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LHUP Enrollment Management Steering Committee
Report and Recommendations
6/4/07
Late in fall 2006, President Miller appointed an Enrollment Management Steering Committee to make recommendations to the University. This initiative was prompted by three major concerns: 1) identifying areas among the state System’s funded measures in which the University could most readily and eagerly make progress; 2) concern about infrastructure and educational quality prompted by years of enrollment growth; 3) a coming decline in the number of Pennsylvania high school graduates. 

Enrollment management means a number of things to different people. It may refer to: 

· The number of students enrolled: a stable and/or predictable enrollment for planning staffing, facilities and finance; increasing enrollment for more tuition dollars, enhanced reputation, etc. 

· The kinds of students enrolled: students who are more academically talented; students representing greater ethnic, economic, or cultural diversity; students majoring in certain disciplines

The Steering Committee has sought to consider all of these dimensions of enrollment management.

The Steering Committee met weekly through the spring of 2007. It reviewed information from a variety of offices and activities. Due to time constraints, the Committee focused on the main campus, recognizing the University seeks continued growth in Clearfield and online graduate programs. In drafting its recommendations, the Committee has sought to be succinct and strategic.
Recommendations

Everything that impacts the experience of students, potential students, and parents affects enrollment management, from open houses and classes to department web sites, parking, answering phones, and litter. The recent discussion of the appearance of the campus is a case in point. Every University faculty and staff member works in enrollment management. One of the most important things we can do is to cultivate attentiveness to the many ways in which we interact with students, prospective students, and parents, and to make these interactions as friendly, helpful, and inviting as possible. 

Improvement requires change. In a time of limited resources, change will require reallocation of existing resources (e.g., faculty, funding, facilities) where additional resources are not available.
The Steering Committee has identified seven broad goals that the University should address.
Recruitment

1. Develop a five-year business plan/projection for enrollment and resource allocation. 

2. Effectively communicate the University’s distinctive strengths, programs, and mission.

Support for Entering Students
3. Insure that all entering students are enrolled in appropriate courses that will support student success. 

4. Enhance orientation for new students and their parents.

Support for Other Students
5. Deliver targeted, appropriate, and effective support services for “at-risk” students.

6. Strengthen support for all students.

Leadership

7. Insure ongoing leadership for enrollment management by appointing a permanent Steering Committee (including necessary decision-makers) to coordinate enrollment and retention efforts.

Recruitment

8. Develop a five-year business plan/projection for enrollment and resource allocation. 
a. Include explicit assumptions about enrollment (e.g., recruitment and retention), income (e.g., state appropriations and tuition rates), and expenses (e.g., faculty, staff, facilities, technology).

b. Include goals, recruitment strategies, and resource plans for a small number of targeted priority programs, including education, health and biological sciences, sports and recreation, and criminal justice; as well as graduate programs, distance education, and Clearfield.
9. Effectively communicate the University’s distinctive strengths, programs, and mission.

a. Review and rearticulate University’s distinctive strengths, programs, and mission.
b. Review and enhance coherence, attractiveness, and usability of entire web site.

Support for Entering Students
10. Insure that all entering students are enrolled in appropriate courses that will support student success. 
a. Coordinate placement exams, advising, course selection, and registration. Students must complete placement testing in math, writing, and reading prior to registration and the University should offer sufficient sections of developmental courses in these areas. 
b. Provide greater support and information for faculty who advise freshmen, including a short list (8-10) courses particularly recommended for freshmen.
c. Provide sufficient sections of foundational general education courses, including needed courses offered in both semesters.
d. Enroll all entering students in a first-year experience course emphasizing academic and personal success skills.
11. Enhance orientation for new students and their parents.

Support for Other Students
12. Deliver targeted, appropriate, and effective support services for “at-risk” students.

a. Develop institutional definitions for “at-risk” students and develop processes and structures to ensure that all receive appropriate academic and personal support services.
b. Develop Associate’s degree for some at-risk students to provide focused attention to their needs and exclude them from the freshman cohort (basis for reporting SAT scores and graduation rates).
c. Rescind recent change in probation and suspension policy, allowing suspension at the end of any term and limiting the number of times a student may return following suspension.

d. Provide structured support for students on academic probation, including meeting with one of three or four designated gatekeepers before new semester classes, enrollment in ADAC 100 Learning Strategies for College, and mandatory use of tutoring services.
e. Maintain firm standards for academic suspension and require formal application for readmission through Vice President for Student Affairs, with required participation in support programs including ADAC 100 Learning Strategies for College, and mandatory use of tutoring services.

13. Strengthen support for all students.
a. Implement an integrated “one-stop” student success center coordinating student services.
b. Enhance intelligibility and accessibility of academic and other policies, requirements, etc.
c. Develop clear and accurate degree audit (may require simplifying requirements).
d. Develop additional financial aid resources for talented students from lower-income families. 
Leadership

14. Insure ongoing leadership for enrollment management by appointing a permanent Steering Committee (including necessary decision-makers) to coordinate enrollment and retention efforts.
We understand our mandate to be identification of major goals and believe that those who work in each of these areas are best able to develop detailed plans for implementation. The table below indicates our recommendations for those to advance these initiatives with proposed timelines for completion.
	Recommendation
	Responsible
	Complete/Implement

	1. Business plan/projection 
	Planning and Assessment
	Draft by August 31

	2. University strengths, programs, and mission
a. Review and rearticulate mission
	President
	May 2008

	b. Review and enhance web site 
	Web Task Force 
	March 2008

	3. Freshmen advising and schedules 

a. Placement exams, advising, and registration
b. Support for freshman advising
	President
	Appoint August 2007

Report December 2007

	c. Sufficient sections of foundational courses
	Provost 
	AY 2008-09 schedule

	d. Required first-year experience course
	UCC 
	AY 2008-09 schedule

	4. Enhance orientation 
	VP for Student Affairs
	Summer 2007

	5. Support services for “at-risk” students
a. Define “at-risk” students and ensure all receive appropriate support
	ADAC
	Report by August 31

	b. Develop Associate’s degree for at-risk students 
	ADAC, UCC 
	Fall 2007

	c. Revise probation and suspension policy
d. Requirements for students on probation
e. Requirements for suspended students 
	Academic Regulations
	December 2007

	6. Support for all students.
	
	

	a. “One-stop” student success center & coordination
	President
	Plan December 2007 Facility August 2008

	b. Review policies for clarity and accessibility
	Provost and Registrar
	December 2007

	c. Develop clear and accurate degree audit
	Registrar,
UCC where necessary
	May 2008

	d. Financial aid for talented low-income students
	University Relations
	ongoing

	7. Permanent Enrollment Management Committee
	President
	Appoint August 2007


LHUP Enrollment Management Steering Committee
Appendix to Report

Data Summary
Enrollment
Table 1. Head Count

	
	
	Fall 2002
	Fall 2003
	Fall 2004
	Fall 2005
	Fall 2006

	Undergraduate
	Main Campus
	4,003
	4,219
	4,367
	4,556
	4,545

	
	Clearfield
	391
	477
	508
	421
	345

	Graduate
	
	180
	121
	251
	306
	285

	Total
	
	4,574
	4,908
	5,126
	5,283
	5,175


Table 2. FTE

	
	
	Fall 2002
	Fall 2003
	Fall 2004
	Fall 2005
	Fall 2006

	Undergraduate
	Main Campus
	3,838
	3,997
	4,163
	4,319
	4,323

	
	Clearfield
	279
	341
	349
	291
	244

	Graduate
	 
	164
	186
	199
	227
	212

	Total
	
	4,281
	4,523
	4,712
	4,837
	4,779


Table 3. New Students

	
	
	Fall 2002
	Fall 2003
	Fall 2004
	Fall 2005
	Fall 2006

	Freshmen
	Main Campus
	932
	967
	989
	1,055
	970

	
	Clearfield
	137
	132
	130
	133
	94

	Transfer
	Main Campus
	150
	187
	186
	169
	175

	
	Clearfield
	53
	46
	37
	30
	19

	Graduate
	
	79
	82
	93
	123
	107

	Total
	
	1,351
	1,414
	1,435
	1,510
	1,365


Table 4. Graduates

	
	
	2002-03
	2003-04
	2204-05
	2005-06
	(est.) 2006-07

	Undergraduate
	Main Campus
	670
	715
	696
	757
	825

	
	Clearfield
	63
	82
	112
	90
	66

	Graduate
	
	66
	70
	72
	104
	94

	Total
	
	799
	867
	880
	951
	985


Over half of LHU students come from north central Pennsylvania, a quarter from southeast or northeast Pennsylvania, and ten percent from other states and countries. Half come from 10 Pennsylvania counties.

Table 5. Students by Geography
	Top 10 PA counties
	
	
	
	Outside Pennsylvania

	Lycoming 
	10.7%
	Montgomery 
	3.5%
	
	New Jersey
	5.0%

	Clinton 
	10.3%
	Bucks 
	3.5%
	
	New York
	1.6%

	Clearfield 
	9.1%
	York 
	2.9%
	
	Maryland
	0.6%

	Centre 
	8.7%
	Lancaster 
	2.3%
	
	Other States
	1.9%

	Philadelphia 
	3.9%
	Northumberland 
	2.2%
	
	International
	2.3%


Source: PASSHE 2005-06 Factbook, Table B.14 (Fall 2005 data)

Table 6. Most Popular Majors

	Elementary Education
	10.0%
	
	Recreation Management
	5.0%

	Criminal Justice
	7.7%
	
	Psychology
	4.3%

	Health and Physical Education
	6.9%
	
	Communication Media
	3.7%

	Health Sciences
	6.6%
	
	Social Work
	3.6%

	Business Administration
	6.2%
	
	Sport Administration
	3.5%


Source: Fall enrollment data (head count), 2004-2006

About 30% of entering students enroll as Exploratory Studies majors.

· Some are deciding between a few specific majors, while others have only vague ideas about a major.
· Some do not meet admission standards for their chosen major, while others are academically talented (11% graduated in the top 20% of their high school class and/or had an SAT score of 1100 or higher).
Exploratory studies students are strongly encouraged to choose a major before the end of their first year. 

Table 7. Majors by Area

	Education
	34.3%
	
	Arts & Humanities
	10.8%

	Social Sciences
	19.2%
	
	Business
	9.6%

	Health Sciences/Services
	17.5%
	
	Math, Science & Technology
	8.6%


Source: Fall enrollment data (head count), 2004-2006

Contrary to the perceptions of some on campus, the University does not have enrollment caps for particular programs (either for new students or for enrolled students wishing to change majors). 

Recruitment

Table 8. Applications, Acceptances, and Enrollments

	
	Fall 2002
	Fall 2003
	Fall 2004
	Fall 2005
	Fall 2006

	Applications
	3,696
	4,006
	4,511
	3,856
	4,120

	Acceptances
	3,074
	3,258
	3,661
	3,032
	2,945

	Enrollments
	1,134
	1,178
	1,224
	1,247
	1,093

	% of Applicants Accepted
	83.2%
	81.3%
	81.2%
	78.6%
	71.5%

	% of Acceptances Enrolled
	36.9%
	36.2%
	33.4%
	41.1%
	37.1%


Source: PASSHE 2005-06 Factbook, Table A.5 (corrected)

Table 9. High School Class Rank (Freshman Cohort)

	
	Fall 2002
	Fall 2003
	Fall 2004
	Fall 2005
	Fall 2006

	First Quintile
	19%
	20%
	19%
	18%
	19%

	Second Quintile
	29%
	29%
	32%
	29%
	29%

	Third Quintile
	30%
	29%
	27%
	28%
	26%

	Fourth Quintile
	17%
	18%
	17%
	19%
	19%

	Fifth Quintile
	5%
	4%
	5%
	6%
	6%


Source: Fall cohort data

Table 10. SAT Scores (Freshman Cohort)

	
	Fall 2002
	Fall 2003
	Fall 2004
	Fall 2005
	Fall 2006

	Mean Verbal
	481
	484
	481
	467
	468

	Mean Math
	482
	489
	484
	477
	478

	Mean Total
	963
	973
	965
	944
	945

	75th percentile
	1050
	1060
	1040
	1030
	1030

	50th percentile
	960
	960
	960
	940
	940

	25th percentile
	880
	890
	880
	860
	860

	1100-1600
	15.8%
	18.0%
	15.3%
	12.8%
	11.6%

	800-1099
	75.4%
	74.5%
	76.8%
	74.3%
	77.6%

	400-799
	8.7%
	7.5%
	7.9%
	12.9%
	10.8%


Source: Fall cohort data

Note: SAT scores typically vary from year to year and a change of a couple of points is not significant. Fall 2006 scores dropped 7 points nationally, attributed to fewer students taking the exam more than once.
The Admissions Office uses a sophisticated statistical model to identify prospective students most likely to enroll. The largest predictors are the student’s intended major and home county.

When asked what attracted them to Lock Haven, accepted or prospective students consistently say:

· Location (including distance from home, small town setting, natural surroundings)

· Selection/availability of major

· Size of school (most say “small school”)

· Cost (including financial aid)

“A Rising Tide: The Current State of Higher Education in the State of Pennsylvania” (2006) reported that the most important reasons students choose a school are location, major, cost, and academic reputation. Similarly, when in 2006 we asked almost 600 students why they chose a different school, one third cited location, with about 10% each citing “fit,” family or friends attending another school, campus, major, financial aid (i.e., cost), and athletics.

The same 2006 survey found that 96% of accepted students who did not enroll chose a different school.

· 26% choose Bloomsburg, Penn State (main), West Chester, East Stroudsburg, or Shippensburg.

· 26% chose one of a dozen schools: Millersville, Mansfield, Clarion, Kutztown, Temple, IUP, York College, Penn State Altoona, Slippery Rock, Pitt, Penn State Berks, or Penn College.

· 24% percent chose one of about 50 other schools in Pennsylvania.

· 23% chose one of more than 60 out-of-state schools.

· In all, 36% chose another PASSHE school (8 of the top 10 alternatives were PASSHE schools).

The University has found that two of its most effective recruitment tools are:

· Students who have a good experience here academically, administratively, socially, etc.

· Faculty who meet with prospective students in the community and during campus visits.

Retention and Graduation

Retention is important not only to students’ future but to the University. In general, it takes less time and money to keep a student than to recruit a new one. Both satisfied and dissatisfied students go home and tell family and friends about their experience here. Retention strategy does not mean watering down standards to keep students, but providing services to enable students whom we admit to succeed.

General observations:

· Nearly 30% of our students do not return for their second year, another 10% do not return for their third year, and another 10% fail to graduate within six years (six-year graduation rate is about 55%).
· Our persistence and graduation rates are generally 8-10% higher for women than men. 

· About half of students change their major before graduating.

Class rank appears to be a stronger predictor of graduation than SAT scores. Based on our 1998-2000 freshmen cohorts:

· Graduation rates for those in the top half of their high school class with total SAT (math plus verbal) of 700 or higher varied from 57-65%; rates for those in the bottom half varied from 25-40%. 

· Surprisingly, those in the bottom half of their high school class with SAT scores above 1000 graduated at lower rates than those with SATs of 800-999. 

· An encouraging number of students with lower class rank and SAT scores graduate, due largely to the support from EOP/Act 101, Summer Development, Student Support Services, and athletic programs. The year-long support provided for Haven Achievers (replacing Summer Development) should increase persistence among students in that program.

We can describe four groups in terms of academic indicators (high school class rank and SAT scores). Each requires different levels and kinds of support for success.

	
	Grad rate 
(6-yr)
	Entering 
students
	Characteristics

	Higher success
	63%
	52%
	Rank in top 40% (SAT above 700)

	Moderate success
	49%
	24% 
	SAT 1000-1199 and rank between 40th-60th percentile 
SAT 800-999 and rank between 40th-60th percentile

	Higher risk 
(lower aptitude)
	31%
	18%
(200 students)
	SAT of less than 700 (1%)

SAT 700-799 and rank in bottom 60% (4%) 

SAT 800-999 and rank in bottom 40% (13%)

	Higher risk (higher aptitude)
	27%
	6%

( 70 students)
	SAT 1200+ and rank in bottom 60%

SAT 1000-1199 and rank in bottom 40%


In addition, many studies have found that family finances and parents’ educational attainments significantly influence persistence and graduation. According to our fall 2006 FAFSA data:

· Roughly 30% of entering students qualify for Pell Grants based on their financial need.

· Roughly 40% of entering students are “first-generation” (i.e., neither parent has a college degree).

We are seeking to develop better data on the influence of these factors on our students.

Second-year persistence data (based on fall 2003-2005 cohorts) generally follows the patterns evident in the graduation data in Table 11. Both rank and SAT scores parallel second-year persistence, but persistence is not solely—or even primarily—a matter of academic performance. 

· Of the 30% of our fall 2005 cohort who did not return for their second year, about 40% were suspended or on probation. More than half left for other reasons (e.g., family, financial, medical).

· A fall 2006 national survey found that 15% of public university freshmen enroll planning to transfer.

There is anecdotal evidence that too many entering students:

· Are unable to enroll in the courses they need.

· Unknowingly register for a schedule that is poorly matched to their academic abilities.

· Have difficulty understanding University policies and degree (and general education) requirements.

Course availability, advising, and understandable requirements are important factors in retention.

Opportunities and Challenges

Geography

Lock Haven fills a unique role in the educational landscape of central Pennsylvania.

· Only two PASSHE universities (Mansfield and Bloomsburg) are within a 90-mile driving radius. 

· There are no community colleges above an arc stretching from Wilkes-Barre, Reading, Harrisburg, Johnstown, and Butler.

Given the importance of location to many students, the University has a significant opportunity as the most convenient, affordable institution of higher education in north central Pennsylvania. Over half of our students come from this area. The University should continue to develop its service to and relationships with schools and communities in this region. The absence of community colleges in this area represents a special opportunity “to increase the intellectual wealth of the Commonwealth, to prepare students at all levels for personal and professional success in their lives, and to contribute to the economic, social, and cultural development of Pennsylvania’s communities [and] the Commonwealth . . .” (PASSHE mission).
The demographics of this area provide three challenges.

· The absence of community colleges means that serving the postsecondary educational needs of central Pennsylvania will involve the University in a greater degree of remedial education.

· Many central Pennsylvania counties have the lowest percentages of high school graduates planning to enroll in postsecondary education (50-63%). Many who attend college will be first-generation students who often lack information about higher education and guidance in academic preparation. 

· The number of projected high school students from this primary service area is expected to decline significantly in the years following 2009, a number of counties seeing declines in excess of 20%.

As it seeks to deepen connections with central Pennsylvania, the University will also have to look eastward, where the numbers of high school graduates is expected to increase, in eastern and southeastern Pennsylvania, New Jersey, and New York. Its central location and accessibility from I-80 puts many of these students within a three- to four-hour driving radius. However, the University must differentiate itself (e.g., in programs or cost) to entice students to drive past East Stroudsburg, Bloomsburg, or Kutztown. 

· Already more than 25% of students come from southeastern or northeastern Pennsylvania.

· Already 5% of students come from New Jersey and another 2% from other surrounding states, bringing welcome out-of-state tuition dollars.

· Low cost of living and attendance make Lock Haven an affordable alternative to schools closer to home, even for students from out of state (although rising fuel prices may pose a challenge).

Academic Programs

In its strategic plan, “Leading the Way,” PASSHE identified key areas in which the Commonwealth needs skilled workers in the years ahead. These include computer specialists, healthcare workers, biotechnologists, pharmacists, travel and leisure workers, teachers, and security workers..

Table 11. Commonwealth Needs and University Programs

	Needed workers
	LHU programs
	Graduates
	

	Computer Specialists
	Computer Science, Computer Information Science
	11
	1%

	Healthcare Workers, Biotechnologists, Pharmacists
	Health Sciences, Biology/Chemistry. Nursing, Healthcare Professions, Surgical Technology, Physician Assistant
	199
	22%

	Travel and Leisure Workers
	Recreation Management, Sport Administration
	72
	8%

	Teachers
	Elementary, Early Childhood, Special, and Secondary Education
	267
	29%

	Security Workers
	Criminal Justice
	73
	8%

	
	Other Science and Technology
	28
	3%

	
	Business
	64
	7%

	
	Arts & Humanities
	100
	11%

	
	Social Sciences
	95
	10%


The number of graduates is an average for academic years 2004-05 and 2005-06.

With three-quarters of its graduates in high-need and high-demand fields, the University is strongly positioned both to attract students and to serve the Commonwealth. The University should leverage these strengths in recruiting, fund-raising, and community service. Areas with under-realized potential include computer sciences, nanotechnology, and other science and technology fields.

Surprisingly, no students or potential students surveyed mentioned honors or international programs as factors in their interest in Lock Haven. The University should better leverage these strong programs.

Technology

Increasingly, students use the internet to learn about colleges. Fewer students contact the University for information before applying, even as we see an increase in the number of applications. This makes the University’s online presence (our own web site and other online information) increasingly important. There seems to be a consensus on campus that the University’s web site needs greater attention.

The laptop initiative has placed Lock Haven at the forefront of PASSHE schools. Students know they need to be technologically proficient and most already bring computers to school. The University should develop programs to enhance student computer skills and use of computers in the educational process. 

Finances

Nationally, public K-12 and higher education compete for increasingly scarce social service dollars with areas such as corrections and the health needs of aging baby-boomers. Because of a history of state funding, many public institutions lack traditions of strong financial support from alumni, corporations, and other donors. Since 2000-01, the state’s share of the University’s Educational and General (E&G) revenues, has fallen from 53% to 39%. Rising expectations for facilities, technology, and student support, along with rising costs for health care and energy, increase demands for resources. Increased tuition income through growing enrollment is virtually the only way the University can address revenue needs. 
As a result, Lock Haven is increasingly enrollment-driven. The table below highlights the challenges. 

· The University does not control state funding or tuition rates. These are set by the legislature and the PASSHE Board of Governors. State funding is proportioned based on enrollment, however, so increased enrollment increases support, as does performance on funded accountability measures.

· The greatest contributor to increased income has been tuition and fees, generated both by increase in tuition rate (15.1%) and enrollment (13.1%). However, total income per student has risen only 4%.
· If enrollment had remained at the 2002-03 level, the 2006-07 E&G budget would had to be reduced by over $4 million or about 7.5% due to lower tuition income and decreased state funding.
Table 12. Income Summary (Educational & General)
	
	2002 – 03
	2003 – 04
	2004 – 05
	2005 – 06
	projected 2006 – 07 
	4-year change

	Tuition & Fees
	$26,001,159
	$28,876,153
	$31,444,515
	$33,504,617
	$34,104,331
	31.2%

	State Appropriation
	$21,400,648
	$19,952,693
	$20,614,992
	$21,045,019
	$22,066,945
	3.1%

	Other
	$1,339,498
	$1,585,199
	$1,315,892
	$1,159,220
	$1,170,505
	-12.6%

	Total
	$48,741,305
	$50,414,045
	$53,375,399
	$55,708,856 
	$57,341,781
	17.6%

	Head Count (fall)
	4,574
	4,908
	5,126
	5,283
	5,175
	13.1%

	Tuition (full-time in-state undergraduate)
	$4,378
	$4,598
	$4,810
	$4,906
	$5,038
	15.1%

	Income per Student (fall head count)
	$10,656
	$10,272
	$10,413
	$10,606
	$11,081
	4.0%

	CPI (prior June)
	179.9
	183.7
	189.7
	194.5
	202.9
	12.8%


