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Undergraduate Recruitment, Enrollment and Retention Management Plan

Overview and Statement of the Challenge
Between the years of 2003 and 2013, the University of Memphis has seen fluctuations in enrollment at both the undergraduate and graduate levels.  Given differences in both funding models and core missions, graduate enrollment will not be discussed here (only referenced in terms of total enrollment).  A separate plan is being developed for the Graduate School, along with efforts to recover cost savings from a current total budget allocation estimated at $18 Million.   Even if the Graduate School shrinks in coming years, it likely will be far more profitable given the heavy investment in tuition waivers and graduate student stipends.  At the undergraduate level, the University grew from a total of 15,209 students in Fall 2003 to 17,966 in Fall 2011, the highest enrollment in this ten-year window.  In Fall 2012, the undergraduate enrollment declined from the 2011 high and in Fall 2013 enrollment was 17,222.  Despite state and national trends (and related challenges), there are a number of variables unique to the University of Memphis that are both converging and contributing to the decline in overall enrollment, particularly at the undergraduate level. These include the following:
1) A stagnant application pool for first-time freshman (FTF) (despite improvements in overall quality as evidenced by mean and general distribution scores for ACT and GPA).
2) A continuing decline in the overall yield rate from the FTF pool.
3) Declining numbers of transfer students.  Our two largest feeder schools (i.e. Southwest and Dyersburg) have experienced historic declines in recent enrollment numbers. 
4) High rates of attrition among first-time freshman (not transferring to another school), coupled with high transfer-out rates, with both combined approaching or exceeding 40% across all colleges.  Efforts need to target developing more significant connections between FTF and the campus.  High attrition rates this early in the experience suggest poor integration and assimilation into the University of Memphis at any level.  
5) Continuing high attrition rates among advanced students not transferring to another school (i.e. sophomore, junior and senior status students).  Using Fall 2012 numbers, the attrition rates for all students (not transferring to another school) for the primary colleges are below (with percentage of total college enrollment in parentheses):
College[footnoteRef:1]	Total Number	Percentage [1:  FSBE=Fogelman College of Business and Economics; CCFA=College of Communications and Fine Arts; CEHHS=College of Education, Health, and Human Sciences; COE=College of Engineering; UC=University College; LSON=Loewenberg School of Nursing] 

a.  Arts & Sciences 	854	23%
b. FCBE	430	15%
c. CCFA	249	8%
d. CEHHS	279	11%
e. COE	163	5%
f. UC	278	9%
g. LSON	Numbers currently unavailable/questionable
Total Students Lost	2680 (including LSON estimates)
As is evident, the attrition rates of students not transferring to another institution of higher education are substantial across colleges, and an issue that warrants strategic response.  As a reminder, the majority of our students are NOT underperforming academically.  The six-year average for all students with a GPA at or above 2.7 is almost 57%.  
6) Limited institutional support (i.e. targeted advising, efficient degree pathways, and effective re-direction strategies) for lower-performing students in particular.    

Using Fall 2012 data, the overall attrition rate from the university was 16% across all students (N=2,680) that did not transfer or attend another university.  The overall attrition rate is higher if transfers are considered, with it approaching 30%.  Retaining students already attending the University of Memphis represents our greatest challenge.  It is critical to recognize that many students leave the University in good academic standing but do not attend another institution of higher education.  Pilot studies indicate such losses are primarily the result of financial challenges (including exhausting loan capacity) and psychosocial issues.  In short, the University of Memphis is grappling with an enrollment problem that is more expansive than the recruitment of first-time freshman, it’s one characterized by profound retention challenges among sophomores, juniors and seniors.   The good news is that these are problems we can target in specific fashion and likely influence on a short time horizon.  

The University enrollment goal for the 2016 academic year is 23,000 students.  This includes both undergraduate and graduate students.  A key assumption is there will be no increase (or marginal decreases) in graduate enrollment outside of the Cecil C. Humphreys School of Law.   Given that the School of Public Health has yet to achieve accreditation, it is not incorporated into these projections.  Accordingly, greater increases could be realized depending on the accreditation horizon for the School of Public Health.  Current projections exceed 23,000, i.e. if graduate enrollment remains stable.  This provides some cushion for contraction of the Graduate School (i.e., with a positive financial impact on the University). 

Target enrollment goals include the following (using Fall 2013 numbers for comparison):
1) An increase of 11% in first-time freshman (N=264 students per year) to a total class size of 4042 in 2016 (includes transfers).  Growth in the second year would be 9.9%.  Rationale for growth projections is included below in the strategies section (using Royall & Company averages).  Total growth would be 528 students.  This does not factor in variable attrition from freshman to sophomore years; that is considered in the numbers below.  
2) Enhanced enrollment through improved retention across the colleges (a 33% reduction in attrition across colleges at all students levels over the next two years):
a. College of Arts & Sciences  	250 students
b. FCBE	150 students
c. CCFA	80 students
d. CEHHS	120 students
e. COE	60 students
f. University College	100 students
g. LSON	124 students
Totals	884 Students
3) Growth in students enrolled purely online of approximately 10% over two years, a total of approximately 200 students.  A separate online plan has already been distributed and is summarized below.
4) Growth in the yield rate for dual enrollment students of approximately 10% over two years, a total of 100 students.  See the brief summary below.   
5) New enrollment generated from the 90+ initiative (see below) of approximately 20% over two years (N=2,020), for a total of 404 students.  
6) Growth in enrollment in the Cecil C. Humphreys School of Law by 10 students per year (using out of state tuition waiver program), for a total of 20 students.
7) Growth in Lambuth campus to 1,000 students across all programs.  Total growth would be approximately 250 students.  The LSON program will grow by a total of 40 students this coming spring, meaning all other programs will need to realize growth of 210 students.

Total growth projections:  2,386 students.  This would result in a total enrollment of 19,608 undergraduates and total enrollment of 23,866 (with stable graduate enrollment).  This projection allows for significant decline in graduate enrollment in order to meet the 23,000 target. 

The University of Memphis serves a broad range of student constituencies, consistent with most urban public research universities. Accordingly, the strategies to grow enrollment (including enhanced retention) are summarized across different target groups.

First-Time Freshman.  Strategies to grow enrollment of FTF include the following:
1) Contract with Royall & Company to help grow the stagnant application pool while maintaining academic standards. On average, Royall & Company has helped grow university application pools by 34%, with an increased yield rate of 11%.  This will allow enrollment services to focus specifically on increasing the overall yield rate from the application pool, along with the dual enrollment pool.  This effort is already underway.  A contract has been signed.  
2) Reconfiguration of enrollment services into a one-stop shop.  Again, this will hopefully improve efficiency and assist in increasing yield rate from the FTF application pool.  This effort is already underway.
3) Integrated Enrollment Management Support Structure.  Fully develop the recently established Enrollment Management Support Structure, which is a series of partner committees across campus addressing success of the University of Memphis recruitment and enrollment programs including recruitment, orientation, scholarship, retention, and related outcomes.  This effort is already underway.
4) Strategic coordination with colleges to involve deans and faculty in the recruitment process.  National data indicate that one of the most effective strategies for increasing yield rates among applicants is the direct involvement of faculty.  The hope is to create the concept of the Recruitment Moment among the various departments, colleges, and offices on the campus.  The Recruitment Moment is brief but can be a powerful moment.  The term represents the moment in a dialogue where the other person, interpreted as potential student, is anxious to hear what someone has to say and the time can be used to provide as much information as possible until the moment disappears.  These Recruitment Moments may be topic specific and short-lived, but it provides an experience to the potential student, and possibly the family of that student, that engages them in a desire to know more about the University and feel connected to the University by more than a webpage interaction.  The Recruitment Moment encapsulates the achievement of the desired communication effect, also known as persuasion, to the receiver.  This concept enforces the reality that everyone has the potential to impact the common goal of enrollment growth and retention whenever there is engagement with a potential student.  This effort is already underway.
5) Continuing use of CollegeWeekLive  (http://www.collegeweeklive.com/en_CA/guest/app-colleges) to broaden national exposure and increase application pool.  This effort has proven promising in its early stages.  This effort is already underway.
6) Dual enrollment initiative.  A dual enrollment growth plan has been developed, distributed, and has already exceeded 2013 target numbers.  The yield rate from this group has been surprisingly low, i.e., 25%.  Bill Akey has been reassigned to work on this initiative alongside enrollment services.  This effort is already underway.  
7) Application fee waiver program.  The possibility of waiving the application fee for targeted groups or uniformly across all applicants (FTF and transfers) is being explored.  This program is being actively explored. 
8) Development of a co-op program.  Kevin Roper is working with Kelly Penwell (Director of Applied and Experiential Learning, including internships) to launch this effort in the coming year.  This should have substantial impact on student interest and, in particular, FTF. 

90+ Initiative (Targeting students no longer enrolled with 90+ hours that have not re-enrolled at another institution of higher education).  Dr. Dick Irwin (University College) has already launched this initiative targeting students leaving the University of Memphis with 90+ credit hours, but not enrolling in another institution of higher education.  The possibility of an academic amnesty program is being explored.  Some of these students are unable to pay accumulated fees that would be required in order to complete their degrees. The possibility of waiving those fees is being explored, along with efforts to raise private donations to cover these expenses.   A concept analysis has already been completed and a financial analysis is pending, with feedback from the initial pilot. This effort is already underway.  

Online Growth Initiative.  An online development master plan has already been distributed.  An external partner has been engaged (i.e., Academic Partnerships) to assist with a pilot study targeting enrollment growth in a limited number of graduate programs (Nursing, Education, Business), with a goal of launching this year.   An external partner is needed since we do not have the infrastructure to gain national exposure and reach with our programs, along with provide the essential infrastructure support necessary to assist enrolled students.  Academic Partnerships has the capacity to provide a full service experience for our students, from enrollment through graduation.  The recent IT integration allows for additional resources to be assigned to Dr. Lattimore to assist in the development of program content for transition to online delivery (all other services will be provide by Academic Partnerships).  A contract proposal is being actively reviewed.  This effort is already underway.  

Veterans.  A University of Memphis Veterans Center has been designated and is in the process of being equipped and staffed. In addition, a Veterans Enrollment Taskforce is being formed.  A volunteer outside consultant has been engaged (a retired military officer). She was responsible for developing and implementing a system-wide Veterans effort for the University of Georgia System.  A strategic plan has already been developed and is available for review. The Taskforce will be appointed this week. This effort is already underway.  

Non-traditional Students. Although a specific campaign has yet to be developed for non-traditional students, one will be developed and implemented in the spring.  Dr. Irwin (and a Core Competency Taskforce) has already completed a proposal for a “competency-based curriculum model” that is making its way through the Faculty Senate, Undergraduate Council, and Graduate Council.  Adoption of a competency-based model will allow us to fully engage non-traditional students.  This effort is already underway.  

Lambuth.  As noted above, projections for the Lambuth campus are included above, all consistent with original projections when the campus was acquired.  The search for a permanent vice-provost for the Lambuth campus has been launched. An executive committee was formed several months ago, comprised of deans from the colleges with programs currently at Lambuth.  Each of the involved programs (i.e., Nursing, Music Industry, Business, Biology) are fully engaged in efforts to grow their respective programs.  A new administrative structure is also being implemented at Lambuth in an effort to facilitate greater efficiency and effectiveness in day-to-day operations. This effort is already underway.  

Cecil C. Humphreys Law School. The issue of out-of-state tuition has proven a significant barrier for out of state enrollment.  The waiver program in the Law School has been expanded (previously at a cap of 5 per year). It is anticipated that the waiver expansion will result in significant growth over the coming five years.  Current growth estimates are quite moderate. This effort is already underway.  

Enrollment Growth Through Enhanced Retention.  As noted above, each college dean has been challenged to improve retention, working directly with vice-provost Shannon Blanton.  I am asking Dr. Blanton to head a Deans Retention Enhancement Committee starting immediately, tasked with evaluating and implementing retention strategies in the colleges, departments, and programs.  Similarly, I recently challenged Dr. Blanton to review all of our active retention efforts, with recommendations pending on potential elimination, consolidation, and our expansion.  In particular, programs currently being evaluated include: ACAD Leaders (peer-mentoring), ACE Scholars (academic coaching), and the First Scholars Program (remarkably successful). I have been in active discussion with the Suder Foundation about the possibility of expanding the First Scholars Program to involve a much larger student cohort.  Dr. Blanton has already implemented a Retention and Degree Completion Planning Group.  This effort is already underway.  
1. Development of a Writing Center.  Early evidence suggests that the ability to communicate in both oral and written form is essential for success at the university-level.  The vast majority of major public universities provide writing centers to assist students.  The inability to communicate effectively in written form is one of the most frequent complaints registered by faculty members.   Proposals to establish a writing center have been offered over the past decade.  We will explore the possibility of starting a limited service writing center this coming academic year.  

Degree Pathway Initiative.  An efficient and effective degree pathway is essential to retention and timely graduation for our students.  As of last week, I have requested that all deans develop a degree pathway taskforce, charged with developing efficient and effective degree pathways for their respective programs.  Gary Donhardt, in the Office of Institutional Research, has developed a degree mapping program that will help us move effectively redirect students with targeted major degree clusters, ensuring that they get maximum benefit from previously completed coursework.  This effort is already underway.  
1. As part of the degree pathway initiative, the possibility of a “tuition contract” is being explored. The contract would provide a direct financial incentive to the student if he or she meets performance standards (i.e., requisite number of hours in the 5-year degree pathway and a minimum GPA of 2.7).  The incentive would include no increase in tuition costs for the coming academic year, along with up to 6 hours of “free” courses in the following summer session.  Utilizing the summer session would allow us to maximize currently under-enrolled sessions, along with containing potential financial losses.  It would essentially move to the campus to a 12-month model, along with providing additional opportunities for faculty to earn additional income.  Business and Finance is currently projecting a financial model for the proposed “tuition contract” and the necessary administrative management structure is being explored. 

Faculty Performance Bonus Program.  The possibility of a faculty performance bonus program is being explored.  More specifically, faculty and staff would receive a 1% bonus payment at the end of each academic year in which enrollment and retention targets were met.  Senior academic leaders (deans and above) would not be eligible.  Additionally, the highest performing college would receive an additional .5% (total of 1.5%) payment to faculty and staff.  These would be bonus payments, not enduring salary commitments.  A financial model will need to be run in order to assess feasibility.  There are ethical restrictions on the payment of bonuses to recruitment personnel.  Vice-provost Betty Huff is exploring the possible structure for any incentive program targeting enrollment and retention.  






_____________________________________________________________________________________
University of Memphis Mission Statement

The University of Memphis is a learner-centered metropolitan research university providing high quality educational experiences while pursuing new knowledge through research, artistic expression, and interdisciplinary and engaged scholarship.

University of Memphis Values Statement

The University of Memphis, as an engaged learning community, celebrates:
· The pursuit of excellence in teaching and research as the highest measures of successful achievement.
· Interdisciplinary collaboration, artistic expression, and research as vehicles for leveraging our resources, solving problems, and multiplying our accomplishments.
· The transfer and dissemination of knowledge with community stakeholders for the intellectual, economic, and social advancement of our community.
· Innovation and creativity in everything we do.
· Respect for diversity and individual worth.
· Integrity and transparency in all our actions.
· Responsible stewardship and conservation of resources.
· Stewardship of wisdom, knowledge, and information created by our predecessors.
· Leadership and involvement in the economic, social, and professional growth of Memphis, the state of Tennessee, and the nation.
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