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Knowing When 
Your Business 
Model is Broken – 
A Reality Check

Jan M. Haas, Senior Partner
www.cfocolleague.com
jan@cfocolleague.com

267-278-4650
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Beyond the audit, financial controls, ratios, and cash 
flow – the CFO and president must know the truth 

about their institution’s business model. This is the basis 
for accurate forecasting for the future of the institution. 

The Fiduciary Responsibility of the CFO
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Agenda
Key takeaway: Ensuring your business 
model is aligned with the institution's 
long-term financial health and 
sustainability
• Understanding the role of business 

models
• Recognizing signs of potential trouble
• Exploring options for business model 

adjustments
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Business Model

CFO Colleague 4

The role of the business model in the financial picture.
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The Business Model

• Value Proposition

• Revenue Streams

• Customer Segments

• Cost Structure

• Key Resources (human, financial, technological) and Activities
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Question

What are four (4) or five 
(5) major revenue sources 

for a higher education 
institution?

CFO Colleague 6
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The Role of the Business Model in Financial Health

• How the business model impacts cash flow, profitability, and long-term 
sustainability

• Connection to financial statements and overall financial picture
• Value Proposition
• Revenue Streams
• Customer Segments
• Cost Structure
• Key Resources (human, financial, technological) and Activities
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The Importance of Knowing Your Business Model

• CFOs and presidents must understand their business model beyond 
financial audits

• How an accurate understanding supports forecasting and decision-making
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Forecasting and Planning
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Assessing the Essentials of a Basic Business Model

• Questions to ask:
üWho are our customers?

üHow do we generate revenue?

üWhat are our key costs?
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Essentials of a Business Model 
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Exploring options for business model adjustments.
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Business Model Health Check

• What does a healthy higher education business model look like?

• How to spot early warning signs of trouble

• Key indicators
üCompensation/Net Tuition Revenue (NTR)
üCost to Educate versus NTR
üAuxiliaries and Student Services
üCost of Fundraising

CFO Colleague 13
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What benchmark % does 
CFO Colleague 

recommend for an 
institution’s salaries and 

benefits (compensation) as 
a percentage of total net 
tuition revenue (NTR)?
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Question
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Compensation/Net Tuition Revenue (NTR)
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CFO Colleague
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Evaluating the Business Model
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Grasping the range of what’s healthy and what’s cause for concern or alarm.
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When to Be Concerned: 
Red Flags for a Broken Business Model
• Key indicators of a struggling business model:

üNegative cash flow over time

üDeclining enrollment

üDecreasing NTR (increasing tuition discounting)

üDeclining student and employee retention

üUnsustainable cost structure

üLack of clear differentiation in the market

CFO Colleague 19
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Grasping the Range of Health: 
Healthy vs. Concerning Models
• Spectrum of business model health: Healthy, struggling, broken

• Visual representation of each stage and key metrics to look for

• Differences between a pivot and a complete overhaul
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Diagnosing Your 
Business Model: 
A Self-Assessment Tool 
(Sustainability Index)
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Adjustments
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Knowing some options for adjustment – from creative to triage.
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Options for Adjustment: 
When the Business Model Needs Repair
• Strategic options:

üInnovation: Adapting to market trends

üRefinement: Optimizing current model elements

üTriage: Emergency fixes to avoid collapse

CFO Colleague 23
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Creative Adjustments: Innovating the Business Model

• Strategies for innovative changes to the business model:
üDiversifying revenue streams

üFinding new customer segments

üAdopting new technologies or business practices
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Triage: Fixing a Broken Business Model in Crisis

• Immediate steps to stabilize a business model in crisis:
üCost-cutting measures

üReevaluating partnerships and suppliers

üPrioritizing cash flow management
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37,310,000, 
70%

2,500,000, 5%
300,000, 1%

9,233,000, 17%

3,957,000, 7%
Expenses

Salaries and Benefits Interest Depreciation
Other - Fixed Other - Variable
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Forecasting the Future: 
Building a Sustainable Business Model
• How to use an accurate understanding of your business model for 

forecasting

• Financial modeling

• The importance of scenario planning
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CFO Colleague COMP4cast®
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Tools for Ongoing Business Model Health

• Regular business model audits and assessments

• Key performance indicators (KPIs) to track business model health over time

• CFO Colleague 30 Benchmarks

CFO Colleague 31
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What are some 
tools for 

monitoring market 
trends and 
competitor 
analysis?
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Question
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Budgeting & Forecasting (COMP4cast®)
Marginal Revenue Analysis
Administrative / Financial Services Assessment
Interim CFO
Interim Controller
Accounting, Analysis, and Audit Support
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CFO Coaching/Mentorship
Best Practices
Turnarounds
Accreditation
Dining Program Optimization

CFO Colleague
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Free!
§COMP4cast® and instructions

§Program Development Analysis 

§Thirty (30) Benchmarks

www.cfocolleague.com/downloads 

§CFO Colleague Newsletter

§Email “subscribe” to jan@cfocolleague.com  

34CFO Colleague
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http://www.cfocolleague.com/downloads
mailto:jan@cfocolleague.com
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News from the world of  private 
higher education Business Offices.

  Tips, tricks, best practices 
and days in the life of  university 

operations.

https://www.spreaker.com/show/business-office-reset 

36CFO Colleague
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https://www.spreaker.com/show/business-office-reset
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Knowing When Your 
Business Model is 

Broken 
– A Reality Check

Thank you!

Call (267) 278-4650

Email jan@cfocolleague.com

Jan M. Haas, Senior Partner

www.cfocolleague.com

37

Definition and 
purpose of 

assets

Governance 
roles and 

responsibilities
Time horizon

Return 
objectives

Risk 
parameters

Asset 
classification 

structure

Allowable 
allocation 
ranges

Investment and 
trading 

restrictions
Rebalancing 

policy

IPS review 
policy

Investment Policy Statement (IPS)
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Basic Financial Policies - Endowment

39

Perpetual, Term, QuasiDefinition of  
Endowments

e.g., $50,000Minimum for 
Establishing

Investing

Four percent (4%) of  the FYE FMV, 
36 month rolling average

Spending 
Allocation

Business Office, Financial Aid, 
Development

Process for 
Distribution

CFO Colleague 39
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Electronic and Paper

Required Retention Periods

Safeguarding Records

Record Retention Storage

Disposal and Destruction of  Records

Record Retention Policy 

40CFO Colleague
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Policy Audit
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Centralized Posting 

Readily Accessible

Policy Ownership

Annual Review

CFO Colleague 41
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A systematic review of  
existing policies

An analysis of  policy-making 
processes

An analysis of  how policies 
are being enforced

Policy Audit?

CFO Colleague
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Policy Audit

43

1. Inventory your policies

2. Pick the most important policies, & a few more.

3. Talk to the owners of  each policy

4. Validate automated enforcement

5. Manually audit the remainder of  the policies 

6. Prepare general conclusions

7. Document Results 

8. Report Findings 
CFO Colleague 43
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1. History, development, and 
expectations of  the program

2. External demand for the 
program

3. Internal demand for the 
program

4. Quality of  program inputs 
and processes

5. Quality of  program 
outcomes

6. Size, scope, and productivity 
of  the program

7.  Revenue and other resources 
generated

8. Costs and other expenses 
associated with the program

9. Impact, justification, and 
overall essentiality of  the 
program

10. Opportunity analysis of  the 
program

CFO Colleague 44
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Policy Standardization

45

6. Mission Alignment

5. Career Outcomes

4. Expected Program Size

3. Competition

2. Market Segment Growth

1. Market Growth

CFO Colleague 45

New Programs
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