
COMP4CAST 
FORECASTING 
MODEL 

Model. Forecast. Decide. 
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tui2on forecasts for your ins2tu2on. 
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Project mul,-year revenue, 
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Introduc)on  
I tell those who enter higher educa2on from private industry to avoid conforming to the new reality.  There are 
disciplines from private industry that are not likely to have seen the light of day in their new organiza2on.  I 
encourage them to implement as much as possible, recognizing that precious few of their leadership team will 
bring to the table meaningful 2me in any other industry.  It was this perspec2ve that mo2vated my launching the 
COMP4cast system.  It is based on the following observa2ons:  

1. Private higher educa2on is somewhat predictable.  That’s right. Compared to a manufacturing business that 
buys parts and builds product with the hope that the produc2on schedule is right, higher educa2on is 
preEy easy.  I mean, aFer the turns2les stop in mid to late September, it is possible to predict within a 
reasonable measure of accuracy how the en2re year will turn out.  With minimal inputs, it is also possible 
to take a peek at next year, thus star2ng the budget process anew by October 1.  For such predictability, we 
would have paid a lot of dough in the business world.  
  

2. There aren’t a lot of moving parts.  Think about what cons2tutes a statement of ac2vi2es (income 
statement).  Essen2ally, there are revenues that flow from and through students and those that don’t.  For 
most ins2tu2ons, tui2on, financial aid and auxiliary revenues represent over 90% of total income.  GiFs and 
investment earnings provide the rest.  Also, most of next year’s students are already here this year. Figure 
up a realis2c range of historic reten2on values, adding a reasonable recruitment projec2on for next fall and 
the revenue is set.  
  

3. Higher ed gets it wrong – a lot.  This is an interes2ng phenomenon that we didn’t experience as much in 
private industry, even though predic2on was much more complicated there.  Whenever an ins2tu2on 
makes mid-year cuts, it can typically be traced to a less than ideal planning process. When the deficiency 
was known earlier and not addressed, it means the leadership lacks the will to effect necessary changes in 
2me to right the ship.  In fact, the same administra2on may be prone to mid-year cuts on an annual basis.  
While common, this behavior remains baffling.  
  

4. The primary issue seems to boil down to ownership.  Those who rise through the ranks in higher ed oFen 
take the posi2on that they will do the best they can but, in the end, the outcomes are subject to a variety of 
random events and are not their fault – unless of course they come in swimmingly.  Too oFen, the CFO is 
tasked with pu\ng a budget together in a back room, with liEle input from others; what is essen2ally a 
mathema2cal exercise.  Without ownership, those who bring in the revenues and others who need to 
control spending (and those who do both) tend to subscribe half-heartedly at best to the prescribed 
expecta2ons.  In the end, no one’s job winds up on the line, except the hapless CFO who is merely trying to 
put something together that will balance.     
  

5. Some do get it right.  It seems appropriate to emulate their processes.  Also, those who are well organized 
financially want to be able to table-top various outcomes.  The discount rate, dona2ons, capital spending, 
non-tradi2onal opera2ons, investment earnings, infla2on  

assump2ons, price increases, debt levels, interest rates and the all-important student popula2on can each 
yield significant changes to outcomes.  Great schools can model these changes, followed by each 
leadership team member signing up for their part of the process.  

Within the context of these five observa2ons, the COMP4cast model was born.  The goal was to engender ownership 
of the component parts of current year performance, next year’s budget and the mul2-year forecast that follows. 
There is a worksheet that is only for enrollment / student popula2on.  Another reviews financial Price-Aid.  Another 
one looks at capital spending, projects and campaign fundraising.  Then, there is one for non-student annual 
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revenues, including annual fund, investment return used for opera2ons etc.  Each is owned by a certain group of 
people and it all rolls into a budget / forecast.    

An important characteris2c of this model is that it is rela2onal.  AFer seeing people try to take student numbers and 
mul2ply them by tui2on and financial aid rates, I decided to decouple popula2ons from revenues.  As a result, the 
popula2on is gathered for the fall semester and is then related to the actual amount of tui2on and fees recorded for 
the fall in the general ledger.  Some count FTEs.  Some count all heads.  I recommend users determine a 
methodology for coun2ng and use that consistently.  Then, as the popula2on goes up or down, the baseline amount 
that was actually booked for tui2on and fee revenue will rise and fall ratably.  This approach enhances accuracy and 
predictability while avoiding the nit-picking of determining just how much revenue part-2mers and people in certain 
programs generate.  

The output is impressive.  Full statements of ac2vi2es posi2on and cash flows, along with CFI and DOE ra2os are 
generated, allowing for a lot of “what-if” specula2on and gaming – real 2me while the model is on the screen in 
front of the leadership team.  Those who are seeking ini2al accredita2on or a renewal will find a recep2ve visit 
team.  Banks will appreciate the specificity of the forecasts and ra2os while being impressed with the ownership of 
each component.  The board and, par2cularly, the finance commiEee will feel confident that what is presented is 
backed up with component parts that can be discussed and adjusted.  

But a word of cau2on is appropriate.  Too oFen, clients enter overly op2mis2c assump2ons that yield incredible 
outcomes. When the dreams don’t come true, they offer up excuses or just throw away the model.  In other words, 
don’t set yourself up for failure in front of the board.  

Each worksheet/tab that follows has a leEered prefix to make wading through the various pages easier.  While we 
cannot address all the permuta2ons of possibili2es in these pages, the instruc2ons will hit the most significant points as 
you work through it serially.    

Keep in mind that CFO Colleague offers a full implementa2on process that takes around two days on site.  You may 
want to consider that as you work through the process.  We stand ready to assist, as we have with over one 
hundred eighty higher ed clients to date.   

Find the model here: hEps://cfocolleague.com/free-resources/              

Jeff Spear, Founder  

October, 2025 
  

  

UNBLOCKING THE MACROS !  

Microso' has ini,ated a macro-blocking protocol for all Excel files with Macros.  We recommend 
that you unblock macros so that the full func,onality of this model can be experienced.  Follow 
these instruc,ons a'er you have saved the COMP4cast Excel file:  

https://cfocolleague.com/free-resources/
https://cfocolleague.com/free-resources/
https://cfocolleague.com/free-resources/
https://cfocolleague.com/free-resources/
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‘A Cover’   

   
This typically is the page that confronts the user upon opening the file.  Most PCs will ask if you want to enable 
Macros.  I recommend that you do, so that the test data can be cleansed and, when you have populated one year of 
ac2vity, the next year roll-forward is accomplished through the pressing of a buEon.    

Note the trademark and copyright informa2on.  CFO Colleague is happy to automa2cally extend a usage license to each 
ins2tu2on that individually downloads the model or is provided one by our firm.  We prohibit anyone or any 
organiza2on from selling it or providing services to others involving its implementa2on or ongoing usage.  

At the boEom is a summary of assump2ons and expecta2ons associated with the data entered therein. While it does not 
cover all controllable areas, it shows what is assumed to occur on the part of the two largest providers of revenues:  
enrollment and advancement.  

1. Entering the Ins,tu,on name  
You can overwrite the “Example Ins2tu2on” iden2fied on the cover sheet at any 2me.  I recommend this being the first 
ac2vity that you do. Note what an entry cell looks like.  There is gray frame surrounding a white background and the 
entered characters are a special shade of blue.  These cells are the only places where you can safely enter in data.  You 
may make notes on other pages but must exercise care to avoid overwri2ng a cell that has a formula in it.  
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2. Pressing the “Clear Test Data” bu9on  
When you press the red “Clear Test Data” buEon on the right, you will be prompted to save the file before moving 
forward.  Put it in a directory where you can easily access it.  If you use a cloud drive, I recommend pu\ng it there so 
that it does not run the risk of being deleted.  Saving the test data provides a way to see examples of how data can 
be entered for various ac2vi2es. Save it as COMP4castTEST.xlsm    

AFer pressing the red “clear test data” buEon and saving the file, all example data will have been cleared from the 
COMP4cast.  This leaves the worksheet with all the formulas intact but no user data entered.  I recommend saving 
the resultant itera2ons of your forecast under the following format:  

[Ins2tu2on ini2als]COMP4castYYMMDD[LeEer for version from A to Z]  

So, for an ins2tu2on called Tijuana College of Hor2culture (TCH).  Consider the following file schema:  TCHCOMP4cast 

260307A  

If you save a version later today, the new name would read:  

TCHCOMP4cast 260307B  

Then, if the third version is saved a few days later, both the date and the leEer designa2on changes:  

TCHCOMP4cast 260310C  

Note that the date changes but the version [A through Z] goes up with each change, irrespec2ve of the date.  And, if 
you get to Z, start over with A again.  Chances are it will be a later date than the previous “A” suffix.    

3. Pressing the “Rollforward Year” bu9on  
AFer pressing this buEon, you will again be prompted to save the file.  Essen2ally, the future year data posted in the 
‘F Popula2on’, ‘K Strategic’, ‘L Capital’, ‘M Non student’ and the assump2ons found in ’P Fcast 5yr’ tabs will be moved 
to the leF one column.  You thus need not re-enter this data.  Of course, you are free to change any of these values 
for future years but it was thought that rolling it forward a year can provide a head start.  

As a part of this process, the year of the fall semester is increased +1.  If this is not correct, update the year in the appropriate 
cell on the cover page.  Note again the input cells.  They are framed in gray, have a white background and record blue numbers. 
DO NOT enter data in any other cell, unless you are making notes in cells that are away from the calcula2on cells.  You do not 
want to overwrite formulas in a program with so much data interdependency.  

Back to the year input.  If the previous fall was “2024”, the cell should have been updated to read “2025”.  This 
updates all the years in ‘F Popula2on’ and later worksheets.  Pu\ng the proper fall semester date (4-digit year only) 
is important so that the reports show the proper years.  

  

4. Pu?ng in the proper current date  
Read the previous paragraph to determine the proper date to enter.  If you are looking at the year 202425, the year 
to enter in for the fall semester is “2024”.  It is also important to iden2fy the specific day/date when data was 
entered into the model.  That day will likely form the basis for part of the saved file name, as iden2fied above.  

‘B Charts’ (the next tab) – see page 49  

‘C Summary’ (the next tab) – see page 50  
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Note that this worksheet is a synopsis of all the outcomes generated by the model.  It is recommended that you 
merely skip over it un2l the model data has been fully populated.  There are no user inputs or entries u2lized on this 
page.  Most either review it on their screen or print it out aFer all data has been entered.  
  

‘D PY audit    
The Statement of Posi,on     

 
Beginning with the statement of posi2on (SOP), input the previous year audited numbers. Since this is a forecas2ng 
exercise, it is not necessary to report every line item found in the SOP.  Combining lines is fully acceptable.  For “A. 
Time or purpose restricted” net assets, the endowment and split interest por2on represents market apprecia2on.  
The originally donated amounts to endowments or other permanent dona2ons are found in the category 
“Restricted in perpetuity.”  In this way, categories can mirror the former temporary and permanently restricted 
assignments and allow for the proper calcula2on of ra2os. 
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For “B. Outstanding Pledges Receivable”, combine categories if necessary to keep within the four designated 
areas provided.  Entry in C is from the footnote for the next five years of debt principal payments.  Include 
lease principal here and you may need to es2mate the final year since the audit schedule only goes out five 
years and we are presen2ng six (CY + 5).  Entry in D assists in determining the annualized rate of return on 
endowment (M Non Student V. B.)  

With the recently adopted lease standard in force, we break out longer term debt requirements into those associated 
with tradi2onal debt and those calculated in associa2on with leases.  These are entered in from the footnotes.  You 
may have to es2mate the amounts for the final year since the audit does not cover beyond five years forward and we 
are repor2ng six years here.  

     
 

The Statement of Ac,vi,es  
On the surface, it seems logical to merely enter in the most recent audit under the “Actual” columns.  While the 
subtotals should 2e to the audit, there are some addi2onal breakouts needed for the model to deliver intended 
results. It also may be necessary to combine some audit statement lines to correspond to this format.  

The first difference is illustrated with the repor2ng in Tui2on, Fees and Discounts. Most audit reports show these 
for the en2re ins2tu2on.  The model, however, breaks out 18 to 22 year-old tradi2onal (residen2al) students from 
non-tradi2onal (adult and graduate) programs. The amounts for each division must be broken down. Net Tui2on 
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and Fees from the audited Statement of Ac2vi2es (“SOA”) will remain the same (cell M20) but tradi2onal and non-
tradi2onal amounts are broken out separately.   

  

 

Note that auxiliary revenue is sourced from column F, beginning with row 92.  This allows the user to break out the 
primary components of auxiliary revenues, consis2ng of room, board other sources. Entries in these cells are totaled and 
reflected on the SOA in cell O22.  

  

The user is free to enter in whatever revenue categories are desired in cells I 30 through I 36.  These will carry over to 
the Budget, CY Projec2on and to the Non-student tabs.  Again, it may be necessary to combine certain descrip2ons 
and values but this list of five labels plus a permanently entered “unrestricted investment income” line should provide  
Sufficient entry points for material amounts.    
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Note also that assets released from restric2on for both endowment-related ac2vi2es and “other” are likewise 
accommodated in the opera2ng sec2on.  Releases from restric2on for capital spending is properly iden2fied in the 
non-opera2ng sec2on.   

Expenses come off the audit categories but are enhanced with some addi2onal lines.  First, a line is dedicated to special 
accruals.  This represents the expecta2on that a certain opera2ng expense will be accrued for at year end, not affec2ng 
cash and increasing accounts payable.  Typically, this is only recorded for the current year budget since the total 
accounts payable for the previous audited year is reflected on the balance sheet entered in ’R Bal sheets’.    

Second, non-tradi2onal expenses are broken out from all the other expense categories (mainly instruc2on and 
ins2tu2onal support).  This means that whatever is charged to non-tradi2onal has to be extracted from the 
categories that it came out of.  

Third, interest expense is broken out separately.  Again, whatever category(ies) it was charged to must be 
decremented for the amount of interest expense.  Fourth is a breakout of strategic ini2a2ves but this is oFen only 
found on the budget and not in the audit.  FiFh is a breakout of healthcare expenses. This is done because of the 
poten2ally higher infla2on that category represents.  Finally is a breakout of deprecia2on expense which, again, 
requires the preparer to reduce the amounts iden2fied above by the value of deprecia2on expense. The reasons for 
these breakouts relate to how the model expresses future financial results and ra2os.  Non-tradi2onal performance 
is separated out so that it can be planned-for   
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individually.  An interest expense breakout allows for addi2onal borrowings and debt pay-offs to be specifically tracked.  

Strategic ini2a2ves represent added spending that is supposed to enhance either ins2tu2onal quality or deliver 
more students and add to revenues.  Health care may be the most talked about issue of our day and merits a 
separate category of its own, due to its extra-infla2onary behaviors. And, deprecia2on expense is the primary non-
cash item in the statement of cash flows and is impacted by addi2ons to fixed assets, including the construc2on or 
purchase of new buildings and fixtures.  Each of these items is separately accounted-for in later worksheets. Again, 
each breakout has to be subtracted from the expense categories where they were presented in the audited financial 
statements.  

Keep in mind that cells from M50 to M60 can be combined into one sum / line item.  Also the expense being broken 
out can be offset with a nega2ve number entered in line M70.  This means that you can summarize budgeted expenses 
and merely offset the breakouts with a large, nega2ve number.  Those breakouts tend to be: interest expense, 
healthcare costs, non-tradi2onal, strategic ini2a2ves and deprecia2on expense.  Merely enter in the following formula 
in M70:  =-M66-M68-M72-M74-O78.  

The model suggests two categories of non-opera2ng net revenues and expenses in cells O84 and O86.  One is for 
net assets released from restric2on related to capital projects and the other is a catch-all for all other releases.  For 
many, changes in interest rate swap contract values represent the primary contributor to cell O86.  Gains on sales of 
fixed assets are typically a part of O86 as well.  
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With the audited statements entered, aEen2on turns to the founda2on of forecas2ng tradi2onal student 
opera2ons; student headcount.  

  

‘E Budg CY  
The most recent audit was entered under ‘D PY Audit’, with the methodology previously explained.  Referencing that 
sec2on, note that the subtotals should 2e to the audit but there are some addi2onal breakouts needed for the model 
to deliver intended results. It also may be necessary to combine some audit statement lines to correspond to this 
format. Please excuse the repe22on following but the points are important to take into considera2on when entering in 
the Statement of Ac2vi2es and the new year budget.  

  
The first revenue breakout is illustrated above.  Most ins2tu2ons report tui2on & fees and tui2on discounts for the 
en2re organiza2on.  Since the model breaks out tradi2onal (the 18 to 22-year old residen2al student) from non-
tradi2onal (adult and graduate) programs, the amounts for each of these demarca2ons must be broken down. Net 
Tui2on and Fees from the audited Statement of Ac2vi2es (“SOA”) will remain the same (cell N18) but tradi2onal and 
non-tradi2onal amounts are broken out separately.  

Note that the non-tradi2onal amounts are not entered at this 2me.  The worksheet ‘H Non trad’ should be completed 
before entering amounts in this worksheet.  Do not overwrite the formulas for non tradi2onal.  

Some accommoda2on may also be necessary rela2ve to the manner in which many ins2tu2ons budget.  The model 
requires the budget to be expressed the same way that the audit is presented.  It may thus be necessary (likely, 
actually) to consolidate some budget categories so that they match up with audit categories.  The point is that the 
budget and audit need to be presented and compared in consistent lines and categories.  For the model, expressing 
budgets in audit terms allows for prospec2ve calcula2on of financial statements and ra2os in a manner consistent 
with designed parameters.  

Auxiliary enterprise revenues are not entered directly on the face to the SOA.  Rather, their component parts are 
entered beginning in cell F130.  These entries are then summarized and reflected in cell M23.  

  
The remainder of opera2ng revenues are then entered.   
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Audit categories are typically used for this sec2on except we like to break out unrestricted pledges here.  All of 
these categories came from the ‘D PY Audit’ worksheet so if you want to add a different one, add it on that sheet.  
You will see these descrip2ons again when accessing worksheet ‘M Non student’.  

Note also that “Assets released from restric2on – endowment & other” come from ‘M Non student’.  As is stated in 
the upper leF corner of this worksheet, it is important to complete worksheets ‘H Non trad’, ‘M Non student’ and ‘L 
Capital’ before comple2ng this worksheet.   It may also be necessary to break down net assets released into 
“endowment and other” from your audit, if only one release number was presented.  Capital releases are found later 
in the worksheet under non-opera2ng ac2vi2es.  

   

    
Recall from ‘D PY Audit’ that expenses come off the audit categories but are enhanced with some addi2onal lines.  
First, a line is dedicated to special accruals.  This represents the expecta2on that a certain opera2ng expense will be 
accrued for at year end, not affec2ng cash and increasing accounts payable.  Typically, this is only recorded for the 
current year budget since the total accounts payable for the previous audited year is reflected on the balance sheet 
entered in ’R Bal sheets’.    

Second, non-tradi2onal expenses are broken out from all the other expense categories (mainly instruc2on and 
ins2tu2onal support).  This means that whatever is charged to non-tradi2onal has to be extracted from the 
categories that it came out of.  These expenses are recorded first in ‘H Non trad’ before they flow to this worksheet.  

Third, interest expense is broken out separately.  Again, whatever category(ies) it was charged to must be 
decremented for the amount of interest expense.  Fourth is a breakout of strategic ini2a2ves but this is oFen only 
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found on the budget and not in the audit.  FiFh is a breakout of healthcare expenses. This is done because of the 
significantly higher infla2on that category represents.  Finally is a breakout of deprecia2on expense which, again, 
requires the preparer to reduce the amounts iden2fied above by the value of deprecia2on expense.  

Speaking of Deprecia2on Expense, in a peach colored window in cell F70 is the calcula2on of deprecia2on expense 
for the current year as presented in cell L168 within ‘L Capital’.  This represents a make-sense test of the budgeted 
deprecia2on but requires that ‘L Capital’ be filled out before a meaningful number will appear.    

The reasons for these breakouts relate to how the model expresses future financial results and ra2os.  Non-
tradi2onal performance is separated out so that it can be planned-for individually.  An interest expense breakout 
allows for addi2onal borrowings and debt pay-offs to be specifically tracked. Strategic ini2a2ves represent added 
spending that is supposed to enhance either ins2tu2onal quality or deliver more students and add to revenues.  
Health care may be the most talked about issue of our day and merits a separate category of its own, due to its 
extra-infla2onary behaviors. And, deprecia2on expense is the primary non-cash item in the statement of cash flows 
and is impacted by addi2ons to fixed assets, including the construc2on or purchase of new buildings and fixtures.  
Each of these items is separately accounted-for in later worksheets. Again, each breakout has to be subtracted from 
the expense categories where they were presented in the audited financial statements.  

Keep in mind that cells from F48 to F58 can be combined into one sum / line item – “Opera2ng expenses”.  Also the 
expenses being broken out can be offset with a nega2ve number entered in one of the blank cells.  This means that 
you can summarize budgeted expenses and merely offset the breakouts with a large, nega2ve number.  Those 
breakouts tend to be non-tradi2onal, interest expense, healthcare costs, strategic ini2a2ves and deprecia2on 
expense.  Merely enter in the following formula in a free cell:  =-F64-F66-F64-F66-F72-H78.  

Note that in F68, input is offered for the expenses associated with net assets released from restric2on that will lead 
to extra-budgetary expenses.  This falls under the “purpose” restricted giFs that used to be called “temporarily 
restricted”. The opportunity to specify immediate expenses associated with purpose restricted releases will be found 
again in ‘M Non student’.  

   
The model allows for the input of other non-opera2ng gains/losses but brings forward the nonopera2ng capital 
releases from ‘M Non student’   Recall that the gain on sales of fixed assets is typically a part of “Other non-
opera2ng”, as are gains and losses from interest rate swap contracts.  Note that the ‘L Capital’ worksheet allows for 
projec2ng what is an2cipated for the other non-opera2ng line as the year unfolds.   
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The boEom sec2on has the Cash Flow  
Summary, with the informa2on coming from a variety of 
sources, including the ‘L Capital’ worksheet.  The ac2vity 
associated with the current (budgeted) year must be 
entered into ‘L Capital’ and ‘M Non student’ before these 
reports are finalized.  Also note that, if this CY Budget 
worksheet is not completed, the benefits of the forecas2ng 
process are diminished.  

A recap of Non-Tradi2onal and Auxiliary contribu2ons 
follows so that these areas can be separately evaluated 
with their own goal se\ng processes u2lized. Also, you will 
want to enter in the components of budgeted Auxiliary Revenues in the final sec2on (Room, Board and Other)  

    

Desired outcomes  
There are a few outcomes gleaned from this worksheet.  First is the impact of actual audited numbers that carry over 
from the ‘D PY Audit’ worksheet.  You will see that future/forecast balance sheets are influenced by the income 
statement and the various components of the statement of cash flows.  The model begins with reality – the audit –
and adjusts for future ac2vity accordingly.  This reflects the rela2onal nature of our approach.  

Second, this worksheet represents a make-sense test of the assump2ons associated with the CY budget.  Keep in mind 
that the CY budget was prepared well before comple2on of the prior year audit.  For some users, the lining up of the CY 
Budget against the PY Actual is a shock, showing aggressive increases in revenues that have liEle basis for support.  The 
hope is that future budgets will be more realis2c if the model remains in usage.  

Finally, this worksheet establishes the baseline for current year projec2ons and future year forecasts.  You will see in 
future worksheets that comparisons are always made to the CY budget – both for the current year and when pu\ng 
the budget together for next year.  

  

‘F Popula2on’  
For the ini2al use of the model, the entry of this data is cri2cal.  Go back as many years as possible (up to seven, 
ideally) to glean the benefit of history.  The top leF category represents the new/incoming freshmen or first year 
students who enter the ins2tu2on in the fall.  This category is also called “FF” or “1st 2me Freshmen”.  Some of these 
students may be bringing in various AP or college credited classes but remain classified as a first year student and 
deserve to be placed in the FTIAC cells.  The “Freshmen” row is for those who are transferring in as freshmen or 
remain in that classifica2on even though they have been in college for a year (or more).    
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The reason for the dis2nc2on between “1st 2me Freshmen” and “Freshmen” is that recruiters are looking at 1st 
2mers when crea2ng annual recruitment goals.  It is important for this worksheet to coincide with the goals and 
guarantees of the recrui2ng opera2on. In fact, that group should populate this (with historical informa2on from the 
Registrar) and own new student inputs for prospec2ve years.    

As an aside, it may be that the dis2nc2on between “1st Time Freshmen” and “Freshmen” was not made in previous 
years.  If that is the case, gather the en2re freshman class informa2on for each previous year, extrac2ng the number 
admissions says were recruited as first year students.  If their recruited freshmen is smaller than the en2re 
Freshmen class, use it to establish this demarca2on.  

Note that transfers for the historical fall semesters are entered in as well.  These numbers do not represent addi2ons 
to the historical popula2ons; they are blended in with the FR through SR numbers.  The benefit of entering in 
transfers is twofold: First, it establishes the percentage of the student popula2on arrives new and those that will 
return from the previous year.  Second, the forecas2ng sec2on of the model adjusts predicted class sizes by changes 
in transfer numbers.  

A recent addi2on to the model is to show students with the poten2al to return from the previous spring semester versus 
those who actually did. This is cri2cal in measuring spring to fall reten2on.  

AFer entering in fall enrollments up to the current fall, aEen2on is turned to the spring.    
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The spring semester of each year should be filled in with the census data that is gathered about two weeks into the 
term.  Note that spring semester freshmen are not broken out into two categories.  Neither are transfers iden2fied.  
Generally, these dis2nc2ons are not material. Though the model predicts the current year second semester 
popula2on for the various classifica2ons as soon as the fall is entered, it remains necessary to enter the predicted 
“other” category separately.    

A final piece of historic data collected is the number of graduates from the previous spring semester.   
This allows us to compare poten2al returning students versus those who actually returned the next fall. 

  

The user should enter in expected 1st 2me freshman 
recruitment, Others and Transfers for the five years 
ahead.  The model will fill in the freshmen through 
senior categories using mathema2cal rela2onships 
established by your history. Note the smaller font 
numbers in red above the “1st 2me Freshmen” and the 
“Transfers in” entry cells. Using linear regression, the 
model extrapolates “middle of the road” values for your 
considera2on.  If the extrapola2on follows years of 
decline, what evidence exists to support a rebound 
upwards?  If incoming student recruitment has trended 
higher over the past few years, is it sustainable? 
Essen2ally, the smaller numbers create talking points to 
assist in jus2fying entries made for new freshmen and 
transfers.  

 Recall that the popula2on history entered earlier 
blended in transfers.  For forecasted (future) years, the 
model compares last year’s incoming transfers with the 
current year.  That  

  
  

   
differen2al is then spread amongst the various 
classes, based on their historical rela2onships (the 
green numbers under the “Avg” column.)  
Typically, this alloca2on of the change in transfers 
is not material but there are those situa2ons 
where large swings in the transfer popula2on 
exist.  In those cases, the automa2c alloca2on of 
changes in transfer numbers will enhance the 
forecast’s accuracy.  

The reason for this segregated worksheet is for enrollment management to own the inputs.  The coordinator of this 
project (Controller?) may want to copy the contents of a blank ‘F Popula2on’ worksheet onto a separate file and 
ask enrollment to enter their projec2ons.  The input cells can then be copied into the master sheet. Whatever is 
done to encourage par2cipa2on will help in embracing the process across silos.  
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Another way to impact future enrollments involves 
reten2on improvement ini2a2ves.  An example of such a 
program is the “Move the  
Needle” project offered by Credo Higher Ed, a     solu2ons 
partner of CFO Colleague.  The input includes rows 49 and 
51.  

A drop-down menu of when the ini2a2ve is undertaken is available in cell U49.  The op2on also exists to keep the 
selec2on year blank.  The ini2al investment amount is entered in cell W49 and an2cipated ongoing costs are 
entered in cell Y49.  These amounts are automa2cally transferred to the proper years in the ‘L Strategic’ worksheet 
and flow through to the current year budget and mul2-year forecast from the totals presented there.  

Entering the impact on freshman to sophomore reten2on is performed in cells U51 through AC51.  Percentage 
point increases are entered in whole numbers, meaning that an increase in FR to SO reten2on of four percentage 
points is reflected by entering in the whole number 4 in the year that reten2on is affected.  Keep in mind that the 
ini2al investment year will not yield any improvements in reten2on.  Enter improvements beginning with the year 
a/er the ini2al project is completed. (The model will ignore any improvements input for years before the year aFer 
the investment year, genera2ng an error message “TOO EARLY!” in row 52.)  

It is important to note that incremental improvements are permanent.  That is, an increase of 4 percentage points 
in the second year above will impact reten2on for the remainder of the five year forecast.  In the example, an 
addi2onal 2 percentage points is added to the previously entered 4 to glean a 6 percentage point improvement for 
the remainder of the years under forecast.  

The end result of the ‘F Popula2on’ worksheet is a grid of past years and future forecasts, including an es2ma2on 
for the spring semester of the current year.  When the spring data is known, enter it beginning with cell R31.  This 
will show how close the calcula2on was and will allow for the actual data to inform next year’s fall enrollments in 
the forecast sec2on.  While this is but one input in the equa2on, it may be the most significant one.  Ge\ng it right, 
without irra2onal exuberance, is cri2cal.    

‘G Price-Aid’  
AFer entering enrollment data in ‘F Popula2on’, including the current fall semester and future year predic2ons, the 
‘G Price-Aid’ worksheet can be populated.  Begin with the data set at the top.  This covers tradi2onal tui2on pricing, 
room board and other auxiliary pricing and the an2cipated discount rate for freshmen only for next year and the 
following four years. We also have inputs for fall aid added to returners (special circumstances).  This should be 
budgeted, since it happens every fall semester. Annually funded scholarships (non-endowed) are also entered, along 
with the current year tui2on cost. 

Next, in cell R30, record whatever is in the general ledger for overall tui2on and fees (for the fall only). This is found 
under the “TOTAL” column.  The use of general ledger billings for the fall is an important part of this process in that 
it represents an actual entry; not a calcula2on.  Since it is oFen difficult to specifically iden2fy tui2on and fee 
revenue for each class, the model spreads the amount in cell R30 to each class, based on popula2on.  This tends to 
provide sufficient accuracy for purposes of projec2ng and forecas2ng. Enter the revenues from “other” students in 
P30.  This should be a rela2vely low number.  
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AFer the fall billings are entered, aEen2on is turned to Discount Aid, star2ng with the unfunded component.  These 
entries, made in cells F32 through N32 may require a special report to determine how much ins2tu2onal financial 
aid (unfunded tui2on discount) is awarded to each class.  We accommodate annually funded aid and endowed 
spending for scholarships later. For the unfunded component, most students receive a “package” as a freshmen or 
transfer student and the dollar value of that aid remains with them for their remaining years. Breaking out student 
discounts by class is thus cri2cal.  This has proven to be a reliable way to predict future net tui2on levels.    

As an alterna2ve, you may only know how much the discount rate was for first-2me freshmen.  Create a formula in 
F32, applying the known rate to the tui2on amount in F30.  For example, if the first-2me freshman discount rate is 
55%, cell F32 would have the formula “=F30*.55). The other discount cells on row 32 can be entered in using a 
cascading discount assump2on.  That is, from the freshman rate being the highest, and the returning freshman rate 
being one of the lowest (similar to seniors, in our experience), enter lower and lower discount rates for each 
succeeding class un2l you equal what was in the general ledger for discounts.  Indeed, the ul2mate goal is to have 
total aid that agrees with what is in the general ledger.  In other words, this can be es2mated with some measure 
of accuracy with just the first-2me freshman aid level and total aid known.  

Next, go to column T.  A comparison is made between cell T30 and R30 as a make-sense test.  That is, we are 
comparing a calculated amount of gross tui2on and fees in cell T30 against the actual General ledger amount in 
R30.  This doesn’t have to precise but should be within a reasonable range.  The same comparison occurs between 
T32 and R32 for discounts/aid.    

In T35, enter in discount (unfunded) aid only (non-endowed and non-pass through). Then fees that are included in 
the tui2on and fee amount from the G/L are entered  in cell T38.  
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If you’re wondering what winds up in the “other” financial aid category (cell P32), the model uses half a year of the 
two funded aid cells (F18 and F20) added to Fall only unfunded aid for “Others” and totals it all in cell P32. The math 
in the example data is: (F18 + F20)/2 + F16 = P32 or (120,000 + 2,200,000)/2 + 50,000 = 1,210,000.   

Annual scholarships and endowed spending for scholarships 
are important since they represent  
actual dollars.  Unfunded discounts are just  that.  This inset 
report shows how the  
  

A word about endowed aid  
The presump2on in this model is that endowed awards are for one year only and are not guaranteed for succeeding 
years.  We have had one client where endowed awards are received as freshmen and carry forward for the en2re 
four years.  If that is the case for your ins2tu2on, there is a work around for that.  

This current version tracks endowed spending as a lump sum for future years, incremen2ng its value based on 
expecta2ons entered elsewhere for endowed growth and spending rates.  Under our method of calcula2ng future 
discounts, unfunded aid flows with the student to future years and the endowed growth is merely added on to that 
total. We have found that this best mimics reality for most ins2tu2ons that are not highly endowed.  

Sta3s3cal Informa3on  
Rows 40 through 46 provide informa2on gleaned from the data above.  The first line “NTR per student, annualized” 
tends to show how each upperclassmen pays more in net tui2on than FFs. We tend to graduate and otherwise lose 
those who pay the most NTR, replacing them with those who pay the least.  

The second line (“Projected NTR @ SR year”) demonstrates the impact of discount escala2on.  Applying an2cipated 
price increases for future years, this line shows what will be paid in NTR for each class cohort when they are 
theore2cally scheduled to become seniors. Again, the presump2on is that aid packages remain constant in dollar 
terms while the gross price increases. The goal is for the projected NTR for future senior classes to exceed NTR for 
the current SR class. Too oFen, that is not the case.  

The third line shows the annualized change (growth or decline) in NTR revenue comparing a class’s projected senior 
year NTR with that of current seniors.  Ideally, this is a posi2ve number and is higher on an annualized basis in an 

Note the peach-colored inset box:    

This provides an internal and external analy)cal comparison of 
discount rates.  Most ins)tu)ons want to know their unfunded 
discount rate in order to beber manage discounts over )me.   

ins)tu)on is doing with its internally (unfunded only) and 
externally reported tui)on discounts and grants.   
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amount equivalent to infla2on.  If projected SR NTR is lower than that of current year seniors, “micro-level 
defla2on” occurs where net prices paid by each class are less than last year’s corresponding class.  That only works 
if popula2on is growing drama2cally.    

For next year, scroll down to row 50 and beyond. No inputs are needed, relying on data already entered in the ‘F 
Popula2on’ and ‘ G Price-Aid’ worksheets. Next year’s discounts for each class are calculated by the model.  Again, 
the FF discount rate comes from the rate entered in cell H14. Typically, it is marginally increased from CY values. 
The popula2on for each class rolls forward from the ‘F Popula2on’ worksheet.  

The revenue shown under “OTHERS” is adjusted within the model for price increases and popula2on changes 
between the years. Again, it is only the fall semester component.  

The other lines roll forward NTR for each class to their respec2ve senior years and compares that with the NTR for 
current seniors (described above.) Hopefully, next year improves this outlook.  

 The boEom of this worksheet is a “Tui2on Revenue Differen2al Analysis” that breaks down the mechanics of net 
tui2on revenue (NTR) changes from one year to the next.  This report is merely illustra2ve.  It does not impact any 
calcula2ons. Sec2on A. shows next fall’s first-2me freshmen NTR (calculated in the previous sec2on), adding NTR 
from transfers.  

  
Sec2on B. iden2fies the revenue lost from students expected to graduate or otherwise leave during the current 
year.  The Fall to Spring loss represents a semester’s worth of net tui2on lost due to students leaving for any 
purpose.  The “Others leaving” represent everyone else who leaves at the end of the second semester and is 
denominated in an annual NTR amount.  

Sec2on C. introduces the increased NTR from those who will return for the coming fall, adding that sum to the two 
previous calcula2ons.  Essen2ally, NTR from new students next fall less NTR from those who leave this year 
combines with the addi2onal NTR from returning students to generate a year over year change in NTR.  For many 
ins2tu2ons, escala2on of discounts, reduced popula2ons or a muted price increase more than cancels out all 
addi2onally generated revenues, leading to nega2ve NTR growth (a decline in NTR).    

The result of the overall Price-Aid process and the alloca2on of aid by class is the crea2on of an anchor point for 
forecas2ng. Projected revenues for next year are derived from upda2ng this fall’s actual G/L entry for changes in 
tui2on discounts and popula2on.  This approach has proven more reliable than trying to calculate tui2on revenue 
on an FTE basis.  Also, the sta2s2cal reports that advance NTR and show the inflows and ou|lows of NTR for new 
students (those who leF throughout last year and the ones who return) can help focus aEen2on where merited. (A 
hint here is that the revenue benefits from returning students is worth inves2ng in.)   

  

‘H Non trad’  
Most ins2tu2ons offer a variety of modali2es beyond the tradi2onal, residen2al programs.  The uniqueness of each 
offering makes it difficult to capture a forecas2ng rubric within a model of this nature. Some programs are best 
projected using an2cipated student credit hours. Others are affected most by headcount.  The addi2on of 
programs, loca2ons and partnerships lead to mul2ple permuta2ons of possible forecas2ng outcomes.  

Another forecas2ng model called the “Revenue Projec2on Model” or “RPM” is available through CFO  
Colleague hEps://cfocolleague.com/free-resources/ that provides a detailed forecast of revenues for cohort-based 
non-tradi2onal programs. That program or another that the ins2tu2on has created can be the source of this input.  

https://cfocolleague.com/free-resources/
https://cfocolleague.com/free-resources/
https://cfocolleague.com/free-resources/
https://cfocolleague.com/free-resources/
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The ’H Non trad worksheet will likely have added analyses incorporated at the boEom of the entered data.  It may 
be that you do not break out expenses separately for non-tradi2onal modali2es.  In that case, the expense sec2on 
is leF blank.  

It is cri2cal that each modality be separately evaluated, rather than applying general percentages.  What makes up 
the overall graduate programs, for example.  Which ones are growing and which are on the decline? What will be 
the impact of new programs?  There could be a good deal of off-line work to be performed to properly populate 
this worksheet.  It is important work, however, and engages those responsible for these modali2es.  

    

 

‘I Student rev’  
This represents the first overall revenue projec2on in this model.  The popula2on worksheet, Price-Aid and Non 
trad provide a roadmap for the current year and a preEy good preview of next year, par2cularly for the tradi2onal 
popula2on and associated auxiliary revenues.  The budget for the current year provides the basis for comparison.  
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If you leave the “Spring Actuals” inputs blank, the model will use revenues and aid for the fall (based on actual GL 
billings) to extrapolate the spring semester, based on historic popula2on differen2als (from ‘F Popula2on’).  These 
amounts are sourced from ‘G Price-Aid’.  If you have the “Spring Actuals” available, entering them in cells D9 and 
D14 will update cells L9 and L14 respec2vely, rather than relying on a calcula2on based on fall actuals only. Note 
that some ins2tu2ons do not see their spring financial aid track cleanly with their popula2ons decline. If this 
applies to you, enter in a number for spring during the fall to avoid op2mism about the en2re year.    

Other entries needed in this first sec2on are: a. the budget and expected actual for summer tradi2onal terms 
combined with “other” non-semester based tui2on revenues (cells F9 and F14) and,  b. the actual auxiliary 
revenues posted for the fall semester, broken down by categories of Room, Board and Other.  Again, If spring 
actuals are blank, fall billings are extrapolated for the year, based on projected popula2on changes, to determine 
an an2cipated posi2ve or (nega2ve) variance.  A total student revenue variance is compiled from this analysis.  
Expense projec2ons are introduced in ‘P Fcast 5yr’.  

Paging down to Sec2on II., a detailed analysis is auxiliary revenues is found.   

     
Projected auxiliary revenues (Column H) represent the pivot point for this analysis. The impact of changes in census 
numbers is then calculated, followed by what each planned price increase (see ‘G Price-Aid’) will accomplish for the 
various components.  The result is a calculated amount that can then be adjusted manually in column P.  There may 
be a number of reasons to adjust the calculated auxiliary numbers if the board plan is being adjusted for more or 
fewer students or a dorm is going off or online for the coming year. A policy change may lead to more students 
having to opt for dorm life as well.  Care should be exercised here to avoid unfounded op2mism as adjustments are 
made, Whatever results from this page will impact the following years directly.  

Sec2on III. provides a first look at next year’s student revenues, relying on the sec2on I and II. inputs.  Since this is 
first performed aFer the turns2les have stopped in mid to late September, such a look is helpful as the budget 
process for next year commences, ideally in the fall.  
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The model takes the current projected revenues and adjusts them for an2cipated changes in popula2on for the 
coming year.  This creates a sub-total that represents the amount of revenues that would have been recorded had 
next year’s popula2on been on the ground this year (cells H55 -> H59).   
Summer/Other term revenues are included automa2cally. That sub-total is then adjusted for changes in pricing and 
tui2on discount rates.  Those changes come from the ‘G Price-Aid’ worksheet.  The rollforward of current year 
an2cipated performance, adjusted for changes in student popula2on, prices and discount rates is then compared 
with the CY revenue budget to see how much will be available (needed) for the coming year’s budget process.  This 
is performed for both net tui2on and auxiliaries.  

No entries are necessary in this sec2on, with inputs coming from a variety of worksheets, including ‘H Non trad’.  

The boEom line shows how much will be available from student sources to cover added expenses next year and 
could wind up being (nega2ve).  It is beEer to have an idea of this early in the first semester of the current year 
than to begin planning on spending more without any idea of revenues.  

Moving on the Sec2on IV, note also that no inputs are required here either.  This merely reports expecta2ons for 
the number of students to be lost between the years, the overall popula2on change and what is called the 
“replacement ra2o” which is the new students divided by students who leF.  

   
At this juncture, a projec2on of student revenues for the current year has been calculated, with a preliminary look 
at next year.  For many, it is not yet the end of September.  This represents a best prac2ce with respect to budget 
planning for next year, with revenue projec2ons comprising the first phase, followed by expense addi2ons and 
subtrac2ons.  More ac2vity specific to the budget process will take place in worksheet ‘K Next yr.’  

  

‘J Proj CY’  
The first sec2on of this worksheet uses data generated through ‘H Student rev.’  There are no entries to be made for 
the major components of student revenues, including tradi2onal and non-tradi2onal tui2on and discounts and 
auxiliaries.  The idea behind this sheet is to an2cipate how some of the ancillary revenues and various expenses will 
fare through the end of the current year.  The ability to generate financial statements on a monthly basis that look 
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like this format is assumed.  An ins2tu2on provides GAAP-based statements throughout the year best prepares for 
the audit by categorizing revenues and expenses consistent with the standards along the way.  

This is not to say that monthly financial statements must solely be prepared in audit form.  The audit-like statement 
is but one of what could be two or more financial statement “views” generated for the YTD each month.  Others 
may break down expenses by responsibility center – VPs etc. or look more closely at the impact on cash.  

     
It is recommended that entry cells (gray framed white cells with blue numbers) be reviewed each month, beginning 
with the September financial statement cycle.  The various inputs should result from interac2on with the respec2ve 
area genera2ng results so that es2mates are fairly stated and “owned.”  The first illustra2on of this worksheet is 
presented for reference purposes only.  No entries are needed in this sec2on but this form of presenta2on is 
beneficial for providing a glimpse into current and future years.  

The input ac2vity begins with the non-student revenue sec2on, represen2ng a best guess for CY actuals.  

Most don’t derive the majority of their revenues from these lines but they are accountability points.  So, 
advancement should project CY unrestricted giFs each month.  Will the ins2tu2on meet its unrestricted dona2on 
budget?  This requires dis2nguishing between unrestricted and restricted giFs.  Investment earnings for opera2ons 
could be gleaned from past prac2ce and can be reasonably predictable.  Other amounts should be updated 
monthly as well. The specific categories depend on the ins2tu2on and are carried over from the ‘E Budg CY’ 
worksheet.  



 

27  

  

    
This next sec2on is a frequently updated and manual process, aEemp2ng to an2cipate annual expenses by 
category for the current year.  It is recommended that this be updated monthly, beginning with the September 
financial statement cycle.  Some lines reflect budgeted amounts un2l the ins2tu2on has a beEer handle on where 
costs are headed.  It may also be prudent for another form of expense presenta2on (by responsible VP) to be 
projected as well. Or, func2onal areas can be used.  If someone is over or under spending, it is good to know who, 
by how much and for what purpose. Note again the line for “Special accruals (year-end).” It is common for this to 
be blank for the CY Budget but actuals will oFen involve some ac2vity here.  Make sure that accrued-for expenses 
are not duplicated elsewhere in the expenses.  

     
Most of these amounts flow from the ‘M Non student’ worksheet, except for non-opera2ng gains  
(losses) which will need to be entered here. The next sec2on shows the impact on cash the opera2ng projec2on 
will have.  It is followed by a recap of non-tradi2onal and auxiliary enterprise net contribu2ons.  
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At the boEom of the worksheet is a sec2on that compares projected auxiliary revenues with that of the budget.  A 
similar comparison occurs in worksheet ‘I Student Rev’. No entries are required.  

       
In general, if you input any numbers into the white boxed cells, it will be important to enter in all the numbers 
subject to user input.  This is because the model will use the projec2on of current year performance if it has 
anything populated in manual entry cells of this worksheet.  Otherwise, the budgeted amounts are used.  So, if you 
merely enter in a few numbers and skip the rest, the current year forecast found in the ‘P Fcast 5yr’ will be way off.  
This allows current year projec2ons to inform the forecas2ng process early on, instead of le\ng budgeted numbers 
rule for the en2re year.  Since actuals can vary materially from budgets, it seems prudent to begin entering in 
projected amounts into the ‘J Proj CY’ as soon as prac2cable – probably in September. Again, absent informa2on to 
the contrary, entering budget numbers is an acceptable first step.   

  

‘K Strategic’  
The total for each planned strategic ini2a2ve is entered in the appropriate year column.  From the ‘F Popula2on’ 
worksheet, any reten2on ini2a2ves flow to the proper years in this sheet, covering the ini2al investment and 
subsequent year costs. These are automa2cally incremented for ins2tu2onal infla2on. As was iden2fied in the 
previous worksheet, the totals for the next year’s column can be further demarcated by non-tradi2onal and 
auxiliary in the ‘N Next yr’ budget master worksheet.  I suggest some nomenclature here represen2ng the Strategic 
Goal, Strategy and Ac2on item.  The reference above thus represents an ini2a2ve that springs from Goal #1, 
Strategy #3 and Ac2on Item #4 (G1/S3/A4).  Of course, the user is free to use whatever iden2fier considered 
appropriate.  
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This worksheet is helpful for single year ini2a2ves that you do not want to automa2cally carry over to future years.  
Entries in ‘N Next Yr’ carry forward, adjusted for changes in popula2on and the presumed infla2on rate.  So, if 
either a one-year savings (nega2ve number entered) or spending ini2a2ve is not expected to be repeated, it is best 
to enter it here.      

If a strategic ini2a2ve involves a permanent increase in cost, as is oFen the case with personnel addi2ons, enter in 
increased amounts in ALL of the succeeding years on this worksheet.  In the example data, the “Lease of downtown 
facility” qualifies for this treatment.  Alterna2vely, if the first year of the added permanent costs is the coming year, 
you can enter that cost into ‘N Next Yr’ and it will automa2cally be included in succeeding years, with infla2onary 
adjustments reflected.  

Some ask where the revenues to be gleaned from these ini2a2ves can be found.  Since most involve student 
recruitment ini2a2ves, growth in recruitment can be reflected in ‘F Popula2on’ for the years aFer the investment is 
made.  That same worksheet has an area dedicated to improvement in FR to SO reten2on. Growth in non-
tradi2onal revenues can be entered in the projec2on for next year in ‘H Non trad’. Increased annual fund dona2ons 
are entered in ‘M Non student’ (cells F10 -> N10). Nearly all the revenues to be generated from strategic planning 
can thus be reflected in other areas of the model.  

For that reason, a “Strategic Plan Revenue” line has not been created.  If a specific ini2a2ve is supposed to bring in 
revenue from a new source, it is suggested that a nega2ve number be entered on an ini2a2ve line in this worksheet 
or that the source is listed in ‘E Budg CY’ as a line item in non-student revenues. It is also recommended that 
revenue inputs affected by strategic ini2a2ves be color shaded in both this worksheet and for the revenue area 
affected.  For instance, buying Eagle Scout names might be shaded in a rose color, with the next year’s 1st 2me 
freshman number also shaded rose. In that popula2on input cell, it is recommended that a formula be used to 
reflect the baseline expecta2on for new recruits and an addi2onal sum for the Impact of the ini2a2ve.  Consider 
this screen shot where the purchase of Eagle Scout names is highlighted.  

  
To demonstrate the impact of the strategic ini2a2ve, the highlighted cell in ‘E Popula2on’ uses the formula:  
=245+15  to reflect the impact of purchasing names the year before.  
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This kind of color-coding connects strategic ini2a2ve spending with revenue enhancement or expense reduc2on.  
Note that, when the worksheets are updated for a new year (see ‘Cover’ sheet narra2ve) the colors will remain 
while the columnar years change.  It will thus be necessary to manually repaint the cells aFer the update is 
performed.  

  

‘L Capital’  
This is a pivotal worksheet, covering capital transac2ons and debt, that iden2fies a good deal of nonincome 
statement ac2vi2es. The first sec2on, illustrated below, allows the user to list down a number of projects planned 
for comple2on over the period under forecast. The fiscal year in which the project will be completed is entered 
using a draw-down menu in column D. This is when the new facility or fixture will be placed in service. The last line 
allows for the user to insert an annual capital spending amount, represen2ng equipment and improvements that 
tend to be made each year in the normal course of opera2ons.  The illustra2on leF off the final year of the five-year 
forecast but it is included in the worksheet itself.  

Keep in mind that each project has to have a defini2ve ending.  That is, if mul2ple projects are to be performed on 
the campus center, each project should have its own row and planned spending process.  Iden2fying dis2nct 
projects is necessary so that the model can calculate the appropriate amount of net assets released from 
restric2on and tally deprecia2on expense appropriately.  

  

    
The an2cipated depreciable lives of asset addi2ons are input in column F. Entries in column H allow a por2on of 
annual deprecia2on to be recognized based on the months of usage during the year when the asset(s) is/are placed 
in service.   
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New construc2on typically results in added opera2ng costs.  For each major addi2on or new build that goes live in a 
par2cular year, an es2mate is entered of square footage and costs per sq. F. in rows 43 and 45.  This will make its 
way to the forecast for the year in which the new facility is brought online and will be incrementally increased for 
future years.  

  
Accommoda2on is also made in sec2on C. for sales of exis2ng assets, with the deprecia2on expense reduced going 
forward and a non-opera2ng gain recognized.  It is important to note that projected sales of assets typically 
represent small amounts of sales of fully depreciated assets.  Alterna2vely, some have sold off unrelated real 
property from 2me to 2me, gleaning large amounts of revenue and gains.  Enter the sale price and an2cipated 
book value at the 2me of sale for these sales.  Then show how much cash is being received from the sale.  This 
reflects the reality that some real property may be sold where the ins2tu2on holds a note for some or all of the 
sales proceeds.  As funds are received on these notes in future years, those amounts may also be entered on the 
“CY+PY sales cash” line in the year received.  On the far leF, iden2fy the remaining depreciable period in years and 
the month when the sale is an2cipated to take place.  Leave that cell blank if the month of sale is unknown.  This 
net gain or loss of asset sales flows to the non-opera2ng line of the SOA. Any differen2al between the sales price 
and  cash received will affect “Other long term assets” on the Balance Sheets.   

Of course, planning on spending for capital projects is one thing.  Funding such projects is another.  

   

    
The advancement/fundraising arm of an ins2tu2on needs to own both this sec2on (II.)and sec2on I.  above.  
Choreographing giF amounts for each project is important.  The cash received iden2fied in the white cells 
represents ac2vity from two sources: 1. Non-pledged cash giFs during the year and, 2. Payments on previously 
pledged giFs.  At the boEom of this table, a reduc2on is made for ini2al year pledges paid off during the current 
year, sourced from payments an2cipated in worksheet 8. All giFs are released from restric2on in the year the 
project is completed.   

In some cases, funds to be used for capital (or opera2onal) purposes are retained in “Investments” un2l they are 
needed for a project or other opera2ng need.  Going back to ‘M Non student, line VI. H. allows for such transfers 
from investments to cash or the other way.  Entries there impact non-endowed investment balances found in that 
same ‘M Non student’ worksheet.  
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This illustrates another source of funding capital projects - issuing debt.  It is also typical to pay some principal each 
year, to refinance debt from 2me to 2me and to pay off a balloon amount every so oFen.   

This sec2on accommodates each of these ac2vi2es:  new debt, refinancings, and principal payments. Interest rate 
assump2ons for current and new debt are also iden2fied, as are amor2za2on periods, an2cipated material debt 
payoffs (refinancings) and the regular schedule of principal payments found on the audit (entered in ‘D PY Audit’). 
Note that you can enter in the number of months the debt is outstanding during the first year of issuance and can 
s2pulate the period in months when the debt is interest only.  These two 2me periods (in months) apply to each 
year’s tranche of new debt.  If they are leF blank, it is assumed that the new debt was issued and principal 
payments commenced on the first day of the respec2ve fiscal year.  

We have inserted a few lines to accommodate the use of a revolving line of credit.  This is a common prac2ce 
amongst ins2tu2ons, being used primarily to subsidize summer cash needs.  Note that, for each year, the amount 
of 2me the line is an2cipated to be used, along with the expected balance at year end is iden2fied.  For those 
whose forecast shows a degrada2on in cash balances, this may be the only mechanism available to offset that 
need.  

  
An2cipated interest expense is based on amounts of pre-exis2ng debt, mul2plied by a blended interest rate (see 
“IV. Interest Expense” below).  New issues (iden2fied above) are based on individual rates and amor2za2on periods 
established each year. Note also the years of service iden2fied for each project and the blended rate for annual 
capital spending.  The months a project is “in service” for its first year is entered as well.   

   
Since we have iden2fied the par2al year in-service of new assets and their depreciable lives, it is possible to 
calculate deprecia2on expense for each year going forward.    
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Note the boxed in number above that is entered in the ‘E Budg CY’ worksheet.  This reflects what is es2mated in 
the budget process for deprecia2on expense for the current year.  When the model flips to projec2ng current year 
results, the amount immediately above the boxed number is used.  The model calculates an es2mated remaining 
life for currently exis2ng assets, carried forward for the years presented.  This approach serves to reduce the 
carrying values of currently depreciated assets, with the deprecia2on impact of new addi2ons and asset sales 
captured and added separately in rows 167 and 169. In other words, what is currently owned as of the date of this 
forecast will decline in book value over 2me. That natural decline will be offset to some degree by new acquisi2ons.  
For exis2ng assets, the model divides the value of fixed assets (’R Bal sheets’) at the end of the prior or “actual” 
year by deprecia2on expense (‘D PY Audit’) for that same year and then subtracts 1 from the total.  In the example, 
the result is an es2mate of 19 years of remaining life.   

   
Sec2on VI. shows the values of assets being placed in service for each coming year, along with a calcula2on of full 
year deprecia2on expense for each year’s addi2ons.  Note that the full year of deprecia2on will not normally be 
recorded un2l year two of an asset’s in-service life.  The first year is typically for a period of 2me of less than one 
year.  

   
Sec2on VII. calculates the dona2ons to capital projects that will be released from restric2on each year.  Basically, 
whenever a project goes live (the year it is put in service), dona2ons accumulated for that project through that year 



 

34  

  

are released from restric2on.  GiFs received aFer the project is completed are immediately released, as a reflec2on 
of capital campaign pledges being paid and other dona2ons received aFer the money has been spent on the 
project.  

Worksheet ‘N Capital’ is cri2cal to cash flow, deprecia2on expense and interest costs.  By following its logical flow, 
the forecast is enhanced materially.  Of par2cular note is the impact of building a new facility using debt.  Unless 
substan2al revenues are received from that ini2a2ve in the form of addi2onal students, interest expense, building 
opera2ons, deprecia2on expense and nega2ve cash flow from principal payments will serve to materially reduce 
net opera2ng performance.  

‘M Non student’  
Not all revenues or costs are directly related to students.  Some are properly categorized as “nonstudent”.  This 
worksheet iden2fies those components so that they can be properly projected.  Ownership is typically by the 
fundraising organiza2on, with annual fund giving and other income associated most closely with their work. The 
first year comes from current year entries.  The rest is entered based on expecta2ons for the future.  

  
Because there wasn’t another good place to put them, we slipped in some broad expense increments for the outer 
years into this worksheet.  While the current year and next year are measured with specificity, the final four years 
of the model represent es2mates, based on expecta2ons for the general level of prices and specific ac2vi2es of the 
ins2tu2on. While there could be an interest in making these percentages nega2ve, let me suggest that ini2a2ves to 
reduce expenses show up as nega2ve numbers on the ‘K Strategic’ worksheet, with their impact con2nuing for the 
outer years.  This way, the ac2ons required to actually reduce costs are specified and not buried in a percentage 
rate. Note the line for extraordinary accruals . This relates to when a large expenditure occurs near the end of the 
year that will not be paid for un2l the next year.  An example of this is an employee bonus, based on how well the 
ins2tu2on performed.  It may not be iden2fied un2l well aFer year-end but will be related to the performance of 
the previous year.  The model presumes that last year is paid in this year, etc.  

  
Capital dona2ons are then summarized, coming from the Capital worksheet.  The Capital worksheet also provides 
gains and losses on sales of fixed assets and they are shown here.  The only entries needed are for other non-
opera2ng gains and losses for future years.  This is where interest rate swap gains and losses are found.  The total 
for non-opera2ng gains and losses is sent to the 5 yr forecast Statement of Ac2vi2es.  And, yes, the Capital 
worksheet must be completed before this can be accurately presented.  
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Accommoda2on is made for those who report the asset “Pledges receivable.”   Beginning balances in column D are 
entered in ‘D PY Audit’, showing net pledges outstanding for the most recent audited financial statements.  Future 
years are entered in columns F through P represen2ng an2cipated new commitments over the coming years and 
expected payments to be received on pledges going forward.  To the extent that these pledges are made by related 
par2es (employees or board members) you will need to adjust the appropriate manual entry line found on the tab 
’S DOE ra2os’ beginning with cell G14 for those amounts. (See instruc2ons for ’S DOE ra2os’).  

  
Please note that the only ac2vity in this area that impacts the Statement of Ac2vi2es is new pledges for 
unrestricted giFs.  The impact of these pledges is seen on row 11 above.  Otherwise, pledges only affect the SOP.    

AEen2on is then turned to endowments, investment returns and restricted giFs.    

     
We begin by establishing how much of the endowment is being invested.  For most ins2tu2ons, all of the 
endowment is invested in marketable securi2es.  Some, however, do not invest the full amount of their 
endowment.  The model calculates what is available for investment in order to establish realis2c expecta2ons for 
spending and growth.  Contribu2ons to the endowment wind up in the “restricted in perpetuity” category.  
Accumulated earnings in excess of endowment spending is found in Time and Purpose Restricted net assets.  

The presump2on of an earning rate and a spending rate is applied to each year specifically.  It is suggested that 
conserva2ve earning rates be applied so that an overstatement of changes in endowed spending and investment 
assets can be avoided. In some situa2ons, the current year return could be nega2ve, par2cularly if a material 
market correc2on has occurred.  The example uses the same spending and earning rates for all years but that is not 
considered op2mal.  
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Since most calculate spending based on a three-year rolling average, it may be necessary to reduce the spending 
rate to something more akin to what will actually be spent. This is because the three-year moving average tends to 
be less than the current value, due to the tendency for market values to grow over 2me.  

Line VII. F. is for endowment draws that are above the normal spending prac2ce.  Of course, the spending rate and 
any special draws should be approved by the investment commiEee and, ideally, the board.  Keep in mind that a 
prudent spending rate is considered to be under seven percent (7%). Ins2tu2ons that exceed that are considered 
imprudent by defini2on so exercising care in spending is advised.  Some put their endowed spending rate at 0%, 
establishing planned spending in VII.  F.  

Line VII. I. allows you to move funds between cash and investments, reflec2ng transfers that may occur from 2me 
to 2me in connec2on with capital projects or for opera2ng needs.  These funds are extracted from or added to non-
endowed (quasi) investments  

In VIII. Time and Purpose Restricted giFs and releases are entered here.  This involves non-capital giFs that will be 
used in the near term for designated purposes – like sports fundraising and direct scholarships (aka “pass 
through”). They can be 2me or purpose restricted.  
  

  
  
Note VIII. G. where the spending of released funds is disclosed.  Certain purpose restricted releases involve the 
spending of funds in an extra-budgetary manner that offsets the release. OFen, ins2tu2ons neither budget for the 
release and the associated payments but we are aEemp2ng to emulate what audited financial statements will look 
like. We prefer to budget and/or capture both the released grant revenues and the associated spending. 
 
For many, the amount spent will be equal to the amount released.  But certain giFs can be applied against ac2vi2es 
that are already being performed and thus meet the requirements of the restric2on. This line avoids merely adding 
in releases without the extra spending associated with it. 
 
For releases associated with the passing of 2me, there may be no par2cular spending associated with the release.  
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In sec2on IX. giFs for capital projects comes from ‘L Capital’.  Endowment giFs may be influenced by a planned 
campaign or may merely reflect an average amount received for endowments each year.  As a maEer of mechanics, 
giFs for projects and market apprecia2on of the endowment add to net assets restricted due to 2me or purpose 
while giFs for endowments increase net assets restricted In perpetuity.   
  
Sec2on X. reconciles changes in the asset account “Investments”, showing the various ac2vi2es that impact that 
balance.  The Finance CommiEee par2cularly appreciates this report.  
  

‘N Next yr’  
  
The “Next yr.” tab represents a master budge2ng worksheet for the coming fiscal year.  In it, only changes in 
amounts from the CY budget are presented. This allows for a concise format to govern the budget process.  The 
details of individual budget lines are categorically summarized here but only to the extent that changes are 
an2cipated.  The first sec2on takes data from previous worksheets and does not require any entries.  

  

Entering the changes  
The next sec2ons allow you to enter in whatever changes will be occurring in expense lines for the coming year’s 
budget.  These are changes to the current year budget, the baseline for our analysis.  It is important to note that 
these changes represent permanent adjustments to expenses.  That is, the model will adjust them up or down for 
years beyond next year for infla2on and popula2on changes.  If the introduc2on of an ini2a2ve for the coming year 
only is desired, I suggest inser2ng it in ‘K Strategic’  where it will not affect other years unless specific entries are 
made there.   
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The user is free to put any categories desired in the far-leF descrip2ve cells.  The test data uses typical categories 
found in most ins2tu2ons.  A dis2nc2on is made between personnel costs and other costs.   The columns iden2fy 
tradi2onal, non-tradi2onal and auxiliary expenses from leF to right.  And, as a reminder, these are just the changes. 
These are not the total amounts.  BTW, reduc2ons are reported with nega2ve numbers.  This is important for those 
who are restructuring opera2ons.  

  
The same approach applies to the contacts and costs sec2on. Only changes are entered here as well.  Columns 
con2nue to represent the categories iden2fied above – Tradi2onal and Auxiliaries. To reiterate, if you merely want 
something to impact one year alone and not be carried forward to future years from this exercise, I recommend 
using ‘K Strategic’ for that purpose.  

The grid approach seems to work well in budget planning. This allows for an easily viewed master lis2ng of cost 
changes without the distrac2on of dealing with thousands of accounts.  

The next sec2on (next page) finishes off the budget highlights for the coming year. While it is not typical to iden2fy 
strategic ini2a2ves for auxiliaries, the model affords the breakout of these amounts into thw auxiliary category.  
The Tradi2onal column automa2cally deducts the amounts entered in the auxiliary column so that the total equals 
the amounts found for next year in the ‘K Strategic’ worksheet.  In other words, the total strategic spending for next 
year does not change.  The entries here merely allocate that spending to the other two columns.  
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The same approach is taken for deprecia2on, opera2ng costs and interest expense.  The total amount is placed in 
the Tradi2onal column, to be decremented by whatever is assigned manually to the other column.  The far right 
column “Total” remains the same, allocated between the three func2onal areas.  

    
 From the unrestricted surplus, net non-opera2ng net revenues or expenses are reported, with changes in donor 
restricted net assets added so that an an2cipated boEom line for next year’s overall performance can be 
calculated. All of this comes from other worksheets.  

  

‘O Monthly Cash’  
Remember that we are “forecas2ng” and not engaging in prophesy.  With that said, there are certain characteris2cs 
of higher educa2on where revenues show up in the fall and spring at certain 2mes  
 Student revenues tend to be concentrated in September and January.  Giving tends to come through in December 
and June. The idea is to get a general sense for cash flow so that plans can be made to address any issues that arise.  
  

‘P Fcast 5 yr’   
The only entry needed for this worksheet is in the upper leF corner, with input cells cap2oned “Decline” showing 
“25%” and “Growth” showing “50%”. This deserves some explana2on.  

  
These cells specify the impact of changes in tradi2onal student popula2ons on tradi2onal expenses (divisional and 
auxiliary).  If popula2on declines 2% and “25%” is entered in the “Decline” cell, expenses are reduced by .02 * 0.25 
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or 0.5%. This decline is offset by the divisional expense infla2on rate (1.5% in the example).  Conversely, when 
tradi2onal popula2on increases by 2%, the expense increase from the change in popula2on will be around 1.0% 
(2% * 50%), and is then added to the an2cipated 1.5% divisional expense infla2on. The idea here is that declines in 
volume result in minimal reduc2ons in expenses.  Increases tend to add costs to a greater extent.  Too many clients 
would show significant increases in volume but did not increase expenses for that volume.  This sec2on addresses 
that.  

The rest of this worksheet is all calculated. Also, note that the previous year actual (off the audit), the current year 
and next year are already provided-for from previous worksheets.  The forecast for the remaining four years is 
affected by the grid of revenue assump2ons found in the ‘G Price-Aid” worksheet and expense assump2ons in ‘M 
Non student’.  Care must be exercised to avoid overly op2mis2c assump2ons for each variable.  There are a number 
of “what-if” possibili2es here.  

The actual forecast is not shown in this narra2ve because it does not require any inputs. It follows a condensed 
audit format, with the added expense categories found in ‘D PY Audit’ and the breakout of non-tradi2onal from 
tradi2onal tui2on found in that same worksheet.   

Users tend to toggle back and forth with this worksheet when making changes to other inputs.  These numbers 
change with the addi2on of but one freshman student or a change in the prospec2ve freshman discount rate by 
one tenth of one percent.  The slightest of changes in dona2ons or prices (tui2on or auxiliaries) also adjust 
performance going forward.  The model coordinator can be quite ac2ve when convening around a table with the 
model on the screen.  This is the most important aspect of the model, provided that users are not tempted to 
magnify op2mis2c inputs.  
  
Some added comparisons are provided aFer the condensed statement of ac2vi2es is presented.  These begin with 
a summary cash flow statement, followed by an analysis of what funds are available for opera2ons.  We found this 
to be necessary because too many were not segrega2ng cash aside for restricted giFs, using donor restricted funds 
for opera2ons.  The net contribu2on from non-tradi2onal opera2ons is then presented.  We expect at least a 40% 
return from these modali2es.  Finally, a breakdown of auxiliary revenues and expense shows progression or lack 
thereof from this important por2on of student revenues.    
  
Each of these reports are cri2cal to understanding the building blocks of ins2tu2onal revenues and are worth 
sharing with the finance commiEee on at lest an annual basis.    
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’R Bal sheets’  
There are no inputs needed for this worksheet. It is only for repor2ng purposes. Recall that the previous year’s 
audited statement of posi2on was entered in ‘D PY Audit’.  That entry has been transferred to the ‘R Bal sheets’ tab.  
Note how cash changes annually, as do the other por2ons of the statement.  

The model calculates certain changes in balance sheet components, based on volumes.  This impacts the following 
reported categories:  

- Other current assets  

- Other long-term assets  

- Current liabili,es  

- Other, non-current liabili,es  
Remember that we are engaging in forecas2ng.  While there could be some abnormal changes in certain of these 
balances, they should track with volume over 2me.   

When looking at the Balance Sheet, carefully review amounts to determine reasonableness.  If something appears 
to significantly vary from normal expecta2on, you can find where the number came from by highligh2ng the cell.  
Such a review and adjustment is cri2cal to the ability for the model to be embraced by users.  
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The composi2on of purpose and 2me restricted dona2ons is broken down just below the balance sheet as well.  
Essen2ally, we treat this area iden2cally to how temporarily restricted net assets were treated in the past.  That is, 
the apprecia2on component of the endowment and split interest investments finds its way to net assets that are 
2me or purpose restricted.  

Just below the recap of ,me and purpose restricted net assets is a lis,ng of ra,os, including the 
CFI, the Department of Educa,on’s Financial Responsibility ra,o and a Debt Service Coverage 
Ra,o *DSCR).   

   
The Debt Service Coverage Ra,o is a commonly used mechanism used by banks to gauge 
financial strength.  The individual calcula,on may vary for each ins,tu,on but we used a 
standard calcula,on here that is common to a number of clients. We begin with net 
unrestricted surplus (deficit) and add back deprecia,on and interest expense to arrive at the 
numerator (theore,cal funds available to service debt). This is then divided by maximum annual 
debt service, which we calculate from the Capital tab. Note that we are including an,ciapted 
lease payments in our calcula,on of maximum annual debt service.  

The details suppor,ng these ra,os are found on the second page of this worksheet.  
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  ’S DOE ra2os’  
This sec,on relies on other values, generated throughout the model.  There is allowance, 
however, for some of the par,cular amounts not typically specified in the financial statements 
to be entered into this form in connec,on with the Primary Reserve Ra,o.  Those entry areas 
are iden,fied in white with black framing.  For many ins,tu,ons, this ra,o is of paramount 
concern and I recommend familiariza,on with the regula,ons to ensure full compliance.  

One example of a manual entry is if there are pledges outstanding on the beginning balance 
sheet.  To the extent that those pledges were made by related par,es (employees and board 
members) that por,on will need to be extracted as unsecured, related party receivables.  The 
model will prompt you with a ques,on PLEDGES? if a total exists for pledges receivable on the 
ini,al balance sheet.    

Staying wit hthe Primary Reserve Ra,o, the amount of Long-Term Debt added back is limited to 
net fixed assets as presented with each balance sheet.  For years ending a'er June 30, 2019, 
only new debt that is used for asset purchases is allowed to be added back.  So, you can’t 
merley borrow more to enhance your score but must match any new borrowings with actual 
purchases of fixed assets.  A line for “post FY 2019 LT debt not incurred for fixed asset 
acquisi,on” has thus been included so that any borrowings that are not connected directly with 
fixed asset acquisi,on can be deducted in establishing “Expendable Net Assets” for the Primary 
Reserve Ra,o. Note also that “Right of Use Assets” are combined with “Fixed Assets” and “Right 
of Use Liabili,es” are combined with “Long Term Debt”.  The assump,on is that the liabili,es 
associated with leases will not exceed the recorded right of use assets.  

For all three ra,os, nota,ons concerning the maximum and minimum scores are included.  A 
score that is higher than the maximum, will be limited to the MAX score.  Similarly, if the score is 
less than the minimum, it will not affect the final ra,o any more than the minimum would.  This 
is important for ra,o strategies. If the Primary Reserve and Equity ra,os are at their highest but 
the CY loss is substan,al, it may be a good ,me to iden,fy where other losses can be recognized 
because the impact of the loss on the overall ra,o has already been maximized as a (0.2).  
  
The best way to improve this ra,o is to post surpluses. Also, we do not recommend aggressively 
paying down debt, in light of its benefits for the primary reserve.  
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’T Scenarios  
As the name implies, it is possible to compare the impact of different inputs on the coming year.  
Changes in revenues will impact some opera,ng expenses.  Also included are capital spending 
op,ons, new building opera,ons costs and changes to the line of credit outstanding. The 
“volume expense factor” cells iden,fy the percentage increases in expenses for each 100% 
increase in associated revenues.  Auxiliaries are pegged at 33% since the cost of food service is 
typically 2/3rds of board revenues and board tends to be half the price of room.  Tradi,onal and 
non-tradi,onal expense impact from changes in volume can thus be es,mated using these two 
percentages.  
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Note the line “Spring Fresh to Fall Soph”.  This reflects the an,cipated rela,onship between the 
popula,on of all students classified as Freshmen in the spring semester of the current year, 
versus the an,cipated popula,on of next Fall’s Sophomores.  Unless there is an,cipated to be a 
significant ini,a,ve to improve reten,on, it is not recommended that this be changed.  Also, a 
larger number on the line above it (Fall Returning Students) can be further enhanced by an 
increase in the Spring Fresh to Fall Soph line.  Proceed with cau,on.  

The “Opera,ng Spending Increases (cuts) line allows for an,cipated spending reduc,ons to be 
recorded but can also have increased spending iden,fied, associated with currently unplanned 
ini,a,ves.    

 Each iden,fied input can be changed to yield similar (though not exact) scenarios that would 
occur if the raw numbers were adjusted throughout the model.  This exercise merely allows for 
more “what if” op,ons, versus wading through the en,re model to input new driving data. The 
goal is for the leadership team to be able to see the impact that changes in inputs have on 
financial outcomes.   
  

NOTE:  In the various scenarios, only enter the inputs you wish to change. Leaving an input cell 
blank means that the “Current Plan” value will be used for that cell.  To test this, all the input cells 
under “Scenario 2” in the Example College data are blank.  The results are iden,cal to the Current 
Plan.  Remember that a zero is not a blank.  The model interprets a zero as a zero.  So, if you want 
to use the Current Plan values, just make sure the cell is blank.  
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’U Pricing Op2ons’  
Another common strategy is to consider a major adjustment in the price / aid calcula,on.  In 
fact, the popularity of this kind of strategy led CFO Colleague to create a separate worksheet to 
demonstrate the impact of typical decisions made in connec,on with a reset.  This tab thus 
allows for scenarios to be calculated, presuming that the previous year’s decisions affect the 
next year, and so on.  There are but four primary inputs but they are all interdependent.  

   
Outcomes are displayed right below the inputs to show the incremental change in revenues due 
to the assump,ons being realized.  The investment in marke,ng is combined for the prepara,on 
year and the first year of the price reset.  Essen,ally, this is designed to iden,fy the levers 
associated with a change in price and financial aid. Significant reduc,ons in net tui,on per 
student will require a material increase in student demand.  The ques,on becomes how 
confident the ins,tu,on is in the presented outcomes.    

   
While there are any number of considera,ons associated with this kind of strategy, let me close 
by highligh,ng the need for substan,al promo,onal ac,vi,es.  This will need to be fleshed out 
by the leadership team before having a revenue party. And, keep in mind that resets are for the 
parents.  The students themselves are hardly phased by such ini,a,ves.  
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‘B Charts’  
Moving back to the second tab, we see eight different graphs depic2ng various performance metrics associated 
with a populated model.  These graphs may be helpful in showing how the realiza2on of plans can transform an 
ins2tu2on’s performance.  Also, they can demonstrate how doing nothing new will yield major problems.  Never 
underes2mate the power of visual learning.  The output is demonstrated on the next page:  
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‘C  Summary’  
Our firm has iden2fied four components of opera2ng financial contribu2on for the typical private ins2tu2on.  They 
are: Tradi2onal, Non-Tradi2onal, Auxiliaries and Other.  The idea behind this presenta2on is to show how the costs 
of tradi2onal opera2ons tend to require a substan2al subsidy by a variety of other ac2vi2es in order for the overall 
opera2on to generate a surplus.  While not an uncommon occurrence it should leave room for careful analysis to 
determine how to reduce the subsidy and to con2nue inves2ng in the areas that enhance it.   

All of the numbers found in the summary are sourced from the worksheet ‘P Fcast 5 yr’ and 2e out to the results 
reported there.  Clients find it to be a simple connec2on of revenues and expenses and a conversa2on starter, at a 
minimum.  It is also easier to explain the components to those whose primary responsibili2es are not financial in 
nature. Also presented are the restricted funds to show their impact as well.  
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Conclusion  
While no approach to forecas2ng is all that simple, this model focuses on breaking down the driving ac2vi2es into 
individual worksheets that can be owned by leadership team members. The alterna2ve is a singular, massive 
worksheet where only the experts enter in data.  And then the expert moves on …  

The hope is that this process will both inform the leadership about how a successful financial outcome can be 
achieved and distribute the ownership of the driving ac2vi2es necessary to achieve forecasted results. There is 
great value in an informed conversa2on.  
  
I would be remiss in not sharing with you that CFO Colleague has successfully deployed this model on scores of 
campuses throughout the US market.  Our staff of professionals can have you up and running in two days or less 
and the cost is far less than what your hourly rate would be in learning this all from scratch.  We would love to add 
you to our list of successful implementa2ons.  
  
  

   Jeff Spear, Founder       Jan Haas, Senior Partner    Jessica Ryals, Partner  
jeff@cfocolleague.com        jan@cfocolleague.com        jessica@cfocolleague.com  
      (740) 507-9180                          (267) 278-4650         (740) 507-6078  

  

    

ABOUT CFO COLLEAGUE  

  
Founded in 2013, CFO Colleague has a team of professional consultants with experDse in a variety of 
operaDonal and financial managerial areas within private higher educaDon.  Our conDngent of professionals 
currently numbers twenty and we have been engaged with over 200 insDtuDons.  

The primary focus of this pracDce is on insDtuDons that tend to be resource constrained.  By applying analyDcal 
pracDces employed in manufacturing, health care and other non-profits, added to extensive experience within 
private higher educaDon, our goal is to transform the insDtuDon toward a sustainable, thriving future.  

 Whether interim leadership is needed, beMer analyDcal tools or a full turnaround, we stand ready to assist you 
to move from surviving to thriving.  

For more informaDon, please review our website:  hMps://cfocolleague.com  

https://cfocolleague.com/
https://cfocolleague.com/
https://cfocolleague.com/

