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I. Executive Summary

SEM Works, a higher education enrollment management consulting firm, was contracted by Humboldt State University (HSU) to undertake a comprehensive review of the University’s recruitment function, conduct a competitor analysis, and develop an actionable tactical recruitment plan. The results of which are presented herein. 

Critical elements to the success of the University’s recruitment efforts include the ability to (1) attract high priority student populations—many of whom live a significant distance from the campus, (2) create a pre-enrollment student experience that reflects the institution’s unique identity and provides exceptional service, (3) leverage data for decision-making, (4) stage recruitment tactic implementation over a three-year period, and (5) strategically invest in human and organizational capacity. Eight primary strategic points of leverage have been identified to advance the University’s positioning among competitors and improve new student enrollments. The strategic points of leverage are encapsulated within the following broad thematic areas. 

Short-term (immediate implementation)
1. Create WOW Campus Visit Experiences
2. Recruit Test-senders
Mid-term (over the upcoming recruitment cycle, Fall 2019-Summer 2020)
3. Leverage Spring Preview as a Conversion Event
4. Optimize Scholarships
5. Implement a Multichannel Communications Plan
Long-term (Fall 2020-Summer 2022)
6. Invest in Website Enhancements
7. Strategically Invest in List Purchases
8. Improve Recruiter Capacity
Actionable tactics associated with each of these strategic points of leverage comprise the core of this Recruitment Plan. The table that follows presents a summary of the tactics detailed in the plan. 



Table 1: Summary of Tactics

	Strategic Points of Leverage and 
Associated Tactics
	Lead Responsibility
	Effectiveness Measures

	A. Create WOW Campus Visit Experiences

	KPI: To increase the yield of campus visitors to enrolled students.
	1. Reengineer the campus visit to create a WOW experience (promotion, pre-arrival, arrival, visit presentation, campus tour, and post-visit).
	1. Visit Coordinator, Campus Visit Team
	· Yield rates of campus visitors
· Satisfaction with the campus visit experience
· Impact of the campus visit experience on decisions to enroll
· ROI comparing costs to implement campus visit improvements versus the student net revenue generated

	B. Recruit Test-senders

	KPI: To convert test-senders into enrolled students.
	1. Test-sender data are shared with admissions counselors to inform recruitment outreach.
2. Test-sender data are leveraged to develop a stream of tailored communications.
	1. Director of Admissions
2. Marketing, CRM Coordinator
	· Number of test-senders who apply, are admitted, and enroll 
· Yield rates of test-senders
· ROI comparing costs to recruit test-senders versus the student net revenue generated

	C. Leverage Spring Preview as a Conversion Event

	KPI: To increase the yield of Spring Preview attendees (admits) to enrolled students.
	1. Reengineer the Spring Preview Day as an admitted student conversion event, which will include advising, registration, issuing student ID cards, and the completion of enrollment transactions.
	1. Director of Admissions
	· Yield rates of Spring Preview attendees
· Satisfaction with the Spring Preview experience
· Impact of the Spring Preview experience on decisions to enroll
· ROI comparing costs to implement a refocused Spring Preview versus the student net revenue generated

	D. Optimize Scholarships

	KPI: To optimize the use of institutional scholarships in order to improve student recruitment outcomes.
	1. Front load the timing of scholarship awards.
2. Bundle non-monetary perks with scholarship offers.
	1. Associate VP EM, Financial Aid
	· The yield rate of scholarship recipients
· ROI comparing scholarship funds allocated versus the student net revenue generated

	E. Implement a Multichannel Communications Plan

	KPI: To improve prospective student lead generation and cultivation through to matriculation using communications and marketing.
	1. Implement a multichannel prospective student communications plan applying best practices.
	1. Director of Admissions, Chief Marketing Officer
	· Number of inquiries, applicants, admits, and enrolled new students
· Yield rates 
· Response rates to calls to action in communications
· ROI comparing costs to implement prospective student communications versus the student net revenue generated

	F. Invest in Website Enhancements

	KPI: To create and sustain a marketing-oriented and compelling web presence.
	1. Create a sustainable marketing-oriented web presence.
	1. Marketing
	· Website analytics (e.g., page views, time per page, jumping off points)
· Response to website calls to action (e.g., request information, apply, visit)
· User satisfaction study
· ROI comparing costs to implement website enhancements versus the student net revenue generated

	G. Strategically Invest in List Purchases

	KPI: To increase new student enrollments from purchased lists.
	1. Leverage predictive modeling to engage in strategic list purchases across all test administrations at the undergraduate and graduate levels.
	1. Director of Admissions
	· Number of inquiries, applicants, admits, and enrolled new students from purchased lists
· Yield rate from prospects to inquiries
· ROI comparing costs to implement list purchases and deliver related communications versus the student net revenue generated

	H. Improve Recruiter Capacity

	KPI: To ensure HSU’s recruiters are better equipped to engage in student recruitment initiatives than their counterparts at competitor institutions.
	1. Invest in recruiter training to improve their effectiveness representing HSU.
2. Invest in recruiter professional development to improve their effectiveness representing HSU and their retention at the University.
	1. Director of Admissions
	· Recruiter product knowledge as assessed by their supervisor
· Recruiter territory management as measured by their territory management plan 
· Recruiter productivity relative to the number of inquiries, applicants, admits, and enrolled students produced from their  territory 
· Recruiter retention (length of time as a recruiter at HSU)
· ROI comparing costs to build recruiter capacity versus the student net revenue generated













II. Introduction

Humboldt State University has set a course to enhance new student enrollment within the context of recent declines in enrollment. Even though HSU faces challenging circumstances, this is not a reality the University is willing to accept. Therefore, the need for a strategic approach to student recruitment has been identified as an institutional imperative to position Humboldt State for enrollment success and financial vitality into the future.

Presented herein are the tactics, which will shape HSU’s new student enrollment efforts over the three-year period from Summer 2019 through Summer 2022. The following is a description of the background and context related to the development of this Recruitment Plan.

A. Planning Background

SEM Works was contracted by Humboldt State to undertake a comprehensive review of the University’s recruitment function, conduct a competitor analysis, and develop an actionable Recruitment Plan—the results of which are presented herein. The recruitment planning process that was adopted by the University leadership involved two phases: a ‘discovery’ phase and a ‘planning’ phase, as depicted in Figure 1.
















Figure 1: HSU’s Recruitment Planning Process



The DISCOVERY phase involved: (a) a Pre-visit Situational Analysis of Humboldt State’s new student enrollment context based on a review of available University-supplied information; (b) a comprehensive Recruitment Audit of the existing recruitment functions relative to best practices, (c) a Recruitment Audit Report, and (d) a Competitor Analysis leveraging available secondary research and data as well as mystery shopping.

During the onsite audit, SEM Works’ consultants, Dr. Jim Black and Mr. Jay Goff (hereafter referred to as the ‘consultants’) examined the University’s existing tactics, structures, capacity, and capabilities to successfully execute recruitment activities. The consultants conducted a series of facilitated meetings with a broad representation of campus constituents (faculty, staff, administrators, and students). A research method known as “triangulation” (defined as three or more observation points validating the same finding) was used to validate the audit findings from a combination of information sources. From this review, the consultants presented an analysis of the strengths and opportunities related to the University’s recruitment function. Related gaps and strategic opportunities were then identified.

The PLANNING phase began with the University leadership identifying high priority strategic opportunities presented in the Recruitment Audit Report. The University’s leadership also defined planning principles and parameters used to guide the planning process. All insights gleaned through the analyses have been integrated into this Recruitment Plan.

B. New Student Enrollment Context

In order to place the recruitment tactics presented later in the plan within Humboldt State’s situational context, it is important to first understand the University’s historical new student enrollment trends. This section presents an overview of the University’s new student enrollment trends at the undergraduate and graduate levels. 

HSU’s environmental factors can positively or negatively impact new student enrollment outcomes. For the purpose of assessing the potential impact of environmental factors, available secondary data sources were used. Key findings from these sources are presented herein and have been considered in the recruitment tactics that follow.

Table 2: Fall Applicants by Applicant Type
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As shown in Table 2, the number of first-time undergraduate applicants peaked in Fall 2015 followed by steady declines thereafter. In Fall 2018, the decline in first-time undergraduate applications was offset by a significant increase in lower division transfer applicants. With that said, the number of upper division transfers also declined significantly since the Fall 2015 high mark. The number of returning undergraduate applicants, albeit a small pool, has declined over the last two years as well. The number of master’s applicants has remained fairly stable.

Table 3: Fall Registered by Applicant Type
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As expected, the number of new registered students has closely mirrored the application trends depicted in Table 2 for all applicant types. Adding to the concerns over a shrinking pool of undergraduate applicants is the decline in yield rates, particularly in Fall 2018 (12.7%, a five-year low). While undergraduate yield rates need to be improved, the larger issue is the number of applications received. Increasing application numbers needs to be a high priority for HSU.

Table 4: Fall Registered by Residency

[image: ]

The number of California residents registering has varied somewhat since the peak in Fall 2015. Fall 2018 saw a significant decline in registered California residents. Particularly concerning are recent declines in the local and LA regions. This may be due to the negative press coverage the University received over the last couple of years. If this is the case, there may be a residual impact in Fall 2019. Less significant, in terms of the number registrants, but still notable is the steady decline in registered WUE students since Fall 2015. 

Table 5: Fall Registered by Ethnicity
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Starting in Fall 2014, HSU began to experience a decline white students. Similar declines of this population have occurred throughout much of the West Coast and in many other regions in the rest of the country. This common phenomenon appears to be driven by broader demographic patterns among this population. In Fall 2014 and 2015, the loss of white registrants was largely offset by an increasing number of Hispanic/Latino students. However, beginning in Fall 2016, the population of Hispanic/Latino registrants began to decline—in line with overall new student enrollment declines. Said decline may reflect recent immigration policy changes by the U.S. Government. 

Environmental Factors

Though demography is not necessarily destiny, significant shifts can impact institutional enrollments when opportunities are not seized or threats are not mitigated. Humboldt State’s challenges related to new student enrollment are daunting but not insurmountable.

Given that most first-time freshmen enroll at HSU directly from high school, the pipeline of high school graduates represents the primary enrollment challenge for this population. Even though California is the number one producer of high school graduates in the U.S., Figure 2 illustrates that the prospects for the state of California are not as promising as they once were. The number of high school graduates in California peaked in 2013 at nearly 456,000 and then began a precipitous decline, which will continue through to 2024. However, the growth of high school graduates in 2024 will be short-lived and will be followed by several years of more rapid decline. Post-2024, the decline may be severe enough to end the “impacted” status of several CSU institutions—thus altering the competitive landscape for Humboldt State.

Figure 2: California High School Graduate Projections
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Source: WICHE

Since HSU cannot actively recruit university transfers before they self-identify and the pool of potential community college transfers will likely shrink, the options for increasing enrollments among this population are limited. Essentially, the University must increase yield among both transfer populations in order to grow enrollments. For university transfers, this translates to enhanced cultivation of interest upon self-identification (e.g., the frequency and nature of targeted transfer communications, prompt transfer evaluations, proactive engagement with an academic advisor prior to enrollment). For community college transfers, the potential tactics include all of the aforementioned examples plus additional recruitment outreach, expanded articulation agreements and partnerships, such as a direct admissions program.  

According to a report published by the National Student Clearinghouse (2017), nationally only 2% of all community college transfers enroll at a rural university—signifying the challenge Humboldt State faces growing this population. 

As Figure 3 illustrates, the vast majority of community college transfers matriculate to a four-year university in their home state (National Student Clearinghouse, 2017). For this reason, it is important for HSU to continue to enhance recruitment efforts at the College of the Redwoods as well as at the other feeder schools. Nationally among those transferring out, only 32.1% earned an associate’s degree or certificate prior to transferring. This implies that nearly two-thirds are somewhat like university transfers in that it is difficult to actively recruit this portion of the population without alienating HSU’s community college feeder schools.

Figure 3: Community College Transfers by Residency
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According to the National Center for Education Statistics (2016), post-baccalaureate enrollments are projected to increase by 30% between 2014 and 2025. New international graduate students represent the lion’s share of that growth but few international students enroll at HSU. To better understand the potential for new graduate student enrollment, it is prudent to examine primary feeders—the pipeline of undergraduate degree recipients for master’s programs. The National Center for Education Statistics (2016) estimates that undergraduate enrollments will increase by 14% between 2014 and 2025. During this same period, the number of master’s degrees conferred is expected to increase by 30%. 

While these are promising projections, it is important to note that the rising cost of higher education, mounting undergraduate loan debt, a recovering economy, and the public perceptions of the diminished value of a graduate degree are impediments to enrollment for many graduate students. Moreover, the declining value of graduate assistantships relative to rising costs is a national concern. 


III. Competitor Analysis

The Competitor Analysis consisted of a website review of institutional brand positioning and marketing/recruitment tactics along with prospective student communications mystery shopping of identified competitors. Included in the study were the following universities:

· Humboldt State (website review only)
· CSU Chico
· CSU Monterey Bay
· Sacramento State
· Sonoma State
· UC Santa Cruz

Key findings from the study along related strategy implications are presented herein, and a copy of the full report is available upon request. 

Brand Positioning

Elements of brand positioning considered in the website assessment included the institutions’ brand, value proposition, selling points, differential advantages, and priority student populations. Tables 6-10 represent the key findings.

Table 6: Institutional Brand Comparisons
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Table 7: Value Proposition Comparisons
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Table 8: Selling Point Comparisons
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Table 9: Differential Advantage Comparisons
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Table 10: Priority Student Population Comparisons
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A synthesis of these of these findings revealed that all of the schools in the study promote their campus setting/surrounding environment and their academic reputation/quality. Humboldt State, Sonoma State, and CSU Monterey Bay emphasize the nurturing nature of their campuses. Humboldt State, Sonoma State, Sacramento State, and CSU Chico claim to be affordable. Only Sacramento State, CSU Chico, and UC Santa Cruz actively convey graduate outcomes—a factor known to be central to the college choice of many students and their families. 

The following are strategy implications and recommendations associated with HSU’s brand positioning:

· Humboldt State and all of the competitors in this study have attempted to position themselves as strong academic institutions, but HSU needs to strengthen this emphasis and provide proof points.
· Humboldt State needs a compelling value proposition with an emphasis on graduate outcomes.
· With the exception of the international and veterans’ pages, none of Humboldt State’s audience channels include targeted selling points.

Marketing and Recruitment Tactics

As described here, the review to uncover recruitment tactics yielded interesting results. Admittedly, recruitment tactics at the comparator institutions are more extensive than those identified on the websites. However, this analysis did reveal some of the primary tactics deployed by the comparator schools (e.g., visit opportunities, inquiry capture techniques, relational connections, scholarship comparisons). Key findings follow:

· Only Humboldt State, CSU Chico, and Sacramento State answered the critical question, “Why chose our school?”
· Only Humboldt State and CSU Chico had an online viewbook.
· Only Humboldt State presented a link to an inquiry form on the Homepage and Admissions Page as well as a brief form that was intuitive.
· Only Sonoma State asked questions on the inquiry form to gain an understanding of the prospective student’s interest in the University.
· Only UC Santa Cruz asked a question on the inquiry form to ascertain how the prospect first heard about the University.
· As expected, all of the schools in the study offer campus tours and events but only CSU Chico has compelling calls to action of the website. UC Santa Cruz and Sonoma State also offer information sessions for transfer students.
· Humboldt State, CSU Chico, and UC Santa Cruz provide virtual tours on their sites, but only UC Santa Cruz’s was deemed to be effective.
· In terms of relational connections, Humboldt State (without a bio) and Sonoma State (with a bio) provide contact information for assigned admissions counselors, and Sacramento State (without a bio) and Sonoma State (with a bio)  present information about their student tour guides.
· Only Sacramento State consistently includes faculty bios on their website. Humboldt State has some faculty bios. 
· Only UC Santa Cruz and CSU Chico have parent and family pages on their website.
· Only CSU Monterey Bay and Sacramento State have high school counselor/educator pages on their website.
· UC Santa Cruz  offers a virtual chat option, and CSU Monterey Bay has a phone app for prospective students.
· Humboldt State conveys its admissions and enrollment processes in the most simple and intuitive manner of any of the institutions in the study, but CSU Chico has a more visual and compelling call to action.
· UC Santa Cruz consistently offers the highest scholarship offers among the comparator schools. Humboldt State’s scholarship offers are in line with the other institutions in the study at the low and middle ranges of awards. However, the University lags behind all competitors for top scholarship awards (HSU = $4,000, Sonoma State = $5,000, CSU Chico = $7,000, and UC Santa Cruz = $10,000).

Strategy implications and recommendations related to marketing and recruitment are presented here.

· Continually invest in your web presence as your most important marketing asset.
· Strengthen the “Why Humboldt” page with more visuals, graduate outcomes, and proof points to support your claims.
· Invest in ping technology.
· Consider more visual calls to action like CSU Chico.
· Ask one or two questions on the inquiry form to determine how they heard about HSU and/or what level of interest they have in the University.
· Introduce student tour guides on the website with their bios and/or stories.
· Convert the Spring Preview Day into a conversion event.
· Add Transfer Information Sessions.
· Replace the existing virtual tour.
· Enhance the “Meet Your Counselors” page by adding staff bios and/or stories and possibly a web chat feature and recruitment territories.
· Include brief faculty bios on all academic program pages.
· Add a value proposition, unique selling points, distinctive features, student accomplishments, graduate outcomes, and eventually videos demonstrating hands-on learning on every academic program page.
· Consider adding influencer channels/pages for parents and high school/transfer counselors.
· Explore increasing top level scholarship amounts.
· Investigate the feasibility of offering automatic scholarships.

Communications Mystery Shopping

A SEM Works researcher completed inquiry request forms on the competitor websites as a prospective freshman and as a transfer. Institutional responses were tracked over a period of two months to assess the timeliness, frequency, personalization, and relevance of follow up communications. Surprisingly, the only competitor schools that replied to our inquiry were Sonoma State, Sacramento State, and UC Santa Cruz. Of those, only UC Santa Cruz differentiated messaging appropriately between a freshman and a transfer prospect, personalized the communications, and had a reasonable frequency of touch points. No competitor institution mailed a print piece. Given this dearth of effective communications with prospective students, HSU has a strategic opportunity to outflank its competitors with a robust communications flow.


IV. Strengths and Opportunities Analysis

The consultants presented a detailed analysis of the University’s internal recruitment function as a component of the Recruitment Audit report. The consultants’ Strengths and Opportunities Analysis is presented in Appendix A. This analysis was leveraged to identify strategic opportunities and subsequently, targeted tactics. 

While the University engages in recruitment planning partially as a defensive measure to mitigate threats in the environment, it does so primarily to seize opportunities—to pursue a bold vision, to fulfill HSU’s mission to serve the needs of its constituents and the state, and to be a leader among institutions within its comparator set. By being increasingly strategic in thinking and action, the University will fulfill the promise it makes every day to those it serves. 


V. Priority Student Segments

Even though many of the tactics presented in this Recruitment Plan will be applied to all student populations, where possible, Humboldt State will tailor tactics for specific target populations. By doing so, the impact of tactics will likely improve. HSU has identified the following high priority student segments:

· In-state high school students
· Transfers from feeder schools
· Transfers from non-feeder schools

The persona profiles presented here represent high school students and transfers. These profiles will be used to inform the tailoring of tactic implementation, where appropriate.




Table 11: High School Student Persona Profile

	Persona Item
	Descriptive Information

	Persona Definition
	Students who may attend Humboldt State directly from high school, including those who have earned college level credit while enrolled in high school.  

	Motivators and Barriers to Enrollment
	· Affordability, including availability/receipt of grants and scholarships. The current national perception of the value of a college education (i.e., cost of education/debt-incurred vs. ROI/employment prospects) makes loans a far less attractive financial aid option than in previous years. Moreover, Generation Z is known to be financially conservative and debt adverse.

· Academic preparation in high school, or lack thereof, makes a significant impact on the readiness of students to participate and excel in the university classroom. Also, if students are operating within a time limit to complete a degree due to financial constraints, this may alter the developmental aspects of academic advising for these individuals, and they are increasingly likely to be exempt from university coursework due to credits earned through dual credit, concurrent enrollment, and AP/IB high school courses completed.

· Family/peer expectations and support are crucial to the performance of students at a university. Students receiving positive affirmation from friends and family members often fare far better than students without this network or those who are receiving negative feedback about their academic ambitions.

· Personal motivation is required for success in the classroom, continuation of enrollment through the student lifecycle, and progress to degree completion as well as in post-graduation career pursuit.

· Other motivators and barriers include:
· Interest in an academic program or subject area
· Desire for academic challenge
· Students from higher income families and those with at least one parent with a postsecondary credential tend to have a higher rate of participation in university studies 
· The desire to change one’s socio-economic circumstances 
· Rural students are less likely than urban students to enroll in postsecondary education

	Decision-making Factors
	· Factors impacting decisions on selection of an institution:  Academic program availability; perceived quality and reputation of the institution and program of study; positive referrals from family, friends, teachers, and peers; school rankings; proximity of the institution to home; affordability (cost of tuition and likelihood of financial aid availability).

· Factors impacting decisions upon accepting an offer of admission: Affordability (cost of tuition and scholarships/financial aid offer); family and key influencers (often parents or guidance counselors); perceived quality and reputation of the institution and program of interest; perceived return on investment (particularly for programs closely related to specific jobs/careers); advanced standing and recognition for additional credits (e.g., International Baccalaureate (IB) standing, Advanced Placement (AP) standing).

· Factors impacting first-year persistence: 
· Negative factors/challenges include: transitioning to a new environment (particularly for those living away from home); difficulty establishing a network of support; lack of awareness of and/or reluctance to use academic and social support services; adjusting to differences between secondary school and college/university academic expectations, particularly for those who have always excelled
· Commuter students tend to be higher risk of not persisting, as they may become disconnected from the campus community and support services

· Factors positively impacting retention through to timely graduation: Proactive academic advising and early intervention; tutoring support; financial aid and strategies to mitigate the cost of education (e.g. paid internships, on campus work opportunities); mental health and counseling support; social networks and community-building opportunities with other students; student engagement through involvement in co-curricular and extra-curricular activities.

	University Expectations
	· In the classroom, students expect a higher level of academic rigor than they have grown accustomed to in high school. Most expect to make class presentations often, work on papers that integrate ideas from different sources, and some even expect that they will work with a faculty member outside of coursework. 

· Aspects of the student experience commonly sought include:
· Experiential and practical learning opportunities (e.g., internship, co-op); international learning opportunities (e.g., study abroad, student exchanges)
· Student life participation (e.g., clubs, athletics, residence life activities); community engagement opportunities; leadership development workshops; social engagement with peer groups
· Access to relevant support services including: academic advising; tutoring; counseling; mental health support; financial aid; support and engagement for commuter students; experiential learning opportunities; assistance in career and program planning 
· Effective and timely follow-up from their interactions with service areas




Table 12: Transfer Persona Profile

	Persona Item
	Descriptive Information

	Persona Definition
	Students who may attend Humboldt State after attending another postsecondary institution and earning college level credit.  

	Motivators and Barriers to Enrollment
	· Affordability, including availability/receipt of grants and scholarships, as many transfers finance their own education. The current national perception of the value of a university education (i.e., cost of education/debt-incurred vs. ROI/employment prospects) makes loans a far less attractive financial aid option than in previous years.

· Transfer shock, the generally temporary drop in GPA for students upon transferring to a new school, can become a barrier to success if it is not accompanied by the typical GPA rebound that most transfer students experience over time in correlation to acclimatizing to their new environment and academic program.

· Some transfer students have work and home obligations that can interfere with their ability to devote time and space to academic pursuits.

· Other motivators and barriers include:
· More opportunities for career advancement
· Upgrade/improve skills
· Interest in further/more in-depth training in a given field
· To earn a university credential 
· Gain theoretical knowledge/broader education
· Financial (debt from first program)
· Lack of timely information about program laddering, credit accumulation and career opportunities associated with advanced programs
· Poor awareness of transfer credit assessment possibilities

	Decision-making Factors
	· Factors impacting decisions to pursue a postsecondary education:  Possibility of credit recognition for previous studies; availability of program/credential of interest; information while still at a previous college/university regarding planning for the transition.

· Factors impacting decisions upon accepting an offer of admission: Early transfer credit assessment available; published evidence of connection between program requirements and relevant employment/earning potential; and alumni profiles demonstrating success.

· Factors impacting persistence and completion: 
· Negative factors include: Uninformed program choice; administrative delays processing transfer credit decisions; academic transition challenges given differing academic demands and expectations between a university and the last school attended 
· Positive factors include: Highly motivated by potential employment and/or income gains expected on graduation; prior successful experience with postsecondary education contributes to good study skills and perseverance; career counseling and resources in upper years to assist with employment transitioning; academic tutoring for credentialing exams (e.g., health care fields)

	University Expectations
	· In the classroom, students often expect a higher level of academic rigor than they have grown accustomed to in prior educational environments. Most expect to make class presentations often, work on papers that integrate ideas from different sources, and some even expect that they will work with a faculty member outside of coursework. 

· Affordable and accessible paths to credential completion.
 
· Flexible hours for in-person/online advising and administrative services.

· Clear information about transfer credit, cost, and time to degree completion.
 
· Fair transfer credit assessments (and advocacy support).

· Hands-on experiential learning opportunities.

· Information about internships; tutoring support; connection between majors and career choices; help with study skills; a written plan to graduation; advice and support in financing their education.

· These students also anticipate a significant ROI, including a higher social and economic status than their former higher education experiences would have afforded them, as well as career advancement and other opportunities associated with attaining a degree or certificate.




VI. Strategic Opportunities, KPIs, and Metrics

Strategic opportunities reflect areas that the University has identified as having potential to achieve desired new student enrollment outcomes. The selected strategic opportunities serve as the foundation for KPIs (key performance indicators) and metrics (effectiveness measures) described in the remainder of this section. 

The following strategic recruitment opportunities have been identified as the focus for tactic development:

Short-term (immediate implementation)
1. Create WOW Campus Visit Experiences
2. Recruit Test-senders

Mid-term (over the upcoming recruitment cycle, Fall 2019-Summer 2020)
3. Leverage Spring Preview as a Conversion Event
4. Optimize Scholarships
5. Implement a Multichannel Communications Plan

Long-term (Fall 2020-Summer 2022)
6. Invest in Website Enhancements
7. Strategically Invest in List Purchases
8. Improve Recruiter Capacity

KPIs are high-level goals that will help the institution monitor progress toward strategic objectives. Underneath each of these KPIs are effectiveness measures that will allow HSU to track incremental movement toward the achievement of the larger KPIs. Connected to each of these metrics is a set of tactics intended to influence the respective effectiveness measures. A summary of identified strategic opportunities, KPIs, and related metrics follows.

	Strategic Opportunity: Create WOW Campus Visit Experiences

	KPI: To increase the yield of campus visitors to enrolled students.

	Effectiveness   Measures
	· Yield rates of campus visitors
· Satisfaction with the campus visit experience
· Impact of the campus visit experience on decisions to enroll
· ROI comparing costs to implement campus visit improvements versus the student net revenue generated




	Strategic Opportunity: Recruit Test-senders

	KPI: To convert test-senders into enrolled students. 

	Effectiveness   Measures
	· Number of test-senders who apply, are admitted, and enroll 
· Yield rates of test-senders
· ROI comparing costs to recruit test-senders versus the student net revenue generated




	Strategic Opportunity: Leverage Spring Preview as a Conversion Event

	KPI: To increase the yield of Spring Preview attendees (admits) to enrolled students.

	Effectiveness   Measures
	· Yield rates of Spring Preview attendees
· Satisfaction with the Spring Preview experience
· Impact of the Spring Preview experience on decisions to enroll
· ROI comparing costs to implement a refocused Spring Preview versus the student net revenue generated




	Strategic Opportunity: Optimize Scholarships

	KPI: To optimize the use of institutional scholarships in order to improve student recruitment outcomes. 

	Effectiveness   Measures
	· The yield rate of scholarship recipients
· ROI comparing scholarship funds allocated versus the student net revenue generated




	Strategic Opportunity: Implement a Multichannel Communications Plan

	KPI: To improve prospective student lead generation and cultivation through to matriculation using communications and marketing.

	Effectiveness   Measures
	· Number of inquiries, applicants, admits, and enrolled new students
· Yield rates 
· Response rates to calls to action in communications
· ROI comparing costs to implement prospective student communications versus the student net revenue generated




	Strategic Opportunity: Invest in Website Enhancements

	KPI: To create and sustain a marketing-oriented and compelling web presence.

	Effectiveness   Measures
	· Website analytics (e.g., page views, time per page, jumping off points)
· Response to website calls to action (e.g., request information, apply, visit)
· User satisfaction study
· ROI comparing costs to implement website enhancements versus the student net revenue generated




	Strategic Opportunity: Strategically Invest in List Purchases

	KPI: To increase new student enrollments from purchased lists.

	Effectiveness   Measures
	· Number of inquiries, applicants, admits, and enrolled new students from purchased lists
· Yield rate from prospects to inquiries
· ROI comparing costs to implement list purchases and deliver related communications versus the student net revenue generated




	Strategic Opportunity: Improve Recruiter Capacity

	KPI: To ensure HSU’s recruiters are better equipped to engage in student recruitment initiatives than their counterparts at competitor institutions.

	Effectiveness   Measures
	· Recruiter product knowledge as assessed by their supervisor
· Recruiter territory management as measured by their territory management plan 
· Recruiter productivity relative to the number of inquiries, applicants, admits, and enrolled students produced from their  territory 
· Recruiter retention (length of time as a recruiter at HSU)
· ROI comparing costs to build recruiter capacity versus the student net revenue generated




VII. Tactics for Implementation

Eleven (11) tactics related to the aforementioned areas of strategic opportunity are considered to be critical in addressing foundational gaps and opportunities associated with HSU’s current state. Many of these tactics have multiple elements. The specific action steps related to each of the aforementioned tactics that are recommended for implementation are presented here.

A. Create WOW Campus Visit Experiences

There are few, in any, recruitment activities that have a potential higher yield than campus visits. Given Humboldt State’s location, many visitors travel long distances to experience the campus firsthand. For these visitors, it is particularly important for them to have a WOW experience. 

A WOW experience is defined as something that far exceeds expectations. It must be memorable and worthy of sharing the experience with others. In the case of campus visits, it must compel visitors to apply and enroll. This outcome is typically not the result of information being conveyed during the visit but rather a feeling visitors have about HSU. Simply put, it is more of an emotional decision than an intellectual one. 

For this reason, Humboldt State should reengineer the campus visit experience to engender emotional appeal. The reengineering process begins with how visit opportunities are promoted on the website, through communications, and with every personal interaction. Figure 4 illustrates an effective approach to promoting campus visits by one of your competitors. This example is visually compelling and thus, increases the likelihood that a website viewer will reserve a campus visit.

Figure 4: CSU Chico’s Website






















The second step in the reengineering process is the pre-arrival experience. When a SEM Works consultant reserved a visit on the HSU website, he received an automated confirmation. Soon thereafter, he received an email with basic visit information and links to a campus map, directions, and area lodging. Ideally, information would also include a visit agenda and tour guide information. The message included a warning that parking is limited and that a spot cannot be guaranteed. This what is referred to as an un-WOW. Ample parking spaces should be reserved for visitors—preferably reserved with the names of visitors on placards.

Next, the arrival experience needs to be improved. It was reported to the consultants that some of the personnel staffing the parking kiosk exhibit unwelcoming attitudes when approached by visitors. This is often the first human contact visitors have when arriving on campus. At that moment, parking staff are the face of the University. Consequently, they must be trained to engage with visitors in a welcoming and helpful manner. The consultants also observed that there is a lack of signage directing visitors from the parking to the visit launch point. Instead, visitors are greeted by a police security poll outside the front door of the Business Services Building. Inside, there were no welcome banners, signage with the names of visiting students, or digital/social media feeds to engage visitors while they wait. If refreshments are served, the consultants did not witness it. The furniture in the reception area needs to be replaced and the bathrooms cleaned and possibly renovated. For many, this is the first impression they have of the University and the conditions noted here suggest that other facilities at HSU may be in disrepair. Walking in to the building should feel like entering the living room of the University. Figure 5 reflects some of the aforementioned points.

Figure 5: Welcome, Parking, and Directional Signage
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To HSU’s credit, the visit presentation room was well designed with lots of interesting visuals on the walls. The presentation, itself, should be information light and visual heavy—helping the student visitors to visual themselves at Humboldt State. Key information should be provided in handouts. The content in the presentation should focus on key institutional selling points, storytelling, enrollment steps, financial aid basics, and a preview of the campus tour. 

The campus tour experience is led by highly trained student tour guides. With that said, training could be enhanced by adding sessions such as listening skills, managing group dynamics, storytelling, capturing memories such as photos with the lumberjack cutout, and conveying key HSU selling points and traditions. Regarding storytelling, the University has a unique opportunity to develop stories regarding its totems, murals, and plant life. These stories are much more interesting than the facts about a building. 

Just as important as the tour guide is the tour route. Many private schools refer to the tour route as “The Money Walk” because a $200,000 decision is being made while on the tour. Consequently, the tour route is cleaned first every day and monies for landscaping and building renovations are dedicated to these spaces. First impressions matter.

Humboldt State has a beautiful campus that is full of steep terrain. Consider providing golf tours as an option. The use of golf carts will make the campus more accessible and reduce the tour time. Golf carts can be wrapped with the University’s colors and images as illustrated in Figure 6.



Figure 6: Branded Golf Cart Example
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The post-campus visit experience also should be carefully orchestrated. For example, visitors should receive a personal handwritten note from their admissions counselor, a contact from a faculty member in their intended major, and possibly an alumni contact. In addition, visitors should be asked to evaluate the campus visit to determine their satisfaction with the experience and more importantly, the impact the visit had on their decision to attend Humboldt State. 

Critical Path to Implementation

1. Start the reengineering process by beginning with the end in mind. Create a visit team to answer the following questions: What first impressions do you desire to make? How will you engender emotional appeal? How will you personalize the visit experience? How will you make visitors feel welcomed? What will be the “signature moment” of the visit experience? How will you help visitors live the HSU experience through hands-on activities? What are the existing WOWs and un-WOWs?
2. Determine how campus visits will be promoted. Review best practices at other institutions.
3. Design the pre-arrival experience.
4. Create an arrival experience that yields a positive first impression.
5. Redesign the visit presentation engender emotional appeal.
6. Decide what improvements are needed to regarding tour guide training, the tour route, and the methodology to be deployed on the tour.
7. Put a system in place to ensure the appropriate post-visit follow up and assessment is completed consistently. 
8. Analysis campus visit survey results to determine what improvements are needed in the future.

Table 13: WOW Campus Visit Details

	Implementation Timeline*
	Lead Responsibility
	Support Responsibility
	Effectiveness Measures
	Antecedents for Success

	1
	Summer 2019
	Campus Visit Team
	Admissions
	Goals are identified to inform the reengineering process
	Staff time

	2-7
	Summer 2019
	Visit Coordinator
	Admissions
	The campus visit experience has been reengineered 
	Staff time and funds for furniture, renovations, signage, etc.

	8
	Summer 2020
	Visit Coordinator, Campus Visit Team
	Admissions
	The analysis is complete and action has been taken to further improve the visit experience
	Staff time



* Relates to the above referenced Critical Path to Implementation items.

B. Recruit Test-senders

Prospective students, who self-initiate contact with Humboldt State, have the highest probability of enrolling of any inquiry type. Sending test scores to the University is one form of self-initiated contact. Currently, HSU does not track and use test-sender data. This is a missed opportunity to cultivate interest among a valuable cohort of potential students.

At a minimum, test-sender data should be shared with admissions counselors to inform recruitment outreach and leveraged to develop a stream of tailored communications. Regarding the latter, communications can be customized using data points such as intended major, scholarship eligibility, and residency (e.g., in-state, WUE, other out-of-state). 

Critical Path to Implementation

1. Give test-sender data access to admissions counselors and provide training on how to interpret and leverage the data for outreach purposes.
2. Upload test-sender data into the CRM.
3. Develop 2-3 tailored communications specifically for test-senders. 
4. Send test-sender communications and track results.

Table 14: Recruit Test-sender Details

	Implementation Timeline*
	Lead Responsibility
	Support Responsibility
	Effectiveness Measures
	Antecedents for Success

	1
	Summer 2019
	Director of Admissions
	Admissions Counselors
	Test-sender data and training are provided to admissions counselors; data are used to inform outreach
	Staff time

	2
	Summer 2019
	CRM Coordinator
	Admissions
	Data are uploaded into the CRM 
	Staff time 

	3-4
	Summer 2019
	Marketing, CRM Coordinator
	Admissions
	Number of applications generated from test-sender communications
	Staff time



* Relates to the above referenced Critical Path to Implementation items.

C. Leverage Spring Preview as a Conversion Event

As previously stated in Section III, HSU’s primary competitors host admitted student days or receptions as conversion events. The absence of a similar event at the University means that Humboldt State has a competitive disadvantage. To overcome this deficit, the consultants recommend repurposing the Spring Preview Day as a conversion event for admitted students. 

While these type conversion events often include a welcome, information sessions options, academic program sessions, and an optional campus tour, the primary focus is on cementing student commitments to enroll. The commitment elements include meeting with an advisor, registering for classes, getting a student ID card, completing necessary enrollment transactions (e.g., confirming enrollment, reserving housing, completing the financial aid process, paying the bill). Once students have completed these tasks, they are  significantly more likely to enroll at HSU.

Cross-institutional planning is required for the commitment elements of the Spring Preview Day to be effective. The following planning tasks are recommended:

· Work with advisors to coordinate advising sessions (e.g., two or more alternate student visit schedules to ensure advising groups are small enough to provide personal attention, room locations, session length, advising session objectives).
· Identify a computer lab(s) with sufficient capacity to host students during registration.
· Ensure Registration staff and others are available to provide hands-on support during the registration process. Students should leave with a printed schedule.
· Provide adequate space, staff, and equipment to produce student ID cards in a timely manner.
· Decide whether or not the ID cards will be activated prior to enrollment. If they are activated, what services should future students have access to prior to enrollment (e.g., Rec Center, Library)?
· Determine the policy for replacing ID cards lost prior to enrollment. Will there be a fee for replacement cards?
· Ensure key areas related to enrollment transactions are positioned in a central location and are staffed sufficiently to provide required services. 
· Determine if Orientation should be required for individuals who attend Spring Preview Day. If so, what will be the value-added? How will their Orientation experience be different than those who did not attend Spring Preview Day?

Critical Path to Implementation

1. Create a cross-institutional team to define Spring Preview Day objectives, the format of the day, how services will be delivered, and capacity requirements.
2. Coordinate planning efforts through routine team meetings and ongoing communications. 
3. Reserve the required space.
4. Test equipment prior to the event. 
5. Host the Spring Preview Day.
6. Assess the effectiveness of all aspects of the event, and make changes to future Spring Preview Days based on the findings.
7. Measure the impact of Spring Preview Day on admitted student yield.






Table 15: Spring Preview Day Details

	Implementation Timeline*
	Lead Responsibility
	Support Responsibility
	Effectiveness Measures
	Antecedents for Success

	1
	Fall 2019
	Director of Admissions
	Team Members: Visit Coordinator, Academic Advisors, Registration Staff, Student ID Card Staff, Financial Aid Staff, Residence Life Staff, Student Accounts Staff, Admissions Staff
	The cross-institutional team is formed and defines key elements of Spring Preview Day
	Staff time

	3-4
	Fall 2019-Spring 2020
	Director of Admissions
	Spring Preview Day Team
	Planning efforts are completed
	Staff time 

	5
	Spring 2020
	Director of Admissions
	Spring Preview Day Team and others
	Effectiveness of the event, yield rate of admitted students
	Staff time, a University commitment to supply required space

	6
	Spring 2020
	Director of Admissions
	Spring Preview Day Team
	Effectiveness of the event is assessed and warranted changes are made to future Spring Preview Days, yield rate of admitted students
	Staff time

	7
	Fall 2020
	Director of Admissions
	NA
	Yield rate of admitted students
	Staff time



* Relates to the above referenced Critical Path to Implementation items.

D. Scholarship Optimization

Humboldt State has limited scholarship dollars and thus, may not be able to compete with UC Santa Cruz and other competitors on scholarship award amounts. With that said, there are two non-monetary levers that will improve the attractiveness of HSU scholarships. 

First, the timing of scholarship awards matters to many prospective students and their families. Presently, HSU makes awards at approximately the same time of year as its competitors. By front loading scholarship offers one month earlier (shifting from March 2nd to February 1st), the institution will gain a competitive advantage. 

Second, bundling non-monetary perks with the scholarship offer will add value to the scholarship recipient without adding costs to the University. Examples of non-monetary perks include: (1) a guarantee of GI 2025 employment, (2) assignment of a dedicated faculty mentor, (3) priority registration, and (4) a guaranteed internship, study abroad, or undergraduate research assignment. 

Critical Path to Implementation

1. Determine the feasibility and desirability of front loading scholarship earlier in the recruitment cycle and bundling non-monetary perks with scholarship offers. 
2. If the decision is to proceed with front loading scholarship offers, identify and implement the requisite technical, process, and communication changes.
3. If the decision is to proceed with bundling non-monetary perks with scholarship offers, identify the best mix of non-monetary perks, work with associated areas to ensure mechanisms and capacity are in place to delivery on what is promised, and communicate the changes to relevant stakeholders, prospective students, and the influencers of prospective students.
4. Assess the effectiveness of the scholarship approach relative to the yield rate of scholarship recipients.

Table 16: Scholarship Optimization Details

	Implementation Timeline*
	Lead Responsibility
	Support Responsibility
	Effectiveness Measures
	Antecedents for Success

	1
	Summer 2019
	Associate VP EM
	Financial Aid and Admissions
	Decisions are made and action taken
	Staff time

	2-3
	Fall 2019-Spring 2020
	Financial Aid
	Admissions and associated areas
	Scholarship changes are implemented
	Staff time

	4
	Fall 2020
	Associate VP EM
	Financial Aid and Admissions
	The yield rate of scholarship recipients
	Staff time



* Relates to the above referenced Critical Path to Implementation items.



E. Implement a Multichannel Communications Plan

In a competitive environment where there appears to be a lack of effective communications with prospective student (see Section III), it is mission critical for the University to raise awareness, generate and cultivate interest, increase yield rates, and expand the number of students completing the enrollment process. With this in mind, the consultants recommend the implementation of a robust, multichannel communications plan. A sample communications plan for HSU’s consideration is presented in Appendix B (see the attached spreadsheet). 

Don Hossler (2001) and many of his co-authors have adopted the metaphor of a courtship to describe the relationship between higher education institutions and future students. Using this metaphor, consider how prospective students progress from minimal or no awareness of an institution and its programs to a commitment to enroll. The relationship begins with cordial encounters, then dating, and eventually a marriage of sorts. 

For some future students, this psychological progression will occur without any contact by a university. For others, however, barriers to enrollment, usually life circumstances and overtures by competitors, will hinder forward movement. Therefore, it stands to reason that the right frequency and nature of contacts (e.g., personal encounters, marketing, communications, events) will, in fact, improve prospective student yield. So, what is the right frequency and nature of communications to impact yield? 

The right frequency depends on the length of the prospective student lifecycle. With that said, a general “rule of thumb” is that the number of communications and interactions with potential students should be sufficient enough to compel a student to take desired action (e.g., visit the campus, apply for admission, apply for financial aid, attend orientation, meet with an advisor, register for classes, and pay for college). Communications also must be relevant to the student given his or her interests, stage in the lifecycle, and the window of time available before matriculation. Applying these basic ground rules, the frequency of interactions depicted in Figure 7 provides a useful guide. 





Figure 7: Frequency of Interactions
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Figure 7 assumes a prospective student actually progresses from one enrollment stage to the next and does so relatively slowly. Failure to progress results in the end of the communication cycle—ideally with a purge communication giving one final opportunity to move to the next enrollment stage. Conversely, expedited progression will reduce the number of communications at any given stage. Since the objective of communications is to facilitate progression through enrollment stages, a reduction in communications is indicative of a successful student transition. 

The right nature of communications has multiple dimensions. First, the use of multiple channels of interaction is desirable—particularly when the channels are aligned with student preferences (e.g. in-person, phone, mail, email, web portal, social media, texting). Presuming that channel preferences are associated with gender, age, race or ethnicity is a faulty mental map. Such preferences are much more individualized than affiliated with a demographic group. Some universities address preferences by allowing students to self-initiate the interaction in a manner that is most preferred by them and best serves their needs. While this approach does ensure congruence between interactions and student preferences, it is far too passive. To proactively engage students through their preferred channels, institutions either inquire about preferences and then align interactions accordingly or offer a variety of channels per interaction and allow students to select the channel that best meets their needs. 

Second, interactions are most effective when originating from multiple sources (e.g., recruiters, faculty, staff, current students, alumni). However, a decentralized method of communications with prospective students is fraught with problems—uncoordinated communications, overlapping and duplicative communications, and mixed messages resulting in student confusion and frustration. Avoiding this common pitfall is possible by having a single prospective student communication and engagement plan that is centrally managed. Typically, a centralized plan is jointly coordinated by the Admissions and Marketing departments with a range of stakeholders involved in the planning process. In this model, all communications are staged within a CRM system that indicates what communications a student has received and when they were sent. Stakeholders are provided with access to the system as well as the actual communications via an electronic repository. Similarly, a coordinated schedule of engagements (e.g., high school visits, outreach activities with community organizations, information sessions, open houses) is shared with stakeholders usually through a calendaring system. This systematic orchestration of future student communications and engagements ensures that all stakeholders can respond to prospective student inquiries accurately and collectively facilitate their progression through the enrollment stages efficiently and effectively. 

Third, the vast majority of communications from universities to prospective students are process-oriented in nature. Because many learners are first generation students, a heavy emphasis on completing foreign processes is warranted. But, it is doubtful that any student has ever selected an institution because he or she likes a school’s process. For this reason, process-oriented communications must be balanced with marketing and relational communications. Marketing communications should focus on selling the institution at the inquiry level and shift to promoting academic programs as the student progresses through the enrollment stages. Beyond commodity attributes of a university (e.g., affordable tuition, convenient proximity to home or work, flexible learning options), the quality of programs and expertise of faculty along with the success of graduates are key decision factors. These attributes need to be promoted vigorously. 

In this same vein, students often choose an institution because of a personal connection they have made with a university employee or another person affiliated with the school. Relationships of this nature often occur through serendipitous encounters. Nevertheless, to leverage relationships effectively, a more intentional approach is required. For example, some institutions have adopted an advocate’s model of recruiting where a recruitment manager works with a carefully selected group of advocates to orchestrate interactions with potential students through multiple channels (e.g., faculty phone-a-thons, academic division or department hosted events, student ambassador social media conversations, alumni industry-based mentoring). 

Process, marketing, and relational communications culminate in a powerful force influencing student enrollment decisions. Still another type of communication worthy of consideration is success-oriented messaging. Delaying the promotion of proven success behaviors and strategies until orientation or the start of term reduces the opportunity to alter deeply rooted intellectual, social, and emotional patterns in time to salvage the academic performance of many students. Figure 8 demonstrates how process, marketing, relational, and success communications can be integrated throughout the student lifecycle. It also infuses loyalty-building communications into later stages of the lifecycle. 

Figure 8: Student Lifecycle Communications
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Critical Path to Implementation 

1. Define the underlying strategy needed to achieve HSU’s new student communications and enrollment goals.
2. Create a prospective student communications flowchart that clarifies roles and responsibilities associated with each touch point.
3. Develop a robust, multichannel, audience-segmented prospective student communications plan. See a sample Prospective Student Communications Plan (attached spreadsheet, Appendix B).
4. Ensure the requisite technology, organizational infrastructure, budget, and human bandwidth are in place to effectively execute the communications plan.
5. Identify audience-segmented messaging.
6. Develop communications and integrate them into the Hobsons CRM solution. 
7. Test all electronic communications with commonly used email clients (e.g., Gmail). 
8. Implement the system-driven portion of the communications plan.
9. Assess the impact of communication strategies on new student enrollment. 

Table 17: Prospective Student Communications Plan Details

	Implementation Timeline*
	Lead Responsibility
	Support Responsibility
	Effectiveness Measures
	Antecedents for Success

	1-2
	Fall 2019
	Director of Admissions and Chief Marketing Officer
	Admissions and Marketing
	A communications strategy is defined and communication flowcharts are created
	Understanding and defining communication requirements

	3-8
	Fall 2019-Spring 2020
	Director of Admissions and Chief Marketing Officer
	Admissions and Marketing
	Staff knowledge and utilization, student tracking results/ communication frequency/ receipt/open rates; applicant/ enrollment/ engagement/ yield trends
	Staff buy-in, training development and delivery

	9
	Fall 2020
	Director of Admissions and Chief Marketing Officer
	Admissions and Marketing
	Impact of communication strategies on new student enrollment
	Staff time



* Relates to the above referenced Critical Path to Implementation items.




F. Invest in Website Enhancements

Replete in the research regarding the college search process is the trend of prospective students (high school students, transfers, graduate students, international students) beginning their exploration on the web. Given the University’s strategic priority related to new student enrollment, the institution’s website has been developed, first and foremost, as a marketing tool for prospective students. Secondarily, the website should serve as a marketing tool for those who influence prospective students as well as for other external constituents. With that said, website development is organic in nature and thus, is an ongoing project. Humboldt State’s website is its most valuable marketing asset, and as such, it requires continuous investments of time and resources. 

HSU currently has a relatively decentralized approach to website management. Consequently, many web pages are managed by faculty, departmental administrative assistants, staff, students, and others who do not possess the expertise required to create and sustain a marketing-oriented web presence. This scenario is common in higher education primarily due to a lack of centralized staff to perform the requisite tasks. To gain a competitive advantage, it is strongly recommended that HSU centralize the management of all pages that historically experience high traffic from external constituents. Among other pages, this would include academic program landing pages and possibly secondary pages. 

Obviously, this would be a protracted endeavor and would require an investment in centralized staffing infrastructure, namely a content developer and videographer. The content developer would collaborate with academic and administrative departments to harvest relevant content and repurpose it for the website. Today’s students are visually-oriented and engaging videos that are updated frequently to reflect technical advances and learning opportunities in HSU’s programs are essential—hence, the need for a videographer.

When the website redesign begins, there are several marketing elements that require close examination. They include:

· A marketing orientation consists of visuals that present a story that resonates with the site visitor, and content that conveys a compelling value proposition and selling points for the University and its programs, answers the question Why Humboldt State and focuses on student benefits, graduate outcomes, and academic quality. 
· Visual impact occurs when photos are compelling and action-oriented, videos are brief and interesting, and graphics support the overall design and tell a story. Moreover, a simple, elegant design with ample “white space” and visual navigational cues is desirable.
· Prominent calls to action represent what the University desires prospective students to do as a result of visiting the site. The three most critical calls to action are request information, visit the campus, and apply.
· Audience relevance refers to addressing each primary student segment in a way that resonates with the population and compels them to act (e.g., request information, visit, apply, enroll).  
· Audience engagement is likely when the content, visuals, multimedia, and social media are relevant to the site visitor.

Critical Path to Implementation

1. Review the findings and recommendations in the Competitor Analysis submitted by SEM Works. 
2. Review best practice websites and determine which practices to adopt. (http://bobjohnsonconsulting.com/category/link-of-the-week/)
3. Examine website analytics to identify high traffic pages that may require attention.
4. Assess the identified pages using the criteria presented earlier in this section to determine which ones are of highest priority for a redesign.
5. Collect and repurpose content from relevant academic and administrative stakeholders.
6. Redesign the web pages and conduct user testing before moving the new pages to production.
7. Evaluate the effectiveness of new pages in terms of clicks on enrollment-related calls to action.

Table 18: Website Enhancement Details

	Implementation Timeline*
	Lead Responsibility
	Support Responsibility
	Effectiveness Measures
	Antecedents for Success

	1-4
	Fall 2020
	Marketing
	NA
	The discover phase of the redesign project in complete
	Staff time

	5
	Spring 2021-Fall 2021
	Marketing
	Academic and administrative stakeholders
	Content for the new pages has been created 
	Staff time, willingness of stakeholders to contribute to the effort

	6
	Spring 2021-Fall 2021
	Marketing
	Academic and administrative stakeholders
	Design elements for the new pages have been created and tested
	Staff time, willingness of stakeholders to contribute to the effort

	8
	Fall 2022
	Marketing
	Admissions
	Clicks on enrollment-related calls to action
	Staff time



* Relates to the above referenced Critical Path to Implementation items.

G. Strategically Invest in List Purchases

Humboldt State has engaged in list purchases in the past but only at the undergraduate level and mostly with in-state residents. List purchases also have been limited to one test administration per year. In order to grow the number of inquiries and applicants, it is imperative that the University expand this invest. However, it should do so strategically using available data and predictive modeling tools. This will ensure HSU is purchasing names of students who have the highest probability of enrolling. 

The following recommendations should be considered when purchasing lists in the future:

· Apply predictive modeling to list purchases—likelihood to enroll at HSU
· Use program of study as a filter
· Purchase all six College Board test administrations (no duplicate names)
· Consider GRE and GMAT list purchases
· Increase the number of email contacts and include a printed search piece
· Track and measure results to determine ROI

Critical Path to Implementation

1. Identify a predictive modeling provider and work them to determine which HSU data elements have predictive power. To expedite implementation, contracting with an outside vendor is strongly recommended.
2. Work with list vendors to apply the established predictive model to the list selection criteria. 
3. Purchase lists.
4. Engage in communications with prospects on the purchased lists. (see Appendix B)
5. Assess the ROI on purchased lists and adapt accordingly.

Table 19: List Purchase Details

	Implementation Timeline*
	Lead Responsibility
	Support Responsibility
	Effectiveness Measures
	Antecedents for Success

	1
	Fall 2020
	Director of Admissions
	Admissions
	The predictive model has been implemented
	Funds to acquire predictive modeling services

	2-3
	Fall 2020
	Director of Admissions
	Admissions
	Lists have been selected and purchased
	Funds to acquire additional student names

	4
	Fall 2020
	Director of Admissions
	Admissions
	Communications have been developed and sent
	Funds for print mailings

	5
	Fall 2021
	Director of Admissions
	Admissions
	ROI comparing costs to implement list purchases and deliver related communications versus the student net revenue generated have been assessed and warranted changes have been made
	Staff time



* Relates to the above referenced Critical Path to Implementation items.

H. Improve Recruiter Capacity

Most recruiters perform the same functions. The ability to execute these tasks better that competitors is what produces a competitive advantage. Therefore, it is recommended that HSU invest time and effort in developing recruiter capacity. In particular, said invest should be in training and professional development. Some examples of both are presented here for your consideration.

Training
· Clear recruitment territory goals 
· The onboarding process
· CRM, PeopleSoft, etc.
· Tableau 
· HSU research (e.g., ASQ, VALS)
· Academic program product knowledge
· Campus attributes
· Marketing messages
· Recruitment best practices
· Sales and counseling methods

Professional Development
· Mobility within the Office (e.g., senior counselors, assistant and associate directors)
· External professional development opportunities
· Internal mentoring and coaching
· Institutional support to pursue graduate degrees

Critical Path to Implementation

1. Consult with recruiters to determine the degree to which their professional goals align with the goals of the institution.
2. Based on points of goal alignment, develop individual learner plans for each recruiter.
3. Identify training needs.
4. Develop and deliver training modules aligned with identified needs.
5. Secure funding for professional development opportunities and rotate recruiter participation in these activities.
6. Ensure there are sufficient levels within the Admissions organization to provide opportunities for upward mobility within the office. 
7. Assess recruiter capacity and knowledge pre and post the implementation of training and professional development.

Table 20: Recruiter Capacity Details

	Implementation Timeline*
	Lead Responsibility
	Support Responsibility
	Effectiveness Measures
	Antecedents for Success

	1-2
	Fall 2020
	Director of Admissions
	Recruiters
	Individual learning plans have been developed and are being implemented
	Staff time

	3-4
	Fall 2020
	Director of Admissions
	Recruiters
	Training needs have been assessed and related training modules have been developed and delivered
	Staff time

	5-6
	Summer 2021
	Director of Admissions
	Recruiters
	Professional development opportunities have been identified in alignment  with recruiter and institutional goals
	Funding for professional development

	7
	Summer 2022
	Director of Admissions
	Recruiters
	Recruiter retention and competencies are evaluated
	Staff time



* Relates to the above referenced Critical Path to Implementation items.


VIII. Antecedents for Success

The Recruitment Plan charts a bold course of action that, if effectively executed, will position the University for sustained success and allow Humboldt State to control its destiny. Even with the best recruitment tactics, HSU’s success is directly correlated to your ability to execute. It will be the cumulative effect of the collective efforts of all University constituents that will pave the path to desired new student enrollment outcomes that can be sustained over time. 

This Recruitment Plan is driven by institutional strategic imperatives and informed by internal and external factors that will likely impact the University’s enrollment and revenue streams in the future. Available enrollment intelligence informed the development of outcomes-based objectives and associated tactics and will be used as the basis for monitoring progress toward implementation by HSU’s leadership. The recruitment implementation process requires leadership, strategic thinking, a focus on students, data-informed decisions, campus-wide involvement, and a willingness to let go of the old ways of doing things if they are not working. Put simply, adopting a strategic recruitment philosophy requires commitment to organizational change in culture, systems, and practices.

A high performing enrollment organization possesses a learner-centered culture where new student enrollment and student success are viewed as shared responsibilities; where student relationships are cultivated from the initial point of inquiry throughout the student lifecycle; and where knowledge sharing and accurate information are valued. In such a culture, the educational needs and goals of the learner drive institutional priorities as well as organizational behavior. 
Even with the best recruitment tactics and leadership intentions, the University’s success is directly correlated to its ability to execute the tactics presented in this plan. People are the institution’s capacity to produce results. HSU’s success in improving new student enrollment outcomes will be determined by its commitment to motivate employees and develop employee competencies to the highest levels possible. How well the University supports its people, in large measure, determines how well students (among other key constituents) are served and, in turn, how well the organization performs. Therefore, investing in people to ensure the quality of implementation is fundamental to your objectives as an institution. 

Investments in human capital will include adequate staffing in critical areas, a commitment to staff learning, a focus on employee culture, rewards, and accountability, as well as incentives for innovation. Only two new positions have been identified in the plan: a website content developer and videographer. It is, however, possible that additional positions may be needed to support the implement of the Prospective Student Communication Plan. 

Besides investments in human capital, operational funds are required to effectively implement this plan. The most significant investments include print materials and mailing costs, predictive modeling, list purchases, and campus visit improvements.

Finally, offering the right programs and instructional delivery modes in the right markets, delivered in a manner that is conducive to the needs and preferences of the target student segments the University desires to serve is mission critical. This requires more than routine program reviews. Through ongoing market research and analysis, Humboldt State must be vigilant in ensuring alignment between learner and industry needs and the programs and services it offers. As HSU moves forward, it will be imperative that a coordinated, collaborative and integrated approach to recruitment implementation is adopted that brings into alignment your academic and enrollment planning processes, maintains a focus on the needs of the students you serve, and fosters a student experience that engenders student loyalty and affinity.

IX. Conclusion

Going forward, HSU’s ability to achieve new student enrollment goals will be largely determined by:
· Internal and external environmental factors—some which can be controlled or at least influenced by the University, and some not. 
· The effectiveness of tactics and programs aligned with enrollment goals.
· Successful execution of tactics and program innovations. 
· HSU’s focus on things that matter most in terms of goal achievement and the institutional will to act—purging or morphing ineffective tactics and programs, adapting where necessary to align with emerging market demand and conditions, and supporting new initiatives properly to ensure success.
· The diligence with which the University pursues new student enrollment goals, tactics, and program innovations over time—using established metrics to assess return on investment (ROI) and continuously improve related efforts. 

The process of recruitment planning can be revolutionary in terms of positioning Humboldt State for continued enrollment success. Like any plan, this document is valuable only if the University uses it as a roadmap for daily operations. It must be a dynamic, organic document that informs decisions, guides priorities, challenges assumptions, and validates action. 

While this plan will be modified based on changing conditions and emerging opportunities, in general, the focus must be on staying the course. This is a journey, not a quick fix or a solution for some immediate crisis facing the University. The plan is intended to be strategic in nature—meaning long-term, systemic, comprehensive, and based on data regarding environmental factors that may affect enrollment as well as your own enrollment ambitions and constraints. To successfully execute this plan, the antecedents for success described in this document must be in place, as well as broad buy-in from the University community.
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B. Sample Prospective Student Communications Plan

See the attached spreadsheet, Appendix B.

HSU's Planning Process


Pre-Visit Situational Analysis
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Recruitment Audit


Recruitment Audit Report


Strategy Development


Written Recruitment Plan


Competitor Analysis


Recruitment Leadership Retreat


2. Planning
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Figure 8: Community College Transfers 
by Residency 










Figure 8: Community College Transfers 

by Residency 


image8.emf



Brand Comparisons
Institution Brand



Humboldt State Being a part of Humboldt State University is a lot like joining a 
cause. It’s delving into social struggles, then extending a hand to 
help. It’s studying our natural environment, then working to 
preserve it. It’s being part of a close-knit community that cares 
about making a positive difference in the world.



CSU Chico None identified.



CSU Monterey Bay Emergent, fun and adventurous, making a future for people 
who never envisioned it.



Sacramento State Redefine the Possible: Foster an atmosphere of intellectual 
curiosity and cultural enrichment, and a passion for new 
possibilities. We are dedicated to the advancement of ideas and 
innovations to improve the lives of those in our community and 
beyond.



Sonoma State None identified.



UC Santa Cruz Trailblazing: We challenge the status quo, question authority to 
create new paradigms and change the world.
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Value Proposition Comparisons
Institution Value Proposition



Humboldt State None identified



CSU Chico ROI via high job placement rates, student success rates, alumni 
accomplishments



CSU Monterey Bay None identified



Sacramento State Career pathways of graduates, recognizable alumni



Sonoma State None identified



UC Santa Cruz Successful alumni stories including 5 Pulitzer Prize recipients
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Selling Point Comparisons
Institution Selling Points



Humboldt State Apply learning outside the classroom, rich campus life, campus 
surroundings, rankings, faculty among the top teachers and 
researchers in their field, commitment to environmental and 
social responsibility, great value, small size, close-knit 
community



CSU Chico Rankings, tree-filled campus and charming community, campus 
surroundings, great value, community service, UG research 
opportunities, student performance in competitions, 
sustainability, athletics



CSU Monterey Bay Student diversity, campus surroundings, personal attention in 
small classes, educational accessibility, rankings 



Sacramento State California’s capital university, affordable, world-class education, 
top faculty



Sonoma State Campus and surroundings, safe campus, individual attention in 
small classes, unique liberal arts university, living learning 
communities, athletics, affordable, hands-on learning, personal 
growth and leadership opportunities



UC Santa Cruz Rankings, distinguished faculty, organic food served in dining 
halls, water conservation, diversity and inclusion, top research 
university, small class size
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Differential Advantages
Institution Differential Advantages



Humboldt State Campus location +/-, the Coral Sea vessel, Fire Lab, Schatz 
Energy Research Center, Human Performance Lab, Child 
Development Lab



CSU Chico High student success rates and ROI



CSU Monterey Bay Institutes of Applied Marine Ecology, Community Collaborative 
Studies, Innovation & Economic Development, Public Policy, 
Service Learning, Watershed



Sacramento State $250 million in new construction planned, state-of-the-art 
Science Complex, student opportunities in Sacramento



Sonoma State World-class Green Music Center, Cerent Engineering Science 
Lab, two wildlife preserves



UC Santa Cruz National Medal of Science recipient, numerous other faculty 
honors, internationally recognized Linguistics Department, 
expansive areas of research
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Priority Student Populations
Institution Priority Student Populations



Humboldt State Freshmen, transfers, graduate, post bac, returning, 
international, veterans, WUE students



CSU Chico Freshmen, transfers, out-of-state, international, graduate, 2nd



bachelors degree, veterans, returning



CSU Monterey Bay Freshmen, transfers, graduate and credential, international, 
Extended Education students, adult re-entry, returning, veterans



Sacramento State Freshmen, transfers, graduate, international, veterans



Sonoma State Freshmen, transfers, graduate, international



UC Santa Cruz Freshmen, transfers, graduate, international, Extension students
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Enrollment Management
v Interim leaders at multiple levels within 



the organization
v Enrollments have been adversely 



effected by impacted programs, the 
discontinuation of nursing, the 
elimination of the English Language 
Institute and the staff to develop 
international partnerships and 
agreements, the elimination of football, 
negative media coverage, etc.



v Enrollment insights are underutilized
v Academic programs have been largely 



“held harmless” from recent budget cuts
v CSU no longer funds WUE students
v SEM Plan and targets are not widely 



known or incorporated in unit planning 
and staff goals



v Should consider VP level position for EM



Enrollment Management
v A SEM Plan has been developed
v Planning to reinstitute nursing in Fall 



2020
v Looking to remove impaction from 



programs
v Enrollment insights available through 



Tableau and research studies
v Deans are willing to support recruitment 



efforts
v Planning to implement AdmitHub 



OpportunitiesStrengths



Strengths and Opportunities Analysis
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Website, Social and Digital Media
v HSU has many websites, decentralized
v HSU has not invested sufficiently in SEO to 



drive website traffic
v Not leveraging website and social media 



analytics
v The existing virtual tour does not compel the 



viewer to visit the campus or enroll at HSU
v Academic page updates are reactive and 



based on department requests
v No full-time videographer to provide 



professionally edited videos for marketing 
v No training or oversight for social media 



presence
v Program factsheets can be enhanced to 



differentiate competencies from competitors
v Negative PR has limited the University’s 



ability to engage in social and digital media 
ads



Website, Social and Digital Media
v Many aspects of HSU’s website are 



better than competitor sites
v Website traffic is driven by email 



campaigns and social media ads
v An extensive library of raw video 



footage exists
v Student heroes takeover of social media 



accounts (e.g., interviews, live videos, 
polls)



v Academic program factsheets exist in 
PDF files



OpportunitiesStrengths



Strengths and Opportunities Analysis
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Marketing
v Faculty have virtually no input into 



program marketing
v No competitor analysis by market and 



region. National Student Clearinghouse 
data (Student Tracker) is not being used 
to identify competitors by 
college/school, geo-market, and state



v SEM targets are not used to set 
marketing goals and define markets



v Department homepages are not 
updated regularly  



v Response communications have not 
been shared with frontline recruiting 
staff



v Staff reported that the articulation of 
HSU’s brand is inconsistent. No training 
or common “elevator speech” is 
provided for staff and faculty 



Marketing
v New organizational plan creates direct 



linkages between Marcomm and 
Admissions



v Longer term, non-interim leadership in 
Marcomm



v Staffing to support a multi-media plan 
(except video)



v Unique aspects of the HSU community 
and environment are consistently 
highlighted in most marketing materials



v Creative has found ways to highlight the 
HSU culture (adventure themes, 
stickers, pictures of hands-on activities)



v Brand has developed around location 
benefits of adventure, hands-on 
learning, sustainability and living with 
the natural environment



OpportunitiesStrengths



Strengths and Opportunities Analysis
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Prospective Student Communications
v 70-80% Stealth Applicants: Current efforts 



are not collecting inquiries or motivating 
students to inquire about additional HSU 
info



v Only one search and freshman recruitment 
communication plan. No segmentation by 
market/student type



v Minimal recruiter input into messaging
v The only mail pieces in the communications 



flow are the search letter, admit letter and 
packet, and invitations to Preview Days



v No integrated K-10 marketing and 
communication plan



v All pre-college programs need to provide 
opportunities for students to receive college 
readiness and communications from HSU



v Name purchase budget is limited



Prospective Student Communications
v The five email search sequences have 



complimentary videos
v Most primary student FAQs are 



addressed on the HSU homepage
v Pre-college programs provide on-



campus experiences for middle and high 
school students. Focus on low income 
and traditionally underrepresented 
students



v Name purchases can be directed and 
managed by HSU 



v The virtual tour provides an 
understanding of the natural beauty on 
campus and in the region



OpportunitiesStrengths



Strengths and Opportunities Analysis
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UG Student Recruitment
v Need to address staff retention
v Limited recruiter training
v Lack of documentation
v Recruitment territories are not 



managed other than general outreach
v Recruiters cannot access a list of their 



inquiries
v Recruiters do not know what 



communications are sent to prospects 
via Hobsons but have history access



v Recruiters unaware of ASQ or VALS 
studies



v Recruiters reliant on the website for 
information



v Slow response to initial inquiries
v Minimal contact with recruiters 



following initial inquiry



UG Student Recruitment
v Recruitment territories have been 



defined
v Reinstituting LA rep and tribal 



community rep
v Local recruiter admits students on the 



spot and hosts FAFSA workshops
v Staff member embedded at the College 



of the Redwoods
v Transfer recruitment focus on five 



feeder community colleges
v Fall and Spring Preview
v Buses transport CA prospective 



students to campus
v Planning to implement a liaison 



relationship with HSU colleges 



OpportunitiesStrengths



Strengths and Opportunities Analysis
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UG Student Recruitment
v Calling campaigns occur when enrollment 



indicators are down
v Budget determines if spring travel is 



possible
v Late funding infusion for student 



recruitment ($50K)
v Faculty voiced concerns about tour guide 



accuracy of information
v Other than the natural environment, the 



campus tour lacks a “WOW factor”
v Reportedly, staff at the parking booth are 



not always friendly
v No reserved parking for visitors
v “Police” post immediately outside of visitor 



entrance
v Visit area entrance has worn/dirty seating, 



no social media picture sites, and poor 
restroom facilities



UG Student Recruitment
v Admitted students called by current 



students
v Student ambassadors who receive 



ongoing training
v The campus is well maintained 
v Awesome campus visit room
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UG Student Recruitment
v One-time funds to purchase WUE lists
v Lists purchased for one College Board 



test administration
v Not using intended program of study as 



a filter in list purchases
v Not using successful graduate profiles 



as a filter in list purchases
v Unaware of list purchase ROI
v Search list students receive no print 



piece
v Need a robust re-recruitment campaign
v Not leveraging regional alumni 
v Predictive models could be created 



using the tracking factors of campus 
visitors, SAT/ACT test senders, FAFSA 
completers and apps from feeder 
schools 



UG Student Recruitment
v List purchases are informed by HSU’s 



enrollment history
v Just started purchasing sophomore lists
v Search list students receive five emails 



with a call to action to complete the 
online inquiry form
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Graduate Student Recruitment
v Growth has not been a campus focus
v No central support for graduate 



student recruitment, such as outreach
v Interest in proactive student 



recruitment varies by program and 
typically is driven by a desire to 
improve the applicant pool



v Graduate program web pages need a 
compelling, marketing-oriented focus



v Not purchasing GRE or GMAT lists
v Need a Tableau dashboard that 



reflects the graduate student lifecycle
v Some graduate faculty and staff are 



unaware of how to access student and 
admission data – no annual training



Graduate Student Recruitment
v Most graduate programs have 



designated homepages and faculty 
profile information



v Some strong recruitment models exist: 
MBA program homepages differentiate 
the program from competitors by 
highlighting a unique curriculum focus 
(sustainability) and the variety of 
delivery options provided to HSU  



v Telecounseling and calling campaigns 
can be executed in the visit center



v Graduate Admissions produces a list of 
prospects for grad program coordinators



v Admissions credentials for review are 
supplied to graduate departments 
electronically
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Extended Education Recruitment
v Could do more to promote the 



University to youth participating in EE 
programs



v Not leveraging HSU’s CRM



Extended Education Recruitment
v EE has their own marketing team 



(communications specialist and graphic 
designer)



v Conducting outreach to organizations, 
businesses, and community colleges



v Degree completion stop-outs are 
targeted for online offerings



v EE serves as an incubator for some 
potential new programs
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Orientation
v Orientation learner outcomes have not 



been defined
v The online orientation takes too long to 



complete
v Students reported that the on-campus 



orientation is mostly a repeat of online 
orientation content



v Need to implement a just-in-time 
information approach to orientation 
combined with social engagement



v Some interview participants 
questioned the efficacy of having 
orientation run by Admissions



v Spring Preview Bus-in programs could 
be adjusted to provide a one-day 
orientation and registration program



Orientation
v Orientation leaders receive extensive 



training
v Key HSU onboarding, registration and 



compliance related content is included
v Financial aid sessions that are thorough 



and appropriate for supporting high 
numbers of lower income students



v Current student recognize the value in 
the orientation process



v Collaboration with EOP counselors is 
well coordinated
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Student Services
v Other than EOP, service areas are not 



actively involved in student recruitment
v Service providers are not aware of the 



ASQ or VALS studies
v Service providers indicated students 



convey issues with the $50 enrollment 
deposit



v Lack of cross-boundary coordination 
and integration of new student service 
delivery



v Call Center does not engage in 
outbound calls, web chat, screen 
sharing support



v The Call Center does not have access 
to phone stats/analytics



Student Services
v EOP does extensive outreach to the 



potential new students who qualify for 
their services



v Service leaders conveyed a strong 
interest in supporting recruitment efforts



v Call Center personnel (2 staff and 8 
students) answer inbound calls



v Extensive training of student call agents
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Financial Aid & Scholarships
v Limited UG and graduate student 



scholarships
v Not bundling non-monetary perks with 



scholarship offers
v No WUE-targeted scholarships
v UG scholarship awards are sent at 



approximately the same time as 
competitors



v GI 2025 funds for student employment 
could be strategically leveraged to 
reduce student loan debt and address 
unmet need gaps



v Adequately staffing for core financial 
aid and scholarship functions but not 
enough to engage proactively in 
outreach



v Need to honor scholarship recipients



Financial Aid & Scholarships
v Online scholarship application software
v Have requested funds from GI 2025 for 



a Presidential Scholarship
v $7M fundraising campaign in the silent 



phase
v Automated communications are sent to 



students via PeopleSoft
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