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Strategic Enroliment Planning

PHASE 1 *

PHASE 2 *

Strategies Enroliment Goals

PHASE 3 * PHASE 4 *

Implementation and
Continuation

Preparation and
Data Analysis

A CONTINUOUS AND RECURSIVE PROCESS
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Before we get started...

External Internal
Environment Environment

Institutional
Enrollment
Goals




-_____________________________________________________________
Slide stolen from secret presidential fraining deck

How to set goals:

* Goal =LastYear + 1

* Goal = Highest Ever + 1

* Goal = Last year + X%

* Goal = RoundUp(Last Year) + X%

e Goal = Last Year + $$ we need to give raises

— Then, email campus to make sure everyone knows their raise depends on
Admissions.
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Foundational Principles

Tracking Progress
Keeping It Healthy

Questions / Discussion



~oundational
Principles




Goals should be
challenging




Our Actions

(towards others)

The
Pygmalion
Effect

Our Beliefs
(about ourselves)

Others’ Beliefs
(about us)

Others’ Actions
(towards us)




Goals should be
challenging and attainable
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Enrollment Goals

Engaged Students & Parents

Excellent Internal Processes

Learning & Growing Employees

@L Adapted from: Kaplan, R. S., & Norton, D. P. (2004). Sfrategy maps: Converting intangible assets into tangible 12
=

oufcomes. Harvard Business Press.
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Types of Goals
Activity Metrics Result Metrics
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-________________________________________________________________
What Employees Want

..whether they realize it or not

* To be known by you
e To know how their work matters

* To know whether they're doing a good job

@L For more on these concepts, see: Lencioni, P. (2015). The fruth about employee engagement. Jossey-Bass. 15



-___________________________________________________________
What employees want
...to know whether they’re doing a good job

* Does your staff know what you want them to do, even if you're gone?

* Are they able to assess if they're meeting your expectations, without
asking you?

* Do your expectations outline the set of behaviors that will lead to success?

@L 16



-________________________________________________________________
What employees want

...to know how their work matters

* Have you clearly articulated the connections between the strategies and
tactics your office employs and the results you're expecting?

* Do the activities included in your goals reinforce the connections that
exist inside and outside your office processes?

@L 17



-________________________________________________________________
What employees want
...t0 be known by you

* Goal-focused management can often be mechanical. How do you ensure
that you're treating everyone as individuals?

* Use goals as the framework to focus conversations around broad
principles and impact

@L 18



2 Tracking Progress




Annual Godals



Annual Goals
In-Total, by Affinity, and by Territory

Transfer Freshmen Grad Goal Retention I Annual
Goal Goal I Goal



Seasonal Goals



-
Seasonal Goals

Fall Bless Spring
Submission Post-May 1
Semester S Semester
eason
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Weekly Goals



Translating and Implementing
Goals with Territory Managers




Weekly Goals

Measure everything worth measuring (within reason)

Campus Visits Goals

Territory Travel Goals

Communication Outreach Goals

Funnel Metrics

@L 26



They Won't Enroll If They
Don’t Visit




-___________________________________________________________
Campus Visit Goals

gma [ndividual Campus Visits

e Monthly Goals by Territory

Lo

e Each event should have an attendee goal
from each territory.

@/NL 28



They Enroll Less If You Don’t Visit Them
(and Their Influencers)




-________________________________________________________________
Territory Travel Goals

= College Fair Goals

e Always looking to measure and increase.
e Assess by attendance and funnel outcomes.

s High School Visits

e Each Territory should have a goal to visit ‘X’ amount of
high schools per semester.

e They should have a clear and defined purpose for each
Visit.
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They Don’t Enroll If They Don’t Apply

(or if they don’t Inquire, or Send Transcripts, or File a FAFSA, or Deposit,

or Fill Out Our Forms...)




Funnel Metrics

Building Relationships in a Process Driven World

—

Inquired
Application Folder Begun
Applicant

Folder Complete
Admit

FAFSA Received
Deposited
Housed/Commuting

Enrolled

(R/NL

—

More than stages to track. See
each step, each process as a
moment to create relationships.
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They Don’t Enroll If You
Don’t Talk to Them




-
Communication Goals

e Time Intensive

« Still the Best Relationship Building Tool. (When you can actually get them on the
phone...)

 Track who you are talking to: Student or Parent.

—

e Easy
e Great for Nudging Students Through our 2 Million Different Processes.

—

e Versatile
e Great way to Communicate Process, & Talk to Parents.

(RNL y



Tracking It All

(And How to Tell
Others About [t)



-________________________________________________________
Tracking it All

Annual

Fall 2019
m Week #| Inquired Applied Accepted | Deposited |Net Deposits Contacts Visits
Goal [Actual|Goal |Actual| Goal |Actual| Goal | Actual|Goal [Actual| Att. | Comp.

fina 19613 2261 1408 578 375
8/25/2019 O 19611 2254 1405 574 391
8/18/2019 1 19602 2237 1390 561 400
8/11/2019 2 19591 2229 1386 556 399
8/4/2019 3 19579 2223 1377, 550 396
7/28/2019 4 19566 2210 1365 542 390
7/21/2019 5 19544 2198| 1352 531 391
7/14/2019 6 19526 2191 1348 528 391
7/7/2019 7 19511 2180 1341 522 389
6/30/2019 8 19497 2174 1338 517 388
6/23/2019 9 19470 2154 1318 510 397
6/16/2019 10 19439 2145 1312 509 397
6/9/2019 11 | 19407, 2138| 1309 507| 404
6/2/2019 12 19358 2128 1301 487 384
5/26/2019 13 19299 2122 1293 468| 370
5/19/2019 14 | 19249 2103| 1279 458 362
5/12/2019 15 19188 2083 1265 452 355
5/5/2019 16 19145 2072 1257 440 344
4/28/2019 17 19099 2040] 1237, 423 328
4/21/2019 18 | 19026 2014 1219 404 327
4/14/2019 19 18952 1989 1214 387 326
4/7/2019) 20 | 18882 1967 1205 376 327,
3/31/2019 21 | 18801 1938] 1187 371 330
3/24/2019 22 18643 1911 1175 334 296
3/17/2019 23 | 18594 1859 1139 320 284]
3/10/2019 24 18535 1819 1121 317 281
3/3/2019 25 | 18500 1781 1096 295 262
2/24/2019 26 18398 1700 1046 290 257
2/17/2019 27 18332 1648 1010 281 248|
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Tracking It All
Weekly

Counselor
Territory
Stats

o

Inquiries

Applications

Acceptances

Depaosits

Net Deposits

Counselor
Activity
Stats

Counselor Name:

"

For the Week
Prior To Sunday:

fhibvafy it

Comments

Yo

Sunday

Monday

Tuesday

Wednesday

Thursday

Friday

Saturday

A A

Weekly Total

70

30

m

"DNI Goa
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Tracking it All
Reporting Out to “The Other”

Traditional Stats: vs, Fall 2013 (last)
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10-Nov
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24-Nov
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5-Jan
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16-Feb
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-
Tracking it All
Reporting Out to “The Other”

Admissions Dashboard
3/24/2019, 22 Weeks Until Enrollment

8 Week Trend Against Last Year Current Results Against Last Year

Applications \/‘\ |

1000 1500 2000 2500

‘ Accepts v‘\ —

1000 1500

. |
Net Deposits \/ |

0 100 200 300 400

Black horizontal bar = current cumulative number
Black vertical line = last year's corresponding number
Green Shading = 5% above last year

Yellow Shading = within 5% of last year

Red Shading= more than 5% below last year
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Keeping It

Healthy:
3 A Culture of
Discipline

(and Care)




-________________________________________________________
Knowing Why We Do What We Do

Relationship Process

A%

(RNL .



Why Should We Expect Reps Without
Clearly Communicated Goals and
Guidance to Make Their Final Goal?

o
(RNL ’



The purpose of measurements and goal setting is to
create a culture that facilitates a food working
relationship with your employees.




-________________________________________________________________
Keeping Staff Focused
Cyclical and Weekly Meetings

*  Weekly Meetings:
— 30 minutes with each rep.
—  Focus on the activities that are driving the goals.
—  Be prepared for things to go wrong.
— Handling Failure.

—  Flexing Activity Standards.

(RNL w



-___________________________________________________________
Keeping Staff Focused
Cyclical and Weekly Meetings Center Around Activity Stats

Counselor (‘P'E
Territory
Stats &

Inquiries Counselor Name:

Applications

For the Week

Acceptances Prior To Sunday:

oty Oy {Yoar]
Deposits

Net Depasits

-
Counselor b@\ﬁ é(‘&\" E@ & - &
Activity & & & o

&
Stats &S & &S

4,

Comments

Sunday 0 0 0
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L

Saturday 0 0 0
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-________________________________________________________
Keeping Staff Focused

Activity Stats: Primarily for Guidance. Rarely Punitive.

Counselor (‘P'E
Territory &
Stats &

Inquiries Counselor Name:

Applications

For the Week

Acceptances Prior To Sunday:

iy Oy (Yoo
Deposits

Net Depasits

Counselor b@\ﬁ %) P
Activity & & < S
stats S
Comments

‘V‘?ﬂ
c,
,
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s
0,
[+

Sunday 0 0 0

Monday

Tuesday

Wednesday

Thursday

Friday

L

Saturday 0 0 0

Weekly Total
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-________________________________________________________________
Keeping Staff Focused
Cyclical and Weekly Meetings

* Cyclical Meetings: Semi-Annual or Quarterly Employee Reviews.

—  Piggy-back institutional annual reviews to implement bigger picture goal
reviews.

@L 47



And finally:
No one wants to be micromanaged.
No one wants o be a micromanager.




Beware the Pitfall of Micromanagement
“Give the What, not the details of the How”

* The purpose of all tracking with our staff is to provide a framework for
what we should be doing.

* Though we guide activities with careful goal setting, a well-trained
territory manager should be trusted to know how best to meet the
metrics for their territory.

(RNL
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-________________________________________________________
Beware the Pitfall of Micromanagement
“Let it Go”

* Setthe Standard.
* Train your staff well.

* Meetregularly to support and monitor the metrics.

* Let go of the minutiae.

@l[ 50



When Things
Change:

“50" 11



Amidst Chaos,
Be Disciplined.




Questions /
DISCUSSION




-
Sovurces

Fried, ]., & Hansson, D. H. (2018). It doesn't have to be crazy at work. HarperBusiness.

Kaplan, R. S., & Norton, D. P. (2004). Strategy maps: Converting intangible assets into tangible
outcomes. Harvard Business Press.

Kaplan, R. S., & Norton, D. P. (2008). The execution premium: Linking strategy to operations for
competitive advantage. Harvard Business Press.

Lencioni, P. (2015). The truth about employee engagement. Jossey-Bass.
Muller, J. Z. (2018). The tyranny of metrics. Princeton University Press.

Muller, J. Z. (2018, January 21). The tyranny of metrics: The quest to quantify everything
undermines higher education. The Chronicle of Higher Education, 64(20), Retrieved from
https: //www.chronicle.com/article/The-Tyranny-of-Metrics /242269?cid=trend right a



https://www.chronicle.com/article/The-Tyranny-of-Metrics/242269?cid=trend_right_a

Thank you

Please contact us if you have any questions.

Dr Michael J Ritter

Senior Vice President, RNL
Michael.Ritter@RuffaloNL.com
[m] 618.791.6108

All material in this presentation, including text and images, is the property of RNL. Permission is required to reproduce information.
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