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Environment for higher education - external drivers 

● Demographics will result in reduced demand for undergraduate education, 

especially in the northeast 

● Increased competition means that cost of college is becoming more of an 

issue

● Public opinion about higher education is increasingly negative

● Availability of low cost online courses - threat or opportunity?

● How should what we teach be influenced by technology?
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USNWR #51-100

Enrollment Projections
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USNWR top 50

Enrollment Projections



6



Lehigh Revenue Sources FY 2022 (budgeted)

Main revenue sources:
● 70% of revenue is from gross tuition + room and 

board + other auxiliaries (e.g. parking, 
bookstore, etc)

● 17% is from return on endowment and current 
year gifts

● 7% is direct and indirect funding of research
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How do we convince others that this is true?
Economically
And quality of the student experience

How do we ensure that a Lehigh Education is 
valuable?

Economically
And in terms of intellectual growth
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Or should we reduce the cost of a Lehigh 
education?

If so, how?  
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What do students need to learn to succeed?
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Facts/information is readily available and 
accessible

Some skills are being automated

“Kai-Fu Lee, AI expert and CEO of Sinovation 
Ventures, wrote in a 2018 essay that 50 
percent of all jobs will be automated by AI 
within 15 years. “Accountants, factory 
workers, truckers, paralegals, and 
radiologists — just to name a few — will be 
confronted by a disruption akin to that 
faced by farmers during the Industrial 
Revolution,” Lee wrote.”

https://kaifulee.medium.com/10-jobs-that-are-safe-in-an-ai-world-ec4c45523f4f
https://kaifulee.medium.com/10-jobs-that-are-safe-in-an-ai-world-ec4c45523f4f
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Questions?
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Trends/drivers
Public skepticism/lack of trust in higher education

● Affordability
● Value/ROI

○ Relevance of what students learn
○ Rise of alternatives
○ Universities are not responsive to market demands

● Politics
● Rise of alternatives 

Employer skepticism
● Graduates are not prepared
● Alternatives
● Yet talent is more important than ever
●

Competition
● 12$ courses
● Google, Amazon, Salesforce, others  offering education
● Less need for a degree

Need/ability to learn just in time
● How should that impact higher education? And what we should 

teach? 

19

Technology
● AI - How will these affect education? How will these affect the jobs of 

the future?
○ GPT-3
○ Dall-E

● Metaverse VR/AR
● Pharma, biotechnology
● Drones
● Digital access - what are libraries for? 
● Importance of simulation and need for experiments
● Large scale data collection efforts
● Electrification/decarbonization

Learning science



International student enrollment in US

Potential undergrad applicants are 
declining

https://nces.ed.gov/programs/digest/d19/tables/dt19_219.10.asp

https://cen.acs.org/education/International-student-enrollment-US-institutions/98/
i45
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Forecasted growth in enrollments 2012-2029

Regional Universities Top 50 National Universities

Change in Undergraduate Enrollment: 2012 to 2029

21



Demographics of higher education are changing
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Demand for graduate and professional education is 
increasing
● Projected 50% increase in demand by 2030 (NCES)

○ Even with declines in international students 

● Professional students are very career focused

● Expectations for remote and hybrid learning are high

● Programs must keep up with changing demands

● Non-degree credentials (certificates, exec education, etc) are important
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What is Lehigh’s current position?

Strengths

● Lehigh is a STEM-focused comprehensive research university 
● Lehigh is ranked 49 by USNWR and 58 by WSJ/THE 
● ROI for undergrad degree is very strong (Rank = 27)
● Faculty value quality teaching more than most research universities 
● Experiential learning programs are well-developed

Weaknesses
● Retention/graduation outcomes are at/below peer group
● Scale and reputation of research is below peer research universities 
● Yield of  accepted students has been weakening, especially given growth plans
● Graduate and especially professional programs are small and uneven in their competitiveness
● We don’t have the connection with students typical of small liberal arts colleges
● College enrollment trends do not match our historical strengths (geography, race/ethnicity, gender)

Summary: 
● We are currently somewhat of a hybrid of a research university and a liberal arts college
● We provide very strong ROI for graduates 
● We must significantly expand research to enhance reputation as a national research university even as we personalize and enhance the 

undergraduate student experience
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● Better student outcomes (contributes 27% of USNWR)
○ Graduation, retention and indebtedness rates 

● Enhance reputation and faculty resources (20+% of USNWR)
○ Research is a key component of peer reputation

○ Student satisfaction is a key component of broader reputation

○ Expand and integrate experiential learning

● Build on experience in remote/online education

How can we improve our competitive position?
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Academic quality drives demand

Expand research 
Improve outcomes 
Innovate programs

Enhanced 
reputation

Increased 
enrollment 
demand
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Current undergraduate enrollment pipeline

14K applications

6.4K acceptances

23% yield, by 12% yield from regular decision

40% discount rate
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Enrollment - Undergrads
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4 Year graduation rates

#1 Washington and Lee 92%
Georgetown 91%
Notre Dame 91%
Boston College 90%
Princeton 90%
University of Chicago 90%
Vanderbilt 90%
Washington U 89%
Johns Hopkins 88%
……
Rice 84%
Wake Forest 84%
Emory 82%
……..
>#150 Lehigh 80%
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4 Year graduation 
rate by race/ethnicity
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4 Year graduation 
rate by financial aid 
category
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Why do students not graduate in 4 years or leave?

● Demographic predictors

○ Gender, race, income

● Survey data

○ What are the reasons that students give?

● Largely not due to academic struggles
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Why have students left this year? 

(79 Transfers/Permanent Leavers)

Other:
•Closer to home/family
•Lehigh’s learning environment
•Military
•Lehigh’ response to George 
Floyd’s murder
•Underfunded support centers

GPA of leaving students is 
3.5 vs 3.35 for remaining 
students

Improving retention also 
enhances net tuition.  
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Cost of education

● Is the problem value vs financing?

● Financing via income repayment plans

● Decrease time to degree
○ BS in 3 Calendar years by including summer

○ 3+1 BS/MS programs

● More gifts to financial aid

● Modest opportunities for cost cutting
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Research vs rankings



All schools ranked better than us are 
more research active

Research Expenditures/year
Lehigh = $37M
Brandeis = $68M
Rice = $167M

Sources at steady state
~75% grants and contracts
~25% operating budget and philanthropy 

Caveat: Not all research is funded, but this 
is most easily measurable

Research vs USNWR 
rankings vs price and 
undergrad enrollment

“No man’s 
land”
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Research vs rankings

Font size = undergrad enrollment



Enrollment - Grad and Professional 
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Priorities for graduate and professional programs

● Better data on students

● Improve recruiting/visibility

● More consistency in student programming and support

○ Career and professional development 

○ Mental health 
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Priorities for graduate programs

Research Graduate Programs  - Mostly PhD programs

● Preparation of students for independent research careers

● Not just academic careers

● Quality mentorship is a key

● In some disciplines students facilitate faculty research

● More research support is needed
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What is meant by “Research Expenditures”?

Sources
● Mostly grants and contracts - federal state, local and corporate
● Internal operating funds, faculty startup money  
● Philanthropy

Uses
● Research staffing (students, postdocs, technicians)
● Equipment
● Supplies
● Indirect costs (facilities and administration - about 60% of direct costs) 
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University research expenditures in US
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What is needed to grow research?

Investments in people and facilities
● HST Building
● Investments in research active faculty
● Seed funding and early stage support

All of these are expensive 

A goal is to capture more federal funding 
● Infrastructure/energy
● Health esp. vaccines and public health 
● Technology (Chuck Schumer - National Science and Technology Foundation?)
● Education (post-pandemic)
● Other areas?
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Revenue growth strategies

● Undergraduate enrollment
○ College of Health
○ Enhance yield with distinctive programs 

● Graduate/professional programs
○ Programmatic innovation (disciplines and credentials)
○ Better marketing/visibility
○ Online/Hybrid

● Philanthropy/Fundraising
● Expand research 

○ College of Health 
○ Targeted areas
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Revenue 2011-2020 (annual increases)
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Prepare students for a knowledge and relationship-based economy

● Exploit and expand experiential learning programs and access (Mountaintop, 

entrepreneurship, study abroad, research, arts programs )

● Be personalized - Designed around the goals of each student 
○ Customized/bespoke with strong mentoring and advising

○ Rigorous and challenging with connection to the real world

● Be accessible and inclusive

The quality of the education needs to drive students’ choice of Lehigh

A Lehigh undergraduate education should... 
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Themes for the Lehigh undergraduate education

Rigor and ROI  - “Theory to Practice to Expertise” 

Personalized and inclusive - “Designed for You” 

*Technology and our experience in remote learning can enhance/accelerate 

these
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Lehigh grad and professional education should...

● Have online and/or hybrid options

● Be modular and stackable - including certificates and other credentials

● Be nimble - responsive to the market

● Provide clear ROI

● Increase rankings and visibility 

This is especially true for tuition generating programs - rather than PhD programs
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● Larger - goal should be to at least double external funding 

● More visible/better known 
○ What are our most compelling success stories? 

○ How are we addressing the biggest challenges?

● Targeted around areas of strength with high opportunity such as:

○ Health Technology and Data

○ Smart Green Infrastructure

● More strategic and professionalized

Lehigh research must be….
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Investments to transform Lehigh

Investments that focus on students

● Leverage success in experiential learning to update and innovate our academic programs 

● Modernize approach to student advising across the university using technology and people

● Enhance key online courses and programs to increase flexibility and grow professional programs

Invest in critical academic areas

● Grow the College of Health and health science and technology area to critical mass ASAP

● Enhance educational and research programs related to data science/computation 

● Connect to national conversation about research priorities
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Comments/Discussion

- “Make no little plans. They do not have magic...to stir souls.” -Daniel Burnham
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Metrics

● Enrollments

● Persistence and graduation rates

● Diversity

● Rankings

● Research funding and productivity 
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Other needles to move

● Faculty leadership development

● Enhance innovation for research and academic programs
○ Idea generation

○ Incubation

○ Scaling/stabilization

○ Tech transfer
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USNWR Ranking Components

RANKING FACTOR
INDICATOR WEIGHT

GRADUATION AND RETENTION RATES
22%

SOCIAL MOBILITY
5%

GRADUATION RATE PERFORMANCE
8%

UNDERGRADUATE ACADEMIC REPUTATION
20%

FACULTY RESOURCES FOR 2019-2020 ACADEMIC YEAR
20%

STUDENT SELECTIVITY FOR THE FALL 2019 ENTERING CLASS
7%

FINANCIAL RESOURCES PER STUDENT
10%

AVERAGE ALUMNI GIVING RATE
3%

GRADUATE INDEBTEDNESS
5%

TOTAL
100%
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Resources (30%)
Does the college have the capacity to effectively deliver teaching? The 
Resources area represents 30 per cent of the overall ranking. Within this we 
look at:

● Finance per student (11%)
● Faculty per student (11%)
● Research papers per faculty (8%)
●

Engagement (20%)
Does the college effectively engage with its students? Most of the data in this 
area are gathered through the THE US Student Survey. The Engagement area 
represents 20 per cent of the overall ranking. Within this we look at:

● Student engagement (7%)
● Student recommendation (6%)
● Interaction with teachers and students (4%)
● Number of accredited programmes (3%)

WSJ THE rankings

Outcomes (40%)
Does the college generate good and appropriate outputs? Does it add value to 
the students who attend? The Outcomes area represents 40 per cent of the 
overall ranking. Within this we look at:

● Graduation rate (11%)
● Value added to graduate salary (12%)
● Debt after graduation (7%)
● Academic reputation (10%)
●

Environment (10%)
Is the college providing a good learning environment for all students? Does it 
make efforts to attract a diverse student body and faculty? The Environment 
area represents 10 per cent of the overall ranking. Within this we look at:

● Proportion of international students (2%)
● Student diversity (3%) 
● Student inclusion (2%)
● Staff diversity (3%)
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RANK

RAN
K

▲▼
COLLEGE

▲▼

OUTCOM
ES

▲▼

RESOUR
CES
▲▼

ENGAGEM
ENT
▲▼

ENVIRONM
ENT
▲▼

AVERAGE NET 
PRICE

▲▼

51 University of Virginia (Main 
campus) 26 190 312 380 $17,845

52 Barnard College 58 87 201 141 $26,681

53 University of Miami 71 89 73 63 $43,305

54 Mount Holyoke College 77 52 337 120 $29,737

55 Boston College 40 131 >400 358 $26,567

56 University of Florida 29 332 48 231 $11,313

56 Hamilton College 61 52 >400 344 $27,809

58 Lehigh University 83 30 257 304 $26,782

59 Davidson College 59 59 >400 395 $26,565

59 University of Richmond 81 37 129 358 $24,634
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Change in Enrollment Institutional Sector: 2016 to 2020
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