
 

FY 18 Budget Report 

Unit: Enrollment Management/Admissions 

Budget Owner: Sharon O'Hare/ Josh Hibbard 

Email address: Josh.hibbard@cwu.edu, sharon.ohare@cwu.edu  

 All budget reports should also include a full itemized budget breakdown for the previous 3 years 

as well as the initial forecasted budget for FY19. This information will be supplied to the unit's 

budget owner by January 10, 2018.  
 Budget reports shall be no longer than 5 pages, not including the required budget breakdown nor 

the FY 18 CWU Core Theme Budget Distribution.  
 Completed Budget Summit PowerPoints, Budget Reports and Allocation Increase Requests are 

due to Lind Hoff by 5:00p.m., January 26, 2018. 
1. What is the mission of your unit? 
 

Enrollment Management’s mission is to guide students on a path to enrollment and graduation at 

Central Washington University. Through outreach and exemplary service, the Offices of 

Admissions and Student Financial Services open doors to higher education for students of all 

economic and demographic backgrounds. 

The development and implementation of a long-term strategic enrollment plan is essential to the 

future success of CWU. The division of Enrollment Management leads these efforts with 

collaboration of all divisions across the university.  

 

2. Did your unit have to absorb the 2% efficiency target for the FY18 budget? If so, how are you 

accomplishing this and how is it affecting your unit's operation?  
 

This fiscal year has been a challenging year for enrollment management. With many institutions 

in the nation missing new student enrollment targets, we have been tasked with growing new 

student undergraduate enrollment by ~6% this year. We have been challenged to achieve this 

growth while also absorbing a 2% reduction, or efficiency target, in our budget. Although 

daunting, the enrollment management team was up for the challenge. We began our recruiting 

season with an attention on efficiency. We deployed an investigation into the return on 

investment for various recruiting and yield events.  

An important value of our division is being good stewards of university resources. We are 

pleased to report that we are on track to achieve our 2% efficiency target. We have done this in 

the following ways: 

 Admissions leadership evaluated out of state travel and recruiting efforts. Although 

admissions continued to invest time and resources in some emerging markets, adjustments 

were made to the plan in an effort to help meet efficiency targets. Low yield geographies 

were eliminated from the plan.  
 One of the largest contributing factors in our efficiency target goal was delaying the hiring of 

positions as well as unexpected attrition of staff. Currently, admissions has four open 
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admissions counselor positions.  Although current staff added additional workload to their 

busy schedules as it relates to recruitment events, the understaffing of admissions counselors 

will likely have a negative impact on future enrollment (if not this year, future enrollment 

cycles) as well as a negative impact on service levels to constituents across the university.  
 The recruitment plan was adjusted.  Some events were cancelled. Some events we had 

attended in the past we did not attend this year. These decisions were made in an effort to 

reduce expenses as well as understaffing.  
 Workload was spread to other employees during times of being understaffed. While this 

assisted in reaching the 2% efficiency target, it also likely contributed to burnout and 

additional employee departure (four admissions counselors submitted letters of resignation 

between August and December, 2017).  
 

The importance of these activities and how they impact new student recruitment cannot be 

overstated. Therefore, efforts were conducted to partner with other staff members throughout the 

division to accommodate the workload. For example, student ambassadors were cross-trained to 

provide customer service and outreach support for prospective students and applicants to 

supplement our admissions counselor understaffing. We plan to continue such collaboration in 

the future, to include yield campaigns for applicants and admitted students in an effort to 

continue our 2% efficiency target for the remainder of the fiscal year.  

 

3. How would your unit sustain this 2% reduction if this efficiency target were extended into 

FY19?  
 

Sustaining this 2% reduction into FY19 would be difficult and likely have a direct impact on 

achieving new student enrollment goals. Reducing funding while also increasing enrollment 

goals year over year is in contradiction to enrollment management growth principles and best 

practices. However, we would sustain this 2% reduction in a combination of one or more of the 

following: 

 Crosstrain certain employees from the following offices to assist in student service during 

high volume periods: admissions processing, visitation programs, admissions counselors, and 

community outreach staff. Further investigation would need to occur to ensure we are in 

compliance as it relates to job duties and work assignment. In addition, further review would 

need to take place to assess the physical abilities of such work as these four groups are spread 

across three separate building (Hebeler, Barge, and Boulion). 

 Reducing the number of campus tours to match staffing. 

 Eliminate or reduce out of state recruitment.  

 Eliminate various events, such as new student receptions, admissions workshops, and group 

visits.  

 Eliminate or reduce SWAG. Our current SWAG projected budget for FY19 is $19,000. This 

allows us to purchase items such as pens, CWU flags, and posters for prospective students, 

high schools, and community colleges for promotional purposes.  

 Eliminate or reduce third party partnerships that produce prospective students, such as 

ACT/SAT name buys, Transferology (a software solution that helps prospective transfer 

students calculate which courses will transfer before or during the admissions process), and 



Naviance (a college planning solution for high schools that directs high school students to 

CWU and generates leads). 

 Eliminate sponsorships, such as the Yakima Hispanic Chamber of Commer Event, the 

Mariachi Festival, and the Hispanic Academic Achievers Program (which we have sponsored 

historically).  

 Limiting the level of support for events outside the division. This would include support for 

orientation programming and college specific events.  

 Increase revenue. The office of admissions would explore adding fees for internal services, 

such as department specific recruiting communications, campaigns, and mailings. In 

addition, we would charge departments for recruiting materials. Currently, we provide these 

materials fee of charge to various departments.  

 As a last resort, we would eliminate positions. This would ultimately impact new student 

enrollment as service levels and recruitment activities would be negatively impacted. For 

example, our current goal is to provide applicants with an admissions decision in two weeks. 

Increasing response time would likely have a negative impact. In addition, the office of 

admissions receives numerous emails, phone calls, and in-person visits. Our service response 

time would increase, likely impacting new student enrollment.  
 

4. Identify two strategies that will assist your unit in becoming more cost efficient and effective in 

FY19. 
 

Strategy #1 - After reviewing our recruiting regions, we have determined that moving a campus-

based admissions counselor position to a regional position (Olympia/Vancouver region) will 

reduce travel related recruitment expenses. We plan to implement this strategy for FY19 (if not 

sooner).  

 

Strategy #2 - The Office of Admissions will be more efficient in our travel and recruitment in 

FY19. We will accomplish this by reviewing historical data to determine high-yield events, and 

high yield high schools. Resources will be directed at higher yield activities. These recruiting 

activities will be organized into a tiered system (I.e., Tier 1, Tier 2, Tier 3. etc.). For example, a 

Tier 1 high school will receive two visits per year, a Tier 2, one visit per year, and a Tier 3, every 

other year, etc.  

 

Strategy #3 - Enrollment Management will increase collaboration between our community 

outreach efforts and CWU CEPS/ITAM/Athletics to provide student staff support in the form of 

a volunteer opportunity to decrease the cost of community outreach staff expenses. This will 

have the added benefit of increasing hands-on experiences and on-the-field opportunities for our 

CWU students (physical education, computer science, etc.). 

 

Strategy #4 - The Office of Admissions and GameOn! are currently investigating organizational 

structures that will increase efficiencies and effectiveness for both offices.  

 



Strategy #5 - The Office of Admissions and Student Financial Services are currently 

investigating partnerships to develop communication and outreach plans that compliment each 

other and reduce expenses. These include mail, email, and phone outreach efforts.  

 

5. Please comment on the breakdown of non-discretionary* portions of your unit's FY18 budget.  
*Non-discretionary items: annual licenses fees, compliance related costs, etc. 

 

Most of the non-discretionary items for Enrollment Management are directly related to 

recruitment and strategic planning efforts, specifically: software systems (CRM software license, 

event management software licenses, Transferology software), contracts, ACT/SAT names, and 

various lead generation service contracts that contribute to new student enrollment. Total 

Enrollment Management contracts for FY18 were $722,784. State funded goods and services in 

the amount of $338,525 cover some of these contacts, services, and license fees. The remaining 

balance of contacts and all recruitment expenses are paid from self-support funds.  

 

In an increasingly competitive market, CWU must ensure our marketing and lead generation 

efforts are diversified. In addition, we must align our enrollment goals with our marketing and 

lead generation efforts. This will require an increase in marketing and lead generation efforts 

over the next five years.  

 

6. Complete the FY18 Core Theme Budget Distribution spreadsheet and submit with this report. 

Briefly discuss how your unit uses funds to support one or more of CWU's five core themes: 
a. Teaching and learning 
b. Inclusiveness and Diversity 
c. Scholarship and Creative Expression 
d. Public Service and Community Engagement 
e. Resource Development and Stewardship 

 

7. CWU's regional accreditor, the Northwest Commission on Colleges and Universities, requires 

that institutions demonstrate their adaptability and sustainability in the face of financial and other 

challenges. To that end, how would your unit absorb a permanent 5% cut to your unit's 149 

funds? 
 

A permanent cut of 5% to our 149 funds would be challenging. As our non-discretionary funds cover 

fixed expenses such as recruiting software and systems, we would require a reduction in staffing 

expenses. Although this would be detrimental to meeting new student enrollment goals as well as 

maintaining standard service levels both internally and externally, we would accomplish a 5% 

permanent reduction in the following way: 

 

 Four Admissions Counselor positions would move from 12-month to 10-month positions (No 

work in December and July). More investigation is required to understand legal boundaries to 

this option. (~$44K) 
 Elimination of one Assistant Director position  (~$86K) 

 

8. Optional: Is there anything in particular concerning recent trends that needs clarifications? 
 



There are three trends that should be made aware to the Budget Allocation Subcommittee as you 

consider allocating resources to Enrollment Management.  

 

 The state of Washington will experience a two-year decline in high school graduates beginning 

in the 2019-2020 and 2020-2021. Although this decline is not drastic, it can be assumed that this 

will not have a positive effect on new student enrollment growth. (Source: Western Interstate 

Commission for Higher Education, Knocking at the College Door: Projections of High School 

Graduates, 2016. https://knocking.wiche.edu/data/ 
 There is a national downward trend in application to enroll yield rates. National studies by 

Ruffalo Noel Levitz identify that students are applying to more universities, making applications 

less reliable for predicting enrollment. We must not only invest resources to increase the 

beginning of the funnel (leads/applicants), but also increases our yield efforts from admit to 

enroll.  
 There is increased competition for bachelor degree programs at the community college. There 

are now 13 community colleges offering 30 bachelor's degrees, with more on the way. It is 

reasonable to assert that these program offerings will have an impact on our enrollment, in 

particular our transfer enrollment.  
 

Based on these trends, it is recommended that serious thought and resources be devoted to new 

student enrollment to sustain the future health of CWU.  

 

9. Optional: If you are seeking additional budget allocation for FY19, please indicate the amount 

you are requesting here and submit a completed Allocation Increase Request form with this 

report.  
 Priority #1: $67,000 to fund one Regional Admissions Recruiter –Greater Spokane and 

surrounding areas.  
 Priority #2: $85,000 for operational expenses for out-of-state recruitment. 
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Enrollment Management 

 FY18 Projections 
 State Tuition Fund 

 

 

Expense Type Base Budget Working 

Budget 

Projection 

Exempt Wages               

1,143,908  

              

1,143,908  

              

1,076,403  

Classified Wages                   

311,014  

                  

311,014  

                  

294,784  

Faculty Wages                                

-    

                               

-    

                               

-    

Graduate Assistant Wages                                

-    

                               

-    

                               

-    

Student/Temp/OT                   

180,742  

                  

180,742  

                  

186,651  

Total Wages               

1,635,664  

              

1,635,664  

              

1,557,838  

Benefits                   

542,097  

                  

542,097  

                  

492,746  

Total Wages & Benefits               

2,177,761  

              

2,177,761  

              

2,050,584  

Goods & Services                   

338,525  

                  

312,423  

                  

424,957  

Total Expense               

2,516,286  

              

2,490,184  

              

2,475,541  

        

 


