Strategy and Implementation Readiness
(SIRC): Recruitment and Enrollment

(R&E) Checklist

I Overview

In adult education, recruitment and enrollment activities impact different aspects of programs and
services, including program participation, attendance, who receives services, and instructional course
design. In addition, external factors such as population, industry, political, or economic shifts and major
national or state health or climate events can impact who needs adult education and who is available
to participate. These factors are why it is important for adult education state teams and local providers
to review their recruitment and enrollment processes and use quantitative and qualitative data to
inform their strategies.

The Strategic Implementation Readiness Checklist (SIRC): Recruitment and Enrollment resource is
designed as a guide to support states in the development, review, and/or implementation of their
recruitment and enrollment strategies.

Targeted Training Only: As a developing resource, the current categories for the checklist are based on
strategic themes presented by state teams participating in the National Reporting System for Adult
Education 2022 Targeted Training, “Journey to Enrollment-from Concept to Action.” These themes are:

e strategy alignment

e local programs/provider engagement

e program partner engagement

e communications: social media engagement

e adult learner engagement -student ambassadors/champions

e professional development

e using data to inform recruitment strategy and progress monitoring
The checklist can be used throughout the program year by state teams and local providers. It is not
expected that every element within each theme requires a “yes” for implementation, but the checklist
does allow for a state to determine if enough elements are in place to implement, continue, revise, or
cease a strategy through the lens of readiness. The checklist also includes an addendum with a logic

model worksheet that can be used to determine the intended progression of a strategy to the desired
outcome related to recruitment and enrollment.
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| Strategy Alignment

The first part of the SIRC: Recruitment and Enrollment tool created for this training pertains to
alignment of your state vision for recruitment and your recruitment strategy.

Part 1. Strategy Alignment

In Progress

e Do you have a vision for recruitment?

— If no, write a vision statement with input from stakeholders.

— If yes, did someone other than the state director contribute to the vision? Who?

Potential Program User and Provider Recruitment and Enrollment Journey Perspectives:

e Have you developed and reviewed your potential/current student’s
journey map for the recruitment and enrollment process?

[

e Have you developed and reviewed your provider’s journey map for
the recruitment and enrollment process?

e Have you validated the journey map with data?

e If you have not used a journey map, how have you determined the
student and provider process from their perspectives?

e |s your strategy aligned with your vision and values?
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e Isthe strategy clear? Does the strategy follow a logical flow?

[
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Describe how you intend to complete the step(s) with checkmarks in the “No” or “In Progress” columns:

SIRC: R&E Checklist [JEI




Part 1. Strategy Alignment

Yes

No In Progress

Considering your vision and strategies, what might be some implications and/or the impact for the 3 Ps:

— People: e.g., students, adult learners.

— Programs: e.g., curriculum, structure, processes.

— Policy: e.g., mandates, initiatives, state or local changes.
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I Local Programs/Provider Engagement

To increase student enrollment, state programs need to work with local program/providers in
identifying recruitment and enrollment challenges. The questions below will help your state program
move toward a shared understanding of recruitment and enrollment with local program/providers.

Part 2. Local Programs/Provider Engagement

Local Program/Provider Awareness of Recruitment and Enrollment Issues

Yes

No In Progress

e Are local programs:

— Aware of recruitment issues?

— Aware of the state’s vision and strategies related to recruitment
and enrollment?

— Aware of which students and services to target in their area?

e Do your local programs know how to use NRS and other data to
understand their enrollment patterns and trends?

e Does local program staff know of state needs and initiatives around
recruitment and enrollment and the strategies planned around
them?

O (O§go o

e Have your local programs reviewed services, skills, and resources
needed for current and targeted potential students

[
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Local Program/Provider Communication Related to Recruitment and Enroliment

e Do local programs have relationships with partner agencies in their
communities to assist with recruitment and services?

[

e Have you provided professional development and obtained
feedback about state and local recruitment and enrollment issues?

e Do you have open and honest communication with local programs
about enrollment issues?

e Do you have state team members who will be responsible for
maintaining relationships with local programs?

e Have you developed specific expectations or guidelines for local
programs regarding recruitment and orientation of new students?

00 |d
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e Do you provide local programs with regular feedback and offer

recognition for their work?

[
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Describe how you intend to complete the step(s) with checkmarks in the “No” or “In Progress” columns:
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| Program Partner Engagement

Program partners such as local businesses and community organizations can provide outlets for
engaging the wider community, which may help attract prospective students. The questions below will
help you determine readiness to engage program partners on issues of recruitment and enrollment.

Part 3. Program Partner Engagement Yes No In Progress

Program Partner Roles and Expectations

e Have you assessed potential program partners based on their:

value/mission statements

— services they provide

— geographic service areas

— service population

e Do you have a strategy for building awareness and buy-in regarding
recruitment and enrollment goals among program partners?

e Have you formally identified the mutual benefits and potential impact

O | O OO0 O
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(direct or indirect) of the partnership on recruitment and enrollment
goals?

e Where applicable, have you identified and negotiated the parameters of
the partnership, including partnership roles, responsibilities, and a

]
[
]

shared vision of success related to recruitment, enrollment and/or
retention of program participants?

Program Partner Communication Related to Recruitment and Enrollment

e Do you consistently integrate recruitment and enroliment in El EI ':I
communication with program partners?

e Have you identified team members and a primary point of contact who
will be responsible for maintaining program partner relationships that l:l I:l l:l
impact recruitment and enrollment?

e Have you developed recruitment materials, communication messages, or El El EI

other specific communication strategies to support partner outreach?

Describe how you intend to complete the step(s) with checkmarks in the “No” or “In Progress” columns:
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I Communications: Social Media Recruitment

A social media campaign can help to reach, attract, and engage potential students through social
media networks. These questions help your program to develop a targeted social media approach as

part of your overall recruitment communication strategy.

Part 4. Social Media Recruitment

Campaign Scope

Yes

No

In Progress

Do you have a goal for your social media campaign
(refer to your recruitment journey map channels
and points of interaction)?

[

— If yes, is it clear that social media will help you
to achieve your goal?

Is it clear who is the intended audience for your
social media campaign?

Do you have an adequate budget for your social
media campaign? Budget may include designing
ads (photos, video, graphics); writing copy; and
running ads.

Is your social media campaign aligned with your
overall communication plan and messaging?

[

[

[

Engagement

Do you know where to find your intended audience
on social media?

[l

]

[

— If yes, have you considered (a) what channels will generate awareness of your program vs. actual
enrollment, and (b) which channels will speak to new audiences vs. existing audiences?

Have you identified keywords associated with your
social media ads?

Have you identified the voice and tone of your
social media campaign?

Do you have a clear and compelling call to action?

Do you have a plan to respond to engagement and
maintain contact with your audience?
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Part 4. Social Media Recruitment

How will you address positive and negative feedback?

Yes

No

In Progress

Do you have a landing page? Blog? A web
location to redirect ad traffic?

Social Media Tools

e Are you aware of how to run social media
campaigns? (Facebook, Twitter, LinkedIn, Instagram,
Pinterest

e Have you decided how you will post social media
content (e.g., social media scheduler)?

[

[

[l

e Do you have a content calendar for the next 3—6
months?

[

[

[

— If yes, what major events, milestones, observances can you use to leverage social media outreach?

e Have you selected tools to monitor and report
social media analytics?
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https://www.facebook.com/business/
https://business.twitter.com/en/solutions.html
https://business.linkedin.com/marketing-solutions
https://help.instagram.com/1554245014870700/?helpref=hc_fnav&bc%5b0%5d=368390626577968&bc%5b1%5d=835763516568404
https://ads.pinterest.com/

I Adult Learner Engagement: Student Ambassadors/Champions/Mentors

Student mentors and ambassadors are current students who act as liaisons between the program and
potential students. Student mentors and ambassadors promote the program by sharing information
and helping the potential students better understand what the program has to offer. Sometimes, they
can continue to provide support to new students as well to ensure that the new students know what
services are available to them and how to make the most out of their enrollment in a program.

Part 5. Adult Learner Engagement- Ambassadors/Champions

Identification

Do you have a formal definition and criteria for becoming a
student mentor, champion or ambassador?

Yes

[

No In Progress

[ [

— If yes, is that information publicly available?

[l

[] [l

Do you have a “job description” for the student mentor,
champion or ambassador role?

[

[ [

— If yes, does it specify the skills and experiences you want in your student mentors or ambassadors to have

and describe the activities in which they will engage?

Are there opportunities for students to take on a less formal role if
they do not meet all the criteria or cannot commit to all the
activities of the student mentor or ambassador role?

Do you have a plan for identifying appropriate students for the
student mentor or ambassador role?

— If this plan is already being implemented, has it been
successful?

— If not, have determined how and when you will update the
plan?

Do your mentors and ambassadors come from the same
background as the students you are trying to recruit?

Ooo|jg| o

Do you have a plan for letting new and potential students know
that there are student mentors or ambassadors available to
support them?

[
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Describe how you intend to complete the step(s) with checkmarks in the “No” or “In Progress” columns:

SIRC: R&E Checklist [JEI




Part 5. Adult Learner Engagement- Ambassadors/Champions

Processes

No In Progress

Do you have an established process for orienting student mentors
or ambassadors to the role?

Do you have an established process for communicating with
student mentors or ambassadors?

Do you have an established process for student mentors or
ambassadors to communicate with program staff about issues or
challenges that are shared with them?

Do you have an established process for involving student mentors
or ambassadors in the recruitment of potential students?

Do you have an established process for involving student mentors
or ambassadors in student retention?

oo o |ojg

Do you have an established process for collecting feedback from
student mentors or ambassadors about their roles or the activities
in which they are involved?

[
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Describe how you intend to complete the step(s) with checkmarks in the “No” or “In Progress” columns:

Incentives

Does your program have incentives in place for student
involvement?

[

— If yes, did you get student input on what incentives to provide?

]

Do you have a way to evaluate or determine the effectiveness of
your incentives?

O
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Describe how you intend to complete the step(s) with checkmarks in the “No” or “In Progress” columns:
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I Professional Development

Building the knowledge, skills, and abilities of adult education professionals in the various areas of
recruitment and enrollment supports active strategies to enhance recruitment efforts, enrollment
numbers, and student retention. The questions below will help you determine readiness and supports
to enhance new or existing professional development related to recruitment and enroliment.

Part 6. Professional Development Yes No |[InProgress

Preparation

e Have you identified the unique and thematic recruitment and enrollment EI EI ':I
issues across local providers?

e How do you engage your local providers in identifying their professional EI EI ':I
development needs related to recruitment and enroliment?

e Are there existing professional development opportunities where EI EI ':I
recruitment and enrollment content can be integrated?

e What data are you using to identify the professional development needs of local providers across the state?

Sustainability

e Are recruitment and enrollment activities or expectations referenced in

[
]
]

applicable staff roles or job descriptions?

e Have you incorporated recruitment and enrollment as part of your local grant

1
]
]

agreements?

— If so, how?

Implementation

e If professional development is delivered by a contractor/vendor, is there a

process for them to:
OO O

— Understand and have substantial knowledge on the desired student

population for your adult education programs?
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Part 6. Professional Development

— Incorporate recruitment and enrollment as part of their professional EI EI ':I
development technical assistance?

— If yes, please describe the process:

e Have you identified the metrics and a process to help identify if participants

are applying professional development content on recruitment and EI EI EI
enrollment?

Describe how you intend to complete the step(s) with checkmarks in the “No” or “In Progress” columns:
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I Using Data to Inform Recruitment Strategy and Progress Monitoring

Data infuse all phases of your recruitment journey. You need to review and understand your
enrollment trends over the past few years and the demographics and needs of your state and local
communities to identify gaps in services, underserved areas, and potential students you would like to
recruit. Once you have developed your strategies, you can use data to get indications of whether your
strategies have been implemented and to monitor whether they are successful in helping you meet
your goals and state vision. These questions will guide you in identifying data elements and the data
collection you need for each of these processes.

Part 7. Using Data to Inform Recruitment Strategy and Progress Monitoring Yes No In Progress

Data to Inform Recruitment Strategy

[l

e Do you understand enrollment changes in your state?

e Haveyou:

— Reviewed NRS enrollment trends over the last 3-5 years?

— Examined COVID-19 impacts on enrollment?

Disaggregated data by types of students, areas of the state, providers?

Examined state/city/neighborhood demographic data?

e Have you identified the prospective students that you want to recruit

I o
I
I

(younger, ESL, those who want job training) from the above-mentioned
data?

¢ What data do you have to understand the reasons why enrollment declined?

— Are your recruitment strategies based on these data?

e Do you have the instructors and program capacity you need to handle D ,:I ':I

increased enrollment?

— What are class offerings (schedule, online hybrid)?

Data to Inform Progress Monitoring

e How are you going to know you implemented your strategies?

— What sources and metrics will you use to inform whether your strategy I:l I:l I:l
was implemented?

— Increased website traffic, student inquiries, partner involvement? D l:l ':I
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Part 7. Using Data to Inform Recruitment Strategy and Progress Monitoring

In Progress

— Number of professional development activities incorporating
recruitment and enrollment content, follow-up with participants on
applications of learned skills/knowledge?

e Do you know how your data will indicate success?

— In the short term:

i.  Changes in enrollment pattern statewide and in targeted areas?

» Increased capacity (teachers, staff, programs) and
professional development?

— Inthe long term?

» Disaggregated enrollment trends over time?

O 0o |g O
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» NRS data tables (e.g., NRS Table 2A)?

[l
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Describe how you intend to complete the step(s) with checkmarks in the “No” or “In Progress” columns:

SIRC: R&E Checklist [JEER




ADDENDUM - Recruitment and Enrollment Strategy Logic Model

Worksheet

Describe the logic model for your state recruitment strategy to check your understanding of the strategy.

Strategy #

Which Will Lead To...

And Result In...

Metrics to Inform

Metrics to Inform

Success Metrics

Success Metrics

Strategy #

Which Will Lead To...

And Result In...

Metrics to Inform

Metrics to Inform

Success Metrics

Success Metrics

Clear Form
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