/  
11 https://eab.com/insights/blogs/adult-learner/online-undergraduate-programs-to-launch/  

https://eab.com/insights/daily-briefing/workplace/the-21-fastest-growing-jobs-for-the-next-5-years/
https://eab.com/insights/blogs/adult-learner/online-undergraduate-programs-to-launch/
https://eab.com/insights/daily-briefing/workplace/the-21-fastest-growing-jobs-for-the-next-5-years/
https://eab.com/insights/blogs/adult-learner/online-undergraduate-programs-to-launch/
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• Expanded partnerships with technical training providers to accelerate access to credential 
achievement at the integrated university 

• Expanded micro-credential programming (certificates, certifications, industry-recognized badges) 
to be used as stand-alone credentials or to complement earned degrees; this initiative can be 
done efficiently in cooperation with the integrated university in the Northeast 

• Further expansion of accelerated programs (3+2, 4+1) across multiple disciplines, beyond those 
discussed above, to provide students with a pathway to achieve advanced credentials in less time 
and at lower cost 

II. Program Array Guiding Principles and Key Considerations 
The program array aims to provide students with access to multiple areas of disciplinary study, 
building on the strengths of the individual campuses and cognizant of the workforce needs in Western 
Pennsylvania and the Commonwealth. Beyond specifying program access and delivery at the 
residential campuses, this recommendation also identifies program offerings for the virtual campus. 

Determinations regarding program inclusion or discontinuation, and delivery campus and modality, 
were based on recommendations received from the program array sub-team within the West 
academics working group; program enrollments by discipline/program and campus; faculty 
complement by discipline/program and by campus; facility characteristics by campus; workforce 
demand data for the Commonwealth and Western Pennsylvania; and program and campus 
reputational information, including specialized accreditations, as relevant. 

Guiding Principles 

1.   Create robust educational experiences in all programs with enhanced access points for students 
to grow enrollment, reduce cost to students, and retain well-prepared and qualified faculty. 

2.  Define streamlined academic administrative resources to serve the three partnering universities 
(i.e., administrative support primarily located on that campus, while faculty may contribute to a 
multi-campus academic program). 

3.   Identify academic areas of growth 
• Investment in growth dependent upon realization of efficiency 
• Focus on student and emerging market demand 
• Emphasize opportunities for career and degree pathways 

4.   Improve efficiency of the academic array 
• Align course offerings with defined sustainability metrics 
• Design programs and course schedules to permit timely degree completion 
• Increase opportunities for students to take courses in the summer and/or winter to 

reduce time to completion, repeat deficient classes, enhance career opportunities, and 
complete pre-requisite courses 

5.  Increase accessibility (i.e., for students, and to new student populations) 
6.  Align with goals of workforce development growth initiatives 
7.  Design program array that promotes diversity, equity, and inclusion 

The program array was also based on the following assumptions: 

Assumptions for Program Array 
• Integrated university is the regional comprehensive entity 
• Pursue multi-modal options where appropriate, to expand student access and obtain scale 
• Verified potential for competitive market position (gap analysis conducted) 
• Phased approach to executing optimal program array 
• Transitional timeline up to 5 years to fully establish/evolve academic administrative approach 

and innovative academic programs of growth and for investment 



 

Page 83 of 269 

III. Program Array Recommendations and Justification 

The following emphasizes disciplinary areas to be highlighted as we describe that which is distinctive, 
unique, and important to the students and industries/employers within the region. Our analysis 
included consideration of both student and market demand in aligning our academic program array for 
the integrated university. 

Data are presented separately to show undergraduate and graduate enrollments in the two-digit 
Classification of Instructional Program (CIP) disciplinary fields most prominent across the three 
universities comprising the integrated university.  

Undergraduate disciplinary areas show that nine disciplinary fields account for nearly 75% of all 
enrollment across the three universities, with significant strength in the Health Sciences, Business, and 
Education, as noted previously. Because these areas account for the majority of our current combined 
undergraduate enrollment, it is imperative that these programs are accessible and available to 
students at all three campuses. In the area of Health Sciences, curricula in these areas includes 
multiple programs in nursing, speech and hearing sciences, pre-professional health sciences (e.g., 
pre-medicine), and multiple specialized areas such as radiological and rehabilitative sciences. In the 
area of Business, programs are offered from the associate’s through master’s degree levels and 
include multiple areas of specialty at the various campuses, including accounting, finance, 
management, marketing, and commercial real estate. Two campuses also host personal financial 
planning programs that are registered with the Certified Financial Planner® (CFP) Board of Standards, 
and all programs hold specialized accreditations. The integration of the universities will bring students 
greater access to the variety of specialized courses and focuses that would not have been otherwise 
available. All universities have their foundation as teacher colleges and continue to host well-enrolled 
programs in Education. All key areas from early childhood through middle and secondary education 
are offered with opportunities for field work and student teaching at school districts throughout Western 
Pennsylvania. All three of these broad disciplinary fields are also the lead areas for workforce demand 
both in Western Pennsylvania and for the Commonwealth as a whole.
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Undergraduate Enrollment in Top Disciplinary Fields 

Two- 
Digit 
CIP 

 Disciplinary Field (CIP) * CAL U CLARION EDINBORO Total 

51 Health Professions and Related 
Programs 

510 1,069 430 2,009 

52 Business, Management, Marketing, 
and Related Support Services  

622 503 337 1,462 

13 Education**  313 298 337 948 

50 Visual and Performing Arts 244 44 491 779 

31 Parks, Recreation, Leisure, Fitness, 
and Kinesiology (focusing on 
programs in Sport Administration 
and Exercise Science) 

411 150 182 743 

43 Security and Protective Services  421 145 148 714 

42 Psychology  232 160 186 578 

26 Biological and Biomedical Sciences 246 204 114 564 

45 Social Sciences 290 140 133 563 

  SUBTOTAL TOP NINE UNDERGRADUATE DISCIPLINARY FIELDS  8,360 

  TOTAL HEADCOUNT FOR ALL UNDERGRADUATE DISCIPLINARY FIELDS 
(EXCLUDING UNDECLARED AND NON-DEGREE STUDENTS) 

11,376 

  PERCENTAGE OF HEADCOUNT REPRESENTED BY TOP EIGHT 
UNDERGRADUATE DISCIPLINARY FIELDS 

74% 

Data represent final freeze counts in Fall 2019. 
*Excludes majors that are non-degree and second majors. 
**Secondary Education majors are counted in their home discipline. 
Source: Data Warehouse, Student Data Submission 

At the graduate level, Health Science and Education are principal sources of enrollment for the integrated 
university. The Health Sciences in particular includes accredited graduate programming in Nursing at 
both the master’s and doctorate levels, speech language pathology at the master’s level, mental health 
counseling, and art therapy. Education offerings include multiple accredited and Department of 
Education-recognized programs at the master’s and doctorate levels, with programming options available 
in early childhood education, art education, health and physical education, teacher leadership, reading, 
and educational psychology, in addition to multiple areas for attainment of teacher certification in 
Pennsylvania. 

Graduate strengths at the integrated university also include additional programs in Social Work, 
Exercise Science and Sport Management, Library Science, and Business. Together, the largest six 
graduate disciplines account for just under 90% of all graduate enrollment and represent key areas for 
investment for further growth in enrollment and net revenue for the integrated university. 
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Graduate Enrollment in Top Disciplinary Fields 

Two- 
Digit 
CIP 

 Disciplinary Field (CIP) * CAL U CLARION EDINBORO Total 

13 Education** 758 116 597 1,471 

51 Health Professions and Related 
Programs 

274 278 153 705 

44 Public Administration and Social 
Service Professions 

68 0 335 403 

31 Parks, Recreation, Leisure, 
Fitness, and Kinesiology (focusing 
on programs in Sport 
Administration and Exercise 
Science) 

401 0 0 401 

25 Library Science 0 386 0 386 

52 Business, Management, Marketing, 
and Related Support Services 

143 122 22 287 

  SUBTOTAL TOP SIX GRADUATE DISCIPLINARY FIELDS  3,653 

  TOTAL HEADCOUNT FOR ALL GRADUATE DISCIPLINARY FIELDS  4,143 

  PERCENTAGE OF HEADCOUNT REPRESENTED BY TOP SIX GRADUATE 
DISCIPLINARY FIELDS  

88% 

Data represent final freeze counts in Fall 2019. 
*Excludes majors that are non-degree and second majors. 
**Secondary Education majors are counted in their home discipline. 
Source: Data Warehouse, Student Data Submission 
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In addition, data are presented showing workforce demand for the largest 15 CIP disciplines. These data 
assist in identifying existing strengths at the integrated university as well as opportunities for future 
growth. 

Workforce Demand by Discipline Area – Pennsylvania (Statewide) 

 
Source: State System, Academic Master Planning Tool (AMPT) 

Workforce Demand by Discipline Area – Western Pennsylvania 

 
Source: State System, AMPT 
Note: The Western Pennsylvania region includes Northwest, West Central, Tri-county, Southwest 
Corner, Westmoreland-Fayette, and Three Rivers Workforce Development Areas. 

Strengths in undergraduate student demand, corresponding to areas of strong workforce demand, include 
programming in the applied media arts, communication, criminal justice, psychology, and various fields in 
the social sciences (e.g., Social Work). The data show potential for greater growth in many of these areas 
to match workforce demand. 

In addition to the workforce data depicted above, #Prepared4PA’s Industry Competency Maps 12 were 
analyzed. #Prepared4PA’s website explains these competency maps are: 

 
12 https://www.prepared4pa.org/compmaps%22%20/  

https://www.prepared4pa.org/compmaps
https://www.prepared4pa.org/compmaps%22%20/
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• Designed to articulate employers’ requirements for competencies and credentials for in-demand 
occupations that will inform training and education programs designed to help build our talent 
pipeline 

• A part of #Prepared4PA's efforts to bring together employers and educators to align competencies 
and skills needed for successful transitions in the workforce 

• To be used as a resource when building pilot programs to train workers, job seekers, and students 
to meet employers’ workforce needs  

• An output from #Prepared4PA’s  

o Labor market data gathering and analysis 
o July 2020 survey of Pennsylvania’s employers, workforce systems, chambers, higher 

education and others 
o September 2020 Regional Assemblies sessions 
o December 2020/January 2021 survey and feedback sessions with employers 

For example, the Healthcare Competency Map indicates that the occupations with the highest demand for 
the West region (which includes Cal U, Clarion, and Edinboro) are as follows: 

• Personal Care Aides/Nursing Assistants 
• Registered Nurses = Licensed Practical and Licensed Vocational Nurses 
• Mental Health and Substance Abuse Social Workers 
• Medical Assistant 

As an additional example, the Finance and Business Competency Map indicates that the occupations 
with the highest demand for the West Region (which includes Cal U, Clarion, and Edinboro) are as 
follows: 

• Securities, Commodities, and Financial Services Sales Agents 
• Insurance Sales Agents 
• Financial Managers 
• Loan Officers 
• Market Research Analysts and Marketing Specialists 

Such information provides additional supports for the continuation or expansion of degree programs, 
degree-completion programs, and online programs.  

The Virtual Campus 
The integrated university will have a special mission to host a virtual campus to build off of its existing 
strength in online undergraduate and graduate programming. The largest eight disciplinary fields for 
online course offerings are shown below for the integrated university. In many cases, these data 
represent a mix of undergraduate and graduate offerings, though graduate enrollments are dominant in 
many instances. In all cases, these areas will generate positive net revenues for the integrated university. 
An investment in further growth for these areas is recommended, particularly at the graduate level, to 
expand enrollment capacity and support the expansion of undergraduate online programming, consistent 
with the integrated university’s access mission. 
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Student FTE and Financial Net Impact through Online Delivery 

Two- 
Digit 
CIP 

 Disciplinary Field (CIP) * Student 
FTE Net Impact ($) 

13 Education** 1,029 3,549,549 

51 Health Professions and Related Programs 706 1,584,107 

52 Business, Management, Marketing, and Related 
Support Services 

561 839,841 

31 Parks, Recreation, Leisure, Fitness, and Kinesiology 
(focusing on programs in Sport Administration and 
Exercise Science) 
 

452 756,543 

44 Public Administration and Social Service Professions 385 1,689,265 

45 Social Sciences 294 167,563 

25 Library Science 281 964,918 

43 Security and Protective Services  
 

214 391,991 

 SUBTOTAL TOP EIGHT DISCIPLINARY FIELDS 3,922 9,943,776 

PERCENTAGE OF STUDENT FTE REPRESENTED BY TOP 
EIGHT DISCIPLINARY FIELDS 

71%  

Data represent 100% online UG and Graduate (Grad) course enrollment, Fall 2019 through Summer 
2020. 
* Does not include unassigned disciplinary CIP courses. 
**Secondary Education majors are counted in their home discipline. 
Source: State System Functional Cost Analysis 



 

Page 89 of 269 

Academic Resource Organization 
Many disciplinary areas will be accessible to students across campuses. As the integrated university and 
its academic program array evolve over time, we will determine the optimal approach to structuring 
resources and administrative leadership to ensure a cohesive vison for enrollment growth, programming, 
assessment and accreditation, and development of partnerships. While student and faculty involvement in 
disciplinary areas of focus and related programs can be across campuses, our approach to allocating 
integrated resources will be toward meeting the needs of the students. 
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Academic Program Accessibility 

The Academic Program Array is presented below by academic degree organized by broad disciplinary field. These groupings do not represent any 
college or department structure in the integrated university, as these structures have not yet been determined. The chart shows on which campus 
or campuses the degree programs will be offered along with delivery modality. Delivery modality is color-coded following the key to the right of the 
chart. Programs to be available fully through the virtual campus are shown in the last column. For instance, the BSBA in Accounting is shown to 
be offered on all three physical campuses through a combination of face-to-face and online delivery of courses. Likewise, the AS and BSBA 
Accounting degrees will be available fully online through the virtual campus. 

Decisions regarding program location and delivery modality were determined using multiple factors, including existing student demand by campus, 
availability of faculty and facility resources, campus reputation in that discipline/major, program accreditation considerations, and amenability of a 
given discipline to delivery modalities.  

Programs not included in the array need further discussion. Topics for further discussion and exploration are the viability of the degree based on 
current enrollments and cost, the ability to share curriculum across campuses, and the resources/enrollments needed to offer proposed 
concentrations under a major. 

Disciplinary Field West Program Array and Accessibility 

Cal U Clarion  Edinboro  Virtual  

Business 

Accounting (Bachelor of Science in Business Administration [BSBA]) Accounting (Associate of 
Science [AS] and BSBA; MS or 
Masters of Accountancy 
Program [MACC]) 

Economics (BS or BSBA) Economics (BSBA) 

Finance (BSBA) Finance (BSBA) 

Human Resource Management (BSBA)   

Management (BSBA) Business Administration 
(BSBA, MBA) 

Marketing (BSBA)   

  Financial Planning (BSBA)   

  Business (AS) Business (AS) 
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Disciplinary Field West Program Array and Accessibility 

Cal U Clarion  Edinboro  Virtual  
    Intelligent Enterprise 

(BSBA) 
Business Analytics (Grad 
Certificate) 

      Real Estate (BSBA) 

Education 

Early Childhood Education (AS, Bachelor of Science in Education [BSED])  Early Childhood Education 
(AS, BSED, and Master of 
Education [MEd]/Transfer 
Certificate [TC]) 

Middle Level Education (BSED) Middle Level English, English 
as a Second Language, Social 
Studies (TC) 

Secondary Education: Biology (BSED)  Science Ed (MEd and TC) 

Secondary Education: Mathematics (BSED)  Mathematics Ed (MEd and TC) 

Special Education: (BSED)  Special Education (MS or 
MEd) 

Secondary Education: Chemistry (BSED)   

Secondary Education: English (BSED)    

Secondary Education: Social Studies (BSED)    

Secondary Education: Physics (BSED)     

Technology 
Education (BSED) 

    Technology Education (MEd 
and TC) 

  Applied Behavior Analysis 
(Cert. and Grad Cert.) 

  Autism (Grad Cert.) 
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Disciplinary Field West Program Array and Accessibility 

Cal U Clarion  Edinboro  Virtual  
      Curriculum and/or Teacher 

Leadership (MEd and TC) 

    Deaf Education (PK-12)   

    Art Education (Bachelor 
of Science in Art 

Education [BSAE]) 

Art Education (MA and TC) 

    Health and Physical 
Education (BS) 

Health and Physical Education 
(TC) 

      Educational Leadership (MEd 
and TC) and (EdD) 

      Educational Psychology (MEd 
and TC) 

      English as a Second Language 
(TC) 

      Reading Specialist (MEd and 
TC) 

School Counseling 
(MS) 

    School Counseling (MEd and 
TC) 

School Psychology 
(MS) 

  School Psychology 
(EdS) 

School Psychology (MS, EdS) 

Health Sciences 

Health Sciences (BS), including pre-professional programs Allied Health Leadership (BS) 

Speech, Hearing, and Language Sciences (BS and Master of Arts [MA])   

Medical Technology (BS)   

Pre-Pharmacy (AS)   
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Disciplinary Field West Program Array and Accessibility 

Cal U Clarion  Edinboro  Virtual  
Radiological 

Technology/Medical 
Imaging (AS) 

Radiological 
Technology/Medical 

Imaging (BS) 

  Medical Imaging degree 
completion (BS) 

  Nursing (BSN) Nursing (MSN and DNP) 

  Nursing (ASN) Accelerated Nursing 
(BSN) 

Nursing (RN-BSN) 

      MSN/MBA Dual Degree 

      Family Nurse Practitioner 
(Grad Cert.) 

      Nursing Administration 
Leadership (Grad Cert.) 

    Art Therapy (BS) 

  

Art Therapy (MS and Grad 
Cert.) 

      Addictive Disorders/Opioid (UG 
and Grad Cert.) 

Clinical Mental 
Health Counseling 

(MS) 

    Clinical Mental Health 
Counseling (MS), Counseling 
(MA) 

      Head Injury/Concussion 
Management (UG and Grad 
Cert.) 

      Nutrition (Grad Cert.) 

Physical Therapy 
Assistant (Associate 
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Disciplinary Field West Program Array and Accessibility 

Cal U Clarion  Edinboro  Virtual  
in Applied Science 

[AAS]) 

  Rehabilitative Sciences 
(BS) 

    

Social Work 
(Bachelor of Social 
Work [BSW] and 

Master Social Work 
[MSW]) 

  Social Work (BSW and 
MSW) 

Social Work (BSW and MSW) 

Humanities and Social 
Sciences 

Anthropology (Bachelor of Arts [BA])   

English (BA) English (BA) 

Communication and Media Studies including journalism (BS or BA)   

Criminal Justice (BS) Criminal Justice (AS, BS, MA, 
DCJ) 

History (BA) History (BA) 

Philosophy (BA)   

Political Science (BA) Law and Public Policy (Grad 
Cert.) 

Psychology (BS) Psychology (BS) 

Sociology (BA) Sociology (BA) 

  Applied Criminology, 
Behavioral Criminal Analysis 
(Grad Certs.) 
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Disciplinary Field West Program Array and Accessibility 

Cal U Clarion  Edinboro  Virtual  
  Homeland Security (Grad 

Cert.) 

    Communication Studies 
(MA) 

Communication Studies (MA) 

Global Studies (BA)       

    Human Services (Associate in 
Arts [AA]) 

Human Services (AA) 

  Paralegal (BA and 
BSBA) 

  Jurisprudence (BA) 

      Legal Studies (MS) 

      Arabic (Cert., BA, and MA) 

      Conflict Management (Grad 
Cert.) 

      Library Science (MSLS) 

      Peace Studies (MA) 

Inter/Multidisciplinary 
Programs 

Integrative (General) Studies (AA, AS, BA, BS) Integrative (General) Studies 
(AA, AS, BA, BS) 

Sport and Exercise 
Science Program 

Sport Management (BS) Sport Management (MS) 

Athletic Training (MS)     

Exercise Science (BS) Exercise Science (BS, MS, & 
DHSc) 
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Disciplinary Field West Program Array and Accessibility 

Cal U Clarion  Edinboro  Virtual  

STEM 

Applied Technology (AAS and AET) Technology Leadership 
/Management (Bachelor of 
Applied Science [BAS]/BS) 

Biology (BS)   

Chemistry (BS)   

Computer Science (AS and BS) Cybersecurity (Grad Cert.) 

Computer Information Systems (BS) Computer Information Systems 
(BS) 

Applied Computing (BS)   

Environmental and Climate Science (BS)   

Mathematics (BS) Data Science (Grad Cert.) 

Molecular Biology (BS)     

Fisheries and Wildlife Biology (BS)   

Geology (BS)   Geology (BS)   

  Applied Data Analytics (MS) 

Digital Media 
Technology (AS and 
BS) 

      

UAS/Drone 
Technology (AS) 
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Disciplinary Field West Program Array and Accessibility 

Cal U Clarion  Edinboro  Virtual  
Computer 
Engineering 
Technology (AS, BS) 

      

Electrical 
Engineering 
Technology (AAS 
and BS) 

      

Mechatronics 
Engineering 
Technology (BS) 

      

Physics (BS)     

Robotics 
Engineering 

Technology (AS) 

      

Veterinary 
Technology (AS and 

BS) 

      

Visual and Performing 
Arts 

    Applied Media Art 
(Bachelor of Fine Arts 

[BFA]) 

  

    Art History (BA)   

Commercial Music 
Technology (BS) 

      

    Studio Arts (BFA and 
Master of Fine Arts 

[MFA]) 
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Disciplinary Field West Program Array and Accessibility 

Cal U Clarion  Edinboro  Virtual  
Theater (BA)      
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Areas with Growth Potential 
To identify growth opportunities in existing program areas as well as opportunities for new programs in both online and in-person venues, student 
demand and labor demand were analyzed for program areas by two- and six-digit CIP codes in Pennsylvania and the five contiguous states, 
including Maryland (MD), New Jersey (NJ), New York (NY), Ohio (OH), and West Virginia (WV). The table below indicates the areas of both high 
labor demand and high student demand. Student demand was defined by market saturation of existing face-to-face and/or online degree 
programs amongst the 625 colleges and universities in the six states. Some programs, such as animation and art therapy, exist in very few 
colleges and universities in the six-state region and also have projected double digit job growth. Some programs, such as auditing and accounting 
exist in more colleges and universities, but have the potential to grow because of the limited number of programs offered online.  

High Student and Labor Demand Areas by CIP code in 6 state region (OH, MD, NJ, NY, PA, WV) 

CIP 
Code 

Academic Area Student 
Demand 

% of 4-
year 
Colleges 
in the 6-
State 
Region 
that Offer 
Degrees 
in this 
Academic 
Area 

% of 
Degree 
Programs 
in this 
Academic 
Area 
Offered 
Online 

Labor 
Demand 

2029 Labor 
Demand 

Projected 
Numeric 
Change 
from 2019 

Projected 
% Growth 
from 2019 

9.0000 Communication High 44% 7% High 1,244,401 99,264 9% 

10.0304 
Animation, interactive 
technology 

High 
3% 0% 

High 
26,796 5,841 28% 

11.0000 Computer sciences High 50% 11% High 989,621 103,925 12% 

13.0000 Education High 43% 5% High 2,492,401 2,588,641 4% 

13.1321 
Computer, technical 
education 

High 
0.3% 0% 

High 
390,727 10,470 3% 

14.0000 Engineering High 22% 4% High 1,392,332 123,765 10% 

14.1001 
Electrical and Electronics 
Engineering 

High 
12% 5% 

High 
92,628 5,340 6% 

15.0000 Engineering Technologies 
and Engineering-related fields 

High 12% 12% High 1,783,653 114,364 7% 

16.0000 Foreign languages High 33% 1% High 519,949 40,909 9% 

25.0000 Library Sciences High 2% 62% High 546,557 27,981 5% 
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CIP 
Code 

Academic Area Student 
Demand 

% of 4-
year 
Colleges 
in the 6-
State 
Region 
that Offer 
Degrees 
in this 
Academic 
Area 

% of 
Degree 
Programs 
in this 
Academic 
Area 
Offered 
Online 

Labor 
Demand 

2029 Labor 
Demand 

Projected 
Numeric 
Change 
from 2019 

Projected 
% Growth 
from 2019 

26.0000 Biological Sciences High 52% 5% High 1,000,774 106,893 12% 

31.0000 Leisure and Fitness Studies High 26% 13% High 1,589,436 94,618 6% 

40.0000 Physical Sciences High 42% 1% High 527,692 35,304 7% 

42.0000 Psychology High 55% 10% High 891,683 79,616 10% 

43.0000 Protective services High 32% 37% High 2,390,051 132,560 6% 

44.0000 Public Administration High 30% 11% High 2,384,784 218,353 10% 

44.0701 Social Work High 22% 14% High 1,415,520 114,899 9% 

45.0000 Social Sciences High 50% 10% High 1,093,991 110,863 11% 

50.0000 Visual and Performing Arts High 52% 7% High 1,769,604 199,633 13% 

50.0102 Digital Arts High 4% 0% High 805,385 66,196 9% 

51.0000 Health High 59% 44% High 796,939 795,940 11% 

51.0808 Veterinary Technician High 5% 3% High 43,230 5,972 16% 

51.1508 Counseling High 10% 9% High 240,508 22,642 10% 

51.2301 Art Therapy High 2% 0% High 15,104 1,216 9% 

51.2308 Physical Therapist High 10% 3% High 154,232 13,020 9% 
51.3805 Certified Registered Nurse 

Practitioner 
High 

7% 17% 
High 

786,743 78,142 11% 

52.0000 Business High 62% 49% High 14,641,483 528,367 4% 

52.0213 Organizational Leadership High 8% 56% High 749,491 74,066 11% 

52.0304 Accounting and finance High 3% 33% High 1,195,297 68,424 6% 
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CIP 
Code 

Academic Area Student 
Demand 

% of 4-
year 
Colleges 
in the 6-
State 
Region 
that Offer 
Degrees 
in this 
Academic 
Area 

% of 
Degree 
Programs 
in this 
Academic 
Area 
Offered 
Online 

Labor 
Demand 

2029 Labor 
Demand 

Projected 
Numeric 
Change 
from 2019 

Projected 
% Growth 
from 2019 

52.0303 Auditing and accounting High 40% 17% High 419,619 15,431 4% 
Data retrieved from Economic Modeling Specialists Intl (EMSI) Economic Modeling database (January 2021) 

 
Areas for program growth potential are summarized in the table below. In all cases, ranges for growth from conservative to best case are provided. 
These are based on current underperformance of enrollment relative to similar programs at other institutions, as well as expected workforce 
demand derived from estimates, although a full market and financial analysis will need to be performed in each case. In many of these cases, the 
investment necessary may include targeting marketing and recruitment initiatives, and an expansion of qualified faculty to maintain accreditation 
requirements. New program areas are identified based on the performance of similar programs at other institutions, perceived student demand 
based on national higher education analyses, and workforce demands. 

Program Areas Recommended For Growth and New Development 
Estimated 

Inception Year & 
Range of Growth 

Potential 

Program Areas with Growth Potential Estimated 
Inception Year & 

Growth Level 

New Program Areas for Development 

FY23 – 50-75 
students over 3 
years 

Accounting (BS and MS) FY23 – 20 
students over 3 
years 

Secondary Education/Business Education 
Secondary Education/Computer Science Education 
(BSED) 

FY23 – 50-100 
students over 3 
years 

Art Therapy (BA) FY23 – 40 
students over 3 
years 

Cannabis Science (Certificate) 

FY23 – 30-50 
students over 3 
years 

Art Therapy (MS) FY24 – 20 
students over 2 
years 

Animation (MFA/Online) 
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Program Areas Recommended For Growth and New Development 
Estimated 

Inception Year & 
Range of Growth 

Potential 

Program Areas with Growth Potential Estimated 
Inception Year & 

Growth Level 

New Program Areas for Development 

FY23 – 50 
students over 3 
years 

Counseling (MS) FY24 – 40 
students over 2 
years 

Organizational Leadership (BA/Online) 

FY23 – 60 
students over 3 
years 

Social Work (BSW and MSW) FY25 – 30 
students over 2 
years 

Graphic and Interactive Design (MFA/Online) 

FY24 – 30 
students over 3 
years 

Veterinary Technology (AS and BS) FY25 – 60 
students over 3 
years 

Certified Registered Nurse Practitioner (CRNP) 

  FY26 – 40 
students over 3 
years 

Electrical Engineering (BS) 

  FY27 – 25 
students over 2 
years 

Physical Therapy (DPT) 

  TBD Specialized foreign languages in partnership with 
the Defense Language Institute 

The below criteria were or will be considered in all or in part based on the maturity level of the new program (e.g., conceptual versus in design 
versus in initial year of inception). 

• Student demand 
• Market demand 
• Ease of implementation (e.g., size, accreditation requirements) 
• Ability to leverage existing resources 
• Level of investment required 
• Complementary to existing programs 
• Expands a degree or career pathway 
• Time to expected ROI (i.e., enrollment growth, fiscal sustainability, + 

contribution margin or distinctive reputation/draw) 

Programs not included in the array are in need of further discussion and exploration of the viability of the degree based on current enrollments and 
cost, the ability to share curriculum across campuses, and the resources/enrollments needed to offer a program. 



 

Page 103 of 269 

Existing programs recommended for further discussion include those in the following table. 

Existing programs under further consideration  
• Administrative Assistant (AAS) 
• French 
• Geography 
• German 
• Gerontology 
• Mathematics (BA only) 
• Parks and Recreation (BA) 
• Psychology (BA only) 
• Secondary Education: Earth Science 

One-time required investments  

Program 
Type 

Program/ 
General 

Investment 
Description 

Estimated 
Amount 

Year (e.g., 
year 

investment 
made) 

ROI type 
(enrollment, 
net tuition 
revenue, 

other) 

Program 
Maturity 

Year 

Existing Accounting Additional 
faculty with 
terminal 
degrees in 
accounting. 
Advertising 
costs 

$300,000 FY 2023   

Existing Art Therapy  Promotional 
costs and 
additional 
faculty FTE 

$300,000 FY 2023   

Existing Counseling Promotional 
costs and 
additional 
faculty FTE 

$200,000 FY 2023   

Existing Social Work Promotional 
costs and 
additional 
faculty FTE 
commensurate 
with program 
growth 

$200,000 FY 2023   

New Secondary 
Education in 
Business 
Education and 
Computer 
Science 
Education. 

Program 
promotion 

$20,000 FY 2023   

New Cannabis 
Science 
certificate 

Minimal 
investment in 
promotion and 
industry 
partnership 

$15,000 FY 2023   
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Program 
Type 

Program/ 
General 

Investment 
Description 

Estimated 
Amount 

Year (e.g., 
year 

investment 
made) 

ROI type 
(enrollment, 
net tuition 
revenue, 

other) 

Program 
Maturity 

Year 

formation; 
small faculty 
investment 

New Animation 
(MFA) 

Promotion 
costs; 
additional 
faculty FTE 
commensurate 
with program 
growth 

$120,000 FY 2024   

New Certified 
Registered 
Nurse 
Practitioner 

PA Board of 
Nursing and 
Commission 
on Collegiate 
Nursing 
Education 
approval; 
specialized 
nurse faculty 
FTE 

TBD FY 2025   

New Graphic and 
Interactive 
Design (MFA) 

Promotional 
costs;  
additional 
faculty FTE 
commensurate 
with program 
growth, but 
may be 
available from 
Cal U 

TBD FY 2025   

New Electrical 
Engineering 

Faculty, staff, 
equipment, 
accreditation 

$1.2M FY 2026  AY2030 

New Doctorate of 
Physical 
Therapy 

Faculty, staff, 
equipment, 
accreditation 

$2.4M FY 2026  AY 2030 

New Multi-Modal 
(MM) Delivery 
Technology 

Conversion of 
classroom 
spaces on 
multiple 
campuses for 
MM delivery 

$240,000 
(30 
classrooms) 

FY 2022   

New Multi-Modal 
Faculty 
Professional 
Development 

Development 
and delivery of 
specialized 
training in MM 
teaching 

TBD FY 2022   
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Program 
Type 

Program/ 
General 

Investment 
Description 

Estimated 
Amount 

Year (e.g., 
year 

investment 
made) 

ROI type 
(enrollment, 
net tuition 
revenue, 

other) 

Program 
Maturity 

Year 

techniques for 
faculty 
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Appendix I.3: Online WG Priority 1 Recommendations with Impacts 
The following Priority 1 recommendations were drafted by the West online working group with the 
accompanying anticipated impacts:  

Recommendation Name   Summary Recommendation Components/Description  
Inventory existing recognitions and 
rankings  

Identify current recognitions and accolades (e.g., US News and 
World Report, Affordable Colleges Online, Military Friendly, Best 
Online Schools, etc.) to support identification of competitive 
advantages and strategic marketing. 

Obtain SARA Authorization Obtain SARA authorization for integrated university/virtual campus 
in order to offer online education across the United States. 

Determine website model and 
implement CRM 

Determine the website model for the virtual campus and work with 
Enrollment Management to implement CRM.  

Refine and finalize online 
enrollment projections and 
financial pro-forma 

Refine and finalize enrollment projections and a business plan for 
the virtual campus based on existing State System enrollment data 
and market research and analysis of competitors.  

Design a one-stop 
shop/centralized coordination point 
for online student records, 
registration, and degree 
completion 

Create a one-stop shop for applicants and matriculated students to 
apply, gain admissions, register, and manage academic 
performance and success in combination with the integrated 
university systems and services.  

Finalize the online organizational 
structure and obtain required 
approvals 

Finalize the online organizational structure of the virtual campus, 
inclusive of organizational and hierarchical reporting structures, 
identification of existing personnel assigned to the online division, 
identification of new staffing needs, and determination of physical 
location of the online division, and present to leadership for input 
and approval.  

Create a timeline for implementation after approval.  
Inventory marketing and 
communications supports  

Identify and assess current online marketing assets at each 
university. 

Develop a marketing plan Develop and execute a strategic marketing plan to attract and 
recruit students within targeted demographics for Fall 2022 
admissions.  

Resolve the online contract Resolve the pending online contract. 

People: The recommendations will likely impact the following stakeholders: 

• Distance Education and Admissions personnel 
• Finance and Administration 
• Communications and Marketing 
• Students 
• Faculty 
• Governance 
• Staff 
• Academics 
• Enrollment Management 
• Technology 
• Distance education and technology personnel 

Process: The recommendations impact compliance with federal and state laws, technology applications, 
and student support. The virtual campus must be monitored for compliance with federal laws and State 
System SARA procedures to offer online education across all 50 states. The virtual campus will need 
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technology applications (e.g., a CRM and CMS) to recruit and retain students. The virtual campus will 
also need additional resources to support students academically and emotionally throughout their 
experience to support persistence and completion.  

• Federal law and State System SARA procedures must be monitored and complied with; otherwise, 
we risk being unable to offer online education in the 50 US states 

• CMS for web, CRM for enrollment 
• Best-in-class student service model 
• RFP is at state level and status needs clarified 

Technology: To be successful in an online environment the virtual campus will need to implement a 
customer relationship management system to support the recruitment and admission of students, and a 
content management system to support facilitation and delivery of curriculum as well as student services 
to support retention and persistence in combination with the integrated university’s university-wide 
systems. The CRM must meet SARA requirements during recruitment and admissions as required by 
applicable regulations.  

Finance: The recommendations are intended to provide ongoing net income and cash flow that can be 
allocated across the integrated university. However, investment and incremental costs are necessary to 
achieve growth necessary to increase net income and cash flow. 

• Increase in costs driven by increase in enrollment 
o Direct and indirect faculty labor – additional faculty are necessary to provide instruction to 

more enrolled students 
o Administration and student support – current administration FTEs within three universities 

can be utilized for current enrollment in the virtual campus, but new enrollment will require 
additional personnel in the following categories 

 Online Student Services (including Student Success Coaches) 
 Online Faculty Services 
 Online Program Marketing 
 Partnerships and Articulation 

o IT Personnel and IT applications expense 
o Library Science personnel 
o Other personnel related to academics (e.g., clerks and other personnel in program office) 
o Training related to faculty support to ensure high quality online delivery 

• Increase in costs required to achieve increase in enrollment 
o Marketing 
o Utilization of RFP partners 
o Partnership costs related to outsourcing of marketing/partnerships, and student support 

(tutoring/student success coaches, market identification) 

• Other costs 

o SARA authorization, perhaps some savings by integrated university; however, as enrollment 
increases so do SARA fees (they are enrollment driven) 

• Full extent of costs and revenue are being researched 
Physical Assets: The recommendations may result in the necessity for a physical location of the virtual 
campus, either at one institution, or shared across the three institutions.  

Compliance and Legal: The virtual campus will be required to comply with federal and state regulations, 
and maintain SARA authorization, in order to market and offer online courses in other states. The virtual 
campus will also need to comply with Title IV requirements governing financial aid. The virtual campus will 
likely need to comply with other areas under the Higher Education Act, as well as state regulations, 
depending on the finalization of the online structure and offerings.  
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Community: The recommendations will impact the key stakeholders previously identified, not only within 
the State System, but nationally, depending on the recruitment of students. 

Benefits: The benefits of the recommendations, if implemented, can provide the expansion of the State 
System footprint and be able to attract students outside of the typical State System geography. 

Risk: Several factors may impact the success of the virtual campus. First, the virtual campus must have 
the financial and people resources to support the recruitment and retention of students. Second, the 
virtual campus must acquire SARA authorization in order to conduct business. Third, technology 
applications such as a CRM and CMS must be in place to support the recruitment and retention of 
students; students must have a fully implemented and functional CRM and CMS to enroll, engage, and 
persist in an online learning environment. Last, the virtual campus must have a process in place to 
strategically market to and recruit students.  
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 Appendix I.4: Online WG Virtual Campus (Global Online) Business Plan 
The Online Pro Forma contained in the slides below was replaced by the final version. The document in the April plan was a draft and not final. 
The data in the CPPs aligns to the final version. 
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Global Online Fall 2020 vs. Fall 2022

3

Fall 2020 – 14 Universities with overlap in capabilities Fall 2022 – 1 integrated virtual university 

• 1,571 graduate & 1,064 undergraduate online enrollments
• 21 graduate & 14 undergraduate online programs
• 272 faculty teaching at least 1 class/year online

• 770 graduate & 635 undergraduate online enrollments
• 13 graduate & 14 undergraduate online programs
• 180 faculty teaching at least 1 class/year online

• 1,054 graduate & 37 undergraduate online enrollments
• 17 graduate & 2 undergraduate online programs
• 180 faculty teaching at least 1 class/year online

Enrollment projected to be 5,000-5,500 in Fall 2022, and additional 
understanding of Global Online’s role with the 9 go-forward sister 
institutions will drive understanding of needs of faculty and staff
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Enrolled Students and Growth

5

U.S. exclusively online: 2.3M undergrad – 932K graduate
Additionally, 6.9M students took at least one distance learning 

course in 2018

Region2 : 
~495K undergrad AND graduate2

2 2018 National percent of enrolled students taking exclusively distance courses of 16.6% multiplied by the State enrolment of total undergrad and postbaccalaureate information (National Student Clearinghouse 
data), breakout unavailable by degree type
2 Includes District of Columbia, Maryland, Michigan, New York, Ohio, Pennsylvania, and West Virginia
Source: National Student Clearinghouse Research Center: Term Enrollment Estimates; National Center for Education Statistics; Distance Education Dashboard; Babson Survey Research Group; Interviews

Pennsylvania exclusively online:
~117K undergrad AND graduate

Integrated U (Fall 20)                                                     
1.7K undergrad
3.4K graduate

Additional distance learning information

• 65% (1,500K) of undergraduate and ~53% 
(495K) of graduate students enrolled in 
exclusively online programs located in the 
state which they reside

• 55% of exclusively distance learning 
undergraduate and graduate students enrolled 
in a public institution

Notes on growth
• The percentage of students enrolled in an 

exclusive distance program increased from 
12.6% in 2012 to 16.6% in 2018

• In 2020, nearly all institutions moved in-person 
classes online, which is expected to accelerate 
growth in enrollment in exclusively distance 
learning programs 

Enrollment in exclusively distance learning programs in 20181

55K students took at least 
1 distance learning course 

in 2018-2019 in the 
PASSHE system

Global Online’s Fall 2020 enrollment of ~5,100 accounts for ~4.3% of PA’s online enrollment and ~1.0% of 
online enrollment in regionally; online programs have grown significantly before and after Covid-19 
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Target Segments

61 Includes District of Columbia, Maryland, Michigan, New York, Ohio, Pennsylvania, and West Virginia
Source: Inside Hire Head: Some college, no college

•Nationally 36M have left college without completing intended credential. These students have 
not reached their full potential in the labor market, and Global Online can provide a path to a 
degree and improved quality of life

Adult learner – emphasis on 
undergrad but with significant 

grad growth too

•Community College graduates and military personnel are a key pipeline that require 
partnerships like those established by SNHU and other competitors

•Key focus area will be ensuring ease of credit transfers (including life experience)

Partnerships: Community 
colleges, military, and 

corporate

•Global Online marketing and partnership efforts will initially focus on “reclaiming” Western 
Pennsylvania and expanding brand marketing to all of Pennsylvania and surrounding states1 to 
ensure graduates have the skills and degrees needed for the regional workforce

Pennsylvania focused -
expanding regionally and then 

nationally

•Summer and Winter sessions provide additional profitability per course due to more 
educational opportunities

• Accelerated degree pathways enable students to jump-start a graduate degree

Engaging Integrated U students 
in summer/winter sessions & 

accelerated degrees

•While high school students typically receive large discounts (25% of prevailing tuition), which 
limits profitability, opportunity exists to reach large untapped market profitably if high school 
tuition rates can approximate prevailing tuition

High school enrollments and 
dual degree

Global Online will focus on 5 key market segments, with special focus on online adult learners and 
partnership opportunities within the Pennsylvania area before expanding regionally and nationally
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Target Market

High Potential – Low Revenue 

Lower Potential – Low Revenue

Po
te

nt
ia

l

Revenue High Potential – High Revenue 

High School Early Admit

Select Graduate Programs

Strategic Organization Partnerships

Lower Potential – High Revenue

Adult Degree Completion

Adult Credentials

Community College Partnership

Military Student Engagement

Accelerated Programs

Winter/Summer Enrollments

PA Cyber Recruitment

GraduateUndergraduate

International Students
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Cost to Student

8
1 Tuition and fees calculated as the midpoint of ranges for credit hour costs found on-line. If any information was provided in courses, 3 credit hours per course was assumed; if any information was provided in 
semesters, 15 hours per semester was assumed; Integrated U’s 
2 Includes both in-state and out-of-state enrollment, research in progress of breakout
Source: Integrated U Secret Shopping calls and website research

Tuition paid by students per credit hour ($)

256

300

320

322

340

346

358

372

409

462

468

515

516

548

552

611

688

286

550

627

482

483

503

508

589

645

761

580

774

751

697

943

784

Walden U.

Integrated U. - Global Online: In-state

SNHU

WGU

University Of MD In-state

Colorado Tech. Univ.

American Intercontinental Univ.

Purdue Univ.

Capella Univ.

University of Phoenix

Grand Canyon Univ.

Strayer Univ. 1,200
Integrated U. - Global Online: Out-of-state

Ashford Univ.

Post Univ.

Keiser Univ.

Arizona State Univ.

Undergrad tuition Graduate tuition
2019 graduate 

enrollment
2019 undergrad 

enrollment

98,630 

36,006 

86,399 

1,7362

9,153 

7,016 

22,493 

28,519 

10,503 

71,760 

40,118 

22,401 

N/A2

26,914 

8,853 

33,504 

7,346 

37,509 

10,907 

19,581 

3,3952

799 

41,404 

3,574 

9,331 

27,356 

22,017 

35,353 

4,131 

N/A2

5,706 

886 

10,428 

1,620 

Global Online’s in-state tuition is very competitive and near the lower end of universities assessed; 
out-of-state tuition compares favorably with Arizona State University    

While Global Online’s tuition is 
greater than many competitors, it 
is still competitive with Ashford, 

ASU, and others

Global Online’s in-state tuition 
compares favorably with SNHU 

Large branded names such as 
University of Phoenix and Grand 

Canyon Univ charge 30-50% more 
per credit hour than Global Online
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USG (eCore) Case Study

9
1 Includes all online courses offered by Cal U, Clarion University, and Edinboro University
2 E-textbooks are included in cost of tuition
3 Revenue is total revenue to the USG system and not only revenue to eCore
Source: USG Ecore Factbook

eCore vs. Global Online

• eCore does not offer full academic programs or 
degrees (though sister institution eMajor does) 
and employs few faculty members, and eCore
provides a robust revenue sharing of 
$42/credit

• University System of Georgia does not exist in 
an environment with a collective bargaining 
agreement

• Despite these differences, eCore’s tuition and 
expense structure still provide an instructive 
guide to Global Online to understand faculty 
and administrative costs

• In the long term, Global Online could facilitate 
the development or internally run a similar 
collaborative program within PASSHE

Background: eCore was developed as a start up by the University of West Georgia. eCore collaboratively delivers online and virtual education within the 
University System of Georgia to 24 affiliate institutions; eCore delivers core undergraduate courses online when affiliate institutions are unable to offer all 
areas of the core courses online. eCore is one of the few collaborative programs that is sustained by its own tuition. 

2020 Key course and faculty statistics eCore Administration payroll taxes, and benefits 
expenses

Courses offered

eCore
Global Online1

(undergrad only)

1,295

Seat count 41,502

Tuition and 
fees/credit hour2 $159

Avg. class size 32

Faculty expense and 
benefits/ credit hour $1,931

Marketing & Partnerships (9%)

1,425

251
395

Testing and Data (20%)

Budget and Finance (6%)

449

824

812 Upper administration (11%)

4,157

Student Support (20%)

Faculty Support (34%)

eCore spends ~$1,000 in administrative payroll 
and benefits on a student enrolled in 30 hours 

(FTE), which does not include enrollment,  
admissions, billing, and financial aid 

2020 Admin Expense ($K and % of expense)

1,093

24,709

$322

22

$4,588

While eCore’s structure and programs differ from Global Online, analysis shows that investment in 
administration and student support is critical to an effective and profitable institution
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Path to Global Leader in Distance Learning

0K

10K

20K

30K

40K

50K

Fall 2022 Fall 2032Fall 2027

Distance education enrollment in thousands

• ~5.5K in enrollment, with 
1.7K undergrad and 3.4K 
Grad

• ~$90M in revenue
• Marketing capabilities are 

nascent and targeting 
Western Pennsylvania 
students and adult learners

• ~15K in enrollment (~175% 
growth over 5 years), with 
equal split between 
undergrad and graduate 
students

• Robust marketing 
capabilities targeting adult 
learners in Pennsylvania 
and surrounding states1

• Virtual expertise provided 
to PASSHE system

• ~40K in enrollment, with 
70% enrollment in 
undergrad (166% growth in 
enrollment over 5 years)

• Robust marketing 
capabilities targeting a 
nationwide and 
international student body

• Virtual expertise provided 
to PASSHE system

DRAFT – for discussion

Global Online projects to grow from ~5.5K enrollments in Fall 2022 to 15K in Fall 2027, primarily driven 
by growth within PA and surrounding states; long term growth objective is 40K by Fall 2032

1 Includes District of Columbia, Maryland, Michigan, New York, Ohio, Pennsylvania, and West Virginia
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Global Online Positioning of Quality

Diversity and ability to provide education to 
underserved populations

51%

36%

29%

28%

27%

22%

21%

15%

15%

14%

13%

12%

11%

4%

2%

Affordability

Reputation of the School/program

Transfer of life experience

Quickest path to a degree

Online and off-line classes offered

Proximity to residency

Quality of faculty

Favorable admissions requirements

Personal recommendations

Positive interactions

Alignment of values

Familiarity with the school

Employer relationship

Alumni achievements

Other

Highly qualified, committed and caring faculty

Accreditations and recognition

Career focused degree with defined partnerships

Student support, success, and engagement

Specific online training in best practices

3 residential campuses – rich in tradition and history

Individualized assessment of life experiences

Global Online quality positioning differentiators% of students listing factors as the most important when choosing a school to 
enroll for an online program 

Source: Online College Students: Comprehensive Data on Demands and Preferences, Wiley Education Services

Global Online quality differentiators align well with student’s most important factors when choosing an 
online university

Global Online’s
tuition is 

competitive and 
more affordable 
than many peer 

institutions
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Global Online as a Community Hub

Students

Community 
Partners (corps, 

CCs,etc/)

Alumni

Faculty

Administrative 
Support

F2F campuses at 
Integrated U

Access to local talent  

Tuition reimbursement; quality leads

Career and student life support

Student satisfaction

= provided by Global Online

= provided to Global Online
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Key Considerations of Global Online

16

• Achieving rapid online growth will require marketing and brand building investment. Peer institutions 
spend on average $1,277 per enrolled student on U.S. marketing

• Expanding current partnerships and creating new partnerships with community colleges, local 
corporations, and professional organizations will be critical to success

Growth generation

• Faculty will design and own their instructional content
• Opportunities to mitigate faculty labor cost include increased winter and summer offerings, hiring 

additional temporary instructors 
• Program arrays will match the needs of employers in Pennsylvania and nationally

Academics and faculty

• Investment into online student success program is critical to creating a high-touch environment that 
feels like a campus experience and meets students’ expectations 

• Global online will be a high energy, fast, fluid, and flexible “one-stop shop” for online students, which 
requires appropriate staffing and systems to achieve

Student success program and 
other administrative staffing

• With minimal exceptions, Global Online will leverage systems and technology platforms available to 
entire Integrated University

Systems and technology

In addition, robust revenue sharing program will need to be developed for the Integrated University and PASSHE 
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DRAFT Administrative Support and Student Success Org   

17

Internal BT benchmarks and expert interviews 
suggest that Online Student Services could require an 
additional 3 staff members/ 200 additional students. 
Additional research with external partners is required 

to finalize recommendations

Multiple models exist to deliver support structure, but the support identified is 
critical to success 

Success Division Start-Up 
Personnel

Personnel Growth

Online Student 
Services 30

One new staff 
member/200 new 
students

Faculty Services 20
One new staff 
member/300 new 
students

Online Division 
Marketing 20

One new staff 
member/300 new 
students

Partnerships and 
Articulations 12

One new staff 
member/400 new 
students
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Ways Global Online Can Utilize External Support

18

• Strategic plan for marketing undergraduate and graduate online programs; prospect to enrollment. 
• Comprehensive training for Academic Success Coaches, including a model to evaluate success and identify 

challenges; enrollment to graduation.
• Review and provide feedback for each university regarding communication plan and responses received. What 

are acceptable messaging, timeline, responses, etc?
• Evaluation of all three university websites specific to online programming.
• What type of online academic supports should we be offering both in-house and what can be subcontracted? 
• Guidance on the proposed structure of the Global Online Division and advisement on how it will change with 

growth. For example, personnel needs, organizational chart, budget…
• Understanding ability for faculty to provide content and RFP partners to build course. All rights to the content 

and course would be retained by the New U and faculty.
• Provide direction in the development of consistent course shell look and feel. 
• Consultation in the development of corporate partnerships beyond our current ones.
• Consultation on developing a cohort vs. non-cohort model and related program starts; coupled with the 

desired length of courses for UG and GR.
• Develop a comprehensive “jump start” self-guided introduction to “how to learn and succeed online”.
• Evaluate the current business plan, once it is available for public comment.
• Provide expertise for revenue sharing models and recommendations
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Executive Summary – Pro Forma
• Pro Forma outputs are currently in DRAFT mode, both internal and external validation of assumptions could materially 

shift outputs presented in the model
• Discussions today should focus on 3 questions:

o Do we believe the assumptions and outputs are viable?
o What additional information is necessary to add validity to the Pro Forma?
o What other support models, staffing models, revenue sharing models and others could exist that the current Pro 

Forma does not capture (e.g. outsourced staffing model for tutoring)?
• Pro Forma created to understand what are the P&L impacts of Global Online as a standalone entity (even though many 

operating models and revenue structures can exist) 
• Pro Forma currently forecasts Global Online enrollment to grow from 5K in Academic Year 2020 (Year Beginning in Fall 

2019) to 6.1K in Academic Year 2023 (Fall 2022), 15K in Academic Year 2028 (Fall 2027, and 40K in Academic Year 2033 
(Fall 2032)

• While the Pro Forma is a draft, it does indicate positive income in Academic Years 2020-2023
o However, unless annual growth in Global Online’s tuition per credit hour match faculty and administrative staff 

expense annual growth, profitability will decline and in many scenarios become negative
o Additionally, profitability as a % of revenue declines as Global Online shifts its population of enrollments to 

increased undergraduates. Though the market is bigger, and leading institutions such as Arizona State University 
have suggested this area is easier to grow into, this segment is currently less profitable for Global Online

• Opportunities exist to improve profitability, but many of these have important risks to consider (e.g. CBA negotiations)
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Sources of Data and Key Assumptions - Revenue

Online Revenue - Fall 19/20 assumptions (e.g. tuition per credit hour, average credits per course, average courses per semester type) 
informed by BI data of all online classes at the 3 integrating universities and are averages across the 3 integrating universities; 
enrollment numbers were calculated from internal count – these informed assumptions were calculated for semester type (e.g. 
spring/fall, summer, winter) and whether the class is a graduate or undergraduate class
• Revenue calculated as number of enrolled students * average courses per semester type (e.g. Spring/Fall, Winter, Summer) * average 

credit hours per course * (Tuition/Credit Hour + Fees/Credit Hour + Appropriation/Credit Hour)
• Internships, capstone classes and distance learning classes with less than 5 people were excluded from revenue calculations
• State appropriations are included within revenues and are assumed to be collected the year tuition was earned
• Ratio of in-state to out-of-state students maintains the Fall 2020 ratio (~ 20% of credit hours were taken by out-of-state students)
• Data provided did not provide a breakdown if students enrolled in Online classes were enrolled in Online Only programs or F2F

programs, so educated assumptions were made on the number of courses taken by an enrolled student (e.g. undergrad students 
assumed to take 10 courses/30 credits per Spring/Fall semester), and any additional seat count was allocated to F2F students

• Assumptions such as Online enrollment growth, F2F student growth, class size, and tuition/fee escalation can be adjusted throughout 
the model

• Tuition/Credit Hour is held flat in the first scenario presented in the model and grown at 2% in the second scenario
• 1% tuition discount assumed currently – further research needed to understand if this is an accurate assumption
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Sources of Data and Key Assumptions – Direct Expenses

Direct Academic Expenses - Fall 19/20 assumptions (e.g. average class size, salary per credit hour) informed by BI data of all online 
classes at the 3 integrating universities and are averages across the 3 integrating universities; benefit rate calculated from research 
into salary structure of faculty – these informed assumptions were calculated for semester type (e.g. spring/fall, summer, winter) and 
whether the class is a graduate or undergraduate class
• Direct expense calculated as Seat count (Enrolled students – both online and F2F – multiplied by the number of classes taken per

term) divided by average class size multiplied by average credit hours per class and multiplied by the salary and benefits of an
instructor per credit hour

• Internships, capstone classes and distance learning classes with less than 5 people were excluded from direct expense calculations
• Direct expense does not include non-teaching faculty expense (included in Support Personnel)
• Model estimates the percent of classes taught by part time instructors, and the model will hire PT Instructors up to the CBA 

designated maximum of 25% of all FTEs while maintaining a minimum of 5%
• Instructional cost per seat of $20 assumed to exist and remain unchanged
• New faculty hires are assumed to have the same expense per credit hour of current faculty
• Current assumption of faculty salary and benefit growth of 4% based on current understanding of the CBA and categorical raises
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Sources of Data and Key Assumptions – Operating Expense
Support Personnel Expense
• For Academic Years 20-22, current non-faculty expenses (excluding F2F only expenses such as Athletics or landscaping) across all 3 universities used 

to estimate online support structure costs through allocating the headcount of online enrolled students to the headcount of the 3 universities 
(~33%), and then assumed to remain the same based as a % of revenue

• For Academic Years 23+, where the business plan identifies personnel essential to the online model, personnel count is dictated in the support 
structure organization page within the business plan document. The current assumption is that Global Online will build this capability in-house.

• Additionally, non-faculty personnel expense that is shared by online and F2F programs (e.g. deans, librarians, accountants and finance professionals, 
etc.) were allocated based on a % of revenue for the remainder of all academic years
o Non-faculty personnel expense also includes assumption for personnel synergies achieved during integration, but this assumption is currently 

set to 0%
• Non-teaching faculty expense is assumed to be 19% of direct labor expense based on research of PASSHE BI documents and university budgets
Marketing Expense:
• External marketing spend assumed to be $200 per enrolled student in Academic Year 2022 and will ramp to be in line with peer institutions of $1,277 

per enrolled student by Academic Year 202
• Other Marketing costs included in identified support structure
IT Expense
• IT estimations provided by CTOs of Clarion and Cal U and include an estimate of systems and hardware cost as a % of revenue. These costs are 

expected to remain flat as a % of revenue during enrollment growth, as additional applications or modules will likely be necessary
External support
• Current assumptions of external support are $2M per year in Academic Year 22, 23, and 24. Further refinement of these costs will depend on how 

extensive Global Online utilizes RFPs and future extensions of the RFPs
Revenue Sharing
• No current revenue sharing assumptions are included in this pro-forma and estimates need to be validated with internal and external sources
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Pro Forma Review – Opportunities to Improve 
Profitability and Risks Associated

Profitability levers
• Increasing enrollment growth faster than “Goal” forecast
• Focusing on high impact programs
• Increasing tuition per credit hour
• Increasing average class size
• Reducing labor costs – increase in part time faculty
• Reducing labor costs – leveraging high volume classes
• Outsourcing administrative functions
• Achieving integration synergies
• Decreasing marketing spend per enrolled student
• Creating system and software efficiencies
• Others?
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Academic 
Year 19-20

Academic 
Year 20-21

Academic 
Year 21-22

Academic 
Year 22-23

Academic 
Year 23-24

Academic 
Year 24-25

Academic 
Year 25-26

Academic 
Year 26-27

Total Revenue $106.2 $106.9 $106.9 $106.9 $106.9 $106.9 $106.9 $106.9
Total Direct Expense $32.2 $34.7 $35.6 $36.4 $36.6 $36.8 $37.4 $38.0

% of revenue 30% 33% 33% 34% 34% 34% 35% 36%
Contribution Margin $74.0 $72.1 $71.2 $70.4 $70.2 $70.1 $69.5 $68.8
Indirect Personnel Salary & Benefits $42.1 $39.4 $40.0 $40.7 $41.2 $41.7 $42.3 $42.9
Non-Personnel Expenses $21.3 $21.6 $20.1 $20.3 $20.5 $20.7 $20.9 $21.1
Total Operating Expenses $63.4 $60.9 $60.2 $61.1 $61.7 $62.4 $63.2 $64.0
Interest Expense $0.8 $0.8 $0.8 $0.8 $0.8 $0.8 $0.8 $0.8
Net Income (ROI) $9.8 $10.4 $10.3 $8.5 $7.7 $6.9 $5.4 $4.0

% of revenue 9.2% 9.7% 9.6% 8.0% 7.2% 6.4% 5.1% 3.7%
Earmarked Funds $9.8 $10.4 $10.4 $10.4 $10.4 $10.4 $10.4 $10.4
Residual available for Integrated 
University - - ($0.1) ($1.8) ($2.7) ($3.5) ($4.9) ($6.4)

Forecast Revenue and Expenses ($M)

Total Enrollment: 5,077 5,132 5,132 5,132 5,132 5,132 5,132 5,132
Grad Enrollment 3,374 3,395 3,395 3,395 3,395 3,395 3,395 3,395
Undergrad Enrollment 1,703 1,737 1,737 1,737 1,737 1,737 1,737 1,737 

Key Takeaways
• Scenario includes no YoY growth 

after AY 20-21 (i.e., enrollment is 
held constant) and average class 
size increases by 2 students per 
class over a 3 year period)

• Increase in faculty expense, 
driven by annual salary 
increases, contribute to a 
consistent decline in overall 
profitability (reaching $4.0M in AY 
26-27) and profitability as a % of 
revenue (3.7% in AY 26-27)

• In this scenario, Global Online’s
net income will not be able to 
provide the same level of cash to 
other operating groups in the 
integrated university

Forecast Enrollment

Ways Global Online Can Utilize External Support
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West Pro Forma Scenarios – Growth with Class Size 
Increase, No Pricing Increase

Academic 
Year 19-20

Academic 
Year 20-21

Academic 
Year 21-22

Academic 
Year 22-23

Academic 
Year 23-24

Academic 
Year 24-25

Academic 
Year 25-26

Academic 
Year 26-27

Total Revenue $106.2 $106.9 $107.5 $119.0 $132.6 $148.7 $169.1 $193.7
Total Direct Expense $32.2 $34.7 $35.8 $38.5 $43.5 $49.3 $56.3 $67.3

% of revenue 30% 33% 33% 32% 33% 33% 33% 35%
Contribution Margin $74.0 $72.1 $71.7 $80.5 $89.0 $99.4 $112.8 $126.4
Indirect Personnel Salary & Benefits $42.1 $39.4 $40.1 $44.4 $49.6 $55.8 $63.4 $73.1
Non-Personnel Expenses $21.3 $21.6 $24.3 $27.7 $32.0 $35.6 $42.6 $48.9
Total Operating Expenses $63.4 $60.9 $64.4 $72.1 $81.6 $91.5 $106.0 $122.0
Interest Expense $0.8 $0.8 $0.8 $0.8 $0.8 $0.8 $0.8 $0.8
Net Income (ROI) $9.8 $10.4 $6.5 $7.6 $6.6 $7.1 $5.9 $3.6

% of revenue 9.2% 9.7% 6.1% 6.4% 5.0% 4.8% 3.5% 1.9%
Earmarked Funds $9.8 $10.4 $10.4 $10.4 $10.4 $10.4 $10.4 $10.4
Residual available for Integrated 
University - - ($3.9) ($2.8) ($3.7) ($3.3) ($4.5) ($6.7)

Forecast Revenue and Expenses ($M)

Total Enrollment: 5,077 5,132 5,188 6,146 7,300 8,694 10,384 12,439 
Grad Enrollment 3,374 3,395 3,416 3,895 4,441 5,063 5,772 6,581 
Undergrad Enrollment 1,703 1,737 1,772 2,251 2,859 3,631 4,612 5,858 

Key Takeaways
• Scenario includes 27% and 14% 

YoY growth in Undergrad and 
Grad enrollment, respectively, 
average class size increase of 5 
students per class over 4 years 
and no price increase

• Increase in faculty expense, 
driven by annual salary 
increases, and investments in 
marketing contribute to a 
consistent decline in overall 
profitability (reaching $3.6M in AY 
26-27) and profitability as a % of 
revenue (1.9% in AY 26-27)

• In this scenario without pricing 
growth, Global Online’s net 
income will perform similarly to 
the base case of maintaining 
current operations

Forecast Enrollment
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West Pro Forma Scenarios – Growth with Class Size 
Increase and 1% Price Increase

Academic 
Year 19-20

Academic 
Year 20-21

Academic 
Year 21-22

Academic 
Year 22-23

Academic 
Year 23-24

Academic 
Year 24-25

Academic 
Year 25-26

Academic 
Year 26-27

Total Revenue $106.2 $106.9 $107.5 $121.6 $136.6 $154.6 $177.5 $205.3
Total Direct Expense $32.2 $34.7 $35.8 $38.5 $43.5 $49.3 $56.3 $67.3

% of revenue 30% 33% 33% 32% 32% 32% 32% 33%
Contribution Margin $74.0 $72.1 $71.7 $83.1 $93.1 $105.3 $121.2 $138.0
Indirect Personnel Salary & Benefits $42.1 $39.4 $40.1 $44.5 $49.8 $56.1 $63.7 $73.5
Non-Personnel Expenses $21.3 $21.6 $24.3 $27.9 $32.4 $36.1 $43.4 $49.9
Total Operating Expenses $63.4 $60.9 $64.4 $72.4 $82.1 $92.2 $107.1 $123.4
Interest Expense $0.8 $0.8 $0.8 $0.8 $0.8 $0.8 $0.8 $0.8
Net Income (ROI) $9.8 $10.4 $6.5 $9.9 $10.2 $12.3 $13.3 $13.8

% of revenue 9.2% 9.7% 6.1% 8.1% 7.5% 8.0% 7.5% 6.7%
Earmarked Funds $9.8 $10.4 $10.4 $10.4 $10.4 $10.4 $10.4 $10.4
Residual available for Integrated 
University - - ($3.9) ($0.5) ($0.2) $1.9 $2.9 $3.4 

Forecast Revenue and Expenses ($M)

Total Enrollment: 5,077 5,132 5,188 6,146 7,300 8,694 10,384 12,439
Grad Enrollment 3,374 3,395 3,416 3,895 4,441 5,063 5,772 6,581
Undergrad Enrollment 1,703 1,737 1,772 2,251 2,859 3,631 4,612 5,858 

Key Takeaways
• Scenario includes 27% and 14% 

YoY growth in Undergrad and 
Grad enrollment, respectively, 
average class size increase of 5 
students per class over 4 years 
and a 1% YoY tuition increase

• After a drop in net income in AY 
21-22 and 22-23 driven by 
investment in marketing and 
utilizing external partners such as 
Arizona State University, net 
income forecasts to increase 
through AY 26-27 to $13.8M 

• This scenario does not include 
incremental appropriation 
revenue, but increases in 
incremental appropriation will 
increase profitability significantly

• Additionally, changes in faculty 
and indirect cost structure provide 
opportunity to improve profitability

Forecast Enrollment
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Next Steps

1. Business Plan – Next Steps
1. Enrolled Students in Market - Establish overall growth in market
2. Target Segments - Understand size and growth of key target segments within PA, region, and nationally; 

also understand key attributes such as (this research will provide validity to growth assumptions and will 
likely be included in appendix pages…

1. Preferences of each segment
2. Program array needed to serve
3. Likelihood of matriculation

3. Cost to Students – Develop methods/partnerships models
4. to students to increase price competitiveness to out of state students
5. Path to Global Leader in Distance Learning – Understand profitability of undergrad students and likelihood 

to enroll for advanced degrees at PASSHE and other institutions
6. Programmatic Footprint – “Money Slide”. We need to segment programs, leveraging programmatic array 

WG work and compiling market research as necessary. We also need to do this by grad and undergrad
1. High growth High Profit – Lots of money and energy
2. Low Growth High Profit – Sustain
3. High growth low profit – spend money and energy to convert to high profit
4. Low Growth – Low Profit – Eliminate unless there are reputational reasons
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Next Steps

7. Student Success Org – Identify methods to create model of support and identify best method for Global 
Online from a cost and quality perspective; Also, finalize what FTE headcount is necessary to provide level 
of quality anticipated in student success org.

8. Additional Items – Key Risks and Mitigation Strategies
2. Pro Forma

1. Appropriations – Modify appropriations assumptions based on feedback from Finance (possibly with 
scenarios)

2. Validate other model assumptions with Finance
3. Include different scenarios of support models to understand cost/benefit of alternatives to building 

support org in-house
4. Understand possible CBA levers and include within Pro-Forma for scenario testing
5. Identification of how target market and growth impacts the pro-forma (including in-state vs. out of state 

growth rates)
6. Handover pro forma to PASSHE personnel
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Source: Online College Students: Comprehensive Data on Demands and Preferences, Wiley Education Services

University (Online Division)

2019 Spend 
Online* in 

Millions UG % Online
UG Online 

Enroll
GR % 

Online
GR Online 

Enroll Total Online Enroll
Spend per 
Headcount

University of Phoenix $142,509 99% 71,760 99% 22,017 93,777 $1,520

Southern NH University $95,325 93% 86,399 95% 19,581 105,980 $899
Ashford University $57,619 100% 26,914 100% 5,706 32,620 $1,766

Western Governors University $54,593 100% 98,630 100% 37,509 136,139 $401

Grand Canyon University $46,325 68% 40,118 95% 35,353 75,471 $614
Capella University $43,928 100% 10,503 100% 27,356 37,859 $1,160
Walden University $42,359 100% 7,016 100% 41,404 48,420 $875

Colorado Technical University $35,134 96% 22,493 94% 3,574 26,067 $1,348
Post University $34,270 91% 8,853 97% 886 9,739 $3,519
Strayer University $33,998 88% 22,401 88% 4,131 26,532 $1,281
Purdue University $27,477 99% 28,519 100% 9,331 37,850 $726
University Of MD $26,735 78% 36,006 90% 10,907 46,913 $570
American Intercontinental 
University $19,579 100% 9,153 100% 799 9,952 $1,967

Independence University $17,608 100% 10,983 100% 245 11,228 $1,568

Arizona State University $17,284 97% 33,504 99% 10,428 43,931 $393
Keiser University $16,413 42% 7,346 78% 1,620 8,966 $1,831

Average: $44,447 91% 32,537 96% 14,428 46,965 $1,277
* Spend data is 2019 full year nationwide spending for online education.  Data is tracked by estimating spend across digital and traditional media based on rate 
card, so the numbers might not be exact, but should be directional (they can't take into consideration negotiated rates, for example).
- Spend by Zimmerman Agency, 2019
- Enrollment Data: IPEDS Fall 2019 Headcount
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Appendix J: Act 50 Reporting on Property for Sale 
The table below reflects Act 50 reporting requirements related to property that is for sale or has been sold 
as of April 1, 2021. 

Property for Sale  Estimated 
Value 

Property 
Sold  

Value of 
Sale 

Proceeds  
Notes 

Edinboro – Porreco Campus $2 - $3 million YN N/A$3.2M They are now 
preparing an Invitation 
for Bids to sell. 
 
Bids were received and 
sale is in process with 
closing anticipated in 
September 2021  

Clarion – various properties 
(~10 parcels adjacent to 
campus – properties are 
mostly single-family homes in 
poor condition or vacant lots 
that once had a single-family 
home) 

$680,000  N N/A Approved for disposal 
in 2018. At the time 
they requested 
approval, the combined 
value of the properties 
was estimated at 
$680,000. From a 
current search of 
Realtor.com, there 
appear to be about 30 
similar properties 
already listed for sale 
in Clarion and many 
appear to have been 
on the market for 1-2 
years. 

Administrative service consolidations resulted in savings, which are reflected in the financial projections in 
Appendix V. 
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Appendix K.1: Enrollment Management WG Priority 1 
Recommendations with Impacts  

The following Priority 1 recommendations were drafted by the West enrollment management working 
group with the accompanying anticipated impacts:  

Recommendation Name Summary Recommendation Components/Description 
Strategic recruitment plan Develop a unified recruitment plan, including identification of 

geographic territories, student populations, and targets, student 
search, and name buys. 

Integrated admission staff training Execute an intensive training for the three admissions teams.  
Academic program array 
promotion 

Implement proactive outreach to prospective-enrolled students 
(for 2021 and 2022) regarding the academic array. 

Common application process Use the Common Application platform and system for all three 
locations of the integrated university. (Cal U and Edinboro are 
current members. Clarion needs to become a member.) 

Integrated scholarship review and 
award process 

Implement common scholarship award levels, naming 
conventions, and processes for offers to be made to admitted 
students. 

Scanning and indexing 
documents 

Implement document scanning and indexing capabilities at all 
three locations. 

Unified CRM system including 
integration to regional SIS 

Implement one CRM for all three locations. 

Admissions collateral and 
recruitment materials  

Assess admissions collateral material for each location. Review 
pros/cons of what is used in the communication flow and start to 
outline ideas for shared material for the upcoming year. Plan, 
build, and establish workflows, brochures, and outreach 
strategies. 

Unified recruitment travel plan Begin the development of a unified recruitment travel strategy and 
approach (e.g., review data, territories, primary/tertiary, marketing 
needs, etc.). 

Communication flow plan Develop a communication flow plan to identify an optimal 
approach to eliminate duplicate communications to students (e.g., 
only send communications from the student’s primary campus of 
interest based on student preferences or academic program 
interests).  

Communication point person Explore pros/cons to having one point person to oversee the 
communication flow (e.g., distribute Clarion's communication on 
day X and Cal U's communication on day Y, etc.). Avoid overlap 
and oversaturation in the market. 

Admissions criteria and policies Determine unified admissions criteria and policies, including, but 
not limited to, test optional admission, freshman, transfer, 
international, graduate, online, honors college, and special 
admission criteria and policies. 

Consolidate mailing vendors Initiate contract conversations for all campuses to work with one 
print vendor. Base the scope of work on the optimal 
communication flow identified. 

Articulation agreements Inventory, detail, and rate agreements currently in existence 
across our three campuses and determine the steps necessary to 
transition agreements to the integrated university.  

Academic affiliations Inventory and categorize "non-articulation" affiliations across our 
three locations to include clinical sites, matriculation agreements, 
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Recommendation Name Summary Recommendation Components/Description 
and others, and determine the steps necessary to transition 
agreements to the integrated university. 

Professional associations and 
memberships 

Inventory current enrollment management associations and 
memberships across our three campuses. 

Discounts and/or partnerships Inventory and detail all current special tuition rates and/or 
discounts across our three campuses and optimize the impacts of 
specialized rates. 

Partner and community outreach Identify other non-memberships and/or community-based 
organizations that enrollment management areas currently work 
with across our three campuses. 

People: The recommendations will likely impact the following stakeholders: 
• Prospective Students 
• High School and Transfer Counselors 
• Faculty and Staff 
• Parents 
• Community Partners 
• Alumni 
• Business Partners 
• Other WG Staff  

Process: The recommendations impact the ability to adopt leading recruitment and admissions practices 
and will optimize available technology to grow enrollment and promote the integration and academic 
program array with current and prospective students. Executing an integrated recruitment and admissions 
strategy will require investment and integration into regional SIS and regional customer relationship 
management systems. Until one CRM is implemented, all locations will maintain their current CRM. The 
migration to the regional SIS and CRM will require all recruitment and admissions approaches, policies, 
and management reports to be standardized across the three locations. It is assumed that the Common 
Application will be used by all three locations assuming approval for Clarion. 

Outreach strategy assessment and process reengineering will be accomplished through a small working 
group with stakeholders from each campus reviewing existing communications and marketing strategies, 
material and other outreach tactics, and putting together recommendations. The adoption of unified 
approaches and processes will expand access to prospecting information for staff and faculty on all three 
locations and create a collaborative work environment within and beyond the enrollment management 
functions.  

Technology: The recommendations primarily impact the available technology support for recruitment, 
admissions, and partnerships decisions, workflows, and processes. Recommendations have been made 
to migrate to one version of SIS and a unified CRM (targeted implementation is for Fall 2022 cohort 
admission) and other supporting technology (e.g., virtual tours, campus visit platforms). 

It is envisioned that existing technology teams would support the implementation of the integrated 
platforms and that dedicated SIS and CRM IT/functional user implementation teams will be necessary. 
Contracts for all existing technology relationships, platforms, and applications will need to be updated for 
the integrated university upon integration and opportunities for special rates/discounts sought from each 
selected vendor. Extensions for any existing agreements that lapse prior to the integration will need to be 
pursued. 

Finance: The recommendations are intended to result in enhanced tuition and fee revenue through 
enrollment growth and improved retention. Cost savings may result related to optimized recruitment travel 
territories, economies of scale and specialized rates from combined technology and equipment contracts 
(e.g., CRM, SIS, degree audit system), and unified vendor service contracts (e.g., mail buys, Common 
Application). The extent of cost savings will be determined by the procurement process.  
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One-time investments may be required for moving Clarion to the Common Application prior to integration, 
the need for scanning equipment, and required upgrades or enhancements to current SIS or CRM 
technology and/or implementation costs. It is anticipated that the integrated operating budget level would 
be sufficient unless additional recruitment resources are needed to ensure competitiveness. 

Physical Assets: None 

Compliance and Legal: The recommendations will comply with all State System guidelines and federal 
and state regulations and laws. 

Community: The recommendations will likely impact stakeholders such as: 

• Prospective Students 
• High school and transfer counselors 
• Parents 
• Community Partners 
• Alumni 
• Business Partners 

Benefits: A unified enrollment management strategy combined with a synthesized, efficient program 
array are intended to expand the pool of potential applicants and provide opportunities to enhance our 
competitive message both on-and-off campus to prospective students. A unified admission strategy (i.e., 
criteria, approach, and policies) will allow recruitment and enrollment of a broader geographic reach and 
more diverse student body. Integrated recruitment efforts will allow coverage for a broader geographic 
area. Standardized policies and procedures will allow for efficiency in operations, and an optimized and 
unified approach to leverage scholarship awards. From an operational perspective, shared resources, 
including technology, will reduce redundancy and related operational outlays. 

Shared student information and customer relationship systems will aid in better decision-making through 
uniform reporting and dashboards, analytics-based enrollment projections, and opportunities to expand 
relevant access for purposes of student recruitment, support, and communication. By sharing these 
systems, costs also should decrease. 

A cohesive communications and marketing strategy grounded in an intentional approach to messaging 
with our current and prospective students and a nimble approach to outreach and recruitment will allow 
increased competitiveness. 

Risk: The execution of an integrated enrollment management strategy and implementation of unified 
recruitment and admissions operations could initially result in confusion in the market given that the 
recruitment cycle for the Fall 2022 student cohort requires messaging and activities of non-integrated 
institutions to be unified at the same time they are still admitting students for Fall 2021 and Spring 2022 
as non-integrated institutions. 
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Appendix K.2: Financial Aid WG Priority 1 Recommendations with 
Impacts 

The following Priority 1 recommendations were drafted by the West financial aid working group with the 
accompanying anticipated impacts:  

Recommendation Name Summary Recommendation Components/Description 
Obtain ED approval for one 
OPEID 

Determine which OPEID will be used and outline timeline for 
application/submission to ED to coordinate with MSCHE 
Submission and implementation of a regional SIS or OneSIS. 

Develop common calendar for aid 
awarding and disbursement 

Develop one academic calendar and award year 
(processing/disbursements, etc.) calendar for all three campuses. 
Determine whether the integrated university will be a header or 
trailer institution. 

Develop common policies and 
procedures (Cost of Attendance 
[COA], SAP, verification, 
scholarship awarding, etc.) 

Develop unified policies and procedures to be able to complete all 
required financial aid tasks (consider "grandfathering" of prior 
policies/procedures). 

Notify PHEAA of entity 
functioning 

PHEAA must be notified a minimum of 30 days in advance of the 
entity functioning as the integrated university. 

Third-party vendors Address contracts (award notifications, verification processing, 
etc.). A scholarship awarding vendor and financial aid leveraging 
services will need to be determined for the integrated university. 

Work study processing Determine whether work-study will be handled by a software 
program, unified HR/Payroll office, Financial Aid office, or campus 
departments. 

People: The recommendations will likely impact the following stakeholders: 

• Financial aid staff 
• Students 
• Finance and administration 
• Faculty and staff 
• Enrollment management 
• Technology 
• Academics 
• Human Resources department (work study) 

Process: The recommendations primarily impact: 

• Compliance with Department of Education 
• Compliance in A-133 and Department of Education audits 
• Potential for vendors needing approval from System legal 

Technology: The recommendations primarily impact: 

• Regional SIS timeline/implementation 
• OneSIS/implementation 

Finance: The recommendations will potentially require funding to implement with a proposed cost 
savings in the future. Subsequent to integration, cost savings opportunities are expected. 

Physical Assets: None  

Compliance and Legal: None 

Community: None  
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Benefits: A synthesized, efficient financial aid function will provide additional opportunities for seamless 
experience for users (students, faculty, and staff) across all three locations. 

Risk: Risks exist that the timeline for implementation of a regional SIS is extremely condensed and will 
require extensive resources (people, time, dollars) in order to meet July/August 2021 go-live date. 
Further, operating under combined OPEIDs creates the possibility for processing error; processes will 
need to be established to mitigate risk. 
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Appendix K.3.i: Regional Human Resources and Labor Relations WG 
Priority 1 Recommendations with Impacts 

The following Priority 1 recommendations were drafted by the West human resources and labor relations 
working group with the accompanying anticipated impacts:  

Recommendation Name Summary Recommendation Components/Description 
Establish integrated and shared 
services benefits delivery 
structure 

Work with shared services team to develop plan and processes to 
move benefits administration, leave of absence, payroll 
administration, and workers compensation to shared service by 
June 1, 2022. Document processes that will need an on-campus 
presence. Include plan with HR service delivery system. 
Document any outliers that are campus-specific that will need to 
be addressed. Four shared services teams (Workers 
Compensation, Leave of Absence, Benefits and Payroll) are 
established to work on shared services with State System team 
members. 

Establish integrated and shared 
services payroll delivery structure 

Work with the shared services team to move payroll, including 
leave of absence administration, to shared services by June 2022. 
Document processes that will need an on-campus presence. 
Include plan with HR service delivery system. Four shared 
services teams (Workers Compensation, Leave of Absence, 
Benefits, and Payroll) are established to become shared services 
with State System team members. 

Provide recommendations on the 
processes to develop the non-
academic organizational structure 
of the integrated university from 
the department level on down. 

Develop a consolidated compliment report by classification using 
standardized department names. Determine department-level 
support ratios compared to industry/professional standards. 
Develop recommendations on the process and timelines to staff 
departments, including leadership, non-represented and 
bargaining unit positions. Develop current staffing and 
classification matrix by department to determine differences at 
each location. Develop list of positions and classification levels 
where work is performed differently at each university for 
classification decisions and discussions with bargaining units. 
Develop matrix to determine which positions/duties can be 
performed remotely or require a campus presence. Provide this 
information as tools for Divisional Vice Presidents and work with 
them to develop organizational structures and new positions/work 
processes. Provide recommendations on non-represented salary 
decision making processes. Include diversity, equity and inclusion 
initiatives throughout recommendations. 
 
Recommendations include the following: 
• Pre-integration staffing – Effective July 1, 2021, before any 

position is hired, establish an “integrated” position justification 
approval process to review if another campus department(s) 
has the capability to assist in the workload, if the work is able 
to be performed from another location, and if the position will 
be needed after integration.  

• Department staffing structure – Decisions should be made 
after Director level positions are selected so they lead in the 
development of this process.  

• Department Ratios – The integrated university leadership 
team work with department leaders, in consultation with 



 

Page 142 of 269 

Recommendation Name Summary Recommendation Components/Description 
Human Resources, to use support ratio data (provided in this 
report) as part of the process to determine department 
staffing/structure for the integrated university.  

• Classification review – Review inventory of classification 
differences (included in this report) for the combined 
department’s actual tasks that are performed by different 
classification/bargaining unit positions and work with Human 
Resources to develop solutions.  

• Positions/tasks (remote vs on-campus) – Review this data in 
detail and work with university leadership and Human 
Resources to rethink current job descriptions based on the 
ability to create a more efficient operation as outlined in this 
report. This process will take time and involve detailed 
discussions at a variety of levels, but the department leaders 
will be the best suited to lead these changes. 

• Department leadership – Work with department leaders to 
complete the recommendations outlined in this report. 

• Department leadership job descriptions - Division leaders 
(VP/Senior VP) work with Human Resources to create 
updated job descriptions for department leader positions, 
which will be reviewed for classification by Human Resources 

• Non-Represented and State College and University 
Professional Association (SCUPA) positions - Fill after 
department leadership positions are selected, as the leaders 
should lead this selection process.  

• Job Descriptions -Work with Human Resources to create 
updated job descriptions for Non-Represented and SCUPA 
positions, which will be reviewed for classification by Human 
Resources. 

• All other bargaining unit positions - Fill after department 
leadership positions are selected, as the leaders should lead 
this selection process.  

• Job Descriptions - Work with Human Resources to create 
updated job descriptions for Non-SCUPA bargaining 
positions, which will be reviewed for classification by Human 
Resources. It is expected outside of American Federation of 
State, County, and Municipal Employees (AFSCME) Clerical 
there will be limited changes. 

• The process that will be used to make salary decisions (equity 
adjustments, promotions, demotions) for Non-Represented 
employee, should be communicated to campuses (non-
represented employees) before these decisions are made 
through evaluation of compensation benchmarking data. 
Recommendations for this process are: 
o A determination needs to be made if the Northeast and 

West integrations will follow the same recommendations. 
If the Northeast does not follow pre-established 
guidelines, it is recommended that the West follow its own 
process to ensure fair and equitable decisions are made. 

o Both the Northeast and West should work with the State 
System for classification decisions that could impact both 
areas. For example, a manager may have responsibility 
for one office with staff based in three or more (remote) 
different locations.  
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Recommendation Name Summary Recommendation Components/Description 
o Development of specific classification and salary decision 

processes should be consistent across all areas where 
employees take on different roles. 

• Because the entire organization will need to be reviewed and 
this may not be possible as offers to new positions are being 
made, it is recommended equity decisions be made after the 
organization is in place. An equity review of the organization 
should take place by May 2023 to ensure any adjustments are 
made effective July 1, 2023. The equity review should include 
an analysis of classification levels, age, race, sex, and length 
of service. 

Implement standard forms, 
procedures, processes, and 
systems  

Create an inventory of existing forms, existing policies, and 
existing systems for HR used at each university grouped by 
standard (System) and university-specific. Establish team to 
review non-standard forms, policies, and procedures and develop 
a standard for each. Develop workflows for all processes at each 
university. Develop team to review process flow and develop 
standard flows for one university. Coordinate work with Shared 
Services group as processes are determined. Move forms to all 
electronic formats. System review would not include PeopleAdmin 
here as this is being looked at on its own.  

Develop one DEI standard and 
implement standard DEI policies, 
procedures and compliance. This 
including related areas (Social 
Equity, Title IX, Title XII) 

Implement one DEI model for all three locations. Create one set of 
policies and procedures for all three locations. Gather an 
inventory of all existing policies at each location and break down 
those that are standard (i.e., System policies) and those unique to 
locations. DEI team to review each of the non-standard policies 
and develop one policy recommendation for the integrated 
institution. Meet with university leadership to review expectations 
of DEI, Title IX, and Social Equity structure and develop 
recommendations based on that feedback. Evaluate on-campus 
vs remote functions related to DEI. Determine policies that are 
federally and state-mandated for DEI, social equity, Title VII, and 
Title IX and ensure these policies are in place for one university 
structure.  

Implement standard DEI training 
programs 

Implement standard trainings. Implement required trainings for 
search committees.  

Applicant tracking system  Determine common applicant tracking system. Develop common 
posting and applicant review workflows. Work with DEI to ensure 
equity issues are addressed in model developed.  

Student employment/graduate 
assistant hiring process 

Determine process to be used to identify, post, and fill student 
employment positions across locations, including a central point of 
contact for questions related to student pre-employment. Evaluate 
current graduate assistant process at each university, determine 
HR's role, if any, and plan for integrated organization. The 
committee recommends that one process be instituted to utilize a 
single software program for easy viewing and opportunity for all 
positions to be seen by all work study and graduate 
assistantships. The recommendation is to utilize one software for 
both graduate assistantships and undergraduate student 
employment. Consistent and standard work study hours 
recommended with input from Academic Affairs. Policies must be 
updated for one central policy to address the maximum hours 
appropriate. Consistent wages/stipends and payment processes 
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Recommendation Name Summary Recommendation Components/Description 
are recommended for all three institutions as there are currently 
differences at each. Consistent processes in eligibility for aid 
needs to be established. Consistent Financial Aid office approval 
and award practices must be established, with a focus on financial 
need first to assist in retention. Include more experiential learning 
pieces across all three locations related to the Research Initiative 
for Scientific Enhancement (RISE) program at Cal U.  

Internal hiring/bidding processes Combine in part with OS2 and OS 3; need to work with bargaining 
units to determine bidding process for internal postings. Two 
areas (with various issues within each area) will need to be 
addressed prior to integration of staff. One area is collective 
bargaining agreement issues regarding the posting and bidding of 
positions. These issues are being addressed at the System level 
since the resolution will need to be agreed to by bargaining units 
at the State level as it relates to integrating universities. 
The second area, which will need to be addressed by the three 
integrating universities is internal hiring processes, opportunities 
to apply for open positions that are outside of the confines of the 
CBA.  
Tied to the second area may also be issues where new internal 
practices are desirable in order to accommodate staffing changes 
related to integration. For a period, it may make sense to enhance 
internal posting and hiring in order to properly align staff, eliminate 
over-staffing in some areas vs. others, and allow dissatisfied 
employees to move to other areas of the integrated university. 
It is necessary that the HR/LR co-leads work with a to-be-
identified group from the campuses to discuss the needs related 
to internal hiring opportunities and to develop a policy that 
addresses the identified needs. 

Interview process Determine common process to be followed for applicant review, 
interview selection, and offer of employment process. Work with 
DEI subgroup to develop common process for training of search 
chairs and search members regarding diversity and non-bias. 
Develop DEI review and approval process of search related 
material and recommendations. 
 
Position Approval Process – the three universities have a similar 
approval process for position request, interview approval, and 
hiring approval. The sequencing is different in terms of the 
workflow. It will be necessary for the appropriate individuals 
across the three universities to meet to determine what 
departments need to be part of the approval process and what the 
sequencing of approval routing should be. The 
departments/individuals identified as having an approval role are: 
Hiring department chair, search committee, manager level above 
department chair (if not a vice president), vice president, budget 
office, human resources, social equity, and president. Note, not all 
three campuses include all of the above approvers. Regardless of 
the applicant-tracking vendor selected, it will be necessary that 
the routing and approval process be agreed to and common to all 
three locations. Finally, the determination of process for approval 
of posting, interviewing, and hiring will need the direct involvement 
of DEI/Social Equity to ensure all efforts related to employee 
diversity initiatives are addressed. 
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Recommendation Name Summary Recommendation Components/Description 
Post-offer process  Determine common process for offer of employment, background 

checks, and on-boarding (e.g., DocuSign and identification). 
Post-Offer Processes and Forms – A library of letters and forms 
used in the hiring, classification, promotion and transfer processes 
at each of the three campuses is in place on the SharePoint site. 
Based on the information collected, it is reasonable to assume 
that a best practices approach can be used to review all of the 
documents and develop common forms, letters, and processes to 
be followed for all hiring, classification, promotion and transfer 
actions. Decisions will need to be made, once a structure for the 
integrated university is established on what areas will process 
letters and forms and who will have signature authority for the 
various employment transactions. 

Common HRIS/SAP system Move the three locations to one SAP system under one 
organizational structure. Determine if a new organizational unit is 
needed or the three will be combined using an existing unit (select 
one campus and combine others to it). Determine if concurrent 
systems need to be utilized during startup. Determine timeframes 
for implementation and manual entries/workload that will be 
needed vs. automatic feeds. Determine audit plans.  

Implement an HR service delivery 
system  

Develop a process to allow employees to communicate with 
HR/LR staff across the integrated university, specifically related to 
benefits and payroll. Work with the Shared Services Group and 
System HR to evaluate and purchase a new system. Evaluate 
alternative processes if the purchase of a new system is not 
possible.  

Determine integrated human 
resources structure 

Create integrated HR structure consisting of a single leadership 
position, campus-based staff reporting to single leadership 
position, acting as a liaison to shared services and supporting 
campus leadership and shared services staff reporting to shared 
services organization. 

Resolve all bargaining unit 
contract concerns, seniority 
issues, and local side letter 
issues with each bargaining unit 

Work with State System labor relations and Academic group to 
develop comprehensive list of collective bargaining unit issues, 
local side letters, and local agreements. Support LR and 
negotiations team as they work through either SWMD or 
negotiations with each bargaining unit to address and obtain 
agreements for the integrated university. 

People: The recommendations will likely impact the following stakeholders: 

• Staff (i.e., DEI staff, HR staff, Student Financial Aid staff, Career Services staff) 
• Faculty 
• Students 
• Student workers  
• Academic departments 
• Academic Affairs (Deans/Provost) 
• Shared services 
• Technology  
• Search committees for faculty (defined by CBA) 

Process: The recommendations impact the following processes: 

• Hiring processes for each campus; diversity and equity plans; CBA provisions on employment 
processes  
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• Aid awarding policy and procedures; campus policies on student employment  
• CBA provisions 
• Any internal policies/procedures on posting and appointment of internal candidates 
• Appointment letters and internal procedures for appointment 
• Work flows and HR policies will need to be changed 

Technology: The recommendations primarily impact: 

• New technology needed (i.e., new HR service delivery system) 
• SAP and updates needed – either the creation of an integrated university or the three campuses 

being integrated into an existing university 
• Everfi 
• Applicant Tracking Software 
• Single student employment module 
• Electronic Signatures 
• Appointment document and forms processes 

Finance: The recommendations are intended to result in cost-savings opportunities depending on: 

• Funding for new HR service delivery system 
• Cost of new applicant tracking software – currently a recurring annual cost for each campus 
• Cost of student employment system 
• Cost for SAP changes 

Physical Assets: None 

Compliance and Legal: CBAs 

Community: None 

Benefits: A synthesized, efficient program array is intended to provide additional opportunities for: 

• Standard process and efficiency in use of staff 
• Consistent seniority application throughout one organization 
• Compliance with contractual requirements 
• Consistent DEI policies implemented 
• Standard training across all three location  
• Student employment focused on financial need and experiential learning opportunities with the 

goal of increasing retention; a uniform hiring procedure for integrated universities; utilization of 
software to identify more diverse candidates  

• Opportunity to appoint staff internally and lessen each cost 
• Common process for tracking and oversight of appointments 
• One system is necessary to maximize staff productivity; move to one HR office for the integration 

o Eliminates risk of key dependencies by resource; Shared Services helps create capacity 
for HR department to focus on strategy and recruitment and retention 

• Ability to communicate across three different locations 
• Move to self-service where possible, better utilizing staff and leading to cost savings 

Risk: The recommendations may provide or increase the following risks: 

• Learning curve, remote delivery of services normally provided in person – will create concerns with 
faculty and staff 

• Losing qualified staff during and after the process 
• Grievance/arbitration, legal action (or, effective management of multiple CBAs within a new 

organizational structure) 
• Mistakes/missing critical processes missed during implementation – workload and timeframe to 

complete 
• Training for all employees using system during integration period 
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• Possible need to run concurrent systems at startup; possible workload issues for manual entry; 
system implementation issues affect all employees  

• Training for all employees: moving employees from face-to-face and phone interaction to new 
portal will take time; moving HR/payroll staff to shared services and not providing a mechanism for 
employees to communicate with them will create service issues for employees, cause delays, and 
create issues for staff left on campus in HR 

• Lack of detail on shared services plan and need to provide alternative approaches and lack of 
depth/knowledge gap as staff leave
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Appendix K.4: Donors/Alumni Relations/Foundations WG Priority 1 
Recommendations with Impacts 

The following Priority 1 recommendations were drafted by the West donors/alumni relations/foundations 
working group with the accompanying anticipated impacts:  

Recommendation Name Summary Recommendation Components/Description 
Determine fundraising 
(leadership, major, planned, 
athletics, annual, corporate, 
foundation giving) priorities 

Upon announcement of integration approval, begin working with 
integrated university leadership to develop fundraising priorities 
while also fundraising for initiatives at individual locations and 
fundraise as appropriate. 

Initiate alumni engagement 
efforts 

Upon announcement of integration approval, begin alumni 
engagement, stating benefits of integration for the integrated 
university, while also continuing to engage alumni from individual 
locations.  

Determine advancement Services 
to be utilized 

By August 2022, determine which advancement services (of the 
ones currently utilized by each of the three universities) will be 
utilized by the Advancement division of the integrated university. 
By August 2026, incorporate three individual alumni databases 
into one integrated alumni database. 

Develop integrated fundraising, 
alumni, and advancement 
services 

Existing staff at each of the three universities would be integrated 
into one Advancement organizational structure with some 
responsibilities shared among campuses and some 
responsibilities being specific to each individual campus, under an 
integrated strategy. Staff physical locations would be determined 
by August, 2022. 

Begin exploration of and planning 
for the first integrated university 
capital campaign 

Explore initial fundraising priorities for the integrated university’s 
first capital campaign by August 2022. By August 2026, establish 
priorities, amounts, and case for first capital campaign for the 
integrated university. 

Establish initial annual fund 
fundraising priorities  

Establish initial annual fund fundraising priorities for the integrated 
university by August 2022. Establish an affinity giving strategy and 
determine which crowdfunding, text to donate, stewardship and 
calling center platforms to use for the integrated university by 
August 2022. 

Establish initial athletics, 
corporate, and private foundation 
fundraising and sponsorship 
priorities  

Based upon conversations with Athletics leadership, establish 
initial athletics fundraising and sponsorship priorities by August 
2022. Establish priorities for corporate and private foundation 
support by August 2022.  

Establish an alumni engagement 
strategy 

By August 2022, establish an alumni engagement strategy for the 
integrated university for both face-to-face and digital 
programming. 

Establish donor relations and 
stewardship strategy 

By August 2022, establish an integrated donor relation, donor 
retention, and stewardship strategy for the integrated university. 

Develop the processes to ensure 
the distribution of fundraised 
dollars from the respective 
foundations and alumni 
association assets to the financial 
aid office of the integrated 
university 

With all fundraising, alumni engagement, and advancement 
services continuing to be the responsibility of each respective 
university and the integrated university Advancement staff, enter 
into discussions with board members and Foundation Executive 
Directors to provide a seamless transition for processes and 
services to ensure that fundraised assets are utilized for the 
benefit of the integrated university and its students. 
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Recommendation Name Summary Recommendation Components/Description 
Develop advancement 
communications 

Beginning in early 2021, integrations talking points and messaging 
would need to be provided as soon as information is publicly 
made available. 

People: The recommendations will likely impact staff, alumni, donors, and students. 

Process: The recommendations impact contracts that would be negotiated, added, or cancelled in 
coordination with the West Procurement Working Group, including updates on alumni platforms. Alumni 
engagement strategy, annual fund strategy, and Athletics giving strategy will be created for priorities 
established. Additionally, scholarship agreements with respective university Foundations will need to be 
reviewed. In regards to databases and technology platforms, foundations will determine which financial 
database and other technology to utilize in conjunction with the integrated university Advancement 
Division's alumni database and staff will determine the best platforms and databases for the integrated 
university to utilize platforms and databases for which universities have existing contracts. Lastly, the 
communications strategy will be created by the integrated university’s Communications and Marketing 
and Advancement teams. 

Technology: The recommendations primarily impact: 

• Advancement databases 
• Alumni engagement platforms 
• Crowdfunding 
• Texting to donate 
• Calling center 
• Stewardship platforms 
• Integrated university and individual campus websites (as determined by integrated leadership) 
• Foundation’s financial database 

Finance: The recommendations are intended to result in cost savings opportunities depending on the 
integration of these services. 

Physical Assets: None 

Compliance and Legal: Explore need to review current memoranda of understanding (MOU) with 
foundations. 

Community: The recommendations will likely impact stakeholders such as: 

• Alumni 
• Donors, current and prospective 
• Corporate leaders 
• Trustees 
• Foundation and Alumni Association board members 
• Alumni affinity partners 
• Business and community leaders 
• Integrated university staff utilizing platforms and software 

Benefits: A synthesized, efficient Advancement operation is intended to maximize opportunities to share 
staff expertise across campuses and to provide a full array of Advancement services to donors and 
alumni at each of the integrated universities.  

Risk: Donors and alumni would need to be reassured that the integration would not negatively impact 
their previous, current, or future donations or engagement with their alma mater. This reassurance would 
occur through existing relationships between staff and donors/alumni, coupled with messaging from the 
integrated university’s leadership and the integrated university’s Communications team. 
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Appendix K.5.i: Technology WG Priority 1 Recommendations with 
Impacts 

The following Priority 1 recommendations were drafted by the West technology working group with the 
accompanying anticipated impacts:  

As part of the phased curriculum approach, associated system implementation dates will be adjusted 
accordingly. 

Recommendation Name Summary Recommendation Components/Description 
Recruitment system Migrate to a common CRM for the integrated university.  
Regional SIS Migrate legacy SIS to a regional SIS for the integrated university 

for Fall 2022 operations. 
Regional SIS core integrations Convert core integrated systems with SIS for the integrated 

university for Fall 2022 (e.g., payments, FinAid, reporting) 
Regional SIS common 
integrations  

Identify required common integrations, select, and implement 
integration with the integrated university SIS for Fall 2022. 

Regional SIS other integrations 
and interfaces 

Assess, determine "combined vs. local", and adapt or implement 
other SIS integrations required for the integrated university for 
Fall 2022: 

IT identity infrastructure for the 
integrated university 

Design, configure, implement/convert the integrated university’s 
IT identity infrastructure 

IT server and network 
infrastructure 

Design, configure, and implement/convert the integrated 
university’s IT network and server infrastructure. 

IT application and service 
infrastructure 

Design, configure, implement/convert the integrated university’s 
IT application and service infrastructure. 

Instructional technology – LMS 
and instructional software 

Implement, document, and provide training and support for the 
integrated university’s LMS and instructional software services. 

Instructional technology – general 
and specialized spaces and video 

Implement, document, and provide training and support for the 
integrated university’s instructional classroom/lab space and 
related video services. 

IT support – general help desk Implement unified support for the integrated university’s general 
IT services. 

IT support – academic and admin 
applications 

Implement unified IT support for the integrated university’s 
academic and administrative applications. 

IT support - academic and admin 
facilities 

Implement unified IT support for the integrated university’s 
academic and administrative facilities. 

People: The recommendations will likely impact the following stakeholders: 

• Implementation Team (Functional + IT) – project assignment, training, legacy operations backfill 
• Staff and Faculty – Training on CRM system and related integrated university processes 
• Faculty, Staff, Students: Training on SIS system and related integrated university processes 
• Staff – Training on systems and related integrated university processes 
• IT Support Team – training on new model/tools  
• Faculty, Staff, Students: Documentation review and/or training for revised integrated university IT 

services 
• IT Transition Team – project assignments to establish uniform support structure and implement 

any new services identified by Academic/Online 

Process/Technology: The recommendations primarily impact the following processes and/or 
technologies: 

• Advancement  
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• Application load balancing  
• Assessment  
• Athletics Compliance  
• Attendance tools for in-person and online classes  
• AV and other specialized hardware/support standardization  
• Bookstore  
• Campus ID cards and point-of-sale (POS) payments  
• Campus network operations  
• CampusLogic  
• Career Services  
• Change control  
• Cloud storage services  
• Cognos  
• Common active directory  
• Common certificate service  
• Common DNS namespace  
• Common Single sign-on/identity provider/central authentication service 
• Disaster recovery, resiliency, and backups  
• Document Imaging  
• Ellucian Banner, oracle database, oracle PeopleSoft  
• Environmental systems research institution (ESRI) - GIS mapping software  
• Events and scheduling  
• Faculty evaluations  
• File/team services  
• General account management  
• Hardware standards  
• Health Center  
• Help desk ticketing system  
• Housing  
• Instructional and admin technology for cloud productivity software support  
• Inventory systems  
• IT policies  
• Judicial  
• Laerdal 
• Meal plans  
• MediaSite 
• MFA  
• Microsoft Office 365  
• Network Security/Zero Trust Architecture  
• New application and web site services  
• Orientation  
• Parking  
• Password self-service reset  
• Placement testing  
• Project management  
• Prospective student marketing  
• Remote access services and virtual private network 
• Scholarships  
• Slate Technosolutions  
• Student organizations  
• Student pricing analytics  
• Turning Point 
• TurnItIn  



 

Page 152 of 269 

• Virtual desktop infrastructure 
• Voice services 
• Wide Area network 
• WideOrbit 
• Zoom 

Finance: The recommendations are intended to result in cost savings opportunities depending on: 

• Funding required to license and implement the integrated university’s CRM 
• Cost savings after legacy CRM retirement  
• Funding required to license and implement the integrated university’s SIS 
• Cost savings after legacy SIS retirement  
• Funding required to license and implement the integrated university’s core integrated systems  
• Funding required to license and/or implement the integrated university’s common integrated 

systems 
• Funding required to license and/or implement the integrated university’s identity systems 
• Funding required to license and/or implement the integrated university’s unified systems 

Physical Assets: None 

Compliance and Legal: None 

Community: None 

Benefits: A synthesized, efficient program array is intended to provide additional opportunities for 
enrollment and student services. 

Risk: Risks exist for enrollment, student services, and finances 



 

Page 153 of 269 

Appendix K.5.ii: State System Technology WG Priority 1 
Recommendations with Impacts 

The following Priority 1 recommendations were drafted by the State System technology working group 
with the accompanying anticipated impacts:  

Recommendation Name Summary Recommendation Components/Description 
IT governance process Establish an IT prioritization process/structure to be used in both 

the West and Northeast regions. 
IT policy alignment Identify and assess existing university IT Policies; prioritize focus 

areas and align high-priority policies. 
Shared services utilization Review how each of the integrating universities leverages existing 

shared services to ensure optimal utilization. 

People: The recommendations will likely impact: 

• Roles of personnel within the new IT prioritization structure 
• Personnel as they may require re-training 

Process: The recommendations, may impact new processes, which will need to be defined, and new IT 
policies, which will need to be aligned. Additionally, this could require new processes. 

Technology: To be successful, the recommendations may require a single IT solution to house all IT 
projects/requests (although not necessarily required) and may require newly aligned policies to 
necessitate convergence of certain technology solutions. Both of these may require a transition to new 
solutions. 

Finance: The recommendations will potentially impact the financial analysis being performed and/or the 
integrated university’s fiscal position. 

Physical Assets: None 

Compliance and Legal: None 

Community: None 

Benefits: If implemented, the recommendations result in greater savings by utilizing existing shared 
services in the most optimal way.  

Risk: The recommendations will be successful as long as policies are aligned prior to the integrated 
university's launch and IT is prioritized on necessary projects. 
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Appendix K.6: Communications and Marketing WG Priority 1 
Recommendations with Impacts 

The following Priority 1 recommendations were drafted by the West communications and marketing 
working group with the accompanying anticipated impacts:  

Recommendation Name  Summary Recommendation Components/Description  
Early marketing campaign to 
introduce future students to the 
integrated university’s plans 

Create and deploy "Better Together" content in "interim" campus-
based marketing materials (distributed starting February 2021).  
Promote project/integrated unit, but do not advertise the name or 
cost of the integrated university. Develop common messaging. 

Brand/identity changes around 
existing logos (if recommended by 
marketing research) 

Execute initial brand/identity changes (e.g., common tagline) if 
recommended and supported by market research. 

Style guide/graphics standards for 
initial brand/identity changes (as 
recommended) 

Utilize internal personnel to create style guides/graphics standards 
for brand/identity changes (e.g., tagline additions); tasks include 
creative development, approvals, distribution, and links on websites. 

Brand identity for the integrated 
university/virtual campus 

Develop new brand identities based on market research by an 
external partner; tasks include creative development, concept 
review, survey groups, and approval.  

Develop an internal 
communications strategy to keep 
faculty, staff, and students 
informed  

Continue collaboration among communications and marketing 
leadership and the System communications team to ensure we keep 
our respective internal audiences informed with consistent 
information. Ensure intentionality of tone, appropriate for the 
message. 

Single vendor for campus(es) to 
lead recruitment mailings 

Initiate conversations for all campuses to work with one print vendor. 
Create an enrollment communications flow for prospective students 
where individual campus messages go out (without overlapping 
other campuses).  

Single website CMS and singular 
hosting solution 

Move all websites into the same hosting solution and one CMS 
instance; we all use the same CMS, but currently in three separate 
instances. 

Fall 2021 recruitment message Grow the “Better Together” message and talk about the three 
campuses collaborating. 

Fall 2022 recruitment message Grow the “Better Together” message and talk about the three 
campuses collaborating. 

Individual campus communication 
flow 

Develop a separate campus communication flow after the student 
fills out a prospect form (“raises their hand”). 

People: The recommendations will likely impact the following stakeholders: 

• Students, current and prospective 
• Faculty 
• Staff 
• Alumni  
• Personnel using brand identities in communications and marketing materials 

Process: The recommendations impact requests for proposals and contracts with vendors for integrated 
print and mailing services. Update for an integrated CMS, for website hosting services, and to conduct 
market research related to the integrated university’s name, brand, identity, and marketing strategy. 
Additionally, the recommendations require that the West integration develop a process to provide 
information for a point of entry and application push for the communication process after a student 
completes a prospect form. 
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Technology: The recommendations impact website hosting technologies and website CMS. 

Finance: The recommendations result in financial impacts, including costs associated with initiating new 
vendors, moving to one CMS instance, and switching hosting solutions. The recommendations may also 
result in potential cost savings through the usage of one vendor serving multiple campuses and by 
leveraging one CMS contract.  

Physical Assets: None 

Compliance and Legal: None 

Community: None 

Benefits: The recommendations, if implemented, can provide clarity to students and stakeholders with 
questions about the integration, combat negative messaging from competitors, and help build trust, gain 
stakeholder buy-in, and retain talent and students, thereby allowing the West integration to be more 
competitive in the market. The recommendations can also retain and connect existing campus brands to 
the integrated university, building brand awareness and creating strong visual identities to anchor the new 
brand. Finally, the recommendations offer new efficiencies and cost savings such as efficiencies through 
one CMS and contract across three campuses, potentially more timely CMS updates and less aid needed 
from information technology support groups, elimination in redundancies of mailings/distributions to 
students, and targeting student applications based on categories of student interest. 

Risk: Switching hosting solutions presents a risk of websites crashing or experiencing down time during 
the implementation. Brand confusion among the newly integrated and existing campuses is an additional 
risk.



 

Page 156 of 269 

Appendix K.7: Facilities and Infrastructure WG Priority 1 
Recommendations with Impacts 

The following Priority 1 recommendations were drafted by the West facilities and infrastructure working 
group with the accompanying anticipated impacts:  

Recommendation Name Summary Recommendation Components/Description 
Develop an after-hours response 
and dispatch 

Develop a centralized call center that would receive and dispatch 
calls or develop a standard process for how these calls are 
handled. 

Establish design and construction 
standards 

Establish design and construction standards to maintain quality 
and consistency across projects and campuses. 

Establish a capital project 
document management process 

Establish standard practices and procedures for tracking and 
managing capital projects on all 3 campuses (a common PM 
software would greatly help this initiative) 

Establish master planning Establish a comprehensive unified Master Plan for the 3 
campuses. 

Establish maintenance 
methodologies across the 
campuses 

Establish a standard for dealing with maintenance issues. 
Emergency Reactive, and Preventative. Who should be notified? 
Who should it be assigned to, and how often should it be done. 

Consider combined contracts Consider combining facilities and infrastructure contracts, where 
applicable. Areas to be considered are Elevator, Duct and Hood 
Cleaning, Pool Water Testing, Asbestos lead paint, and Mold 
Remediation. Bleacher Inspection. 

Develop a work request system Develop a Work Order system that is the same at each location. 
This would be an asset when sharing staff. 

Establish capital project plan and 
schedule 

Establish a list of capital projects to be completed over the next 
several years. 

Establish space utilization 
process for offices for faculty and 
staff 

Establish a unified system for room assignments (non-academic) - 
Offices. 

Develop public bidding process Update and clarify how the public bid process is coordinated 
between Facilities and the Purchasing Dept. 

Develop classroom utilization 
patterns 

Document how Education Space is currently scheduled and what 
spaces are included on each campus. 

Establish space utilization 
process-education spaces (level 
1 and level 2 classrooms/labs) 

"What Exists" Establish system for managing classroom and lab 
spaces: Technology, furniture, occupant load, hours and days of 
usage. 

Integrate ID card/access control 
system 

Standardize access policies, procedures, and ID card technology 
and software. 

Establish emergency 
preparedness processes 

Establish a unified Emergency Operations Plan and incident 
management structure based on the National Incident 
Management System. 

Establish a standardized 
emergency notification system 

Establish a standardized emergency notification system between 
the three locations. 

Establish standardized incident 
reporting 

Establish standardized incident reporting procedure for employee 
and non-employee injuries and illnesses, property damage, and 
near-misses. 

Consolidate incident reporting Integration of report management software to enable UCR/Clery 
reporting for one entity. 
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Recommendation Name Summary Recommendation Components/Description 
Integrate and standardize 
operational policies 

Integrate and standardize of operational policies for Police. 
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People: The recommendations will likely impact the following stakeholders:  

• Students 
• Staff 
• Software end users  
• Facilities PMs and administration  
• Campus community  

Process: The recommendations impact the knowledge and understanding of the new footprint of the 
integrated university and CMMS. If the individual campuses are already effectively managing projects, 
then policies, procedures, and contracts will have small to moderate impact and changes would have a 
positive impact on efficiency, cost saving, and management decision making. The bidding and scheduling 
processes should be updated to be more efficient and provide cost savings. Additionally, processes 
related to emergency operations, notifications, incident reporting, and policing (e.g., RMS policies, police 
reporting, evidence tracking, contracts) are critical for student and personnel safety. Access control 
should be monitored by the access policies and ID card issuance procedures. 

Technology: The recommendations impact the need for a common number or link to after-hours calls to 
the appropriate call center. Additionally, the following software systems integration or addition would 
impact the efficiency and effectiveness of management and use: 

• Project management software 
• Scheduling software  
• Policy management software 
• ID card issuance software 
• POS system 
• Access control system 
• Police records management system 
• Common CMMS across the integrated university 

Additionally, data has a large impact for information received from ID access cards (e.g., food services, 
access control systems) and the emergency notification system. Lastly, the integrated university can 
utilize the established standards for Level 1 and Level 2 classrooms implemented by Cal U to update 
periodically and implement consistently across campuses. 

Finance: The recommendations are intended to result in cost-savings opportunities. Specifically, one 
system should be implemented across the integrated university, including project management software, 
scheduling software, and access control system (including standardizing ID card, software, POS system). 
The software implementation will require initial investment; however, this will lead to risk management 
reduction and overall cost savings. Additionally, the effective design and construction standards lead to 
efficiency and reduce life cycle costs of buildings and master planning necessary for the integrated 
university. An annual budget for technology is needed and ultimately the remaining recommendations will 
require funding as well. The recommendations are intended to result in cost savings opportunities. 

Physical Assets: All physical assets are evaluated during integration and structures that require 
maintenance will be noted. Additionally, when regular updates (5-year) are done, it assures that assets 
are more effectively managed, whether upgraded, repurposed, or replaced. The recommendations impact 
physical assets in various ways, making long-term planning and scheduling of projects important. 
Additionally, University Technology Services (UTECH) will work with technology vendors for equipment 
and Facilities will support by implementing engineering/infrastructure requirements. Lastly, some 
components and systems should be upgraded, including the access control software and hardware that 
cannot be supported with the initiative.  

Compliance and Legal: The recommendations will likely impact legal compliance and accreditation 
compliance, as well as Clery and UCR. 

Community: The recommendations will likely impact stakeholders such as: 

• Current local contractors 
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• County emergency management agencies 
• Local first responders 
• Surrounding community police department  

Benefits: The integrated university will standardize work expectations and project approaches to create 
efficiencies and a more seamless workflow. Through the integration, the integrated university will increase 
on-campus safety by utilizing new capabilities to transmit emergency notifications, utilize a control 
process that allows for door scheduling, and grant electronic access to buildings through one system from 
an off-site location. These capabilities, paired with improved planning and workflows, will allow the 
Facilities team to correct hazards in a timely manner, to ensure prompt medical treatment for injured 
employees, and to ensure property damage claims are properly processed. 

The integrated university will enhance communication between departments, yielding in better records 
and documentation. Increased documentation will provide data to guide future decisions such as support 
for areas that need improvement. This emphasis on project management allows for better preparation, 
and more clarity around goals and objectives to yield better results, delivered more effectively and 
efficiently.  

Integration will create financial benefits by ensuring infrastructure spending is done more effectively (i.e., 
each building system is evaluated separately and as part of the whole) and financial decisions are based 
on detailed assessments. Cost savings will also be realized through utility savings, contract 
consolidations, and reduced liability claims. 

Risk: Risks exist related to the possibility building between locations and the capacity for contractors to 
supply the expected work in a timely manner across all campuses. Additional risks are related to the time 
commitment of populating the new CMMS and large technology expenditures can quickly become 
outdated or obsolete. 
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Appendix K.8: Finance and Administration WG Priority 1 
Recommendations with Impacts 

The following Priority 1 recommendations were drafted by the West finance and administration working 
group with the accompanying anticipated impacts:  

Recommendation Name Summary Recommendation Components/Description 
Achieve financial performance 
metrics 

Attain System financial goals of: 1) meeting operating margin of 2-
4%; 2) attaining a reserve margin ratio of 40%; and 3) meeting or 
exceeding reserve levels of 90-180 days cash on hand. 

Attain pre-integration 
sustainability goals – before July 
1, 2021 

Accelerate integration of F&A via shared services and implement 
respective CPP action plans. 

Attain pre-integration 
sustainability goals – after July 1, 
2021 

Accelerate integration of F&A via shared services and implement 
respective CPP action plans. 

Develop realistic 
enrollment/budget projections to 
which VPs will commit and own 

Create a common set of budget assumptions, approval process, 
and business workflows that result in realistic revenue and 
expense projections for E&G and Auxiliaries. 

Optimize E&G and auxiliary 
assets and personnel 
complement 

Match E&G capital assets to academic program array and 
enrollment projections, and match auxiliary assets to customer 
research and enrollment projections, as well as match personnel 
complement to the program array. 

Identify the best path for regional 
SIS implementation/integration 

Identify the best path for student information system 
integration/implementation to facilitate a smooth student lifecycle 
(admissions, registration, billing, and financial aid). 

Develop financial and student 
accounting structure and 
workflows 

Refine and finalize financial/accounting organization and reporting 
structure that supports each campus operation and athletic 
program administration to gain efficiencies through an integrated 
entity. Ensure that new budget items associated with the 
integrated university are linked to the budgeting process. Convert 
new billing system into the integrated university. 

Optimize staff and vendor 
relationships 

Refine and finalize a phased implementation of administrative 
departmental structures across the integrated universities that will 
encompass a common set of practices, procedures, and 
workflows with a goal of creating commonality between operations 
(e.g., budget office, accounting, student accounts, student service 
centers). Potentially add service centers, where appropriate. 

Evolve tuition and fee structure Rationalize and standardize, where appropriate, the tuition and 
fee structure within the integrated university. 

People: The recommendations will likely impact the following stakeholders: 

• Staff/all employees 
• President  
• COTs 
• Potential customer service VPs 
• Students and parents 

Process: Optimizing the E&G and auxiliary assets and the personnel complement may require selling, 
leasing, or other alternative uses for said assets. We are suggesting that the VP overseeing the auxiliary 
assets be tasked with the annual evaluation of the auxiliary asset portfolio, comparing current capacity 
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and purpose with the future needs of our customers, the students. These assets will include, but may not 
be limited to, the following:  

• Recreation centers 
• Housing 
• Health centers 
• Student centers/activities 
• Parking 

Technology: The recommendations primarily impact Information Technology’s need to facilitate Finance 
and Administration’s personnel to have SAP logins, as well as SIS billing across multiple universities. 

Finance: The recommendations are intended to result in cost savings opportunities depending on 
wages/benefits of individuals with increased responsibility and the cost to implement the regional SIS. 

Physical Assets: The recommendations may result in the reduction of E&G and auxiliary facilities, office 
spaces at each university, and housing assets. 

Compliance and Legal: Assets held in the Commonwealth name requires an extensive selling process.  

Community: None 

Benefits: The recommendations can provide the following benefits:  

• Improved operating margin 
• Improved primary reserve ratio 
• Improved cash-on-hand reserve levels 
• Cost savings from elimination of redundant positions 
• Potential cost reductions in maintenance and custodial expenses, insurance costs, personnel 

costs  

Risk: The following risks should be considered in evaluating the recommendations: 

• Local resistance to asset demolition and repurpose  
• Grievances and binding arbitration  
• Employee retention 
• Accuracy of customer service  
• IT implementation roadblocks 
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Appendix K.9: Combined Human Resources and Labor Relations WG 
Priority 1 Recommendations with Impacts 

The following Priority 1 recommendations were drafted by the Northeast and West human resources and 
labor relations combined working group with the accompanying anticipated impacts: 

Recommendation Name Summary Recommendation Components/Description 
HR as a strategic partner Collaborate with integrated university leadership to implement the 

organizational structure. Provide ongoing strategic advisement 
focused on successful implementation and long-term support of 
the mission and goals of the integrated university. 

People: The recommendations will likely impact the following stakeholders: 

• Faculty/staff 
• Governance 
• Trustees 

Process: HR shared services with the System Office in the areas of leave administration, workers 
compensation, payroll, and benefits 

Technology: Employee on-line service delivery system 

Finance: None 

Physical Assets: None 

Compliance and Legal: The recommendations primarily impact: 

• CBAs 
• Employment laws 

Community: None 

Benefits: This is intended to provide additional opportunities for: 

• An additional focus on recruitment and retention of employees and other strategic initiatives 
• Potential cost savings 
• Improving employee morale 

Risk: None 
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Appendix L: Act 50 Reporting on Academic Programs 
The table below reflects Act 50 reporting requirements related to academic programs as of April 1, 2021. 
It reflects the number of academic programs by location at the time of plan approval and at the time of the 
report: 

Number of Degree Programs by Location as of April 1, 2021 

University Undergraduate Graduate Total 
Cal U 82 28 110 
Clarion 64 12 76 
Edinboro 55 16 71 

Note: The above does not include concentrations, minors, and certificates. 
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Appendix M: Combined Accreditation WG Priority 1 
Recommendations with Impacts  

The following Priority 1 recommendations were drafted by the Northeast and West combined 
accreditation working group with the accompanying anticipated impacts:  

Recommendation Name Summary Recommendation Components/Description 
MSCHE accreditation through 
successful submission of Complex 
Substantive Change Preliminary review 
form 

Prepare and submit a compelling description and rationale 
to MSCHE for consolidating three existing institutions under 
the accreditation and degree-granting authority of one of 
them, which initiates a process of guidance and consultation 
with MSCHE.  

MSCHE approval of integration through 
successful Complex Substantive 
Change Request 

Prepare and submit a comprehensive Complex Substantive 
Change Request to MSCHE outlining the intended impacts 
and benefits of the integrated institutions. 

People: The recommendations related to the MSCHE-required process will likely impact leadership, 
faculty, and staff. The recommendations relative to the assessment plans and assurances within the 
documents will positively impact students and faculty. 

Process: The recommendations impact submissions to MSCHE, existing system program review and 
academic program assessment peer review programs, and strategic planning and associated metrics. 

Technology: The recommendations impact platform websites for the institution assessment plans, 
associated reporting tools, the university’s survey capacity, and SIS.  

Finance: None 

Physical Assets: None 

Compliance and Legal: None 

Community: MSCHE approval of the Complex Substantive Change may be required before the 
integration teams can start recruiting at integrated institutions.  

Benefits: The feedback from MSCHE on the Preliminary and Complex Substantive Change Reports will 
help the integration teams with their completion of additional requirements. The development of the 
institutional assessment plan will establish assessment for integrated entities, ensuring explanation for 
accreditation and continuous improvement. 

Risk: Risks exist that MSCHE may impose additional reporting requirements.
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Appendix N.1: Student Success and Retention WG Priority 1 
Recommendations with Impacts 

The following Priority 1 recommendations were drafted by the West student success and retention 
working group with the accompanying anticipated impacts:  

Recommendation Name  Summary Recommendation Components/Description  
Streamline veterans’ affairs 
program 

Create accessible and equitable services for military and veteran 
students for all three in-person campus locations. Offerings should 
mirror or enhance Cal U’s current model/office, and each in-person 
location should have a dedicated staff member to assist 
military/veteran students. 

Develop single array of internship 
course descriptions and offerings 

Offer a single array of internship courses and have one application 
and registration process. 

Develop holistic FYE structure Determine structure (centralized or decentralized) and objectives for 
FYE based on a holistic view (educational, career exploration, and 
life) that includes academic affairs, student affairs, and student 
support services. 

Develop common FYS curriculum Determine FYS curriculum (including number of credits and where 
courses reside) in collaboration with Academics, and how it will be 
assessed. 

Design common FYS training and 
engagement program 

Develop a selection process and training program for engaging 
faculty to teach FYS. 

Develop process for students to 
enroll in FYS  

Design process for students to enroll in FYS. 

Investigate integrated mentor 
program 

Develop student mentor program across all campuses if evidence 
determines retention impact of such a program. 

Design common student 
onboarding experience  

Develop a common onboarding process for students from the time 
they pay their admissions deposit through Welcome Week. 

Integrate messaging for new 
student orientation and student 
welcome 

Streamline/consolidate new student orientation and Welcome 
Week/Weekend to reflect the same message across locations. 

Utilize common early alert system 
and centralized retention software 

Determine early alert system platform and the process the locations 
will use (including training and education of faculty and staff). 

Streamline intake/accommodation 
processes across campuses 

Make streamlined accommodations available to students with 
disabilities across all locations. Create common processes for both 
face to face and online students, including follow-up process 
throughout each semester. 

Streamline path to graduation for 
transfer students 

Develop common transfer student experience and streamline path 
to graduation. 

Design integrated career 
readiness/success pathways 

Solidify guided career success pathway delivery models integrated 
with academics to best serve distinct student populations (on 
campus, remote, first-generation, non-traditional, transfer, etc.). 
Include career readiness and experiential learning components in all 
academic programs and assessment protocols. 

Ensure equitable access to 
tutoring across all locations 

Develop common online tutoring system and on-campus tutoring 
services for all locations. Design tutor training program across 
locations based on best practices. 

Define advising and advising-
support processes  

Create an advising center and define professional advisor roles (for 
first and/or second year students). 

Develop centralized outreach 
program for high-risk students  

Develop centralized system for identifying high-risk students (first-
generation, Pell eligible, etc.) and perform outreach. 
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Recommendation Name  Summary Recommendation Components/Description  
Develop common testing 
procedures and related processes 

Determine common tests, single testing platform with common cut-
offs for testing (math and English), proctor access and training, and 
site certification (e.g., Counseling Ed. Education, etc.). Offer 
DANTES Subject Standardized Tests (DSST)/CLEP, make-
up/course challenge, and standardized testing at all locations. 

Determine shared data 
management platform/applications 
to support student success  

Determine shared data management platform/applications for 
student data management, retention, learning management, and 
communication.  

Establish, develop, and implement 
best practices in remote/online 
student success and support 
models 

Establish comprehensive model of student success inclusive of 
online students/remote experience. This includes expanded access 
to support services (i.e., day/time availability of staff), digitally 
available "student success" information/resources, including 
personnel directory and online appointment scheduling system, and 
shared student success resources and content (e.g., workshops, 
video tutorials, etc.). 

Ensure equitable access to 
technology resources (i.e., 
address the "digital divide," rural 
access issues) 

Analyze and identify current issues related to equitable student, 
faculty, and staff access to technology hardware/software, high-
speed internet and technology literacy. Conduct analysis at 
university, regional, and state level. Policy solutions should be 
formulated and proposed to PA government officials. University- and 
regional-specific solutions may be developed to address specific 
needs/gaps in equitable access. 

Provide equitable access to 
individualized career development, 
coaching, and supports 

Identify and establish adequate career center personnel and 
resources to serve each branch of the integrated university 
(including virtual campus). Conduct a needs audit; identify and 
address gaps in equity. Centralize career guidance and 
management platforms. 

People: The recommendations will likely impact the following stakeholders: 

• Students, including transfer students, students with disabilities and special needs, online students 
• Staff 
• Faculty  
• IT managers 
• Directors/coordinators of Office of Disability Services 
• Registrar 
• Union representatives 
• Curriculum committee 
• Testing companies 
• Department Chairs 

Process: Overall recommendations of this group integrate and enhance efforts across locations toward 
supporting and retaining students. The recommendations impact programs that directly support student 
success, including holistic advising (both academic and whole student advising considerations), 
accommodation services, tutoring, mentoring and career guidance, internship programming, military and 
veteran resources, testing and placement requirements (e.g., CLEP/DSST tests, standardized testing, 
Math and English placement), online student support, and early intervention (i.e., identifying and 
supporting at-risk students). This will require consistent policies and procedures across campus to ensure 
equity of access. It will also involve deploying common technology resources and platforms, such as for 
tutoring and mentoring. It may also involve establishing new administrative structures and/or refining roles 
and responsibilities, across locations or within each campus. Critical considerations include compliance 
with existing contracts, faculty loads, consolidating and/or revising agreements with vendors, recruiting 
and training staff, communications to key stakeholders (e.g., students, faculty, staff), and technology 
literacy and access (e.g., high-speed internet access in surrounding rural regions). 
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Technology: The recommendations primarily impact SIS, student attendance and data tracking software, 
and LMS for training and support. The recommendations will also require a common software system to 
aid with processes and procedures, website development and enhancement (such as for military and 
veteran students), common platforms for programs such as orientation, tutoring, advising, and career 
management, and consideration of current tools and systems. 

Finance: The recommendations are intended to result in cost-savings opportunities, which will be 
dependent upon factors such as faculty course load, shared contracts and contract negotiations, online 
platform resources, and technology fees. Other factors will include actual enrollment and time to register.  

Physical Assets: The recommendations may result in a physical space at each location for student-
specific access centers; streamlining of physical space may also result as resources are consolidated 
across campuses. 

Compliance and Legal: Contracts (e.g., software, systems, CLEP/DSST, and testing companies), 
academic and support services, secure systems, and online platforms for confidentiality requirements.  

Community: The recommendations will likely impact stakeholders such as students, parents, faculty, 
staff, employers, alumni, and community outreach agencies.  

Benefits: The recommendations are intended to provide additional opportunities for increases in military 
student enrollment, student support, student retention, success in classes, and student graduation 
completion. A well-defined FYE program is the first rung in an intentional, student-centered student 
success and retention program. A unified experience across locations will ensure an easier transition for 
students (whether attending another campus or engaging in transactions such as housing, scheduling, 
financial aid), and it facilitates common training and understanding of faculty and staff. High-risk students 
would be able to be identified and provided with targeted outreach/resources to help them be successful. 
Common processes would also help to ensure common language in policies and procedures to support 
students, including those with a disability. Common platforms and systems would enable more equitable 
access to programming (e.g., advising, tutoring, internships, and career pathways) and will enable easier 
navigation, data management, and accreditation reporting. Online hosting allows for dynamic content 
development and assessment of efficacy. Finally, integrated campuses are also economic drivers in their 
rural communities, and expansion of internet services in these areas has potential to improve the 
communities. 

Risk: Risks exist related to FYS course offerings not meeting student needs, faculty willingness to teach 
the courses and use new systems/platforms, ensuring confidentially and securing digital information, 
preventing service interruptions, and duplicative efforts across locations.
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Appendix N.2: Student Affairs WG Priority 1 Recommendations with 
Impacts 

The following Priority 1 recommendations were drafted by the West student affairs working group with the 
accompanying anticipated impacts:  

Recommendation Name  Summary Recommendation Components/Description  
Consolidate notification to ensure 
drug-free school compliance 

Consolidate notification system into one comprehensive plan. 

Ensure equitable access to all 
course materials 

Move to one bookstore vendor with an online purchase option. 
Review and revise contracts with vendor. Determine all technology 
pieces related. Communicate book adoption process to faculty. 

Clearly define student rate (fee 
structure) components 

Decide student rate components for each individual campus and 
whether there will be a variance by location. Consider cost-saving 
options such as inclusive access programs for textbooks. 

Provide dining and vending 
services on all individual 
campuses 

Review current contracts status to determine operational status for 
Fall 2022. (Note: looking at systems, rate, and student services 
may be more important than aligning vendor.) Determine 
accounting expectation for a combined budget as well as the 
interface with the SIS. 

Review all contracts related to 
auxiliary services 

Assess contracts set to expire between now and August 2022; 
determine whether contracts should be renegotiated or eliminated. 

Update all documentation to 
match the integrated university’s 
name for dining and vending 
services on individual campuses 

Review licensing, insurance, certifications for onsite operations; 
consider whether these need to be reissued with the integrated 
university’s name. 

Determine whether students will 
use one identification card at all 
campuses 

Review systems that utilize the card system and assess and 
determine if there is an opportunity for consolidation in year one or 
in future years. 

Operationalize federal work study 
community service program 
across campuses 

Develop common practices for identifying work sites and posting 
positions, as well as a policies and procedures manual for 
awarding aid with timelines. 

Operationalize food 
pantries/resource rooms at each 
campus 

Develop Standard Operating Procedures for the services and 
ensure that each location’s room is stocked to meet local student 
needs. 

Determine student club and 
organization governance structure 

Develop robust offering of student clubs and organizations, which 
includes a broad range of culturally diverse offerings, at each 
location, along with uniform policies/procedures for organization 
operations. 

Develop common social fraternity 
and sorority life experiences 

Provide common standards and opportunities to students across 
campuses; offer virtual options where possible/necessary. These 
opportunities should include Interfraternity Council/NPC/NPHC 
leadership opportunities and required educational programs for 
new members. Establish academic standards for eligibility for 
membership. 

Develop common cultural student 
ambassador program 

Offer cultural-related student ambassador/peer mentor program to 
provide advocacy, support and leadership opportunities for 
underrepresented groups. Include DEI training during student 
employee onboarding and in the continual professional 
development process. 

Deploy common Student Code of 
Conduct 

Develop a common Student Code of Conduct for use at all three 
campuses and for virtual students. 
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Recommendation Name  Summary Recommendation Components/Description  
Develop common academic 
integrity and community standards 

Develop common Academic Code and community standards for 
three campus and for virtual campus. 

Develop common student conduct 
process and sanctioning 

Develop one process for use by the three locations and for virtual 
learning. Develop uniform sanctioning for three locations while 
staying unique to services available both on and off campus. 

Ensure Behavioral Intervention 
Team (BIT) plan and process in 
place for all three campuses 

Ensure each campus has an operating BIT and plan for reports 
stemming from students, including virtual learners. 

Develop a Counseling Center 
common scope of practice 
statement 

Develop a Counseling Center common scope of practice statement 
that includes the three campuses. 

Define case manager and Student 
Support Assistant (Case 
Management) role  

Define the necessary duties and develop a universal role. 

Determine housing costs and 
room rates 

Determine if all locations will have a unified rate structure and 
market rates to incoming students. 

Assess housing application 
availability for use in Fall 2022 

Set dates and contracts for new Fall 2022 applications; review 
cancellation policy for contract; returning students will have to sign 
the new contract as well during Room Selection 2021. 

Review policy and procedures for 
on campus housing 

Review Policy and Procedures for on campus housing. 

Streamline resident assistant 
programming and training  

Combine Community Assistant/Resident Assistant training models, 
programming, and structures; expand training for three schools for 
cost efficient opportunities to enhance existing student supports. 

Create one student activity fee for 
all campuses 

Consider one fee structure, a common increase/decrease in fee, 
and/or transition to separate athletic fee from Student Athletic Fee. 

Evaluate Student Association 
(SAI) structure and MOU 

Consolidate to one SAI with staff on each campus and create one 
MOU. 

Evaluate Student Government 
Association structure 

Employing student input, determine structure for Student 
Government at the integrated university. 

Evolve governing structure for 
Student Government Association 
(SGA)  

One overarching governing body (Student Government) with three 
senates (comprised of officers of each Student Senate). Each 
senate coordinates campus issues: changes to SGA policies and 
procedures are reviewed and voted by the SGA. This creates a 
two-tiered governance structure to unite the three locations. 

Ensure compliance with 
Accreditation Association for 
Ambulatory Health accreditation 

Evaluate Non-Medicare Deemed Status v41 standard requirements 
across locations (Clarion ends 10/22; Edinboro ends 11/22) and 
determine appropriateness of continuing this accreditation. 

People: The recommendations will likely impact the following stakeholders: 

• Students, including graduate students, interns, students in work study programs 
• Student Associations and board members 
• Faculty, including counselors 
• Staff, including Resident Life and administrative support 
• Student Support Assistant’s Health Services 
• Campus recreation 
• Enrollment Services 
• Greek community  
• Governing body advisors 
• Council of Trustees members 
• Contracted vendors and services 
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Process: Overall recommendations of this group integrate and enhance efforts across locations toward 
supporting students. The recommendations impact programs that directly enhance the student 
experience, including housing (including rates, selection process, residential resources, policies), student 
club and organization structure on each campus, Greek life, health and wellness resources (including 
mental health, counseling services), student fees (such as Student Activity Fee), student conduct and 
community expectations, and SGA structure and organization across the three locations. 

Technology: The recommendations primarily impact OneSIS, position advertising platform, community 
service hours tracking platform, campus websites, financial aid interface, LMS, registration system, virtual 
programming and applications, student data and tracking systems (including for at-risk students). 
Additionally, there may be a need to consider systems/software that vary across campuses, such as 
dining, billing software, student club/organization management system, organizational management 
system, shared Power DMS, and electronic medical records systems.  

Finance: The recommendations are intended to result in cost-savings opportunities depending on 
potential funding requirements for integrated/common systems (long-term savings expected), availability 
of vendors to service all three locations, licensing fees, and identification of sustainable funding sources 
(e.g., alumni, student activity fee, faculty/staff/community donations). Cost impacts may also be 
considered for systems that affect organizations such as Greek Life. There may be added costs in some 
cases where the impact may be longer term, such as support for work study positions or incentives for 
students to become ambassadors. 

Physical Assets: The recommendations may result in the reduction of required office space and certain 
other physical locations. Additionally, other physical assets may be affected, such as physical 
signage/branding, vehicles, media equipment, and housing (e.g., Vulcan Village currently operated by a 
third party). 

Compliance and Legal: The recommendations include considerations related to federal and state laws 
and regulations such as Act 188, Family Educational Rights and Privacy Act (FERPA), Clery, Title IX, PA 
Code 505, IRS Code, PA Bureau of Corporations and Charitable Organization, and Board policies. 
Additionally, these recommendations should consider compliance with current contracts and agreements 
(including MOUs), privacy, confidentiality, and record-keeping requirements. 

Community: The recommendations will likely impact stakeholders such as students, faculty, staff, 
parents, external agencies (e.g., Department of Agriculture, community transit), and nonprofit 
organizations, Greek Life national headquarters, health providers, local housing landlords, and local 
emergency services (e.g., Emergency Medical Services).  

Benefits: The recommendations are intended to provide additional opportunities for student success and 
retention, as well as diversity, equity, and inclusion initiatives by helping ensure that students' needs are 
being met. Additionally, the recommendations offer opportunities to strengthen the entire Greek 
community, increase student involvement in co- and extra-curricular activities (which positively impacts 
the student experience and retention), engage students across physical campuses, increase access and 
quality of wellness services (e.g., mental health providers), and streamline processes and decision-
making (e.g., housing). 

Risk: Risks exist related to potential non-compliance with federal and state laws and regulations (and 
associated fees), failing to spend the Community Service allotment jeopardizes eligibility to receive 
federal work study dollars, lack of national Greek community support for cross-physical campus 
membership, ensuring privacy and confidentiality as required, and creating common structures that do not 
fit the culture of all locations.  
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Appendix N.3: Student Success and Retention WG and Student 
Affairs WG Priority 1 Recommendations Presentation  

The following is the detailed presentation from the Student Success and Retention and Student Affairs 
working groups. 

 

 



 

Page 172 of 269 

 

 



 

Page 173 of 269 

 

 



 

Page 174 of 269 

 

 



 

Page 175 of 269 

 

 



 

Page 176 of 269 

 

 

 

 

 

Year 4 - Microgrants (continued)

Table includes the 25 
colleges in PA that 
awarded the greatest 
number of bachelor’s 
degrees in 2018-19.

Average debt at 
graduation was 
$39,027.

PA ranks second-
highest in the nation, 
only behind New 
Hampshire in student 
debt.

(The Institute for College 
Access & Success, 2020)

“Dropouts are 
nearly twice as 
likely as college 
grads to be 
unemployed, and 
they are four times 
more likely to 
default on student 
loans” (Kirp, 
2019).
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Appendix N.4: Athletics WG Priority 1 Recommendations with Impacts 
The following Priority 1 recommendations were drafted by the West athletics working group with the 
accompanying anticipated impacts:  

Recommendation Name Summary Recommendation Components/Description 
Identify sports offerings at each 
location 

Identify the sports that will be offered/sponsored at each location 
based on their impact on the following: enrollment-recruiting-
retention, diversity, Title IX compliance, academic/athletic 
success, community/alumni engagement, service, career 
placement, revenue generation, facilities, and alumni. 

Evaluate the financial impact of 
sports offerings and athletic 
teams 

Calculate the enrollment and financial impact of each sport 
offered, including determination of contribution margins, return on 
investment, and revenue gained or lost by location. Review 
processes of increasing roster sizes of existing teams. Estimate 
the contribution margin and return on investment for potential new 
sports offerings. 

Determine conference and 
national affiliations 

Identify the conference and national affiliation and divisions in 
which each location will participate. Consider the implications of 
recommended changes from NCAA requirements for Division I 
and Division II sports, and determine the requirements for 
conference membership at each divisional level. 
 

Determine NCAA compliance and 
mandated reporting 
requirements. 

Review reporting procedures for EADA and the NCAA, including 
NCAA-mandated reports. Define how courses are listed on 
transcripts, and coding in NCAA Eligibility Center. Determine 
procedures for transfer tracking for each location, tracking recruits 
per campus through admissions, and other mandated 
requirements on athletic programs 

Develop and implement 
combined policies and 
procedures 

Identify and/or establish consistent athletic applications/plans, 
policies, and procedures across locations, including but not limited 
to, course scheduling, definition of good academic standing, 
athletic training/medical coverage policies, and best practices. 

Adhere to deadlines of the NCAA, 
PSAC, and other university 
contracts 

Identify and adhere to deadlines, including coach renewals/non-
renewals, competition/membership/applications, and scholarship 
contracts. 

Identify leadership structure Identify and/or confirm leadership, coaching, and support staff 
structure (including athletic training, faculty athletic representative, 
senior woman administrator).  

Develop scholarship policy Develop process for determining and allocating scholarships to 
each location for each sport, considering how scholarship funding 
is raised, how scholarships are packaged, and how sign-off 
procedures are established institutionally and through the NCAA. 

Evaluate student opportunities at 
each campus 

Determine the impact on student opportunities of having 
intercollegiate athletics at each of the three locations, including 
athletics, band, cheerleading, and academic majors that support 
athletics, such as sport management and athletic training. 
Coordinate with student-athlete advisory committee. 

Develop budget for campus 
athletic departments 

Determine the operating budget for each athletic department, 
including general and common policies and procedures related to 
travel and competition. 

Evaluate Title IX impact Determine how Title IX impacts sports at each location to optimize 
enrollment and team rosters. 
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People: The recommendations will likely impact the following stakeholders: 

• Faculty 
• Staff 
• Alumni 
• Students and student-athletes 
• Athletic administration 
• Coaches 
• Athletic trainers 
• Compliance officers 

Process: Overall recommendations of this group impact the agreement with the NCAA and the integrated 
university structure, contract renewals, and policies and procedures. Policies and procedures impacts 
include athletic department operations, medical (athletic training), budgeting, scholarships, compliance, 
and academics. Additional impacts include job descriptions, scheduling limitations, and expectations for 
games, transportation, recruiting, the number of student-athletes in the program based on NCAA 
averages, EADA reporting, Title IX, sport offerings, participation, and future plans and projections. 

Technology: The recommendations primarily impact the budgeting structure of the integrated university, 
the current NCAA software, athletics reporting software system, email addresses, academic transcripts, 
and updated policy manuals on each athletic department's website. 

Finance: The recommendations are intended to result in increased enrollment and cost savings 
opportunities. Potential impacts include investment in additional sports. 

Physical assets: The recommendations may result in potential equipment purchases or facility 
improvements depending on the sport proposed if additional sports are added. 

Compliance and Legal: Potential impacts include changes to NCAA Sport Sponsorship and 
Demographics form, any new scholarship contract and terms, and Title IX.  

Community: The recommendations will likely impact stakeholders such as community visitors, local high 
schools, alumni, corporate sponsors, and each campus community. 
Benefits: The recommendations are expected to provide the following benefits:  

• A synthesized, efficient athletic program array is intended to provide additional benefits, including 
increased enrollment and revenue. 

• Aligning policies in relation to contracts will provide consistency across locations. 
• Creating similar job descriptions for each position will provide efficiency and clarity when a job is 

posted. 
• Having a clear process for identifying athletic aid that can be offered will provide a clear lens into 

the scholarships awarded. 

Benefits include increased student enrollment driven by enrollment for “friends of athletes” or other 
programs or clubs. 

Risk: The following risks should be considered in evaluating the recommendations: 

• Recruitment and potential financial impacts 
• NCAA-required approvals 
• Athletic position variability across locations
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Appendix O: Act 50 Reporting on Student Metrics and Analysis 
The tables below reflect Act 50 reporting requirements related to students as of April 1, 2021. 

• Total full-time and part-time enrollments:  

Spring 2021 

University Full-Time Part-Time Total 
Cal U 4,129 2,325 6,454 
Clarion 2,777 1,325 4,102 
Edinboro 2,954 1,064 4,018 
Total 9,860 4,714 14,574 

• Graduation outcomes: 

Fall 2016 Cohort 

 University 4-Year  6-Year 
Cal U 34% n/a 
Clarion 44% n/a 
Edinboro 33% n/a 

Average 37%  

• Cost of tuition, room and board, and fees: 

FY2020/21 Minimum, Maximum, and Most Common Price of Attendance 
University In-

State 
UG 

Tuition* 

In-State 
Tech 
Fee 

In-State 
Mandatory 

Fees* 

Room Board 
Min Max Most 

Common 
Min Max Most 

Common 

Cal U $7,716 $478 $2,914 $6,822 $9,208 $6,822 $3,422 $3,900 $3,594 
Clarion $7,716 $478 $2,955 $7,570 $10,870 $7,570 $4,144 $4,494 $4,144 
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Edinboro $7,716 $478 $2,349 $5,800 $9,667 $8,700 $2,970 $3,594 $3,202 
Average $7,716 $478 $2,739 $6,731 $9,915 $7,697 $3,512 $3,996 $3,647 
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• Average cost of attendance: 

In-State Undergraduate, Dependent 
2020-2021 Preliminary 

University Tuition & 
Fees 

Room & 
Board, 
On-
Campus 

Room & 
Board, 
With 
Parents 

Room & 
Board, 
Off-
Campus 

Other 
Expenses 
(Transp., 
Etc.), On-
Campus 

Other 
Expenses 
(Transp., 
Etc.), With 
Parents 

Other 
Expenses 
(Transp., 
Etc.), Off-
Campus 

Books 
 Supplies 

Total 
COA, 
On-
Campus 

Total 
COA, 
With 
Parents 

Total 
COA, 
Off-
Campus 

Cal U $11,108  $10,416  $2,250  $10,794  $5,002  $6,634  $5,034  $1,000  $27,526  $20,992  $27,936  

Clarion $11,199  $12,660  $6,660  $12,660  $3,340  $4,540  $3,340  $1,240  $28,439  $23,639  $28,439  

Edinboro $10,543  $11,540  $8,660  $11,540  $3,300  $3,900  $3,300  $1,300  $26,683  $24,403  $26,683  

Average $10,950  $11,539  $5,857  $11,665  $3,881  $5,025  $3,891  $1,180  $27,549  $23,011  $27,686  

            

Out-of-State Undergraduate, Dependent 
2020-2021 Preliminary 

University Tuition & 
Fees 

Room & 
Board, 

On-
Campus 

Room & 
Board, 
With 

Parents 

Room & 
Board, 

Off-
Campus 

Other 
Expenses 
(Transp., 
Etc.), On-
Campus 

Other 
Expenses 
(Transp., 

Etc.), With 
Parents 

Other 
Expenses 
(Transp., 
Etc.), Off-
Campus 

Books 
 Supplies 

Total 
COA, 
On-

Campus 

Total 
COA, 
With 

Parents 

Total 
COA, 
Off-

Campus 

Cal U $15,726  $10,416  $2,250  $10,794  $5,340  $7,272  $5,372  $1,000  $32,482  $26,248  $32,892  

Clarion $16,078  $12,660  $6,660  $12,660  $3,580  $4,540  $3,580  $1,240  $33,558  $28,518  $33,558  

Edinboro $15,062  $11,540  $8,660  $11,540  $3,300  $3,900  $3,300  $1,300  $31,202  $28,922  $31,202  

Average $15,622  $11,539  $5,857  $11,665  $4,073  $5,237  $4,084  $1,180  $32,414  $27,896  $32,551  
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In-State Undergraduate, Independent 
2020-2021 Preliminary 

University Tuition & 
Fees 

Room & 
Board, 

On-
Campus 

Room & 
Board, 
With 

Parents 

Room & 
Board, 

Off-
Campus 

Other 
Expenses 
(Transp., 
Etc.), On-
Campus 

Other 
Expenses 
(Transp., 

Etc.), With 
Parents 

Other 
Expenses 
(Transp., 
Etc.), Off-
Campus 

Books 
 Supplies 

Total 
COA, 
On-

Campus 

Total 
COA, 
With 

Parents 

Total 
COA, 
Off-

Campus 

Cal U $11,108  $10,416  $2,250  $10,794  $5,002  $6,634  $5,034  $1,000  $27,526  $20,992  $27,936  

Clarion $11,199  $12,660  $6,660  $12,660  $3,340  $4,540  $3,340  $1,240  $28,439  $23,639  $28,439  

Edinboro $10,543  $11,540  $8,660  $11,540  $3,300  $3,600  $3,300  $1,300  $26,683  $24,103  $26,683  

Average $10,950  $11,539  $5,857  $11,665  $3,881  $4,925  $3,891  $1,180  $27,549  $22,911  $27,686  

            

Out-of-State Undergraduate, Independent 
2020-2021 Preliminary 

University Tuition & 
Fees 

Room & 
Board, 

On-
Campus 

Room & 
Board, 
With 

Parents 

Room & 
Board, 

Off-
Campus 

Other 
Expenses 
(Transp., 
Etc.), On-
Campus 

Other 
Expenses 
(Transp., 

Etc.), With 
Parents 

Other 
Expenses 
(Transp., 
Etc.), Off-
Campus 

Books 
 Supplies 

Total 
COA, 
On-

Campus 

Total 
COA, 
With 

Parents 

Total 
COA, 
Off-

Campus 

Cal U $15,726  $10,416  $2,250  $10,794  $5,340  $7,272  $5,372  $1,000  $32,482  $26,248  $32,892  

Clarion $16,078  $12,660  $6,660  $12,660  $3,580  $4,540  $3,580  $1,240  $33,558  $28,518  $33,558  

Edinboro $15,062  $11,540  $8,660  $11,540  $3,300  $3,600  $3,300  $1,300  $31,202  $28,622  $31,202  

Average $15,622  $11,539  $5,857  $11,665  $4,073  $5,137  $4,084  $1,180  $32,414  $27,796  $32,551 
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Appendix P: Act 50 Reporting on Faculty 
The tables below reflect Act 50 reporting requirements related to faculty as of April 1, 2021. 

• Number of faculty and non-faculty employees by location: 

Annualized 2019-20 Student to Non-faculty FTE Ratio Fall 2020 Student to Faculty Ratio 
University Annualized 

FTE Student 
Non-faculty 
Annualized 

FTE 

Annualized 
FTE 

Student/Non
-faculty 
Ratio 

Fall FTE 
Enrollment 

Fall Faculty 
FTE** 

Fall FTE 
Student to 

Faculty Ratio 

Cal U 6,215 388 16 5,336 285.9 18.7 

Clarion 3,988 318 12.5 3,573 229.5 15.6 

Edinboro 4,390 326 13.4 3,568 260.6 13.7 
Overall 
Result 14,593 1,032 14.1 12,477 776 16.1 

Notes: 

Annualized Student to Non-faculty FTE Ratio  

• Based on Fall Freeze and Intersession End of Term Student Enrollment Submissions (Active 
Data) 

• All Non-faculty FTEs reflect those in non-APSCUF FTEs from UNRESTRICTED Funds, based on 
SAP Capacity Utilization (will not exceed 1.0), for employees in an active pay status 

• Undergraduate FTE: UG Attempted Credits/30 
• Graduate FTE: Grad Attempted Credits/24 
• Annualized FTE Student to Non-faculty Ratio: Annualized FTE Students/Non-faculty Annualized 

FTE 

Fall Student to Faculty Ratio 

• Based on Fall Freeze Student Enrollment Submission (Active Data) 
• All Faculty FTEs reflect those APSCUF only FTEs from UNRESTRICTED Funds, based on SAP 

Capacity Utilization (will not exceed 1.0), for employees in an active pay status 
• Undergraduate FTE: UG Attempted Credits/15 
• Graduate FTE: Grad Attempted Credits/12 
• Fall FTE Student to Faculty Ratio: Fall FTE Students/Fall FTE Faculty 

**Faculty Sharing applied to Fall 2020 

• Negative FTE associated to service-providing university; positive FTE associated to service-
purchasing university 

• Source of Faculty Sharing FTE: CPP, Workforce tab (submitted by universities 9/4/2020) 
• Annualized FTE Student to Non-faculty Ratio: Annualized FTE Students/Non-faculty Annualized 

FTE 

University Fall 2020 Faculty Sharing** 
Cal U -0.25 
Clarion  0.25 
Edinboro -0.75 
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Appendix Q: Act 50 Reporting on Staff 
The tables below reflect Act 50 reporting requirements related to staff as of April 1, 2021. 

• Number of employees by location: 

Employee Headcount  

University  Total 
Staff 
Headco
unt  

APSC
UF  

Total 
Non-
faculty  

AFSC
ME  

Non-
repres
ented  

SCU
PA  

SPF
PA & 
POA  

Coa
ches  

OPEIU  PSSU  Physi
cians  

Cal U  706  336  370  171  85  58  16  32  8    

Clarion  649  274  375  187  79  49  8  25  16  11   

Edinboro  569  300  269  128  73  25  11  23  6   3  

Total  1,924  910  1,014  486  237  132  35  80  30  11  3 

Notes: 

• Includes total employee headcount for all active employees (will include those on various types of 
leave without pay, etc.) 

• Excludes employees classified as Volunteers, Contractors or Other, as well as student employees 
• Includes all groups (Permanent/Temporary, full-time/part-time/hourly) 
• Total Non-faculty figures are the sum of all non-APSCUF units: AFSCME, Non-represented, 

SCUPA, International Union, Security, Police and Fire Professionals of America (SPFPA) and 
Pennsylvania State System of Higher Education Officers Association (POA), Coaches, Cheer 
Advisors, Office of Professional Employees International Union Healthcare Pennsylvania (OPEIU), 
Physicians 

• Current Employee Complement for April 2021 (will be subject to retro-activity) 
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Appendix R: Act 50 Reporting on Affiliated Entities’ and Communities’ 
Concerns 

Via the public comment period, concerns from the community and affiliated entities will be documented 
and reported. 

All comments and hearings are available online. 
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Appendix S: Institutional Governance and Leadership Priority 1 
Recommendations with Impacts  

The following Priority 1 recommendations were drafted by the West institutional governance and 
leadership working group with the accompanying anticipated impacts:  

Recommendation Name Summary Recommendation Components/Description 
Advise on the integrated 
university’s Council of Trustees 
structure 

Consult System legal regarding the integrated university’s COT 
makeup, bylaws, officers, and terms. 

Update the integrated university’s 
Council of Trustees meeting 
schedule 

Receive and review current calendar for COT meetings for Cal U, 
Clarion, and Edinboro. Create new meeting calendar for the 
integrated university, which includes dates and times. Determine 
location rotation for the integrated university, including virtual 
options. 

Determine the integrated 
university’s PACT representation 

Determine PACT representation from the integrated university. 

Review transitional leadership 
governance documents  

Review proposed transitional leadership structure with HR. 
Review high-level overview document with core function of roles. 
Review job descriptions of each role. 

Review proposed functional units Review proposed functional units with HR for the integrated 
university. 

Review current decision-making 
process 

Review the current decision-making process at Cal U, Clarion, 
and Edinboro. Audit similarities and differences. Draft policy for 
the integrated university. 

Review strategic direction 
planning process 

Review current strategic planning process for Cal U, Clarion, and 
Edinboro. Create and review document for strategic planning 
process for the integrated university. Create and review proposed 
calendar for strategic planning process for the integrated 
university. 

Review student governance 
structure 

Review proposed student leadership and governance bodies’ 
structure with Student Affairs. 

Review faculty governance 
structure 

Review proposed faculty leadership and governance bodies with 
Academic Affairs. 

Review athletics governance 
structure 

Review proposed Athletics structure with Athletics. 

People: The recommendations will likely impact the following stakeholders: 

• Students 
• Faculty  
• Staff 
• State System 
• Trustees at Cal U, Clarion, and Edinboro 
• Board of Governors 
• PACT 
• Governor's Office and Legislature 
• NCAA  
• PSAC 

Process: The recommendations impact bylaws. 

Technology: None 
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Finance: None 

Physical Assets: None 

Compliance and Legal: The recommendations should adhere to Act 188. 

Community:  

• Cal U 
• Clarion  
• Edinboro  
• Councils of Trustees 

Benefits: A synthesized, efficient program array is intended to provide additional opportunities for a 
unified governing body, access to meetings (e.g., different locations, live-streamed), greater efficiencies 
for leadership, and increased enrollment by way of increased access for students and reduced cost of 
degree attainment. 

Risk: Risks exist related to the morale from current leadership and campus communities (e.g., individuals 
prefer to attend in person), which could lead to negative feedback from local communities and current 
COT members. Additionally, there could be less representation at PACT from local universities if PACT 
only allows one member from the integrated university. 
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Appendix T: Organizational Charts 
Pre- and post-transaction university leadership organization charts were included in the CSC Preliminary 
Review Form and are provided below:  
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Appendix U: October 2020 Board of Governors Report 
The full October 2020 Board of Governors Report – System Redesign, Institutional Integrations Update 
on Financial Review/Next Steps is available on: 

https://www.passhe.edu/SystemRedesign/Documents/University%20Integrations%20Financial%20Revie
w.pdf.

https://www.passhe.edu/SystemRedesign/Documents/University%20Integrations%20Financial%20Review.pdf
https://www.passhe.edu/SystemRedesign/Documents/University%20Integrations%20Financial%20Review.pdf
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Appendix V: Financial Sustainability Analysis 

An overview of the financial position of each of the integrating universities is available within the financial statements published on the State 
System’s website: Financial Statements | PA State System of Higher Education (passhe.edu). 

The following slides were provided to the Board in advance of the April 2021 Board meeting. These slides focus on the financial analysis of the 
West integration and include: 

• Operating budgets and projections for the current year plus five years (reference slides 10-12). 
• Administrative savings assumed from the integrations (reference slide 9).  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

https://www.passhe.edu/inside/anf/accounting/Pages/Financial-Statements.aspx
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E&G Financial Results – West (April 2021)

Source: PASSHE university CPP projections April 2021

DRAFT 
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Auxiliary Financial Results – West (April 2021)

Source: PASSHE university CPP projections April 2021

DRAFT 
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Appendix W: Critical Path Timeline 
The following table shows the major work streams within the proposed implementation plan. The proposed 
implementation plan is built upon a timeline to launch the integrated university by July 2022 with a phased 
implementation for continuous improvement. 

As part of the phased-in curriculum process, a detailed plan for phased-in curriculum development and 
implementation will be developed by September 2021. Any related system or support services listed in the 
timeline below that are linked to the curriculum will be adjusted accordingly to enable the implementation.
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 Quarter 
1 – 2021 

Jan, Feb, Mar 

Quarter  
2 – 2021 

Apr, May, Jun 

Quarter  
3 – 2021 

July, Aug, Sep 

Quarter  
4 – 2021 

Oct, Nov, Dec 

Quarter  
1 – 2022 

Jan, Feb, Mar 

Quarter  
2 – 2022 

Apr, May, Jun 

Quarter  
3 – 2022+ 

Jul, Aug, Sep 

Quarter  
4 – 2022 +13 

Oct, Nov, Dec 
Student Lifecycle • Prospect: Grad 

students inquire about 
admissions 
information for Fall 
2022 (12/31/2020 – 
1/31/2021) 

 

• Prospect: UG 
students inquire about 
admissions 
information for Fall 
2022 (6/1/2021–
8/1/2021) 

• Student-athletes 
inquire about athletics, 
admissions 
recruitment, and 
institutional 
scholarship 
information for Fall 
2022 (12/31/2020 – 
8/1/2021) 

• Prospect: Prospect 
students consider 
potential institutions 
(8/1/2021) 

• Applicant: Students 
begin submitting their 
applications on a 
rolling basis (9/1/2021 
– 1/31/2022) 

• Admitted: Students 
receive admissions 
decisions for Fall 2022 
(9/1/2021 – 6/1/2022) 

• Applicant: Students 
begin submitting their 
financial aid 
applications 
(10/1/2021 – 
5/31/2022) 

• Admitted: UG 
students receive 
financial aid offer 
letters (12/1/2021 – 
1/31/2022) 

• Applicant: Students 
begin applying for 
scholarships 
(1/1/2022 – 
3/31/2022) 

• Admitted: Grad 
students receive 
financial aid offer 
letters (4/1/2022 – 
4/30/2022) 

• Enrolled: New 
students register for 
Fall 2022 courses 
(4/1/2022 – 
7/10/2022) 

• Enrolled: UG students' 
deadline to submit 
housing deposits 
(4/1/2022 – 
7/15/2022) 

• Enrolled: Students 
participate in 
orientation (6/1/2022 – 
7/31/2022) 

• Academics: Students 
arrive on campus 
(8/1/2022 – 
8/20/2022) 

• Academics: Students’ 
deadline to withdrawal 
without penalty 
(10/1/2022) 

• Graduation (5/2/2023) 
• Alumni Engagement 

(5/2/2023 – 
5/26/2023) 

 

 
13 Quarter 4 – 2022 also includes 2023 milestones. 
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 Quarter 
1 – 2021 

Jan, Feb, Mar 

Quarter  
2 – 2021 

Apr, May, Jun 

Quarter  
3 – 2021 

July, Aug, Sep 

Quarter  
4 – 2021 

Oct, Nov, Dec 

Quarter  
1 – 2022 

Jan, Feb, Mar 

Quarter  
2 – 2022 

Apr, May, Jun 

Quarter  
3 – 2022+ 

Jul, Aug, Sep 

Quarter  
4 – 2022 +13 

Oct, Nov, Dec 
Student Experience  
 
Working Groups 
included: 
• Student Affairs 

and Supports 
(includes Student 
Success and 
Retention) 
(Student) 

• Athletics  
• Marketing and 

Communication 
(MarComm) 

• Introduce future 
students to integrated 
university plans by 
2/28/2021 
(MarComm) 

• Develop a common 
timeline and editorial 
calendar by 4/1/2021 
(MarComm) 

• Provide international 
services and 
opportunities (e.g., 
study abroad) by 
4/30/2021 (Student) 

• Provide equal access 
to Career Services 
across campuses by 
4/30/2021 (Student) 

• Provide access to 
tutoring resources by 
4/30/2021 (Student) 

• Provide consistent 
financial literacy 
programs and 
financial counseling 
services by 4/30/2021 
(Student) 

• Develop FYE and 
FYS by 4/30/2021 
(Student) 

• Develop retention 
marketing campaign 
for current students by 
5/1/2021 (MarComm) 

• NCAA decision on 
athletics program 
structure (Athletics) 

• Develop brand identity 
for integrated 
universities by 
7/1/2021 (MarComm) 

• Create social media 
plan/calendar to 
ensure that key 
messages are 
shared/reinforced 
across channels at all 
three universities 
by7/3/2021 
(MarComm) 

• Determine 
communication 
functions and needs by 
7/31/2021 (MarComm) 

• Create publications 
strategy to prioritize 
publications that assist 
with student 
recruitment for Fall 
2022 by 7/31/2021 
(MarComm)  

• Determine and finalize 
scholarship options 
(cash, waivers, etc.) 
and budget, while 
staying in compliance 
with NCAA, by 
8/1/2021 (Athletics) 

• Determine diversity 
demographics by 
8/1/2021(Athletics) 

• Create a method for 
determining the 
student fee budget 
allocation, E&G 
allotment, as well as 
determining allowable 
purchases by 
8/1/2021(Athletics) 

• Integrate marketing 
and communications 

• Intermediate website 
– design and 
development by 
9/1/2021 (MarComm) 

• Ensure availability of 
disability/accessibility 
services (including 
access, 
accommodation 
protocols, resources) 
by 1/1/2022 (Student) 

• Develop internal 
brand awareness 
campaign by 2/1/2022 
(MarComm) 

• Communicate unified 
academic array by 
2/1/2022 (MarComm) 

• Determine student 
fees (including 
Student Activity Fee) 
by 3/1/2022 (Student) 

• Provide services 
around student of 
particular concern 
(i.e., Behavior 
Intervention Teams, 
Red Folder resources, 
clear emergency/crisis 
policies and 
procedures, 
gatekeeper training) 
by 3/1/2022 (Student) 

• Ensure testing 
resources and 
procedures are in 
place (includes 
standardized testing 
processes, 
CLEP/DSST) by 
4/1/2022 (Student) 

• Publish course 
schedule/academic 
catalog for Fall 2022 
by 4/1/2022 
(MarComm) 

• Integrated Student 
Code of Conduct 
(including student 
conduct process, 
database, sanctioning, 
training, judicial 
process and 
procedures, and a 
transition to one report 
management system) 
by 5/1/2022 (Student) 

• Evolve infrastructure 
for Title IX compliance 
(including staffing, 
training, and 
protocols) for students 
and employees by 
5/1/2022 (Student) 

• Integrated website 
design and 
development by 
5/1/2022 (MarComm) 

• DEI (includes training, 
recruitment, policy, 
culture) by 8/1/2022 
(Student) 

• Provide holistic 
advising resources 
(includes early alert 
notification system, 
degree planner 
system, mentoring 
program, coordination 
of faculty and staff 
support) by 8/20/2022 
(Student) 

• Create internal 
marketing campaign 
for campus 
communities by 
8/1/2022 (MarComm) 

• Identify impacts of SIS 
changes and 
incorporate into the 
website by 8/1/2022 
(MarComm) 

 

• Provide prevention, 
intervention, and 
postvention services 
that support wellness 
(i.e., mental health 
and counseling, 
Alcohol and Other 
Drugs, health) by 
8/1/2023 (Student) 

• Coordinate proactive 
media relations efforts 
(ongoing) by 
5/31/2023 
(MarComm) 
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 Quarter 
1 – 2021 

Jan, Feb, Mar 

Quarter  
2 – 2021 

Apr, May, Jun 

Quarter  
3 – 2021 

July, Aug, Sep 

Quarter  
4 – 2021 

Oct, Nov, Dec 

Quarter  
1 – 2022 

Jan, Feb, Mar 

Quarter  
2 – 2022 

Apr, May, Jun 

Quarter  
3 – 2022+ 

Jul, Aug, Sep 

Quarter  
4 – 2022 +13 

Oct, Nov, Dec 
strategy for the 
integrated university 
and virtual campus by 
8/1/2021 (MarComm) 

• Establish a strategic 
marketing plan based 
on initial 
brand/identity/market 
research by 8/1/2021 
(MarComm) 

• Develop a campus 
admissions process for 
student-athletes (i.e., 
how to distinguish 
campus/sport of 
interest) by 8/1/2021 
(Athletics) 

• Review 
admissions/enrollment 
communications and 
collateral by 8/1/2021 
(MarComm) 

• Inventory and 
consolidate vendor 
contracts by 9/30/2021 
(MarComm) 

Academics  
 
Working Groups 
included: 
• Academics  
• Online 

• Establish integrated 
academic program 
array by 2/19/2021 
(Academics) 

• Develop common 
academic calendar for 
academic year (AY) 
21-22 by 3/5/2021 
(Academics) 

• Create organizational 
structure for personnel 
support by 4/1/2021 
(Online) 

• Recommend 
academic structure 
(colleges and 
departments) by 
6/1/2021 (Academics) 

• Inventory existing 
recognitions and 
rankings by 8/1/2021 
(Online) 

• Develop plans to 
satisfy technology and 
related support service 
needs for existing and 
planned programs by 
8/1/2021 (Online) 

• Business model for 
partner relationships 
by 9/1/2021 (Online) 

• Curriculum committee 
approval and submit 
new curriculum to 
accreditation bodies 
by 10/15/2021 
(Academics) 

• Address faculty 
contractual 
committee, issues, 
and decisions by 
10/15/2021 
(Academics) 

• Determine marketing 
and communications 
plan by 11/1/2021 
(Online) 

• Decision on academic 
program synthesis 
released and student 
cross-walks by 

• Develop job 
descriptions and hiring 
process for academic 
success coaches by 
1/1/2022 (Online) 
 

• Develop an integrated 
academic catalog by 
6/1/2022 (Academics) 

• SARA Authorization 
by 7/1/2022 (Online) 

• Fully functional 
Centers for Teaching 
& Learning by 
7/1/2022 (Online) 

• Ensure administrative 
team is in place by 
7/1/2022 (Online) 

• Execute RFPs by 
8/1/2024 (Online) 
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 Quarter 
1 – 2021 

Jan, Feb, Mar 

Quarter  
2 – 2021 

Apr, May, Jun 

Quarter  
3 – 2021 

July, Aug, Sep 

Quarter  
4 – 2021 

Oct, Nov, Dec 

Quarter  
1 – 2022 

Jan, Feb, Mar 

Quarter  
2 – 2022 

Apr, May, Jun 

Quarter  
3 – 2022+ 

Jul, Aug, Sep 

Quarter  
4 – 2022 +13 

Oct, Nov, Dec 
12/1/2021 
(Academics) 

Institutional 
Accreditation 
 
Working Groups 
included:  
• Accreditation 

(Accr) 

• Complete CSC 
Preliminary Review, 
estimated to be 
submitted by 
2/28/2021 (Accr) 

 

 • CSC request form is 
estimated to be 
submitted by 9/1/2021 
(Accr) 

 • MSCHE approval of 
CSC request form by 
3/30/2022 (Accr) 

  • MSCHE site visit by 
no later than 
2/28/2023 (Accr) 

Regional SIS and 
Enrollment 
 
Working Groups 
included: 
• Enrollment 

Management (EM) 
• Financial Aid 

(FinAid) 
• Technology (Tech) 

 • Develop common 
admissions deadlines 
by 4/30/2021 (EM) 

• Consolidate 
technology platforms 
and systems – 
functionality 
recommendations and 
initial implementation 
by 4/30/2021 (Tech) 

• Determine ED 
requirements for new 
financial aid 
identification (OPEID) 
by 4/30/2021 (FinAid) 

• Transfer integrating 
schools to one 
common academic, 
processing, and 
disbursement 
calendar by 4/30/2021 
(FinAid) 

• Revise/convert CRM 
for integrated 
university by 9/1/2021 
(Tech) 

• Determine of the 
impact of integration 
on all existing MOUs 
and affiliation 
agreements for dual 
enrollment programs 
by 7/1/2021 (EM) 

• Institution receives 
allocation/modifications 
from ED by 7/1/2021 
(FinAid) 

• Application launch for 
new admissions at the 
integrated university by 
9/1/2021 (Tech) 

• Integrated recruitment 
strategy for the 
integrated university 
and virtual campus by 
8/1/2021 (EM) 

• Determine pricing 
model for the 
integrated university 
(by campus and 

• Implement technology 
for FAFSA by 
10/31/2021 (Tech) 

• integrated university 
CRM used for 
Application, 
Admissions 
communications, and 
all other pre-
enrollment items 
through 12/21 by 
12/31/2021 (Tech) 

• Reviews 
FAFSA/financial aid 
applications and send 
package details by 
1/1/2022 (FinAid) 

• Determine PHEAA 
requirements/changes 
with programs for 
integrated university 
implementation by 
1/1/2022 (FinAid) 

• IT Governance – IT 
policy alignment (data 
retention, email 
retention, equipment 
replacement plan, 
cloud service policy, 
Security – information 
security policy) by 
2/1/2022 (Tech) 

• Transcript 
development by 
3/1/2022 (Tech) 

• Student and course 
data conversions by 
3/1/2022 (Tech) 

• Degree Audit by 
3/1/2022 (Tech) 

• Integrate three 
schools to one shared 
SIS by 4/30/2022 
(FinAid) 

• Bill and payment set-
up by 5/1/2022 (Tech) 

• One unified Financial 
Aid structure by 
7/1/2022 (FinAid) 

• Prepare financial aid 
verification process for 
new students by 
8/1/202 (Tech) 

• Packaging and aid 
processing - 
Returning students by 
9/1/2022 (Tech) 

• Students start 
scheduling classes for 
Summer and Fall 
2022 by 9/1/2022 
(Tech) 

• Financial aid 
disbursed to students 
by 9/30/2022 (FinAid) 

• Conversion/integration 
to regional SIS in 
phases from 9/1/2021 
to 12/1/2022 (Tech) 

• Students are able to 
complete FAFSA for 
upcoming school year 
to be eligible for 
federal financial aid by 
7/31/2023 (FinAid) 
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 Quarter 
1 – 2021 

Jan, Feb, Mar 

Quarter  
2 – 2021 

Apr, May, Jun 

Quarter  
3 – 2021 

July, Aug, Sep 

Quarter  
4 – 2021 

Oct, Nov, Dec 

Quarter  
1 – 2022 

Jan, Feb, Mar 

Quarter  
2 – 2022 

Apr, May, Jun 

Quarter  
3 – 2022+ 

Jul, Aug, Sep 

Quarter  
4 – 2022 +13 

Oct, Nov, Dec 
program) by 8/1/2021 
(EM) 

• Establish 
standardization of 
scholarships and 
criteria by 8/1/2021 
(EM) 

• Course schedule 
development for Fall 
2022 from 12/1/2021 
to 3/1/2022 (Tech) 

Finance and 
Infrastructure 
 
Working Groups 
included: 
• F&A 
• Facilities and 

Infrastructure 
(Facilities) 

• Donors, Alumni 
Relations, and 
Foundations 
(Donor/Alumni) 

 • Develop integrated 
facilities staffing 
management plan by 
4/1/2021 (Facilities) 

• Review and 
recommend shared 
services models 
where possible by 
4/1/2021 (Facilities) 

• Assess vendor 
contracts for potential 
savings opportunities 
for the integrated 
university by 
5/31/2021 (F&A) 

• Merge purchasing 
processes and 
procedures by 
6/30/2021 (F&A) 

 • Adopt a structure 
whereby service(s) to 
the combined entity 
create are provided by 
"service centers", not 
to be confused with 
System shared 
services. This could 
include pooled vendor 
agreements for 
multiple campuses by 
10/1/2021 (F&A) 

• Financial statement 
audit for the integrated 
university (FY 22/23) 
by 10/31/2021 (F&A) 

• Develop financial and 
enrollment projections 
by 11/1/2021 (F&A) 

• Determine impact of 
student government 
associations by 
2/1/2022 (F&A) 

• Review and execute 
approved tuition and 
fee structures for AY 
22-23 and AY 23-24 
by 4/1/2022 (F&A) 

• Convert to new billing 
system for Fall 2022 
by 4/1/2022 (F&A) 

• Retain separate 
foundations and 
alumni associations 
while identifying 
collaborations and 
shared services 
opportunities by 
6/30/2022 
(Donor/Alumni) 

• Combine the entities 
into a new SAP 
business area, 
determine financial 
reporting needs, and 
coordinate the cutover 
by 7/1/2022 (F&A) 

• Load single budget for 
the integrated 
university into SAP by 
7/1/2022 (F&A) 

• Ensure adequate 
marketing and 
advertising funding is 
provided to support 
the integrated 
university and virtual 
campus by 8/1/2022 

• Align financial 
eligibility start dates 
within the integrated 
university by 9/1/2022 
(F&A) 

• Establish a content 
strategy by 9/1/2022 
(Donor/Alumni) 

• Coordinate with rating 
and lending agencies 
including bond 
disclosures by 
10/1/2022 (F&A) 

• Single Audit for the 
integrated university 
by 5/1/2023 (F&A) 

Human Resources 
 
Working Groups 
included: 
• Human Resources 

& Labor Relations 
(HR) 

    • Work with System LR 
and the Academic 
Affairs with collective 
bargaining unit items 
and support LR and 
negotiation teams by 
1/1/2022 (HR) 

• Create integrated HR 
structure consisting of 
a campus-based staff 
reporting to single 
leadership position by 
4/1/2022 (HR) 

• Determine 
recommended 
organizational 
structure by 4/1/2022 
(HR) 
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The following pages contain detailed implementation plans for each integration area.  

Key Definitions 

• Student Lifecycle: Represents key items for prospective students, applicants, enrolled students, 
academics (e.g., returning students), graduation, and alumni giving.  

• Milestone: High-level activities that need to be completed by a specific date in the Student 
Lifecycle (e.g., establish standardization of scholarships and criteria prior to students applying for 
financial aid). For purposes of the high-level visual, the milestones are shown with a date range 
that encompasses the necessary activities for completion.  

• Predecessor (i.e., dependency): Milestones from other areas that are required to be completed 
in order to finish the activities related to another milestone (e.g., establish integrated academic 
program array before new students register for Fall 2022 courses). In other words, the end date of 
the predecessor is before the end date of the next milestone. 

Visual Description 
Each working group has their own Critical Path Plan with the following elements in sequential order: 

• Student Lifecycle 
• Milestones (i.e., the WGs’ Critical Path Plan) 
• Predecessors (i.e., milestones from other WGs’ Critical Path Plan that are required to be 

completed in order to start a milestone) 

Color Key: Milestones are color-coded by WG  
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ID Task Name Start Finish
Apr

Q2 20 Q3 20 Q4 20 Q1 21 Q2 21 Q3 21 Q4 21 Q1 22 Q2 22 Q3 22 Q4 22 Q1 23 Q2 23

May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May

1 8/1/20218/1/20211. Prospect: Prospect students consider potential 
institutions

2 8/1/20216/1/20211. Prospect: UG students inquire about admissions 
information for Fall 2022

18 5/26/20235/2/20237. Alumni Engagement

14 8/1/20224/15/20225. Academics: Returning students register for Fall 2022 
courses

3 1/31/202112/31/20201. Prospect: Grad students inquire about admissions 
information for Fall 2022

6 3/31/20221/1/20222. Applicant: Students begin applying for scholarships

5 1/31/20229/1/20212. Applicant: Students begin submitting their applications 
on a rolling basis

11 7/31/20226/1/20224. Enrolled: Student participate in orientation

10 1/31/202212/1/20213. Admitted: UG student receive financial aid offer letters

4 8/1/202112/31/20201. Prospect: Student-athletes inquire about athletics and 
admissions recruitment information for Fall 2022

7 5/31/202210/1/20212. Applicant: Students begin submitting their financial aid 
applications

9 4/30/20224/1/20223. Admitted: Grad student receive financial aid offer letters

8 6/1/20229/1/20213. Admitted: Students receive admissions decisions for Fall 
2022

16 10/1/202210/1/20225. Academics: Student deadline to withdrawal without 
penalty

12 7/15/20224/1/20224. Enrolled: UG student deadline to submit housing 
deposits

13 7/10/20224/1/20224. Enrolled: New students register for Fall 2022 courses

15 8/20/20228/10/20225. Academics: Students arrive on campus

17 5/2/20235/2/20236. Graduation

Student Lifecycle
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Accreditation
(West)

ID Task Name Start Finish
Q2 20 Q3 20 Q4 20 Q1 21 Q2 21 Q3 21 Q4 21 Q1 22 Q2 22 Q3 22 Q4 22 Q1 23 Q2 23

Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

19

20

21

22

23

8/1/20218/1/20211. Prospect: Prospect students consider potential institutions

8/1/20216/1/20211. Prospect: UG students inquire about admissions information for Fall 
2022

1/31/202112/31/20201. Prospect: Grad students inquire about admissions information for Fall  
2022

8/1/202112/31/20201. Prospect: Student-athletes inquire about athletics, admissions 
recruitment, and institutional scholarship information for Fall 2022

1/31/20228/1/20212. Applicant: Students begin submitting their applications on a rolling basis

3/31/20221/1/20222. Applicant: Students begin applying for scholarships

5/31/202210/1/20212. Applicant: Students begin submitting their financial aid applications

6/1/20228/1/20213. Admitted: Students receive admissions decisions for Fall 2022

4/30/20224/1/20223. Admitted: Grad student receive financial aid offer letters

1/31/202212/1/20213. Admitted: UG student receive financial aid offer letters

7/31/20226/1/20224. Enrolled: Student participate in orientation

7/15/20224/1/20224. Enrolled: UG student deadline to submit housing deposits

7/10/20224/1/20224. Enrolled: New students register for Fall 2022 courses

8/1/20224/15/20225. Academics: Returning students register for Fall 2022 courses

8/20/20228/10/20225. Academics: Students arrive on campus

10/1/202210/1/20225. Academics: Student deadline to withdrawal without penalty

5/2/20235/2/20236. Graduation

5/26/20235/2/20237. Alumni Engagement

2/28/202110/19/2020Complex Substantive Change (CSC) Preliminary Review is estimated to be 
submitted

9/1/20217/2/2021Complex Substantive Change Request Process is estimated to be 
submitted

3/30/20223/30/2022MSCHE board approval for CSC request

2/28/202311/1/2022MSCHE site visit

3/31/202112/7/2020Academics: Establish integrated academic program array



 

Page 221 of 269 

Finance & Administration 
(West)

ID Task Name Start Finish
Q2 20 Q3 20 Q4 20 Q1 21 Q2 21 Q3 21 Q4 21 Q1 22 Q2 22 Q3 22 Q4 22 Q1 23 Q2 23

Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

26

27

28

29

30

31

32

8/1/20218/1/20211. Prospect: Prospect students consider potential institutions

8/1/20216/1/20211. Prospect: UG students inquire about admissions information for Fall 
2022

1/31/202112/31/20201. Prospect: Grad students inquire about admissions information for Fall  
2022

8/1/202112/31/20201. Prospect: Student-athletes inquire about athletics, admissions 
recruitment, and institutional scholarship information for Fall 2022

1/31/20228/1/20212. Applicant: Students begin submitting their applications on a rolling basis

3/31/20221/1/20222. Applicant: Students begin applying for scholarships

5/31/202210/1/20212. Applicant: Students begin submitting their financial aid applications

6/1/20228/1/20213. Admitted: Students receive admissions decisions for Fall 2022

4/30/20224/1/20223. Admitted: Grad student receive financial aid offer letters

1/31/202212/1/20213. Admitted: UG student receive financial aid offer letters

7/31/20226/1/20224. Enrolled: Student participate in orientation

7/15/20224/1/20224. Enrolled: UG student deadline to submit housing deposits

7/10/20224/1/20224. Enrolled: New students register for Fall 2022 courses

8/1/20224/15/20225. Academics: Returning students register for Fall 2022 courses

8/20/20228/10/20225. Academics: Students arrive on campus

10/1/202210/1/20225. Academics: Student deadline to withdrawal without penalty

5/2/20235/2/20236. Graduation

5/26/20235/2/20237. Alumni Engagement

11/1/202112/1/2020Develop financial and enrollment projections

6/30/20215/30/2021Merge purchasing processes and procedures

10/1/202112/1/2020

Adopt a structure whereby service(s) to the combined entity create are 
provided by "service centers", not to be confused with PASSHE shared 
services.  This could include pooled vendor agreements for multiple 
campuses.   

4/1/202210/1/2021Review and execute approved tuition and fee structures for AY 22/23 and 
AY 23/24

7/1/20225/2/2021Combine the entities into a new SAP business area, determine financial 
reporting needs, and coordinate the cutover.

10/1/20229/1/2020Coordinate with rating and lending agencies including bond disclosures

5/1/20231/1/2023Single Audit for the integrated university

10/31/202110/31/2021Financial statement audit for the integrated university (FY 22/23)

5/31/20213/1/2021Assess vendor contracts for potential savings opportunities for the 
integrated university

2/1/20222/1/2022Determine impact of student government associations

7/1/20227/1/2022Single budget for the integrated university loaded into SAP

8/1/20223/1/2021Ensure adequate marketing and advertising funding is provided to support 
and group the integrated university and  integrated university Online.

9/1/20227/1/2021Align financial eligibility start dates within the integrated university

4/1/20221/1/2022Convert to new billing system for Fall 2022.

33 8/1/202111/29/2020EM: Determine pricing model for the integrated university (by campus and 
program)
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Human Resources & Labor Relations
(West)

ID Task Name Start Finish
Q2 20 Q3 20 Q4 20 Q1 21 Q2 21 Q3 21 Q4 21 Q1 22 Q2 22 Q3 22 Q4 22 Q1 23 Q2 23

Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

21

8/1/20218/1/20211. Prospect: Prospect students consider potential institutions

8/1/20216/1/20211. Prospect: UG students inquire about admissions information for Fall 
2022

1/31/202112/31/20201. Prospect: Grad students inquire about admissions information for Fall  
2022

8/1/202112/31/20201. Prospect: Student-athletes inquire about athletics, admissions 
recruitment, and institutional scholarship information for Fall 2022

1/31/20228/1/20212. Applicant: Students begin submitting their applications on a rolling basis

3/31/20221/1/20222. Applicant: Students begin applying for scholarships

5/31/202210/1/20212. Applicant: Students begin submitting their financial aid applications

6/1/20228/1/20213. Admitted: Students receive admissions decisions for Fall 2022

4/30/20224/1/20223. Admitted: Grad student receive financial aid offer letters

1/31/202212/1/20213. Admitted: UG student receive financial aid offer letters

7/31/20226/1/20224. Enrolled: Student participate in orientation

7/15/20224/1/20224. Enrolled: UG student deadline to submit housing deposits

7/10/20224/1/20224. Enrolled: New students register for Fall 2022 courses

8/1/20224/15/20225. Academics: Returning students register for Fall 2022 courses

8/20/20228/10/20225. Academics: Students arrive on campus

10/1/202210/1/20225. Academics: Student deadline to withdrawal without penalty

5/2/20235/2/20236. Graduation

5/26/20235/2/20237. Alumni Engagement

4/1/202212/1/2020Determine recommended organizational structure

20

19 1/1/202212/14/2020Work with System Labor Relations (LR) and the Academic WG with 
collective bargaining unit items and support LR and negotiation teams

4/1/202211/1/2020Create integrated HR structure consisting of a campus-based staff 
reporting to single leadership position
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Technology
(West)

ID Task Name Start Finish
Q2 20 Q3 20 Q4 20 Q1 21 Q2 21 Q3 21 Q4 21 Q1 22 Q2 22 Q3 22 Q4 22 Q1 23 Q2 23

Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

30

8/1/20218/1/20211. Prospect: Prospect students consider potential institutions

8/1/20216/1/20211. Prospect: UG students inquire about admissions information for Fall 
2022

1/31/202112/31/20201. Prospect: Grad students inquire about admissions information for Fall  
2022

8/1/202112/31/20201. Prospect: Student-athletes inquire about athletics, admissions 
recruitment, and institutional scholarship information for Fall 2022

1/31/20228/1/20212. Applicant: Students begin submitting their applications on a rolling basis

3/31/20221/1/20222. Applicant: Students begin applying for scholarships

5/31/202210/1/20212. Applicant: Students begin submitting their financial aid applications

6/1/20228/1/20213. Admitted: Students receive admissions decisions for Fall 2022

4/30/20224/1/20223. Admitted: Grad student receive financial aid offer letters

1/31/202212/1/20213. Admitted: UG student receive financial aid offer letters

7/31/20226/1/20224. Enrolled: Student participate in orientation

7/15/20224/1/20224. Enrolled: UG student deadline to submit housing deposits

7/10/20224/1/20224. Enrolled: New students register for Fall 2022 courses

8/1/20224/15/20225. Academics: Returning students register for Fall 2022 courses

8/20/20228/10/20225. Academics: Students arrive on campus

10/1/202210/1/20225. Academics: Student deadline to withdrawal without penalty

5/2/20235/2/20236. Graduation

5/26/20235/2/20237. Alumni Engagement

3/1/20226/1/2021Transcript development

19 10/31/20214/1/2021Implement technology for FASFA

29 2/1/202212/1/2021
IT Governance - IT Policy Alignment (data retention, email retention, 
equipment replacement plan, cloud service policy,  Security -information 
security policy, AU policy)

20 9/1/20214/1/2021Revised/convert SLATE for Integrated University 

28 5/1/20221/1/2022Bill and payment

27 9/1/20223/1/2022Students start scheduling classes for Summer and Fall 2022

22 12/31/20214/1/2021Integrated university Slate used for Application, Admissions 
communications and all other pre-enrollment items through 12/21.

24 8/1/20221/1/2022Prepare financial aid verification process for new students

26 9/1/20224/1/2021Packaging & Aid processing - Returning students

25 3/1/202212/1/2021Course schedule development for Fall 2022

23 12/1/20224/1/2021Conversion/integration to Common SIS

21 9/1/20214/1/2021Application launch for new admissions at Integrated University

32 3/1/20226/1/2021Degree Audit

31 3/1/20226/1/2021Student and course data conversions

33 3/5/202112/7/2020Academics: Develop common academic calendar for AY 21-22
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Communications & Marketing (West)

ID Task Name Start Finish
Q2 20 Q3 20 Q4 20 Q1 21 Q2 21 Q3 21 Q4 21 Q1 22 Q2 22 Q3 22 Q4 22 Q1 23 Q2 23

Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

8/1/20218/1/20211. Prospect: Prospect students consider potential institutions

8/1/20216/1/20211. Prospect: UG students inquire about admissions information for Fall 
2022

1/31/202112/31/20201. Prospect: Grad students inquire about admissions information for Fall  
2022

8/1/202112/31/20201. Prospect: Student-athletes inquire about athletics, admissions 
recruitment, and institutional scholarship information for Fall 2022

1/31/20228/1/20212. Applicant: Students begin submitting their applications on a rolling basis

3/31/20221/1/20222. Applicant: Students begin applying for scholarships

5/31/202210/1/20212. Applicant: Students begin submitting their financial aid applications

6/1/20228/1/20213. Admitted: Students receive admissions decisions for Fall 2022

4/30/20224/1/20223. Admitted: Grad student receive financial aid offer letters

1/31/202212/1/20213. Admitted: UG student receive financial aid offer letters

7/31/20226/1/20224. Enrolled: Student participate in orientation

7/15/20224/1/20224. Enrolled: UG student deadline to submit housing deposits

7/10/20224/1/20224. Enrolled: New students register for Fall 2022 courses

8/1/20224/15/20225. Academics: Returning students register for Fall 2022 courses

8/20/20228/10/20225. Academics: Students arrive on campus

10/1/202210/1/20225. Academics: Student deadline to withdrawal without penalty

5/2/20235/2/20236. Graduation

5/26/20235/2/20237. Alumni Engagement

9/30/202111/30/2020Inventory and consolidate vendor contracts

7/1/20211/1/2021Develop brand identity for integrated universities

8/1/20213/1/2021Integrated marketing & communications strategy for the integrated 
university / integrated university online

2/28/20211/1/2021 Introduce future students to integrated university plans

4/1/202112/1/2020Develop a common timeline and editorial calendar

7/31/20215/1/2021Determine communication functions and needs

4/1/20222/1/2022Publish course schedule / academic catalog for Fall 2022

26 9/1/20216/1/2021Intermediate Website – Design and Development 

37

27

28

2/1/20221/8/2021Develop internal brand awareness campaign

7/3/20211/8/2021Create social media plan/calendar to ensure that key messages are 
shared/reinforced across channels at all three universities

36

33

32

31

30

29 5/31/20231/8/2021Coordinate proactive media relations efforts (ongoing)

7/30/20211/8/2021Create publications strategy to prioritize publications that assist with 
student recruitment for Fall 2022

8/1/20211/8/2021Establish a strategic marketing plan based on initial brand/identity/market 
research

5/1/20211/8/2021Develop retention marketing campaign for current students

35

34

8/1/20221/8/2021Create internal marketing campaign for campus communities

5/1/20221/8/2021Integrated Website for the integrated university - design and 
development

8/1/20221/8/2021Identify impacts of SIS changes and incorporate into the website

8/1/20211/8/2021Review admissions/enrollment communications & collateral 

2/1/20221/8/2021Communicate unified academic array
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Donors, Alumni Relations, and 
Foundations

(West)

ID Task Name Start Finish
Q2 20 Q3 20 Q4 20 Q1 21 Q2 21 Q3 21 Q4 21 Q1 22 Q2 22 Q3 22 Q4 22 Q1 23 Q2 23

Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

8/1/20218/1/20211. Prospect: Prospect students consider potential institutions

8/1/20216/1/20211. Prospect: UG students inquire about admissions information for Fall 
2022

1/31/202112/31/20201. Prospect: Grad students inquire about admissions information for Fall  
2022

8/1/202112/31/20201. Prospect: Student-athletes inquire about athletics, admissions 
recruitment, and institutional scholarship information for Fall 2022

1/31/20228/1/20212. Applicant: Students begin submitting their applications on a rolling basis

3/31/20221/1/20222. Applicant: Students begin applying for scholarships

5/31/202210/1/20212. Applicant: Students begin submitting their financial aid applications

6/1/20228/1/20213. Admitted: Students receive admissions decisions for Fall 2022

4/30/20224/1/20223. Admitted: Grad student receive financial aid offer letters

1/31/202212/1/20213. Admitted: UG student receive financial aid offer letters

7/31/20226/1/20224. Enrolled: Student participate in orientation

7/15/20224/1/20224. Enrolled: UG student deadline to submit housing deposits

7/10/20224/1/20224. Enrolled: New students register for Fall 2022 courses

8/1/20224/15/20225. Academics: Returning students register for Fall 2022 courses

8/20/20228/10/20225. Academics: Students arrive on campus

10/1/202210/1/20225. Academics: Student deadline to withdrawal without penalty

5/2/20235/2/20236. Graduation

5/26/20235/2/20237. Alumni Engagement

20

19 6/30/20227/1/2021Retain separate Foundations and Alumni Associations while identifying 
collaborations and shared services opportunities.

9/1/20221/1/2021Establish a content strategy
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Student Affairs & Supports (includes 
Student Success & Retention)

(West)

ID Task Name Start Finish
Q2 20 Q3 20 Q4 20 Q1 21 Q2 21 Q3 21 Q4 21 Q1 22 Q2 22 Q3 22 Q4 22 Q1 23 Q2 23

Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

8/1/20218/1/20211. Prospect: Prospect students consider potential institutions

8/1/20216/1/20211. Prospect: UG students inquire about admissions information for Fall 
2022

1/31/202112/31/20201. Prospect: Grad students inquire about admissions information for Fall  
2022

8/1/202112/31/20201. Prospect: Student-athletes inquire about athletics, admissions 
recruitment, and institutional scholarship information for Fall 2022

1/31/20228/1/20212. Applicant: Students begin submitting their applications on a rolling basis

3/31/20221/1/20222. Applicant: Students begin applying for scholarships

5/31/202210/1/20212. Applicant: Students begin submitting their financial aid applications

6/1/20228/1/20213. Admitted: Students receive admissions decisions for Fall 2022

4/30/20224/1/20223. Admitted: Grad student receive financial aid offer letters

1/31/202212/1/20213. Admitted: UG student receive financial aid offer letters

7/31/20226/1/20224. Enrolled: Student participate in orientation

7/15/20224/1/20224. Enrolled: UG student deadline to submit housing deposits

7/10/20224/1/20224. Enrolled: New students register for Fall 2022 courses

8/1/20224/15/20225. Academics: Returning students register for Fall 2022 courses

8/20/20228/10/20225. Academics: Students arrive on campus

10/1/202210/1/20225. Academics: Student deadline to withdrawal without penalty

5/2/20235/2/20236. Graduation

5/26/20235/2/20237. Alumni Engagement

19 3/1/202212/1/2020Determine student fees (including Student Activity Fee)

26 8/1/20221/1/2021DEI (includes training, recruitment, policy, culture)

25 8/1/202312/1/2020Provide prevention, intervention, and postvention services that support 
wellness (i.e., mental health and counseling, AOD, health)

24 5/1/20221/1/2021Ensure infrastructure for Title IX compliance (including staffing, training, 
and protocols) for students and employee

20 1/1/202212/1/2020Ensure availability of disability/accessibility services (including access, 
accommodation protocols, resources)

23 5/1/202212/1/2020
Integrated Student Code of Conduct (including student conduct process, 
database, sanctioning, training, judicial process and procedures and a 
transition to one report management system)

22 3/1/20227/1/2021
Provide services around student of particular concern (i.e., Behavior 
Intervention Teams, Red Folder resources, clear emergency/crisis policies 
and procedures, gatekeeper training).

21 4/30/202112/1/2020Provide international services and opportunities (e.g., study abroad)

27 4/30/202112/1/2020Provide equal access to Career Services across campuses

28 4/30/202112/1/2020Provide access to tutoring resources

29 8/20/20224/20/2021
Provide holistic advising resources (includes early alert notification 
system,  degree planner system, mentoring program, coordination of 
faculty and staff support)

30 4/1/202212/6/2020Ensure testing resources and procedures are in place (includes 
standardized testing processes, CLEP/DSST)

31 4/30/202112/1/2020Provide consistent financial literacy programs and financial counseling 
services

33 4/1/202210/1/2021F&A: Review and execute approved tuition and fee structures for AY 22/
23 and AY 23/24

32 4/30/202112/1/2020Develop First Year Experience (FYE) and First Year Seminar (FYS)
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Financial Aid
(West)

ID Task Name Start Finish
Q2 20 Q3 20 Q4 20 Q1 21 Q2 21 Q3 21 Q4 21 Q1 22 Q2 22 Q3 22 Q4 22 Q1 23 Q2 23

Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

26

27

28

29

30

8/1/20218/1/20211. Prospect: Prospect students consider potential institutions

8/1/20216/1/20211. Prospect: UG students inquire about admissions information for Fall 
2022

1/31/202112/31/20201. Prospect: Grad students inquire about admissions information for Fall  
2022

8/1/202112/31/20201. Prospect: Student-athletes inquire about athletics, admissions 
recruitment, and institutional scholarship information for Fall 2022

1/31/20228/1/20212. Applicant: Students begin submitting their applications on a rolling basis

3/31/20221/1/20222. Applicant: Students begin applying for scholarships

5/31/202210/1/20212. Applicant: Students begin submitting their financial aid applications

6/1/20228/1/20213. Admitted: Students receive admissions decisions for Fall 2022

4/30/20224/1/20223. Admitted: Grad student receive financial aid offer letters

1/31/202212/1/20213. Admitted: UG student receive financial aid offer letters

7/31/20226/1/20224. Enrolled: Student participate in orientation

7/15/20224/1/20224. Enrolled: UG student deadline to submit housing deposits

7/10/20224/1/20224. Enrolled: New students register for Fall 2022 courses

8/1/20224/15/20225. Academics: Returning students register for Fall 2022 courses

8/20/20228/10/20225. Academics: Students arrive on campus

10/1/202210/1/20225. Academics: Student deadline to withdrawal without penalty

5/2/20235/2/20236. Graduation

5/26/20235/2/20237. Alumni Engagement

4/30/202112/4/2020Determine ED requirements for new financial aid identification (OPEID)

4/30/20221/1/2021W: Integrate all 3 schools to one shared SIS

7/1/20214/1/2021Institution receives allocation/modifications from US ED

4/30/20212/1/2021Transfer integrating schools to one common academic, processing and 
disbursement calendar

7/31/202310/2/2021Students are able to complete FASFA for upcoming school year to be 
eligible for Federal Financial Aid

1/10/202210/1/2021Reviews FASFA/Financial Aid applications and send package details

7/1/20228/1/2021One unified Financial Aid structure

1/1/202212/4/2020Determine PHEAA requirements/changes with programs for integrated 
university implementation.

9/30/20228/15/2022Financial aid disbursed to students

12/1/20224/1/2021Technology: Conversion/integration to OneSIS

4/30/20213/1/2021Technology: Implement technology for FASFA

3/5/202112/7/2020Academics: Develop common academic calendar for AY 21-22
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Facilities & Infrastructure
(West)

ID Task Name Start Finish
Q2 20 Q3 20 Q4 20 Q1 21 Q2 21 Q3 21 Q4 21 Q1 22 Q2 22 Q3 22 Q4 22 Q1 23 Q2 23

Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

20

8/1/20218/1/20211. Prospect: Prospect students consider potential institutions

8/1/20216/1/20211. Prospect: UG students inquire about admissions information for Fall 
2022

1/31/202112/31/20201. Prospect: Grad students inquire about admissions information for Fall  
2022

8/1/202112/31/20201. Prospect: Student-athletes inquire about athletics, admissions 
recruitment, and institutional scholarship information for Fall 2022

1/31/20228/1/20212. Applicant: Students begin submitting their applications on a rolling basis

3/31/20221/1/20222. Applicant: Students begin applying for scholarships

5/31/202210/1/20212. Applicant: Students begin submitting their financial aid applications

6/1/20228/1/20213. Admitted: Students receive admissions decisions for Fall 2022

4/30/20224/1/20223. Admitted: Grad student receive financial aid offer letters

1/31/202212/1/20213. Admitted: UG student receive financial aid offer letters

7/31/20226/1/20224. Enrolled: Student participate in orientation

7/15/20224/1/20224. Enrolled: UG student deadline to submit housing deposits

7/10/20224/1/20224. Enrolled: New students register for Fall 2022 courses

8/1/20224/15/20225. Academics: Returning students register for Fall 2022 courses

8/20/20228/10/20225. Academics: Students arrive on campus

10/1/202210/1/20225. Academics: Student deadline to withdrawal without penalty

5/2/20235/2/20236. Graduation

5/26/20235/2/20237. Alumni Engagement

4/1/20211/1/2021Review and recommend shared services models where possible

19 4/1/202112/1/2020Develop integrated facilities staffing management plan
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Athletics
(West)

ID Task Name Start Finish
Q2 20 Q3 20 Q4 20 Q1 21 Q2 21 Q3 21 Q4 21 Q1 22 Q2 22 Q3 22 Q4 22 Q1 23 Q2 23

Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

26

27

8/1/20218/1/20211. Prospect: Prospect students consider potential institutions

8/1/20216/1/20211. Prospect: UG students inquire about admissions information for Fall 
2022

1/31/202112/31/20201. Prospect: Grad students inquire about admissions information for Fall  
2022

8/1/202112/31/20201. Prospect: Student-athletes inquire about athletics, admissions 
recruitment, and institutional scholarship information for Fall 2022

1/31/20228/1/20212. Applicant: Students begin submitting their applications on a rolling basis

3/31/20221/1/20222. Applicant: Students begin applying for scholarships

5/31/202210/1/20212. Applicant: Students begin submitting their financial aid applications

6/1/20228/1/20213. Admitted: Students receive admissions decisions for Fall 2022

4/30/20224/1/20223. Admitted: Grad student receive financial aid offer letters

1/31/202212/1/20213. Admitted: UG student receive financial aid offer letters

7/31/20226/1/20224. Enrolled: Student participate in orientation

7/15/20224/1/20224. Enrolled: UG student deadline to submit housing deposits

7/10/20224/1/20224. Enrolled: New students register for Fall 2022 courses

8/1/20224/15/20225. Academics: Returning students register for Fall 2022 courses

8/20/20228/10/20225. Academics: Students arrive on campus

10/1/202210/1/20225. Academics: Student deadline to withdrawal without penalty

5/2/20235/2/20236. Graduation

5/26/20235/2/20237. Alumni Engagement

7/1/20211/1/2021NCAA decision on athletics program structure

8/1/20214/2/2021Determine and finalize scholarship options (cash, waivers, etc.) and 
budget, while staying in compliance with NCAA

8/1/202112/4/2020Determine diversity demographics

8/1/20213/1/2021Create a method for determining the student fee budget allocation, E&G 
allotment, as well determining allowable purchases

8/1/202112/4/2020Developing a campus admissions process for student-athletes (i.e., how to 
distinguish campus/sport of interest)

8/1/202111/29/2020EM: Determine pricing model for the integrated university (by campus and 
program)

8/1/20215/1/2021EM: Integrated recruitment strategy for the integrated university & 
integrated university online

4/30/202111/29/2020EM: Develop common admissions deadlines

8/1/20211/1/2021Student: DEI (includes training, recruitment, policy, culture)
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Appendix X: Implementation Costs 
The following tables estimate the implementation start-up budgets required for the West integration and summarize the implementation costs for 
both integrations, over a five-year period, if approved by the Board. 
 

West Integration – Budget Summary 
 Fiscal Year  
  20/21 21/22 22/23 23/24 24/25 25/26 Total 
Consulting/ 
Personnel 

$202,000  $732,600  $87,500  $87,500  $0  $0  $1,109,600  

IT – SIS 
1,066,545  2,273,628  174,375  0  0  0  3,514,548  

IT – Software 
527,000  420,000  0  0  0  0  947,000  

IT – Technology 
Upgrades 

0  75,000  0  0  0  0  75,000  

Middle States 
120,000  0  0  0  0  0  120,000  

Academic 
0  2,000,000  2,000,000  2,000,000  0  0  6,000,000  

Faculty 
0  2,309,844  0  0  0  0  2,309,844  

Total $1,915,545 $7,811,072 $2,261,875 $2,087,500 $0 $0 $14,075,992 
 
 

Whole Integration – Budget Summary 
 Fiscal Year  
  20/21 21/22 22/23 23/24 24/25 25/26 Total 
Northeast Integration $1,072,117  $4,908,900  $733,140  $731,140  $603,640  $603,640  $8,652,577  
West Integration 1,915,545  7,811,072  2,261,875  2,087,500  0  0  14,075,992  
Both Integrations 1,261,000  5,600,000  0  0  0  0  6,861,000  
Total $4,248,662  $18,319,971  $2,995,015 $2,818,640 $603,640  $603,640  $29,589,568 
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Appendix Y.1: Diligence on Possible System Trajectories 
Excerpt from presentation to the Board of Governors, July 2020, outlining possible System responses to 
the System’s financial challenges. 
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Appendix Y.2: System Cross-Subsidies and Their Impacts 
Cross-subsidies are achieved by the System in two ways: through the use of “System loans” and through 
differential allocation of state appropriate dollars. 

System loans are loans made by all universities collectively to those universities that are unable for 
whatever reason to meet their operating costs. Since 2013, $58M of system loans have been issued to 
Cheyney and Mansfield universities (the $45M in loans made to Cheyney are being repaid through 
allocation of DGS capital dollars as a one-time, three-year investment made by Governor Wolf).  

Loans on this scale are not practically repayable by the university that receives them, since they require 
universities that are operating in the most challenged circumstances to generate the additional revenues 
necessary to pay them off.  

Differential allocation of state-appropriated dollars entails the Board’s allocation of state-appropriated 
dollars using a formula that gives some universities more money per enrolled student FTE than others. 
Our current formula contains a fixed-cost component and a portion associated with student enrollment 
levels.  

Cross-subsidies achieved in this way are shown in Table 1 below, where we see the variance from 
average per student FTE allocation for the year 2019/20 as well as the ten-year cumulative variance for 
the period 2010/11 to 2019/20. (It is important to note that Indiana University of Pennsylvania (IUP) is 
funded at a higher rate per student than other universities, reflecting the fact that it is the System’s 
research university and that graduate academic research is more costly. Accordingly, IUP cannot be 
considered as a school that is subsidized by others.) 

 

The table also shows how subsidized universities are able to offer more programs than their enrollments 
support, resulting in lower student-faculty ratios and smaller class sizes.  

While subsidies make good sense from a policy perspective, they are not possible when subsidizing 
institutions are themselves experiencing significant financial pressures. They are also inequitable to 
faculty (whose workload at subsidizing universities is significantly higher than that of faculty at subsidized 
universities) and ultimately to students who pay the opportunity costs entailed in their universities’ 
foregoing significant state funding. 
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Financial Sustainability Impacts are shown in Appendix C using data that are published annually in the 
System’s Appropriations book and Accountability Report (Appendix B). There we see steep year-on-year 
declines in key indicators of the System’s financial health, including: 

• Annual operating margin (In 2019/20, 11 universities were below the 2% recommended industry-
standard compared to five in 2015/16) 

• Primary reserve ratios (In 2019/20, nine universities were below the 40% recommended industry 
standard, compared to five in 2015/16) 

• Minimum reserves – days cash on hand (In 2019/20, 10 universities have lower reserves than in 
2015/16, seven are below the 180-day recommended industry standard, and three have less than 
90 days)
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Appendix Y.3: Integration Compared with Other Trajectories’ Financial 
Projections 

 

 
Key Assumptions 

Integrated Universities • 1% annual increase in enrollment 
• 1% annual increase in tuition/fees/aid 
• 1% annual increase in appropriations  
• 2% annual increase in pay 
• 3% annual increase in benefits 
• Savings from strategic sourcing 
• Integrated personnel efficiencies  
• Online offerings (West only) 

Individual Universities 
Added Together 

• Flat enrollment beyond 2022-2023 
• 1% annual increase in tuition/fees/aid 
• 1% annual increase in appropriations 
• 2% annual increase in pay 
• 3% annual increase in benefits 
• Savings from strategic sourcing 

Individual Universities 
Added Together with 
Business as Usual 

• Same as Individual Universities, except: 
o Flat enrollment beyond 2020-2021 
o No efficiencies to address sustainability (e.g., student/faculty ratio 

or balanced unrestricted budget) 
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Appendix Z: June 30, 2021 BOG Presentation 
The June 30, 2021 BOG Presentation includes activities that occurred since May 2021 related to the 
integration, public comment updates, plan updates, and additional information about the integration. Refer 
to 
https://www.passhe.edu/SystemRedesign/Documents/June%2030%202021%20BOG%20Workshop
%20(slides).pdf  

https://www.passhe.edu/SystemRedesign/Documents/June%2030%202021%20BOG%20Workshop%20(slides).pdf
https://www.passhe.edu/SystemRedesign/Documents/June%2030%202021%20BOG%20Workshop%20(slides).pdf
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Appendix A.A: Western Integration – Student Affairs Working Group 
Student Survey 

Note: Updated surveys will be available and provided on 7/9/2021. 
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Appendix A.B: Economic Impact Study 
An Economic Impact Study was conducted and presented to the Board of Governors on June 30, 2021. 
This report updates the study conducted in 2015, and using an industry accepted economic impact 
methodology, also estimates the impact of State System Redesign and the proposed integrations on the 
state and regional economies. The report can be found here:  

https://www.passhe.edu/SystemRedesign/Documents/PASSHE-Econ-Impact-(2021).pdf 

 

 

 

 

 

 

https://www.passhe.edu/SystemRedesign/Documents/PASSHE-Econ-Impact-(2021).pdf
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Appendix A.C: West Governance and Leadership Working Group 
Newly Integrated University COT Structure Recommendation 

 
 

Integrated University COT Design Options 

The following COT design options are listed in order of preference by the Governance and Leadership 
working group.  

1.  Single COT (15 + 4 students) & Campus Advisory Board 
• A single and expanded COT (15 Trustees + 4 student – one from California, Clarion, Edinboro 

and the Virtual Campus) 
• Local campus advisory boards (name of advisory group to be determined) 

 
 

2. Single COT with more members (15 + 4 students) 
• A single & expanded COT (15 Trustees + 4 students – one from California, Clarion, Edinboro and 

the Virtual Campus) 
 

3. Single COT as currently defined (10 + 1) with Student Advisory Committee 
• A single COT exercising oversight of the president (10 Trustees + 1 student) 
• Student advisory for campus representation 
• Aligns with the existing Act 188/50 definition of an institution’s COT 
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Appendix A.D.1: Financial Updates 
The following information reflects revised financial projections that were updated with information 
available subsequent to the April timeframe.  Additional information associated with the projection 
process is provided including results of an independent third-party review and additional information 
regarding deferred maintenance.   
 
 
AD.1 Updated CPPs 
 
Subsequent to the April timeframe, new information was available and incorporated in the financial 
projections.  These adjustments are described as follows: 
 

• In April 2021, the board voted to freeze tuition for the 2021-2022 fiscal year.  As such, the 1% 
planning assumption that was included was removed from the upcoming year, which reduced the 
revenues for each subsequent year as well.  The impact of this adjustment was a reduction in net 
revenue of approximately $2 million for each year of the plan. 

• In May 2021, further guidance was issued from the Department of Education regarding the 
allowable uses and regulations surrounding the COVID-19 Stimulus funds received from the 
Coronavirus Response and Relief Supplemental Appropriations Act, 2021 (CRRSAA) and 
American Rescue Plan Act of 2021 (ARPA).  The West was awarded approximately $31.6 million 
of institutional funds in total for these two programs and the estimated distribution and recognition 
of these funds was determined and incorporated for both fiscal year 2021 and 2022.  Further, 
additional expenses in connection to the response to COVID-19 continue to be identified and 
confirmed. 

• The West evaluated the personnel efficiency savings associated with meeting their financial 
sustainability goals for prior to integration, as well as the timing associated with the overall 
administrative savings and incorporated approximately $4 million and $1 million of savings in the 
updated projections to reflect these items, respectively. 

• Lastly, the Commonwealth budget enacted in June 2021 identified one-time funds that can 
address System Redesign and Sustainability priorities, totaling $11 million in fiscal year 2021 and 
$12.5 million in 2022. 

 
Enrollment remains as provided in the April 2021 projections.  The System is actively monitoring negative 
Fall enrollment trends in light of the evolving circumstances with COVID-19 for prospective students and 
their families across integrating and non-integrating universities.  Updates to enrollment and revenue will 
be incorporated with the CPP submission in September 2021. 
 
 
The following information reflects the updated financial position of the West integration: 
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Appendix A.D.2: Administrative Savings Assumed From the 
Integrations and Assumptions Related to the Personnel Savings and 

Operating Savings. 
The information below provides an overview of the approach to develop savings assumptions associated 
with personnel and operating areas.  Additional contextual information surrounding enrollment trends are 
provided within this analysis.   
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Appendix A.D.3: Highlights of Major Changes Between April and June 
Projections 

The following table highlights the specific adjustments between the April and June projections and their 
impacts for each fiscal year. Further descriptions of the specific adjustments are outlined in A.D.1. 
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Appendix A.D.4: Highlights of the Third-Party Review of the Financial 
Projections and Assumptions 

In May 2021, the State System engaged Clifton Larson Allen (CLA), the Commonwealth and System's 
auditor, to conduct an independent review of the integration financial projections. 

The methodology that CLA followed was to review and score the assumptions including tuition and 
auxiliary revenue and operating and personnel savings. CLA utilized a scale that is standard for this type 
of evaluation that placed an assumption between conservative and aggressive with a recommended 
appropriate range based on best practices.  

The conclusion from this review was that overall the assumptions utilized for both regions fall within the 
appropriate range with those that are more sensitive aligned toward more aggressive based on historical 
trends and ability to execute against plans. 

The following slides were provided to the Board at the June 30 Board meeting to provide an overview of 
the approach and outcome of the third-party review:
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3

Third Party Financial Review
Plan Section 10: Financial
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Appendix A.D.5: Short-term Deferred Maintenance 
The financial pressures facing the universities in the West has limited their ability to invest in the physical 
plant, which has continued to increase the deferred maintenance backlog of the universities.   

In total, these short-term priorities are estimated at $84.7 million and are a key area of investment need 
for the West. These priorities encompass systems that are in a failure state or at high risk of failing.   

The chart below reflects the primary categories of deferred maintenance priorities for the West as 
estimated in April 2021.  These continue to be evaluated and refined as part of our financial planning 
processes.   

 

 
 

 

Building Systems 34,851,612$        
Infrastructure Elements 7,435,000$          
Athletic Facility Deferred Maintenance 42,403,280$        

Total 84,689,892$        

The following reflects the short-term deferred maintenance 
needs for the West integration, orgnaized by project area.

West - Deferred Maintenance Analysis
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Appendix A.D.6: Summary of Implementation Outcomes 
The West seeks to improve student outcomes by achieving and maintaining an annual graduate rate 
improvement, eliminating opportunity gaps, improving overall retention rates, and achieving balanced 
operations by fiscal year 2025-2026.  

1. The West plan projects a financially stable university achieved by fiscal year 2025-2026 resulting in 
both positive operating margins and primary reserve ratios, which individually would be difficult to 
achieve, while also providing the necessary breadth of academic programming and student support. 
Overall, program array, student success, and online recommendations result in a 2% year-over-year 
enrollment increase while administrative costs are reduced by $8.3 million. This also aligns to the 
goal associated with sustainability for enrollment. 

2. Investments (approximately $350,000) that drive enrollments in targeted areas include: 

o improved student retention and graduation rates through a variety of means including 

 predictive analytics & holistic advising 
 supplemental instruction 
 mental health resources 
 behavioral intervention 
 diversity, equity and inclusion support 

o enrollment growth from students in new or underserved markets 

 Strengthening marketing and tuition discounting for traditional students 
 Fully online undergraduate degree and degree completion programs 
 Post-baccalaureate programs (online and in-person) 
• Community college transfer students 
• High-school dual enrollments 
• Adults and other students seeking non-degree credentials 

3. This financial stability allows for the total economic impact of the West to be projected at $758.6 
million during fiscal year 2025-2026. This represents an 8.1% increase over the combined three-
university impact projected in fiscal year 2022-2023. 
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