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In 2016, the education and workforce 

division of the Tulsa Regional Chamber 

set out to increase college attainment 

by addressing career awareness issues 

identified in the Workforce Analysis 

Project. The Chamber was selected as 

a Lumina Community Partnership for 

Attainment city in 2014 and focused 

efforts on developing career awareness 

tools aimed at underskilled adults in the 

Tulsa region. 

With this funding, the Chamber 

purchased 4,000 user licenses of a career 

awareness tool called Virtual Job Shadow 

(VJS) for adults interested in furthering 

their career and education. 

We felt confident that we could easily fill 

4,000 spots by year end since VJS was 

available at no cost to users and because 

our workforce and education partners 

believed career awareness resources were 

in high demand for students and clients. 

Because of this, we assumed social media 

channels would be an adequate marketing 

strategy, however, in the first six months 

only 26 job seekers had signed up.

In June we identified and engaged a 

local agency to help create a process for 

acquiring users for the remaining 3,974 

licenses, and together we developed an 

iterative marketing campaign to quickly 

reach new users.

O V E R V I E W
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As a result of this targeted marketing 

campaign, we achieved our 2016 goal of 

4,000 VJS signups in just six months. 

In addition to reaching our signup 

goal, this campaign has provided other 

successful results:

1. Data on the behavior and interests 

of the users we have engaged are 

a valuable asset that can be used 

for additional learning in 2017 and 

beyond. 

2. This type of iterative marketing 

approach can be used for future 

campaigns within this program and 

within the Chamber. 

3. The insights we have discovered 

throughout the process have 

informed the next phase  of the 

career awareness and career 

pathways strategies.
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•  It was cost prohibitive to engage 

people who were not actively job 

searching.

•  A lengthy signup process 

decreased the amount of signups, 

which led to an increase in cost-per-

signup.

•  While local job seekers were 

willing to engage with career 

exploration ads and messaging, there 

are opportunities to increase the 

percentage of people who engage 

with VJS after signing up, as only 

2.6% used the tool for longer than 15 

minutes. 

•  We need additional career 

awareness resources beyond VJS to 

increase college attainment.

 

K E Y 
I N S I G H T S 
D I S C O V E R E D
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Our marketing campaign has driven the 

initial success of this program. Because 

of the slow rate of signups in the absence 

of marketing, purchasing additional 

resources (VJS seats) would not have led 

to positive results or learning. Cost-per-

user without the marketing campaign 

would have been $63.89 with only 198 

signups occurring outside marketing 

efforts in 2016. We needed to acquire 

users to make an impact with this 

investment. The acquisition cost-per sign-

up was $14.10. This includes campaign 

strategy, ad spend, content creation, 

tools and ongoing management costs. 

Together, the total cost per user for VJS 

license and acquisition was $17.16. The 

total cost of this program in 2016 was 

$68,650.

 

I N V E S T M E N T 
C O S T
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This campaign strategy was quick and 

iterative with cycles of building and 

deploying ads, measuring the results, and 

learning what worked and what didn’t.

We defined the target audience by 

developing personas -- profiles of our 

audience based on assumptions -- which 

we validated and revised based on 

interviews with members of our target 

audience and partners with knowledge 

of audience needs. We were able to get 

the initial campaign running quickly and 

these personas drove content creation 

and ad planning by limiting focus to the 

needs our audience.

O U R 
P R O C E S S : 
B U I L D , 
M E A S U R E ,
L E A R N

This campaign strategy was quick and 

iterative with cycles of building and 

deploying ads, measuring the results, 

and learning what worked and what 

didn’t.

We defined the target audience by 

developing personas -- profiles of 

our audience based on assumptions 

-- which we validated and revised 

based on interviews with members of 

our target audience and partners with 

knowledge of audience needs. We 

were able to get the initial campaign 

running quickly and these personas 

drove content creation and ad 

planning by limiting focus to the needs 

our audience.

Each sprint followed a cyclical pattern, 

similar to the scientific method, 

allowing us to isolate variables and 

measure actionable results. We 

set up each cycle to show differing 

outcomes by changing variables such 
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as ad content and distribution, audience 

targeting and the signup process.

Sprint Process:

1. Insight - An observation that could 

lead to possible change to improve 

results.

2. Hypothesis - The result we expect 

from this change.

Action - How we will execute the 

change effectively.

3. Result - Observed outcomes that 

led to additional insights that began 

the cycle again. 

Here are a few examples of iterations that 

led to increased campaign performance: 

Distribution Cost 

Reducing cost helped us reach more 

people and learn quicker.

1. Insight - We ran ads on four 

channels - Facebook, AdWords, 

LinkedIn and Google Display. 

LinkedIn and Facebook had 

significantly higher cost-per-click.

2. Hypothesis - Higher cost-per-click 

lowered traffic and created fewer 

conversion opportunities.

3. Action - Remove highest cost ad 

channels and redistribute budget to 

remaining channels.

4. Result - An increase in traffic 

from less expensive channels drove 

rapid signup and increased ability to 

learn from landing page analytics. 

Conversion rate increased from 2.5% 

to 5.2%.

Ad Content 

Eliminating what didn’t work and testing 

new content increased results. 

1. Insight - 96% of our conversions 

came from just a few AdWords ads.

2. Hypothesis - Search intent created 

higher interest in ads and drove more 

relevant traffic.



pg.   9

3. Action - Remove all channels 

except Adwords, create new ad 

variations.

4. Result - Conversions increased 

over 100% in the first 2 weeks after 

changes were made.

Signup Process 

A simpler signup process significantly 

increased results.

1. Insight - The VJS signup process 

is lengthy, requiring eight fields to 

complete.

2. Hypothesis - Low signups are 

partially due to high number of fields.

3. Action - Reduce required signup 

fields.

4. Result - With signup fields 

reduced to just name and email, the 

conversion rate increased to 18.42%. 

With signup fields reduced to email 

only, the conversion rate increased to 

22.9%.

Signup Placement 
Asking for signup earlier kept people 

from leaving before they converted.

1. Insight - Many prospective users 

clicked the first button on the page, 

suggesting they were eager to sign 

up. 

2. Hypothesis - Making the signup 

process easier will reduce friction and 

increase the number of signups. 

3. Action - Moved signup field to top 

of page.

4. Result - Conversion rate increased 

to 26.6%.
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Our goal in 2017 is to discover the most 

effective ways to impact the short-term 

KPIs that will lead to long-term increases 

in college attainment, primarily college 

enrollment.

The insights from this year have directly 

influenced our next steps:

• Engage with our current VJS 

users to discover their needs. This 

information will inform our process 

of creating solutions to actual, rather 

than perceived, problems.

• Determine how many users 

enrolled in a post-secondary 

program due to our efforts. 

• Not enough time has passed to 

determine if anyone has graduated, 

but we can begin to measure 

enrollment as a key metric of success 

beyond signups.

N E X T  S T E P S • Discover how many users found 

employment aided by this program. 

Explore new solutions for getting 

underskilled Tulsans back to school, 

such as creating interactive tools for 

career pathway exploration.

 


