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Rationale for the Redesign of the Student Onboarding Experience 

According to data from the National Student Clearinghouse published in October of 2020, 
enrollments in for-profit institutions rose three percent during the pandemic, while public 
community College enrollment declined nine percent.   More startling, the Brown Center at the 
Brookings Institution reported that the enrollment of first-time in college students aged 21-24 
grew by 13% at for-profit institutions and declined by over 20% at public community colleges.   

The Student Onboarding Redesign Taskforce set out to discover the reasons behind these 
enrollment discrepancies. In addition to aggressive recruitment strategies, the for-profit sector 
walks each student through the application and registration processes.  In contrast, the Virginia 
Community College System (VCCS) historically has emphasized the personal responsibility of 
students to complete each step of the process before enrolling.  Often, students get confused 
and frustrated by the different steps of the application, financial aid, advising or registration 
processes, resulting in countless lost enrollments to other institutions that are easier to 
navigate.    

When another software product was to be added to the VCCS Community College student 
onboarding process last year, several VCCS Presidents pointed out the cumbersome nature of 
the current student onboarding process.  At the same time, the Opportunity 2027 Strategic 
Planning Task Force was developing recommendations to conduct process mapping of student 
onboarding to identify specific policy, procedure and process barriers that lead to equity 
disparities and develop new enrollment processes to reduce equity gaps. Recognizing the 
urgency of the problem, Chancellor Glenn DuBois appointed a taskforce and charged it to 
simplify the onboarding process across the 23 Virginia Community Colleges. 

The VCCS Student Onboarding Redesign Taskforce had one goal:  Any student, who begins a day 
with the desire to enroll in a Virginia Community College, will connect with an Enrollment 
Navigator within 24 hours and be enrolled in classes within two business days.  The primary 
focus of the Taskforce was to understand and improve the onboarding experience from the 
perspective of the student. 

Key Challenges:  Despite the fact that all VCCS Colleges currently employ the same student 
applications, federal financial aid form, and student information systems, there are enormous 
variations in the onboarding and registration experiences for most degree-seeking and 
workforce students.  Many of the steps required by individual colleges were created for the 
convenience or efficiency of College employees rather than for students.  The cumulative 
impact of adding complex requirements to an already challenging onboarding experience was 
never thoroughly investigated.  If the onboarding experience was to be improved to become 
more competitive with other post-secondary options and to better serve students, then a more 
consistent, student-centered onboarding process must be studied, established and 
implemented.    

The recommendations included in this report are based on an onboarding process map 
designed to expedite and support students from their first connections with the college through 
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the enrollment process (see Appendix A). The recommendations below are intended to 
improve the onboarding experiences for all community college students, whether they are 
seeking degrees or short-term training.   To achieve the equity goals of the Opportunity 2027 
Strategic Plan, the Taskforce advises that each VCCS Community College adopt the onboarding 
process map and the following recommendations, using them to redesign and simplify the 
onboarding process.     

Additionally, the Taskforce seeks to leverage the significant VCCS investments in Peoplesoft 9.2 
and EAB Navigate so that these tools can be employed efficiently and effectively by all VCCS 
Colleges in the best interest of students who seek our services. 

Recommendations for the  
Redesign of Student Onboarding 

After over a year of process mapping, technology analyses, two VCCS Summits with college 
employees and policy review, all of which involved hundreds of stakeholders, the VCCS Student 
Onboarding Redesign Taskforce recommends the following to improve the new student 
onboarding experience in the VCCS. 

Recommendation One  

Each College will include on its website easily accessible and understandable details for the 
students, to include at a minimum: Career pathways for all degrees, certificates, and credential 
programs; the cost of programs and courses; options for financial resources and payment; and 
labor market information. The VCCS System Office will create a College Web Designers 
Workgroup to guide implementation of this recommendation.   

Recommendation Two 

Each college will adopt the term “Career Pathways” and uniformly implement the pathway 
identifiers on college websites.  College degrees, credentials and workforce training will be 
presented in Career Pathways clusters.  Individual Colleges may add no more than one 
additional Career Pathway cluster to the approved list. The Career Pathways will include all 
degrees, credentials and workforce training offered by a College. Degrees, credentials and 
workforce training may be cross listed under multiple, appropriate Career Pathways. A college 
may omit Career Pathways not offered by the college.  All colleges will take a comprehensive 
look at their programs of study and cluster credit and non-credit offerings under the common 
Career Pathway headings.  Course sequencing will be clear and evident for students.  As 
currently proposed, the Career Pathway clusters are listed in the table below. 

Agriculture Healthcare 
Arts & Communication Logistics & Transportation 
Business & Hospitality Advanced Manufacturing & Skilled Trades 
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College & University Transfer Personal Enrichment & Professional 
Development 

Computer & Information Technology Public Service & Safety 

Education Science, Math, & Engineering 

Recommendation Three  

When technology, such as customer relationship management software, is available, Colleges 
will employ a standardized simple contact form to capture student inquiries and information. 

Recommendation Four  

The VCCS System Office will work with Taskforce members to conduct student focus groups, 
with the objective of determining student-friendly language and terminology for use on forms, 
applications, and other relevant material, and to obtain feedback on onboarding process maps 
and recommended redesign practices.  The VCCS System Office will work with colleges to adopt 
a standard glossary of common terms and detailed process map operations website for one-
door onboarding.  

Recommendation Five  

The VCCS System Office will work with colleges to identify and implement policies that impact a 
student’s registration process, including but not limited to: credit for prior learning, course 
prerequisites, system wide holds, and student payment plans. 

Recommendation Six  

All colleges will conduct a comprehensive review and removal of holds unless there is a clear 
justification for using a hold. Emphasis will be placed on holds that prohibit a student from 
registering for classes. 

Recommendation Seven  

The VCCS System Office will work with colleges to establish and support a comprehensive menu 
of training opportunities with a focus on Culture of Care, with required modules on certain 
topics regardless of employee role.  This will allow each College employee to demonstrate a 
culture of care and ensure that College Enrollment Navigators have strong customer services 
and student engagement skills.  All employees interacting with students will implement their 
work from a Culture of Care perspective. 
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Recommendation Eight 

Each college will establish and implement onboarding Service Level Agreements (SLAs) to 
provide a quality one-door response to prospective student inquiries within 24 business hours 
and register students within 48 business hours.    

Recommendation Nine  

Each college will create, fill, and train for an Enrollment Navigator role, either by hiring new 
Enrollment Navigators or reorganizing existing staff to fill the Enrollment Navigator role.  
Colleges will implement a consistent job description for the role of Enrollment Navigator.   (See 
Appendix B). 

Recommendation Ten  

The VCCS System Office will work with colleges to implement consistent financial procedures to 
include: (a) application of credit card fees to payments; (b) refund of tuition for students 
dropped for never attending; (c) drops for non-payment; and (d) student-friendly, consistent, 
and flexible payment plan options for all students, which allow payments through the end of 
the term.    

Recommendation Eleven 

VCCS Colleges will develop procedures to allow a student to pay current tuition prices prior to 
State Board tuition increase actions, then collect additional balances as necessary.  Students 
will be allowed to pay at the time of enrollment.   

Recommendation Twelve 

The VCCS System Office will work with Colleges to conduct a technology capacity study, and 
work toward acquiring or deploying the technology necessary to implement a one-door, 
student-focused and seamless interest-to-enrollment-to-payment onboarding process, as 
outlined in the process map. In addition, the System Office will work with Colleges to seek 
funding to meet equitable onboarding functional and technical requirements. Funds may be 
needed for Enrollment Navigator positions; ongoing training and support; communication 
plans; software integrations for technologies; integration platforms (CRM, Chatbots); 
data/dashboard reporting to track outcomes; and technical architecture review. 
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 Conclusion 
The Student Onboarding Redesign Taskforce recommendations are intended to remove 

onboarding barriers, expedite the enrollment process, and assist students in navigating the 
complex steps required to select a program pathway, enroll, and pay for college.  Fixing broken 
onboarding processes will help our colleges achieve equity in access for students regardless of 
race, gender, and socioeconomic group – a key measure of the Opportunity 2027 Strategic 
Goal.  The Taskforce recognizes that students need holistic advising support throughout their 
life cycles at the colleges to support them in remaining enrolled, achieving course and program 
learning outcomes, and completing credentials.  These advising supports are being addressed 
by an Opportunity 2027 Work Group.  The recommendations included in this document, when 
adopted and implemented, will create more student-friendly, student-centered recruitment, 
admission, registration, and payment processes. 
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EXPLORE ENROLL PAY

Student explores College’s website 
and completes Simple Contact Form

College CRM processes to follow-up 
with prospective students

Navigator connects with student Student views and confirms courses 
and times

College recommends first five 
courses (for credit programs) and 
student shares information about 

prior credit

Student provides more information 
for enrollment

Navigator guides and follows up with 
student throughout the payment 

process

Student completes Financial 
Assistance Forms

(FAFSA, FANTIC, and other)

Student completes Self-Qualifying 
Form for financial assistance or pays 

via quick payment options 

Add courses and programs to “My Cart”

This is a future-state, online self-service option for 
first-term credit students.

24 hours 48 hoursNotes
 A prospective student may connect

with a college Navigator at any
point in this process for assistance.

 This was created as a "future"
process for credit and non-credit
students self-serving online.

 There are several opportunities for
automation using current and new
technology tools.

 Cross-functional workgroups with
representatives from the colleges
and System Office collaborated to
draft this process.

 The group did not consider current
technology capabilities during the
brainstorming process, however,
there are pieces of this process
which can be incorporated into
current enrollment processes while
technology capabilities are being
assessed.

 This high-level map does not
contain the detailed processes and
people supporting each box. As
detailed in the Recommendations,
cross-functional groups will
continue to identify, review, and
recommend processes supporting
these steps. 8



EXPLORE 
Prospective students explore program  

and course offerings. 

ENROLL 

Students share information and review course options. 

PAY 
Students pay or complete forms for financial

assistance.  

No

Yes

Ready to
Enroll?

Add a Program or course to My Cart  

(Future state, online self-service
option for first-term credit students.) 

Complete Simple Contact Form

Complete Simple Contact Form

College CRM processes to follow-up
with prospective students

Student provides more information for
enrollment.   

(Including the Direct Enrollment Survey
for credit programs) 

Recommend first five courses  
(credit programs) 

View/Confirm courses and times

Share information about prior credit
and additional student information is

obtained.

Navigator connects with student

Yes NoReady to pay
now?

Quick payment process via cash,
check, credit card, payment plan 

Paid and Enrolled!

Confirmation

Self-Qualifying Form  

(Directs students to appropriate
financial assistance applications and

processes.) 

Navigator guides and follows up with
student throughout the payment

process

Financial Assistance Forms 

(FAFSA, FANTIC, and other)

Notes 

A prospec�ve student may connect with a college Navigator at any point in this process for assistance.
The process was created as a "future" process for credit and non-credit students self-serving online. 
There are several opportuni�es for automa�on using current and new technology tools. 
Cross-func�onal workgroups with representa�ves from the colleges and System Office collaborated to dra� this process. 
The group did not consider current technology capabili�es during the brainstorming process, however, there are pieces of this process which can be
incorporated into current enrollment processes while technology capabili�es are being assessed. 
This high-level map does not contain the detailed processes and people suppor�ng each box. As detailed in the Recommenda�ons, cross-
func�onal groups will con�nue to iden�fy, review, and recommend processes suppor�ng these steps.
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N

Have you already
applied for financial

assistance? 
If not, self-qualify 

"pick all that apply" 

Need to
provide more

info?
YEligible?

Y

Cover all of
cost?

YReady to pay?

N

Paid & Enrolled!
Quick payment process
via cash, check, credit

card, ?

MOST FLEXIBLE OPTIONS

Financial
Assistance

Forms

Confirmation
message for class

enrollment

Confirmation
message

Direct Enrollment Survey
View first five courses and

times 

Prior Credit?

Add a Program or course to
My Cart  

(Future state, online self-
service option for first-term

credit students.)

Simple Contact Form Share additional information 
(create profile) Confirm My CartView/Confirm courses and

times

3 days to get from ED

ISIR Load Verification
Process

Determine
Eligibility

Message
Center

Message
Center

Is someone else
paying for the class? 
(3rd party payment)

Apply for a
scholarship now?

Federal Financial Aid 
Complete FAFSA

One application for all

YProof Ready? Upload

Do you want to use a
payment plan? 

(Fee?)

Make selection and
deposit in Nelnet? 
(add an authorized

buyer)

Select Payment
Method

(CC, echeck... Fees?)

1 day to NEVER (reduce to 1-7 days)

FANTIC and other NC
funding

= Potential points where a student
would interact with a Navigator

= Connection to "Need more Information?"
in the "Pay" section

N

Student exploring on
website... 

Ready to enroll?
Y

(Undecided students
who want more info) 

Simple Contact Form

PAY 
Students pay or complete forms for financial assistance. 

College CRM
processes

ENROLL 

Students share information and review course options. 

EXPLORE 
Prospective students explore program and course offerings. 

Notes about the Map

A prospec�ve student may connect with a college Navigator at any point in this process for assistance.
The process was created as a "future" process for credit and non-credit students self-serving online. 
There are several opportuni�es for automa�on using current and new technology tools. 
Cross-func�onal workgroups with representa�ves from the colleges and System Office collaborated to dra� this process. 
The group did not consider current technology capabili�es during the brainstorming process, however, there are pieces of this process which can be
incorporated into current enrollment processes while technology capabili�es are being assessed. 
This high-level map does not contain the detailed processes and people suppor�ng each box. As detailed in the Recommenda�ons, cross-func�onal groups
will con�nue to iden�fy, review, and recommend processes suppor�ng these steps.

= Process related to credit programs

= Internal Processes

A
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Final Draft EMPLOYEE WORK PROFILE 
WORK DESCRIPTION/PERFORMANCE PLAN 

PART I – Position Identification Information 
1. Position Number:

Essential Position:   Yes     No 

2. Agency Name & Code; Division/Department: Completed by the College 

3. Work Location Code:

4. Occupational Family & Career Group:

5. Role Title & Code: Enrollment Support Specialist III 

6. Pay Band:

7. Work Title: College Enrollment Navigator 
8. SOC Title & Code:

9. Level Indicator:  Employee     Supervisor    Manager 
Does employee supervise 2 or 
more employees (FTEs)?           Yes    No 

Employees Supervised: 0 
10. FLSA Status:  Exempt    Non-Exempt 

Exemption/Partial Exemption 
Test (if applicable): 

 Yes    No 

11. Supervisor’s Position Number: Completed by the College 

12. Supervisor’s Role Title & Code: Completed by the College 

13. EEO Code:

14. Effective Date: January 1, 2022 

PART II – Work Description & Performance Plan 
15. Organizational Objective: To be completed by the College  

Sample: ___________________ Community College changes lives, empowers 
students to succeed, and enhances the social and economic vitality of the region 
through high quality education and workforce training, excellent service, and 
innovative partnerships.  The ________ Office provides seamless enrollment 
experiences for individuals interested in attending ________ Community College. 

Parts I, II, III, and IV are written or reviewed by the 
supervisor and discussed with the employee at the 
beginning of the evaluation cycle. 
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16. Purpose of Position: A College Enrollment Navigator is a vital role, serving as a resource and guide to 
prospective students and applicants. The Enrollment Navigator provides high-
quality service allowing prospective student to successfully complete the college 
onboarding process.  Enrollment Navigators embrace a holistic model of care and 
using the case management approach to new student onboarding.  Enrollment 
Navigators serve as the primary point of contact for a new student - decreasing 
fragmentation of services and providing quality care across a continuum of 
enrollment requirements.  The Enrollment Navigator keeps prospective students 
engaged from the first point of contact through registration. The Enrollment 
Navigator will provide guidance, and direction for prospective and new students 
and support them from the moment of first inquiry, decreasing the length of time 
spent from being interested in college to registered for college.   

This is accomplished by: monitoring prospective student and applicant progress 
throughout the enrollment process, responding to all questions/inquiries, 
providing information about ______________ Community College career and 
educational pathways and the enrollment process.  The Enrollment Navigator 
collaborates with college colleagues to remediate barriers to prospective student 
enrollment, with the goal of enrolling a prospect within 24-48 hours of first inquiry. 

College Enrollment Navigators are not expected to be all-inclusive content matter 
experts; however, they will have expertise in connecting with experts to allow for 
seamless onboarding.  Enrollment Navigators will receive extensive training in the 
Culture of Care prior to meeting with students, a toolkit for on-the-job reference, 
and required ongoing professional development throughout the year. 

17. KSA’s and or Competencies
required to successfully perform
the work (attach Competency 
Model, if applicable): 

Knowledge: 
• Understanding of and commitment to open-access community college

philosophy.
• Culturally competent with experience working with diverse populations
• Basic understanding of credit and non-credit program coordination

processes, policies, rules, and regulations.
• Knowledge of effective, equity-minded, evidence-based practices and a

culture of care within student services.
• Knowledge and understanding of academic and workforce programs.
• Knowledge of the policies, procedures, and regulations at the institutional,

state, federal, and accreditation-level that impact postsecondary
education.

• Knowledge of higher education principles of shared governance.
• Proficiency with Microsoft Office products, typing and web browsers

Skills: 
• Skilled in forming effective partnerships and collaborations across diverse

stakeholders.
• Skilled in interpersonal communication and conflict resolution.
• Skilled in leading, developing, and managing personnel.
• Skilled in managing projects and processes from idea through execution

and evaluation.
• Excellent written and verbal communication skills
• Ability to work in a congenial and professional manner with students,

faculty, and staff.
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% 
Time 19. Core Responsibilities 20. Measures for Core Responsibilities

30% Outreach and Guidance, 
and Internal Customer 
Service. 

• Consult with prospective students to suggest ideal academic or training
pathway that best matches their needs.

• Assist prospects with completion of the inquiry card.
• Collaborate with college staff, eliminating the need for a prospective

student to seek solutions independently.
• Provide students with accurate and timely information to make informed

and positive decisions.
• Respond to prospective students via phone, text, email, video conferencing,

take incoming calls from and placing outbound calls to prospective
students.

• Provide personalized outreach, guide and refer students through next
steps.

• Understand and mitigate obstacles that might prevent students from
starting or continuing their educations.

• Guide prospective students through the admissions process, responding to
questions, linking them to financial aid and academic advisors, enrolling
prospective students into their first courses.

• Monitor student progress as they complete steps required for class
registration.

30% Admissions: The Enrollment Navigator will assist students with: 
• Completion of the direct enrollment survey.
• Review and resolution of any student stops/holds.
• Understanding and guiding next steps related enrollment/registration.
• Communication by developing and maintaining a schedule of

communication.
• Recognizing the requirements and classes of their program.
• Understanding both academic and workforce development programs.

Abilities: 
• Synthesize and present data to varied audiences.
• Analyze and make sound, informed, and well-considered

recommendations on complex issues.
• Work effectively with a diverse student body and workforce,

demonstrating exceptional customer service.
• Maintain confidentiality on individual student and personnel matters.
• Maintain and meet deadlines and deliver high quality work product when

managing multiple and competing priorities.
• Multi-task and collaborate effectively as a member of a goal-oriented

team.
• Maintain effective interpersonal relationships within the Division and with

personnel from other College departments as well as third party entities
• Collaborate with enrollment services staff, academic advisors, program

managers, department chairs, and other partners.
• Build diversity, equity, inclusion, and student success.
• Work evenings and weekends.
• Travel between campuses may be required
• This position may be eligible for some telework.

18. Education, Experience,
Licensure, Certification
required for entry into position:

• BA or a comparable combination of education and work experience.
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15% Financial and Payment 
Assistance 

The Enrollment Navigator will: 
• Assist students with identifying the ideal payment options according to the

Colleges payment procedures.
• Assist students with elements of FAFSA Completion, for example adding a

school code and explaining FAFSA language
• Explain elements of FANTIC
• Communicate student’s net payments and payment process.
• Share information related to college scholarships.
• Communicate with students flagged for verification.
• Co-host financial aid information sessions.

15% Advising Preparation and 
Registration 

The Enrollment Navigator will: 
• Provide simple transcript and transfer credit evaluation.
• Register students for their first semester academic and workforce

development courses.
• Maintain logs and case management files to record contact, issues, and

outcomes.
• Prepare new students to arrive at advising appointments ready for

academic planning, success tips, and coaching conversations.

10% Other The Enrollment Navigator may: 
• Attend academic and student support departmental meetings.
• Attend professional development and trainings sessions.
• Make recommendations to leadership regarding the elimination of barriers

to student enrollment.
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