EXECUTIVE SUMMARY

On September 8 - 9, 1988, Mr. Thomas E. Williams and Dr.
Douglas Easterling from INGERSOLL WILLIAMS AND ASSOCIATES
conducted an audit of the enrollment program at OAKLAND
COMMUNITY COLLEGE.

The audit process involved a complete review of a variety of
institutional documents, reports, and publications supplied by
the College to help the consultants gain an understanding of
the recent enrocllment history and the College's plans for the
future. In addition, the consultants conducted individual and
focus group interviews with faculty, students, and administra-
tors from each campus and from the Central Office.

The findings are presented in the following audit report. The
report is organized according to the Enrollment Management
Matrix, a concept developed by INGERSOLL WILLIAMS, which sug-
gests that enrollment is determined by the mix of six
variables: product, information, communication, management,
climate, and the attitudes and beliefs toward these five
variables held by the College's key constituents. These
variables are explained more fully in the complete report.

Enrollment management is a process that can help OAKLAND
COMMUNITY COLLEGE gain control over its enrollment future. The
purpose of the audit was to assess the College's current
enrollment management strengths and weaknesses by identifying
the College's enrollment goals, identifying the forces that are
currently supporting or inhibiting the efforts to achieve
goals, and offering preliminary observations and recommenda-
tions for change.

TN
As will be explained in the full audit report, we Pelieve the
College's most powerful short- and long-term barriers to
enrcllment growth and stabilization can be found in the product
and climate variables of the enrollment management matrix. The
lack of scheduling flexibility has resulted in under-enrollment
this fall because of closed classes, too few sections to accom-
modate students, and under~utilized facilities before 9:00
a.m., after 2:00 p.m., on Fridays, and on weekends. Addition-
ally, current class schedules contribute to an attitude among
some faculty and staff that the College cannot accommodate more
students -- that facilities are at capacity -- and that further
growth would be foolish. Faculty and staff currently differ
significantly in their vision of the future for the College.
Some people feel that the College should grow as large as is
necessary to meet the higher educational needs of the com-
munity, while others feel that slow, controlled growth is
essential to preserve gquality.

Until the College resolves the barriers created by inflexible
class scheduling, teaching incentives that threaten to make the
College a one-year institution, and the lack of institutional
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focus on clear enrcllment growth goals, many of the informa-
tion, communication, and management recommendations presented
in the audit report that are designed to enhance short-term
enrollment results will make little sense.

As the College addresses these longer-term issues, it should
consider the information, communication, and management
enhancements we recommend. We recommend the development of a
comprehensive enrollment management database to support enroll-
ment planning and decision-making, the formulation of a
comprehensive master enrollment plan, the formal training and
development of admissions and counseling staff in the tech-
niques of modern enrollment management, and the design and
implementation of aggressive, systematic personal and written
communication programs that will influence and persuade
students to apply and enroll at OAKLAND COMMUNITY COLLEGE.

The full report includes eighteen different recommendations
which are listed in summary form below. The consultants will
be happy to respond by telephone or in writing to questions or
concerns raised by the information and recommendations pre-
sented in this report.

Product

1. Educate faculty and staff to the limitations of the current
scheduling process and establish a more flexible class
schedule designed to meet the needs of students and contri-
bute more directly to achieving enrollment goais.

2. Review the general education and occupationaliﬁrograms with
low enrollments and assess their viability. Develop stra-
tegies for strengthening viable programs that are under-
enrolled and for re-directing resources away from programs
with little or no potential.

3. Improve staff development opportunities for and orientation
of new and continuing adjunct faculty, as well as for full-
time faculty, as part of the College's strategy to build
and maintain high quality programs.

4. Develop strategies to improve counseling and financial aid
services and improve students' perceptions of those ser-
vices. Cross-train admissions and financial aid staff
members to improve service to students.
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6.
7.

orma

Initiate more comprehensive design and systematic implemen-
tation of the enrollment management databases: historical

admissions and enrollment information, competition informa-
tion, demographic trends and projections, and attitude and

belief information from target audiences.

Centralize responsibility for data collection and research.

Automate data collection and analysis.

Communication

8.

10.

11.

12-

Build an adequate inquir¥ pool sufficient to generate the
necessary number of applicants and matriculants from each
target population.

Maintain high public awareness and establish the desired
institutional position relative to competitors in the
metropolitan Detroit market.

Design and implement comprehensive communication systems
that influence and persuade students to inguire, apply for
admission, and enroll at OAKLAND COMMUNITY COLLEGE,

Train professional admissions and counseling personnel in
personal counseling-selling and other enrollment management
techniques. =y

Develop velunteer groups to support recruitment and reten-
tion efforts, including students, faculty, and alumni.

Management

13,

14,

15.

Develop an organizational structure that centralizes
responsibility for coordinating enrollment planning in the
District Office and allows for the flexibility needed to
adapt and implement the master enrollment plan effectively
on each campus.

Develop a comprehensive master enrollment plan with clear
recruitment and retention goals, key enrollment strategies,
and action plans including budgets and timetables. The
plan should be designed to meet the unique needs of each
campus.

Train and develop enrcliment management staff in modern
enrollment management techniques.
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16. Develop and implement a management reporting and evaluation
system designed to monitor progress toward goals.

Climate

17. Form an enrollment management task force that will help ‘
institutionalize enrcllment management at OAKLAND COMMUNITY
COLLEGE.

18, Initiate an institutional goal-setting process designed to
build consensus among faculty and administrators regarding
the future direction of the College.
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ENROLLMENT AUDIT REPORT
FOR
OAKLAND COMMUNITY COLLEGE
PREPARED BY
INGERSOLL WILLIAMS AND ASSOCIATES

Intreduction

On September 8 and 9, 1988, Mr. Thomas E. Williams and Dr.
Douglas Easterling from INGERSOLL WILLIAMS AND ASSOCIATES
visited the OAKLAND COMMUNITY COLLEGE for the purpose of
conducting a comprehensive enrollment audit. The audit
involved two sets of activities: pre-audit data collection and
review, and on-site focus group and individual interviews.

The consultants reviewed and analyzed a variety of information
related to institutional planning and enrcllment management in
preparation for the audit visit. A list of materials used in
preparing this report is included in the appendix. The data
included sample recruitment and admissions letters, publica-
cations and brochures used to recruit new students, historical
enrollment and admissions reports, the institutional self-study
from the accreditation review, several institutional long-range
strategic plans, and a variety of other reports and informa-
tion. In addition, selected faculty, key administrators,
students, and staff completed surveys that helped us understand
some of the prevailing attitudes and beliefs about.issues
related to enrollment management. ™

This information served as excellent background for the
two-day, on-site audit process. On September 8 - 9, 1988, the
consultants conducted interviews with administrators, faculty
members, and students on each of the four main campuses and at
the Central Office. The following list includes most of the
positions and groups that were interviewed:

* Deans of Students/Director of Pontiac Center Focus Group (5)

* Academic Deans Focus Group (11)
* Financial Aid Staff Focus Group (5)
* Enrollment Staff Focus Group (13)

- Registrar, Director of Job Placement/Co-op Education,
Special Needs Coordinator, Counseling Chairpersons,
Admissions Officers, and Recruiter/Special Populations

* Campus Presidents/Chancellor Focus Group (4)

* President, Royal 0Oak and President, Orchard Ridge
* Faculty Focus Groups (4)

* Student Focus Groups (4)
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The purpose of the audit process -=- both the pre-audit data
review and on-site interviews -- was to learn as much as
possible about the College's current enrollment-related goals
and the strategies and tactics being used to achieve them. oOur
questions were designed to accomplish the following:

1. Identify specific enrollment goals and establish the
degree of clarity and commitment to them.

2. Identify the forces that are supporting the College's
efforts to achieve enrollment goals.

3. Identify the forces that are inhibiting the College's
efforts to achieve enrollment goals.

4. 1ldentify areas of opportunity where the College can
enhance its ability to achieve enrollment goals in the
short~- and long-term.

This report will present our observations and recommendations
based on a careful study of the information supplied prior to
and during the audit visit, and an analysis of the information
collected during the interviews., We will use our Enrcllment
Management Matrix to organize our findings. Several other
models will be presented to support our recommendations.

Of necessity, our analysis is of the College as a whole. We
did not spend enough time on each campus to allow a complete
analysis of enrollment management strengths and weaknesses. 1In
general, we believe the driving and restraining foxces identi-
fied in this report apply to each campus in some degree. For
example, students and faculty on each campus felt that improve-
ments should be made in the quality of counselinq and advising
services. Students at Highland Lakes were especiall
dissatisfied with the quality of the counseling services. 1In
our analysis, we simply identified counseling as a common
concern., Occasionally when a strength or weakness appeared to
apply to only one or two campuses, we identified the campus by
name, but we were reluctant to attempt a detailed analysis by
campus because of the limited exposure afforded by our two-day
schedule.

Methodology

The Enrollment Management Matrix is a tool developed by
INGERSOLL WILLIAMS AND ASSOCIATES to identify strengths and
weaknesses in a college's enrollment program and to establish
priorities for a systematic and effective response.
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The Matrix suggests that the mix of six key variables deter-
mines enrollment for all colleges and universities. The
critical variables include:

1.

Product -- comprised of everything for which students
exchange time and money. Includes academic programs,
student services, activities and social opportunities,
relationships with faculty, staff, and other students, the
organizational climate in which learning occurs, the
overall environment, and location.

Data -- represents the information available for planning
and decision-making. 1Includes both institutional data ang
information about the market.

Communication -- the messages and systems used to
interest, educate, and influence prospective students.
Should involve clear promotional strategies based on
market research.

Management =-- includes the written enrollment plan and the
process of organizing, directing, and evaluating the
strategies and activities designed to achieve goals. The
service systems used to achieve retention goals are
included here, as well,

Climate -- involves a variety of intangible characteris-
tics that are unique to each institution. Three measures
of organizational climate include the information systen,
the political system and behaviors, and the clltural norms
and values that affect behavior (the cultural system).

Attitudes and Beliefs -- expressed by administrators,
faculty members, students, and external constituencies
toward each of the five variables.

The right combination of product, information, communication,
management, climate, and attitudes and beliefs will optimize
enrollment, while problems in one or more of these variables
will serve to reduce effectiveness and results. Consideration
of these variables provides for a synergistic response to
enrollment management.
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When we use the Matrix as a problem-solving tool, we look at
four aspects of each key variable: the ?oals, the resources,
the content, and the process. The inhibitors are almost always
found in one or more of these four dimensions. The goals are
the driving forces behind each key variable. The resources
include human as well as financial. Content refers to "what"
is being done. Process refers to "how" it is being done. If
enrollment goals are not achieved, the reason can d4disually be
found in weaknesses in one or more of the Matrix variables, and
within each variable, the problems can be attributed to goals
that are unclear or inapprog:iate, insufficient resources
(money, skills, expertise, owledge, time, etc.), weak
content, and/or an ineffective process.

For example, communication is one of the key Matrix variables.
An appropriate communication goal might be to deliver the
College's promotional messages to the right people at the right
times to maximize the conversion of potential to actual stu-
dents or to increase retention of current students. The
resources needed to achieve this goal will include money, .
computer software and hardware, market research, staff with a
variety of skills and areas of expertise, publications, media
advertising, volunteers, slides, tapes, and other resources.
The content of the communication program includes the promo-
tional messages ("what" is being communicated). The process
involves "how" the communication program is being

implemented.
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In other words, success relies on appropriate and realistic
goals, adequate resources, appropriate content, and an
effective process for implementation. Failure can result from
the breakdown of one or more of these aspectse of each
variable. Achieving full enrollment potential requires that
each cell of the Matrix be addressed.

Finally, the attitudes and beliefs of key faculty and admin-
istrators are important in managing enrollment. If wide
differences of opinion are held regarding the goals, necessary
resources, appropriate content and process related to the mix
of product, information, communication, management, and climate
that is most conducive to developing an effective enrcllment
program, the effort is doomed to fallure. Enrollment
mana?ement is very much an institutional responsibility and
requires an institutional commitment. The attitudes and
beliefs of key people play an important role in building a
successful enrollment program.

The format of this report will be based on the Matrix. The
analysis will focus on the OAKLAND COMMUNITY COLLEGE, as a

whole.

Before beginnin the analysis of the College's enrollment
program, it is lmportant to remember the over-riding goal of
this enrollment audit:

TO BELP THE OAKLAND COMMUNITY COLLEGE INCREASE ITS
CONTROL OVER ITS ENROLLMENT FUTURE. :

=
Y

Achieving this goal will require a systematic and sustained
effort that can be illustrated in the following figure:
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This diagram suggests that change is the result of carefully
planned transition steps that lead steadily toward a clearly
defined desired enrocllment state. Rarely does change from
present state to desired state occur in one giant step.
Rather, it is an evolutionary process. The change process
involves several distinct phases beginning with defining the
desired state and clarifying the present state. Only after
evaluating the present circumstances in relation to some
desired standard can the transition steps be established that
will move the organization toward the desired condition.

When the model is applied to the OAKLAND COMMUNITY COLLEGE's
enrollment program, the change process begins with a period
devoted to building the fundamentals of a successful enrollment
management and marketing program. These fundamentals should be
supported with market data and research, which lead to the ’
development of research-based enrollment strategies and plans,
which are then implemented and evaluated before the entire
process recycles.

Many of the recommendations mentioned later in this report will
address opportunities in the information, communication, and
management variables of the Matrix and will focus short-term
attention on building the fundamentals of the enrollment
program and on building the marketing database to support
longer-term strategy development and enrollment planning.

~
~
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ERODUCT

The diagram below will be used to organize the consultants'
analysis of institutional product strengths and weaknesses, and
to add perspective to the product recommendations which follow.

Theodore Levitt suggested that an organization's product can be
viewed at four levels: the generic or core product, the expected
product, the augmented product, and the future product.

Generic Product - People form impressions, both positive and
negative, of generic products. OAKLAND COMMUNITY COLLEGE's
eneric product is its community college education. Many of the
impressions people form based on the generic image of a community
college education are negative. The generic product is rarely
enough to allow an organization to compete at an advantage.

Expected Product - People have basic expectations of a product
which must be met in order for the organization to compete at
all. Basic expectations of a community college education might
include: preparation for successful transfer to the four-year
college of the student's choice, successful preparation for the
job market, low cost, convenient location, flexible scheduling,
support programs and services to build study skills and increase
students' chances for success, etc. If the college cannot meet
these basic expectations, it will be unable to compete success-
fully for students in an open market. In other words, enhance-~
ments to the expected product are rarely enough to give the
organization a competitive advantage. They simply~allow the
organization to compete. ) ™~

Augmented Product - Product augmentations enable the organization
to exceed expectations and are the basis for develoging competi-
tive advantages. Augmentations involve doing something better
than competitors. The augmented product distinguishes the
organization's product from that offered by competitors.

Future Product - The or?anizations that remain the most competi-
tive are those that anticipate changes in customer needs and
wants by developing the future product. The future product
represents the innovations or continuing evolution of the product
in ways that make it increasingly more attractive to consumers
over time. :
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Ultimately, institutional growth and stability come from
attention to the augmented and future products., Organizations
that give their full attention to the generic and expected
product have difficulty just maintaining the status guo.

In the analysis that follows, the consultants identify many
opportunities to improve the gxpected product and some opportuni-
ties to augment the College's product, but OAKLAND COMMUNITY
COLLEGE does not presently appear to be organized or inclined to
concentrate on product augmentations and on its future product.
Ideally, the College should address the expected g§?duct oppor-
tunities in the short-term and formulate strategie®. to augment
the product in the coming year.

OAKLAND COMMUNITY COLLEGE's product is perceived as strong by
administrators, faculty, staff, and students alike. These
perceptions were readily evident in the series of interviews
conducted with these groups during the audit and in the pre-audit
attitudes and belief survey completed by selected members of the
faculty, students, staff, and administration.

OAKLAND COMMUNITY COLLEGE appears to enjoy a distinct competitive
advantage with its reputation for quality. During interviews
students pointed out repeatedly that it was this reputation which
attracted them to OARKLAND COMMUNITY COLLEGE, sometimes even if it
meant paying higher out-of-district tuition and enduring
considerable inconvenience due to scheduling and commuting
complications. Students confirmed administrators' and faculty's
own perceptions of OAKLAND COMMUNITY COLLEGE's strong reputation,
both in its transfer and occupational programs.
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The most significant negative feature with regard to OAKLAND
COMMUNITY COLLEGE's product appears to be the generally less
prestigious reputation of community coclleges as a whole. Several
of those interviewed in each group cited OAKLAND COMMUNITY
COLLEGE's nickname of "Only Chance College" as a detriment,
especially in a district as affluent and well-educated as Oakland
County. 1In terms of the product diagram above, OARLAND COMMUNITY
COLLEGE*s generic product, lower division general and occupa-
tional education in a community college setting, is still a
product which is not as highly-valued as a similar education in a
baccalaureate setting. However, OAKLAND COMMUNITY COLLEGE's
strong reputation appears to enhance its product at the expected
level making its community college education more valued than
that offered by other community colleges in the Detroit metro-
politan area. Furthermore many students interviewed with
experience at baccalaureate institutions cited OAKLAND COMMUNITY
COLLEGE's product as superior to the institutions where they had
been enrolled.

While OAKLAND COMMUNITY COLLEGE appears to be offsetting the
negative aspects of its generic product with success at the
expected level, the major threat to its product lies in its
inability to continue to meet expectations in the years ahead, an
inability which could severely impair its efforts to develop its
roduct at the augmented and future levels (see diagram). This
inability is due to OAKLAND COMMUNITY COLLEGE's increasing
difficulty in managing its enrollment, that is in meeting the
expectations of its current students and improving its service to
the community. Key to this difficulty is a class_schedule
developed by faculty in a highly-decentralized manner over which
administration has little leverage, a schedule which increasingly
frustrates students' expectations that they can get the classes
they need when they need them. Scheduling is further complicated
by a faculty collective bargaining agreement which provides pay
incentives to faculty to schedule malinly those classes which
maximize credit hour generation while eschewing more specialized
or advanced courses at the sophomore level. Convenience of
scheduling is a major feature of the community college product, a
feature which students and the community expect of OAKLAND
COMMUNITY COLLEGE, but one which appears to be receding in the
face of growing demand for higher education. The lack of more
convenient class schedules on Fridays and weekends as well as the
lack of offerings at the sophomore level makes it difficult for
OAKLAND COMMUNITY COLLEGE to respond to what appears to be a very
favorable market for its product.

Until OAKLAND COMMUNITY COLLEGE can overcome its schgduling
dilemma it will be unable to respond to the opportunities its
market presents. The opportunities for enrollment growth
include:
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1. Improved retention (as a result of class schedules which
gncgurage students to re-enroll and carry heavier credit
oads) .

2. Increasing the proportion of current-year high school
graduates who enroll at OAKLAND COMMUNITY COLLEGE.

3. Outreach to disadvantaged/underserved populations in the
county (such as those in the southeast corner and in
Pontiac).

4. Meeting the expanding training/re-training needs of workinc
adults and employers in the area.

Resolving the scheduling problem will go a long way toward giving
OAKLAND COMMUNITY COLLEGE increased flexibility to respond to the
opportunities which its dynamic market presents.

Critical to resolving this scheduling problem will be convincirng
key constituencies, particularly faculty, of the need for
change. Inherent in such a process will be the need to reach
consensus around future goals for the institution, goals related
to maintaining the quality for the institution, goals related to
maintaining the quality of the current product, developing
product augmentations (such as the Business Professional
Institute, the Pontiac center), and laying the groundwork for
future products in the years ahead. These goals must foster
strategies which germit the institution to manage the opportuni-
ties to which it has an inherent responsibility tngrespond
because of its mission as a community college. What should then
emerge is the kind of comgrehensive strategic plan which OAKLAND
COMMUNITY COLLEGE currently lacks, one which provides a vision
for and a consensus about the future direction of the
institution.

What follows is a list of major driving and restraining forces
related to OAKLAND COMMUNITY COLLEGE's product identified by the
consultants.

rivi orces

Faculty are perceived by students as gualified, caring, and
concerned about students' success. Students described faculty --
and indeed the overall college environment -- as friendly and
approachable. They believe their needs and concerns are better
addressed than in other higher education settings.
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OAKLAND COMMUNITY COLLEGE has a tradition of staff stability
which lends a high degree of continuity and commitment to the
community college mission. Most full-time faculty, admini-
strators, and staff members have been employed at OAKLAND
COMMUNITY COLLEGE between 10 and 20 years.

Small class sizes and a low student/faculty ratio afford a
personalized, individualized educational environment which is
valued by students and the College alike, one which is perceived
as a distinct competitive advantage over other institutions in
the area and the state, Lecture classes are limited to 37
students and laboratory classes are limited to 27 students,

OAKLAND COMMUNITY COLLEGE enjoys a strong reputation for guality,
both with regard to its curriculum and its overall learnin
environment. This reputation, too, is a distinct competitive
advantage, one which, as noted above, helps to overcome some of
the less prestigious connotations associated with a generic
community college education.

OAKLAND COMMUNITY COLLEGE appears to have a commitment to
maintaining its reputation for guality. While not facing an
imminent enrollment crisis, OAKLAND COMMUNITY COLLEGE's staff and
leadership recognize that the College faces challenges which
threaten to impair its reputation and ability to meet the needs
of its community.

The College benefits from the traditional community college
advantages of low cost and convenient location.

N
OAKLAND COMMUNITY COLLEGE enjoys one of the most llcrative higher
education markets in the nation. Oakland County is among the
nation's most affluent (third in the nation's in per capita
income) and well-educated, characteristics which correlate
strongly with a growing demand for higher education. Furthermore
the county is home to a number of expanding, technologically-
advanced employers for whom education is increasingly the key to
maintaining a competitive workforce. Part of maintaining that
competitive workforce will be the need to educate elements of the
county's population historically underserved by and under-
represented in higher education while at the same time serving a
greater proportion of current year high school graduates who see
a college education as necessary for their future success. In
such a market OAKLAND COMMUNITY COLLEGE must seek to balance
these external opportunities with a need to better manage its
current enrollment (through more flexible scheduling and improved
retention). Improved enrollment management will allow OAKLAND
COMMUNITY COLLEGE to respond better to the opportunities of its
lucrative market.
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Renegotiation of the faculty ceollective bargaining agreement in
1989 presents the opportunity to gain greater flexiblility with
regard to class scheduling. Inherent in such an effort will be
the need for consensus as to the future direction of the
College's enrollment efforts, a consensus which can be reached
only when there is greater understanding of how the current
scheduling dilemma constrains OAKLAND COMMUNITY COLLEGE's
capacity to respond to market opportunities.

Rising tuition and enrollment limitations at baccalaureate
institutions in the metropolitan area as well as the state at
large present OAKLAND COMMUNITY COLLEGE with an opportunity to
attract a greater proportion of current-year high school
graduates.

estrainin orces

OAKLAND COMMUNITY COLLEGE's growing inability to offer a class
schedule which can respond to a diversity of student demands --
both in terms of time and variety of offerings -- threatens to
impair the College's strong reputation for quality. As noted
above, the College has built up fairly high expectations centered
around the accessibility of a guality product, and if it cannot
meet those expectations, it runs the risk of impairing that
product, both now and in the future.

Both counseling {primarily with respect to admissions information
and academic advising) and financial aid were generally viewed
negatively by students and as far from satisfactory by College
staffers (including those providing those services). While many
of the issues related to these areas relate to the management
cell of the Enrollment Management Matrix, it must be stressed
that these services are important components of the College's
overall product. This is especially true for community colleges,
which stress student services as an important feature of their
product mix. The level of concern expressed about the quality of
these services is indicative of the degree of stress OAKLAND
COMMUNITY COLLEGE has begun to experience with regard to its
ability to meet student expectations.

Low pay scales for adjunct faculty, which are especially non-
competitive with other area institutions of higher education,
might be impairing OAKLAND COMMUNITY COLLEGE's ability to
maintain a stable pool of qualified part-time instructors.
Furthermore, lack of any formal orientation and adequate staff
development for such individuals further limits the College's
ability to maintain its reputation for quality.

Low enrollments in certain occupational programs seem to suggest
that the College has not focused on more efficient deployment of
its resources.
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A fairly static headcount enrollment which fell slightly from
27,940 students to 27,184 students between 1983 and 1987, and an
accompanying decline in student credit hours from 197,237 to
189,628 student credit hours seems to suggest that OAKLAND
COMMUNITY COLLEGE has not been able to attract and/or retain
students in sufficient numbers to sustain actual growth. The
College appears to be treading water in what appears to be a
market with considerable potential for growth.

Beginning with the class of 1989 and for most of the next decade,
the state and the county will experience a significant decline in
the number of high school graduates. Efforts to draw greater
numbers of such students to OAKLAND COMMUNITY COLLEGE must be
considered in light of this demographic reality. The College
will have to balance the "natural" inclination to enhance its
product appeal to that group with efforts to enhance product
appeal to other groups as well.

Lack of an adequate institutional research capacity appears to
restrain the College with respect to analyzing the factors
affecting its enrollment and acting accordingly. The lack of
this capacity is evident in the inability to address questions
related to low enrollment in certain occupational programs, why
headcount enrollment and per student credit hours remained
relatively static, and the failure to foresee such scheduling
problems as the lack of an adequate number of English sections
for the second consecutive year. Additionally, 1,400 students
were closed out of developmental courses during fall registra-
tion. Many of these students enrolled in courses which will give
them great difficulty, and others failed to enroléRat all,

Lack of a comprehensive strategic plan appears to be a restrain-
ing force because there is no sense of tge institution's future
direction with respect to product development. As pointed out
earlier, the college confronts a lucrative educational market
with several promising opportunities for the future, but staff
with responsibilities for product develogment profess confusion
as to what are the institution's priorities in that respect. &
paralysis of indecision with respect to such priorities will
likely result only in lost opportunities.

Infrastructure limitations -~ facilities and equipment --
compound the scheduling dilemma cited earlier to restrict enroll-
ment growth and/or management., At least in the case of the
Orchard Ridge campus, data indicate that facilities could be
better utilized if a more efficient class schedule were
implemented. On other campuses, staff expressed a lack of
knowledge as to whether similar circumstances might prevail, but
all were quite negative with regard to the use of off-campus
facilities, citing concerns primarily about the quality of the
learning environment.
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A historical tradition of *"controlled growth" prior to the
current administration was cited by several staffers and faculty
as conditioning the institution to narrow its sights with respect
to the potential for augmented or future product development.
Consequently, these individuals believe the institution currently
lacks the resources (such as associate deans, more full-time _
faculty, state-of-the-art equipment and facilities, institutional
research, information technclogy) necessary to sustain new
product development or even maintain that which is already in
place.

The general political climate in Michigan with respect to the
funding of higher education, particularly community colleges,
appears to be a restraining force, too. For 10 years now the
state has essentially kept static its contribution to community
college funding, leaving the districts to rely more heavily on
local resources., Faced with voter resistance to higher taxes in
a state which suffered more than most from the last economic
recession, the community colleges turned to higher student
tuition and holding the line on infrastructure expenses. OAKLAND
COMMUNITY COLLEGE 1s now considering a referendum to increase the
local mill rate within the next two years. However, if it is
perceived as not meeting the expectations of its community,
OAKLAND COMMUNITY COLLEGE's bid for a broader funding base may be
endangered.

Oakland County's national ranking as third in per capita income
serves as a double-edged sword. While it is true that affluent
people tend to value higher education, they can also afford to
attend colleges and universities with more presti than is

] N\

typically associated with the local community col%gge.

Oakland County and the metropolitan Detroit area are extremely
competitive for higher education institutions.

Product Recommendations

Paramount to any enrollment management effort at OAKLAND
COMMUNITY COLLEGE and concomitant efforts related to product is
the need for more flexible scheduling. Consequently, it is
recommended that OAKLAND COMMUNITY COLLEGE begin an effort now to
educate faculty and staff as to the limitations of the current
scheduling process and its impact on the College. Such an effort
needs to be aimed at providing a common knowledge base and
consensus with respect to faculty contract negotiations as well
as with respect to future goals for enrollment levels and product
development. Scheduling needs to be revamped to permit the
College to better serve its community and to take advantage of
the opportunities its market presents.
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Due to low enrollments in certain occupational programs, it is
recommended that OAKLAND COMMUNITY COLLEGE examine the viability
of those programs and develop strategies either for boosting
enrcllments or redirecting resources to areas with greater growth
potential. Improvini the flexibility of the College's class
schedule will necessitate eliminating inefficiencies wherever
possible and maintaining programs for which there is demonstrated
demand from both students and employers.

Improved staff development efforts for adjunct faculty are
recommended as a strategy for off-setting concerns about quality,
particularly with regard to inculcating them with OAKLAND
COMMUNITY COLLEGE's values. Such efforts should aim not only at
improved orientation to the institution but greater interaction
with full-time OAKLAND COMMUNITY COLLEGE faculty as well.

Improved staff development for full-time faculty is recommended
as well. In addition to directing such efforts at greater net-
working with adjunct faculty, these efforts should focus on
revitalizing faculty interest in their respective disciplines as
a possible strategy for creating greater interest in teaching
sophomore courses. These efforts should also address broadening
faculty perspectives with respect to the dynamics of OAKLAND
COMMUNITY COLLEGE's enrollment, :

Due to the generally negative attitudes with respect to
counseling and financial aid, the College needs to develop
strategies which will improve delivery of those services to
potential as well as current students. Those strategies should
be directed at better coordination between admissions and
financial aid as well as improvement of the academic advising
system. All of these services are an important paxt of the
College's product mix and must be oriented toward convincing
potential as well as current students that the services exist to
promote -- not inhibit -- successful attainment of their educa-
tional goals.

Additional recommendations with respect to product are not
offered at this point due to the consultants' opinion that
OAKLAND COMMUNITY COLLEGE must first address the future
directions it wishes to pursue with respect to enrollment. &as
indicated earlier, the College has several opportunities which
could afford enrollment growth, opportunities which would suggest
a number of market penetration strategies among such groups as
current-year high school graduates and working adults. If the
COllege decides to pursue enrollment growth, then it must be in a
position to deliver its product to those markets into which it
seeks to increase penetration. Key to delivery, of course, is
scheduling, the subject of the consultants' first recommenda-
tion. This recommendation should be seen as the linchpin of any
decision with respect to both product and enrollment.
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INFORMATION

Information is an essential ingredient in a successful enrollment
management program. Information is needed to manage the market-
ing, recruitment, and retention efforts, for effective planning,
for product development, for designing effective communication
gystems, and for creating a climate that is conducive to
achieving recruitment and retention goals.

The necessary data can be organized intc a comprehensive database
comprised of several distinct categories of information:
historical admissions and enrollment information, demographic
trends and projections and environmental data from primary
geographic markets, information about competitors, focus group
and individual interview data from key constituencies, and
attitude and belief data from key constituencies.

Decision-making at OAKLAND COMMUNITY COLLEGE has strengths and
weaknesses. The College appears to have adequate data with
respect to historical trends in enrollment and student charac-
teristics. The most recent demographic data about the OAKLAND
COMMUNITY COLLEGE service area provided to the consultants
appears to have been generated by an ocutside vendor as part of an
assessment of future facilities needs. Outside vendors also
appear to have been utilized to provide attitude and belief data
with respect to the perceptions residents of Oakland County have
of OARLAND COMMUNITY COLLEGE. No database appears to be avail-
able with respect to competing institutions.

What emerges, as was pointed ocut to the consultants by admini-
strators, staff and faculty, is the lack of a sustained
institutional research capacity on the part of the institution.
Numerous reports were catalogued for the 1987 North Central Self-
Study and a research committee exists, but there is no staff at
either the District or campus level responsible for institutional
research on a systematic, on-going basis. The College has formed
a Research Council to begin addressing institutional research
needs on other than a "stewardship" basis. A recommendation for
a separate research office with its own staff reporting to the
vice president for academic affairs was made as part of a study
for upgrading the College's information technology. To date that
recommendation has not been implemented.

Compounding the lack of institutional research capacity.is what
is perceived by many staff as an inadequate computer systenm to
support information analysis in an efficient, effective manner at
either the District or campus level. Several people interviewed
stated that they believe OARLAND COMMUNITY COLLEGE has fallen
behind in the area of information technology and now no longer
enjoys the leadership in that area that it once did. However,
the Board has now committed to the first phase of a significant
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five-year plan to upgrade information technology. That plan is
being implemented through extensive consultation with user groups
and reorganization of the Information and Telecommunication
Services unit to be more responsive to users.

The lack of both an institutional research capacity and adequate
information technology will handicap OAKLAND COMMUNITY COLLEGE's
ability to manage its enrollment effectively. The need to
document changing internal and external trends, research market
segments, and put data into the hands of those who need it to
monitor enrcllment goals and strategies, will grow in the
future. The College appears to be aware of the need to address
its information deficiencies, but it is not clear at this point
whether progress in these areas will come fast enough to support
enrollment management.

What follows are Kkey driving and restraining forces with respect
to information followed by specific recommendations for improve-
ment.

Driving Forces

OAKLAND COMMUNITY COLLEGE has a historical database on enrollment
and student characteristics.

Recent demographic data on the College's service area is avail-
able as part of the assessment of future facilities' needs.

Recent opinion survey research of the service area with respect
to residents' perceptions of OARKLAND COMMUNITY COLLEGE is
available.

Efforts are underway to upgrade OAKLAND COMMUNITY COLLEGE's
mainframe computer system, including a pilot project at Orchard
Ridge to link a database on inquiries from potential students
with the database on enrolled students already maintained on the
mainframe. Such a linkage is critical for successful enrollment
management if feedback is to be provided about OAKLAND COMMUNITY
COLLEGE's success in converting potential students into actual
students and keeping them enrolled. Networking personal
computers to the mainframe, as the gilot project intends, or
developing a readily-accessible admissions package on the
mainframe will be essential if the data resulting from linking
the inquiry and enrolled student databases is to be gdelivered to
those who need it in a time1¥, efficient manner. Leadership in
OAKLAND COMMUNITY COLLEGE's information technology area is aware
of and receptive to supporting the College's information needs
related to enrollment management.
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estra n orces

Information does not appear to have played a major role in past
enrollment planning and institutional marketing at OAKLAND
COMMUNITY COLLEGE.

OAKLAND COMMUNITY COLLEGE's promotional messages do not appear to
extensively incorporate knowledge about students' attitudes,
beliefs, and expectations in selecting a college. Recruitment
materials would all benefit from market research.

The College lacks accurate data about its ingquiry pool that would
enable the College to predict enrollments from planned changes in
the number and type of inquiries. Admissions personnel appear to
lack accurate tracking capability for determining the produc-
tivity of inquiry sources.

The College lacks comparative attitude and belief data for
inquiries, present students, and faculty and administrators which
would assist in developing targeted promotional strategies and
messages.

OAKLAND COMMUNITY COLLEGE appears to lack extensive information
about the communication systems, promotional strategies, product
strengths and weaknesses, and competitive advantages of its
primary competitors.

Institutional research is a decentralized process without one
person or office assigned responsibility for research and data
collection. =~

Admissions personnel appear to lack the computer capability for
easy, systematic, automated communication with inquiries over the
time period of their decisions about where to attend college.

Campus computer capabilities are complicated by the need to
relate to OAKLAND COMMUNITY COLLEGE's mainframe system. It was
unclear to the consultants how much flexibility is possible in
customizing computer services to meet the specific needs of the
enrollment management program.

Information Recommendations

Information needed to plan and manage an effective enrollment
management program comes from five databases that should be
consolidated to comprise one comprehensive database. While the
College seems to have and use some data in several of these
databases, we recommend several important changes:
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1. 1Initiate more comprehensive design and systematic
implementation of the enrollment management database.

2. Centralize responsibility for data collection and
research.

3. Automate data collection and analysis.

1. Design and Implementation of the Enrollment Management
Database.

The enrollment management database should consist of the
following five sub-databases:

* Historical Admissions and Enrollment Information. The
historical database shows the admissions and enrollment trends
which OAKLAND COMMUNITY COLLEGE has experienced over the past
ten years. Ideally, the key information includes complete
profiles of inquiries, applicants, accepted students, new
students, and returning students.

The College's historical database appears to be quite strong,
with the exception of inquiry and applicant information. The
historical database shows the results each year of the internal
and external forces on the College's enrollment.

The College should compile the available historical data to
assist in enrollment planning and decision-making, and implement
data collection procedures to track and analyze different sources
of inquiries from potential students.

* Competition Study. The College should conduct a competition
study to monitor and analyze the communication systems and
promotional strategies used by colleges and universities in
Oakland County, especially those in direct competition with
OAKLAND COMMUNITY COLLEGE.

* Demographic Trends and Projections and Environmental Scan. 1In
addition to the information about high school populations in
Oakland County schools, the College needs to know about the
trends and proiections for the potential adult learner popula-
tion in the primary market areas, and about key environmental
factors that could influence enrcllment. Much of this
information is presented in the long-range facilities master
plan prepared by MacConnell and Associates in 1986. However,
environmental scanning methods should be developed and
implemented to monitor important changes and developments in
the primary market.
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* Focus Group and Individual Interview Data. Interviews should
be conducted with present traditional and non-traditional
students, faculty, administrators, staff members, area school
guidance counselors and teachers, and prospective traditional
and non-traditional students. The interview research should
gather data about perceptions of institutional image, product
strengths and weakhesses, and attitudes, beliefs, and expecta-
tions of a community college education.

* Formal Survey Research. Formal questionnaires should be
developed and administered to key populations including pros-
pective traditional and non-traditional students, present
traditional and non-traditional students, faculty and
administrators, and influentials like area high school
guidance counselors, teachers, and parents. The surve
research should be designed to answer three main gquestions:

- What are the important expectations that students have of a
community college education?

- What are the important characteristics of an "ideal"
community college?

- What are the strongest impressions and perceptions of
OAKLAND COMMUNITY COLLEGE?

The database that results from compiling the information
recommended above would form the College's enrollment management
database that would guide enrollment and institutipnal long-
range planning. The information would be used to-improve
rograms and services, to raise student's level of satisfaction,
identify new programs and services that would attract students
who otherwise would not be interested in the College, and to
develop promotional strategies and messages that will influence
decisions to enroll.

2. Centralize Responsibility for Data Collection and Research

An institutional research office, supported by an enrollment
management task force should be assigned responsibility for
designing and implementing the comprehensive enrollment manage-
ment database. Various offices or staff members could assume
responsibility for collecting the data, but the Task Farce would
provide the central focus. Current decentralization of research
and data collection makes it difficult to design an integrated
database and use the research results effectively.
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3. Automate Data Collection and Analysis

The computer limitations apparently make it difficult to track
recruitment data and information about retention. The admissions
offices should use personal computers and letter quality printers
for communicating effectively and personally with prospective
students, for producing timely and accurate management reports,
and for running any necessary statistical analysis of the
recruitment databases.

Poor access to timely information is a common reason for data to
play an unimportant role in enrollment planning and decision-
making. By improving the enrollment management database and
automating data collection for reporting ease, accurate informa-
tion is more likely to be used effectively.

The Information and Telecommunications Services unit should

continue its work with user groups to identify their needs,

concentrating particularly on identifying strategies to meet
needs related to improved enrcllment management.
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COMMUNJICATJION

The College's greatest opportunity for improving enrollment
results in the short-term lies in building the inquiry pool and
in making significant changes and enhancements in the pre-
application communication flow systems,

Current communication efforts rely on an initial personal
contact through a school visit or college fair to generate the
"inquiry with one follow-up packet filled with written informa-
tion to build the student's interest. If an inguiry is not
generated through a school visit (letter, poster card, test
score, etc.), it is currently possible that the student might
never talk to a professional admissions ¢ounselor or recruiter,
unless he or she initiates the contact.

For a variety of reasons, this communication system will not be
especially effective in persuading or influencing students to
choose OAKLAND COMMUNITY COLLEGE. It does not conform to
student decision-making models which suggest that effective
communication must be designed to encourage many small deci-
sions, ultimately resulting in a decision to enroll and which
steadily build the student's interest in OAKLAND COMMUNITY
COLLEGE from relatively low at the time of inquiry to high at
the time of the final decision.

To work successfully, a communication system must combine and
integrate written and personal communications ovex\the time
geriod when students make their college decisions.™ This
nvolves a relatively long (6 - 18 months) relationship between
the College and its prospective students, which must be care-
fully managed by someone., We believe the primary job of a
professional admissions counselor or recruiter is to manage the
relationships with inquiries and applicants.

As pointed out above, responsibilities and procedures for
personal follow-up with inquiries and applicants vary from
campus to campus. More effective written and personal communi-
cation systems designed to manage the relationship between
grospectlve students and OARLAND COMMUNITY COLLEGE in ways that
ncrease the yield rates from inquiry to applicant and from
acceptance to matriculation will improve results in the
short-term.

The models presented below are intended to support the communi-
cations recommendations which follow. In order for OAKLAND
COMMUNITY COLLEGE to accept these recommendations and translate
them into action, it will be necessary for the College to
accept the change in philosophy which they require.
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The first figure shows that the communication efforts recom-
mended below are directed at students who would benefit

from an OAKLAND COMMUNITY COLLEGE education, but who might not
decide to attend OAKLAND COMMUNITY COLLEGE without help in
deciding to do so.

Students who will
enroll even with
no enrolliment

program,.

Students who will not
enrol) even with
heaviest communication
program.

People who can be influenced.

In other words, college-bound students in OAKLAND COMMUNITY
COLLEGE's primary market areas can be placed in three
categories: students who will attend OAKLAND COMMUNITY COLLEGE
regardless of anything the College does, students who will not
attend OAKLAND COMMUNITY COLLEGE regardless of anything the
College does, and students who have not yet reached a college
decision and whose decision can be influenced. It is from this
third group that enrollment growth must come.

The second figure presents the admissions funnel and shows that
the College's communication program can be designed to achieve
one of three possible objectives:

1. Increase the size of the inquiry pool with qualified
inquiries.

2. Improve the yield rates between each stage of .
admission.

3. A combination of both strategies - increase the
size of the inquiry pool and improve the yield
rates.



Enrollment Audit Report
Page Twenty-Four
OAKLAND COMMUNITY COLLEGE

College-Bound Students/Community Stages of Admission
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Because accurate inquiry data and historical yield information
were not available, it was not entirely clear to the consul-
tants which of the above communication strategies is the most
appropriate for OAKLAND COMMUNITY COLLEGE. It is likely,
however, that the College would benefit from a comkined
strategy: seek to generate more inguiries of the INght type
for OAKLAND COMMUNITY COLLEGE and design a written and personal
communication system to improve the yield rate, especially fron
inquiry to applicant. That is what the pre-application
communication recommendations below seek to do.

The last figure illustrates how rational students reach college
decisions, and how effective communication programs can
influence those decisions.

Relieve Produce ’
Uninterested —2> Interest Educatec=0>Anxiety c="> Commitment ﬁf> Stopout
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This model is based on Paul Hersey's concept of situatiocnal
selling which suggests that all purchase decisions begin with
an uninterested, uninformed customer. People at the College
told the consultants that competition with local colleges and
universities was becomin? keener and that other institutions
were aggressively advertising their programs in OAKLAND
COMMUNITY COLLEGE's primary service area. Awareness levels and
image of OAKLAND COMMUNITY COLLEGE among the general tradi-
tional and non-traditional student markets will be affected by
the more aggressive promotional activities of competitors.
Also, as the College penetrates its market deeper, it will
attract the attention of prospective students who are less
interested and more uninformed about OAKLAND COMMUNITY

COLLEGE. Uninformed customers generally do not reach purchase
decisions. If their interest is developed and they become more
informed about the product, their interest level will rise
higher and higher.

Hersey discovered that as the customer became more informed and
more interested in the product, he or she also became anxious.
In other words, anxiety increased as the customer came closer
to making the purchase decision.

Rational consumers usually worry over whether or not the deci-
sion is the best one for them. This is particularly true when
the decision is a major, life-changing decision like selecting
a college. If the customer resolves his or her anxiety by
deciding to purchase, a certain level of commitment to the pro-
duct and the decision is natural. The objective eR any
effective communication program is to build commitment to the
highest possible level.

Finally, the type of message is important in raising the level
of student interest, informing them, relieving anxiety, and
building commitment. Students first become interested in a
college through emotional messages. This is why the most
effective inquiry generating methods do not attempt to com-
municate too much information. They attempt to communicate an
excitement or positive feeling that results in a request for
more information about the institution.

Students rely on more rational information to become informed
about the college and to raise their level of interest -- cost,

ality, job placement rate, transfer rate, faculty character-
istics, internship opportunities, guality of equipment and
facilities, and other highly rational criteria will be used in
the application decision.
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The final commitment to enroll at OAKLAND COMMUNITY COLLEGE
ultimately is an emotional decision based on feelings. The
messages should attempt to relieve anxieties, reinforce the
wisdom of the student's decision to attend, and build
commitment.

Interviews with students indicated a high level of expectation
with regard to personalized attention, expectations which
OAKLAND COMMUNITY COLLEGE should try to meet through a persona-
lized pre- and post-application communication system for all
types of students, The aim of such a system should be to
relieve anxieties and build commitment with regard to the
enrollment decision. The short-term opportunities for enroll-
ment growth and stabilization will come from improvements in
generating and building interest and in informing inquiries
about the competitive advantages and benefits offered by the
College in ways that influence decisions to apply and enroll.

A crucial link in this communication process is the link
between the inquiry database and the enrolled student database
described previously under the Information Section. The capa-
bility to track inquiries all the way through their interaction
with the College (and even beyond) is critical for evaluating
the effectiveness of various communication strategies and deve-
loping indices about what effects decisions related to
enrollment. Current1¥ OAKIAND COMMUNITY COLLEGE has what
appears to be the typical community college "black hole" with
regard to inquiries. That is once inquiries come in they are
lost and there is no way to efficiently determineif those
inquiries are converted into actual enrollments. -

Such a situation is borne out of the relative ease with which
community colleges have attracted students in the past, but now
that the start-up growth mode is behind and the ease of
attracting students is no longer so readily assured, OAKLAND
COMMUNITY COLLEGE cannot afford to lose track of its inquiry
pool. The need to monitor the pay-off from inquiries, to
manage the inquiry pool is much more apparent now.

The Xey driving and restraining forces in the communication
program with specific recommendations follow:

rivin orces

The cultivation of third party support (school counselors,
teachers, etc.) is an important part of any effective enroll-
ment program. These people can serve as insurmountable
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barriers to enrolling students from their schools if they do
not like or respect the College. They rarely, however, will
serve as extra "recruiters" simply because they like or respect
the institution.

It appeared as though the development of third party relation-
ships was a high priority for OAKLAND COMMUNITY COLLEGE
admissions personnel.

Efforts at Orchard Ridge to pilot a link between the inquiry
database on a personal computer and the enrolled student data-
base on the mainframe hold the promise of developing a student
tracking system which can improve the communication process.

If successful, that link will permit the generation of a data-
base for evaluating the effectiveness of various communications
strategies. :

OAKLAND COMMUNITY COLLEGE appears to enjoy very favorable word-
of-mouth advertising. This appeared to be the single most
effective and common source of information about the College
identified by present students.

straini orc

Admissions and counseling personnel are used to prospect for
new students through a heavy schedule of school visits, rather
than to follow up on interested students. More cost effective
ways should be used to generate inguiries. Staff-ghould be
trained in how to build interest and influence decisions.

Cultivation of third part support relationships to augment the
efforts of OAKLAND COMMUNITY COLLEGE counselors and admissions
personnel does not appear to have expanded much beyond the
traditional hi?h school sources at this point. New outreach
efforts, especlally through Auburn Hills and Highland Lakes, to
groups previocusly underserved by and/or under-represented at
OAXLARD COMMUNITY COLLEGE, as well as outreach to area
employers, need to be sustained if this recruitment network is
to be expanded more meaningfully.

There appears to be little use of telemarketing as part of the
College's efforts to maintain a personalized communication
system with prospective students. Telephone contact at various
stages of the enrollment decision process can help to alleviate
anxieties and build commitment to OAKILAND COMMUNITY COLLEGE by
demonstrating interest in the individual, an aspect which
enrolled students cited as one of OAKLAND COMMUNITY COLLEGE's
most positive features.
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Responsibility and procedures for communication with potential
students (printed, oral, and personal) vary widely by campus
and even among individuals and grograms on each campus. The
extent of sugport staff and equipment for admissions and
counseling also vary widely by campus. Such variance is true
too with respect to public information and program efforts
(BPI) emanating from the District Office. Thus it is difficult
for OAKLAND COMMUNITY COLLEGE to present a coherent communica-
tions package to its market area.

Materials used for communications purposes are aimed at pre-
senting information on how to enroll to those already convinced
or inclined to do so. Those materials are not aimed at con-
vincing those who could be influenced to attend OAKLAND
COMMUNITY COLLEGE that they should do so. In other words,
OAKLAND COMMUNITY COLLEGE i1s not attempting to expand its com-
munications efforts beyond those who would be likely to enroll

anyway.

Currently the personal communication does not include effective
use of volunteer groups like alumni, faculty, and present
students.

Communication Recommendations

Communication enhancements can achieve immediate results in the
College's enrollment program. Opportunities for short-term
improvements exist both in the process of communicating the
right messages to the right prospective students at the right
tigeséland n communicating with current students “6p improve
retention.

Achieving results through more effective communication relies
first on offering a strong product. Accurate messages that
motivate and inspire prospective students toc take action must
be delivered. Fortunately, OARLAND COMMUNITY COLLEGE appears
to have a strong product which is appreciated and valued by
current students.

The recommendations which follow center around five key areas:

1. Build an Adegquate Inquiry Pool

2. Maintain Public Awareness and Competitive-
Position within the Metropolitan Detroit Market

3. Implement Comprehensive Communication Systems

4. Train Professional Admissions Personnel in
Personal Counseling-Selling Technigues

5. Develecp Volunteer Admissions Assistance Programs
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1. Build an Adequate Inquiry Pool

Available admissions recruitment data make it difficult to
evaluate current inquiry gool size and yield rates from inquiry
to applicant, but it is likely that the pool of inquiries ?:
too small.

In view of the clearly defined geographic market served by the
College, it will be necessary to implement an extremely
aggressive inguiry program designed to attract every possible
qualified inquiry in Oakland County, which accounts for 86% of
the current enrollment, and maintaln the inqgquiries from the
secondary areas of metropolitan Detroit.

Several methods could be used to build the inguiry pool.
Request the names of graduating seniors each year from the high
school counselors or instructors in the primary market area.
High school contact people might be receptive to this request
since the College has worked hard to maintain good relations
with them. The College should use any lists obtained in this
manner as direct mail lists, not as automatic inquiries. Buy
all the qualified seniors from the ACT EOS program and the
College Board Student Search Service and merge/clean the lists
with each other and with any lists maintained by state educa-
tion agencies to avoid duplication. These students would all
be college-bound and could be selected by area of academic
interest or intended career. The object would be to develop a
list of prospects which could be cultivated several times
through direct mailings to maximize awareness and&&esponse.

The College should develop a plan to build an inquiry pool of
at least 50,000 ptudents.

The same strategy should be used with adult learners., Local
area resident names should be purchased using a list service
with the capability to sort and select names that meet the
College's pre-determined criteria for selection. The charac-
teristics should be similar to those of the currently enrolled
adult students -- age ranges, sex distribution, income ranges,
level of educational attainment, occupations, etc. The pros-
pect pool can be built through direct mail, offering prospects
the opportunit¥ to remain on the College's mailing list. The
objective should be to build as large a pool as possible of
gqualified potential adult learners.

Part of maintaining the adult learner pool should include
recycling former OAKLAND COMMUNITY COLLEGE students. With
lifelong learning a key feature of the community college
mission and curricula likely to encourage re-enrollment on
subsequent occasions, OAKLAND COMMUNITY COLLEGE should
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communicate regularly with its former students about learning
opportunities. A variation of this same recycling strategy
would be to promote summer school opportunities to ¥ounger
students who may have been former inquiries and will be
returning to the local area and may be interested in earning
credits for transfer back to their "home" institutions.
Ccommunicating with those same former inguiries around such
critical times as mid-term grade reports and end-of-term may
also remind such individuals that OAKLAND COMMUNITY COLLEGE may
be the college for thenm if their current "home" institution is
not working out for them.

The current yield rates achieved by the present communication
system were unclear to the consultants. An appropriate
communication system goal for OAKLAND COMMUNITY COLLEGE might
be as follows:

Goal

Inquiries 50,000

54%
Completed
Applications 27,000

95%
Accepted
Students 25,715

70%
Enrolled
Students 18,000 ~

AN

These goals are purely speculation. The College's acceptance
rate of completed applicants might be closer to 100%, and the
enrollment rate of 70% might be much lower than the College is
experiencing. The 54% yield from inquiry to applicant is very
realistic for a community college.

Realistic goal-setting is an important part of the enrollment
planning process. The difficult part of achieving these goals,
of course, is generating and communicating with 50,000 quali-
fied inquiries.

2. Maintain Public Awareness and Cthetitive Position

Long-term success for OAKLAND COMMUNITY COLLEGE will rely on
establishing and protecting a position of dominance in the
field of lower division education in the Oakland County area.

A successful advertising and public awareness program will make
it easier to achieve inquiry goals for both the traditional and
non-traditional student programs.
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Advertising is typically the most cost effective way to main-
tain public awareness and build a public image. Media
advertising is generally more effective with adult learners,
although traditional students will respond to image-building
messages. Direct mail is generally more effective with tradi-
tional high school students in most college markets,

OAKLAND COMMUNITY COLLEGE's market is primarily Oakland County
and secondarily its neighboring counties in metropolitan
Detroit. Consequently, advertising should be an effective way
to generate inquiries and build image locally.

OAKLAND COMMUNITY COLLEGE should design and implement an
advertising program designed to reinforce the image of high
quality and the outstanding success rate for OARLAND COMMUNITY
COLLEGE graduates. In designing the campaign, three important
considerations must be addressed: target audiences, promo-
tional themes and messages, and media.

Research should be an essential ingredient for determining how
best to address these three considerations. Responsibility for
this research and implementation of the resulting advertisin
program should be the responsibility of the District Office in
close consultation with the campuses. Such a program should
clearly distinguish the reoles of the District Office and the
campuses to ensure cooperation, coordination, and ownership of
the ensuing effort.

It should further be recognized that an effective*pﬁblic aware-
ness effort will require attention to cultivating the College's
image with key influentials and groups in the community. Such
an effort goes beyond the standard perceptions of advertising
and calls for a concerted effort to ensure that appropriate
college personnel are active in certain networks in both formal
and informal settings. Care should be taken, of course, not to
be overly intrusive in the lives of those personnel, but there
should be impressed upon them a certain obligation to represent
the College in those networks where it is crucial to raise
awareness of the institution's value to the community. Atten-
tion to coordinating this aspect of awareness building should
be part of reinforcing any advertising.

3. Implement Comprehensive Communication Systems

The admissions offices should design and implement comprehen-
sive written and personal communication systems designed to
achieve the yield rate goals needed to achieve new student
enrollment and student credit hour production goals.
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Current flow systems package all the available information in
one envelope and do not attempt to deliver clear promotional
messages over the time period of a student's college decision.
The communication system relies primarily on an initial contact
-- personal and written -- to produce action and a favorable
decision for OAKLAND COMMUNITY COLLEGE. Most college-bound
students simply do not reach their college decisions in this
manner.

In the absence of solid market research to guide promotional
strategy development, we suggest that the pre-application flow
system for traditional students include at least five mailings,
regardless of whether or not the student applies for
admission.

The first response should include a personal letter, an OAKLAND
COMMUNITY COLLEGE prospectus or viewbook (not currently
available), an application for admission, and a financial aid/
scholarship brochure. The second mailing should include a
personal letter, and an appropriate divisional brochure or
academic program factsheet. The third mailing should include a
personal letter and a campus visit brochure with an appointment
card. The fourth mailing should include a personal letter and
a faculty brochure, The fifth mailing should include a per-
sonal letter, a success after OARLAND COMMUNITY COLLEGE
brochure, and a second application for admission. If applica-
tions are running behind expectations late in the spring or
summer, & sixth mailing could be sent including a personal
letter which summarized the College's primary appesls and
included a third application form. The recommended
pre-application flow system for traditional students is
diagrammed on the next page. Also included is a suggested flow
diagram for junior ingquiries and a suggested flow diagram for
adult students.

We recommend implementing an adult student pre-application flow
system that includes at least four written messages, in addi-
tion to telephone follow up. The first response to an adult
student inquiry should include a personal letter, an adult
learner brochure with information about services for non-
traditional students, a viewbook, an application for admission,
and a financial aid/scholarship brochure. The second mailing
should include a personal letter and a divisional brochure or
academic program factsheet. A phone call should be made to set
up an on~campus appointment. The third mailing should include
a personal letter and a faculty brochure. The fourth mailing
should include a personal letter and a success after OAKLAND
COMMUNITY COLLEGE brochure with a second application for
admission.
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Post-application communication systems for adults and tradi-
tional students should be designed to build and sustain
interest until the student can register for classes. The
entire post acceptance flow system should be centralized.
Mailings for other offices should be prepared by the admissions
offices to ensure consistency in gersonalization, style, and
tone., The College might want to include a post acceptance
congratulatory letter from the student government president
with a student activities/student life brochure and a parents'
brochure for the parents of traditional students with a
congratulatory letter from the chancellor or from the
appropriate president.

Each pre-application communication system should be designed to
deliver messages that will inform and increase students'
interest in the College. Without market research to guide
promotional strategy design, we recommend consistent imple-
mentation of these messages:
Traditional Student Messages:

* High Quality Programs

* Caring, Qualified Faculty

* Success After Graduation or Completion

* Attractive, Personal, Caring, Supportive
Environment ™~

* Affordability and Convenient Location
Adult Student Messages:
* High Quality Programs

* Caring, Personal, Supportive Environment for
Adults

* Qualified Faculty/Effective Relationships
* Success After Graduation or Completion
* Affordability and Convenient Location

Both programs should follow several guidelines in implementing
effective written communication systems:

- Personalize all letters. The College cannot promote
effectively small size benefits and personal environ-
ment if it does not personalize its letters.
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- Maintain and monitor minimum quality standards for all
written recruitment materials. The College cannot
promote high quality education with sub-standard
recruitment materials which are not consistent in
design and quality appearance.

The College should implement an aggressive personal communi-
cation program that is designed to achieve at least a 40% first
contact rate with inquiries. A first contact is either a per-
sonal interview or presentation in a high school, college fair,
or campus visit, or a telephone call to students who are not
seen in school visits. The College's inquiry pool is too large
for current admissions personnel to achieve a 40% first contact
rate without systematic help from paid or volunteer student
telemarketers. Follow-up calls should be made systematically
to interested students encouraging them to take various
appropriate action steps like visiting the campus, applying for
admission, reading the College's materials, etc. The personal
relationships should be maintained until the students have all
made their college plans.

Specific types of phone calls that should be implemented
include first inquiry calls, pre-high school visit calls, post
campus visit calls, incomplete applicant calls, post acceptance
congratulatory calls, post financial aid award calls, and
general follow-up calls to inquiries and applicants.

4. Train Professional Admissions Personnel in Personal
Counseling-Selling Technigues ™~
™~
Short- and long-term enrollment success will rely heavily on a
change in philosophy at OAKLAND COMMUNITY COLLEGE. Relation-
ships between the College and prospective students should be
the primary focus for professional admissions counselors and

recruiters.

The professional admissions counseling staff could benefit from
skill-building sessions which concentrated on counseling-
selling as a process, telemarketing skills, interviewing and
group presentation techniques. Additional training recommenda-
tions are included in the Management section of this report.

5. Develop Volunteer Admissions Assistance Programs

Yield rate goals would be improved b{ combining volunteer
contacts with prospective students with those of paid staff
members. The volunteer groups which prove most productive
include present students, faculty, and alumni. The College
should seriousl¥ consider organizing and training volunteer
sgpgort groups involving alumni, as well as faculty and present
students.
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Student Volunteers. A group of trained student volunteers can
be used to help with telephone campaigns, campus open houses,
departmental or division receptions, and other events. It is
true that satisfied students are the College's best
advertising.

Students should also be asked to refer the names of their
friends who might also benefit from an OAKLAND COMMUNITY
COLLEGE education. They can alsc be asked to visit their local
high schools during vacations to drop off up-dated College
information for the counseling office and tell their former
teachers and counselors about their experiences at OAKLAND
COMMUNITY COLLEGE.

Faculty Volunteers. OAKLAND COMMUNITY COLLEGE should involve
faculty carefully in the recruitment effort. First, the single
most important contribution faculty can make to recruitment and
retention is to deliver excellence in the classroom. If they
have any additional time available, and are willing.and able,
they could be asked to participate in direct recruitment
activities, including the following in order of importance:

- Meet with student visitors to the campus in their
academic area of interest.

- Participate in campus ogen houses and departmental
receptions for prospective students.

- Send congratulatory letters to accepted students in
their academic areas of interest.

- Make telephone calls to accepted students in their
academic areas of interest.

- Make follow-up telephone calls to inquiries in their
academic areas of interest.

Note that follow-up calls to ingquiries is last on the list.
This is a low {ield activity. If OAKLAND COMMUNITY COLLEGE
manages to achieve a 54% yield rate from inquiry to applicant,
then 46% of the inquiries do not even plan to apply for
admission. This rejection rate is toco high for many volun-
teers. Faculty should be involved in more satisfying
activities with accepted students, and very selectively with
telephone work directed at inquiries. This is the job of paid
admissions counselors and recruiters.

All facultg and staff should be asked to refer the names of
students they believe would benefit from an OAKLAND COMMUNITY
COLLEGE education.



Enrollment Audit Report
Page Thirty-Six
OAKLAND COMMUNITY COLLEGE

Alumni Volunteers. Unfortunately, many alumni of two-year
institutions who complete four-year degrees give their loyalty
to their four-year colleges. Since about 70% of the OAKLAND
COMMUNITY COLLEGE graduates enter the job market immediately
upon graduation, the College should be able to organize an
effective group of loyal, enthusiastic alumni to help with the
recruitment effort.

Alumni can be effective recruiters if their role is one of
communicating enthusiastic support for an institution that
helped them achieve their current success in life and career.
Their role should not be as pseudo-admissions counselors since
the College likely has changed in many important ways since
they attended. Trained alumni volunteers can help 1in the
following ways:

~ Refer the names of prospective students who would be
good OAKLAND COMMUNITY COLLEGE students.

- Make follow-up telephone calls to inquiries in their
career area.

-~ Make follow-up telephone calls to accepted students in
their career area.

- Participate in receptions for accepted students.

- Send personal letters of reinforcement and
encouragement to inquiries and accepted students who
are considering the same occupation or profession as
the alumni. Offer to discuss the career area with
them.

These communication recommendations will be among the most
difficult for the College to implement fully, but they will
contribute most to short-term enrollment growth and stability.
If the College successfully builds a large enough inqui pocl
of ?ualified prospects, maintains awareness and competitive
position in primary markets, implements more comprehensive
written and personal communication systems, trains professional
staff to implement the most effective personal contact strate-
gies, and involves volunteer groups in the persocnal communica-
tion process, short-term enrollment growth should be achieved.
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MANAGEMENT

Effective management is one of the keys to success for any
enrollment program. The management process is one of planning,
organizing, directing, and evaluating a comprehensive approach
to achieving enrollment goals. It involves leadership, plann-
ing skills, an appropriate organizational structure, staff
members with the right expertise and skills, and an effective
means of evaluating results. These are the management elements
that will be analyzed.

Listed below are the key driving and restraining forces related
to management and specific recommendations.

Driving Forces

The size of the professional admissions and recruitment staff
appears to be adegquate, but would need to be supplemented with
trained student telemarketers in order to achieve personal
contact goals in an aggressive communication program. We
believe that a professionally trained admissions counselor/
recruiter whose job is inguiry and applicant follow up can
manage effective relationships with 3,000 to 3,500 inquiries.
This ratio assumes support from student telemarketers and an
effective written communication system.

Admissions and counseling staff are meeting and networking on a
regular basis with regard to their activities. The relation-
ships which have developed as a result of this contact should
serve as an important foundation for any concerted enrollment
management effort college-wide.

At least one campus, Orchard Ridge, has developed a written
enrollment activities plan for managing the activities of its
Admissions Office. This same office is also developing a pilot
student tracking system for linking its inquiry database to the
enrolled student database on the OAKLAND COMMUNITY COLLEGE
mainframe computer.

Improved automation of the registration process, such as touch-
tone registration, should enable OAKLAND COMMUNITY COLLEGE to
facilitate the enrollment of greater numbers of students while
improving the efficiency of that process for both students and
staff.

Within the past year or so OAKLAND COMMUNITY COLLEGE has added
admissions and counseling staff for outreach to groups within
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the county previously underserved by or under-represented at
the Colleqge. This will allow for more targeted recruitment of
groups which may have been difficult to reach and presents the
opportunity to develop segmented marketing strategies.

The College's leadership appears to be committed to developing
and supporting the changes necessary to achieve improved
enrollment management.

estrai esg

As discussed earlier in this report, the College's inability to
effectively manage its schedule is a major barrier to improved
enrollment. Without a breakthrough in this critical area of
management, it is doubtful that any major long-term progress
can be made. The College must be able to deliver its product
to its market in an accessible manner in light of the expecta-
tions of such accessibility from prospective and current
students.

Related to the management of its schedule, OAKLAND COMMUNITY
COLLEGE must also address how to manage the balance between
full- and part~-time teaching staff more effectively. There
seems to be considerable sentiment that the balance has the
potential to get out of hand, but the consultants could not
determine just what range of alternatives may be acceptable to
faculty and administration.

Facilities limitations were cited earlier as a restraining
force to improved enrollment management. The consultants were
struck with the decidedly negative attitudes toward using off-
campus facilities for classes, attitudes apparently based on
negative experiences from years ago. Such attitudes may
present an unnecessarily artificial restraining force for
short-term alleviation of the facilities crunch.

The handling of enrollment-related activities appears to be
fragmented across the campuses with considerable variation in
the functions of procedures used by admissions and counseling
staff. During interviews some were able to describe the systen
they were using while others indicated that they used no systen
at all. Any concerted effort to address enrollment on a
college-wide basis will necessitate some coordination and con-
sensus among these staff as to new directions to be pursued.

At present it does not appear that the College's organizational
structure is supportive of a comprehensive enrollment manage-
ment effort due to the fragmentation which exists.
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An additional aspect of the fragmentation described above is
the apparent lack of coordination between admissions/counseling
and financial aid. There has been no effort to cross-train the
respective staffs to improve the efficiency of their efforts in
dealing with prospective and incoming students. This lack of
coordination apgears to be in part attributable to the fact
that the reporting relationship of financial aid is through the
District Office while that for admissions/counseling is through
the local campuses,

There appears to be no college-wide enrollment plan or goals to
lend direction to admissions and counseling staff in their
activities, Consequently, there is confusion about undertaking
any new initiatives and a tendency to continue doing what has
always been done even though doubts exist about the effective-
ness of doing so. Staff need to be galvanized by a new sense
of purpose and direction of a concerted enrollment management
effort is to occur. '

A wide range of opinion is apparent regarding the College's
future growth geoals. Some people feel that OAKLAND COMMUNITY
COLLEGE should grow as large as is necessary to serve the
community, while others feel growth should occur only as
resources are available to support it. Conflict over enroll-
ment goals will inhibit a concerted, focused effort to increase
enrollment. .

Implementation of the ASSET Student Success Seminar, OAKLAND
COMMUNITY COLLEGE's mandatory assessment program incoming
students for deficiencies in learning skills, appears to be
generating confusion, apprehension, and frustration among many
students, breeding general ill will which could damage the
College's product at the expected level. While conceptually
sound and ultimately essential to the College's efforts to
improve the guality of its education, the program might not be
promoted or implemented effectively at this point.

OAKLAND COMMUNITY COLLEGE alumni and currently-enrolled
students do nct appear to be involved in student recruitment to
any significant extent. These are likely to be very good
recruiters in 1ight of the high level of satisfaction expressed
by the students interviewed by the consultants.

It is not clear that OAKLAND COMMUNITY COLLEGE faculty are
involved to any significant degree in concerted student
recruitment, advising, and retention functions. This lack of
involvement appears to be in part attributable to the collec-
tive bargaining agreement with the faculty.
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Enrollment management operating budgets reviewed by the
consultants generally were under-funded. It is likely that the
College will need to increase its operating budget signifi-
cantly in the following line items: advertising, publications
(graghic design and copy writing expense, and more publications
and brochures to support the written communication program),
postage, and telephone. The College will need to compete more
aggressively against the area colleges. In the future,
successful competition will certainly cost more than the
College has spent in the past.

It was not clear to the consultants to what extent the current
computer hardware and software were capable of supporting the
personal communication program, systematic written communica-
tion program, and management reporting system recommended in
this report. It is likely that the current computer support is
inadequate to fully implement many of the communication and
management recommendations.

The admissions programs lack a comprehensive set of management
reports which show progress toward goals, allow analysis of the
inquiry programs, and show productivity in terms of student
contacts.

The admissions programs also lack clear data regarding histori-
cal yield rates from inquiry to agplicant, productivity of
various inquiry sources, and specific territorial and overall
admissions goals for distributions of inguiries, applicants,
and personal contact objectives. ~

Admissions and counseling personnel would benefit from pro-
fessional development experiences which build skills and
knowledge of current enrollment management practices, and which

build commitment to counseling-selling techniques.

a e O S

Effective management of the enrollment program at OAKLAND
COMMUNITY COLLEGE will be a primary determinant of success both
in the short~term and the long-term. Management involves
inplementation of the planned activities designed to achieve
enrollment goals. The best product, supported by solid re-
search and communication strategies, cannot be sold effectively
if the enrcllment plan is not implemented properly.

We believe that the College should focus on four areas of
management to improve enrollment results most significantly:

1. oOrganization and Staffing of the Enrollment Effort
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2. Enrollment Plan Development

3. Formal Staff Training and Development of Human
Resources

4. Program Evaluation and Control Measures

1. Organization and Staffing of the Enrcllment Effort

OAKLAND COMMUNITY COLLEGE would benefit from placing the
responsibility for enrollment management at a high level in the
District Office and designating a high-level administrator on
each campus to coordinate that responsibility with the District
Office counterpart. 1In both cases the individuals so desig-
nated should report directly to the appropriate chief executive
(chancellor in the case of the District Office and president in
the case of the campuses). These individuals should have the
authority to coordinate the activities of counseling, admis-
sions, financial aid, marketing/public relations/outreach,
strategic planning, institutional research, and information
technology and relate on an equal basis to those administrators
responsible for academic affairs (including scheduling), fiscal
management, and student services {if kept separate from the
enrollment management responsibility). It is not clear at the
District Office as to which existing administrative position
would lend itself to taking on the responsibility for enroll-~
ment management, but at the campus level, it would seem
appropriate to assign it at the dean's level. =,
o
Admissions, counseling, and financial aid staff should be
cross-trained to the extent that some sharing of the work load
of dealing with prospective and new incoming students is shared
and better balanced for greater efficiency.

The enrollment management staff members should meet weekly, or
at least bi-weekly, to ensure effective internal communication,
coordinate activities, monitor progress toward goals, partici-
pate in effective problem-solving, and agree on any necessary
corrective actions or deviations from the enrollment plan.

More effective use of volunteers should be made, especially
with interested alumni. Alumni can be very helpful in helping
to build the inquiry pool b{ referring the names of prospective
students, by helping to fellow up on applicants, and especially
by career interest, and by providing testimonials which can be
promoted effectively to prospective students. It is important
to note that third-party referrals should not be processed as
inquiries, They should be sent direct mail-type information
with coded reply cards and processed as inquiries only if they
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return the cards. An inqui should be defined as a student
who requests information on his or her own initiative. Other
important volunteer groups that can help OAKLAND COMMUNITY
COLLEGE's recruitment effort include students and faculty.

2. Enrollment Plan Development

The College should develop a comprehensive, written master
enrollment plan which addresses all recruitment and retention
activities. This plan should include clear program goals and
objectives for inquiries, applicants, accepted students, and
new and returning students. It should also describe the key
strategies which will be employed to achieve goals. The key
strategies represent those program elements which, if imple-
mented successfully, will ensure success. Failure to implement
key strategies effectively will result in failure to achieve
full enrollment potential. Finally, the plans should include
action plans that support key strategies, timetables for
implementation, assignments of responsibility, control and
evaluation measures, and budgets.

When a comprehensive enrcllment plan is completed, it will
become clear that the College will need to allocate new
resources or re-allocate existing resources in order to imple-
ment an effective enrocllment program. The budget items which
are currently obviously underfunded include advertising and
other inquiry-generating activities such as direct mail,
publications and brochures, postage, and telephone. The
College currently uses people (recruiters and counselors) to
generate new inquiries through school visits. This should be a
secondary obiective to the primary objective of personal follow
up of currently interested students. More cost effective
methods should be used to generate inquiries.

The master enrollment plan should have the flexibility needed
to make it effective on each of the College's campuses, taking
into full consideration unique programs or circumstances.

Implementation of the ASSET program should be reassessed with
an eye toward clarifying its purpose to students and ensuring
adequate exceptions procedures for those students whose educa-
tional goals may not necessitate an entry assessment of their
basic learning skills. From the perspective of improving
enrollment management, ASSET must be seen as another l1link in
the enrollment process which must be coordinated with the
College's overall enrollment goals.

Use of off-campus facilities should be explored as part of an
overall enrollment planning effort to alleviate any short-term
constraints with respect to meeting the demands of the market-
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place. Care should be taken to ensure that the use of such
facilities is handled in a well-coordinated manner which pro-
motes convenience for students, faculty, and staff while
providing quality learning environments.

In light of the restraints previously cited with respect to the
problems of managing the class schedule and the use of
art-time faculty, the consultants recommend that any effort to
gmprove enrollment management must address these two issues as
part of the total effort.

3. Formal Staff Training and Development of Human Resources

In the opinion of the consultants, OAKLAND COMMUNITY COLLEGE
should re-orient its professional admissions and counseling
staff to the task of managing the relationship between the
College and its inquiries through their final college deci-
sion. This requires clear abilities and skills which can and
should be enhanced through on-going training and professional
develiopment experiences mentioned below. The orientation we
recomnend is a commitment to gounseling-selling which focuses
on student-admissions counselor/recruiter relationships, not on
relationships with schools and third parties. The third
parties become resources to be built and maintained.

Counseling-selling as a technique involves two steps. First,
the counselor counsels the student to learn about the student's
interests, abilities, educational needs and expectations, and
career goals. This first step is essential, since every
college-bound student will not be "right" for OAKLAND COMMUNITY
COLLEGE. If the counselor determines that the student's needs
and OAKLAND COMMUNITY COLLEGE are a good match -- that OAKLAND
COMMUNITY COLLEGE would be a good choice for the student --
then the selling begins. The selling step requires the counse-
lor to promote the benefits and strengths of the College's
total product. If the counselor believes that OAKLAND
COMMUNITY COLLEGE would be the student's best choice, then he
or she must be able to say so clearly, persuasively, and
enthusiastically to the student in ways that influence the
college decision.

Counseling-selling is not a technique that people use instinc-
tively or naturally. It must be taught and practiced and
reinforced to be implemented effectively. Most people tend to
practice exclusively or predominantly one or the other
approach. Either we counsel and don't sell, or we sell and
don't counsel. Counseling and selling involve very different
skills and tendencies. In combining the two approaches, the
key is to focus on the ultimate goal: to help the student make
an informed college decision that is right for him or her.
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A professional development and staff training grogram should be
designed and implemented that concentrates on building know-
ledge and skills in several key areas:

* Fundamental concepts of enrocllment management and
marketing

* College knowledge
* Knowledge about primary competitors
* Market knowledge

* Effective admissions counseling-selling techniques,
questioning, listening, interviewing, telephoning, and
group presentation skills

* Management and leadership development

* Time and stress management

* Problem-solving and decision-making skills
4. Program Evaluation and Control Measures

The enrollment management program should develop a more com-
plete management information system to monitor progress toward
new student enrollment and student credit hour goals., The
reporting system should report key indicators of progress
weekly during the admissions year. Key management reports
should include:

* Inquiry Report - distributions of all inquiries by type
(adult and traditional), source, geographic origin (by high
?chool for feeder schools and by county), and academic

nterest.

* Weekly Admissions Report - The current report should be
revised to include total inquiries, and campus visitors as
well as applications, and acceptances. Separate reports
should be developed for the traditional and non-traditional
student programs.

* Weekly Word Processing Report - reports the number and type
of out-going correspondence each week.

* Weekly Admissions Counselor/Telemarketer Report - reports
the number and type of personal contact with prospective
students occurring each week and cumulatively for the year.
Used to monitor progress toward personal contact goals with
inquiries and applicants.
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In addition to the more complete management reporting system,
the enrcllment management program should implement weekly staff
meetings as an important means of communicating progress toward
goals, problem-solvin?, and managing the program. Staff
meetings should be guided by written agendas and limited to one
hour, unless additional time is essential.

Computer hardware and software should be evaluated to determine
the current capability to implement easily the management
reporting and personal follow up recommendations made in this
report. Any necessary modifications to current systems or the
acquisition of new hardware and software capable of performing
these necessary functions should be considered.

These are the primary management tools that will enable the
enrcllment managers to monitor progress toward key enrollment
goals and objectives. We believe that the proper organization
and structure, an effective comprehensive master enrollment
plan, trained staff members who are committed to a counseling-
selling orientation that focuses on managing relationships with
inquiries and applicants, and an aggressive approach to con-
trolling and evaluating the program will contribute signifi-
cantly to the achievement of enrollment goals.
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LIMATE

Organizational climate is difficult to assess accurately in two
days, although it is never difficult to form strong first
impressions in so short a time. This analysis of climate is,
of necessity, based on first impressions formed during the
two-day audit visit.

We will focus on general impressions formed by direct observa-
tion of how information flows through the organization, how
campus groups communicate and interact with each other, how the
olitical system impacts decisions and behaviors, and how the
institutional culture influences norms and values.

A healthy organizational climate contributes to achieving
enrollment goals by affording an environment considered
exciting and attractive by students, faculty, administrators,

-and staff members. An unhealthy climate will inhibit enroll-~

ment growth and stability.

Listed below are the key driving and restraining forces related
to organizational climate and specific recommendations:

rivi orgce

The consultants felt welcome by all who participated in the
enrcllment audit. Cooperation was extremely high. People were
allinlling to share information and search for selutions to
problems.

OARKLAND COMMUNITY COLLEGE appears ready to mobilize around
enrcllment management. Determination and commitment appeared
to be high. It remains to be seen, however, if this commitment
will translate into changes in behaviors and priorities.

Faculty, administrators, and staff members appeared to be dedi-
cated and hardworking. Institutional loyalty and pride seemed
strong. The desire to compete successfully was evident.

Many of the faculty, administrators, and staff members inter-
viewed during the audit visit were long-time employees of
OAKLAND COMMUNITY COLLEGE. Most were employed for at least ten
years and some joined the staff in 1964 when the College was
started. Longevity of key employees is important to organiza-
tional stability.

In general, OAKLAND COMMUNITY COLLEGE's climate appeared to be
healthy and conducive to enrollment growth. People appeared to



Enrollment Audit Report
Page Forty-Seven
CAKLAND COMMUNITY COLLEGE

be happy, satisfied members of the OAKLAND COMMUNITY COLLEGE
community. These healthy climate characteristics will serve as
important driving forces to help the College achieve enrollment
goals.

Restraining Forces

Key enrollment management information does not flow easily
through the organization nor does it appear to be available on
a regular, consistent basis or enjoy widespread credibility.
Accurate information about inquiries and about the productivity
of in?uiry sources is not maintained. Useful information for
building class schedules more responsive to students' needs is
not available either. Campus managers complain that they
cannot routinely access the College's information technologies
to produce reports for decision-making.

Unclear institutional enrollment goals make it difficult for
all members of the campus community to assess progress or
measure effectiveness of current enrollment management tactics
and priorities.

While apparently not as conflict-prone as in some other
institutions the consultants have encountered, the division
between faculty and administration resulting from the collec-
tive bargaining agreement looms as an additlonal restraining
force with respect to climate. The fact that the agreement --
or the way it has been interpreted over time -~ gives faculty
considerable control over class scheduling would seem to
portend difficulty in reaching the kind of flexibility needed
for OAKLAND COMMUNITY COLLEGE to be more responsive to its
markets. The potential for conflict inherent in this kind of
faculty administration division may mean that a long process of
consensus-building is in order before meaningful change can
occur.

Climate commendations

Colleges and universities that suffer from unhealthy climates
typically face long~term enrollment difficulties, since climate
problems are rarely solved quickly or easily. Fortunately, the
organizational climate at OAKLAND COMMUNITY COLLEGE appears to
be healthy and generally conducive to achieving enrollment
goals through effective recruitment and retention.

In the consultant's opinion, two changes should be implemented
to strengthen the College's organizational climate:

1. Form an Enrollment Management Task Force
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2. Initiate an Institutional Goal-Setting Process to
Build Consensus

1. Form an Enrollment Management Task Force

The Enrollment Task Force can accomplish two very important
goals which will contribute to climate health: 1) provide a
focus and a format for the key enrollment-related offices to
coordinate and integrate their activities, and 2) improve
communication about enrollment-related issues throughout the
College community through wide spread involvement in enroll-
ment strategy formulation and planning. The Task Force
approach serves to institutionalize enrollment management and
increase confidence among administrators, staff, faculty, and
stugengs that the College has its enrollment future under
control.

We recommend that each campus form its own enrollment task
force with membership comprised of key middle managers from the
enrollment-related offices (admissions, counseling, financial
aid, student services, BPI, outreach, etc.), selected faculty
leaders, and selected traditional and non-traditional students.
Each campus task force should designate three or four members
to serve on a college-wide Enrollment Task Force that includes
membership from the appropriate Central Office staff
(registrar, financial aid, enrollment management, information
technologies, etc.).

The task force should engage in several important activities
including: =

* Clarify the institutional desired enrcllment state, campus
by campus.

* Help to identify product and market development opportuni-
ties.

* Design and implement a market research program to aid in
enrollment planning and decision-making.

* Review and react to institutional strategic plans.

Perhaps the most important role of the task forces, would be to
communicate information about goals, enrollment strategies, and
progress toward goals throughout the campus communities to
build confidence in and commitment to an institutional response
to the enrollment challenge.

2. Initiate an Institutional Goal-Setting Process to Build
concensus
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During the enrollment audit interviews it was apparent that
College administrators and faculty differed significantly in
their commitment to institutional growth goals. People could
not agree -- even in the aggregate -- on growth goals. Some
felt that no growth was desirable, Others felt that controlled
growth wae essential -- enroll more students only as resources

ncreased to maintain the quality of the education. Naturally,
opinions regarding the necessary resources and the quality
standards were highly subjective and varied significantly from
person to person. Finally, others felt that the College's
mission required it to grow as large as was necessary to meet
the educational needs of the community.

As long as the College is so widely divided on the institu-
tional enrollment goals, it will be difficult to mount a
concerted effort to achieve the College's full enrollment
potential -- and organizational climate health will be weakened
by people pursuing individual or departmental, and sometimes
conflicting, goals.

The task force recommended above can be used to clarify goals
and build commitment. In the process of setting clear enroll-
ment goals, it likely will be necessary to discuss and resolve
a number of issues that serve as disincentives or barriers to
growth and/or quality contrel. These will include:

The resources needed to maintain quality.

The balance between full-time and adjunct faculty.

The inefficient and ineffective class scheduling process.
The salary incentives designed to reward faculty who load
up on first-year courses and the expense of second year
courses. b

* % % %

None of these issues will be easily resolved nor will they be
resolved to everyocne complete satisfaction, but a process
should be implemented that clarifies enrcllment goals and build
consensus among the many faculty and staff who must work
together to achieve them. An active and motivated set of task
forces and a consensus-building process that clarifies
institutional enrcllment goals will contribute most to
enhancing organizational climate at OAKLAND COMMUNITY COLLEGE.
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SUMMARY

In this enrollment audit report, the consultants have attempted
to identify important institutional strengths that will drive
OAKLAND COMMUNITY COLLEGE toward achieving its enrollment goals
and the restraints that will prevent or inhibit the College
from achieving enrollment goals. The recommendations are
intended to focus attention on the strategies and actions that
will contribute most to short- and long-term enrollment
results.

In the consultants' opinions, OAKLAND COMMUNITY COLLEGE should
concentrate time and resources in the following ways:

Proguct

1. Educate faculty and staff to the limitations of the current
scheduling process and establish a more flexible class
schedule designed to meet the needs of students and contri-
bute more directly to achieving enrcllment goals.

2. Review the general education and occugational programs with
low enrollments and assess their viability. Develop stra-
tegies for strengthening viable programs that are under-
enrolled and for re~directing resources away from programs
with little or no potential.

3. Improve staff development opportunities for and orientation
of new and continuing adjunct faculty, as well as for full-
time faculty, as part of the College's strategy to build
and maintain high quality programs. -

4. Develop strategies to improve counseling and financial aid
services and improve students' perceptions of those ser-
vices. Cross-train admissions and financial aid staff
members to improve service to students.

Information

5. Initiate more comprehensive design and systematic implemen-
tation of the enrollment management databases: historical
admissions and enrollment information, competition informa-
tion, demographic trends and projections, and attitude ang
belief information from target audiences.

6. Centralize responsibility for data collection and research.

7. Automate data collection and analysis.
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Communication.
8. Build an adequate inquiry pool sufficient to generate the

10.

11.

12.

necessary number of applicants and matriculants from each
target population.

Maintain high public awareness and establish the desired
institutional position relative to competitors in the
metropolitan Detroit market.

Design and implement comprehensive communication systems
that influence and persuade students to inquire, apply for
admission, and enroll at OAKLAND COMMUNITY COLLEGE.

Train professional admissions and counseling personnel in
personal counseling-selling and other enrollment management
techniques.

Develop volunteer groups to support recruitment and reten-
tion efforts, including students, faculty, and alumni.

Management

13.

14.

15.

16.

Develop an organizational structure that centralizes
responsibility for coordinating enrollment planning in the
District Office and allows for the flexibility needed to
adapt and implement the master enrolliment plan effectively
on each campus.

Develop a comprehensive master enrollment plan with clear
recruitment and retention goals, key enrollment strategies,
and action plans including budgets and timetables. The
plan should be designed to meet the unique needs of each
campus.

Train and develop enrollment management staff in modern
enrollment management techniques.

Develop and implement a management reporting and evaluation
system designed to monitor progress toward goals.

Climate

17.

18'

Form an enrollment management task force that will help
institutionalize enrollment management at OAKLAND COMMUNITY
COLLEGE.

Initiate an institutional goal-setting grocess designed to
build consensus among faculty and administrators regarding
the future direction of the College.

The consultants would be happy to respond to any questions or
concerns raised by the audit report.
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The following information was reviewed b{tthe consultants in

preparation for the enrcllment audit vis

on September 8 -

9, 1988, and in writing this audit report.

*

*

*

A Report on High School Recruitment, July 3, 1986
Degree and Certificate Graduates Report October, 1987
Organization Chart September, 1986

College Discipline Credit Hour Comparison, Fall, 1987
and Fall, 1986

Recruitment Budget Information 1988-89

Sample Enrollment Report - Sex Distribution

Sample Recruitment Letters

Sample Academic Program Brochures: Management
Development, Landscape Technology, Robotics
Systems Technology, Alternate Energies, Electrical
Trades Technology

Visions of the Future Factsheet

1988-89 Bulletin

Fall, 1988 Tabloid Class Schedule

Admission Application and Notice of Admission
Oakland Community College At A Glance N
Oakland Community College . . . We're Here For You

Financial Aid Department Report to the Board of
Trustees, April 30, 1987

North Central Association Accreditation Site Report
for the Orchard Ridge Campus, April 15, 1987

Student Retention Study, June 2, 1987

Opinions and Attitudes of Citizens about Oakland
Community College, September, 1986

Community Needs Survey, February, 1987

Oakland Community College Needs Assessment Model,
February, 1987

ASSET Returning Student Retention Report, July 7, 1987



OCC 1984-1985 Graduate Class Follow-up Study, September,
1987

catalog of Recent OCC Research Conducted by the Office
of Institutional Research

Long Range Facilities Master Plan, November, 1986
Final Fall, 1987 Enrollments

Strategic Plan for the Learning Resources Centers,
March, 1988

Applications Transfer Study and Strategic Plan for the
Development of a Comprehensive Information System 1987 -
1992

0CC Self-~Study Report for the North Central Association
of Colleges and Schools 1987

OCC Self~Study Report Supplement 1987
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A survey was administered to a small sample of faculty,
students, staff, and administration from each of the five
campuses and from the Central Office. The survey was designed
to identify the important attitudes and beliefs about
enrollment related issues that are currently held by members
of OAKLAND COMMUNITY COLLEGE.

0f those who completed surveys, 10 (16%) were faculty members,
31 (48%) were staff members, 18 (28%) were administrators, and
5 (8%) were students. The respondents were distributed by
campus as follows: 30% from the Central Office, 28% from
Auburn Hills, 16% from Royal Oak, 13% from Southfield, 9% from
Orchard Ridge, and 3% from Highland Lakes.

Proguct

The respondents generally agreed that the College's programs
and services were strong. They felt that the number and type
of programs available were appropriate to meeting enrollment’
goals, that adequate career counseling was available, that
campus events help attract prospective students, that campus
faclilities are attractive, well-maintained, and that signage is
adequate, food services are adequate, transportation to the
campuses is available, and services are generally strong in
registration, financial aid, career counseling, the business
office, and the library. People generally felt that faculty
were available to students, concerned about helping students,
up~to-date in their fields, good teachers, that administrators
were available to students and concerned about helping
students. They felt that academic skill-building courses in
writing, mathematics, and study skills generally were
excellent.

Weak product areas included inadegquate resources to deal with’
students' personal problems, inadequate training for student
development personnel, lack of co-curricular activities that
relate to academic programs, and limited social opportunities
and campus clubs, People felt that good service to students
was not always recognized and rewarded at the College and that
poor service to students was not consistently discouraged. Job
placement was identified as a weak service, and most respon-
dents did not know much about the quality of the financial aid
services and procedures. Finally, the respondents felt that
the College lacked internships, cooperative work opportunities,
and independent study opportunities. They felt that learning
atiOAKLAND COMMUNITY COLLEGE was predominantly lecture-
oriented.
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Data

The respondents either did not know or felt that the College
lacked image information about the attitudes, perceptions, and
beliefs of the College's important constituencies, information
about the faculty's attitudes and beliefs, and information
about prospective students' attitudes and beliefs. Respondents
were evenly divided between feeling that the College had
information about present students' attitudes and beliefs and
feeling that this information was lacking. Respondents
generally felt that the College had sufficient information
about the environment, about attrition, and that the College
had adequate hardware to manage data and information. Most
people did not know if the College had information profiling
new students who enrolled, reporting current progress toward
application and registration goals, and information about
competing colleges and universities.

Respondents generally felt that the College lacked an
established approach or procedure to preparing and reporting
research results, that research was not currently an important
institutional priority, staff members were not available to
work with data and information, and software for managing data
and information was not available.

Communjcation

While people felt that the College used publications to build
interest and ?roject image, most felt that the publications
lacked a unified graphic image or identity and felt that the
timing of mailings and the production process were\%ess than
ideal. Most people did not know if publications incorporated a
planned promotional strategy or if they were based on market
research. Most respondents either did not know or disagreed
that the College combined publications, letters, and personal
contacts designed to influence the decisions of prospective
students. People generally felt that the quality and quantity
of communication with prospective students were 1inadequate.

Public relations was an area identified as weak by most
respondents, and people generally did not know if the College
attracted sufficient numbers of campus visitors and if the
visit procedures were effective. :

Respondents generally felt that awareness of the College was
high and that the image would meet students' expectations.
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Management

The respondents knew very little about the abilities and

alifications of the admissions personnel to perform their
jobs effectively. They seemed to feel that the admissions
counselors have been trained in the techniques of effective
admissions counseling, that they have the backgrounds to do
their jobs effectively, and they have good attitudes about
their work.

Most respondents did not know whether or not alumni, faculty,
and present students were involved in new student recruitment
activities, and many others felt they were not involved.
People felt that there was effective communication between the
admissions office and other offices at the College, that most
people at the College viewed the admissions staff with respect,
and that admissions offices had a warm, friendly atmosphere,
adequate parking, and were easy to find. Most respondents
did not know about the specific admissions goals, the
activities designed to achieve them, or the budget needed to
support the admissions plan.

mat

Respondents to the pre-audit attitudes and belief survey seemed
to feel that organizational climate issues could serve as
barriers to enrollment growth or stabilization. However,
during the audit visit a climate generally appeared to be
healthy and the consultants felt it would contribute to
achieving enrollment goals. The most serious potential climate
barriers to growth are the adversarial relationships fostered
by collective bargaining and the lack of clear organizational
enrollment goals to which people are committed.
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21.88 7.81 1.56 26.56

2 The programs svailable sre appropriste to meeting H H
enrol tment goals, s 18,75 7.8% 3.13 25.00 3.13 :

3 Unusual or special opportunities and facilities have
been identified.

4 Unusua! or specisl opportunities are sdequate to meet
enreliment goais. ‘

5 A program in academic advising exists that is
adegquate to meet students’ needs.

é Adequate career counsel ing exists to help students
explore career opportunities for their future.

7 There are interviews on the campus by potential
employers.,

¢ Adequate resources are available to deal with
students’ personal problems.

10 There are adequate staff members aveilable to carry
out the student development function -- advising,
counseling, placement, etc,

11 There are adeguate facilities available to carry out
the student development function.

12 there is adequate training of all personnel in : :
student development, : 12,50 1.56 20.31 ¢.38 10.94 :
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13 co-curricular activities such as newspaper, radio

station, magazines, and musical groups are active : :
end relate to the academic opportunties available. : 9.38 25.00 7.81 @ 14.06 :
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$4 Social opportunities and clubs on the cempus offer :
students an opportunity to develop interpersonal :
skitls and relationships that witl be valuable after :
graduation. :

15 The athlietic program snd facilities meet the needs
of all students to develop Lifetime skills and
abilities that will maintain heatth and vigor.

16 Campus events -- concerts, seminars, plays, and
speakers -- are offered frequently and ere planned
to stimulate the growth and cultural development
of the total commumity.

s we ¥

17 The compus s well maintained and gives 8 good
impression to anyone seeing it for the first time.

L]
"
]
Il
.
r
|
’
.
[
]
[
T
L
.
.
]
.
L]
v
+
*
[l
1
.
[
]
+
*
[l
[
]
L]
4
»
*
.
.
.
]
v
]
.
L}
’
.
[
[
’
r
r
.
.
[
[}
]
]
'
]
.
1]
v
1
"
]
13
3
[
.
T
0
[
L]
]
]
T
L}
L]
1
.
L]
]
,
T
]
.
- we t en e

18 sufficient signs ere placed on campus to enable H
visitors to find their way to and from various :
facilities. . .B1[46.88) 7.81 29.69 6.25 :

19 The buildings are weil maintained and clean. Any- :
time someone walks into one of the buildings, they :
are likely to be impressed. 9.38 17.1% 3.13 :

20 The food is adequate in quality and amounts to meet H
the expectations of the students. . .38(46.88)12.50 10,94 4.69 :

2% The food is served st times and in facilities that
are consistent with students’ expectations.

22 Recreational facilities and equipment sre adequate
to meet the expectations of the students. 10.94 21.88 10,94 :

R P bemsmmssessaniacmmns reremmessivennn . .

23 Transportation to and from the College is easy.
Adequate transportation is available to mest the
needs of the students.

26 1t is easy to find the campis. Directions to the
campus are adequately identified through good
quality signs.

25 Available resources in the local area are used by
the Cotlege.

26 The behavior of facuity, staff, and sdministrators
toward students is guided by & clear institutional
service strategy.

27 Good service to students is recognized and rewarded
at the College.
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28 Poor service to students is discouraged and

penalized at the College,

............

-------------------------------------------------------------------------------------------

29 Procedures in the finencisl aid office have been
clearly esteblished and asre aveilable for everyone

to review.
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30 The following service systems are excellent:

A. registretion.

B. health service.

C. financial aid.

D. personal counseling.

E. career counseling.

F. job placement.

G. advising.

H. recreation services,

}. business office services.

J. Library services.
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9.38(56.25) 4.69 15.63
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31 Forms used in the awarding of financial aid are:

A. of good quality.

B. easy to understand.

€. designed to leave the potential students with a
good feeling about financial aid.

..............................................

32 Ppolicies have been clearly established in regard to

packaging of aid:

A. X of individual student need to be met.

B. X grant.
C. X loan.

D. ¥ work.

............................................................

33 Billing snd financial aid are well integrated.
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3.13 23.44 10.94 1.56 1.56 :
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--------------------------------

1.56 21.88 9.38 7.8 1.56:
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3% Financial aid is awarded as soon after the student's
scceptence as possible.

X5 The instituticnal resources committed to the finane @
cial aid program sre adequate to meet the enrollment :
needs of the College. t

35 Attitudes at the College about financial aid and
its use in recruitment and retention ere generally
positive,

37 Mork study is generally used effectively at the
College; substantial numbers of students are used
in jobs that benefit both the College and the
students,

38 The reloationship between the sdmissions office and
the financial aid office is good.

39 The admissions staff has adequate knowledge of
financial aid -- the process of obtaining the finan-
cial forms snd sources of aid: federal, state,
local, and personal.

40 Faculty sre generally available to students in and
outside of class,

41 Students will say that fsculty are generslly
concerned about students.

42 sStudents will say thet faculty are up-to-date in
their fields.

........................................................................

43 students will say that faculty are good teachers.

---------------------------------------------------------------------------

46 Students will say that administrators asre available,
45 students witl say that administrators are concerned
about students.

------------------------------------------------------------------------

46 There is adequate general counseling available to
students,

-----------------------------------------------------------------------

47 Academic skill courses are excellent in:
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A, writing.
B. mathemstics,

€. study skills.
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48 iInternship programs are present in most majors. t 25,56 1.56 20.31
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49 Co-op opportunities exist in most majors, : 29.69 14.06

50 Independent study is a possibility in most programs, : 29.69 1.56 15.63
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51 Learning is action-oriented as opposed to lecture- :
focused. 1 23.44 14.06
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1 Image. The attitudes, perceptions, and knowledge
about the Cotlege sre regularly studied with
students in the primary territories. In the same
research instrument, attitudes towerd college and
collepe selection in general are also analyzed.
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2 Student ppinion. The feelings of your own students
about your College ere studied on & regular basis,
Attitudes sbout academic programs, faculty, social
programs, facilities, mdvising, etc., are snalyzed
and degree of satisfaction determined.

3 faculty. The feelings of the faculty toward pro-
grams and services are studied., Attitudes con-
cerning factors studied in the imape survey and
the student opinion survey ere studied in the
faculty for comparison,

4 Lost Prospects. Students who applied but did not H
enroll are sent a survey to determine the reasons :
for this action. :

5 Environmental Data. Information is regulerly H
collected from various sources about demographic :
trends, career opportunities, directions in educe-
tion, future majors, and feelings, perceptions, :
and attitudes of potential students. This informa-
tion is obtained on & federal, state, regional, :
end local level, : H

6 Cless Profile. Data is accumulated on all freshmen
and trensfers who enroll each fall and spring. This
includes mumbers, proposed majors, test scores, GPA,
geographic distribution, breakdown by counties in
key sreas, etc.
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7 Progrem Status. Sufficient data is regularly
collected in regerd to the admissions program to
evaluate its progress throughout the year, This
includes data on inquiries, pre-spplication pro-
groam, post-application program, deposits, and other

program elements.

8 Competition. Msterials are received from other :
colleges in & manner that will allow you to know :
what {s mailed, when, and how to potential fresh- :

men., The publications are reviewed so as to be

knowledgeable about the sppeals, majors, snd oppor-
tunities available et competing schools. :153.13,

23.44 1.56 21,88 9,38
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1.56 17.19 7.81
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RESEARCH/DATA (Continued) : 6 1 2 3 & 5
¢ Attrition. Research is conducted on campus which : :
will aliow your College to determine rates of : H
attrition for each class term. t 26.56 4.69 .69 14.06 3.13 :

10 Preparation Of Research. An esteblished approach
and procedure is used to prepare and report
research results.
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11 Use Of Research., Research materials are regularty H
used in planning, in preparation of publicetions, : H
in product considerations, and in manasgement of t :
enrol lment. ] 7.81 26.56 6.25 @

12 In _General. Research hes an important priority of : :
the College. : 4.69 :

13 Staff. Steff members sre availeble to work with

dats and information, : @ :

14 Hardware, Adequate hardware is availeble to develop :
data and information for institutional use. :

15 Software. Adequate software is available to develop : 3
data and information for institutional use. H By 3.13 31.25 3.13 :
COMMENTS
A
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OAXLAND COMMUNITY COLLEGE
Attitudes Survey

Several publicstions are presently used to build
interest and commitment in potentisf students. Each
publication 15 desipned to do & specific job,

.......................................................................

The publications used in admissions are designed
to create feelings as much as they are designed to
provide information.

.......................................................................

-----------------------------------------------------------

A promotional strategy is worked out each year that
is designed to help the admissions office meet its
goats.

Art work, theme, and style of each publication is
designed in such a way as to produce a “family"
sppearance for publications.

-----------------------------------------------------------------------------------

The timing of the distribution of publications is
adequate to obtain the best results from each
mailing.

...................................................................................

There are individuals on campus able to produce
publications to obtain the best results from each
mailing.

----------------------------------------------------------------------------

------------------------------------------------------------

...........................................................

...........................................................

............................................................

Publications are normally prepared in part based on
information developed in the research propram,

Telephone, letters, and personal contact sre
systematically used in the effective contact of
potential students.

The College’s recruitment effort seeks to contact &
high percentage (more than 70%X) of the inquiries
personally through telephone calls, school visits,
or campus visits each year.

Programs of communication have been constructed for:
A. referrals.

B. juniors.

C. seniors,

pD. trensfers.

E. before application.

F. after application.

G. after deposit,

H. in regard to financial aid.

L2
& <
g ¢ £ §
£ $ & & 8
¢ T2 5 &0
Iy & S
N R A T
:t 6 1 2 3 4 5 :
: 1.56 25.00 1.56 :
: 7.81 28.13 1.56 :
: 23,44 10.94
z 3.13:
H 6.25
H 14,06 ¢
: 26.56 9.38 :
: 3.13 34,38 6.25 :
: 1.56 17.19 4.69 20.31 12.50 :

; 20.31
: 1.56 10.94
; 1.56 20.31
: 12.75
; 37.50
; 40.63
; 1.56 17.19
: 1.56 39.06

1.56 17.1%
6.25 18.75
7.81 12.50

£1.88
1.56 20,31
3.13 14,06
6.25 17.1%

1.56 10.94

3.13
3.13
3.13
3.13
1.56
1.56
1.56

1,56
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COMMUNICATION {(Continued) : & 1 2 3 4 :
11 A general tone and style has been sgreed upon for : H
communication with potential students. t 28.13 3.13 28.13 4.69 :
12 This tone and style is effective and is used in all :
communications. : 20,31 4.69 26,56 6.25 :
13 The quality of ell commmications is adequate. H 10.94
14 TYhe timing of ell commnicetions is carefully H :
considered. H 7.81 :
15 There is an adequate amount of personal contact with : :
potentisl students. H 7.81:
16 Special events are conducted on the campus that help : H
to generate interest about the institution and its : :
programs. t 10.94 17.19 3.13 :
17 Special events are generally conducted well and seem : :
to be exciting to those students who sttend them, : 10.94 14.06 6.25 :
18 Publicity and communications to potential students :
about special events are well done. H 4.69
19 Special events are planned at & time when they will H
be of most help to the admissions office. 2 4.69 @
20 The sdmissions office plays a significent role in : :
designing, publicizing, and conducting special 3 :
events. : 10.94 ¢
21 Public reilstions is organized in such a way that : *’*-b\\ s
part of its mission is focused for admissions, : 6.25 :
22 The public relations area is staffed adequately to : H
carry out its mission. : 25,00 14.06 :
23 The public relations office sends out materials on :
8 planned basis to promote the image of the College. : H
These may include feature stories, public services, : :
etc. : 7.81 10.94 1.56:
24 The public reletions office works from an estab- H H
lished set of goals and objectives for the year. H 3.13 14,06 &4.69 12.50 3.13 :
25 The responsibility for campus visits presently : :
rests with 8 specific individual. : 35,94 4.69 17.19 3.13 :
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..........................................................

----------------------------------------------------------

26 It is easy for the admissions office to moke
arrangements for:

A. visits of potential students to classes.

B. contacts of potential students with present
students.

C. eppointments in which potential students may
meet with verious administratoers.

27 A campus tour is available in which potentiel stu-
dents get s realistic view of the campus --
facilities, services, and people.

28 Admissions counselors have been adequately trained
in good interview techniqyes.

29 Ssufficient numbers of students sre visiting the
campus to support the results expected in the
adnissions office.

30 Stretegies are used which will ensure that the
nutber of cempus visits will be adequate to meet the
needs of the admissions office,

31 There is sufficient follow-up to the campus visit
to detect any problems that may exist or may have
occurred during the visit.

..........................................................

----------------------------------------------------------

33 The fmage of the College generally will fit what
people want from it.

34 The messages used in publications and general com-
munication are structured from research and
targeted at the appropriate population.

----------------------------------------------------------

COMMENTS

. &
‘-8 ‘? 6‘5 & *-?
i > . £ o
¢ T2 5 8
: § & & 5§55 3
: 6 1 2 3 & 5
: &.69 32.81 3.13 21.88 1.56 :
t 3.13 26.56 4.69 20.31 3.13 :
: 4,69 31.25 6.25 12.50 7.81 :

.................................
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3.13 17,19 4.69
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MANAGEMENT :
1 The director of sdnissions has the experience :
needed to develop and maintein & progrem and get :
the results needed. This is indicated by types of :
positions, number of years in those positions, H
and the results of those efforts. H
2 The director can carry out those activities «- H
planning, directing, controlling -- that are essen-
tial in getting the results needed. :

3 The director has the personal end interpersonal :
skills needed to be an effective director -- :
decision-making, collecting, counseling, teaching, !
problem-solving, enalyzing, listening, etc. H

4 The director is interested in doing things the best
way end not the same way, He/she has new ideas
offen and seems to be very enthusiastic about his/
her work.

5 The director is highly motivated to do a good job.
Ke/she conveys this in all of his/her actions and
discussions.

& The staff feels good about the director of admis- :
sions. They are happy to be working with himvher :

“w se we e

and strongly support the director.

7 The admissions counselors have been adequately :
exposed to concepts of counseling and have been :
trained in interviews, visits, and telephone H
calling. They have been trained adequately to do H
their jobs. H

8 The counselors have developed knowledge of the :
school, their market sreas, and the students they :
are working with, H

9 The counselors have adequate backgrounds and pre- :
vious experiences to do their job., Their past job
histories and activities indicate that they should :
be able to do their job sdequately. s

10 There are sufficient admissions counselors to be :
able to obtain the results expected for our program. :

11 The counselors have specific goals for all of their

activities and are meeting them -+ high school :
visits, phone calls, letters, etc. :

-----------------------------

10.94 3.13 25.00 7.81 :

LR T T T Y
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MANAGEMENT (Continued) 3 4 5
12 The counselors have a good attitude sbout their H
work., They enjoy what they are doing and are highly :
supportive of the College and its mission. 6,25 7.81 4.69 :
13 Adequate numbers of students are available to aid in :
sdnissions: one per counselor, one per secretary, H
and three to four for extra work such as special :
mailings. This number would chenge as the nature H
of the program changed. 3.13 32.81 12.50 :
14 Students are readily available to act as tour guides. 3.13 26.56 10.94 ¢
15 Students ere used regularly to centect potential H
students. 32.81 15.63 :
16 Alumni are ssked for the names of potential students,: 1.56 26.56 7.81 :
17 Alumi are used to make contact with potential 3
students, 4.69 26.56 6.25 :
18 Alumi are used to host receptions for potential :
students., 4£.69 31.25 9.38 :
19 Alumni are adequately trained in the activities they : H
carry out for the College. 3.13 25.00 7.8 :
20 Faculty sre used in making contact with potential :
students. 3.13 32.81 4.69 :
21 The director of publications and the admissions :
office work together to create materials for use in :
..... iR s Rectuhesihieri
22 There is generally effective comunication between :
the admissions office and other offices of the H H
College. : 6.25 26.56 6.25 :
23 The admissions office is generally viewed with : :
respect by other offices of the campus. The admis- :
sions staff is viewed as a professional group : H
carrying out s critical job for the College. : 26,56 3.13 10.94 17.19 9.38 :
24 There are sdequate offices for the staff. s 17.19 4.69 20.31 9.38 :
25 There is an interview room separate from the offices : H
g0 that interviewing need not take place across a : :
desk or in a crowded office. : 34.38 3.13 20.31 3.13 3.13:
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MANAGEMENT (Continued) 3 4 5
26 The general stmosphere of the admicsions office is :
warm and friendiy. The office is well maintained H
and generslly gives & good impression. $2.50 14.06 6.25 :
27 There is adequete parking near the admissions office, :
The perking areas are well marked snd available. 1.56 12.50 4.69 :
28 There sre adequate signs to direct visitors to the :
adnissions office. The office {5 easy to find. 14,06 21.88 4.69 :
29 Reception in the sdmissions office is ususlly warm, :
People feel good just walking by the door. 14.06 17.19 6.25 :
30 The admissions staff knows where it is most (lketly ]
to obtain students. 7.81 12.50 :
31 coverage of geographic these areas is adequate to H
meet the needs of the College, 4.69 15.63 3.13 :
32 Heavy emphasis is put on maximizing personal contact :
with potential students in planning travel. 9.38 10,94 3,13 ;
33 The sdmissions staff hes worked out a schedule that :
puts them in heavy contact with students during the H
fall and spring. 1.56 37.50 6.25 7.8 3,13 :
34 There are adequate cars to meet the travel needs of :
sdmissions or there is compensation to personnel for : H
use of their own vehicles. : 313 6.25 4.69 :
35 The counselors in the edmissions office undergo a : :
training program on @ regular basis. : 3.13 26.56 9\3\5 :
mmmssimeemmtaiimesRsauemmmmiirecasssssrennmticsranactrmnntrihgooleaatatoceanttbeneettanma, - S
36 This program effectively prepares the admissions : H
counselors to do their jobs better. : 1.56 25.44 9.38 :
37 Modern techniques of training sre used frequently : :
in the adnissions office -- role playing, video : :
tape, and recordings. H 32.81 10.94
38 Five year goals have been established for the B B
admissions office in regard to: : :
A. transfers, : 7.81 15.63 7.81 :
6. freshmen. H 12.50 12.50 7.81 :
39 The goals are realistically tied to the budget of : H
the College. H 18.74 3.13 9.38 7.81 :

-------------------------------------------------------------------------------------------
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OAKLAKD COMMUNITY COLLEGE
Attitudes Survey

Goals are reviewed each year in establishing the
directions of the admissions office.

Program goals are established for each part of the
admissions program -- enrollees, deposits, appli-
cants, inquiries -- each year.

The sdmissions office is able to state how many
inquiries will be needed each year.

The admissions office is able to state gpecifically
how the inquiries will be obtained.

The admissions office is able to say when it will
obtain the inquiries.

Righ school visits are scheduled to provide the
admissions office with the maximum contact with
previous inquiries and new inquiries.

Strategies are used which ensure that the maximum
mnurbers of students turn out for high school vigits,

§sé
: é 1 2
: 1.56 28.13
: 21.88
: 1.56 12.50
: 12.50

12.50

3.3

----------------------

6.25

4.69

3.13

14.06

12.50

--------------------------------------

--------------------------------

--------------------------------

--------------------------------

-----------------------

--------------------------------------------------------------------------------------------

...........................................................

-----------------------------------------------------------

Procedures for the high school visit itself have
been carefully worked out to ensure that they will
be most effective,

The procedures for the conduct of a coliege or
career night have been careful ly worked out.

The salaries of the admissions staff are adeguate to
encourage professicnalism and longevity.

------------------------------------------------------------------------

--------------------------------------------------------------

The amount of funds in various budget categories
are sufficient to get the results expected from:

A. travel,

B. mailings.

C. telephone.

D. equipment.

E. publications.
G. materials.

1. meetings.

4.69 28.13
8.25 29.69
4.69 31.25
1.56 25.00
4£.69 18.75
1.56 25.00

7.81 28.13

3.13
1.56
1.56
1.56
4.69

1.56

4.69
7.81
4.69
15.63
12.50
12.50

4.69

--------------------------------

------------------------------

-------------------
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OAKLAKD COMMUNITY COLLEGE
Attitudes Survey

An evaluetion progrem has been established to
measure results in the following aress:

A. asmount of mafl contact with students.
B. counselor activities.

C. inguiries.

D. status of prospective students.

E. telephone calls.

F. counselors’ weekly sctivities.

G, totsl program,

K. timing.

I. weekly results,

The admissions director is able to use this data to
evaluate the status of the program.

The admissions director is able to take action in
problem areas that may have been found in the
evaluation process.

A specific program has been developed in the admis-
sions office for the recruitment of transfer
students.

Articulation of transfer students is not difficult
in regard to transfer of credits. Policies are in
line with schoot policies but sre not overly harsh.

& . &

N S
: 6 1 2
:
: 17.1¢9
Ny 14.06
.:. 18.75
: 10.94
; 10.94
; 1.56 14,06
: 1.56 7.81
1.56 7.81
; 1.56 9.38
; 1.56

------------

------------

------------

-----------------------------------------------------------------------

............................................................

Financial aid is available to trensfer students in

smounts sufficient to meet the goals of the College.

...........................................................

Special activities are undertaken in the recruiting
of trensfers:

A. visits.
8. programs.

C. tours.

-------------------

18.75 4.69

L

1.56 23.44 9.38
3.13 15.63 4.69
3.13 20.31 3.13
3.13 18.75 6.25

1.56 23.44 4.69

En vy er ss Be 3% ww ws gy ws

6.25 25.44 4.69 :

3.13 23.44 4.69

1.56 21.88 4.69

4.69 17,19 3.13 :

--------------------

1.56 18.75 4.69

--------------------

3.13 18.75 4.69

6.25 4.69 3.13

....................

7.81 20.31 3.13

7.81 25.44 3.13
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6.25 23.44 3.13

--------------------
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CLIMATE

1 The organfzetion expresses a great deal of hostility.
This can come out between people or people sgainst
things.

2 We are constantly trying to get more and more done
with less snd less time.

3 People in the organization ere competitive about »
great many things.

4 People in the orgsnization are constantly thinking
about achievement. It is & priority in terms of
attention,

-----------------------------------------------------------------------

5 People are looking for things to do even when there : H
is & time for relaxation. : 15.63 1,56 15.63 9.38 3.13;:
& There is Little time for relaxation in our :
orgsnization. : 3,13 15.63 H
7 Power is rarely a hidden agenda or obvious priority : :
in our organization, : 15.63 14.06 :
8 The slightest tensions cause people to go into high : :
gear, : 12,50 4.49 3
9 There is not a great desl of blaming in the organi- : :
zation. People accept responsibility for their H :
decisions. : 938 1. .38 :
10 1t feels as if people dump on others too freguently. : 9.38 3.13
%1 People generally are patient with each other and do : :\ :
not get annoyed easily if they have to wait for H :
things. : 3.13 3.13 6.25 :
12 People are quickly labeled in the organization in : :
position and negative ways. : 9.38 17.19 1.56 :
13 People in our organizstion are very judgmental. : 7.87 15.63 1.56 :
14 There is a great deal of aggression against other : :
schools or other offices in our school. s 12.50 4.69
15 Mistakes and problems are often ignored or covered ¢
up. : 7.8t .81 9.38 :
16 People in our organization generally feel close to :
each other. T 6.25 3,13 1.56 :
17 It is easy to talk to my peers about problems, + 3,13 12.50 4.49 :

--------------------------------------------------------------------------------------------
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18 It {s easy to talk to people at the higher levels
in our organization sbout problems.

19 People in our organization often behave 8as if our
school was inferior,

20 People are generally afraid of being exposed as not
very capable.

-----------------------------------------------------------------------

21 People in our orgenization show emotions freely.

22 Attitudes in our organization sbout most issues ere
hardened and inflexible,

23 People in our organization generatly feel supported
in their work.

24 People in our orgsnizetion generally feel that they
controt their own fate.

-----------------------------------------------------------------------

25 People in our organization are generally complisnt.

26 When people in our organization receive praise,
others are generally excited about it.

27 Pecple in our organization generally look for flaws
immediately in sny report.

28 When & crisis occurs, people feel as if they can
handle enything that comes afong.

29 People in our organization do not dwell on past
mistakes.

.......................................................................

30 People in our organization generally hendle
criticism well,

------------------------------------------------------------------------------------

31 We generally have a philosophy of peace at any price,

32 We feel, as an organization, that we have control of
our fate.

33 People in our organization generally minimize
important events.

34 When confronted with crisis, people in our organiza-
tion generally collepse.

-----------------------------------------------------------------------------------




