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LEGAL CAVEAT

EAB Global, Inc. ("EAB”) has made efforts to
verify the accuracy of the information it provides
to members. This report relies on data obtained
from many sources, however, and EAB cannot
guarantee the accuracy of the information
provided or any analysis based thereon. In
addition, neither EAB nor any of its affiliates
(each, an “EAB Organization”) is in the business
of giving legal, accounting, or other professional
advice, and its reports should not be construed as
professional advice. In particular, members
should not rely on any legal commentary in this
report as a basis for action, or assume that any
tactics described herein would be permitted by
applicable law or appropriate for a given
member’s situation. Members are advised to
consult with appropriate professionals concerning
legal, tax, or accounting issues, before
implementing any of these tactics. No EAB
Organization or any of its respective officers,
directors, employees, or agents shall be liable for
any claims, liabilities, or expenses relating to (a)
any errors or omissions in this report, whether
caused by any EAB organization, or any of their
respective employees or agents, or sources or
other third parties, (b) any recommendation by
any EAB Organization, or (c) failure of member
and its employees and agents to abide by the
terms set forth herein.

EAB is a registered trademark of EAB Global, Inc.
in the United States and other countries. Members
are not permitted to use these trademarks, or any
other trademark, product name, service name,
trade name, and logo of any EAB Organization
without prior written consent of EAB. Other
trademarks, product names, service names, trade
names, and logos used within these pages are the
property of their respective holders. Use of other
company trademarks, product names, service
names, trade names, and logos or images of the
same does not necessarily constitute (a) an
endorsement by such company of an EAB
Organization and its products and services, or (b)
an endorsement of the company or its products or
services by an EAB Organization. No EAB
Organization is affiliated with any such company.

IMPORTANT: Please read the following.

EAB has prepared this report for the exclusive
use of its members. Each member acknowledges
and agrees that this report and the information
contained herein (collectively, the “Report”) are
confidential and proprietary to EAB. By accepting
delivery of this Report, each member agrees to
abide by the terms as stated herein, including
the following:

1. Allright, title, and interest in and to this
Report is owned by an EAB Organization.
Except as stated herein, no right, license,
permission, or interest of any kind in this
Report is intended to be given, transferred to,
or acquired by a member. Each member is
authorized to use this Report only to the
extent expressly authorized herein.

2. Each member shall not sell, license, republish,
distribute, or post online or otherwise this
Report, in part or in whole. Each member shall
not disseminate or permit the use of, and shall
take reasonable precautions to prevent such
dissemination or use of, this Report by (a) any
of its employees and agents (except as stated
below), or (b) any third party.

3. Each member may make this Report available
solely to those of its employees and agents
who (a) are registered for the workshop or
membership program of which this Report is a
part, (b) require access to this Report in order
to learn from the information described herein,
and (c) agree not to disclose this Report to
other employees or agents or any third party.
Each member shall use, and shall ensure that
its employees and agents use, this Report for
its internal use only. Each member may make
a limited number of copies, solely as adequate
for use by its employees and agents in
accordance with the terms herein.

4. Each member shall not remove from this
Report any confidential markings, copyright
notices, and/or other similar indicia herein.

5. Each member is responsible for any breach of
its obligations as stated herein by any of its
employees or agents.

6. If a member is unwilling to abide by any of the
foregoing obligations, then such member shall
promptly return this Report and all copies
thereof to EAB.

eab.com
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» Then hardwire those insights
into your organization using

, our technology & services
Start with best

practices research

Enrollment Management

Our Enrollment Services division provides

Research Forums for presidents, data-driven undergraduate and graduate

. . . solutions that target qualified prospective
provosts, chief business officers, students; build relationships throughout the
and key academic and search, application, and yield process; and
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> At the core of all we do
Student Success

Members of the Student Success Collaborative
use research, consulting, and an enterprise-wide
. . student success management system to help
pressing issues students persist, graduate, and succeed.

> Peer-tested best practices research

> Answers to the most

Growth and Academic Operations

Our Academic Performance Solutions group
partners with university academic and business
leaders to help make smart resource trade-offs,
improve academic efficiency, and grow academic
program revenues.

1.2B* 1M* 1,200 1

Student interactions Individuals on our student Institutions we are Goal: Make
annually success management system proud to serve education smarter
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®
Executive Summary )

Five Keys to Effectively Serve Graduate and Professional Students

Conduct student and employer demand validation before program launch

Institutions must conduct rigorous labor market analysis, student demand validation and
both an internal and external competitor analysis prior to launching a new program. This
will allow institutions to better gauge the enroliment potential of new offerings while
acknowledging any potential cannibalization from existing programs. These analyses
should use multiple regional and national data sources to identify viable student
markets, potential industry partnerships, and high-demand curricular strategies.

Segment the market based on prospects’ career stage and goals

Professional graduate students are not a homogenous group. Prospects often seek out
graduate degrees in order to change or advance their careers. Institutions should tailor
their offerings and marketing strategy to the segment of the market they aim to serve to
remain competitive. For example, students wishing to advance their career may benefit
more from learning specific new skills rather than a complete credential.

Use revenue-sharing policies to incent new program development

To build a revenue-sharing model that accurately reflects strategic goals and priorities,
institutions should consider how individual elements of their budget process can be
leveraged to incentivize revenue growth and cost control, set performance targets, and
fund strategic priorities. In this case, institutions should share online tuition revenue with
academic departments to incentivize new program development.

Create efficient program launch policies to capture market opportunities

Optimal program launch processes should take between 6-24 months to ensure that
institutions conduct rigorous demand validation and develop targeted marketing
campaigns while remaining market-responsive. To this end, institutions should allow
program approval committees to meet as needed (as opposed to at monthly or quarterly
intervals) and allow governance bodies to vote electronically or via email to effectively
respond to student and employer demand in a timely manner.

Add capacity to student support services through self-service offerings

Online students require the same kind of student support services as traditional on-
campus students. However, the means of service delivery should match the modality of
instruction. Institutions should develop easily accessible online support services and
triage high-level concerns to the appropriate office to ensure that there is no gap

in service.
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More Challenging and Expensive to Reach

Understanding the Market for Graduate and Professional Students

It is harder to sustain enrollment and revenue performance in graduate and professional education
than even a decade ago. Master’s degree conferrals are flattening. Competition is increasing in both
traditional professional education fields like business and law, as well as “"new” and niche fields like
analytics. The increasing competition is perhaps most notable in the growing cost to recruit adult
learners. One measure of this expense is the 226% increase in cost per click for graduate program
search terms from 2009-2014.

Conferrals Now Flat Increasingly Expensive to Recruit
Number of Master's Degrees Conferred by Year

226«
600000 / 0]
400000 Increase in cost per click for
200000 graduate programs from 2009-
2014, as high as $88 for "RN to BSN
0 Online” and $69 for “Online MBA"”
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= MS - Analytics 2001 to 2015, compared to master’s degrees
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| . market research Support for
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requests on data i
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Moreover, student preferences are shifting in the post-recession market from degree programs to
short-format post-baccalaureate credentials. Competitors include not only traditional higher education
institution peers but also a range of non-traditional and alternative providers. Success in this market
requires the ability to quickly launch flexible offerings that confer skills and knowledge aligned to
emerging employer demand, robust marketing capabilities, and dedicated student support services
that reflect the unique needs of this audience.

Source: U.S. Department of Education, National Center for Education Statistics, Higher Education General Information Survey

(HEGIS), "Degrees and Other Formal Awards Conferred" surveys, 1970-71 through 1985-86; Integrated Postsecondary

Education Data System (IPEDS), "Completions Survey" (IPEDS-C:91-99); and IPEDS Fall 2000 through Fall 2015,

Completions component. NCES; “Master Degree Programs in Analytics and Data Science,” Institute for Advanced Analytics:
1) EAB's Continuing and Online Education Forum North Carolina State University, Oct. 27t, 2016; Keypath Education data’ EAB interviews and analysis.
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Key 1: Conduct student and employer demand validation before program launch

Leveraging Organizational Structure for Efficiency

Achieve Economies of Scale with Centralized Administrative Support

The organizational structure and division of responsibility between continuing and online education
(COE) units and academic departments is an important piece of the program launch puzzle. An
institution’s organization structure often lies on a spectrum ranging from complete departmental
ownership of all program development components with little to no central support to completely
independent COE units that are academically and administratively centralized. Within this spectrum it
is preferable for institutions to opt for some degree of centralization.

Realize Operational Efficiency by Delegating Administrative Tasks to COE Unit

Decentralized Model

Academic departments
typically develop online
programs with little to no
centralized support

Online units are academically and administratively
centralized but vary in the degree of involvement
from academic units

Possible pitfalls: Shared Service Unit: Independent COE Units:
— More reliant on core, COE unit responsible for
® Dupl|§:at|on of tenure-track, or tenured both academic and
functions across e .
campus faculty for content administrative
development while COE functionalities and rely on
4 Complex, inefficient units provide centralized adjunct and contract
approval processes administrative support faculty for teaching support

While the level of centralization varies across institutions, some degree of

centralized administrative support allows institutions to realize economies of scale
while remaining agile enough to respond to changing market preferences.

In a completely decentralized model, academic departments develop online programs across the
institution in an ad hoc manner, without considering the strategic needs of the institution more
broadly. Each department replicates some of the core administrative functionalities such as marketing
and instructional design support, which increase costs and inefficiencies. However, in centralized
models institutions are able to break down the program launch process into its requisite components
by creating a centralized hub for administrative support while, in the case of a shared service model,
allowing faculty to dedicate their time to content development and market demand validation.

Source: EAB interviews and analysis.
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Key 1: Conduct student and employer demand validation before program launch

If We Build It, Will They Come?

Ensuring Sufficient Demand before Program Launch

More often than not, traditional program launch processes do not include relevant internal and
external market analyses and rely extensively on anecdotal evidence and faculty desires rather than
student and employer demand. A more rigorous program launch process includes a needs assessment
and basic market research. To do this effectively, institutions should evaluate labor market demand,
student demand, and conduct internal and external competitor analyses.

Require Data-Driven Market Analysis Before Launch

Informed Go or No-Go Viability Audit: Are
Collect Internal and Decision Targets Being Met?
External Market Data
Internal Data Funding Allocation Program Evaluation
« Application and inquiry trends in Central seed funding Opportunity to reassess
comparable face-to-face programs based on initial needs and target market or curricular
growth potential offerings

External Data

» Graduate figures, by field and by
competitor (IPEDS)

Sample tools available on the Online Education Strategy Resource Center on eab.com

°£\:‘° . Student and Employer Demand
]I.l.l SEEE [DRTEG) [FroEs Validation Check List

As part of the Online Education Strategy Resource Portal EAB has collated resources and tools
designed to help faculty leaders and program heads develop and launch new online programs and
revitalize existing academic programs. The Portal includes tools for every step of the process including
how to analyze existing programs, conduct market demand validation, design new programs, estimate
costs, and facilitate institutional change management.

Source: EAB interviews and analysis.
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Key 2: Segment the market based on prospects’ career stage and goals

Getting Beyond “Working Professionals™

Develop Targeted Programs across a Prospect’s Career Lifecycle

Launching and repositioning programs that can compete in a challenging market for online
professional graduate students requires a nuanced understanding of what motivates students to
enroll. However, more often than not, institutions treat these students as a homogenous segment
without recognizing their diverse needs and motivations. A closer analysis reveals new opportunities
for units to design programs that appeal to more precise micro-segments and develop targeted

recruitment strategies accordingly.

§ Upskilling in Seeking Facing Returning to Preparing for a Pursuing a
2 Place Promotion Replacement Workforce Switch Passion
K
"My career "I haven't ny "I'm looking
., 5 . want a
doesn'’t exist worked in a petter iob.” for a career
anymore.” long time. Job- with meaning.”
>
e
5 Require intervention to recognize educational need.
o
Lan] .
@ Inform about Explain how to Articulate Introduce
€ job options refresh skills pathways to meaningful
8 J ’ ' better jobs. alternatives.
3
O
"I need new " . "
skills to keep 1 need t.o build "I need 1 need to "I need to prepare for a career
s new skills for o, develop - ”
up with job ” retraining. o switch.
. ” my next step. updated skills.
expectations.
> ; Skills often New skills offer Credential Credential Skills learned
Q Value is - ) -
S c | typically from outweigh greatest communicates signals for new role
g8 skui’IIs Ieyarned credential, benefit, but readiness for preparation, matter most, if
3 S ] except in may require today’s job, but fields (e.g., entry level
= quickly (not . ] ] -
0o credential’s industries with credential to and updated tech) may seek degree
% w authority) prescribed change skills ensure primarily skill requirements
> ¥). career ladders. industry. performance. growth. are met.
©
8 Keep up Advance Secure a new job

Institutions need to understand the educational needs and goals of the distinct segments of working

professionals at different stages in their careers. Students wishing to upskill in place may benefit more
from learning new skills quickly in a series of short courses rather than earning a credential. Similarly,
for some segments such as workers returning to the workforce, prospects may not even realize that a

new credential or skill is needed for their next step. This would require greater intervention on the
part of academic institutions to explain how a new credential or skill may help prospective student

meet their goals.

©2018 EAB Global, Inc. e All Rights Reserved
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Key 2: Segment the market based on prospects’ career stage and goals

Many Potential Students Don’t Raise Their Hands

Prospects Not Always Looking for Next Educational Step

For example, prospects that may be facing replacement in their current field recognize the need for
new training but may not realize the signaling value of completing a new credential. In many cases, a
new qualification demonstrates to potential employers that they are ready to change industries and
may help them achieve their career goals. In this case, academic institutions need to actively inform

prospects of potential job opportunities in their region and explain how a new credential is a
necessary precursor for the job in question.

Facing
Replacement

Returning to

Workforce %
Preparing for a

Switch

Pursuing a
Passion

Upskilling in Ly

Place

Seeking
Promotion

In order to effectively target each segment, institutions need to develop a tailored marketing strategy

Unrealized Educational Needs

Audiences require proactive outreach from
COE unit to recognize higher education is

necessary for their next step.

Awareness

i |

Lead Generation
Volume and Quality

Decision

Eh]
Optimized User

Experience for
Self-Service Shoppers

!
b=

Inquiry Management and
Lead Cultivation

For resources to
proactively recruit
prospects, please see

the Online Education
Strategy Resource
Portal on eab.com

Loyalty

Stealth applicant

| 59

Enroliment

'S

L

Fostering Repeat
Enroliments

and develop targeted courses and credentials. To this end, EAB has created the Online Education
Strategy Resource Portal to help institutions segment their prospective student market, identify
opportunities for proactive outreach, and tailor marketing messages to the target audience.

©2018 EAB Global, Inc. e All Rights Reserved
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Key 3: Use revenue-sharing policies to incent new program development

Align Revenue Share with Institutional Goals

Use Budget Models to Incent New Program Development

Regardless of whether an institution has an incremental, hybrid, or responsibility center management
budget model, they should consider how individual elements of their budget process can be
redesigned to incentivize revenue growth and cost control, set performance targets, and fund
strategic priorities. This is especially important when units lack incentives to launch low-revenue
programs that align with institutional priorities.

Four Reasons Institutions Launch New Programs

Activity-based budgets

Grow Revenues Lucrative graduate and non-degree programs create incent units to launch
profits that help offset the costs of programs with lucrative new programs
structural deficits

Respond to Local Programs in high-need fields advance institutional

Needs mission to serve state and local communities

Central intervention
Target New Programs targeted at online, off-site, or nontraditional may need to spur unit
Student learners offset demographic changes that limit the e—— investment in other
Segments growth of traditional student enrollments strategic programs

Enhance Market High-demand programs attract students in target
Competitiveness market and hedge against competition

Budget Allocation Approaches to Incent New Program Development

MOU .
Operating Expenses Growth
Arranged )
revenue share for Revenue allocated to unit New revenue over
new programs for operating expenses baseline shared with units

There are numerous allocation approaches institutions can take to incentivize new program
development or new enrollment initiatives. These range from revenue-sharing divisions codified in
memoranda of understanding between the central administration and academic units to distributing
revenue based on credit hour production. By ensuring that budget allocation metrics are within the
purview and control of academic units, institutions can leverage the budget model to reflect broader
strategic goals.

Source: EAB interviews and analysis.
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Key 3: Use revenue-sharing policies to incent new program development

Incenting Targeted Program Launches

GW Uses Revenue-Share Agreements to Spur New Off-Site and Online Programs

George Washington University (GW) uses budget model incentives to promote new program
development. In addition to its space-constrained urban location, GW faces a city-mandated cap on its
enrollment within Washington, D.C. This has led GW to pursue two alternative forms of growth—
creating online programs and off-site programs at its Virginia campuses.

Spurring Strategic Growth Through Marked Increase in Online
Differential Revenue Allocations Program Offerings!
Type of Revenue 89
Graduate Program Retained
65
On-Campus 70% 54
Off-Site 80% >
Online 85%
2015 2016 2017

To incent focus on these alternative programs, GW tweaked the budget model allocations so units
retain a higher portion of revenue for off-site and online programs. While the allocation for on-campus
programs is 70% of revenue, units receive 80% of revenue for off-site programs and 85% for online
programs. Though the model is still new, early enrollment projections indicate that it has successfully
incented units to focus on alternative program growth. An analysis of IPEDS data has shown that since
2015 there has been a 65% increase in the number of online programs offered by the institution.

1) Based on the number of completions in a given year Source: EAB interviews and analysis; EAB analysis of IPEDs data.
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Key 4: Create rapid response program launch policies to capture market opportunities

Finding the Right Fit Launch Cycle

Speed-to-Launch Alone is Insufficient for Substantive Revenue Gains

One of the critical components of successful online programs, particularly in the graduate and
professional student market, is the establishment of a rigorous yet expedient program launch process.
When developing new online programs, institutions cannot just adapt traditional program launch
policies to the online market. The online, professional, and continuing education market is more
volatile than traditional face-to-face markets and institutions have to swiftly respond to changing
student and employer demands while facing heightened competition from other providers.

Finding Balance Between Fast and Comprehensive Program Launch Processes

LESS THAN 6 MONTHS 6-24 MONTHS GREATER THAN 24 MONTHS

EAB’s COE
Organizational
Benchmarking Survey
data indicates that
when program launch
processes take longer

Prioritizing speed may
cause institutions to
deemphasize critical,
revenue-impacting
components of effective

program launch, such as Program launch cycles that take
marketing, competitor than two years,

analyses, and pet\{vee.n 6-24 months allow institutions are less
instructional design. institutions to effectively conduct likely to realize
student and employer demand revenue gains.
validation, develop targeted
marketing campaigns, and
prioritize quality program and
course design while capturing
revenue opportunities.

However, speedy launch cycles are not enough to ensure success in this market. Institutions that
prioritize faster program launch processes may sacrifice critical components of program development
such as market sizing and marketing which have long-term repercussions for enrollment and revenue
generation. In contrast to this, data from EAB’s Organizational Benchmarking Initiative have found
that institutions that take longer than two years to launch new programs are less likely to capitalize
on new and emerging markets which negatively impacts revenue. In general, optimal program launch
cycles should take between 6-24 months to allow institutions to effectively size the market and
develop targeted marketing campaigns while still remaining flexible and market-responsive.

Source: EAB interviews and analysis.
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Key 4: Create rapid response program launch policies to capture market opportunities

Streamline Program Approval Processes

Efficient and Comprehensive Program Launch Policies Key to Success

In order to ensure that programs approval processes are rigorous yet agile, institutions should adapt
traditional program launch policies to reflect the online market reality. Shifting away from in-person
monthly or quarterly committee meetings to ad hoc meetings creates a more flexible approval
process. In the event that an opportunity to launch a new online program arises, institutions will have
the structure and processes in place to respond in a timely manner.

Activities Correlated with More Efficient Program Launch

Avoid Rigid Schedules

Allow approval committees to meet as
needed, rather than waiting for monthly
or quarterly scheduled meetings

Utilize Dedicated Committees
Charge a specifically designated

governance body to approve
potential online programs

D%

Alternative Voting Mechanisms

Conduct governance body voting by
email or electronic survey to
accommodate diverging schedules

a-¢
4
&8
Avoid Duplication of Audiences

Ensure that the same group of
stakeholders are not involved at
multiple stages of the process (e.g. full
faculty senate and faculty committees)

Similarly, it is more efficient and effective for institutions to create dedicated approval committees for
online professional masters programs because traditional undergraduate degrees, doctoral programs,
and professional programs all have different and unique characteristics. Institutions should also avoid
duplicating audiences during the approval process. For example, instead of involving the entire faculty
senate and faculty subcommittees, institutions should remove the faculty senate requirement. This
allows faculty to play a role in shared governance without needlessly delaying the approval process.
Moreover, conducting key votes via web or email, rather than requiring a physical quorum allow
institutions to work around difficult schedules.

Source: EAB interviews and analysis.
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Key 5: Add capacity to student support services through self-service offerings

Rethinking Student Support Delivery Formats

Online Support Services Need to be Aligned With Student Schedules

Administrative and student support services are rarely structured to meet the unique needs of the
online learner. Anecdotes abound of students who work during the day when campus units are open
and struggle to secure support during evenings and weekends when they turn their attention to
coursework. Even those units that have invested in 24/7 support systems find that university
academic policies may not yet reflect the experience of the online learner.

An Inflexible Service Portfolio Creates Pain Points for Online Learners

o

Office hours don't overlap with student’s free time

B)

Makes uninformed decision
about course schedule

Can’t log in the night before exam and Help Desk is closed

©
Sw

,ﬁs}

<

Performs poorly on key exam
Can’t get to campus for in-person signature

Important deadlines missed

Difficult concepts not easily explained by phone

Unable to progress in
higher-level course

Students may be required to secure a signature to drop or add a course, or may need to make an in-
person appointment with the financial aid office to review student loan paperwork. Increasing the
persistence of adult and online learners requires a different approach.

Source: EAB interviews and analysis.
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Key 5: Add capacity to student support services through self-service offerings

Getting Smarter, Not Bigger in Student Services

Leverage Technology to Expand Quality Service Offerings

Institutions can better serve their online students by developing resources that allow students to help
themselves. By creating a knowledge base of frequently asked questions, students will have a
repository to consult for basic questions regardless of the operating hours of the student support
offices. Similarly, incorporating live chat features allows for faster troubleshooting in the student’s
preferred method of communication.

® .. . .
/" Routinizing the Basics @ Moving Beyond the Phone
o_o
Build knowledge base of FAQs for self-help Use live chat and screen capture
« Either static content or allow » Student-preferred method for
customization by users speedier troubleshooting, which
justifies platform cost
w
ﬁ Lowering Cost of 24/7 E Achieving Scale
Hire students to fill in service gaps Build in-house capabilities or outsource
* Employ students for late-night, « Utilize existing LMS partnerships to
off-site shifts using live chat outsource staff or time-intensive

service provision

Moreover, to lower the cost of extensive online support, institutions can hire on-campus student
assistants to operate live chat services outside of regular work hours. Many institutions also partner
with their learning management system (LMS) provider to create self-service options for online
students and in some cases, even outsource some of the staff or time-intensive services to them.
Through these tactics, institutions are better able to leverage new technology to translate their face-
to-face support offerings into a format that is more useful for online students.

Source: EAB interviews and analysis.
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Key 5: Add capacity to student support services through self-service offerings

Organizing Around How Your Student Thinks

One-Stop Service Model Meets Both Campus and Online Needs

Institutions can also move towards a “one-stop shop” interface for their student-facing services portal.
The University of Minnesota has developed such a website that collates the necessary information and
services that students might need in one place. Key features include a comprehensive display of
important resources and reminders of upcoming deadlines. The portal also links to important forms
that students can access in multiple formats.

Important forms related to M
financial aid, registration, and .

academic status (including

electronic versions) UNIVERSITY OF MINNESOTA

Q
m

In-depth how-
to guides
related to
registration,
WELCOMETO financial aid,

Upcoming ON E STOP and personal

information
deadlines

ONE STOP STUDENT SERVICE 5 - TWIN CITIES

Academics - Finances - Personalinformation ~ Dates and deadlines Forms How-to guides foth

One Stop provides student information regarding registration, records, financial aid, billing, payment, and veterans benefits.

Easily
Registration times Class search .
resources accessible key

resources

Summer term fees Payment plans

ties billed for spring 2018 and prior (due upon

View Full Calendar

Apply for financial Find a study space
aid: 2018-19 FAFSA on campus
available now

The website also houses multiple comprehensive “how-to” guides that provide students (and their
families) step-by-step instructions to complete important tasks related to enrollment, financial aid,
and accessing or changing personal information and academic records. This model allows institutions
to leverage existing resources to better support both on-campus and online students

more effectively.

Source: “One Stop Student Services — Twin Cities”, University of Minnesota.
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