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I am sure that each of you 
have heard someone say 
that “the only constant is 
change. ” In Moving the 
College Forward (2016), 
I shared this quote from 
a then recently released 
book titled Breakpoint:

“... the signature 
characteristic of the 
market’s new trajectory 
is insecurity. American 
higher education has 
entered a new world of 
increasingly complicated 
issues and challenging 
choices. We will continue 

to face more uncertainty than we had become accustomed 
to in the decade prior to 2008 when the Great Recession 
converged with long-brewing demographic change to 
fundamentally alter the postsecondary marketplace. 

Colleges and universities of all types will be challenged in 
remarkably complex ways to find new approaches to align 
their mission, market, and management practices with their 
aspirations. Nothing will be left untouched.” 

That quote may feel even more real to us today! Phrases 
such as insecurity, challenging choices, and more 
uncertainty seemed then like hyperbole, but now feel 
understated. Since that time, we have experienced 
continued downward pressure on enrollment amid shifting 
demographics, we have faced a global pandemic, and every 
one of us has done our part to battle back from the 3-29 
network disruption.

However, in spite of the change and challenges, two things 
remain the same: (1) our commitment to empowering our 
students through education and (2) the pathway to a more 
stable future in increasingly turbulent times. The intent 
of this document is to more clearly define that pathway 
forward and helping each employee find their Line of Sight, 
– shining a light on the challenges we expect as well as the 
opportunities available to us.

LINE OF SIGHT: 
AN UNOBSTRUCTED VIEW OF A TARGET, GOAL, OR OBJECTIVE.

 Chad M. Brown, Ph.D. 
Zane State College President  



THE PROBLEM WITH WIGS

Wildly Important Goals – these are the foundation to the 
Four Disciplines of Execution (4DX) process. Since 2016, our 
WIGs have led to improved retention, progressive increases 
in graduation rates, and nearly $500,000 in increased credit 
generation over budget between 2019 and 2020. Having 
these goals top of mind sharpened our resolve, focused our 
efforts, and demonstrated that we can improve outcomes, 
even in the most difficult of times.

In the U.S., higher education is a business, and the 
application of private sector business practices is important. 
We must be willing to apply concepts like return on 
investment, market share, and program viability. These 
concepts help inform decisions around the allocation 
of finite resources. But unlike a corporate CEO or private 
business owner, my line of sight must extend beyond 
profits and the bottom line.  As a publicly supported, locally 
focused, community college, our mission is complex, and 
we have many stakeholders.  We must keep our tuition 
affordable while still providing high-quality education that 
leads to jobs that pay a livable wage. We must also produce 
graduates with the skills and knowledge that the local 
workforce needs. 

In addition, our funding is complex. We can’t simply offset 
declining sales by raising our prices. As a public institution, 
our tuition is capped. Also, about half of our funding comes 
in the form of State Share of Instruction (SSI). While the total 
allocation from the state has steadily increased over the last 

five years, all twenty-three community colleges compete 
for finite dollars using a formula that is heavily influenced 
by enrollment. As a result, several small, rural community 
colleges, Zane State among them, have been impacted by 
declining state support. Recent census data provides some 
explanation. While Franklin County and those counties 
adjacent to it have continued to grow since the last US 
Census in 2010, Muskingum and Noble Counties remained 
flat, and Guernsey County has declined by 4%.

You may be thinking, “how does this relate to 4DX?” I am 
convinced that this process has been great for the College 
by focusing our efforts on a single outcome. From 2015 
to 2017 our first-year retention rate improved nearly 20% 
and our graduation rate doubled from 26% to 54%. In 
addition, our work to increase total credit hour generation 
was moving forward until COVID unraveled those plans. 
In fact, the Fall 2019 new student cohort was the largest 
since 2013. Despite these successes we have experienced 
a steady decline in enrollment. Understandably as our 
WIG has transitioned, so did our focus. Beginning with the 
2018 cohort, our first-year retention rate and subsequently 
our graduation rate has lost ground. You can see in the 
chart below, that just as we began gaining momentum 
with new student recruitment, retention rates fell rapidly 
offsetting any recruitment gains. The only way the College 
can stabilize, then grow our enrollment is to improve both 
retention and recruitment simultaneously. 
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THE PROBLEM WITH WIGS

In Moving the College 
Forward (2016), I 
outlined the need 
for a comprehensive 
enrollment 
management plan 
as well as specific 
focal areas for 
growing student 
enrollment. In the 
five years since, we 
have developed a 
strong strategic plan 
with a mission that 
each of you live daily 
and a vision that the campus believes in. We have diligently 
studied our successes and gained insight from our less 
successful efforts.  We have utilized a variety of internal and 
external data sources to gain a better understanding of local 
and regional demographic shifts, local workforce needs, 
patterns of student performance, and areas of opportunity 
associated with short-term and long-term growth. We have 

dissected the funding formula 
seeking to identify areas of 
focus that could reverse the 
negative trends of recent years. 
We have analyzed processes 
and utilized DACUM to evaluate 
jobs across the campus and 
in key support areas. We have 
defined and streamlined our 
institutional committees and 
teams, reducing duplication, 
defining responsibilities, and 
establishing expectations for 
regular reporting. 

All of this work has helped to create a line of sight. We know 
the vision: “A Promising Future for Every One.” We live the 
mission: Empowering people through education. Now 
is the time for us to continue building and to execute a 
comprehensive plan for enrollment. 

THE PROBLEM WITH WIGS (CONTINUED)

 A FUTURE FOR 
EVERY ONE
Promising

Through the years, we have been successful with retention rates 
and recruitment; however, over the past five years, we have not 

been successful in doing both simultaneously. As the saying goes, 
“All organizations are perfectly designed to get the results they get.” 

 
This new Line of Sight document is an update to the Moving the 

College Forward document from 2016. The work we have done in the 
past has helped to guide the recruitment and retention strategies  

as outlined in the following pages.

OUR PATHWAY FORWARD
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ZSC’S SERVICE AREA 

Officially, Zane State College serves Muskingum, Guernsey, and Noble counties. 
Though the College enrolls students from more than 29 counties, most of our 
enrollment comes from a ten-county region that is made up of our official service 
district and all contiguous counties excluding Washington. According to the  
U.S. Census: 

 - Between the 2010 and 2020 Census, 8 of 10 counties recorded near zero population growth, while Licking County grew by 6%  
    and Guernsey declined by 4%.
 - Zanesville continued its decline in total population.
 - Only Licking County is predicted to grow between 2020 and 2040 (26%).
 - All counties, except Licking, are aging and expected to have flat to decreasing numbers of high school graduates.
 - All counties are becoming more diverse.

ADULT AND RETURNING STUDENTS 
 
Like community colleges across the country, our student population continues to get 
younger. The economic recovery began to impact enrollment as early as 2012, but in the 
years since, the near zero unemployment has hastened the decline in adult students, 
especially males. An adult student is defined as any student 25 or older when they first 
enter college, while a returning student includes anyone who has previously been in 
college and is returning after dropping out, stopping out, or even graduating. There is 
not going to be a singular strategy that will attract and retain adult students. Meeting 
the needs of adult students may best be achieved by focusing on the needs of the local 
workforce. Associate Dean for Workforce Development and Accreditation Liaison Officer 
Tracey Porter will lead an ad-hoc team reporting to enrollment management to examine 
flexible, short-term, workforce-based solutions.

UNDERSTANDING OUR OPPORTUNITIES

As we transition from the case for change above to a plan for action below, I first want to share some demographic data to 
provide context for the plan of action.



UNDERSTANDING OUR OPPORTUNITIES 
(CONTINUED)

BACHELOR’S DEGREE AND THE TRANSFER MISSION 

Beginning in 2015 with the College’s involvement in the American Association of Community Colleges (AACC) Pathways 
Project, we began to discuss the concept of living wage careers.  Participating colleges were challenged to measure success 
not by graduation, but rather through placement rates in livable wage jobs following graduation. For the sake of national 
and regional comparisons, the Massachusetts Institute of Technology has created a standardized formula calculated for 
every county in the US. We are currently analyzing how these data can be used to better inform a variety of decisions at  
the College.

This past summer, a team from Zane State College participated in an Aspen College Excellence Program titled Aligning 
Guided Pathways to Strong Workforce Outcomes. Using data from the 10-county service district previously described, the 
team explored information about the region’s largest occupations and largest industry sectors. We discussed average 
entry-level salaries as well as average annual earnings for graduates from many of our programs. The most telling data 
linked educational requirements with the top 20 growing occupations that pay a living wage. Among the highest growth 
occupations from 2016 to 2019, the most recent data available, none required an associate degree, but rather a bachelor’s 
degree or higher. 
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While our mission, available resources, and state laws 
limit us from offering a wide range of baccalaureate 
programming, these data underscore the importance 
of growing our transfer programming and focusing on 
becoming the college of choice for the first two years of a 
four-year degree. Zane State College offers a high-quality 
education that can transfer at an affordable price. Selling 
this value proposition will not only help stabilize ZSC’s 
enrollment but will raise the local and regional educational 
attainment level, will stop the brain drain that occurs when 
traditional-aged college students move to a residential 
campus, and potentially reduce student loan debt. In 
addition, the SSI funding formula rewards institutions 
on a per student basis for both degree completion and 
transfers to another institution.

 
These data have led to many rich discussions about the challenges associated with growing transfer enrollment. From 
educating guidance counselors and parents to ensuring that credit is accurately awarded at the receiving institution for 
all ZSC courses, there is significant work to be done. Growing the College’s transfer enrollment will be a top priority for 
the new Provost. This fall, a small team will begin analyzing the challenges associated with recruitment, retention, and 
successful transfer of credits to four-year institutions. More details for a comprehensive plan will be shared with the campus 
community as they are available.



UNDERSTANDING OUR OPPORTUNITIES 
(CONTINUED)

COLLEGE CREDIT PLUS

Zane State College was an early leader in dual enrollment 
now called College Credit Plus (CCP). Currently, CCP 
accounts for 40% of the College’s annual headcount 
enrollment and about 1/3 of FTE. Our CCP outcomes are 
strong, and recent changes in the SSI formula should prove 
beneficial to our share of the funding over these next three 
years. The CCP team has done an outstanding job building 
relationships with local and regional school districts, 
offering a variety of courses in multiple formats to meet 
individual district needs, and developing new strategies to 
create pipelines into ZSC’s technical programs.

As complex as our institutional funding is, understanding 
the revenues and costs associated with CCP may be even 
more so. The SSI formula provides weighted or increased 
funding for institutions that are successful in helping high 
risk students achieve academic milestones. There are four 
high risk classifications: adult students, Pell-eligible students, 
academically underprepared, and African American, 
Hispanic, and Native Americans (students of color). 

By their very definition, CCP students are not adults, are 
not eligible for financial aid, and must be college ready to 
enroll for most CCP courses. In addition, the homogenous 
population of the many rural districts we serve does not 
afford us the opportunity to enroll students of color.  

 
 
While in 2014 more than 75% of our students were eligible 
for weighted funding, the growth of CCP as a percentage of 
our annual headcount means that less than half of students 
now provide weighted funding, which has contributed to 
the steady decline in SSI funding. Over the past academic 
year, a team designed and implemented a plan to increase 
CCP revenues by $200,000 for this academic year. This 
comprehensive plan seeks to control instructional and 
textbook costs, variety and type of course offerings as well 
as strategies to grow enrollment necessary to achieve this 
goal.

As is often the case, challenges give way to opportunities. 
The single greatest opportunity that CCP provides the 
College is a direct line of communication with nearly 1,400 
high school students annually. However, between 2015 
and 2019, only 10% of the 2,631 graduating seniors with 
CCP credit matriculated those credits to ZSC. Tragically, 
33%, or 866, never enrolled in college following graduation. 
The Enrollment Management team will be setting goals to 
increase the matriculation rate for both CCPC and CCPH, 
while the recruitment and admissions team will work with 
CCP staff to explore strategies.
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DIVERSE STUDENT BODY 

In 2017, the College began a journey 
toward building a more diverse and 
inclusive culture. First learning about 
unconscious bias and then evolving 
toward a shared understanding of 
Diversity, Equity and Inclusion, the 
College is prepared to meet the needs 
of an increasingly diverse population. 
While equity has been a focal point 
for the College for several years, last 
spring, ZSC was accepted to participate in the Gardner 
Institutes Equity in Retention Academy. During this five-
week academy, participants were tasked with examining 
data and building an Equity in Retention (EiR) plan. All of 
this work underscores the need to move beyond aggregate 
student success outcome measures, seeking instead to 
understand performance gaps among students across 
a variety of intrinsic and extrinsic factors including age, 
race, gender, SES, parental educational attainment, and 
enrollment status.

As a rural institution, the population we serve is mostly 
homogenous with limited racial diversity. The aggregate 
data suggests that Zane State is doing well when it comes to 
serving diverse students, but on closer examination, there is 
more that we can do. Zanesville City Schools and Zanesville 
High School (ZHS) are more racially diverse than any other 
school we serve. Unfortunately, ZHS CCP profiles and ZHS 
graduates enrolled at Zane State are not representative of 
the student profile. Using our equity lens, we can clearly 
see that there are racial performance gaps related to access 
and college enrollment.  In addition, annual data submitted 
to Achieving the Dream disaggregated by race shows that 
students of color have very inconsistent performance in key 
milestone measures.

As part of the EiR Plan described above, ZSC adopted the 
following Equity in Retention Mission Statement: to ensure 
that race, ethnicity, and family income are no longer the 
best predictors of retention and student success. To support 
the need to enroll, retain, and graduate more students 
of color, Zane State will be hiring a Diversity Outreach 
Coordinator. Reporting to the Senior Director of Outreach 
and Recruitment, this position will be a champion for equity 
in outcomes, not just equal access to enroll. The Diversity 
Outreach Coordinator will hold regular office hours at 
Zanesville High School and work to develop relationships 
with guidance counselors, teachers, staff, and students. This 
person will also be responsible for growing the 12th Grade 
Redesign program focusing on recruiting students of color 
and other underserved students.

The Diversity Outreach Coordinator will not add additional 
operational costs to the College budget and will be 
supported through the Zane State College Foundation.

 

UNDERSTANDING OUR OPPORTUNITIES 
(CONTINUED)

JONATHAN:  
Father & full-time student.
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GETTING RESULTS

Arthur James is credited with the saying that “every organization is perfectly designed to get the results it gets.”   
In short, if you want different results, you should do things differently. This next section focuses on structural changes and 
resource allocation.

https://www.zanestate.edu/eir/


UNDERSTANDING OUR OPPORTUNITIES 
(CONTINUED)
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ALIGNMENT AND ACCOUNTABILITY

As mentioned before, we must create a positive trend in 
new student recruitment along with improved retention 
to first stabilize, then grow total enrollment. Through 4DX, 
we have demonstrated that we can move the needle in 
both retention and recruitment. In order to accomplish 
both simultaneously, we must first move away from 
accountability by committee. The Enrollment Management 
Committee is a place to share and discuss goals, strategies, 
and outcomes, but ultimately, accountability for those 
outcomes must be assigned. 

Second, we need to be sure that employees spend time 
on tasks that align with and support those goals and that 
responsibility is clearly defined. For several years, the one-
stop concept has sought to make the work of admissions, 
financial aid, and the academic advisors (now student 
success coaches) more integrated. However, enrollment 
outcomes and efforts to process map the student 
admissions experience suggest that little integration is 
occurring. In fact, the current processes lend to confusion 
among employees, create communication gaps with 
students, and impede ZSC’s ability to compete for early 
admissions. In addition, the current registration process is 
incredibly inefficient, often involving more employees than 
there are new students. The plan outlined below unbundles 
registration from orientation, allows individual students to 
register up to a year in advance, and focuses the work of the 
success coaches on retention.

The Enrollment Management Committee has established 
annual cohort retention goals for each of the next three 
years and new student recruitment goals for next year. To 
maximize our probability for success, we are realigning our 
work in the following ways.

Recruitment – Under this new paradigm, the recruitment  
period begins with first contact and ends at welcome 
week. During this period, Senior Director for Outreach and 
Recruitment Molly Dunn and her team will be responsible  
for developing and implementing the plan to meet the 
annual new student goals for fall, spring, and summer.  

 
 
At a macro level, the team will set annual lead measures for  
applications, application-to-enrollment conversion, and 
will own the registration process. At a micro level, the team 
will establish application and conversion rate goals for 
specific high schools based on a variety of factors. Setting 
more targeted growth goals and lead measures allow 
the recruitment and admissions team to adjust strategies 
throughout the cycle based on progress. Key strategies will 
include: creating a comprehensive communication plan for 
all students from first contact to welcome week, creating 
early enrollment opportunities for students with complete 
profiles, earlier awarding of foundation scholarships, 
hosting more campus visits, making more in-person visits to 
targeted schools, and matriculating more CCPC and CCPH 
students.

Retention – For nearly a year Dean of Arts and Sciences  
Dr. Elizabeth Kline and the success coaches have been 
building a retention model. Based on understanding 
key decision points and using a variety of factors 
including student grades, self-assessments, and even 
early performance in FYEX, they have created a student 
intervention “playbook.” This intervention plan complements 
our early alert system and the faculty’s efforts to retain 
students. Collectively, these efforts will help meet our first-
year retention goals for full-time and part-time students, 
60% and 50% respectively.

In addition to the success coaches, Dr. Kline also oversees 
tutoring services, student engagement, TRIO, FYEX, English 
and math, as well as many of the other general education 
areas that encompass most of the College’s high-enrollment, 
higher-failure rate, gateway courses. While the scope is 
broad, the structure allows Dr. Kline and her team(s) to focus 
on key lead measures known to be predictive of first-year 
retention and graduation: gateway course completion, 
completing college English and math in the first thirty credit 
hours, meeting the 30-hour and 20-hour milestones for full-
time and part-time students, and even summer enrollment.

The updated Organizational Chart/Employee Listing is available here and on the Employees tab 
under Human Resources on My ZSC (please log in to view).

https://my.zanestate.edu/ICS/Employees/Human_Resources/Organizational_Chart.jnz


UNDERSTANDING OUR OPPORTUNITIES 
(CONTINUED)

BANDWIDTH

A scientific term describing the range of frequencies within 
a given band of waves, it has become commonplace in the 
business lexicon. Most often it is used synonymously with 
capacity. Anyone who has ever tried to tune in to a radio 
station too far away will appreciate this analogy. Like the 
intermittent sounds from a radio wave stretched too far, an 
employee or department stretched too thin will eventually 
fall short of expectations. It is important to acknowledge 
that we have bandwidth challenges across this organization, 
but for now, the focus is on those that directly hinder the 
College’s ability to grow enrollment.

Admissions – Currently, Zane State College has one full-
time Admissions Counselor. The volume of work far exceeds 
what can be accomplished by a single admissions counselor. 
Additionally, this staffing level remains an artifact of a hiring 
freeze intended to contain costs in FY2019. In FY2020, 
multiple people were in the schools acting in a recruitment 
capacity. Though proposed for FY2021, a second counselor 
was not considered due to the closure of schools to outside 
visitors during the pandemic. The College will be hiring an 
additional admissions counselor for the FY2022 (current 
year) budget.

Marketing and Communications – At Zane State College, 
the responsibility for marketing and communications have 
always been housed in a singular department. This is a 
broad span of responsibilities including: web design and 
content, social media, image and brand guide, marketing 
materials, advertising, student communications, internal 
communications, alumni communications, and foundation 
communications. The list of responsibilities seems endless. 
When the College began to grow new student enrollment in 
2018 and 2019, there were four full-time positions dedicated 
to marketing and communications. Personnel reductions 
and unfilled positions related to cost control has reduced 
that number to two. In addition, the work order system 
process is unrelenting and creates a task-based response 
that does not consider ROI of one task versus another.

A recent DACUM and task-by-task analysis of the Director of 
Marketing and Communications revealed significant gaps 
 
 
 

 
 
 in using data to determine the effectiveness in ad buys, lack 
of a coordinated social media strategy, no plan for regular 
review of the website to ensure that content remains up-
to-date, and no coordination of student communications 
that come from multiple offices. Successful marketing and 
communications require significant planning, and our 
current task-driven design simply does not allow for this. 
Additionally, the problem is broader than simply bandwidth. 
It is a further example of alignment and accountability. 
Allowing marketing and communications to remain in the 
same department means that the tyranny of the urgent 
– a crisis on campus, a new program launch date, or a 
Foundation donor report, will always drive the agenda and 
prioritize one over the other.

We will be hiring a new Director of Marketing. This position 
will be dedicated to activities related to the outreach, 
recruitment, and enrollment of new students. Reporting 
to the Senior Director of Outreach and Recruitment, this 
position will be responsible for driving growth in new 
student applications and increasing our conversion rate to 
achieve annual enrollment goals. 

Jenn Folden will remain a part of the Executive Services 
division as the Director of Strategic Communications 
and College Relations. She will be responsible for brand 
identity, website and social media analytics and strategies, 
sponsorships, media relations, college-wide publications, 
and signature College events such as Commencement, 
Scholar-Donor Breakfast, etc. She will be responsible for 
facilitating internal and external communications, crisis 
communications, and will work closely with other members 
of the executive services staff to engage alumni, donors, 
trustees and directors, and the community at large. Jenn will 
continue to supervise the Digital Communications Specialist 
position.

Both new positions are budget neutral. The new Director of 
Marketing position is funded through cost avoidance from 
previously contracted services that will now be performed 
by the Director of Strategic Communications and College 
Relations and the Digital Communications Specialist. The 
additional Admissions Counselor is covered by the salary 
and benefits lines associated with the vacant Student 
Support Services Coordinator position.11 | LINE OF SIGHT



UNDERSTANDING OUR OPPORTUNITIES 
(CONTINUED)

CAMPUS VISITATIONS

A faculty member once told me “if you want more students to enroll, then you need to get buses back on campus.” This 
has always stuck with me. Though we are reviving the Road Trip strategy, many of you may remember when it seemed as 
if we had campus visitations nearly every week. These visits allowed us to showcase our labs and provided students an 
opportunity to meet program faculty. Many of those visits occurred on Friday, making our four-day work week a barrier. In 
addition, over the last many years, budget challenges and rising costs forced many local high schools to reduce campus 
visits. COVID helped to all but eliminate those visits.

We have invested more than $1 million to update our classrooms and public spaces since 2020. We have added the 
Protection and Controls lab, updated the MECH lab, have new radiology equipment, and are preparing to update all of the 
servers for our IT courses. We have a beautiful campus with access to the Muskingum Family YMCA as a benefit. This by no 
means is an exhaustive list of what we can showcase. I’ve long said that Zane State’s greatest asset is our employees, but 
our physical facilities and well-maintained campus are also points of pride. Getting more students and guidance counselors 
visiting this campus exposes them to both.
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TAKING ACTION

Though I am the author of this plan, it is not my plan, but yours. I am simply the ghostwriter giving voice to the hard  
work and ideas of your colleagues from across campus. I believe this action plan will allow us to reverse the enrollment  
and revenue trends that have made the last few years so challenging. In our day-to-day work, we often lose track of the 
bigger goals.  
 
Weighed down by administrative duties and paralyzed by urgent requests, it is hard enough to get your to-do list 
accomplished let alone focus on outcomes that you cannot connect to your daily work. I hope this document has helped to 
give you a more complete line of sight.
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