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About Scannell & Kurz

·Organizational and operational reviews of enrollment-related 

offices

·Development of pricing and financial aid strategies using 

predictive modeling and simulation tools

· Advice and counsel regarding recruitment programs and 

strategies

·Retention analysis and best practice reviews

· SKORE:   An enrollment management data warehouse & 

reporting tool

· FAST:  Financial Aid Strategy Tool
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We are a data-driven enrollment management consulting 

firm providing:

Our mission is to help our clients achieve their enrollment goals including 

increased net tuition revenue, improvements in the quality profile, better 

retention and graduation rates, and increases in the enrollment of 

targeted subpopulations.  



Agenda

·The Changing Environment for 

Enrollment Management

·Best Practices in:

ƁRecruitment

ƁFinancial Aid Policies & Operations

ƁDeveloping Data Driven Retention Strategies 
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The Changing Environment

·During the fall 2009 recruitment cycle and 
again this year, a number of trends have 
emerged or accelerated:
ƁStudents are applying to more schools.

ƁThe number of students applying for aid has 
increased.

ƁAttending a community college for the first two 
years has become more socially and educationally 
acceptable; in some cases itõs an economic 
imperative.

ƁFamilies are more concerned about value than 
ever and believe it is most appropriate to appeal 
their first aid offer.
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The Changing Environment

·Although the economy is recovering 

unemployment is still high.

·The competition from public institutions 

has never been more intense.

·Many state aid programs are being 

decimated. 

·Institutional resources are constrained. 
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Colleges Most At Risk
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·Rural

·<2000 students

·High discount rate

·Cost and òprestigeó out of alignment

·Lack of differentiation from major 

competitors

·Profoundly tuition-driven



Who Will Emerge Successfully?

·Institutions with a focus ðoffering 

distinctive programs with recognized 

value.  The value is your brand.

·Brand has to be of high interest ð

compelling to the marketplace that your 

competitors canõt/wonõt replicate.

·Institutions that can make their case 

convincingly for affordability and return 

on investment.
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Who Will Emerge Successfully?

·Institutions that are led, not just managed

ƁDeveloping a compelling vision

ƁBuilding a senior team

·Institutions that use data to drive 

enrollment management strategies

·Institutions that donõt just plan well, but 

execute well
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Best Practices in Recruitment
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Best Practices in Recruitment

·Target limited recruitment resources using 
data

ƁDefining primary, secondary, and tertiary 
markets for different levels of attention

ƁUsing a common definition of òhot prospectsó 
for additional, personalized outreach

ƁContinuously improving campus visits based 
on survey feedback and increased probability 
of enrollment of visitors

ƁSetting territorial goals based on historical 
conversion rates 
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Best Practices in Recruitment

·Remember that, even with the advent of the 
web, it is still about building relationships

ƁTrain recruiters to effectively deliver key 
messages about value, affordability,  and ROI

ƁSet expectations for personal contact with hot 
prospects and key guidance counselors

ƁMake sure the communication stream is 
customized to student interests (òmass 
customizationó)

ƁInvest in a top-notch tour program and 
continuously improve it.

11



Best Practices in Recruitment

·Engage the broader community ñ

admissions canõt do it alone

ƁFaculty

ƁAlumni

ƁStudents

Remember, managing volunteers is not a free

good.
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Best Practices in Recruitment

Doõs and donõts of volunteer management

13

Doõs

o Start small

o Provide job
descriptions

o Use feedback
loops

o Offer reward & 
recognition

Dontõs

o Use volunteers at 
wrong time          
(faculty Í cold call)

o Expect a return if you 
havenõt invested

o Assign it to 
inexperienced staff



Best Practices in Recruitment

·Donõt forget about transfers ðPart of 

your traditional freshman market has 

enrolled first in a low cost community 

college.  Donõt lose them twice.
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Best Practices in Recruitment

·Communicate to and recruit parents 

deliberately and intentionally (as well as 

grandparents) because theyõre paying the 

bill.
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Other Best Recruitment Practices

1. Website is your institutionõs most impactful 
and deliberate marketing tool ðtop priority 
for resources and continuous improvement

2. Nevertheless canõt eliminate print entirely
ü Postcards that parents can see

ü Spark interest to drive them to web

ü Print communication needs to be timed and 
messaged consistent with and in support of 
digital media 

3. Ensure adequate staffing and 
training/development of recruiters even in 
midst of institutional budget cuts
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Other Best Recruitment Practices

4. More important to have a òbalancedó sales 
force:  seasoned veterans, young professionals, 
and rookies, than a group comprised mostly of 
eager but green young alums.

5. Hold admissions and financial aid responsible for 
NTR goals, for new students.

6. If NCAA DIII make sure athletics is optimally 
contributing to new student enrollment and 
retention goals.

7. Todayõs applications are yesterdayõs inquiries.  
Tracking metrics should begin at the inquiry 
stage and then focus on completed applications 
and visits to campus pre matriculation.
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Financial  Aid Policies & Operations
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The Changing Environment

·In fall 2009 and again in 2010, many 

institutions saw their discount rates 

increase without concomitant increases in 

enrollment.

ƁIncreased need beyond cost increases

ƁIncrease in % of class demonstrating need

ƁReduction in state grant programs 
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The Changing Environment

·Institutions are struggling to understand how 
to adjust their aid policies to meet the ònew 
normal.ó  
ƁSome are responding much more generously to 

appeals.

ƁOthers are abandoning expensive policies
¶Need-blind admission (Reed)

¶No or reduced loan policies (Williams, Dartmouth)

ƁOthers are strengthening their value and outcomes 
messages or reducing time to degree (but those 
canõt usually happen overnight).

ƁAnd some are even lowering price.
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The Changing Environment

·As you discuss your institutionõs response 

to the ònew normal,ó here are twelve 

critical elements to keep in mind.
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Element #1:  

The New Transparency

·Guaranteed Merit Awards

·Entitlements

·Pros & Cons of the New Net Price 

Calculator Requirement
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Sample 

Comprehensive 

Calculator 
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Element #2: 

Watch out for òStackingó

·One downside of being transparent

·Often largest awards (number and dollars) 

go to those with a natural connection to 

the institution

·Timing is important

·Micro-target programs are important
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Element #3: 

Use Data, Not Anecdote

·Keeping an òear to the groundó plays a 
role, but that should not be the foundation 
of your awarding strategies.

·Using analytical approaches to 
understanding student responses to your 
aid offers is where your strategy needs to 
begin.

ƁTable analysis

ƁPredictive modeling

ƁSimulation tools
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Sample Table Analysis
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Need 1 = 4 =

Level High Quality 2 3 Low Quality Total

No app 0/22 0.0%  10/95 11.0% 71/314 23.0% 132/315 42.0% 213/746

No-need 0/13 0.0% 13/78 17.0% 38/177 21.0% 51/169 30.0% 102/437

1-8k  2/9 22.0% 0/15 0.0%  6/45 13.0% 13/27 48.0% 21/96

8k-16k 0/8 0.0%  9/42 21.0% 32/92 35.0% 35/74 47.0% 76/216

16k-20k  2/4 50.0%  6/21 28.0% 22/55 40.0% 24/44 55.0% 54/124

>20k  2/7 29.0% 17/39 44.0% 45/97 46.0% 76/139 55.0% 140/282

Total  6/63 9.5% 55/290 19.0% 214/780 27.4% 331/768 43.1% 606/1901



Sample Econometric Modeling and Simulations
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Current Optimal
1. 2001-

02

2. 2001-
02+ 

Quality

4. 2001-
02+ class 

600

5. 2001-
02+ class 

625

6. Class 
of 500

Nettu (1,000s) $4,832 $5,327 $5,004 $4,716 $5,118 $5,363 $4,060

SAT 1050 1042 1067 1088 1066 1062 1090

1010

1020

1030

1040

1050

1060

1070

1080

1090

1100

$4,000

$4,200

$4,400

$4,600

$4,800

$5,000

$5,200

$5,400

Simulations

Simulation Summary  

Understanding Trade-Offs



Element #4:  Focus on NTR, not just 

class size or the aid budget

·Keeps admissions and financial aid on the 

same page

·More (# or $) is not always better

ƁDepends on price elasticity

ƁDepends on capacity

·Helps with realistic budget planning
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Element #5:  

Be transfer friendly

·Usually have lower discount rates and 

higher yield rates, but still need to know 

that you are affordable

·Less demand on service courses and 

support services

·Growing marketñneed to be prepared to 

serve them effectively
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Element #6: Train admissions staff on 

affordability and ensure good 

handoffs to financial aid

·Admissions staff should be able to make the 
case to families about affordability early in the 
process and explain the basics of the award 
letter after it is sent

·Set clear expectations for when the handoff 
should occur

·Know the protocols 
ƁWho should get the call?

ƁTake a message or put the call through?

ƁWhen can the family expect to hear?
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Element #7:  Have a plan for handling 

appeals or changes in state support

·Types of appeals:

ƁòPJó 

ƁòMatchingó 

ƁòCanõt affordó

·Importance of tracking reports

·Timing of decision
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When 

State Aid 

Is 

Lowered
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Element #8:  Become comfortable 

with conversations about financing

·Tighter credit

·Parent loan vs. Unsubsidized Stafford vs. 

Private Loans

·Impact of new regulations regarding 

preferred lender lists
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Element #9: 

Pay attention to renewal policies

·GPA requirements for merit renewal

·Impact of unmet need on retention

·Role of campus employment

·Responding to appeals from returning 

students

ƁFinancial aid and student accounts need to 

work hand in hand.
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Years
Past           Present        Future
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# Freshmen

# on aid

Average aid

Total aid

# Sophomore

# on aid

Average aid

Total aid

# Junior

# on aid

Average aid

Total aid

# Senior

# on aid

Average aid

Total aid

#

Assumptions: EFC , % on aid, % retained, change in average award, etc.

Element #10:  Build a trend-based financial aid budget model



Element #11: Know what your 

competition is doing 

·Identifying your competition

ƁSAT/ACT overlap

ƁASQ results

ƁNational Student Clearinghouse

·Benchmark on sticker price, discount rate, 

and prestige indicatorsñcurrent and 

trends

·Use the web to learn more (the other 

downside of transparency)
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Sample Benchmarking
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College A $18,095 35.0% 69% 1020-1200 Liberal Arts Bach. 3rd tier

College B $22,790 50.4% 79% 1060-1250 Liberal Arts Bach. 2nd tier

College C $24,945 29.5% 35% 1104-1284 Liberal Arts Bach. 2nd tier

College D $25,740 N/A 80% 970-1210 Comp. Bach. North (5)

Sample College $27,400 39.3% 89% 1010-1220 Liberal Arts Bach. 3rd tier

University E $28,190 54.6% 61% 1040-1240 Liberal Arts Bach. 2nd tier

College F $28,900 28.7% 61% 1100-1290 Liberal Arts Bach. 2nd tier

College G $28,928 25.6% 69% 1130-1320 Liberal Arts Bach. (38)

College H $30,000 33.6% 35% 1200-1370 Liberal Arts Bach. (18)

College/University 
U.S. News Ranking 2010         

(America's Best Colleges)

Tuition & 

Fees        

2009-2010

Discount 

Rate      

2007-2008

Fall 2008 

Accept 

Rate

Fall 2008   

SAT 25-75%

Sources:  College/University websites, IPEDS, and USNews& World Report.



Element #12: 

Ensure financial aid office procedures 

support enrollment goals 

·Provide estimated packages prior to 

verification for new students

·Eliminate institutional aid applications

·Provide aid offers to incoming students 

ASAP

·Provide online self-service functions

·Donõt verify 100% of returning students
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Retention Practices
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Typical Retention Programs

·Orientation

·Counseling

·Assessment, remediation, and academic 

support services

·Academic and co-curricular 

òcommunitiesó
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Retention theories found in the 

retention literature

·Tinto:  Retention = integration into 

formal and informal academic and social 

systems.

·Seidman:

ƁRetention  = Early Identification + 

(Early + Intensive + Continuous) Intervention
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College Results Online
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4-Year Southeast Institutions - Similar Students, Different Results

Median

SAT Size % Pell % URM

Overall 

Grad Rate

URM Grad 

Rate

Ouachita 

Baptist 

University

1,085 1,408 24.2% 9.4% 66.3% 38.9%

Meredith 

College

1,040 1,796 27.6% 12.5% 62.4% 94.1%

Covenant 

College

1,165 1,199 27.3% 5.5% 58.0% 53.3%

Maryville 

College

1,145 1,142 27.1% 7.1% 54.9% 50.0%

Lenoir -Rhyne

University

1,045 1,347 27.6% 9.6% 53.0% 47.8%

Shorter 

University

1,025 1,015 26.0% 13.3% 46.9% 15.0%
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Source:  College Results Online 2007 data



Some important lessons from 

successful campuses
·They look at their data and act.

·They pay attention to leading indicators 

(early warning systems).

·They provide and require the academic 

support services needed.

·They assign clear responsibility for 

student success.

From Kati Haycock, President of  The Education Trust
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The danger of the anecdote

·Some things are easier to admit than 

others (òI canõt afford itó versus òIõm 

homesick,ó or òI donõt think youõre worth 

itó)

·Patterns are difficult to discern and so 

interventions arenõt targeted

·The voices of those that drift away arenõt 

heard

45



Advantages of a data-driven 

approach

·Enables patterns to become clearer

·Supports targeted interventions

·Provides clear answers to key questions

ƁWho is likely to leave?

ƁHow can we know what is working?

ƁWhat gaps do we need to address?

ƁWhere are they going when they leave?
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Cohort Retention/Graduation Rates by 

Subpopulation

·Profile òattritsó and retained students 

by:

ƁFinancial aid group

ƁEntry statistics

ƁProgram area

ƁGender

ƁGPA at institution

ƁEthnicity

ƁEtc.
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Sample Retention Table
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College A&S EDUC ENGIN NURS ALL

Entering Cohort

2004 (Retain to Term 5)

Non-Aided 72% 94% 68% 70% 73%

Aided 76% 82% 81% 88% 80%

2005 (Retain to Term 5)

Non-Aided 73% 71% 79% 67% 73%

Aided 82% 84% 89% 86% 84%

2006 (Retain to Term 3)

Non-Aided 83% 100% 83% 75% 84%

Aided 88% 93% 91% 90% 90%

Students by Academic Area

Retention of Aided and Non-Aided 



Goals of Predictive Modeling

·To identify factors important in the re-

enrollment decision (holding other 

factors constant)

·To develop targeted intervention 

strategies
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Sample Predictive Retention Model
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Variable

Coefficient (impact on 

probability of retention to 

Term 3) Description

Total Grant +.5%

For every $1000 increase in total grant a 

person is .5% more likely to retain to Term 3

Unmet Need -.5%

For every $1000 increase in unmet need a 

person is .5% less likely to retain to Term 3

Term 1 GPA +14.2%

For every 1 point increase in GPA (2.0 to 3.0) a 

person is over 14% more likely to retain to 

Term 3

Term 1 GPA < 1.75 -25.6%

Students with a Term 1 GPA < 1.75 are over 

25% less likely to return to Term 3 than 

students with a Term 1 GPA > 1.75

In-State +7.0%

In-state students are 7% more likely to retain to 

Term 3 than out-of-state students

Special Admits -8.3%

Special admits are over 8% less likely to retain 

to Term 3 than regular admits

Engineers -11.0%

Engineers are 11% less likely to retain to Term 

3 than A&S students

Commuters -5.0%

Commuter students are 5% less likely to retain 

to Term 3 than resident students



Possible Interventions Based on the 

Model

·Special tutorial program for anyone with a 

< 1.75 Term 1 GPA, including mandatory 

study hall.

·Special advising strategy, including a 

focused first-year seminar, for engineering 

students.

·Given that in-state students are more likely 

to retain, the fact that commuters are less 

likely to retain makes them a target group 

for special attention.
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Possible Next Steps in Modeling

·If achieving a particular Term 1 GPA or better is 
very significant in retaining to Term 3, then there 
are two additional models that could be 
constructed:

ƁOne would examine those factors that were significant 
in predicting retention to Term 3 for everyone who had 
a GPA > X.

ƁThe other would examine those factors that were 
significant in predicting who would achieve a GPA 

< X.  

ƁAlso, once model developed can òtagó incoming cohort 
to identify at risk students before enrollment.
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Student Surveys

·NSSE, SSI, SSS, CIRP

·Ideally, survey responses can be tied 

back to data in the student system 

on an individual student record level.
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Focus Groups

·Helpful in understanding student satisfaction 
and dissatisfaction

·Provide vehicle for staff to understand student 
perspectives, values, and expectations

·Can be performed with various subpopulations 
(alumni, athletes, Honors program, engineers)

·Result in honest feedback
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National Student Clearinghouse 

Data

·www.studentclearinghouse.org

·StudentTracker

ƁAllows you to query the nationwide database 
of post-secondary enrollment and degree 
records to know where students who left are 
now enrolled
ƁThese data can be tied back to data in the 

student system for more insights 
(Did high performing students transfer to 
more prestigious schools?  Less expensive 
schools?)
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Early Warning Systems Are Not 

Mid-Term Activities
·First step is to develop the òat riskó list:

ƁPast profiles of those not successful

ƁResponses to surveys at orientation

ƁEarly attendance or progress checks

·Second step is to have òsafety netó 

services to offer.

ƁAcademic support services

ƁPeer-to-peer mentoring

ƁMandatory study halls
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