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STRATEGIC ENROLLMENT PLANNING: A DYNAMIC COLLABORATION

The Definitive Book on Strategic
Enroliment Planning

Now in an extensively revised third edition

3rd Bdition
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Strategic Enrollment Planning: A ¢
Dynamic Collaboration is the : 9
landmark book on the topic. This
third edition has been updated to
address the technological,
demographic, and educational
changes that have impacted
colleges and universities.
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SEP Consultants & Additional Associate Consultants

Lew Sanborne, PhD, Senior Vice President

Dr. Sanborne brings more than 30 years of experience in multiple higher education roles and
responsibilities. After 18 years working on a university campus, he transitioned to full-time work
with RNL. Currently, he oversees RNL’s consulting and research services division. Lew has
collaborated with more than 100 colleges and universities—two-year, four-year, public, and
private—throughout the U.S,, Canada, and Europe on strategic enrollment planning, student
success, and quality service.

Dawn Fortin Mattoon, EdD, MBA, Assistant Vice President

Dr. Fortin Mattoon has three decades of higher education experience focused on strategic planning,
transformational innovation, and institutional branding. She assists RNL clients with strategic
enrollment planning and institutional strategic planning. She has collaborated with numerous
higher education organizations in the US and abroad.

James P. Loftus, PhD, Executive Consultant

Dr. Loftus brings decades of accomplished leadership in higher education, having served in various
senior executive roles from assistant dean to president. He recently returned to RNL after serving
as an associate consultant for 12 years earlier in his career. He has collaborated with several
colleges and universities, both public and private, and specialty institutions focusing on student
success.
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Today’s Topics: For Adult, Online and Graduate SEP

e Tyranny of the Urgent can prevent planning for the longer-term future.
Where should we begin? Where should we focus?

e  Who needs to be at the table?

What are the key ingredients in setting up this process for success?

 How to intentionally involve key leaders in the process?
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Don't let the
‘tyranny of the
urgent” prevent
Strategic
Enrollment
Planning (SEP)



We are In the midst of a historic contraction Iin
total enrollment.

Total fall enrollment: 1947-2022
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Source: U.S. Department of Education. Institute of Education Sciences, National Center for Education Statistics. Digest of Educational Statistics
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Projected change in high school graduates
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Percent of U.S. Undergraduates that are 25+

"

4%
°

6,418,366

SOURCE: U.S. Department of Education, National Center for Education Statistics, Integrated
Postsecondary Education Data System (IPEDS), Fall Enrollment component final data (2003 - 2019)
and provisional data (2021).




8. The pandemic had no negative affect on online demand, in fact

it has increased in the last two years.

In which instructional format did/will you enroll in graduate classes?

L% Sgame. GFEx

All online e\ |.E Partially online

Chosen instructional format by age

FORMAT 20-24 25-29 30-39 40-49 50+
All online 30% 39% 48% 54% 50%
Partially online 40% 42% 40% 40% 43%
All classroom 30% 19% 13% B% 7%

Format: By Level Post-back. Cert. Grad. Cert. Master’s Doctoral
All online 42% 42% 44% 20%
Partially online 44% 43% 40% 37%
14% 15% 16% 43%

All classroom

@L

2021-2023

Comparison:
In 2021, 32%

indicated that they

would enroll in
Fully Online, 48% in
Hybrid, and 20% in
Classroom.




Graduate enrollment is expected to be flat or
Increase slightly from 2022 to 2028
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@ L Source: US Department of Education, Institute of Education Sciences, National Center for Education Statistics, 2018 Digest of Educational Statistics: Table 303.80 10



More Graduate students today want
an Online program than a face-to-

m Classroo m Hybrid ® Online

© 2021 Graduate Student Recruitment

. -Levitz, LLC 11



-
Adult, Online and Graduate Enrollment Imperative

The shift from solely “traditional” to include Adult, Online and
Graduate

e Traditional direct from HS enrollment is shifting and declining.
e Attainment rates have increased over the recent decade.

e High entry-level wages create higher education competition.

e The higher education value proposition is in question.

e Digital connection is the new normal.

e (Collaboration is critical.



Where to begin
a strategic
enroliment
planning
process?



Does your campus
embrace and
celebrate adult,
online and graduate
learners?
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-_____________________________________________________________
Campus Culture

Do your institutions have “adult friendly” cultures?

@L

Adult specific recruitment and communication strategies are in place.

Policies, procedures, physical space and hours of operations recognize
adult needs.

Programs are designed and delivered based on adult student demands.
Instructor development includes “andragogy” insights.
Student success support and initiatives are customized for adult learners.

The campus is proud to serve adults and shares adult testimonials.

15



e Set goals then
develop steps to
achieve those
goals

Traditional Planning - Strategic Planning

e Align organization
with its
environment
to promote
stability,
sustainability,
growth, and/or
excellence

_J
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The SEP Framework

PHASE 1 ASE 2 PHASE 3 PHASE 4
i P - ~ -
@ . = v @
PREPARATION & ' STRATEGY GOAL
DATA ANALYSIS DEVELOPMENT DEVELOPMENT
* Build structure + Strategy identification
* KPI identification
* Data collection

IMPLEMENTATION
& CONTINUATION
* SEP implementation
* SEP transitionsto SEM

* Monitor, evaluate, and
update the plan

« Action plan development
« Strategy prioritization
« ROI considerations

= Enrollment projections
* Situation analysis

= Goal setting
= Written plan finalization

(@IL
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AOG Strategic Enrollment Planning involves:

Program

Purpose

Promotion

(@IL

Program (academic, co-curricular, services,
support)

Place (on-site, off-site, online, hybrid)

Price and Revenue (tuition, fees, discounts,
incentives)

Promotion (digital marketing, recruitment,
web presence)

Purpose and Identity (mission,
distinctiveness, brand, ranking, reputation)

Process (search, instruction, student support,
engagement)

18



Who should be
INncluded Iin a
strategic
enroliment
planning
process?



What leadership roles
are crucial to engage for
strategic planning on
your campus?
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L
Active Planning

Leadership Engagement

Agreement on Process Planning Context

A

Grounded in Data

Internal Current External

A 4
Broad Participation

Leadership Communication Right People

(@L ”



Adult, Online and Graduate SEP working groups =
Focus Area Situation Analysis

AOG Strategic
Planning
Communication

Affordability

Academic
Program
Financial Planning
Models and /

Executive Strategy Action
Leaders Planning
Teams

Engaged
Partnerships

Recruiting
and
Marketing

Student
Success
AOG Strategic Planning Data

and Research

(RNL 2




SEP Action Planning Tool
[ I’d like a copy of the SEP Action Planning
Tool

L I’d like to have a conversation about SEP

1 Not today, thank you though!



What the are key
ingredients in
setting up SEP for
success ?




Have you tried building
a strategic planning
process, but it collapsed
under its own weight?

(@JL



-________________________________________________________
Strategic Enrollment Planning Phases

1. Preparation

2. ldentification of key performance indicators

w

Developing a comprehensive situation analysis (data compilation,
research, the SEP dashboard, etc.)

Strategy identification

Action plan development (business plan for each potential strategy)

4
5
6. Strategy prioritization (mission-fit, ROI, likelihood of success)
7. Develop quantifiable goals

8

Funding, execution, evaluation, and modification

(RNL .



Business/action plan elements

e One for each key strategy I 1/
e Further explain the strategy as needed ’
e Identify broad implementation steps /

e Assign responsibility and completion /
date /

e Identify enrollment impact (and
rationale)

 Budget impact and estimated ROI

e Identify assessment measures

@L



-
Action Plan Tool — Action Plan Tab

Plan &:
Action Plan Tithe:
_KPlis):

PR

Overarching Strategy:

10 Further Description/Explanation:

13 Implementation Schedube/Timetable

Completion | Outcomes and Evaluation planning notes. How will this step be
14 Steps Responsibility Cost Start Date Date assessed/evaulied?

22 Rationale for Estimated Enrcliment Impact:

Coordinator:

Evaluation/Assessment Evaluation Summany:

28



-
Action Plan Tool — Action Plan Tab
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-_____________________________________________________________
Action Plan Tool - Enroliment Impact Tab

College/University

Baseline for target population (2017-2020 avg
Domestic In State and Domestic Out of State):| 1744
Masters/Doctoral rojected| projected proiectederojecred projected | projected
Students/Years 2021-22 | 2022-23 | 2023-24 | 2024-25 | 2025-26 | 2026-27
Incremental New 20 87 141 197 256 317
Additional 2nd Yrs. 15 67 108 151 196
Document the Additional 3rd Yrs. 14 63 102 142
Additional 4th Yrs. 15 64 103
Additional 5th Yrs. ] ]
enrollment : o
. . | |Retained to third year 0 & 10 20 32
pl"O] eCtIOH t |Retained to fourth year 0 7 10 20
3 |Retained to fifth year 0 0 0
methodology and ¢ Total Impact o | m | aw | ar | e | e
3
5 Retention Assumptions - excluding high demand designation
be Sure all teams 7 |Second Year Rate 76.6%
: 3 |Third Year Rate T2.0%
are USIHg a 1 |Fourth Year Rate 73.0%
. )
uniform approach i
. B H New domestic 433
to estimatin . .
g 3 Baseline for target domestic population (2017-2020 continuing): 1305 Domesticn and Out of State. No International, Exchans
1- 1 3 | Masters/Doctoral Continuing projected projected projected projected projected projected
multl year lmpaCt 3 Stl.ld!nts!!’!ars 2021-22 2022-23  2023-24 2024-25 2025-26  2026-27
1 |Inc | New
| | Additional second yr. 0 ] 0 o ]
| Additional third yr. ] ] o 0
3 Additional fourth yr. ] 4] 0
1 Total Impact L] o o [} o 0
H
3 4
7 Retention Assumptions - excluding high demand designation
t|Second vear rate TH.0%

@L 30



-_____________________________________________________________
Action Plan Tool — Budget Detall Tab

Develop a detailed
expense budget
for each strategy:
positions, travel,
marketing &
communication;
miscellaneous,
tech & equipment,
capital

Anticipated anmuasl cost of living

adjustment from the previous vear: 334

Full Time Positions  2020-21 202122 Z022-25 2023524 Z074-25 Z025-76 202621
MGR 160 - X K K ! E
MGR 160 % 44,309 $ 45638 % 47007 % 485418 §$ 439870 % 51.366

* - * - % - % - * - % -

s - |$ - s - Is - s - Is -

s - s - s - s - s - s -

¥ - E 3 - ¥ - ¥ - E 3 - E 3 -

E 3 - * - % - * - % - E 3 -

s - 2 - % - s - s - s -

s - |8 - s - _I's - s - _I's -
Full-time w ages total E3 - 3 88618 % 9277 % S4.015 % 95835 $ 93740 % 102733 |

AdjunctiPart Time
S Graduate Student
‘wiorkers [Direct Service 1o
WP to wark on costing. data

collection, etc.) % N2.S00 % N2S00 % 12500 £ 12500 % M2500 % 112500
Srudent Workers for

winter!summer ¥ S000 % S000 % S.000 % S.000 % S5.000 % 5.000
Graduate Coordinator AWE

arvd SUMMEr Contracts F400,000 $400,000 % 400000 % 400,000 % 400000 % 400,000
Adjunt!part time wages total: % = 3517500 $517500 % S17500 % S17.500 % 517500 % S17.500

Pleasze provide detail for Travel expenses
Travel Expense -2
Recruitment! Travel from

euisting budgets % S000 % SO000 % 5500 % S5.500 % S.500 SsS00

Travel Expense total ¥ - ¥ S.000 % S000 % 5.500 % S5.500 % 5500 % 5.500

Please provide detail for Marketing and Communication expenses within your plan.

Communication

Expense Z2020-21 202122 Z02Z2-23 Z0Z3-24 Z024-25 Z0Z5-26 Z0Z6-27
Digitallother marketing

Stategies from exsting

budge lines $250.000 $2Z50.000 % 250000 % 250000 % 250,000 ZS0000
Marketing!/Comms total k3 - LI wHuRaRe 3 SSO000 2% 250000 2% 250000 2F 250 000

Pleaze provide detail for any expen:
™ i F.

31



Action Plan Tool - Revenue Expense Tab

(RNL

Revenue & Expenses

Plan &

Note: Most Expenses (as noted) will auto-populate from the Budget Detail
tab.

Action Plan/Strategy Title:

Projected

[Projected  Projected _ Projected Projected _ Projected pra,ec:ed

REVENUE:
Exp Number of Total | 15
Averags tuition Revenue per Student: 6192"s 619275 619275 619275 619275 6192
Re-diracted R. ces [will auto-pop 772500 772500 773000 773000 773000 773000
Total Revarua S 896340 51459812 52,277,656 $3.416984 $4779224 $6,184,808
OPERATING EXPENSE: ! |
‘Salaries {will suto-populate from the previousta § - 588,618 | $91,277 | 594,015 596,835 $99,740 | $102,733
Benefits @ 35% 5 B $31,016 531,947 332.905 $33,892 $34909 535,956
Adjunct Faculty/Part Time Staff (will auto-populat S - $517,500  $517,500  $517,500 | $517,500  $517,500  $517,500
 Financial Aid*:
Office Expense: |
Tmlfmnhrem#ﬁomntioﬂs {will auto-mpu S - 18 5000 S 5000 S 5500 S 5500 S 5,500 S 5,500
Marketing/C i {will auto-pop - |5 250,000 S 250,000 S 250,000 S 250,000 S 250,000 S 250,000
Hospitality Expenses: | | | | |
Miscell: = (will auto-pop B - 1S5 = _I's = IS - s - | = |I's -
Total Opermng Expense: $ - 5892,134 5895,723 5899,920 5903,728 5907,649 5911,689
CAPITAL EXPENSE: _ _ _ ]
Equipment & Technology (will auto-p kLS - s - |s - |s - |s - |S - |s -
Other [will nmpopulam} s - IS - |S - IS - 1S - _|S - S -
Total Capital Exp S - S - S - S - S - S - S -
Total Expense: s = $892,134  $895,723  $899,920  5903,728 5907649 5911689
Net Tuition Income (loss): S - 4 $564089 $1377.736 52513256 53871575  $5.273.119
Cumulative Net Tuition Revenue (loss) 5 - S 4,206 $568,204 51,946,030 = 54,459,287 | $8,330,861 513,603,980

Net Tution Income per incrementa! student: |

* In addition to ge entering

financial aid

$210 |  $5082  S$5670  $5886 $5,984 | $6,033
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SEP Action Planning Tool
[ I’d like a copy of the SEP Action Planning
Tool

L I’d like to have a conversation about SEP

1 Not today, thank you though!



How to
iIntentionally
Involve key
leaders In the
process as a key
to success?




Accountability!

@L



Integrate SEP with multiple plans and cycles

Institutional
Strategic Plan

Campus Master Academic

Plan

Strategic
Program Plan

Enrollment

Finance &

Undergraduate UG Student
Financial Aid

Graduate M&R Success

Annual Sinoel
Annual Budget Marketin Academic
J Policy & Review

.




SEP/M Council: Think Cycle

SEP Launch/
Renewal
Reset
Projections and
Goals

Action Plan
Implementation

Update the plan: Continuous

Integrate new; Monitoring
adjust ongoing; Assessment,
sunset as .

appropriate and Evaluation

Develop and - Refresh
Vet Potential Situation

Strategies Refresh Analysis

Potential
Strategy List




Thank You

Dawn Fortin Mattoon Nate Mouttet
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