
OFFICE OF THE BOARD OF TRUSTEES 

Public Meeting Notice 

September 15, 2026 

TO:   Southern Oregon University Board of Trustees 

FROM: Sabrina Prud’homme, University Board Secretary 

RE:  Notice of Retreat of the Board of Trustees 

The Southern Oregon University Board of Trustees will hold a retreat meeting on the 
date and at the location set forth below. 

There are no action items on the agenda. 

The board will receive updates on the SOU Vitality Plan’s implementation including 
discussions about the university mission and vision, the connection of SOU’s 
Strategic and Vitality Plans, and a demonstration of the implementation reporting 
tool and next steps. Additional information and discussion items include SOU 
Vitality Plan wrap-up and a wrap-up discussion of the retreat. 

The meeting will occur as follows: 

Friday, September 18, 2026 
2:00 p.m. to 5:30 p.m. (or until business concludes) 
Members of the public may view the proceedings at https://sou.zoom.us/j/89537523200 
at the time of the meeting. 
Materials for the meeting are available at governance.sou.edu.  

If special accommodations are required, please contact Holly Frazier at (541) 
552-8055 at least 48 hours in advance.

Churchill Hall, Room 107 • 1250 Siskiyou Boulevard  •  Ashland, Oregon 97520-5015 

(541) 552-6060 •  governance.sou.edu  •  trustees@sou.edu

mailto:trustees@sou.edu
https://sou.zoom.us/j/89537523200
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September 18, 2026



SOU Land Acknowledgment
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Call to Order / Roll / Declaration of a Quorum
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Retreat of the Board of Trustees 
 

Friday, September 18, 2026 
2:00 – 5:30 p.m. (or until business concludes) 

Zoom: https://sou.zoom.us/j/89537523200 
 

          Please note: times are approximate and items may be taken out of order. 
 

 

2:00 p.m. 1 Call to Order/Roll/Declaration of a Quorum  
 1.1 Welcome and Opening Remarks Vice Chair Liz Shelby 
    
 1.2 SOU Land Acknowledgment Vice Chair Liz Shelby 
    
 1.3 Roll Call and Declaration of a Quorum Sabrina Prud’homme, SOU, 

Board Secretary 
    
 1.4 Agenda Review Vice Chair Liz Shelby 
    
2:10 2 SOU Vitality Plan Implementation Update  
    
  2.1    SOU Mission and Vision: Discussion of  

         Next Steps 
President Bailey 

    
  2.2    Connecting the SOU Strategic and Vitality  

         Plans: Discussion of Progress 
President Bailey 

    
  2.3    Vitality Implementation Reporting Tools:  

         Demonstration and Discussion 
Project Management 
Contractors Brad Earl, 
Jennifer Lind, Haylee Ulrey 

    
4:50 3 Next Steps President Bailey 
    
5:20 4 Retreat Wrap-Up  Vice Chair Liz Shelby 
    
5:30 p.m. 5 Adjournment Vice Chair Liz Shelby 
    

https://sou.zoom.us/j/89537523200


SOU Vitality Plan: Implementation Update

For Reference - Final SOU Vitality Plan

LINK URL: https://sou.edu/president/wp-content/uploads/sites/8/2026/07/FINAL-Vitality-Plan-2026-v7.pdf

6

https://sou.edu/president/wp-content/uploads/sites/8/2026/07/FINAL-Vitality-Plan-2026-v7.pdf


Implementation Plan Reporting: 
Demonstration and Discussion
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Southern Oregon University 
Board of Trustees 

RESOLUTION  
SOU Vitality Plan 

Whereas, the Board of Trustees of Southern Oregon University (the “Board”), in 
service to the State of Oregon and the Southern Oregon region, is responsible for the 
governance of Southern Oregon University ("University") and is charged with 
supporting the long-term sustainability, fiscal integrity, and operational viability of the 
University to help meet the education and workforce needs of the region and State; and 

Whereas, the Board of Trustees recognizes that the environment in which 
students, employees, and the university may thrive cannot be met fully in the current 
financial condition of the University, despite prior actions to reduce expenses and grow 
or preserve revenue; and  

Background and Collaboration with the State 

Whereas, the Board has exercised consistent fiduciary oversight by authorizing 
and monitoring comprehensive stabilization efforts, including but not limited to the 
2023 SOU Forward Plan to eliminate approximately $13 million     in expenses and 
diversify revenue; the 2025 SOU Resiliency Plan to achieve over $10 million in savings 
through targeted labor and operational reductions; the 2026 strategic restriction of net 
proceeds from the sale of excess University properties to ensure disciplined 
reinvestment; and a 2026 targeted enrollment growth initiative; and  

Whereas, facing a projected exhaustion of operating cash by the end of Fiscal 
Year 2026, the University collaborated with the state Governor, the Oregon 
Legislature, and the Higher Education Coordinating Commission ("HECC") to secure 
$15,000,000 in emergency bridge funding via House Bill 5204, which is conditioned 
upon the development of a plan to achieve a balanced budget for the 2027-29 biennium 
and long-term structural financial sustainability; and  

Whereas House Bill 5204 awarded an additional $500,000 to the HECC to 
support the University’s development of a long-term financial sustainability plan, and 
the HECC secured the services of the consulting firm, Deloitte, to support the 
development of a plan; 
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Board of Trustees Direction 

Whereas, among other actions and directives, on May 8, 2026, the SOU Board 
acknowledged and formally accepted receipt of the “Option Path to Sustainability” 
(“Option Path”) plan prepared by Deloitte’s consultants. Furthermore, the Board 
determined that the recommendations of the Option Path required SOU’s independent 
evaluation. Furthermore, the Board indicated its intent to act in good faith to use the 
Option Path as a resource to help SOU achieve long-term financial sustainability 
through comprehensive institutional redesign. Accordingly, the Board directed the 
University Administration to evaluate the recommendations of the Option Path and 
create an SOU Vitality Plan, as well as a comprehensive Implementation Plan, to 
achieve financial stability by the end of Fiscal Year 2027 and longer-term financial 
sustainability through the next biennium; and 

Whereas, assuming full receipt, the $15,000,000 in emergency bridge funding 
will be depleted by the end of Fiscal Year 2027, there is an institutional and Board 
imperative upon the University Administration to ensure the SOU Vitality Plan is fully 
deployed and the University achieves a balanced budget with fiscal and operational 
sustainability through the 2027-2029 state biennium; and 

The SOU Vitality Plan 

Whereas, the University Administration, in alignment with this directive and in 
consultation with student, faculty, and staff governance and union partners, has 
delivered the SOU Vitality Plan (see Attachment A); and 

Whereas the SOU Vitality Plan outlines an academic, financial, and operational 
transformation that redefines the university as one that is uniquely tied to the region 
and embraces the changing higher education landscape in four fundamental ways:  

1. The plan implements a total re-engineering of institutional identity, pivoting
toward a hyperlocal, place-based pedagogical distinctiveness;

2. The plan incorporates a $20,000,000 financial overhaul through a combination of
cost savings and revenue generation that will, unfortunately, affect 65.62 full-
time equivalent positions spanning faculty, classified staff, and unclassified
staff;

3. The framework downsizes the institutional administrative footprint, and aspires
to broader partnerships with educational institutions and community entities;
and
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4. The model requires auxiliary units to move toward self-sufficiency, stripping
away historical General Fund dependencies, and

Whereas, the board has the authority to establish, eliminate, control, or
substantially reorganize academic programs and units of operation, and understands 
that the SOU Vitality Plan calls for academic program eliminations and modifications; 
workforce reductions; expenditure reductions; restructuring and reorganization; 
operational downsizing; and related enrollment and revenue considerations for these; 
and 

 Whereas, the SOU Vitality Plan will ensure that SOU can continue offering 
high-quality academic and extra-curricular programs, supportive services for SOU 
students, collaborative community partnerships, and targeted services to the 
community as a regional institution, despite the budget reductions necessary to 
maintain the fiscal stability of SOU; Now therefore, 

Deferring Action on University Mission and Vision Statements 

Be it resolved, that the Board of Trustees of Southern Oregon University 
acknowledges the proposed Mission and Vision Statements articulated within the SOU 
Vitality Plan as aspirational indicators of the university’s strategic transformation; and 
the Board determines that formal adoption of a new mission statement is a separate 
and significant governance action; and 

Be it further resolved, that the Board intends, in due course and following 
appropriate deliberation, to consider proposed University Mission and Vision 
Statements with input from the SOU community; and that upon the Board's formal 
approval of a revised University Mission Statement, the Board and the University 
President shall forward that statement to the Higher Education Coordinating 
Commission (HECC), as required by state law;  

Approval of the SOU Vitality Plan 

Be it further resolved, the Board of Trustees hereby formally approves and 
adopts the SOU Vitality Plan, and directs the University Administration to 
immediately begin executing the plan’s strategic recommendations to secure a thriving, 
sustainable future for SOU; 

Be it further resolved, that the Board mandates adherence to the primary fiscal 
target of twenty million dollars ($20,000,000) in ongoing structural budget 
improvements, thereby stabilizing the institution's core Education and General (E&G) 
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Fund for budgeted operations and insulating the University from budget deficits and 
liquidity shortfalls to achieve a balanced university budget for the 2027-2029 biennium; 

Be it further resolved, the University President is directed to take such actions 
as may be required to achieve the strategic academic, financial, and operational targets 
outlined in the plan, consistent with applicable laws, policies, contracts, and Board 
actions and statements—including existing delegations of authority. To this end, the 
University President is authorized to execute the proposed academic modifications, 
including the elimination of the following undergraduate majors: 

● Human Service;
● Music Industry and Production; and
● Financial Mathematics.

Be it further resolved, that the University shall submit these significant changes
in the university’s academic programs to the Higher Education Coordinating 
Commission; 

Be it further resolved, that any reference to the “provisional” nature of the SOU 
Vitality Plan acknowledges the requirements of the University’s collective bargaining 
agreements with the Associated Professors of Southern Oregon University (APSOU) 
and the Service Employees International Union (SEIU) Local 503, Sub-local 84; 
however, this “provisional” designation shall not be construed to invalidate or diminish 
the Board’s formal approval of the SOU Vitality Plan, nor the collective bargaining 
agreements of these organizations; Further, in instances if the SOU Vitality Plan 
requires adjustments to established terms of these agreements, the University 
President is authorized in existing delegations of authority to act on all personnel and 
employment matters and shall do so ensuring that all SOU Vitality Plan activities 
remain both compliant with labor contracts and dedicated to the successful 
achievement of the SOU Vitality Plan’s objectives.  

Be it further resolved, the University President is granted the authority to make 
incidental and necessary adjustments to the plan consistent with the Board’s existing 
Bylaws and Delegations of Authority; provided, however, that all such adjustments be 
disclosed to the Board in the monthly progress report, and any proposed changes 
deemed significant in scope or impact, or outside of the Board’s existing delegation of 
authority to the University President, shall be submitted to the Board for formal review 
and approval prior to implementation;   
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Implementation of the SOU Vitality Plan 

Be it further resolved, that the University Administration shall, nonetheless, 
ensure the completion of the academic, financial, and operational transformation 
activities necessary to fully execute the SOU Vitality Plan by June 30, 2027; 

Be it further resolved, that the Board directs the University Administration to 
build upon the high-level implementation framework created to produce a 
comprehensive and corresponding Implementation Plan for the SOU Vitality Plan that 
includes high-level objectives; articulates a disciplined implementation approach; 
distinguishes activities within and outside the University’s control; establishes 
academic, financial and operational milestones with discrete schedules; assigns 
responsibilities; identifies key dependencies on specific people, departments, or external 
entities; identifies and addresses legal and compliance risks with mitigation strategies; 
and establishes an internal governance structure for the plan’s implementation 
including a project team with defined roles, escalation paths, and communication plans; 

Be it further resolved, that each major milestone defined in the SOU Vitality 
Plan and related Implementation Plan must be tied to a schedule and to financial 
benchmarks, against which progress can be measured, monitored, and reported to the 
board  regularly; 

Be it further resolved, that for implementation activities requiring coordination 
with or approval from external parties, the University Administration shall work with 
the HECC, other public universities, community colleges, and/or other relevant third-
party organizations, while ensuring that all University actions fully maintain the 
University’s regional accreditation; Furthermore, for any necessary changes required in 
state law or administrative rules to implement the plan, the University Administration 
is directed to identify and pursue such changes with the Governor, HECC, and 
legislative leaders, as appropriate, and keep the Board abreast of these items in a 
timely manner;  

Monitoring and Oversight 

Be it further resolved, that the University Administration shall, on a monthly 
basis, provide a written financial report and, in applicable board meetings, provide the 
Board with the latest available financial reports of the university: cash flow forecast, 
Education and General budget report, and the All-Funds budget report, with updated 
key assumptions, as prepared for the Higher Education Coordinating Commission; and 
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Be it further resolved, that the University Administration shall, on a monthly 
basis provide a written programmatic implementation progress report, and in 
applicable board meetings, discuss such progress reports on the implementation of the 
SOU Vitality Plan, as the board deems necessary and appropriate. These reports must 
explicitly discuss SOU’s transformational performance and progress against established 
academic, financial, and operational benchmarks, including schedule and financial 
milestones; updates on major activities; significant changes in the overall plan;  and the 
identification of any challenges or barriers to progress; and 

Be it further resolved, that the University Administration shall notify the Board 
within three (3) business days of identifying any legal, fiscal, operational, or compliance 
issue that threatens the execution or success of the SOU Vitality Plan, compromises the 
mission of the University, necessitates significant changes or a departure from the 
established plan, or is projected to require the use of contingencies; in such instances, 
any projected or actual deviation from the plan’s stated schedule or financial milestones 
must be accompanied by a formal written assessment with a plan of action outlining 
clear alternative measures and actionable solutions to return the University to a 
successful trajectory; and 

Be it further resolved, that to actively support the administration and maintain 
firm fiduciary oversight, especially during the initial critical months of this 
transformation, the Board of Trustees commits to meeting on an as-needed basis via 
Zoom through October 15, 2026; and 

Be it finally resolved, that the board acknowledges the profound human and 
community impact of the forthcoming structural changes to SOU’s budget and that will 
come from implementing the SOU Vitality Plan; yet, the Board of Trustees of Southern 
Oregon University determines that the difficult actions of this Resolution are 
necessary to honor the trust placed in this Board of Trustees and to preserve the long-
term viability of Southern Oregon University, ensuring it remains a beacon of learning 
and opportunity for students, the Southern Oregon region, and the State of Oregon, 
both now and for generations to come. 

DATE: June 18, 2026 

VOTE: 
Bailey Non-Voting 
Barry Yes 
Buckley Yes 
Chavez Yes 
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Clough Yes 
Everson Yes 
Fuentes Yes 
Geryak Non-Voting 
Harwood Yes 
King Yes 
Kruger Yes 
Lee Yes 
Santos Yes 
Schepmann Yes 
Shelby Yes 
Stephenson Yes 
Thalden Yes 

Recorded by, 

_________________________  
Sabrina Prud’homme  
University Board Secretary 
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SOU Trustees Implementation Plan

· High level objectives
· Disciplined implementation approach
· Defines activities within and outside SOU’s control
· Academic, financial and operational milestones tied to a schedule and financial benchmarks schedules
· Assigns responsibilities
· Identifies key dependencies on specific people, depts., or external entities
· Identifies and addresses legal and compliance risks
· Establishes internal governance structure for the plan’s implementation
· Project team with defined roles, escalation paths, and communication plans

Reporting Requirements

Financial
· Monthly written financial report
· As applicable, financial reports, cash flow forecast, E&G budget report, All-Funds budget report with key assumptions
(aligns with HECC)

Programmatic Implementation Progress Report
· Monthly written implementation progress report
· Transformational performance and progress against established academic, financial and operational benchmarks
· Updates on major activities
· Significant changes in the overall plan
· Identification of any challenges or barriers to progress

Checklist Created from Board Resolution
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Vitality Plan – Project Update

SOU leadership and the project management team will provide an 
update to the Board of Trustees on the implementation of the Vitality 
Plan. The two primary topics for the meeting are:
1. Demonstrate the features of the newly designed Vitality Plan

Dashboard
2. Discuss Vitality Plan progress – along with a more detailed

description of the implementation workstreams currently in
progress.
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Vitality Plan Workstreams

WORKSTREAMS identified in the Vitality Plan are prioritized and each 
workstreams has or will have the following:
• Internal Cabinet level sponsor and owner(s) with progress report

cadence
• Timeline with clear deadlines
• Implementation plan with named resources, and identified culture

change components
• From/to statement (from what to what by when)
• Assigned  implementation team members as needed
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Vitality Plan Workstreams

FTE Management and Cost Saving Initiatives
Curriculum Redesign
Student Affairs
Administrative Footprint
Auxiliary Programs
Revenue Diversification

CULTURE
Enrollment Future

State

18



S OUTH E R N  O R E G O N  UN IVE R S ITY  (S OU )

Monthly Financial Update
Vitality Plan dashboard · For the period ending August 18, 2026

This packet is a preliminary snapshot of the Vitality Plan dashboard while it is being built. It pulls a few pages out of the live dashboard to
show the shape of what is coming: the financial statements, the cash outlook, enrollment and each workstream's status in one place,
refreshed as SOU Finance publishes every monthly report. At the meeting the board will see the live dashboard itself, in motion and carrying
more than these pages, and it will look different from this document.

The figures are the ones in the monthly reports SOU Finance has already provided to the board, shown exactly as published, with computed figures labeled as
computed. As with those prior reports, SOU Finance has not validated the figures in this format, and validating the data behind them is work still in progress. The
numbers may change as fiscal year close concludes and as that work proceeds; each monthly report SOU Finance publishes replaces the last here, so the dashboard
carries the most recent figures rather than this snapshot. The changes since the last report are explained in the presentation that accompanies this packet.

Financial statement: current actuals, projections and changes

At a glance

Changes since last report

AVAILABLE CASH ON HAND

FORECAST

$15.22M

FY2027 NET BEFORE STATE SUPPORT

PROJECTION

($4.72M)

FY2028 ENDING FUND BALANCE

FORECAST

$10.91M

TOTAL REVENUES

PROJECTION

$62.43M
Budget: $62.39M

TOTAL EXPENSES

PROJECTION

$67.15M
Budget: $65.20M

ONE-TIME STATE SUPPORT, FY2028

FORECAST

$0.00M

LABOR SAVINGS PLANNED, FY2028

$3.80M
Resiliency + Vitality

ENROLLMENT PROJECTION

-15.5%

Largest movements
The biggest dollar changes between the two most recent reports, largest first; arrows give the direction.

1. Net Income (Loss) (All Funds, FY2026 Projection)
($9,123,849) to $4,112,860 ▲ $13,236,709

2. Ending Fund Balance (All Funds, FY2026 Projection)
$82,848,701 to $73,724,852 ▼ ($9,123,849)

3. Beginning Fund Balance (All Funds, FY2026 Projection)
$78,735,841 to $69,611,992 ▼ ($9,123,849)

4. Total revenues (All Funds, FY2026 Projection)
$124,709,772 to $131,747,795 ▲ $7,038,023

5. All others (All Funds, FY2026 Projection)
$55,714,182 to $62,360,292 ▲ $6,646,109
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Financial statement

Statement detail
Figures appear as published, accounting negatives in parentheses; the change columns compare against the prior monthly report and are omitted
when nothing changed. Hover a changed cell for its as-reported history.

E&G (FY2027) Budget YTD Actual Projection

Gross tuition and fees
$34,039,772 $2,666,733 $34,039,772

Less fee remissions
($4,730,000) ($31,850) ($4,730,000)

Net Tuition & Fees
$29,309,772 $2,634,882 $29,309,772

State operating appropriations
$29,552,520 $10,639,747 $29,552,520

State debt service appropriations
$179,160 $0 $179,160

Indirect cost recovery
$395,637 $59,538 $430,105

All other
$2,957,723 $73,493 $2,957,723

Total revenues
$62,394,812 $13,407,660 $62,429,280

Salary & Wages
$30,907,892 $2,036,751 $30,887,875

Benefits: Health
$7,244,435 $386,018 $7,878,122

Benefits: Retirement
$7,665,794 $408,470 $8,336,338

Benefits: Other
$2,949,431 $157,160 $3,207,424

Supplies & Services
$15,114,492 $2,096,764 $15,527,534

Capital Expenditures
$30,000 $0 $26,248

Institutional Student Aid
$0 $0 $0

Net Fund Transfers
$1,286,153 $27,174 $1,286,153

Total expenses
$65,198,197 $5,112,336 $67,149,694

Net Income (Loss)
($2,803,385) ($4,720,414)

Beginning Fund Balance
$1,247,147 $1,247,147

Additions/(Deductions)
$15,000,000 $15,000,000

Ending Fund Balance
$13,443,762 $11,526,733PR
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Cash flow forecast

Cash flow model as of August 1, 2026.

Monthly cash position (FY2027)

End-of-month cash
Each point is the model's end-of-month cash for the fiscal year shown. Hover a month for its receipts and payments.

Jul '26 Aug '26 Sep '26 Oct '26 Nov '26 Dec '26 Jan '27 Feb '27 Mar '27 Apr '27 May '27 Jun '27
$0.00M

$6.50M

$13.00M

$19.50M

$26.00M

End-of-month cash (Forecast)End-of-month cash (Forecast)
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Enrollment

Annual student credit hours

Annual credit hours (SCH)
Student credit hours (SCH) count every credit every enrolled student takes, so a full-time student (12 or more credits a term) adds several times the
SCH of a part-time student; tuition is charged per credit hour, which is why SCH rather than headcount is the enrollment measure here. The solid line
is actual annual SCH, and the dashed gray segment carries the projection past the actuals.

2013 2014 2015 2016 2017 2018 2019 2020 2021 2022 2023 FY2027 (projected)
100.0k

125.0k

150.0k

175.0k

200.0k

116,000

Annual SCH (actual) FY2027 projectionAnnual SCH (actual) FY2027 projection
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Vitality Plan workstream status

Workstream language is in draft and has not been confirmed by leadership.

Workstream sheet last saved Sep 2, 2026.

Workstream status

Vitality Plan workstreams
The bodies of work the Vitality Plan commits to, each with its goal as the project management team has framed it. This is the structure the plan is
moving toward, accountability for the work getting done: as each owner defines their milestones, the workstream's schedule and a red, yellow or
green status call will be reported here in every packet. The calls are the team's own judgment, not a computed metric.

01 FTE Management
Reduce FTE by 60.6: 20.17 faculty, 16.45 unclassified, 23.98 classified

02 Curriculum Redesign
Streamline coursework to teach vibrant class options with fewer faculty and staff

03 Student Affairs
Streamline staffing, administrative focus

04 Administrative Footprint
Streamline staffing and eliminate contracts

05 Auxiliary Programs
Move to financial independence or reduced transfer reliance

06 Revenue Diversification
Expand beyond tuition
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SOU Vitality Plan Next Steps
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Implementation Timeline
Quarter-by-quarter execution from adoption to the 2027–29 operating model.

SOUTHERN OREGON UNIVERSITY 5

1

Q3 2026
Jul–Sep

• Dashboard revealed

• Workstreams finalized

• Curriculum redesign
underway

2

Q4 2026
Oct–Dec

• Majority of curriculum
redesign completed

• Enrollment
tracking/forecasting tool
in development

• Progress on leases,
shared services,
partnerships & software

3

Q1 2027
Jan–Mar

• Key
business/community
partnerships solidified

• Third-party lease
arrangements wrapped
up

4

Q2 2027
Apr–Jun

• All actionable
components completed

• 2028 course catalog
complete

• Culture-building
continues

By June 2027: all actionable plan components completed and the 2028 course catalog complete.
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Retreat Wrap-Up and Next Steps
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Adjournment
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