
1

Program Portfolio Revitalization 
with Academic Program Planning

Dr. Dawn Fortin Mattoon, Senior Vice President
Dr. Ken Newbold, Assistant Vice President,  Market and Research Services
Dr. Stephannie Seaton, Market Research Consultant



2

Session Agenda

1. Academic Planning Overview

2. Academic Planning Situational Analysis

3. Academic Program Revitalization Case Study

4. Questions and Discussion
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Academic Planning 
Overview
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Academics as core component of mission is foundational
Strategic Enrollment Planning Scope
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Different types of academic planning activities focus on different opportunities and challenges

Clarifying How the Academic Planning Process Can Help Lead to 
Academic Revitalization

• Are we trying to align or realign our academic strategy to a new normal/new market 
dynamics to serve our mission well?

• Let’s build an academic plan that focuses on revitalizing your academic portfolio.

• This approach is the focus of strategic enrollment planning.

• Do we need to make budget cuts to solve a short-term deficit? Or make program 
changes due to a directive?

• Let’s call it what it is…a budget cut to meet a target.

• Do we want to reallocate limited resources towards programs that have greatest 
opportunity to grow, even if it means some programs may be cut?

• Let’s invest in an ongoing program prioritization process and look for innovative approaches 
to program offerings.
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In Academic Planning, the Intersection Is Key to Viability
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National Population Increase of 4%

Demographic Changes Are More Than the Cliff

Other Factors

• Region, state, locality variation

• Migration patterns—
amplified by the pandemic and 
policy change

• Degree attainment rates

• Changes in racial/ethnic 
composition

-5% -4% 4% -2%

17%

Source: Regional  Demographics. Lightcast  . 
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RNL Strategic 
Planning Framework
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Strategy Prioritize ImplementDiscovery

The four-phase recursive process

Strategic Planning Framework

P R

•  Build structure
•  KPI identification
•  Data collection
•  Situation analysis

DISCOVERY ACTION PLANNING
• Strategydevelopment

• Tactic identification
• Strategy prioritization

• ROI considerations

PRIORITIZING
• Forecast revenue 

and expenses
•  Written plan finalization

IMPLEMENTATION
• Monitor,evaluate,and

updatethe plan
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Traditional Planning

Set goals then 
develop steps to
achieve those goals

Strategic Planning

Align organization 
with its environment
to promote stability, 
sustainability, 
growth, and/or 
excellence
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Strategic Planning Is a Continuous and 
Data-Informed Process That:

•Provides realistic, quantifiable goals; 

•Uses a return-on-investment (ROI) and action item approach; and 

•Aligns the institution’s mission, current state, and changing environment . . .  

    . . . to foster planned long-term sustainability.
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The Institutional Perspective: 
Alignment, Interdependence, 

Collective Impact

Strategic Planning Scope



13

Institutional reflection and prioritizing planning cadence

What Comes First: the ISP, the SEP, the AMP or …

• Is the current institutional mission accurately capturing the organization?

• Is the institution financially solvent?

• What are the primary tools to stabilize the college or university’s fiscal position?

• What are the current key performance indicators?

• Avoid planning paralysis and brand your planning efforts to 
support institutional advocacy.

• Dig into the overlap of the organizational areas.

• Understand your need for annual planning vs. strategic planning.

Old-fashioned gut check:  What keeps you up at night?
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Academic Situational 
Analysis
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Tasks for the Action/Steering 
Group

• Determine working groups foci.

• Review, collate, and analyze data.

• Coordinate data requests from the working groups.

• Ensure working groups meet and collaborate.

• Facilitate strategy ideation.

• Identify priorities.

• Make recommendations to council or cabinet.

• Draft overarching situation analysis.

• Write the plan.
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Working Group Responsibilities

Draft focus area situation analyses

• Data-supported briefs that tell us where we’ve been 
and how we compare to peers and competitors.

• Briefs lead to and justify strategies.

Engage in strategy ideation

• Consider the implications of the situation analyses.

• Pre-prioritize at the working group level, and again 
with the SP council/steering team, using clear and 
agreed-upon criteria.

Provide long-term, practical, tangible, and 
executable business/action plans
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Emphasizing the "P" in Strategic Planning

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

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

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

• Promotion (marketing, recruitment, web presence)

• Purpose and Identity (mission, distinctiveness, brand)

• Process (data-informed, systems, innovation, integration)

SEP

Program

Place

Price

Promotion

Purpose

Process
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The Situation Analysis: Begin with a SWOT

Strengths, Weaknesses, Opportunities, and Threats Analysis
Strengths Internal to the institution

Weaknesses Internal to the institution

Opportunities Based on the environmental scan

Challenges / Threats Based on the environmental scan
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The Situation Analysis Foundational to the Plan

• State of the college/university relative to planning area.

• Identifies and explains trends and experiences.

• Couples quantitative data with qualitative understanding.

• Determines if campus stories are valid.

• Highlights data that needs a story.

• Produces critical strategy insights for the institution.
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Your Situation Analyses … 

• Provide assessments of the current and projected strengths, weaknesses, 
opportunities, and threats that need to be addressed in the development of 
enrollment strategies.

• Relate to the KPIs that have been identified earlier in the planning process.

• Provide both historical and comparator contexts.

• Are based on both the best quantitative data that is available and the qualitative 
information and views of experienced environmental observers.
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The Situation Analysis Should. . .

• Tell an interesting story.

• Quantify threats and opportunities.

• Create a direct link between identity, actions, and outcomes.

• Motivate specific actions with specific desired results.
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Academic Program 
Positioning
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Utilizing internal assets and being aware of challenges

Aligning to Authenticity

Institutional culture

Financial needs of the
institution

Financial capacity of the
institution to invest

Faculty skills and capacity

Student success and
outcomesFaculty passion

Current physical
infrastructure

Current technology
infrastructure

Mission
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What questions should you ask?

Competition and Perception

Who are our 
competitors? 

For whom or what?

What are we 
competing on?

What are their 
strengths/

differentiators and 
what are ours?

What trends are 
impacting 

competitors?

How may that 
impact us?

How do perspective 
students and 

families perceive our 
college or 

university?

Do they understand 
our value?
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They are all around us and can have positive and negative impacts

External Influences 

Demographics

Student demand and 
interests

Labor market needs

Federal, regional, state, 
or local priorities

Accreditation and 
regulation

Competition

Perception and reputation

Alumni, donors, affiliated groups
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Matrix position helps us know which questions to ask to build a portfolio strategy

Understanding Program Strength

High Demand

Low Demand

High ShareLow Share

• Why are we doing well?
• What are the reasons why we have 

been successful?
• How do we leverage these advantages and 

protect our leadership position?
• Are there related programs where we can extend and 

succeed?
• Who are the competitors growing in this area?   

• How will they attack our position?
• How can we sustain our edge?

• Why is share low?
• Is the program known?  
• Have we promoted that we offer it?

• Do competitors have better offerings?
• What features do we lack?

• What are our options to form a competitive advantage?

• How does our distinction have value/benefit 
to a prospective student?

• Why is demand low?
• Is this a new growth field?  
• Is this a field with declining interest?
• Realistically, are we in a position to reshape or 

create new demand streams?
• Why have we been successful attracting students?
• Is the program being managed sustainably?

• Why is share low?
• Is the program known?  
• Have we promoted that we offer it?
• Do competitors have better offerings? 

What features do we lack?
• Why is demand low?

• Is this a new growth field?  
• Is this a field with declining interest?
• Realistically, are we in a position to reshape or 

create new demand streams?
• Is the program being managed sustainably?

Strongest position for growth

Niche programsLeast opportunity for growth

Growth opportunities
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Exploring “New” Program Concepts
The next frontier … primary research and labor market analysis

• Artificial Intelligence

• AI tech

• AI literacy

• Interdisciplinary programs

• STEM and Humanities 
integrated

• Cannabis science/studies
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Academic 
Revitalization 

Case Study
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Case Study Profile

• A four-year, public university in the southern United States serving a diverse, rural community.

• Engaged in strategic enrollment planning with market research to gather student and labor market 
data for strategic academic planning.

• Market research began with an environmental scan to better understand current program 
enrollments and completions, identify opportunities for new programs at the undergraduate, 
graduate, and doctoral levels that to meet student and workforce needs.

• Following the academic program environmental scan, the institution pursued primary search 
through an academic program demand analysis survey to learn about student interests, modality 
preferences, and perceptions of the institution in the market.

• Successfully navigated a state level program evaluation process while maintaining a focus on 
academic program innovation.
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(Programs with greatest number of applications)

Enrollment Funnel Analysis—Bachelor’s

CIP Code University Program
Total 

Completed 
Applicants

Total 
Admits

Total 
Enrolled

Completed 
Applicant 
to Admit

Admit to 
Enroll

Conversion: 
Total 

Applicants to 
Enrolled

51.3801 Nursing 3,384 2,795 723 79.6% 27.6% 13.1%

24.0102 Engineering 3,276 2,501 964 76.7% 38.3% 19.8%

26.0101 Biology 2,179 1,824 574 83.7% 31.5% 19.6%

42.0101 Psychology 1,925 1,527 587 79.3% 38.4% 19.0%

51.0000 Health Science 1,405 1,128 267 80.3% 23.7% 13.4%

43.0104 Criminal Justice 1,289 959 300 74.4% 31.3% 13.7%

13.1202 Education 1,278 1,010 505 79.0% 50.0% 24.9%

52.0201 Management 1,100 860 318 78.2% 37.0% 15.7%

11.0101 Computer Science 775 653 243 84.3% 37.2% 20.7%

52.1401 Business 674 517 169 76.7% 32.7% 14.9%
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Student and Labor Market Demand—Top 10 - Bachelor’s

Student Market Labor Market 

Accounting* (52.0301) Agricultural/Animal/Plant/Veterinary Science and Related Fields, Other 
(1.9999)

Biology/Biological Sciences, General* (26.0101) Business/Commerce, General* (52.0101)

Business Administration and Management, General* (52.0201) Criminal Justice/Law Enforcement Administration (43.0103)

Cybersecurity Defense Strategy/Policy (43.0404) Education, Other (13.9999)

Finance, General* (52.0801) Fashion Merchandising (52.1902)

General Merchandising, Sales, and Related Marketing Operations, 
Other (52.1899)

General Studies (24.0102)

Marketing/Marketing Management, General* (52.1401) Hospitality Administration/Management, General (52.0901)

Psychology, General* (42.0101) Liberal Arts and Sciences, General Studies and Humanities, Other 
(24.0199)

Registered Nursing/Registered Nurse* (51.3801) Organizational Leadership* (52.0213)

Russian Language and Literature (16.0402) Parks, Recreation, and Leisure Facilities Management, General 
(31.0301)

* Current  program offering
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Understanding student interest by disciplinary area

Interest by Subject Area

13%

15%

20%

20%

27%

31%

46%

27%

40%

41%

30%

43%

28%

36%

60%

45%

39%

50%

30%

44%

19%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Program Area 6

Program Area 3

Program Area 4

Program Area 2

Program Area 5

Program Area 7

Program Area 1

How interested are you in programs in the following general areas?

Very Interested Somewhat Interested Not Interested at All
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Job placement, scholarships, costs, and financial aid top of importance

Quality Attribute Analysis - Importance

69%

68%

68%

61%

56%

49%

43%

27%

22%

22%

24%

24%

30%

37%

36%

27%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

High job placement rate after graduation

Scholarships (based on merit).

Cost/affordability of the program

Financial aid (based on need).

Availability of internships/co-ops/practicums

Applied learning via real-world problems pursued in classes

Support systems available to students (personalized advising,…

Campus Diversity

Very Imporant Important Moderately Important Slightly Important Not Important
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Would you consider enrolling at … ?

11%

5%

48%

16%

9%

10%

9%

28%

20%

15%

21%

68%

77%

36%

62%

69%

69%

70%

52%

64%

66%

61%

21%

18%

16%

22%

22%

20%

20%

20%

17%

19%

18%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Competitor 10

Competitor 9

Competitor 8

Competitor 7

Competitor 6

Competitor 5

Competitor 4

Competitor 3

Competitor 2

Competitor 1

Campus Partner

Yes No Don't Know
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Questions and 
Discussion
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Thank You!

Dawn Fortin Mattoon, 
Ed.D.

Senior Vice President

Ken Newbold, 
Ph.D.

Assistant Vice President

Stephannie Seaton, 
Ph.D.

Market Research Consultant
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