EAB

Implementation Toolkit

COE Forum



COE Forum

Project Director
Magda Rolfes

Contributing Consultants

Viktoria Guentcheva
Max Milder

Design Consultant

Kelsey Stoneham

Managing Director
Carla Hickman

©2017 EAB Global, Inc. e All Rights Reserved. « 35868

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. All right, 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.
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Tool 1: Differentiation Brainstorming Guide

Purpose of the Tool

Many institutions looking to partner with employers struggle to differentiate their own offerings from
alternatives in an increasingly crowded training marketplace. Without a clearly articulated message,
externally facing university stakeholders will struggle to scale outreach to employers and deepen or
renew existing relationships. This can result in unintended consequences including under-representing
the full benefits of a university partnership or using imprecise language in sales messaging that
doesn’t resonate with employer needs.

Convening stakeholders at your institution and defining unique differentiators can result in the added
benefits of institutional alignment and confidence in messaging. Circulate the brainstorming guide
below to members of your COE unit (B2B sales, marketing, program development) as well as
academic department partners and senior leaders in externally facing units to determine how to best
position your university’s offerings in the employer marketplace.

Brainstorming Differentiators

Items to Consider Supporting Evidence

Example: Project management
training can make an immediate
impact on organizational
effectiveness through development

Example: Our project management
certificate program trained 23 mid-
level managers at Employer X in 2015.
Employer X saw an immediate increase

How does our institution’s programs or
services help partner organizations:

+ Attract or retain employees?
» Add a critical skill set?

of root cause analysis skills. We've
also seen employers improve
employee retention through a
“cohort” effect that builds
camaraderie and signals investment
in personal growth.

Improve operational efficiency?
Increase revenue?

Manage risk?

Improve/maintain product quality?
Build and strengthen brand?

in retention among the management
cohort in the program—who on
average stayed with the company an
extra year longer than their peers. This
saved employer X over $300k in
recruitment and retraining costs in
2016.

How have your best current employer
partners chosen to utilize university
programs or services? This could indicate
a strength that was previously ignored.

What would a new hire in your unit say
are your strengths? This perspective
could help break through status

quo thinking.

Key Note
Differentiators are not...

+ Always programs. Instead, consider what elements of delivery model, curriculum, or
student support set your program apart from competitors. Only in rare cases are
programs themselves differentiators.

+ Always inexpensive. Some institutions succeed in competitive B2B markets by
establishing that university services are worth the additional expense.

+ Always about the employer. Consider how you can serve individual employees and meet
their long-term career goals.

Source: EAB interviews and analysis.

©2017 EAB Global, Inc. e All Rights Reserved. « 35868 5 eab.com


https://www.eab.com/
https://www.eab.com/

Tool 1: Differentiation Brainstorming Guide (cont.)

Short List of Differentiators

Items to Consider _ Is this unique? Valuable? Proven?

What do we believe are the four
strongest differentiators for our
programs and services?

How would our employer partners
articulate what they believe are the
strongest differentiators for our
programs and services?

Capturing External Perception from Current Partners

> PN

= PPN

Units that already engage in productive partnerships should also engage their end users to impart an
industry perspective on their institution’s programs and services. Employer insights have the benefit of
being in industry-centric language, increasing the likelihood these messages will resonate with employers.

For this exercise, designate the partnership’s relationship owner to set up a phone conversation or in-
person meeting with your partnership contact. Use the following questions as a rough guide for an
informal conversation about the value of higher education partnerships. Once the interview is complete,
brainstorm ways to serve that current partner more deeply, or alternately, hypothesize how you might

message your value statement to prospective partners in the future.

m Partner Response Institution Opportunities

What would you say
are your
organization’s three
to five most pressing
challenges for the
coming year?

What are your
strategic priorities for
the coming years?

What do you look for
in a training/
education partner
organization? How
would they help you
meet your business
goals?

What have been the
impacts of working
with our institution?
Have there been any
non-obvious or
unanticipated
benefits?

©2017 EAB Global, Inc. e All Rights Reserved. « 35868

Source: EAB interviews and analysis.
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Tool 2: Employer Lead Scoring Rubric

Purpose of the Tool

Even institutions that are able to identify warm leads for partnership struggle to (1) prioritize among those
partnerships and (2) convey the full scope of institutional offerings with comprehensive messaging.

By bringing together stakeholders at your institution to share data about existing employer relationships, you
are able not only to build a holistic picture of previous engagement but also to drill deeply into existing data to
determine what measures correlate with partnership success. Since employer engagement is a time-intensive
process, prioritizing leads can ensure B2B marketing efforts remain focused on high-conversion prospect leads.

The following process and table illustrate how you can leverage a lead scoring rubric to gather data and
monitor metrics correlated with B2B success. While this process functions best as part of a cross-silo
collaboration on campus, it is still effective as an exercise within units or colleges. Bring together data to create
an employer profile first, and then determine weighted scores based on correlation with a future partnership.
Score weighting can continually be reassessed and tweaked as your B2B business evolves and matures.

Process for Employer Lead Scoring

Decide on Key Agree to Prospect
Gather Team and Data Partnership Indicators Test and Iterate

+ Gather externally * Prioritize metrics that » Designate relationship * Monitor B2B sales
oriented officers previously led to owners results to determine
on campus partnership success . Discuss next steps in high-correlation

« Compile data in - If new to B2B, relation to institutional measures
comprehensive hypothesize metrics strategic goals
employer profiles to test

Example Lead Scoring Exercise

Fit scores should reflect both the predictive power
and quantity of a given measure. For example, if

Every externally oriented employed alumni is a high-priority measure, staff
function at the institution should might assign one fit score point for every three
contribute data, if possible. employees, on a continuous scale.
Metric Source Next Steps and
Owner
Number of Career Services 5 per year +2 Grow 10%; VP of
internships Workforce

Development

Research dollars Office of Research $250,000 per year +1 Meeting with major
research partner;
VP of Research

Gifts and donations Institutional $100,000, one-time +2 Re-engage with
Advancement donor; VP
Advancement
Number of alumni Alumni Relations 17 FTE +5 Host alumni
employed reception; VP
L 4 Advancement
Add weighted metric scores to compile an / Many institutions prioritize
employer’s fit score, which can then be used employed alumni as the highest-
to prioritize among a list of prospects. impact measure of institutional fit

Source: EAB interviews and analysis.
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Tool 2: Employer Lead Scoring Rubric (cont.)

Metric Source Value Next Steps
and Owner

Source: EAB interviews an: d analysis.
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Tool 3: Employer Talent Assessment Template

Purpose of the Tool

COE custom and contract training proposals are typically constructed after a university’s initial
interaction with an individual corporate executive. This reactive approach is problematic for two
reasons: one, role-based bias and organizational silos typically prevent the HR representative in
charge of liaising with the university from accurately describing the training need; two, waiting until
after the first in-person interaction has occurred to create a proposal does not leave time for a COE
unit to create a nuanced proposal, resulting in stalled approval processes.

By proactively offering assessment services, universities can demonstrate tailored customer insight in
the negotiation process and design a proposal that appeals to multiple influencers within the
organization. UC Irvine's standardized needs-assessment helps the primary purchaser navigate
internal silos while also gathering information pertinent to program design. B2B sales representatives
should use this tool early in the sales cycle, typically in their initial conversations with HR executives.

Assessment Division of
U C I Continuing Education

Company Information

What is the name of your company?

Purchaser contact information (name, title,
email, phone number, other purchasers)

How did you hear about working with our unit? » Internet search
» Professional association
» Internet ad
» Word-of-mouth referral (if so, by whom?)
* Print ad

Training Needs Analysis

Key QueStionS/Information

What are the specific reasons for this
training request?

Who is requesting this training, i.e., the target
audience, senior leadership, a given
department, human resources, training and
development, management?

Source: EAB interviews and analysis.
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Tool 3: Employer Talent Assessment Template (cont.)

Who is sponsoring/paying for this training or
partnership, i.e., the target audience, senior
leadership, a given department,

human resources?

What are the specific goals/learning objectives
and outcomes of this training?

Is the request motivated by deficient
performance? If so, what is the issue, and how
is it affecting your business?

Are any new processes, workflows, or employee
expectations being put in place?

Are there existing best practices or company
processes that we should embed in training or
course programming?

Audience Profile

Key QueStionS/Information

Who is the audience for this training or
partnership?

What are their job titles? What departments do
they work in?

What are the primary responsibilities of
the audience?

What is the anticipated number of employees
needing training or development?

What experience profile do these employees
possess, i.e., years of professional experience,
education level?

What is the general attitude of the audience
toward the training?

Have there been previous attempts to provide
training or development for this audience in this
competency area? Was it well received? Was it
effective? Were there any lessons learned?

Source: EAB interviews and analysis.
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Tool 3: Employer Talent Assessment Template (cont.)

Is this training or program mandatory? How
will that impact attendance? Are there any
incentives or consequences attached

to attendance?

Program Delivery and Logistics

What is the ideal time frame for delivering
training or enrolling in programming?

Is there a deadline for completion? Any
other causes for urgency in program launch
or completion?

What is the preferred delivery method + Face-to-face

for training? « Face-to-face, on-site at employer
* Online, synchronous
» Online, asynchronous
+ Blended

Marketing

Do you need assistance with promoting this
training or program to your employees?

If marketing assistance is needed, what *  Email
channels do you think would be most effective .

ith | 5 On-site information sessions
with your employees?

» Flyers and physical collateral
+  Webinar

Would your employees benefit from/enjoy
occasional updates on our institution’s program
offerings for career development?

Source: EAB interviews and analysis.
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Tool 4: Corporate Buyer Archetypes

Purpose of the Tool

As organizations grow and become more complex, universities must position themselves to speak not
only to high-priority strategic objectives but also to the discrete outcomes that individual officers
seek. Without an understanding of these corporate buyers, partnership pitches can fail to convince
stakeholders to agree on a purchase.

By first understanding the role of each buyer, and then highlighting services that address their
constituent concerns, institutions can navigate tricky internal corporate politics while speeding a
consensus purchase decision. While universities may struggle to appeal to every stakeholder,
appealing to multiple advocates is sure to streamline the B2B sale process.

This tool highlights the key concerns, responsibilities, and trends that are likely to influence various
corporate buyers. B2B sales practitioners can use this tool in conjunction with Tool 5: “Marketing
Strategies for Multiple Influencers,” which provides a practical exercise of taking a standard marketing
pitch and tailoring it to the unique perspective of each corporate buyer.

o Chief Information Officer

Key Concerns Key Metrics Resonant Message

Expansion of IT purchase “"We know that as a CIO in today’s

impact on operations
and revenue

Growth of off-site cloud

services to host data and

IT functions

Volatile and rapidly changing
market for technology and

IT products

Increasingly need colleague
buy-in for major decisions

9 Chief Human Resource Officer
Key Concerns

Attracting and retaining
top talent

Developing staff
leadership capabilities

Managing employee
performance

Balancing compensation

and benefits with financial

circumstances

©2017 EAB Global, Inc. e All Rights Reserved. « 35868

Project Cost
and Delivery

Revenue Growth

End-User Satisfaction

Security

Key Metrics

Cost per Hire

Cost per Vacancy

Turnover by Employee
Segment

Time to Fill

12

business climate you're increasingly
seeking cost and budget flexibility so
that you can quickly shift priorities to
account for emerging technology. Our
expert faculty can consult on cutting-
edge technology to ensure that your IT
purchases align with the market. We're
also aware that innovation is more
important than ever. Hiring our
graduate student interns can bring fresh
perspective on new technologies without
the cost of a major purchase or
upgrade. More, our leadership training
can support your current IT employees
in developing collaborative skills that
they increasingly need.”

Resonant Messages

“Identifying the best way to boost
employee performance while also
attracting and recruiting new talent is a
difficult task in today’s hiring
environment. When you partner with us,
you can consider our career services
office as an extension of your recruiting
staff. We also offer a wide variety of
leadership development opportunities
including faculty-led workshops,
certificates, and an MBA program to
ensure that you can develop employees
to maximize workforce performance.
Across the board, partnering with a
university is one of the most cost-
effective ways to move the dial on
employee retention.”

Source: Von Simson, Ernest, "The New Role of the CIO,” Bloomberg, 2013;
Charan, Barton, and Carey, “People Before Strategy: A New Role for the
CHRO,"” Harvard Business Review. July 2015, EAB interviews and analysis..
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Tool 4: Corporate Buyer Archetypes (cont.)

@ Chief Learning Officer
Key Concerns

O&O"I II Boosting employee

performance

e®eo .
z3I8m Engaging line managers

@ Creating a culture of learning
Identifying and augmenting
@ key performance competencies

e Business Line Manager
Key Concerns

~===:| Reaching annual revenue
= targets

AN

/, f Retaining key performers
4

Identifying new
strategies for growth

."? Connecting strategy with
o -8 line operations
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Key Metrics

Learner Satisfaction

Employee Performance
and Retention

Talent Management
Innovation

Key Metrics

Individual Employee
Performance

Revenue Production

Employee Morale

13

Resonant Messages

“Integrating talent capabilities,
organizational strategies, and
business strategies is no small feat.
Graduate-level education for your
mid-level employees could be the
key to unlocking the self-sufficient,
problem-solving workforce your
business needs. Our business faculty
will help build the culture of learning
among your employees that will pay
dividends down the line. They've
also worked with hundreds of
companies, so they can elevate your
perspective and find the key levers
to productivity.”

Resonant Messages

“As a business line manager, you're
a major driver of employee
performance. Our professional
development sessions can maximize
your time management skills so you
can budget your time working on
strategy and overseeing your line
employees. Our faculty might help
you see the larger competitive
landscape. Make sure you build your
strategy with the right information
and context. Last, we also have
customized training services for your
employees. Providing educational
credentials to employees will help
them see a long-term future with
your company.”

Source: “Today’s World-Class Chief Learning Officer,” Bersin
by Deloitte, May 2012, EAB interviews and analysis.
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Tool 5: Marketing Strategies for Multiple Influencers

Redefining Messages by Role of Organizational Buyer

Purpose of the Tool

Decision-making is driven by consensus at most organizations today. Articulating the value of a partnership with

your institution requires convincing a range of executives, from business managers to Chief Information Officers.
This exercise aims to help members frame the value of a particular program or service in terms that will resonate
with a variety of possible stakeholders.

1. Select a program or training service that your institution has attempted to sell to partners in the past or intends
to offer in the near future. Create a 30-second pitch that you would use to present the value of your university
as a partner.

Program/Service Name
30-Second Pitch

2. How would you amend the message to resonate with each typical corporate buyer below?

0 Chief Information Officer 9 Chief Human Resource Officer

Key Concerns: expansion of IT purchase Key Concerns: attracting and retaining talent,

impact, rapid market change for IT products, developing leadership capabilities, managing

needs colleague buy-in for purchases employee performance

Likely Questions: Likely Questions:

+ Why partner with a university when so « How will a university partnership help me
much training content is available online? retain my most talented employees?

* How do you ensure your training and « Why would I invest in leadership training for
programs are current and remain relevant? millennials who will leave in two years anyway?

\ 4 \ g

Source: EAB interviews and analysis.
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Tool 5: Marketing Strategies for Multiple Influencers (cont.)

e Chief Learning Officer 0 Business Line Manager
Key Concerns: boosting employee Key Concerns: hitting annual revenue targets,
performance, engaging line managers, retaining key performers, exploring new
creating a culture of learning markets for expansion or growth
Likely Questions: Likely Questions:
« How will you motivate my employees to «  How will this improve my revenue targets
maximize training value, rather than just for this financial year?

i ?
showing up * How can you assure me that you fully

» Can you help us redefine employee understand my industry and market?
performance and success?

\ g \ g

For more information on speeding decision in a consensus purchase, see disciplines 3-5 on pages 24-27
with examples from Northern Virginia Community College, the University of Delaware, and the University
of California, Irvine.

Source: EAB interviews and analysis.
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We would especially like to recognize the following individuals for being particularly generous with their time

and expertise.

Susan Aldridge

Senior Vice President, Online Learning
President, Drexel University Online
Drexel University

Bill Bajor

Director, Professional and
Lifelong Learning

New Jersey City University

Nelson Baker
Dean of Professional Education
Georgia Institute of Technology

Elizabeth Barrie
Director, Online Education
University of Nevada, Las Vegas

Ursula Bechert

Director of Degree Programs, College
of Liberal and Professional Studies
University of Pennsylvania

Wendy Beckemeyer

Vice President of Enrollment
and Financial Aid

Robert Morris University

Gerry de Berly

Vice Provost for Continuing
and Online Education
University of
Massachusetts Amherst

Brian Breen

Director of Corporate Education,
Division of Continuing Education
University of California, Irvine

Jim Broomall

Associate Vice Provost, Division of
Professional and Continuing Studies
University of Delaware

Rob Bruce

Director, The William and Ida Friday
Center for Continuing Education
UNC Chapel Hill

Ian Canning

Director of Special Academic
Programs and Sessions
Southern Connecticut
State University

Stacy Cordell

Director of Professional Programs, KU
Professional & Continuing Education
The University of Kansas
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Coordinator, LMU Extension
Loyola Marymount University

Melissa Cruz

Interim Assistant Vice President
for Enrollment Management
Mercer University

Manny Contomanolis

Senior Associate Vice President and
Director, Career Services and
Cooperative Education

Rochester Institute of Technology

Jennifer Coulombe

Dean, Business and Industry Services
Forsyth Technical

Community College

Nell Dority

Senior Director, Business
Engagement Center
University of Michigan

Larissa Ennis

Senior Program Manager,
UO Academic Extension
University of Oregon

Michelle Fach

Director of Open Learning and
Educational Support
University of Guelph

Erin Flynn

Associate Vice President for
Strategic Partnerships, Research
and Strategic Partnerships
Portland State University

Cynthia Gallatin

Vice President and Chief Operating
Officer, Online Programs
Quinnipiac University

Bea Gonzalez
Dean, University College
Syracuse University

Curtis Hadley

Associate Director, Office of
Corporate Relations
University of Illinois at
Urbana-Champaign

Therese Hannigan

Director, RIT Online
Rochester Institute of Technology
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Linda Head

Associate Vice Chancellor of Workforce
Education and Corporate Partnerships
Lone Star College System

Laurel Hogue
Vice Provost, Extended Studies
University of Central Missouri

George Irvine

Director of Corporate Programs and
Partnerships, Alfred Lerner College
of Business and Economics
University of Delaware

Mark Jakubauskas

Director of Science Programs,
Environmental Studies Program,
College of Liberal Arts and Sciences
University of Kansas

Jeff Jones
Vice Provost, Regional Campuses
University of Central Florida

Jeet Joshee

Associate Vice President and
Dean, International, Continuing,
and Professional Education
California State University,
Long Beach

David King

Special Assistant to the Provost,
Outreach and Engagement
Oregon State University
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Associate Vice President, Division of
Extended Learning and Outreach
Western Kentucky University
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Associate Vice President of
Corporate Relations
Ashland University

Julie Loats

Director, KU Center for Online
and Distance Learning
Kansas University

Justin Louder

Associate Vice Provost,
Worldwide elLearning
Texas Tech University
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Advisors to Our Work (cont.)

Pat Malone

Executive Director, Corporate
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Stony Brook University

Todd Marshall
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Director, Special Programs and
Continuing Education
Colorado School of Mines
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Learning, and Summer Session,
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University of Oregon

Carol McKnight
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Kansas University

Wendy Morgan
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Development for Educators,
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University of Oregon

Alan Murdock
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Workforce Development
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Suzie Murphy
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Initiatives and Simmons Online
Simmons College

Marc Myers

Program Director, College of
Extended Studies

San Diego State University
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Vice Provost of Extended Learning
University of New Mexico

Siobhan O’Shaughnessy

Assistant Director, New Programs and
Market Intelligence, Office of Strategic
Growth Initiatives, Division of
Continuing Education

Harvard University
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