
Four Ingredients of a Successful 
Transfer Enrollment Strategy

Academic Policy, Data-driven Planning, 
Institutional Partnerships, and 
Technology Platforms

Presented by: Caryn Chaden, Gerry McLaughlin, 
Rina Bongsu-Petersen, and Liz Sanders, DePaul University, 
Chicago, Illinois; Anne Brennan, Saint Xavier University, 
Chicago, Illinois. 
Presented to SEM, Dallas, TX, November 2009



Today’s Agenda

• The DePaul Context
• Academic Policies
• Infrastructure 
• Data-driven Planning
• Institutional Partnerships
• What We Have Learned
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Presenter
Presentation Notes
We’d like to talk to you today about the ingredients of our transfer enrollment strategy – the academic policies that set the stage for growth, our focus on data driven planning, and our efforts to build institutional partnerships and leverage technology platforms.  We’ll also share with you what we have learned through this process.

Before we start, I’d like to give you some context for this – and tell you a little about depaul, for those of you who don’t know us well.



DePaul University in Context
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The DePaul Context
• 109 years of  urban, Catholic, Vincentian tradition

• Today, enrollment of 24,000 students; 

• 9 colleges and 8 campuses in Chicagoland area

• Largest & fastest growing Catholic university in U.S.

• 8th largest private not-for-profit university

• The largest provider of master’s level graduate 
and professional education in Illinois
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America’s 10 Largest Private Universities  
(2008)

New York University 41,783
Brigham Young University 34,245
University of Southern California 33,747
Boston University 31,766
Harvard University 26,453
Northeastern University 25,571
George Washington University 25,116
DePaul University 24,352
University of Pennsylvania 24,107
Columbia University 22,655

Note: This list includes traditional, doctoral universities.
Source: EMR Annual Survey of National Privates and Catholics, 2008
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DePaul Enrollment Profile
Fall 2009
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Source: EMR, data from OIPR Fact File
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Two Decades of 
Enrollment Growth

1982-2009
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Source: EMR, data from OIPR Fact File, total includes IPD.
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Presenter
Presentation Notes
Growth in transfer while holding freshman enrollment steady is consistent with the twenty12 strategic plan.



Proprietary and Confidential

Freshmen

Transfers

Annual freshman to transfer 
ration reaches 1:1 in 2001 
through freshman growth 
(Vision 2006).

In 2009, DePaul re-
establishes a 1:1 ratio of 
freshmen to transfers as part 
of Vision twenty12.

Source: OIPR Fact File, Winter 2010 and Spring 2010 are estimated.

Historical Trends and Recent Growth 
in Transfer Academic Year Enrollment
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Presenter
Presentation Notes
Growth in transfer while holding freshman enrollment steady is consistent with the twenty12 strategic plan.
But Fall trends are only two-thirds of the picture for transfers.  When we add all terms together, thanks to the magic of the Fact File, we see that transfers eclipse freshman enrollment up until 2001, when transfer enrollment began to decline.  In 2009, year-round transfer enrollment is again about equal with fall freshman enrollment.




Academic Policy

From “Friendly to Students One-by-One”
to a

Institutionally Transfer-Friendly
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Foundations of a
Transfer-Friendly Institution

• Policy

• Process

• Infrastructure

• Staffing

• Data / Analysis
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Policy

From the 1997-1999 DePaul Undergraduate 
Catalogue:

“Generally all academic credit earned at 
accredited colleges is accepted in areas 
comparable to those offered at DePaul.”
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Excerpts from
Current Policy, 2007:

“DePaul will accept for transfer credit
- baccalaureate-level courses completed at 
baccalaureate granting, US institutions fully 
accredited by one of the regional accrediting 
bodies….
- college-level courses earned in A.A. and A.S. 
degree programs at 2-year institutions fully 
accredited by one of the regional accrediting 
bodies….

13Note: See appendix for screen shot and link to DePaul Course Catalogue Transfer Credit web page.
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Policy, continued

- Course credit earned at 2-year accredited 
institutions in other degree programs . . will be 
reviewed on a course-by-course basis…

- In general, courses  . . . that are earned in a 
certificate or professional training capacity are 
not eligible for transfer credit.

- Developmental courses are not eligible…

14Note: See appendix for screen shot and link to DePaul Course Catalogue Transfer credit web page.
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Process

• Widely representative group created the 
new policy.

• With policy in place, transfer articulation 
becomes a joint effort:
– Centralized office responsible for articulation.
– That office works with college faculty to create 

articulations.
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Infrastructure

• Statewide Initiative: u.selectIllinois 
(formerly CAS)

• Articulation Data Tables

• Degree Progress Report

• Advising Brochures
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New Staffing

• University Articulation Coordinator

• College office transfer specialists

• Academic advisors for newly admitted 
transfer students (pre-matriculation)
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Data-Driven Planning
According to the Vision twenty12 

Strategic Plan:

“by 2012, DePaul will achieve 
undergraduate enrollment growth through a 

balanced strategy of increasing new 
freshmen and new transfers.”
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Target 
Market

Inquiries Apps and 
Admits

Enrolled Alumni

Target
Market

Industry

Competition

Profile

Perceptions

Strengths

Market Matrix for Undergraduate Transfers
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Presenter
Presentation Notes
To help facilitate data-driven planning, we developed a conceptual framework that organizes our information along two dimensions: the horizontal dimension is a traditional student flow funnel from target market to alumni; the vertical dimension is an external to internal dimension from target market to strengths.  At the intersection of these dimensions is a business process question.  We populate the matrix with business process questions to help guide the admissions person, advisor, or enrollment manager to the right information that answers their questions. (see next slide)



Target 
Market

Inquiries Apps and 
Admits

Enrolled Alumni

Target
Market

Industry

Competition
?

Profile
?

Perceptions

Strengths

How do applicants 
compare us to 
competition?

What is the profile 
of our enrolled 

students?

Market Matrix for Undergraduate Transfers
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Presenter
Presentation Notes
For example, the question at the intersection of the ‘competition’ and ‘applications’ cells may be “how do applicants compare us to our competition?”   we would link all our information and resources that addresses this cell’s question to this cell, and we do this interactively through our enrollment and marketing research website.  

(next slide for smaller screen shot version of this – to highlight matrix, clicking cell, generating list of research…)



Community College Market Matrix
DePaul's Success in Obtaining/Retaining Students

High Medium Low

Community 
College 
Transfer 
Focus

High
Grow
(1)

Grow
(2)

Hold
(3)

Medium

Grow
(4)

Hold
(5)

Harvest
(6)

Low

Hold
(7)

Harvest
(8)

Harvest
(9)

Adapting the GE/McKinsey Matrix
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GE/McKinsey Matrix
• Industry Attractiveness / Market Potential

The vertical axis of the GE / McKinsey matrix is industry 
attractiveness, which is determined by factors such as the following: 

• Market growth rate 
• Market size 
• Demand variability 
• Industry profitability 
• Industry rivalry 
• Global opportunities 
• Macroenvironmental factors 

http://bizeco.blogspot.com/2007/06/gemckinsey-matrix.html
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GE/McKinsey Matrix
• Strength of Business Unit / DePaul’s Success

The horizontal axis of the GE / McKinsey matrix is the strength of the 
business unit. Some factors that can be used to determine business 
unit strength include:
– Market share 
– Growth in market share 
– Brand equity 
– Distribution channel access 
– Production capacity 
– Profit margins relative to competitors 

http://bizeco.blogspot.com/2007/06/gemckinsey-matrix.html
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Community College Market Matrix

DePaul's Success in Obtaining/Retaining Students

High Success Moderate 
Success Low Success

Community 
College 
Transfer 
Focus

High
Focus

Maintain/
Grow (1)

Maintain/
Grow (2)

Selective 
investment(3)

Mod
Focus

Maintain/
Grow (4)

Selective 
investment (5)

Evaluate
(6)

Low
Focus

Selective 
investment (7)

Evaluate 
(8)

Evaluate/
Exit (9)

NOTE: Adapted from the McKinsey Matrix and the BCG Matrix.

The intersection of Transfer Focus and DePaul 
Success give direction for marketing and recruitment.
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Variables used in dimensions.
Variables in Transfer Focus:
• % Associate Degrees /total deg awarded
• % certificate or degree seeking students/ 
total enrollment
• Transfer rate of FT Degree/certificate 
seeking students from 2003 cohort
• % associate degrees (0607) / total 
enrollment in 2006 
• % full time
• % receiving state / local grant aid 
• Average state/local grant aid received for 
those receiving aid
• % minority
• Admit rate to DePaul
• % under 25 / total enrollment
• Existence of unique partnership with DPU
• Number of courses articulated

Variables in DePaul Success:
• Continuity: 7 years historical data 
(number of students sent over the last 7 
years, minimum 2 students)
• Enrollment Trend on historical data 
• Number of students entering DePaul 
(average last 3 years) 
• Relative presence: Avg. 3 year enrolled/ 
(CC Assoc. Deg + Cohort Transfers)
• Yield to DePaul
• % minority / total enrolled
• 1st year retention rate (returning for the 
second Fall)
• First Term GPA
• % Transfer Sophomore or higher
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Institutional Partnerships
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Goals of the Office of 
Community College Partnerships

• Connect curriculum, faculty members, and advisors between 
DePaul and transfer institutions.

• Create formal partnerships and agreements that make transferring 
to DePaul predictable and smooth.  All agreements are made 
between faculty members, deans, the provost, or the president 
and are facilitated by the office.

• Create communications for faculty members, advisors, and 
students that advertise, promote, and clarify transfer agreements, 
procedures, and policies.

• Maintain records of all partnerships and agreements made 
between DePaul and other institutions for the purpose of transfer.
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Characteristics of Successful 
Partnerships

• Trust
• Symbiosis
• Mutual Need
• Persistence
• Compatible Styles or Cultures
• Flexibility
• Tolerance of Differences
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Examples of Partnerships, 
Agreements, and Activities

• Illinois Articulation Initiative

• Dual Admissions 

• Program to program or programmatic

• Faculty Round Tables

• Transfer Center and u.select on web
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Challenges

• Course Articulation Upkeep

• Connecting with the Right People

• Turnover in Personnel

• Computer System Changes
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Innovations

• Partnerships in Grants

• New Ideas: the Associate Degree 
Cooperative

• Dynamic Transfer Guides
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What We Have Learned

• Build on your institution’s mission: Transfer students 
have always been a large part of the DePaul enrollment 
profile and mission, we can build on this

• Engage institutional commitment at all levels: It takes a 
village

• Recruit institutions, not just students: Transfer 
initiatives are systems-oriented (institutions and 
technologies); the desired outcomes are to improve the 
student experience

• Use research and analysis to focus efforts: know your 
target market
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Thank you!
• For additional information, please contact us at:

– Anne Brennan, Director of Transfer Relationships, 
abrenna2@depaul.edu

– Caryn Chaden, Associate VP for Academic Affairs, 
cchaden@depaul.edu

– Gerry McLaughlin, Associate VP for the Office of Institutional 
Planning and Research, gmclaugh@depaul.edu

– Rina Bongsu-Petersen, Research Associate, Enrollment & 
Marketing Research, rbongsu@depaul.edu

– Liz Sanders, Assistant VP for Enrollment & Marketing Research, 
lsander3@depaul.edu
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Presenter
Presentation Notes
Here is the screenshot.  I don’t expect you to be able to read this, but I wanted to explain the functionality.  A recruiter can go to this site, identify the question she wants information on, click the cell, and generate this list to the right of all the current and available research that speaks to this question.

In this way we have tried to provide a conceptual framework for our information based around business processes for admissions, enrollment management, and the university to use that organizes information in a different way than in the standard research silos – the independent report generated from some specific survey, for example.   

This matrix allows us to do one other thing useful for our discussion today: it allows us to identify gaps in knowledge.  These gaps help drive the research agenda for the upcoming years.
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