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Today’s focus

Responding to COVID-19 Across Multiple Horizons

EAB Support for Immediate and Long-Term Challenges

Lets Start with A Paperclip 

March and April

“How do we respond to the 
immediate financial 
challenges of the crisis?”

Summer-Fall 2020

“How bad will things get and 
what difficult decisions and 
trade-offs will we need to 
make?”

End of 2020 and Beyond

“What will competitive 
differentiation and financial 
sustainability look like in a 
radically altered higher 
ed landscape?” 

Emergency Financial 
Management

Repopulation Decisions and 
Fall Contingency Planning

Future Visioning

Support for Immediate 
Financial Decisions, Including:

• Refunds policies

• CARES Act funding analysis

• Contingency planning and 
near-term cost containment

Planning for Fall Delivery and 
Corresponding Financial Impact

• Considerations for bringing 
students safely back to campus

• FY21 financial scenario 
modeling 

• FY21 cost containment 
strategies

Thriving in a New Normal: 
Strategies for Post-COVID-19

• Future of academic program 
demand and delivery

• Competitive differentiation in 
an altered market

• Long-term cost restructuring 
and business model changes

https://www.eab.com/
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ROADMAP
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1
Considerations for Short- and Long-

Term Cost Containment Strategies

2 Walkthrough of Cost Containment Resource Center

3 Cost Containment Strategies in the COVID Environment

4 Q&A

https://www.eab.com/
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5Higher Ed Budget Projections—A COVID Timeline

Source: Bauer-Wolf, J. “More Than 700 Colleges Report Open Spots for Fall,” Education Dive, 5 May 2020; EAB Survey on the Early Financial 
Impact of COVID-19, EAB, April 2020; Jaschik, S. “20% Enrollment Drop Seen,” Inside Higher Education, 4 May 2020; EAB interviews and analysis.   

Mar 13 
Most colleges 
move to remote 
instruction; 
issue room and 
board refunds

May 1
Traditional 
deposit 
day

June 30
End of FY20 
fiscal year (most 
campuses)

Apr 9
ED1 issues first 
guidance on 
CARES Act funding

June 
Budget proposals 
presented to 
boards and 
legislatures (most 
campuses)

August
Start of fall 
term

Median estimated 
losses from COVID 
campus closures as 
a percentage of 
annual OpEx2

3.7%
Of emergency 
costs were covered 
by CARES Act 
funds at more than 
25% of partner 
institutions

<15%
Increase in number of 
institutions reporting 
space available in fall 
2020 class compared 
to 5/1/19

74% 
Decline in fall 2020 
enrollments 
estimated based on 
student survey data

-20%

1) Education Department. 

2) Operating expenditures. 

Most institutions have already 
implemented temporary 

cost-reduction strategies to 
close FY20 budget losses…

…so leaders primarily focused on anticipating FY21 losses—
and evaluating near-term and long-term cost 

reduction strategies to mitigate them

https://www.eab.com/
https://www.educationdive.com/news/how-feasible-are-school-reopening-plans-for-fall/578112/
https://attachment.eab.com/wp-content/uploads/2020/04/BAF-Survey-Results_Partner-Copy_4.16-002.pdf
https://www.insidehighered.com/admissions/article/2020/05/04/surveys-reveal-bleak-picture-colleges-fall
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6Most Cuts Don’t Last

Historical Data Shows Many Institutions Are Worse Off After Labor Cuts

Source: National Center for Education Statistics, Delta Cost Project Database; EAB interviews and analysis.

Time

Three-year 
average labor cost 
growth increased 
after a labor cut at 
67% of institutions

Labor costs surpassed 
previous trajectory 
within three years 
after a labor cut at 
45% of institutions

n = 1,307

Modeled Labor Cost Growth Following Significant Cut

https://www.eab.com/
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7Cutting Into the Bone

Over-Correction Quickly Erases Gains from Labor Cuts 

1) Pseudonym. 

Source: EAB interviews and analysis.

1 Institution cuts labor
Institution institutes 
hiring freeze and lays off 
40+ central admin staff 2 Units short-staffed 

Select units under-staffed 
during busiest time of year

3 Unit managers turn 
to costly alternatives
Leaders use expensive 
overtime and temp agencies 
to temporarily fill in staffing 
needs

4 Institution experiences net loss
Money spent on expensive staffing 
alternatives exceeds money saved 
from labor cuts

Case in Brief: Barnes College1

• Small public baccalaureate in the Midwest

• Implemented hiring freeze and layoffs in central admin to reduce costs, but ultimately saw 
costs increase when unit leaders corrected for reduction with expensive premium labor

https://www.eab.com/
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8Rebasing the Current Cost Structure

Strategies Yield Immediate and Sustainable Savings to Combat Present Losses

Source: EAB interviews and analysis.

Time

Contrasting Rebasing 
Tactics to Cost Cutting

▪ Cuts often go too deep, 
impacting staff’s ability to 
perform needed work and 
leading to costly course 
corrections 

▪ Rebasing tactics reduce 
cost baseline without 
increasing growth rate 
or “cutting into the bone”

▪ Principled approaches to 
cost savings do not 
hinder work processes or 
damage staff morale, 
making them more 
sustainable long-term

Modeled Labor Cost Growth Following 
Principled Savings Tactic Implementation

https://www.eab.com/
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9COVID-19 Playbook for Immediate Cost Savings

Compendium of 60+ Containment Tactics and Implementation Guidance

Source: EAB interviews and analysis.

Functional Categories

Contains 67 distinct tactics 
organized into nine categories:

• Benefits Vendor Management

• Compensation

• Employee Stipends and Perks

• Fringe Benefits

• Health Benefits

• Overtime

• Personnel Decisions and 
Staffing

• Physical Plant and Real Estate

• Purchasing and Procurement

Snapshot of the Cost Containment Tactics

Access the compendium here. 

https://www.eab.com/
https://eab.com/research/business-affairs/toolkit/covid-19-administrative-cost-containment-playbook/
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10Looking Beyond the Immediate Crisis

Best Practice Approach to Cost Cutting Is Slowing Growth Over Time

1) Assuming non-labor cost growth of national median 4.5%. Source: National Center for Education Statistics, Delta Cost 
Project Database; EAB interviews and analysis.

Ideal Labor Cost Growth Over Time 

Time

3.05%

2.45%

1.85%

1.24%

0.62%

Year 5

Year 4

Year 3

Year 2

Year 1

Operating Budget Reduction from 
Slowing Cost Growth from 4.5% 
to 3.5%1

https://www.eab.com/
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11EAB’s Cost Containment Resource Center

500+ Tactics to Address Immediate Shortfalls and Slow Growth Over Time

Source: The Essential Guide to Cost Containment Strategies 
for Higher Education; EAB interviews and analysis. 

• Includes over 500 individual 
cost management 
strategies

• Represents 12+ years of 
EAB research

• Tactics organized by time to 
achieve savings (short v 
long-term) and type

• Labor

• Workflow and org 
design

• Academic affairs

• Spend and contracts

• Technology and IT

• Facilities and 
Auxiliaries

• Features short diagnostic to 
help leaders navigate to 
most relevant tactics

https://www.eab.com/
https://eab.com/research/strategy/resource-center/essential-cost-containment-strategies-for-higher-education/
https://eab.com/research/strategy/resource-center/essential-cost-containment-strategies-for-higher-education/
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1 Considerations for Short- and Long-Term Cost Containment 
Strategies

2
Walkthrough of Cost Containment 

Resource Center

3 Cost Containment Strategies in the COVID Environment

4 Q&A

https://www.eab.com/
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13A Virtual Tour of the Resource Center

Source: The Essential Guide to Cost Containment Strategies 
for Higher Education; EAB interviews and analysis. 

eab.com/costcontainment

https://www.eab.com/
https://eab.com/research/strategy/resource-center/essential-cost-containment-strategies-for-higher-education/
https://eab.com/research/strategy/resource-center/essential-cost-containment-strategies-for-higher-education/
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1 Considerations for Short- and Long-Term Cost Containment 
Strategies

2 Walkthrough of Cost Containment Resource Center

3
Cost Containment Strategies in the 

COVID Environment

4 Q&A

https://www.eab.com/
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15Tactics for Discussion

A Closer Look at Select Practices from the Resource Center

Source: EAB interviews and analysis. 

Tactic
Type of Savings 
Opportunity

Savings 
Time Horizon

Corresponding 
Resource(s)

Furloughs Labor Savings Near-term COVID-19 
Administrative Cost 
Containment 
Playbook

Academic Resource 
Reallocation 
Analyses

Academic Affairs Near-term • Breaking the Cost 
Quality Tradeoff

• 10 “No-Regrets 
Analyses

Shared and 
Centralized 
Administrative 
Services

Workflow and Org 
Design

Longer-term • Design a Shared 
Services Model 
that Reflects 
Campus Priorities

• Shared Services 
Primer

Energy Savings Facilities and 
Auxiliaries

Longer-term Energy Reduction 
Strategies in Higher 
Education

1

2

3

4

https://www.eab.com/
https://eab.com/research/business-affairs/toolkit/covid-19-administrative-cost-containment-playbook/
https://eab.com/research/academic-affairs/study/breaking-the-trade-off-between-cost-and-quality-2/
https://eab.com/insights/infographic/it/10-no-regrets-analyses/
https://eab.com/research/business-affairs/roadmaps/design-a-shared-services-model-that-reflects-campus-priorities/
https://eab.com/research/business-affairs/resource/shared-services-primer/
https://eab.com/research/facilities/study/energy-reduction-strategies-in-higher-education/
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1. Furloughs

Adapting Furlough Plans to COVID Realities

How Today’s Policies Are Differing from the Great Recession’s

Source: Arizona State University, “Message from President Michael Crow”; University of California, Furlough Proposal; Utah 
State University, “Mandatory Furlough Required of All Utah State University Employees”; EAB interviews and analysis.

Post-Great Recession
Immediate 
COVID Response

Future COVID Projections

Affected 
institutions

Most common at public 
institutions, with some states 
mandating for all state 
employees

Public and private institutions 
enacting

Likelihood that some 
states and systems will 
mandate as they grasp 
magnitude of budget deficits

Targeted 
staff

All administrative staff, 
though number of furlough 
days required varied by salary

Staff who cannot perform 
duties remotely, commonly 
those in auxiliaries 

May see more targeted 
announcements across 
summer if on-campus 
activities cannot resume

Duration Short duration, amount of 
furlough days required of each 
employee defined upfront 
(typically fewer than 20 days)

Longer-term, some indefinite 
(i.e., expected to last 
through summer to start of 
2020-21 academic year)

More institutions likely to 
create tiered plans with 
furlough durations varying by 
paygrade if they target staff 
more broadly

Select Furlough Savings from the Great Recession

Furloughs (10-15 days) yielded 
$24 million in savings in 
FY09, which was 40% of their 
required budget reduction

System-wide furloughs (11-26 
days) yielded $184 million in 
savings in FY09-FY10, which was 
25% of their budget shortfall

Furloughs (5 days) yielded 
$3.36 million in savings in 
FY09, which was 60% of their 
required budget reduction

https://www.eab.com/
https://asunow.asu.edu/content/message-president-michael-crow
https://regents.universityofcalifornia.edu/regmeet/jul09/j2.pdf
https://www.usu.edu/today/story/mandatory-furlough-required-of-all-utah-state-university-employees
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17Supporting Staff Through Long-Term Furloughs

Select Institutions Crafting Policies that Reflect Staff Needs Amid Pandemic

Source: University of Michigan, “A COVID-19 update from President Mark S. Schlissel” and ”Coronavirus Finances FAQs”; Marquette 
University, “University response to economic effects of COVID-19”; University of Oregon, “President announces staffing reductions 
due to COVID-19” and “COVID-19: Employment Changes and Employee Benefits”; EAB interviews and analysis.

University of Oregon’s 
Coordinated Program

Developed UO Extended 
Benefits Program in 
consultation with unions to 
reduce employee hardships

Employees receive minimum 
30-day paid notice and 
continued health insurance 
at same rate

Putting 282 employees on 
leave-without-pay status 
until August 31, 2020

For more info about Oregon’s 
program, click here

Marquette University’s 
Robust Benefits Package

Furloughing 250 employees

Institution will pay both
the employer and employee 
portions of health insurance 
premiums

Tuition remission benefits 
as well as vacation time 
and sick leave accruals will 
continue while furloughed

Employees allowed to use 
remaining vacation days

For more info about Marquette’s 
furlough benefits, click here

University of Michigan’s 
Voluntary Staff Furloughs

With unit approval, staff can 
voluntarily take an unpaid 
furlough for 60-120 days

For more info about Michigan’s 
voluntary furloughs, click here

Emphasizes employees will 
be eligible for unemployment 
($362 maximum state weekly 
benefit and $600 weekly 
federal supplement)

Employees will receive 
continued benefits and job 
security (unit will hold their 
position to return to at the 
end of the approved period)

https://www.eab.com/
https://president.umich.edu/news-communications/letters-to-the-community/a-covid-19-update-from-president-mark-s-schlissel/
https://coronavirus.umich.edu/finances/
https://www.marquette.edu/email/today/coronavirus-staff-4-08-20.php
https://around.uoregon.edu/content/president-announces-staffing-reductions-due-covid-19
https://hr.uoregon.edu/covid-19-employment-changes-and-employee-benefits
https://hr.uoregon.edu/covid-19-employment-changes-and-employee-benefits
https://www.marquette.edu/email/today/coronavirus-staff-4-08-20.php
https://coronavirus.umich.edu/finances/
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18Sample Tiered Furlough Plans

Learning from Peer Policies and Staff Communications

1) Staff making more than $150K are subject to pay reductions of 17-20%.

Source: University of Arizona, Employee Furlough and Pay Reduction Programs; EAB interviews and analysis. 

Income 
Bracket

Furlough 
Days

Equivalent 
% Pay 
Reduction

<$44.5K 13 5%

$44.5-75K 26 10%

>$75-150K 39 15%

The University of Arizona’s
2020-21 Tiered Furlough Plan1

Projected Revenue Loss- $250M

• Staff must take at least 8 hours of furlough 
time each pay period until days are fulfilled

• Furlough leave does not affect benefit 
eligibility, though benefits calculated as a 
percentage of earnings (e.g., life insurance) 
will be reduced slightly

• Staff continue to accrue vacation and sick 
leave at regular rate

• For FAQ and sample staff communications 
from the University of Arizona, click here. 

Archived Tiered Furlough Plans 
from the Great Recession (2009-2011)

• Morgan State University

• Oregon State University

• University of Louisiana Monroe

• University of Toledo

Additional EAB Guidance on 
Implementing Furloughs

How leaders are supporting employees 
through difficult budget decisions

4 tips for communicating staff 
furloughs during COVID-19

https://www.eab.com/
https://hr.arizona.edu/FY-2020-2021-Furlough-Program
https://hr.arizona.edu/FY-2020-2021-Furlough-Program
https://www.morgan.edu/Documents/ADMINISTRATION/OFFICES/HR/newsletters/Nwsltr1109.pdf
https://www.gazettetimes.com/news/local/osu-furlough-details/html_fa035792-e4f8-11de-81ff-001cc4c002e0.html
https://www.ulm.edu/hr/documents/furlough_plan7_21_2009.pdf
https://news.utoledo.edu/index.php/08_31_2009/ut-furlough-program-details
https://eab.com/insights/expert-insight/business-affairs/furloughing-staff-during-covid-19-how-leaders-are-supporting-employees-through-difficult-budget-decisions/
https://eab.com/insights/video/business-affairs/tips-for-communicating-staff-furloughs-during-the-covid-19-pandemic/
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2. Academic Resource Reallocation Analyses

Source: Business Affairs Forum interviews and analysis.

Academic Cost Drivers and Savings Opportunities

“No-Regrets” Analyses Help Leaders Balance Quality and Resource Limitations

EAB’s Ten “No-
Regrets” Analyses

• Foundational 
academic data 
analyses for BI 
teams to run 

• Analyses isolate  
key academic cost 
drivers and savings 
opportunities

• BI teams should 
provide analyses to 
department chairs 
and deans to 
enhance resource 
allocation decisions

• Download the 
infographic here

https://www.eab.com/
https://www.eab.com/-/media/EAB/Research-and-Insights/ITF/Infographics/30667_EAB_ITF_Infographic_Final_NoCrop.pdf
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20Reallocating Rather Than Cutting

How to Leverage the No-Regrets Analyses to Generate Fungible Resources

Source: EAB interviews and analyses. 

Reduce spending 
on non-tenure 
stream staff

Increase credit 
hours produced 
by faculty

Reduce number 
of sections 
offered

• Consolidate under-filled 
sections

• Limit offerings of non-
essential small courses 

• Reduce course repeats by 
improving pass rates

• Reduce non-essential 
curricular requirements

• Reduce the number of 
part-time instructors

• Share support staff across 
small academic units

• Increase the fill rates of 
courses (within the cap set 
by faculty)

• Assess administrative course 
releases for necessity

• Evaluate research course 
releases for impact

Reallocate Resources to Higher Priority and Higher Impact Activities:

• Accommodate mandated budget cuts 
without negatively impacting students

• Add sections to bottleneck courses

• Launch new academic programs

• Increase research capacity in 
targeted areas

• Increase support for graduate programs

• Allocate more faculty time to experiential 
learning or high impact practices

https://www.eab.com/
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CBOs Increasingly Considering Full Range of Options for Cost Containment

3. Shared and Centralized Administrative Services

Source: EAB interviews and analysis.

The Many Faces of Scaled Services

Campus-Wide Shared 
Service Center

A single shared service center 
fulfills all transactional work, 
maintaining customer focus

Consortia

Multiple institutions, 
usually close in proximity 
and mission, partner 
together for select services

Shared Service Hubs

One or more shared service 
centers fulfill transactional 
work, focusing on serving 
one segment of customers 

System Shared Services

Institutions within a 
university system create a 
shared service center to 
serve multiple campuses

Spectrum of Organizational Options for Achieving Scale

Outsourcing

Institutions contract 
an external party to 
provide services

Less Scale Greater Scale

Centralization

Transactional work 
absorbed into the 
existing central 
administrative function

Resources to Support Scaled Services Evaluation and Migration

• Shared Services Primer

• Shared Services 
Consolidation Diagnostic

• Shared Services 
Design Roadmap

• Consolidation Change 
Management Roadmap

• Compendium of Shared 
Services Profiles

• Optimizing Outsourcing 
Arrangements Whitepaper

https://www.eab.com/
https://eab.com/research/business-affairs/resource/shared-services-primer/#ssrd
https://eab.com/insights/expert-insight/business-affairs/target-high-volume-high-frustration-processes-for-initial-shared-services-migration/
https://eab.com/research/business-affairs/roadmaps/design-a-shared-services-model-that-reflects-campus-priorities/
https://eab.com/research/business-affairs/roadmaps/ease-the-transition-to-shared-services-with-a-plan-for-common-change-management-hurdles/
https://eab.com/research/business-affairs/resource-center/compendium-of-shared-services-profiles/
https://eab.com/research/facilities/whitepaper/optimizing-outsourcing-arrangements-in-facilities/
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22Developing Inter-Institutional Partnerships

Range of Opportunities to Share Costs and Drive Greater Buying Power

1) The Claremont Colleges Services Source: The Claremont Colleges Services, Claremont, CA; Source: “St Mary’s and partners recognized for efficient shared services 
program,” St. Mary’s University, June 15, 2017; Council of Independent Colleges in Virginia, Bedford, VA; Hollins University, 
Roanoke, VA; Medical University of South Carolina, Charleston, SC; St. Mary’s University, Halifax, NS; EAB interviews and analysis.

The Claremont College Services (TCCS) 
Seen as “Gold Standard” of Higher 
Education Consortia…

…But Not Every Consortium 
Needs to Be a Claremont

Participates in Charleston 
Higher Education 
Procurement Alliance 
(CHEPA) with The Citadel, 
College of Charleston, and 
Trident Technical College

As part of the Council of 
Independent Colleges in 
Virginia (CICV) collectively 
purchases insurance and 
retirement plan at 
discounted rates

Through the Nova Scotia 
Higher Ed IT Shared 
Services Program, shares a 
central IT project 
management office and 
Microsoft contract with 10 
other institutions

Coming July 2020: Compendium of Higher Ed 
Partnership Opportunities 

Menu of over 70 existing cost-sharing partnerships 
formed between higher ed institutions

30+ shared services activities in areas 
such as finance, IT, and student services 
that member institutions can choose from 

Shared Workday system aligns 
recruitment, hiring, onboarding, payroll, 
and performance management processes

Independent 501(c)(3) that provides 
central academic and admin support for 
seven partner institutions

https://www.eab.com/
https://news.smu.ca/news/2017/6/15/saint-marys-and-partners-recognized-for-efficient-shared-services-program
http://www.cicv.org/About-Us.aspx
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Institutions Must Pursue Lifetime of Interventions to Correct for Building Drift

4. Energy Savings

Source: EAB interviews and analysis.

It’s Not Easy Being Green

Energy Drift With and 
Without Recommissioning

Section 2: Correct for 
Inevitable Energy Drift with 
Targeted Recommissioning

Section 4: Scale Up 
Investments in Continuous 
Commissioning Teams 
and Technologies

Section 3: Invest in Energy 
Retrofits to Secure Greater 
Utilities Savings and Reset 
Building Efficiency

Time

E
n
e
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y
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s
e

Time Time

Energy Drift With and 
Without Retrofits

Energy Drift With and 
Without Continuous 
Commissioning

Our Energy Reduction Strategies in Higher Education Whitepaper Outlines Interventions to 
Correct for Building Drift and Lower Total Cost of Ownership:

Energy trend 
without intervention

Energy trend 
with intervention

Point of intervention

E
n
e
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y
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s
e

E
n
e
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y
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s
e

https://www.eab.com/
https://attachment.eab.com/wp-content/uploads/2020/04/PDF-FF-Energy-Reduction-Strategies-in-Higher-Education.pdf#page=24
https://attachment.eab.com/wp-content/uploads/2020/04/PDF-FF-Energy-Reduction-Strategies-in-Higher-Education.pdf#page=40
https://attachment.eab.com/wp-content/uploads/2020/04/PDF-FF-Energy-Reduction-Strategies-in-Higher-Education.pdf#page=30
https://attachment.eab.com/wp-content/uploads/2020/04/PDF-FF-Energy-Reduction-Strategies-in-Higher-Education.pdf
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How UVA’s Team Broke Through Efficiency Stall Points

Source: “Delta Force Program,” Sustainability UVA; M Kelly, “Delta Force Trims Clark Hall Costs by Nearly 
Two-thirds,” UVA Today, 2018; University of Virginia, Charlottesville, VA; EAB interviews and analysis.

Energy Retrofits Secure Greater Utilities Savings

1
Free energy audit 
of building

2
Current bulbs replaced 
with LEDs

3
HVAC and other retrofits 
implemented, funded by the unit 
plus 25% interest to replenish fund

Delta Force Takes on Clark Hall

Retrofits of academic/lab building included:

• Converting all lighting to LEDs

• Installing low-flow toilets and sink 
aerators

• Upgrading HVAC controls

• Repairing the energy recovery system

• Scaling back airflow rates in labs

Results: 67% drop in energy costs; carbon 
emissions lowered by 3,000+ tons annually

Before After

Delta Force Program

• Who: Interdisciplinary team of Office of 
Sustainability staff, Facilities staff, and 
external professionals

• What: Retrofitting and recommissioning 
task force operating through a green 
revolving fund model

• Results: $20 million in avoided energy 
costs since 2007

• How: Staged approach to retrofits

https://www.eab.com/
https://sustainability.virginia.edu/programs/deltaforce.html
https://news.virginia.edu/content/delta-force-trims-clark-hall-costs-nearly-two-thirds
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1 Considerations for Short- and Long-Term Cost Containment 
Strategies

2 Walkthrough of Cost Containment Resource Center

3 Cost Containment Strategies in the COVID Environment

4 Q&A

https://www.eab.com/
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26Ask Us Anything

Kaitlyn Maloney
Senior Director
KMaloney@eab.com

Ann Lippens
Managing Director
ALippens@eab.com

https://www.eab.com/
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27How EAB Supports Crisis Response and Recovery

Visit our resource center now: 

eab.com/COVID19

Interested in talking to an EAB expert 
about your COVID-19 challenges? 

Complete the exit survey

Incoming and Current 
Student Retention 

Enrollment and Academic 
Program Strategy

Research, Advancement, and 
Community Outreach

Budgeting and Financial 
Modeling

Organizational Transition 
and Transformation 

Support for Immediate Challenges Strategy Through the Crisis and Beyond

https://www.eab.com/
http://www.eab.com/COVID19
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28Please Fill Out the Exit Survey!

• As you exit the webinar, you will be 
directed to an evaluation that will 
automatically load in your web browser.

• Please take a minute to provide your 
thoughts on the presentation.

THANK YOU!

https://www.eab.com/
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