Next Practices: Developing a Proactive Response to Enrollment Decline with Phillip Hunt

Katy Oliveira (00:07):

Welcome to Next Practices Data-informed strategies to shape the future of higher ed. In each episode,
you'll hear from transformational higher ed leaders on how they're tackling today's most pressing
challenges to make a difference for their students and institutions. I'm your host, Katy Olivera.

Phil Hunt (00:28):

If we cannot ensure that we have adequate structures in place, adequate from A to Z, if those structures
don't support our goals and priorities, we're done. And that's also your policies and your practices. If
they don't arrive to support your goals, then you need to make a change.

Katy Oliveira (00:57):

And this episode, I'm talking with Philip Hunt, special assistant president and university registrar at North
Dakota State University with over 20 years of higher education experience, Phil currently oversees and
enforces academic policy and coordinates strategic planning for retention as well as diversity, inclusion
and respect. In this episode, you'll learn how North Dakota State University is building a comprehensive
approach to address declining enrollment. We dive into how NDSU has developed its student success
framework, student success analytics technology ISS investing in to achieve its goals, and why it's
important to build cross-functional partnerships and democratize data insights to empower data-
informed action across campus. But before we dive in, please take a moment to subscribe to the show to
stay up to date on the latest in data-informed approaches to student success. Phil, welcome to Next
Practices. I'm so happy that you're joining me today.

Phil Hunt (01:57):

Well, thank you for inviting me to be on here and then have a conversation with you.
Katy Oliveira (02:01):

Well, let's get started by just orienting our audience a little bit about who you are and the institution you
work for. So if you'd share with us a little about North Dakota State University, who at Serve its mission
and your role in that work.

Phil Hunt (02:15):

Yeah, sure. So hi everyone. My name's Phil Hunt. I'm special assistant to the president and University
registrar at North Dakota State University. | know most people are saying, wow, okay, special assistant
and university registrar. How did that come about? That's another story. So that's my pitch to get on
another podcast with Katy. But the long and short of it is I'm very, very hands-on in working with our
president, our provost, our students, faculty and staff, and really trying to advance the university around
retention efforts, our enrollment efforts. And | also work on some what we call diversity inclusion and
respect initiatives. That's the DEI work here at North Dakota State University. We are a public four year
land grant. We're around 12,000 students. We have undergrad, grad, and doctoral PhDs, like most of our
peers around the country. We're dealing with enrollment challenges and we're trying to address those.
Some of them, if you've heard me speak at various conferences or sat in some of my presentations,
some of this is of our own doing, and I'm sure some folks will be like, yeah, we've got some of those
problems too. But we're actively trying to address those so that we can make sure we are fulfilling the
promise and fulfilling our mission as a land grant in the state of North Dakota. So serving our state,
serving our region, and the students who come here and trust us, that they'll come out and they'll get a
degree.

Katy Oliveira (03:43):

Yeah. I'd like to dive a little bit more into those challenges because | know that that's something a lot of
people are dealing with is enrollment and removing barriers from enrollment, not just for newly
matriculating student, which I think is where people's brain goes when they think enroliment. They think
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admissions, but enrollment is so much more than admissions. Enroliment is about keeping the students
who already have too in this time of enrollment, cliff and declining population wavering interest in
higher ed. So speak a little bit about what that looks like at North Dakota State University and then we
can dive into while you're addressing it. But let's start with what that looks like for you.

Phil Hunt (04:23):

Yeah, and I'm so glad that you said that because a lot of people do simply equate enrollment with
recruitment. Why? Because that's what we decided to focus on for the last how many decades. And it's
like, oh, everything will take care of itself. Let's just get more students in the funnel and we'll be fine. But
from a business model standpoint, you're bringing students into the funnel, you're getting them in, but
then along the way, they're falling through the cracks. And what we do know is that most times
admissions isn't going out saying, oh, well, we lost 50 students from this class, and so we need to make
up for that in this class. They're not doing that, right? They're going and they're saying, okay, what's the
amount of students we need to get in and let's do that. So you're losing students along the way, which
then also means you're losing enrollment revenue from not having those students there.

(05:12):

And the other piece is we know that not only when you lose a student are you losing that money that
you use to get them on your campus, but then you're losing that money year to year. And so it's actually
important for us to do our best outside of what we said we were going to do with our mission, but from
a business standpoint, we got to keep these students here. And so we focus that in the issue. We focus a
lot of our efforts, not just on the recruitment side, but really we want to vamp up what we're doing
around retention. And so a couple of years ago sat down with a handful of colleagues and said, what are
we going to do around retention? We need to solidify a strategy. We need to solidify a plan,
operationalize those things because we talk about student success, but we've never really defined it
anywhere.

(05:55):

And so we sat down and we defined it, and as a result of that conversation, and | just pulled it off my
wall, you can't see this, but we've established a framework for retention at NDSU. So for some of our
viewers who may have sat through some of those presentations with me and some of our team
members at Civitas, we walked through what that framework looks like, and we call it the managing the
academic enterprise framework, where we talk about student success is getting students into the funnel
from recruitment, retaining graduation, and then what they do. And then we've identified all the
variables and the factors that influence student success and or retention, their ability to be retained. And
that includes anything from advising to our curriculum and our co-curricular activities. And so you dig in
it even further, you peel the layers back. You are looking at scheduling, you're looking at course
outcomes.

(06:50):

You're looking at what unintended barriers you've created within your curriculum. There's a whole
science and an art to all of this. There are a number of resources that are out there, but we've really
started peeling the layers of that onion. One of the outcomes of this for us is we decided to partner with
Civitas because we were really looking for a comprehensive student success and analytics tool that
would help us achieve the goals of the framework and strategies that we've laid out. And we've got a
team of folks on our campus that include myself, our director of our career and advising center, our Vice
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Provost for assessment and strategic initiatives. We've got our director of institutional research, and this
is kind of our core team where we work with Civitas and we have our own little internal meetings where
we come up and strategize, okay, here's this tool.

(07:46):

How do we use it in relation to the framework and the strategies that we've set around retention. And |
know that's a lot of it comes down to the details advising. We're looking at persistence rates. We're
trying to really focus again in on our curriculum, how easy is it for our students to get through? Are we
offering courses in the sequences that students need them in the times that they need them? And in
asking these questions, that prompted us to put together what we call the student course section
satisfaction survey. It's a lot of words | know, but at the end of the day, what we were trying to get to was
how satisfied are our students with how we schedule our courses and the ways in which we're
scheduling 'em and the ways in which they interact with them. If our students can't interact with our
courses in a meaningful way, then what are we doing? That's a challenge. And so if they can't get the
classes they want at the times that they're need 'em, guess what? They're going to go, and we've heard
this from our students in prior surveys. So again, really taking a deep dive look into where we're losing
students, why we losing them, and then trying to address those areas.

Katy Oliveira (08:59):

Oh, very wise students success professional that | used to work with back when | worked in higher ed
once said that higher ed does not have a funnel. It has a colander.

Phil Hunt (09:09):
| like that. | like that. No,

Katy Oliveira (09:13):

You were talking about we have to peel back onion. We have to look at this, and we have to look at that.
We have to look at this. We have to look at that. It really up that memory, because you're right, there are
so many factors that go into enrollment and retention and completion, and they're all related, and we
tend to look at them separately, but they're all part of the same process that students are experiencing.
And there are little spots along the way, holes along the way that they can fall out of the colander. And
it's about making sure you turn that colander into a bowl.

Phil Hunt (09:46):

That's right. Because there's

Katy Oliveira (09:47):
No,

Phil Hunt (09:48):

Yeah, because the students are coming in and they're experiencing us as whatever our institution is. So a
student comes in, they're experiencing us as DSU, and if there's a problem, there's a problem at DSU, it's
not a problem with faculty. It's not a problem with one stop. It's not a problem with financial aid. It's an
DSU problem. And so we have to, whatever we're doing, we need to make sure that we are being
intentional about addressing the issues. We have alignment with how we're going to do it, and there's
accountability for what we're going to do and what we said we're going to do. And so that's what we're
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working on on our campus. Leveraging tools, like | said, like Civitas learning, advising, planning. I'm
looking over here. My whiteboard has all these things for all of our strategies and tactics on it. We're
looking at course insights, DFW rates, course outcomes.

(10:39):

Students that take this sequence of courses together have XGPA. And so as we look again at how we
schedule, that's giving us information that we can then use to maneuver differently. We want insights.
We want to be able to make data informed decisions as we address these problems. Because if we
cannot ensure that we have adequate structures in place, adequate from A to Z, if those structures don't
support our goals and priorities, we're done. And that's also your policies and your practices if they don't
align to support your goals that you need to make a change.

Katy Oliveira (11:27):

Yeah. | want to dive a little deeper into some of the things that you're doing and what kind of technology
that you're using. But | want to point out something that you said that | think is really, really important.
So | want to point it out for emphasis for the audience because it's a pattern that I'm seeing emerge
amongst institutions that are just really knocking out of the park on student success. What | see them
doing is they take a minute to get a framework, get a philosophy, get aligned on what the student
success means, what does it look like here at our institution? And then there, what are we going to do
about it? What do we need to do something about it? How are we going to organize around it? What are
we going to action on? What technology do we need? How are we going to do something about it? And
then they don't stop there. They assess and they iterate. And it's multifaceted approach that they are
constantly assessing and iterating in real time, not once a year, at the end of the year as they're going, as
they're doing it, using the latest in data technology. And that's kind of what you've mapped out. And
different institutions have different parts of that puzzle, but the institutions that I've seen have been the
most successful, have all of them, have all three pieces.

Phil Hunt (12:48):

I'm going to give a lot of credit to our team here on our campus, from our president to our provost, our
deans. We've got some new deans that have come on board that have really embraced the challenge
that's in front of us and asked some really, really great questions and have embraced the framework that
we've laid out. And to our president's credit, he said, okay, how do we eat this outfit? We have this
framework now how do we support the people in doing the work? And so we've created these councils.
We've got a President's Council on retention, which | co-chair with our director of career advising. And
now this other person, faculty member who is also an associate dean, has now become our Vice Provost
for faculty affairs. That's a meaningful group. We got faculty representatives, we got student
representatives, we got staff representatives from across the institution.

(13:41):

So there are different groups. These different councils are charged with different areas of our strategic
plan to help us with retention. We have a council on wellbeing, sense of belonging. We have a council for
diversity, inclusion and respect. And as you can imagine, you talk about wellbeing, you talk about DIR or
DEI, and you talk about retention. Are those not all interrelated in some way that need collaboration?
And so what we also then have is that we have this joint council group where all the chairs of these
councils get together and say, okay, what are you guys working on? Where are there opportunities for
collaboration? And then we break off into our councils and then to our various work groups where we

Page 4 of 11


https://www.rev.com/transcript-editor/shared/jEh87P8kZRm0kBCz8kBD3_XPNrXnPn2VilPgp1U1v8LQDx7hr8qk21tG-t4_-cFBAZu1kdnHoXNU7O1U9FfNkOYC9Tg?loadFrom=DocumentDeeplink&ts=639.15
https://www.rev.com/transcript-editor/shared/pVQ6JYKvyp_AlziiUH286ikqOtde2oyhFYGg_lCHux0AqI_7nCya4jFx5rvmt4efig3tFC60WOC7bka_bS-9hkoAOvg?loadFrom=DocumentDeeplink&ts=687.21
https://www.rev.com/transcript-editor/shared/pQcyOFl4AeU2Smr2SiW0gKv4fbATKzTU4w-RP88v9Iq34YvbkzDynpxKRz7JBSrZ2NqkXpF8dK3743YVDqYA82cyaC4?loadFrom=DocumentDeeplink&ts=768.49
https://www.rev.com/transcript-editor/shared/lrUurNL3jkzoYS2S3oboZ4AwuJZik2iWlGfdwFwyTTuzYDnqI5A2cYhCQMdC5oNAu9l2wKbTUXBD6vZb0IL6STT7_v4?loadFrom=DocumentDeeplink&ts=821.86

Next Practices: Developing a Proactive Response to Enrollment Decline with Phillip Hunt

have alighment, because again, alignment is important. You got to stay on task and make sure that you
have accountability as well, top down and across. Very, very important.

Katy Oliveira (14:37):

Yeah, it's so important. So where are you seeing the combination of strategies and practices? And you
started to get into some of this with course insights and being able to project course demand, being able
to proactive in your outreach to student. You mind talking a little bit about the combination of different
data informed strategies and practices that y'all are using that you see are making a real difference for
your students, but also your staff and institution and operations as well?

Phil Hunt (15:07):

Yeah, | would see some of the big ones as we start off this work. We said, what are some of the
initiatives that are going to give us the biggest return on our investment? And we said that it was going
to be changing and revamping our advisement model. We went from faculty advisors to a more
centralized professional advising. It's been great. The students have noticed it. The faculty have noticed
that there was some resistance in the beginning, but we said, look, we've listened to our students. We're
student centered. We're student focused. At least that's what we say we are. And our students are
saying they're having issues with advising. In my role as registrar, a lot of the issues that my staff were
seeing and bringing up to me and appeals and whatnot were because somebody either got bad advice or
there was a lack of advice that indicated to us that we needed to make a change.

(16:01):

That's to point fingers, but to say, how do we best serve our students and why they're here? We're
leaning and leveraging on the advising tool in CITAs. The other thing that we're doing that's paying off
dividends is we really took a hard look at how we schedule courses. We started doing that in the
pandemic. How are we scheduling courses? We did not enforce a block meeting or a schedule pattern.
They were all over the place. And as you can imagine, faculty, there were some that were resistant, but
we've done it, it's paid off. The feedback that we got in that survey is that, Hey, look, for the most part, |
can access the courses that | need when | need them. Now we know though, generally most of our
courses Monday through Friday, primarily between nine, and we stressed it before it was really kind of
that prime time nine and two.

(16:57):

That's where the majority, now we're seeing more courses into the evening hours. We still have
opportunities there. We still have opportunities early in the morning. We're seeing that more of our
students want more online options, and it's not just for those students that might be in online only
programs. Some of our ground students want access to online courses as well. And so we're taking a look
at that data, trying to figure out various strategies so we can help those students out and reshape our
curriculum in meaningful ways. So that means working with the department chairs, the deans and
saying, Hey, where are those courses that students really want to take looking at our course schedule?
When have we normally offered these courses? Where do students need these times? What we're
noticing is that there's a high demand courses throughout various times of the day, and not all of our
departments have the number of faculty to meet that current demand right now. But that's an
opportunity for us

Page 5 of 11


https://www.rev.com/transcript-editor/shared/F7pJAfLNyYcKGfz8fdSBFWqsOxvX6oug2Ps7j3pamWnL2fTv-DqSj0I06iZc-hMppwsu1UvHmecZAp1iEXO8sAHBHio?loadFrom=DocumentDeeplink&ts=877.21
https://www.rev.com/transcript-editor/shared/M07Zv8dyKL4uMV9GJDUhsQqVrHt_8_lo1q6ebs5elJ6WLc0jCG-qhgbHM3JxdvNW2XVuAVqM9SF1D57dW-1UF7y242U?loadFrom=DocumentDeeplink&ts=907.61
https://www.rev.com/transcript-editor/shared/SnOmWJUAZIAEvi940viJWXHqzaNUT_51670Hx5WtRKTqMScYSl1Uk8I2MJPFd9yySPHDxmJv6UJyVqGgLxsnC12_51s?loadFrom=DocumentDeeplink&ts=961.88
https://www.rev.com/transcript-editor/shared/4qNYQwPXP1B1PVv_dkNALmb9NgnVz8OC1MvMHExatwYbdRa_BlnaKMJDanwfXiPTTeEzts7qSzIQn3KJdCIMgv-Qer4?loadFrom=DocumentDeeplink&ts=1017.86

Next Practices: Developing a Proactive Response to Enrollment Decline with Phillip Hunt

Katy Oliveira (18:03):

Just to better understand the pattern. Is game changing?

Phil Hunt (18:07):
Oh, without a doubt. Without a doubt. Yeah.

Katy Oliveira (18:09):

Yeah. | know that organizing humans getting aligned, getting a unified approach, meeting regularly in
committees, communicating across institution is no small feat from my 15 years in higher ed. | think
that's part one. And then part two is having information that surfaces to you what it is that the
opportunities are to make adjustments and differences. So how are you as a team, as an institution
leveraging technology which is available with insights and analytics and understanding what's working on
your campus and helping it to help streamline process and reduce capacity constraints that so many
institutions are facing. What does that look like for your institution?

Phil Hunt (18:59):

A work in progress. That's true

Katy Oliveira (19:04):

Everywhere.

Phil Hunt (19:06):

It's a work in progress. And give a shout out to our Office of Institutional Research because they've done
a great job in setting up dashboards, a number of dashboards for us to help us address some of these
issues and provide us with answers to the questions that we've been asking as we've taken deeper dives
into our processes in tar data and how students are interacting with the institution on the academic side
of the house. They did a lot of heavy lifting on that. And then now we are working there partnering with
us to really help inform the information that we're seeing in the Civitas platform as well. Again, we have
our strategic plan. We've developed strategies and operational tactics now and then. So as we go down
that checklist of things, we are looking at those resources to help inform the kind of next steps and the
decisions that we need to make.

Katy Oliveira (20:06):
What did that look like before you had access to the technology to help reveal that?

Phil Hunt (20:12):

A lot of anecdotes.

Katy Oliveira (20:14):

| think that's comment. | think that's a common practice across institutions is here's what we perceive as
happening versus here's what the data tells us. And was there a difference when you were able to
compare those anecdotes to actual data?

Phil Hunt (20:29):

That's right. And surveys. That was how, and we've had various reports that we'd have to pull from our
SIS system. I'm not going to state what our SIS system is. There are days | like it and days that | don't like

Page 6 of 11


https://www.rev.com/transcript-editor/shared/ZZiKznrTQ1XMLjaUr81s5nsS8DEiYnYLF89k96oR2uRIRAcO5khGx9-wQVVWvaMQoRWkFciM-oew9CxqM-shjWlOkwE?loadFrom=DocumentDeeplink&ts=1083.03
https://www.rev.com/transcript-editor/shared/XsG8Qkn4lNiYc9wvBcZM3zfhqQh9czDNckvfHRa15XYzEHTNiXltLmz1emDSF5dhRyiFrnVdueBUjDNZAwzOSBgrA9U?loadFrom=DocumentDeeplink&ts=1087.35
https://www.rev.com/transcript-editor/shared/phoGP_xXHGyNE_AWTfJU3_P-yvRyrA0sexixaWCoCJmHSY6JOZK3SlMaBXhYOWcIjNRzR_P4WYmQGHlNjzP8v1aLlb4?loadFrom=DocumentDeeplink&ts=1089.96
https://www.rev.com/transcript-editor/shared/7BUNNm6fS-hj1QzFfP56f9Idpo2GHj8d0vC6yywLOr3BhREfVHYO3e4JZnzkPhwe5ohG46HSk6dsDBz7eViXn9RD81s?loadFrom=DocumentDeeplink&ts=1139.97
https://www.rev.com/transcript-editor/shared/44KkQb_PlFNAQ34wXkNWKbK4M25JkJGHCJJjDrsUhCv_8H8GWozdlO_DQopl0KLJKVQuY37Ad8044V-BRWShyK5tugA?loadFrom=DocumentDeeplink&ts=1144.02
https://www.rev.com/transcript-editor/shared/7InC1BiyothcVy6mDhGDlGopHN9H5fDTaI8waO4xfU3sPRyOcyMKUJTrxo6nP5zD4CeySS_P8BKTEOQpHLfJFNrVYTA?loadFrom=DocumentDeeplink&ts=1146.6
https://www.rev.com/transcript-editor/shared/rprVQMJupaGMNDdIUbK3tFr1XXldDAgUf5J1ZvOTOPXCbOvQjd0WiD2oOEM6PsdtFyq-QZfe6gLT8q354-0M1OkNp8o?loadFrom=DocumentDeeplink&ts=1206.03
https://www.rev.com/transcript-editor/shared/solr8_k0E82iL1E0rbRdjiNMRaHMkmGQyrD0oDl18_bYSXvYY9CPC0jS6WzBbQIXW1ZVOiuTBU3VTZXGJ90e942GW5E?loadFrom=DocumentDeeplink&ts=1212.39
https://www.rev.com/transcript-editor/shared/QUPFdPHhfdb3blm53yBhDX5_HnCJpZRHB6PEGL_Z7qyThq4ZSH2tZlhLp7w9FKaucNbnlECRqMFMqzWeL_wSH6t2Ar8?loadFrom=DocumentDeeplink&ts=1214.32
https://www.rev.com/transcript-editor/shared/FJfQ8DH_f554hBfu6nVP-OXLpyuAOZUmjct6NC-SUu98w8mtXcdTxkkH5RfjEdXfDa16FcDU_BD0Di0UTwSvvJH8Nno?loadFrom=DocumentDeeplink&ts=1229.91

Next Practices: Developing a Proactive Response to Enrollment Decline with Phillip Hunt

it, but we'd have these Excel sheets, these reports, and you'd have to go in and you'd have to manipulate
them in various ways, and that's how we would have to do some of the work. But again, we have a really,
really good institutional research team where we haven't had to do a lot of that, and they've been able
to really socialize our dashboards out across the campuses. We've extended licenses to all of the colleges
and departments. Because the other issue too, and this is that institutions are really good at gathering
data, is how they share that data and how they act upon that data is what makes the difference and then
can be changer.

(22:25):

And so we said, look, none of this is a secret. We're a public institution. Somebody can call up and say,
Hey, | want that on X, Y, and Z. As long as it's not FERPA protected, they can get it. Then why are we being
so restrictive and not sharing out some of this other information with our own folks? And so there's
more open communication, sharing of data, sharing of insights to make informed decisions. And we can
empower our people to make decisions too. Because what we've heard a lot through this process when
we ask questions is, why is something done this way? Oh, well, that's the way we've always done it. Well,
I'll say | gave you permission not to have to do that anymore because the data is informing us that
there's a problem from what we're seeing in our reports and then also what we're hearing back from
students. And so we need to now you are empowered to make decisions to address these issues, and
people appreciate that. Sometimes you got to give people permission or sometimes people feel like they
need permission to stop doing something that they've been doing to make those better changes for our
students.

Katy Oliveira (22:31):

Next practices is brought to you by Civitas Learning. Civitas Learning help higher education institutions
improve student outcomes through data activated decision-making and collaboration. Intelligent student
success software equip teams with real-time insights and workflow solutions to support the entire
student lifecycle, enabling leaders to implement strategies that improve retention and graduation rates,
and promote the financial health of their institutions. To learn more about how you can proactively
support student success at scale, visit civic trust learning.com.

(23:07):

You really, really, really important point that | think kind of goes under the radar when talking about how
to have digital transformation on a campus or how to expand access to data or democratize data on the
campus is the relationship between institutional research and the breadth of the institution who is doing
enrollment and student success work. I'm going to make a plug for another episode that we have
actually with the University of Texas at San Antonio. I'm going to drop the link in the show notes where
we talk about how they knit together their student success in IR and how they work together as a team
to democratize their data and how they've created dashboards. And it sounds very similar to what you
are sharing in that | think in the old days where you have to go to IR and get a report or pull down a
report from the SIS, the data gets siloed with the leadership and it doesn't normally get distributed.

(24:08):

And you have a huge amount of information. And it's not that we're saying release the floodgate and
give everybody all the raw data. What we're saying is, | think, and correct me if I'm wrong, is that the
insights from the data, the piece that you can take action on, understanding what's going on with big
trends and individual students for those parties at the institution who need that, training people up and
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finding ways and technologies that democratize that data that can be really powerful and moving the
needle because then you are actioning against what's actually happening, not what you've always done.
And | think that that's another place, another lever where people are making really big progress when
they make that shift.

Phil Hunt (24:55):

Agreed. And | like to tip my hat to the team at UTSA as well because we were able to have several
conversations with them prior to coming on with Civitas. And even now, afterwards, we have some
brainstorming sessions. We actually sent a team down there, | want to say a couple months ago to meet
with them. They, in my mind, are a good example of people doing the right things and leveraging
technology and resources. So for folks that are listening, you get a chance, call 'em up, talk to 'em.
They're great folks.

Katy Oliveira (25:25):

And we also have two episodes where they talk about what they're doing too. So if you want to learn
more, you can look from there and then hand them up.

Phil Hunt (25:31):

But to your point, as | think about what we've done on our campus in socializing what some of our issues
were, we also socialized some strategies of how to solve the problems that we've created. Myself and a
couple others, our vice Provost for assessment and strategic initiatives, he and | joke around and he
coined this phrase hashtag. And so we're going to get these, A lot of the problems that we have
sometimes we've created them. We can't control the enrollment cliff, but we can control how we engage
students and the services that we provide them and how accessible our courses are. Creating a sense of
belonging and ensuring quality teaching in the classroom. Those are things we can control. And so we
need to do a really great job of doing that. And in that, we've had meetings with our deans, we had
meetings with our chairs altogether where we socialize these issues, talk about potential solutions, hear
from them of why do you think this is happening?

(26:29):

What suggestions do you have? How do we best move forward? What are the tools and resources that
you need to help get this work done? And then one of the things we heard from them was exactly what |
said before. Well, I've got these things to do. Where am | going to have room to do that? What can | stop
doing? And so we had to say, Hey, no, right now, here's the focus and we're going to continue to have
those conversations. We're also in the midst of developing a strategic enrollment management plan, and
our campus has jumped on board all hands on deck, and it really dovetails nicely with what we're doing
on the retention side because we were able to take some of those strategies and incorporate those in
that enrollment management plan, not having to replicate or duplicate committee work. So it's been
nice.

(27:19):

It's been exciting to see this. And we've even had workshops when it comes to some of the scheduling
challenges that we've had. My team has been great here in the registrar's office where we said, you
know what? We're going to take a step back. We're going to work with our chairs and show them what
we mean, walk them through these processes, and we have degree analysts. The degree analyst is going
to sit down with those chairs. Here's the issues with your curriculum. How do you want to showcase
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your plan, your curriculum plan now to students knowing that these are some of the issues and they've
appreciated it, it takes time, but at the end of the day, you get a really big return on that investment.

Katy Oliveira (28:01):

Yeah. Well, we've covered a lot of ground, so | want to give some space, talk a little bit about what kind
of outcomes are you seeing early indicators of success Are you already seeing from shifting to thinking
and doing work and organizing in this way? | know that people are always thinking about the big
blockbuster outcomes of things like retention and completion, but | think there's so many short term and
medium term outcomes that are really important as well, from increased student engagement to ease
workloads and efficiency and better communication. What kinds of successes and early wins are you
seeing at NDU?

Phil Hunt (28:42):

Yeah, | think our new advising model is probably the strongest one, and we're just getting started. We
saw a 2% increase in our retention just in one semester, and | can't wait to see what it's going to look like
at the end of this term. And we hadn't even fully implemented the advising model yet. Some of that also,
| think | give credit to what we've been doing around scheduling. Students have said, it has been better
for me to schedule and find courses that | need than it's ever been prior to. And so | give credit to our
staff, to our faculty who have committed to making these changes because they are paying, starting to
pay off, and we're just getting started. We're just really just scratching the surface.

Katy Oliveira (29:27):

Yeah, it's amazing that you're already seeing that kind of success early in your advising redesign. What
do you think is, | mean, I'm sure, | know it's multifaceted, but what do you think is making the difference
there?

Phil Hunt (29:43):

I'm really going to go back to our advising because we got advisors proactively reaching out to students,
working with them to get their schedules. Our schedules are available faster and sooner, more quickly
than they've ever been. They're still work for us to do. We're thinking about year long scheduling. We
haven't done that yet, but we have the capability to do that with the technological resources that we
have and what we've done to streamline our processes. So it's easy for our departments to put their
schedules together. They can now make data informed decisions within the tools that we have to see
when their prime time to see when there are potential conflicts or barriers with prerequisites, co-
requisites or gen eds, they're empowered to make these decisions. We can expand this even more. So
we have a strong student government. The feedback that we received from them, even through the
scheduling survey says that students, for the most part are happy with how we are scheduling and feel
like they have access to their courses. Now, there are nuances within different departments, so that
doesn't mean let's just keep doing it, but there's always opportunity to improve. And | think there's a
cultural shift and a mindset shift on our campus that, yeah, there are great things that we're doing. We
have challenges, but we can control what we can control. And there's always room for improvement to
best serve our students. And I've been excited to witness that.

Katy Oliveira (31:07):

Yeah, | think two really important themes that | wanted to surface is that it is being able to be proactive
at scale, actually having insight and visibility and the tools that allow for that make a huge difference.
And then removing those systemic barriers to success and enrollment for students that the things that

Page 9 of 11


https://www.rev.com/transcript-editor/shared/3PDf5TBIeeXt4b0sdbi_N_PohKzjAIXfui3JKP2M3KsyJYfqhO9SQym6aXQSwITWzX6Q-E9IAU_CVY8pRXmA_TI1YY4?loadFrom=DocumentDeeplink&ts=1681.53
https://www.rev.com/transcript-editor/shared/jflSOerLnj9hEdfZ86eLZxTTsRbZ1JBdfA8Gxh1VV87k-BLayj2PSi2vnq0rJY5JfyGbCSiIilxV9NQDD0rudcZAh10?loadFrom=DocumentDeeplink&ts=1722.4
https://www.rev.com/transcript-editor/shared/dNacyRHpgdw_OiX2qFy_sEmoxarUyDhomfC2Y56hwYPtWITPNHqojB5bzgB6Tom9wKLgtI5I0OSQFqSLNIjOmzrvVlY?loadFrom=DocumentDeeplink&ts=1767.09
https://www.rev.com/transcript-editor/shared/7LuFchIjrc045NI6rYb4GZP-dhWaly57SgXPCISgDgLyH8FdmMJ1X9mUmdi2TqpgUcnzY2noXEBZFpI9Srl9b0Izu4Q?loadFrom=DocumentDeeplink&ts=1783.27
https://www.rev.com/transcript-editor/shared/1HOYZfn7peXXiMCcjNkUY_WT0kahAdQOwrsTcACqEfMyOLHVVKPr7ixyEScqMSgDQQJYx0MS0J5QbyGnpgV6m9jA_bA?loadFrom=DocumentDeeplink&ts=1867.8

Next Practices: Developing a Proactive Response to Enrollment Decline with Phillip Hunt

you as an institution can control and making sure that those are easy and make sense and are student
centered. It sounds so simple, but | know it's really hard to do and it's really, really important to do too.

Phil Hunt (31:40):

And to that point, I've seen better communication across our institution, proactive communications,
where our advisors, our professional advisors will reach out to a faculty member. They'll reach out to a
student, they'll reach out to my office, they'll reach out to one stop. Or if they have questions about a
schedule, they have questions about curriculum, they have questions about when is the course going to
be offered? There's access. People have more access to the data, and now we have better lines of
communication as well. And it's been great to see. It's really, really been great to see because those are
things, again, those are things that we can control that will move the needle in meaningful ways,
especially over time.

Katy Oliveira (32:22):

Yeah. Makes a big difference. Well, in our last few minutes, | like to turn it over to you and let you share
something | should have asked you and | didn't, or lessons learned or other things that you might like
leaders in similar situations to know.

Phil Hunt (32:36):

That's a tough one. | think when you first set out to do this work, it's clearly overwhelming. You'll go in
and you're like, oh my gosh, where do | even begin? Where do | even start? We can do this. We can do
this. We can do it. My advice to you is to just start doing something to move the needle in a positive way
and be transparent with your campus about what you're doing, what you're thinking and the why. You're
always going to have those naysayers. You're always going to have those people that come up with some
crazy scenario that's a one off and might say, oh, well, we shouldn't do it both because what about this?
Well, remember, this is about how do you truly move the needle for the majority of your students?
What's going to give you the biggest return? And what are those activities, those strategies that are
going to give you the biggest return on your investment?

(33:28):

And start there. But you need to socialize the problem, get input and feedback through your shared
governance structures so people don't feel left out. But again, so you can make informed decisions,
know where the accountability lies, bring people into the fold because you're going to have a bunch of
great ideas. But again, how are you aligned and where's your accountability? And do your structure
support your priorities? And as you take a couple steps forward, you may have to take a step or two back
because there's going to be something that you didn't think of or you're going to notice that there's
something in your current structure or your current process that's going to inhibit your ability to do set
and do the goal that you've set for yourselves. And that's okay for people who are like me that are a little
impatient, | get a little impatient at times. It's okay because it's better to address these issues now than
as you get down the road and hit additional stumbling box, or you create a scenario that you may not
have been intended. So it's good to do that.

Katy Oliveira (34:32):

Yeah, you got to start somewhere. Thanks so much, Phil, for coming on next Practices. | really appreciate
your time.
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Phil Hunt (34:38):

Well, thank you for having me. This was fun. And for all of you that are out there, if you have questions,
feel free to reach out. Not that hard to find.

Katy Oliveira (34:46):
I'll link contact information in the show notes.

Katy Oliveira (34:49):
Take

Phil Hunt (34:49):

Care. Take care. Bye now.

Katy Oliveira (34:53):

Next practices are produced by Civitas Learning Access More Next Practices and learn about how
transformational leaders are moving student success forward by visiting civitaslearning.com. And if you
enjoyed this episode, be sure to share it with a friend and subscribe anywhere you listen to podcasts to
stay up to date on the latest data informed approaches to student success.
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