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Executive Summary

Enrollment Management Planning helps an institution articulate a predictable profile of students it recruits, serves, and retains.  To optimize recruitment and retention of its students, the Eastern Oregon University (EOU) Enrollment Management Team’s intent was to develop a comprehensive Strategic Enrollment Management Plan that aligns with the institution’s Strategic Plan--its mission to provide quality student-centered education, its promise to develop sustainable rural / regional and economic partnerships, and its destiny to be a blended residential-distance education provider.

Recruitment.  Under the umbrella of Student Affairs, on-campus Admissions and Financial Aid departments have a high degree of integrity and accountability, yet as discrete service units their functions have been limited to on-campus student services.  Strong academic programs, small student : faculty ratios, a robust fee remission program, and no out-of-state tuition have been EOU’s primary recruitment strategies.  These strategies, however, have not cohered around any articulated strategic enrollment goals promoted by an Integrated Marketing Plan (IMP) (see Appendix A).  As discrete strategies, Marketing and Public Relations have proven inadequate to sustain the institution’s enrollments, or to explain or project past and future enrollment patterns.  A weakness central to on campus EOU recruitment strategies appears to be a lack of sustained strategic collaboration between the goals of student Admissions and Financial Aid services, marketing, and residential / online academic programs.

Retention.  Since 2002, the Provost and Vice President for Academic Affairs has decentralized academic Advising, has created the Center for Teaching, Learning, and Assessment, the First Year Experience (COREs 101 and 102), the Honors Program, and has bolstered the Cornerstones of Learning Program.  Since 2005, International Programs and Study Abroad have also come under the purview of Academic Affairs. There is currently uneven faculty leadership and budgetary support for some of these programs. Academic support programs need to coalesce around a common strategic goal focused on student success, retention, and graduation rooted in a faculty fully engaged in “best practices” approaches to teaching, learning, and advising.
Division of Distance Education (DDE).  Throughout most of its history, the Division of Distance Education has functioned autonomously, serving students with distinction through DDE specific policies, processes, and protocols for admissions, registration, advising, student accounts, and tuition rates.

Given its institutional type, mission, size, and the recent decline in enrollments (2006-2007), both on campus and in DDE, it is clear that discrete administrative units in Academic and Student Affairs and on and off campus is no longer sustainable.  While certain “best practices” learning initiatives and student success services have gained some traction among faculty and academic support personnel, silo administrative models, faculty disengagement, and budgetary constraints have hampered systemic development of an institutional culture of student- and learner-centered education. 

Throughout May and June, the Provost tasked DDE and International Programs to develop Strategic Enrollment Plans for their areas (see Appendix B and C respectively).  These plans were to conform to the University’s updated strategic goals.  In June, the Vice President for Student Affairs convened a meeting of Enrollment Management, where the Associate Vice President for Academic Affairs led the team in a SWOT analysis of Recruitment and Retention (see Appendix D), and the development of strategic goals, objectives and actions in the enrollment area.  

Strategic Enrollment Management Report
Reorganization and Strategic Enrollment Management 

In May 2007, the Enrollment Management Committee anticipated a consultant audit and began clustering service areas to support the future strategic directions of the university, primarily, but not exclusively, in the areas of rural sustainability and blended education environments. 

During the May 18, 2007 Strengths, Weaknesses, Opportunities, and Threats (SWOT) analysis (see Appendix D), large areas of concern emerged related to marketing, admissions, and financial aid.

Prior to selecting SEMWorks as our Consultant, Student Affairs provided an Enrollment Management Consultant Summary recommending a recruitment, Enrollment Management model, and retention plan (see Appendix E). 

Reorganization of operational areas in Academic and Student Affairs will require strong leadership from vice presidential areas and economic support from the President’s and Chancellor’s offices.  Any approach to reorganization must arise out of the strategic planning process and the 2007 Strategic Goals endorsed by the campus in May and by the State Board of Higher Education in June.

Summer Enrollment Management Committee
 
Short-term Activities Summary
In the wake of the resignation of the Vice President for Student Affairs, a June 22 Enrollment Projections meeting with Bob Kierans, and budgetary news that the fund balance was at a precarious 1.1%, the Provost formed and convened an ad hoc Summer Enrollment Management team beginning July 11, where he tasked various committee members to develop short term enrollment activities to bolster Fall 2007 enrollments.  Subsequent meetings—July 16, July 18, July 24, July 25, and August 3—were convened for committee members to report in on short term enrollment activities and yield, and to elaborate mid- and long-term enrollment actions the university needs to engage in for future sustainability (see Appendix F, G, and H respectively).  These plans are situated in a strategic framework informed by the approved Institutional Strategic Goals.
Upon completion of the August 3, 2007 meeting, it was determined that the Summer Enrollment Management Team had completed its directive and was disbanded. A smaller Enrollment Management Team was identified and convened on August 29, with subsequent meetings on September 12 and October 3, 2007.  

2007 Strategic Goals and Strategic Enrollment Management

In alignment with the EOU Strategic Goals for 2007-2010, the following Goals have been identified for Enrollment Management initiatives: 

Quality Education (QE)

A. Assess current delivery and quality of on-campus and online education against best practices for student engagement.

B. Assess current programs and enrollment patterns.

C. Do a market analysis to cue development of new degree and certificate programs.

D. Develop new course and program assessment tools for on-campus and online education.

E. Engage faculty in “best practices” for student- and learner-centered education through more active leadership and routine workshop activities developed by the Center for Teaching, Learning, and Assessment (CTLA).

F. Develop “Undergraduate Research” faculty team to strengthen this cornerstone of learning.

G. Engage Career Services in promoting internship, practicum, and service learning opportunities among faculty advisors and students to strengthen these cornerstones of learning.

H. Engage faculty in developing and managing innovative blended classroom environments by providing appropriate professional development opportunities in this area through the CTLA.

I. Develop 2+2 transfer roadmaps and career pathways from CCs to EOU.

Student Success (SS)

A. Assess current models for student access services (Admissions, Financial Aid, Registrar, High School Initiatives, and International Programs) against customer-service models.

B. Restructure Student Affairs to reflect student- and learner-centered models of education.

C. Restructure Academic Affairs services to reflect appropriate student-success and student-living-and-learning environments.

D. Assess Advising structure on and off campus and for international student population.

E. Develop (through the Enrollment Management Committee) enrollment management strategic goals, operational goals, and performance indicators to set optimal, current, and target enrollment goals and to track results in recruitment, retention, and graduation rates.

F. Continue to develop First Year Experience (FYE) curriculum and promote faculty buy-in through an invitational FYE institute (late Summer 2007).

G. Cross-train and repurpose positions to strengthen student success in a blended and co-curricular environment.

H. Reallocate funds from elsewhere in the university to strengthen student access, success, and learning service areas.

Communication (CC)

A. Implement the Integrated Marketing Plan and communicate all components of that plan to the campus—from message to slogans to branding.  

B. Provide educational programs with promotional and marketing materials to aid in recruitment of qualified students.

C. Assess EOU’s (bilingual) web presence and its role in student recruitment.

D. Evaluate and streamline all policies, processes, and protocols that impede or confound student recruitment and retention.

E. Design and implement virtual service center and FAQs page.

Faculty and Staff (FS)

A. Provide customer service workshops to faculty and staff to move the institutional culture from administration-centered to student-centered model.

B. Provide staff with routine cross-training / one-stop-shopping / team approach to serving students.

C. Provide administrators, faculty, and staff with appropriate desktop tools and training to query student information.

D. Provide ongoing academic intervention and intrusive advising workshops for faculty.

Diversity / Globalization (DG)

A. Develop diversity component in each of the majors.

B. Recruit in Mexico and China.

C. Provide international students with an advisor.

D. Provide Diversity Training workshop for faculty and staff.

E. Strengthen CC recruitment for international student transfer prospects.

F. Strengthen foundation scholarship funding for international students.

G. Strengthen ESOL on campus in preparation for international student recruitments.

H. Create residence hall living environments hospitable to international students.

Sustainability (SUS)

A. Manage course enrollments and faculty loads.

B. Develop appropriate prospect and recruitment activities.

C. Market targeted fee remission for on campus and online students.

D. Develop financial aid and residence hall pricing and packaging to align with market.

E. Create a student decision calendar with contingencies for unused scholarships and discounts for residence halls.

F. Restructure tuition and fees with respect to campus/DDE differential.

Partnerships (PAR)

A. Assess all MOU agreements with current partners and explore developing facets of these partnerships.

B. Establish new partnerships with local and regional agencies, i.e. Training and Development Consortium, regional Correctional Institutions.

Enrollment Management Consultant
In June 2007 the institution prepared an RFP for recruitment of an Enrollment Management Consultant. Dr. Black of SEMWorks arrived on campus Friday, August 10, 2007 and engaged in an extensive 4-day visit. At the conclusion of his visit, Dr. Black presented to the Enrollment Management Team, and other selected attendees, his preliminary findings. On or about September 24, 2007, Eastern Oregon University received the final Enrollment Management Consultant Report.
Summary

On October 3, 2007, the Enrollment Management Team established the following Working Groups. The work groups are to report to the Enrollment Management Team preliminary recommendations on mid and long-term enrollment plans no later than October 24, 2007.
1. Marketing/ Publications/ Communication Plan 

Chair: Tim Seydel

Charge: 
To develop a:

· Targeted recruitment plan

· Costs/ Revenue and time spent (by state and county)

· Expected yields (by state and county)

2. Scholarship Programs/ Financial Aid Plan

Chair: Eric Bucks

Charge: 


a) Develop a matrix of financial aid scholarship packaging options with deadlines for award and acceptance

b) Identify acceptance/ decline tracking process in BANNER

c) Define and provide detail on “pricing”

3. Web Design Plan

Chair:

Charge:


a) Make recommendations on student friendly web access and application process customized for segmented student populations as suggested in the Black Report.

b) Propose RFP (check with Tim Seydel for outsourcing)

4. Technology and Data Collection Plan

Chair: Mike Daugherty

Charge:
Recommend systemic approach to tracking:

· Prospects

· Admits

· Financial Aid packaging

· Enrollment

· Retention

· Demography

· Non-admits

· Modality

· Transfers

5. Advising and Retention Plan

Chair: 

Charge:
Assess, propose, and recommend advising and retention 

structure as it relates to:

· FYE – Core 101

· Exploratory students

· Career services

· Faculty development for advising

· Warning and probation students

6. Customer Service Plan

Chair:

Charge:


a) Come up with a customer service motto like “students first”

b) Research training options for faculty and staff

c) Recommend customer service training options 

d) Provide budget narrative

Appendix A
Eastern Oregon University

Integrated Marketing Plan
Key Elements 

Eastern Oregon University’s integrated marketing plan includes the following elements: 

Identify market niche or “brand”
We must identify EOU’s niche in the higher education marketplace on the local, regional, state and national levels. Currently, EOU has little brand recognition. While decentralized marketing efforts and extremely limited budgetary resources are definite obstacles, they are not impassable. Outcomes from the University’s strategic planning process and Oregon University System “portfolio” expectations will enable Eastern’s marketing team to merge strengths and priorities into a unique and identifiable market niche, which will then be utilized to strengthen EOU’s identify with external as well as internal constituents.
Establish coordinated efforts with primary institutional players

In past years, EOU divisions and departments have not worked together to actively integrate marketing efforts. While there are many reasons for this happening in the past, new administrative leadership has welcomed the opportunity to begin unifying and integrating efforts. Primary players are those campus areas that are actively involved in promotion, advertising and marketing. They have been identified as admissions, distance education, athletics, and university advancement. 

Connection with strategic plan

All institutional marketing efforts, integrated or not, need to demonstrate a direct connection and support of EOU’s strategic plan. Planning is estimated to be completed by mid-2007. All major issues with significant, long-term impacts should be addressed, including academic program development or changes, budget, enrollment management, fundraising efforts, and capital projects. 
Integrating strategy, organization and message 
Strategic integration involves the assessment and meeting of target audience needs through effective use and allocation of resources. Target audiences include: students, faculty and staff, parents, alumni, donors, legislators, and community constituencies.

First steps in the organizational process must include the inclusion and long-term buy-in from primary players and administrative leadership. Organizational effectiveness will develop as an outgrowth of team efforts focused on marketing and promoting the University. 

Message integration must include a consistent “look” along with coordinated communications efforts driven by strategic decisions that benefit both the individual department or division as well as the institution. Marketing materials will have a tailored, but common, look, sound and feel across various mediums and departments. 

· Programs instead of products 

· Value instead of price 

· Location benefits vs. remoteness of place 

· Communication instead of promotion 

  

Major Components 

An integrated marketing plan for Eastern Oregon University includes following major components: 

I. Descriptors: the key messages we want to communicate to our most important audiences. Descriptors may include: 

A. Location 

B. Unique opportunities 

C. Community

D. Cornerstones 

E. Cost/value

II. Audiences: constituencies we wish to inform and influence. 

A. External constituents
1. Prospective students
a. Traditional
b. Non-traditional/distance
c. Transfer
2. Parents/Spouses/Families

3. Alumni

4. Donors

5. Legislators

6. State Board and Chancellor’s Office

7. Communities

a. Local

b. Center locations

c. Service region

B. Internal constituents

1. Current Students

2. Faculty – teaching and administrative

3. Staff – classified

4. Foundation

a. Board of directors

b. Alumni

c. Boosters

III. Target geographies: the area(s) in which our audiences live. 

A. Local: La Grande and the surrounding areas.

B. Eastern Oregon: traditional 12-county service region.

C. Centers: locations of EOU distance learning and extended residential programs.

D. Regional: western Idaho, southeast Washington and extended target recruitment areas.

IV. Targeted activities: implementation of the plan.

A. Advertising and promotion

1. Activity-specific: print, radio, web (internal)

a. Admissions (high school visitations)

b. Athletics events

c. Special campus events (graduation, etc.)

d. New academic programs, partnerships (NA Minor) 

e. Campaign/fundraising announcements (new scholarships) 

2. Program-specific

a. Athletics (camps, banners, media programs)

b. Academic (MBA recruitment)

c. Distance education (Umpqua CC) 

3. Institutional visibility

a. Local support of events/functions (Chamber to United Way to HS Sports)

b. Statewide (OPB, television, commercial radio)

c. Site-specific (Billboards, transit ads)

d. Online (Google)

4. Ongoing

a. Distance education (other community visibility)

b. Standing commitments (signage)

V. Tools: the specific resources needed to accomplish the goals

A. Print

1. Brochures, posters, catalogs, data sheets

2. Alumni magazine, annual reports, newsletters

3. Stationery: letterhead, envelopes, business cards, fax covers, agendas

B. Electronic 

1. Web site design, content, and management

2. Email communication: blast emails, informational emails

3. On-line resources, templates 

C. News

1. Press releases

2. Features

3. Departmental communication

VI. Marketing goals: the objectives we wish to accomplish through the integrated marketing plan. Goals include:   

A. Influence among all constituents 

B. Visible proof of coordinated promotion program

C. Improvement in overall enrollments 

D. Increase in fundraising efforts (receivables) 

E. Market-driven program development and implementation

F. Direct connections between strategic plan and marketing plan

VII. Marketing action plans. the details about how specific activities will support the marketing goals. 
These specific activities and timelines will coordinate with the strategic planning process, and may include plans around the following initiatives:

A. Establishment by President and Cabinet of Integrated Marketing Team and primary office as Advancement.

B. New, centralized integrated campaign for admissions, athletics, distance education and advancement.

C. Utilization of EOU’s web presence as the primary tool for marketing at all levels.

D. Increased visibility at all levels.

E. Capital campaign for EOU.

F. New communication vehicles for internal and external communication.

G. Review of visual identity program, materials and coordination.
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Appendix B

Eastern Oregon University

International Programs Strategic Enrollment Plan

Draft – 7/16/2007

Process

· Researched international enrollment trends nationally and at EOU

· Assembled committee of faculty, staff and students to perform SWOT analysis

· Committee brainstormed possible strategies based on SWOT

· Next step: conduct survey of international students on needs and satisfaction

Recruitment

· Focus on China and Mexico

· China – 2nd leading place of origin for international students in US; previous investment in recruitment there

· Mexico – 7th place of origin; accessible and cost effective for recruitment; increase diversity within international student population (currently low numbers of students from this region)

· Use local resources 

· Study Oregon – network of Oregon higher education institutions to market internationally, works with US Export Assistance Center, participates in fairs in selected countries (chosen by members every 2 years), advertising for member institutions on website

· Community Colleges – strengthen relationships with CC’s by participation in international transfer fairs, visitations, mailing recruiting information; cost effective way to quickly recruit; note – students graduate quickly, often in less than 2 years

· Specific 2007-08 recommendations

· China – consider return trip with more focused recruitment effort; concentrate on smaller cities and possibly on rural areas

· Mexico –utilize recent graduates and faculty in the region as recruitment assistance 

· Study Oregon – establish membership; allocate budget for travel to necessary meetings

· Community Colleges – travel to Seattle area international transfer fairs in the fall; further relationships at Oregon CC’s

· International Search Piece  - different message and information specific to international student needs and questions

· Mail recruiting packets to former HS of current international students

· Establish clear objectives and goals for “internationalizing”

Retention (mid and long term strategies)
· Leadership of International Programs - needed to guide recruitment with expertise, allow for growth in student population and corresponding programs, provide support  to International Student Advisor and Study Abroad Coordinator

· Address ESOL challenges

a. Provide training for faculty and staff on how to best assist students who may be struggling with English language skills and how to continue to assist as they move through degree programs

b. Additional academic support that could provide additional tutoring services not available through the Learning Center, focus on advising new international students and other non-native English speakers and assist in training faculty and staff; eventually expand to work with English Language Institute

c. Expand on HUM courses/create English Language Institute

i. Begin with short term intensive program for incoming students every fall who are within a specified English proficiency range

· Financial challenges for students – international students face unique financial challenges due to employment restrictions, ineligibility for loans/grants, currency exchange rates

a. Increase available scholarships – for recruitment incentive and to increase affordability

b. Book scholarships

c. Explore possibilities for Foundation funds and support services for students in financial crisis

d. Consider 4 year tuition promise for all students

· Programs and Support Services

a. Align/enhance current programs across campus

b. Establish Peer Mentor Program – requires training and possible compensation/recognition (Cornerstones?)

c. International floors in Residence Halls – available to US and international students interested in a global living environment

d. Increase outreach to the community through programs

i. Provide credit/incentive to students for participation

ii. Brochure for community organizations with profile of students available for speaking at meetings

e. Establish Homestay Program

Appendix C

Eastern Oregon University

Division of Distance Education

Strategic Enrollment Plan

The Division of Distance Education requests $70,000 in scholarship money be made available to stimulate student head count for fiscal 2008.  This division has a good chance of improving the head count.  Distance students do not have to make major alterations to their lives by moving to La Grande, arranging housing or coping with any of the other details involved in a move.  They may only have to apply for admission and register for classes.  It would be more involved for a student to make a decision to come to campus if he/she had not planned this move by now.

The Distance Education proposal is to offer a one-time scholarship of $900 which must be used during fiscal 2008, divided to yield a maximum of $300 for each term:  fall, winter and spring.  Our proposed priorities, ranked highest to lowest, for allocating the scholarship money are: 

1. Students who are admitted but have not taken any courses from EOU for at least two terms and have an assigned DDE adviser. 

2. Students who are admitted but have not matriculated and are assigned a DDE adviser. 

3. Students who have applied for admission as DDE students but are still pending and have not completed their applications. 

4. Potential students who have contacted DDE and asked for more information but have not yet applied for admission. 

5. Students who have left campus and returned home

If this plan is approved, each regional director will be contacted and guided through the scholarship recipient selection process. Each adviser would be given a specified number of scholarships to award.  The number of scholarships accepted will be monitored daily.  If a DDE adviser is not able to fill his/her scholarship slots, these scholarships will be reallocated to another DDE adviser with a larger number of interested students. 

The DDE administrative team suggests additional ideas to help boost enrollment outside of the scholarship plan:  

1. Student Account Amnesty 

There are probably some students owing a small amount of money to EOU which has kept them from registration for classes.  The proposal is to grant a form of amnesty for the student account if the student registers for fall classes.  A maximum dollar amount could be selected and a list of those owing money produced.  Then a point could be determined at which EOU would forgive the balance if the student registers. 

2. County Fair Drawing

Admissions and DDE are sharing a Union County fair booth.  A daily drawing could be held for one free EOU fall class each day of the four-day fair. This would generate leads:  names, addresses and email addresses.  DDE director Jasmine Filley will have a booth at the Douglas County Fair; perhaps she could have a similar drawing for a DDE course. 

3. Free Course Tuition for Four Students

A daily drawing could be held for free tuition for one person to take the DDE two-credit Survival Skills for Distance Learners course at the Union County fair.  This course is an excellent introduction for students returning to class, especially those who may have a fear of returning to school. 

4. Incentives to Businesses

Offer tuition incentives to Oregon-based businesses to encourage degree completion for their employees.

Appendix D

Eastern Oregon University

SWOT Analysis of Recruitment and Retention

	Strengths
	Weaknesses
	Opportunities
	Threats

	Desire of individuals to make a difference for students (individual efforts)
	Communication
	Increase Retention
	System-wide low application/enrollments for next fall

	Quality of faculty/staff/student accomplishments
	Lack of implementation (consultants)
	Pre-College awareness:  reaching out to middle schools
	DDE: no longer the “best deal in town”  Highly competitive market

	Unique academic programs
	Lack of definition of Enrollment Management 
	Articulate/Promote/Market the good achievements of faculty/staff/students
	Shifting demographics/loyalty

	Relationship with local news
	Enrollment Management aspirations but not reality
	Collaboration between departments to improve on events
	State Funding

	
	No infrastructure for implementation of planning: prioritize/budget/benchmarks
	More publishing across the state  - Oregonian
	Rural counties decline in school age population that EOU would traditionally recruit 

	
	Who are we? Access v. Elite
	Capitalize on how we serve the current student body with regard to access:  modality choice
	Public Relations Noise

	
	Lack of excitement/buzz on campus: low faculty/staff moral & declining student involvement 
	
	

	
	Us v. Them
	
	

	
	Feels like a commuter campus
	
	

	
	Corporate leadership: accountability
	
	

	
	Data format inconsistent: lack of clarity in data info to make decisions (budget)
	
	

	
	The Faculty views teaching DDE students – should be viewed as members of the student body with only difference being modality
	
	


Appendix D continued

Eastern Oregon University

SWOT Analysis of Recruitment and Retention

	GOAL:  Enrollment – improve number of on-campus FTE

Strategies/Objectives
	* Indicates higher level of approval needed
	Priority:

1=Short  2=Mid  3=Long
	Responsibility Center

	Integrated Marketing:

Who are we?  
	*
	1
	

	Customer Service: 

Inlow 1st
	
	1
	

	Finders Fee
	*
	1
	

	Targeted email/phone campaign – faculty/staff
	
	1
	

	Scholarships (dorm/partial)
	
	1
	

	Review prior consultant reports
	
	1
	

	May 1st tuition deposit – waiver
	*
	1
	

	Fund FYE program
	
	1
	

	SAT testing (OUS policy)
	*
	1
	

	Text book lending library
	
	1
	

	Reduce DDE tuition to lowest in Oregon
	*
	1
	

	Reward System for good Academic Advising
	
	2
	

	Programmatic Transfer Checklist (web/hardcopy) to Community Colleges 
	
	2
	

	Re-evaluate the Fee Remission Strategy
	
	2
	

	Reduce on-campus tuition to lowest in Oregon
	*
	2
	

	Recruiting by Alumni & Faculty
	
	2
	

	Community College remedial/developmental courses offered on campus
	
	2
	

	General Access
	
	2
	

	Honors Program Growth
	
	2
	

	Recruitment Incentive System (Alumni/Discipline)
	
	3
	


Appendix E

Eastern Oregon University

Enrollment Management Consultant Report Summary

Submitted by Danny Aynes

There were many commonalities among the various reports.  I will summarize my findings below, and intersperse general comments and questions that arose while I was preparing this document.  I will start with EOU’s definition of Enrollment Management, and follow with my findings.

Enrollment Management (EOU definition)

Enrollment Management refers to functions and activities intended to exert influence on enrollment patterns.  Strategic planning, supported by assessment and institutional research, will determine enrollment goals/priorities.  Our desire is to achieve and maintain optimal enrollment numbers through a systematic set of activities (i.e., recruitment and student college choice, orientation/transition activities, retention, graduation rates and student outcomes).  

Eastern needs an updated Enrollment Management Plan, but it also needs to create some form of an Enrollment Management Model that creates a centralized responsibility for Enrollment Management and a reporting relationship to the cabinet.  To effectively address Enrollment Management issues, there needs to be some other action taken other than creating a plan, without centralized supervision, and oversight of the follow through and details of the plan. After reading the reports it was apparent that addressing each of the reports’ recommendations focused on recruitment and retention.  While they are definitely related, it helped to separate the recommendations into those two areas.  

Recruitment

Develop a comprehensive Recruitment Plan

· Create subgroups for different populations; DDE, regional center, diversity groups, transfer, high school, early outreach, others……

· Develop marketing approach for each subgroup

Integrated Marketing, define “Who are we?”

Customer Service training

Finders fee for counselors, students, community college faculty/staff

Purchase more names, and have mailings built into recruitment plan accordingly

Utilize Noel-Levitz software to the best of it’s capabilities for predictive modeling

Increased budget for mailings and publications

Develop a strategy for Financial Aid

· Fully implement the scholarship matrix

· Brochures for scholarships

· Website

· Pre-Award Campaign

· More money going into scholarships

Utilize different groups of students in telecounselling

· International students

· Students of color from the US

· Out-of-state

· High achievers

· Student leaders from same high school, neighboring town

Utilize students in email/letter campaigns (see above)

Increase Faculty involvement in recruitment

· Letters to prospects

· Phone calls to admits

· Hands on experience at Preview Days versus fair approach

Leverage Campus events with other events/groups on campus

· Athletics, Chamber Choir, Navigators, etc.

Make sure all campus visitors are input into BANNER

Transfer Articulation

· What is the status of ATLAS?

· Can EOU wait on full implementation or just start articulation agreements?

· What do we do with an incoming OTM?

· Are we missing students by encouraging them to finish their AAOT?

· Program to program articulation with BMCC, TVCC

Transcript evaluation complete within one week for prospects

Increased funding for technology (video, pod cast, web portal, etc.)

Utilize Alums in the recruitment process

· Letters/emails to prospects

· Hosting receptions

· Promoting what alums are doing with EOU degrees

Create a parent’s brochure/website

Drop SAT requirement

Reduce tuition to lowest in Oregon

Growth in the honors program

Retention

Create a Retention Plan

· Include subgroups similar to the Recruitment Plan

· Outline keys for retention for each group

· Identify potential barriers

Identify strengths and weaknesses of advising model and adjust accordingly

Reward system for good advising

Weekly staff meetings for Registrar’s Office

Better use of student workers in Registrar’s Office to eliminate some workload for professional staff

Fund and implement the FYE program

Make Registrar’s website easier to find on the web

Proper signage in Inlow to high traffic offices

Provide adequate courses that meet the needs of EOU students

Make better use of space in the Registrar’s Office

· Make it more appealing for students

· Have forms readily available

· Install computer terminals so students can register, possibly in the photo room

· Be flexible to meet students needs during high traffic times (SOAR, Orientation) in regards to ID photos

· Modernize processes to eliminate outdated items (typewriters)

· Eliminate the need of onionskin for transcript evaluations

Create Student Success surveys that are flagged in Webster at a certain number of credits

· Create the surveys to reveal key data.  Why they chose EOU, satisfaction with services, comfort level of first year.

· Sort all surveys by on-campus, regional center, or distance

· Identify the best time for surveys.  End of first term, when student gets to 45 credits, when they complete Gen Ed requirements, exit survey when they near graduation, etc.

· Interpret data, and make changes accordingly

Encourage Faculty/Staff involvement with current students 

Utilize BANNER to decrease the workload of staff in the Registrar’s Office

Analyze staffing levels of key offices (Financial Aid, Registrar, Cashier)

Annual professional development for the Registrar (OrACRAO or PACRAO) 

This is just a brief summary of some of the things found in the Enrollment Management reports conducted in the past.  After reading through the documents, here is my opinion of a few models that could benefit EOU.  

1.  Enrollment Management Committee

 If a committee model were considered, it would be beneficial to create a large committee, but to actually create two committees/workgroups with different tasks.  One would focus on recruitment, and the other on retention.    The committees or workgroups would work together at times, but would mostly work separately to focus on their assigned focus.  This would allow a greater emphasis to be placed on recruitment and retention.  The committee chairs would need some sort of reporting relationship with the Cabinet, and an understanding that the work of the committee will be valued and put into action by the corresponding supervisor.  

2.  Enrollment Management Matrix

If EOU decided to implement a model with more authority, but without making drastic changes in the organizational structure, then a Matrix model might be a good option.  In the Matrix model, offices keep their direct report for day-to-day operations, but for Enrollment Management issues, would report to an appointed person with a reporting relationship to the Cabinet.  For example the Registrar’s Office would continue reporting to the Provost, and Admissions to the Vice President of Student Affairs, but for Enrollment Management issues, the appointed person would inform the Cabinet about issues, and implement new initiatives throughout all of the offices in the Matrix.

3.  Enrollment Management Division

In this model, different offices that relate to Enrollment Management are moved into one division and report to one person.  

Each of the above models can be effective, but must have the commitment of the entire campus.  The committee model would be the most budget friendly, followed by the matrix model, and then the division model being the most expensive.  

Appendix F
Eastern Oregon University

Short-Term Strategic Enrollment Management Activities

	ACTION
	DATE
	WHO RESPONSIBLE
	YIELD

	Remove Impediments


	Application fee waiver*
	July 19-Sep 1


	Admissions-jcontrera
	

	The application fee waiver was extended through December 2007. Admission’s Counselors and other constituents will utilize the fee waiver to entice the potential applicant to apply. Specifically, the counselor will tell the student “if you apply now, I will waive the application fee.” 

	GEOG x10 exception and GE assignment
	August 2 Registration
	Dean Jaeger, Provost Miller, DDE
	

	SAT campus on Sep 6


	July 19
	Advising-aadams
	8/29 – 25 registered

	HS Transcript 8th semester on call list*
	July 19
	Admissions-jcontreras
	

	Financial Aid


	Fee Remission Redistribution
	$113,000
	Financial Aid-ebucks
	56-113 available

	Pride Grant Awards

Criteria:

1. Must be a new student not already planning on attending EOU

2. Student must be admitted and matriculated in order to receive the funds

Restrictions:

1. 1 year awards only, with provision for reapplying for additional years dependent upon available funds

2. There are no requirements as far as number of credit hours or gpa

Eligibility:

1. Must be admitted and enrolled to receive aid

Award Specifics:

1. Award cannot exceed $6,072 when combined with other EOU Fee Remission awards (University Scholars, Athletics, etc.)

2. Maximum award = $4,500

3. Minimum award = $100

4. Suggested average award = $2,000

5. By offering this grant, less likely to affect a student’s financial aid in a way they might perceive as being negative if student’s EFC is at 9900 or less. Or, if combined with a residence life grant, with an EFC of 6900 or less

Total Grant award amounts:

1. On-campus = $40,500

2. Distance Education = $67,500

· Awarded only to students who have not attended for at least the past 2 terms. Awards made are $300 per term.

	# Pride Grants Offered

	· On-campus 
	27

	· DDE
	78

	Residence Hall incentive pkgs.
	$240,000 + $60,000 equity
	Residence Life-sjenkins
	80 available

8/31 deadline


	Residence Life Grant Awards

Criteria:
1. Must be a new student not already planning on attending EOU

2. Student must be admitted and matriculated in order to receive the funds

3. Must live in the residence halls

4. Must enroll full-time (12 credit hours minimum per term)

Restrictions:

1. 1 year awards only, with provision for reapplying for additional years dependent upon available funds

2. There are no requirements as far as number of credit hours or gpa

Eligibility:

1. Must be admitted and enrolled to receive aid

2. Must live in a residence hall

Award Specifics:

1. Maximum award = $3,000

a. $750 fall

b. $1,000 winter

c. $1,250 spring

2. By offering this grant, less likely to affect a student’s financial aid in a way they might perceive as being negative if student’s EFC is at 11,400 or less. Or, if combined with an Eastern Pride Grant, with an EFC of 6900 or less.



	# Residence Life Grants Offered

	· Through calling campaign (30 students)
	$90,000

	· Through appeal/returning students
	

	Calling Campaigns


	· Admissions:



	Admitted, not registered

7/21 – 8/11/2007


	July 23-27

($40,500)


	Admissions—hwolcott

(2.49 - 2.78 gpa)


	8/29 - $40,500 (27)

8/29 - $90,000 (30)

	Identified target Calls =397

· Early Adm/Adm= 208

· Incomplete applications = 116

· Other = 73

	· Total Calls Made
	480

	· Total Calls Completed
	176

	· Cancelled
	32

	· SOAR Registration
	(Sept 7 – 25) 45

	· Pride Grant
	24

	· Housing Scholarships
	21

	· Matriculated
	55

	Housing Appeals denied


	($240,000 Res)


	Residence Life-sjenkins


	


	Supplemental Data
Not included in calling campaign data
	7/17 - 8/8/07
	8/9 – 8/16/2007
	Totals

	- New applications
	37
	39
	76

	    - admitted
	3
	6
	9

	    - ready for review
	6
	6
	12

	    - incompletes
	28
	27
	55

	- Status Change to Admit
	57 (36)*
	32
	89

	    - from incompletes
	10
	4
	14

	    - from early admits
	21
	13
	34

	    - from completes
	24
	15
	39

	- Incomplete to Early Admit
	5
	1
	6

	    - from incompletes
	2
	0
	2

	    - from completes
	3
	1
	4

	- Ready for review
	13
	11
	24

	*contacted through campaign

	How will the process be monitored to see of the students actually register? 

· The Director of Admissions will check on the status of the recipients as the fall approaches. 
How much money do you need to continue?

· $6,500 (4 $2,000 Pride Grants)



	· Distance Education: 



	Admitted, 2-terms out
7/24 – 8/1/2007

	July 23-27 ($67,500)

+3,000
	Distance Ed-lbalsige

Tracking weekly, still recruiting in the field
	8/29 - $67,500 (78)

Averaging 5.51 credits

	Identified target Calls =272

· Early Adm/Adm= 

· Incomplete applications = 

· Other = 

	· Total Calls Made
	197

	· Total Calls Completed
	125

	· Cancelled
	

	· SOAR Registration
	

	· Pride Grant
	78

	· Housing Scholarships
	

	· Matriculated
	

	In addition, 85 letters to pending applicants were sent out
	

	How will the process be monitored to see of the students actually register?

· Extended Campus (DDE and off campus cohorts) will have each advisor monitor the grants that were given to the students they recommended. Advisors will follow up with students to confirm their registration for fall term no later than September 23, 2007.

How much money do you need to continue?

$43,200 (48 more Pride Grants)

	Students who have left

	($5,000 equity)
	Financial Aid-ebucks
	equity

	· Non Return Students (spring to fall registration):



	Unknown 
	June 2007
	Student Affairs-ccascio
	27



	Number Identified = 170

· Advisor Hold = 6

· DDE Student = 1

· Graduated = 3

· No Response to contact = 90

· ODS Student = 4

· OHSU Student = 1

· Registered = 27

· Transferred = 6

· Undecided = 10

· Will Register = 21

· Study Abroad = 1

	Holds on Registration
	June 2007
	Student Affairs - ccascio
	142



	Number Identified = 546

· Registered since data pull = 142

· Transferred or not returning = 22

· Graduated = 2

· Holds that prevent registration = 314

· AH = 1

· AI = 3

· Academic Probation = 44

· Academic Suspension = 14

· Immunization Holds = 22

· Owes Money = 82

· PL = 2

· Registration Hold = 99

· UD = 28

· WD = 4

· WO = 1

· Holds that do not prevent registration = 66

· Accounts Receivable = 7

· CB = 21

· CR = 3

· CS = 7

· EX = 3

· FA = 2

· NA = 4

· Transcript Hold = 19

	Comments from contacts:

· Why not registered yet?

· I didn’t know registration was open

· I have not been able to reach my advisor

· Waiting to finish summer courses

· Registration was not a priority, but intend to register

· Why transferring or not returning?

· Financial reasons

· Major was not available at EOU



	Staff Recruitment



	Staff Recruitment Campaign


	7/23 Letter to Supervisors

7/25 Letter to Employees


	Office of Student Affairs-ccascio

-identified staff mentors

-develop mentorship program
	Goal = 20 attend

Matriculate = 10

Achieved:

  24 attended

  7 matriculated 

	In an effort to be transparent and proactive in this effort, staff supervisors were notified of the campaign, dates of workshops, and the driving force behind the campaign – educational development.  Supervisors were asked to encourage their staff to think about and participate in an educational opportunity.  Staff members were notified of the opportunity for their educational growth and encouraged to attend one of the three workshops offered that would assist them in their educational pursuits.

	Staff Recruitment Workshop


	July 30, 2007


	Student Affairs – ccascio
	Attended = 7

  Degree seeking = 2

  Prof Dev = 4

Matriculated = 0

	
	August 1, 2007
	
	Attended = 6

  Degree seeking = 4

  Prof Dev = 3

Matriculated = 2

	
	August 8, 2007
	
	Attended = 10

  Degree seeking = 7

  Prof Dev = 3

Matriculated = 5

	
	Workshops 

-possibly one more before school starts

-offer every term (about 4th week)
	Unable to offer another workshop before school started


	Overall totals:

Attended = 24

  Degree seeking = 13

  Prof Dev = 11

Matriculated = 7

	The Recruitment Workshop objectives were to provide staff members with information that would assist them in determining the best course of action for them to take with regard to their education. The workshops provided information about:

· Release time

· Staff rates

· Admission options

· Financial aid options

· Advising

· Placement testing

· Traditional and non-traditional course options

· Weekend college courses (DDE): currently EOU employees may take a weekend college course at the employee rate IF there are 10 or more students in the class. At which time, two seats at the employee rate is available. However, these rates do not include Costi courses in Portland or any business courses at Treasure Valley Community College or Blue Mountain Community College

· On September 12, 2007, Dean Cannon identified several courses that will be made available under the staff rates. Staff members will be notified by Sharon Nelson of the opportunity.

· Experiences from mentors

NOTE: at the time of the campaign 22 staff members were actively taking courses (3 are included in the staff calling campaign numbers)

	Staff Recruitment Mentors:

Six staff members contributed significantly to the success of the Staff Recruitment Campaign by sharing their experiences and challenges faced while going to college, working half/full-time, and being a non-traditional student.

The six staff mentors are:

· Mary Brock, College of Education

· Tracy Houtz, Bookstore

· Tracy Wyllie, Human Resources

· Sharon Nelson, Distance Education

· Kerry Bullard, Institutional Research

· Angie Scott, Payroll

	Professional Development:



	Phase I: All administrators and administrative faculty involved in Enrollment Management


	Fall 2007

Ed/Bus 408/508/708-1cr.

Undergrad

Grad


	Deans  Michael Jaeger and Marilyn Levine, VPs, faculty
	Roll out after Labor Day

	Phase II: Summer Professional Development Institute


	PD

$40/cr

Summer 2008
	Deans  Michael Jaeger and Marilyn Levine, VPs, faculty
	Roll out is Summer 08

	Pre-College Course Development



	Pre-College Course Development (void left by BMCC)
	Fall 2007
	Dean Marilyn Levine
	? Courses =

Need to advertise

Tim: message to community

	On July 30, 2007 a meeting took place with Dan Lange (VP) of Blue Mountain Community College (BMCC) and Susan Tinker (Dean of Instruction) at Treasure Valley Community College (TVCC) and Eastern Oregon University constituents. The topics of discussion were to discuss EOU days at BMCC and TVCC, program checklists and possible Fast Tracks agreements, and specialized extended residential and weekend colleges, and sign MOU’s.


* Yield will be captured in the Calling Campaign for Admissions

Appendix F continued
Eastern Oregon University

Enrollment Management Team

2007 Strategic Enrollment Management Activities

Short-term Yields












Yield

· Application Fee Waivers offered since July 19, 2007 =



TBA

· SATs taken on September 6 (8/25 – 25 registered) =



TBA

· Pride Grant Awards



Current Offer:




$121,850

131



(On campus $45,350)



(DDE) $76,500)

Paid F’07:




$  36,752

109

 

Offered
Accepted
Paid
F’07

$45,918
$41,252
$36,752

W’08

$38,118
$34,352

Sp’08

$37,814
$34,046


· Housing Awards

Current Offer:




$148,400

92


(new students $817)


(returning housing students $39,900)

Paid F’07




$  36,167

85



Offered
Accepted
Paid
F’07

$40,717
$40,717
$36,167

W’08

$49,467
$49,467

Sp’08

$58,216
$58,216

· Calling Campaign – Admissions

Total Calls Made =

480

Total Calls Completed =
176

Total Students Registered = 





55

· Calling Campaign – Distance Education

Total Calls Made =

197

Total Calls Completed =
125

Total Students Registered = 





80

· Calling Campaign – Non Returns

Total Calls Made =

716

Total Calls Completed =
248

Total Students Registered = 





169

· Staff Recruitment Campaign

Total Interests =

24

Total Registered =

7




7

· Professional Development

Total Registered =






76

Total number of students registered as a result of initiatives = 


387
Appendix G
Eastern Oregon University
Mid-Term Strategic Enrollment Management Activities

	ACTION
	DATE
	WHO RESPONSIBLE
	IMPLEMENTATION

	Integrated Marketing Plan


	7/18
	Tim Seydel
	07-08

	· Publicity

· OPE spot

· Billboards – November ($5,600)

· Locations (see Tim)

· Purchased 6 throughout the state

· Includes the 800 number

· Indicates on-line, on-site, on-campus

· FLEX campaign

· Switchboard

· Connect the employee or student into the Student Leadership Program

· Signage on and off campus

· Review prior campus plan

· Visitor’s website

· updating



	International Enrollment Plan
	      7/18
	Heather Jones
	07-08

	

	DDE Enrollment Plan**


	       7/18
	Michael Cannon
	07-08

	· reduced tuition

	SEMWorks


	August 2007
	Virginia Key
	07-08

	· Student decision calendar

· Mailing flow chart

	Restructure Student Affairs
	Fall 2007
	Cabinet, Colleen Cascio
	Jan 08

	· Prepared current organizational charts with staff salary information

· Vice President for Student Affairs discussed reorganization strategies with Directors in independent meetings

· Strategizing currently with possible models of reorganization

	Restructure Academic Programs
	07-08
	Provost & Deans
	Sept 08

	· Prepared current organizational charts with staff salary information

	New Partnerships: EOCI, Training and Development Consortium
	    August 2007

    
	Sarah Witte
	W or S 08

	· September 6, 2007 met with Sanusi (??) and Allen

	Visits w/ CCs; 2+2 Roadmap Development
	   July 30, 2007
	John Miller, Marilyn Levine, Michael Jaeger, Mike Cannon
	Ongoing

	

	Service to country scholarship
	
	Financial Aid-ebucks
	

	This scholarship has a deadline of March.  EOU needs to communicate with National Guard about availability of funds.

	Focus on retention
	
	
	

	· FYE meeting took place on August 30, 2007

· High School Initiatives (Admissions)

· Focus has changed from summer institutes and faculty teaching to initiatives to get students interested in college and a class now and then, includes CLEP etc.

	Alumni Student Recruiting Program
	  August  2007
	Bennie Moses, et al.
	Alumni Training immediate

Development of Workshops and promotional materials ongoing


Appendix H
Long-Term Strategic Enrollment Management Activities

	ACTION
	DATE
	WHO RESP0NSIBLE
	IMPLEMENTATION

	Refine SEM Strategies 
	September 2007
	Enrollment Management Committee (EMC)
	

	

	Develop SEM Operational Goals
	September 2007
	EMC
	

	· What are we trying to do with fee remissions?

· Scholarships & fee remissions, use it to generate revenue

	Establish SEM Performance Indicators
	September 2007
	EMC, IR
	

	

	Develop SEM Prospect Development  and Recruitment Activities
	September 2007
	EMC-Admissions
	

	· Purchase names

· Names have been purchased
· Have we done an analysis from two years? Yes
· Inquiree Communication Plan

· Other communication plan

	Develop Fee Remission targets, financial aid / residence hall packages, student decision calendar, contingency processes
	September 2007
	Financial Aid, Residence Life
	

	· Financial aid leveraging

· Ford Foundation (Ontario on Oct 2007 – Dixie, Tim, and Curtis)

· Adler funds are not limited to Baker County – October 1, 2007

· $20K committed for new students in Ag or Pre-Vet Scholarships 

	Integrate DDE and University Student Access Services
	Fall 2007
	DDE, et. al.
	

	

	Reorganize Academic and Student Affairs service areas
	Fall 2007
	Cabinet
	

	· Admissions – planning, hiring, processing

	Fund FYE and develop CORE 103 Living/Learning module
	Winter 2008
	FYE Committee 
	

	· Developmental Education - Dill

	Provide cross-functional team training
	2007-2008
	Cabinet, HR
	

	

	Develop IMP publication materials
	2007-2008
	University Advancement
	

	


	Develop International Student Retention programs & services
	2007-2009
	Academic Affairs and International programs
	

	

	Continue ATLAS project
	2007-2010
	IT and Registrar
	

	

	Assess and Reorganize Advising
	2007-2009
	Academic Affairs 
	

	

	Assess Web presence 
	2007-2008
	EMC and UA
	

	

	TRIO Grant
	2007-2008
	Grants
	Due 6/08

	

	Target Hispanic Outreach Grants
	2007-2008
	Grants
	Due 2008

	

	Staff Mentorship Program
	2007-08
	Colleen Cascio
	

	· Develop staff mentorship program modeled after the National Student Exchange Mentorship Program

· Once developed, hand over to Human Resource for future implementation
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