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The Context
• Post-secondary across Canada is facing financial pressures
• CE is being turned to as a fix for these financial pressures
• However, due to financial pressures, CE units are expected to 

grow while cutting costs 
• What do we do?
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What do we do?
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Brock University: A Case Study

Department 
created in 

2021
Absorbed ESL 
Unit in 2022

Systems 
established in 

2022-2023

First open 
enrollment 
program 
offered in 

March 2024

Non-Credit 
programming 

model 
operationalized 

June 2024

Absorbed 
Continuing 

Teacher 
Education unit 

June 2024

Enrollment 
growth of 
300% in 3 

years for CE
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Key Strategies
• Streamlining the development and approval process 
• Leveraging existing institutional resources 
• Aligning administrative workflows
• Build team capacity through investment in technology where 

possible
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Streamline Development and 
Approval
• Development Process

• Standardized course template
• Structured onboarding 
• Streamlined workflow 
• Collaborative approach (SME, ID, and LMS Developer)

• Program Approval Process
• Non-Credit Advisory approval 
• Clear Department-level approval process 
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One of the first areas we focused on what streamlining how we develop and approve programs:
Use of standardized template and structured onboarding resources to reduce a lot of the back-and-forth
Shifted to a more collaborative model, having SMEs, learning design, and LMS working from a shared template aligned and tagged for LMS integration
Non-credit fell into a grey area when it came to program approval. Therefore, we've established a process starting with department approval, followed by a non-credit advisory review to create a more consistent path forward. Programs  require a clear, data-informed rationale and alignment with Brock's strategic priorities. 



Maintaining Quality and Consistency
• Course Changes & Reviews

• Defined process for managing course updates (minor vs. major)
• Regular review cycle

• Timelines
• Clear development milestones
• Defined expectations for review and launch

• External Expertise
• Independent contractors (SMEs)
• Standardized stipends
• Clear roles and expectations
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Once we had the structure in place, we needed a clear approach to maintaining and updating our courses:
For course updates, we've clarified what counts as a minor vs major updates, and when we can handle changes in-house vs contracting out
We've introduced a regular review cycle to keep content current, avoid reactive updates, and a consistent review cycle helps us plan ahead and mange workload more effectively
We've streamlined timelines and expectations, from the start of development, most courses are ready to launch within 4–6 months. Content is typically completed in about three months, which gives us a clear, predictable timeline and helps us plan and respond more quickly to demand.
We also rely on external expertise quite a bit, so we’ve created consistency there as well with standard stipends, clear expectations, and defined roles.



Leveraging Existing Institutional Resources

• Shared positions
• Co-op and student staff
• Use of campus-wide systems (LMS, ExperienceBU, etc.)
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From there, we looked at how we could better use the existing resources we already have at Brock:
We worked with the Centre for Pedagogical Innovation to create a shared role: The Learning Systems Manager, who supports the broader university and faculty while also supporting PCS with our LMS and Modern Campus.
We also rely on independent contractors for course development and instruction, which gives us flexibility to scale and bring in the right expertise when needed.
In addition, we make strong use of co-op and student staff to support day-to-day work and help fill gaps.
we rely on systems like Workday for HR and finance, and ExperienceBU for Event management to keep things centralized and efficient.
Overall, with the streamlined process for Development and utilizing existing opportunities within the University this helps us stay flexible, responsive, and efficient and are strong examples of doing more with less. 



Aligning Administrative Workflows
One operations team, similar processes

Cross-train staff to reduce time lost

Create SoPs and ongoing regular communication for 
standardized responses

Continue system improvements to reduce administrative 
burden
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Build team capacity by investing in 
technology
• Modern Campus improvements and automations
• Improved notifications through Brightspace
• MyCreds and Modern Campus integration (upcoming)
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Lessons Learned

Build bigger 

Be selective

Be strategic

Promote the why as much as the results
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Opportunities remain

Not fully automated, still lots of manual touchpoints

Staff burn out, difficulties in hiring due to larger financial challenges and 
procedures within the university

Competing priorities with different units sharing similar deadlines and timelines

Staying strategic vs. staying political – where do we spend our 
time/money/resources?
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What about you?
• What are some of the challenges you have faced given the 

current circumstances facing university CE units?
• What ways have you handled these challenges?
• What advice would you give your colleagues in this room?
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We wanted to leave some time to open this up to the group and hear from you. We’ve shared what this has looked like for us, but we know many of you are navigating similar pressures.
We have three questions to start the conversation. Small changes or approaches can make a big difference, and we’d love to hear them.




Thank you!

Nathan Cheney – Executive Director 
Barb Mercer – Associate Director, 
Programming
Brock University Professional and 
Continuing Studies



CAUCE 2026
Halifax, Nova Scotia · May 13 - 15


	Slide Number 1
	Doing more with less: providing advice for running a lean continuing education department
	The Context	
	What do we do?	
	Brock University: A Case Study	
	Key Strategies
	Streamline Development and Approval  
	Maintaining Quality and Consistency
	Leveraging Existing Institutional Resources	
	Aligning Administrative Workflows	
	Build team capacity by investing in technology
	Lessons Learned
	Opportunities remain	
	What about you?	
	Thank you!
	Slide Number 16

