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Strategic Enrollment Management
Definition 1

ÅñA concept and process that enables the 
fulfillment of institutional mission and studentsô 
educational goals.ò (Bontrager 2004) 
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Strategic Enrollment Management

Definition 2

ÅAlign organization with the environment and student 
interests to promote stability, sustainability, growth, 
and/or excellence (Ruffalo Noel Levitz)
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Strategic Enrollment Management
Definition 3

ÅñSEM means using data to make decisions about enrollment 
management. It is looking at your environment, studies and 
surveys, enrollment trends, and goals of the university in order 
to make these decisions.ò (Dan Garc²a)
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So here are some further definitions for the things mentioned:

EnvironmentïThings like demand for higher education in Puerto Rico, 

demand for certain programs of study, and the competition.

Studies and Surveys ïWhat students say they want and need (prospective 

students, current students, recent graduates), workforce data from the 

government, and which of your academic programs have room to 

expand/grow?

Enrollment Trends ïWhat programs are enrolling the most students, where 

are applications originating (which high schools or other universities), and 

how many applications you are receiving?

Goals of the University ïThe goals outlined in your Strategic Plan, your 

mission, your aspirations.



Traditional 
Planning

ÅSet goalsé
then develop steps to 
achieve those goals

Strategic 

Planning

ÅUse available data about 
the environment and
what is possible + desired 
é.then set goals



Introduction

Why a Strategic Enrollment Plan?1

The Strategic Enrollment Planning Process

Concepts

Considerations for Active Plan and Successful 

Implementation

2

3

4



Why Plan?



My institution has a written, 

long-range strategic 

enrollment plan

Percent of respondents in agreement

Type of institution Yes
Yes and itôs of  

excellent quality*

Four-year private * 61.6% 11.6%

Four-year public * 61.2% 10.0%

Two-year public ** 65.1% 9.3%

© 2016 Ruffalo Noel Levitz, Inc.

2016* and 2013** Marketing and Student Recruitment Practices

at Four-Year and Two-Year Institutions

*Indicates the percentage of respondents 

who rated the quality of their plan ñexcellentò 

as opposed to ñgood,ò ñfair,ò ñpoor,ò or ñnoò (nonexistent)



Number of Colleges and Universities, 

2016-17
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© Copyright 2016, Almanac of Higher Education 2016. All rights reserved.

Reprinted with permission. This material may not be posted, published, or 
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24

11

22



Projected change in numbers of 

new high school graduates 

2011-12 to 2021-22

© Copyright 2011, The Chronicle of Higher Education.

Reprinted with permission. This material may not be posted, 

published, or distributed without permission from The Chronicle.



History and Projections

Å Puerto Rican population dropped from 2.8 million in 2000 to 

2.7 million in 2010

Å The median age is 36 (it is 27 for all Latinos in the US)

Å High school enrollment has dropped from 31,000 to 25,000 

in the last ten years.

Å 18-24 year olds is dropping: 428,000 in 2002, down to 

376,000 in 2012

ÅCollege enrollments increased among 18-24 year olds 

during this time: 250,000 in 2012 vs. 191,000 in 2002

Å Number of high school graduates projected to decrease by 

3% in next ten years (a really rough estimate.)

Å About 300 high school graduates for every college/university



Median cost to recruit a 

single student

© 2016 Ruffalo Noel Levitz, Inc.

2016 Cost of Recruiting an Undergraduate Student: Benchmarks 

for Four-Year and Two-Year Institutions
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Average net revenue per student 

(tuition, fees, room, and board)

©2011 Noel-Levitz, Inc.

2011 Discounting Report

$0

$5,000

$10,000

$15,000

$20,000

$25,000



Percentage of students satisfied 

or very satisfied with their 

overall experience

© 2016 Ruffalo Noel Levitz, Inc.

2015-16 National Student Satisfaction and Priorities Report
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Financial Aid and Billing Policies

© 2016 Ruffalo Noel Levitz, Inc.

2015-16 National Student Satisfaction and Priorities Report



The Strategic 

Enrollment 

Planning 

Process



Effective Organizational Models

Strategic Plan

Mission

Vision

Institutional 
Effectiveness

Strategic Enrollment Plan

KPI

Strategies

Enrollment 
Goals

Annual Plans

Marketing Recruitment Retention



Strategic enrollment planning is a comprehensive, 

information-based and ongoing process that:

ÅIdentifies, evaluates, and modifies strategies and 

enrollment goals; and

ÅEffectively addresses the following elementsé

A changing 

marketplace 

and 

environment

The institutionôs 

mission, goals, 

and capabilities 

How the 

institution 

serves 

students, both 

currently and in 

the future



In summary, strategic 

enrollment planning is a 

complex and organized 

effort to connect: 

Mission

Current State

Changing 
Environment

Long-term 
Enrollment 
and Fiscal 

Health



Ruffalo Noel Levitz Approach 

to Develop a 

Strategic Enrollment Plan

Communication is key 
to success

ÅForm Strategic EM Council 
ÅPreparation
ÅData Collection
ÅKey Performance Indicators
ÅSituation Analysis

Data Analysis

ÅStrategy Development
ÅTactics Identified
ÅStrategy Prioritization
ÅROI Considerations

Strategies

ÅEnrollment Projection
ÅGoal-Setting
ÅEstablish Evaluation and 

Modification Procedures 

Enrollment Goals

ÅFinalize Written Plan 
ÅImplementation of Plan

Implementation



Ruffalo Noel Levitz Approach

La comunicación es la 
clave del éxito

ÅFormar el Strategic 
Enrollment Management 
(SEP) Comité
ÅPreparación
ÅColección de Datos
ÅIndicadores Claves de 

Rendimiento
ÅAnálisis de la Situación

Análisis de Datos

ÅDesarrollo de Estrategias
ÅIdentificar Tácticas
ÅPriorización Estrategia
ÅROI Consideración

Estrategias

ÅProyección de Matricula
ÅEstablecer Objetivos/Metas
ÅEstablecer procedimientos 

de evaluación y 
modificación

Metas de Matriculación

ÅFinalizar Plan Escrito
ÅImplementación del Plan

Implementación



Ruffalo Noel Levitz phases of

strategic enrollment planning

Preparation and data collection

Key performance indicators identification 

Situation analysis and assessment

Strategy development

Tactical action and support plan development (potential investments)

Prioritization of strategies and actions based on readiness and attractive 
ROIs (Enrollment Modeling)

Quantifiable goal and ROI identification

Plan evaluation and modification 

Implementation and implementation monitoring



What should be reviewed? 

1 ÅAssessing a changing environment

2 ÅAcademic and co-curricular program planning

3 ÅNet operating revenues and expenses

4 ÅPricing

5 ÅFinancial aid policies

6 ÅShaping the student profile

7 ÅStudent retention

8 ÅEnrollment management effectiveness



Financial Aid Questions

1. What is student response to the total aid package?

Example 1: What is enrollment rate (yield) for students 

that have XX% of need met?

Need Met 

with Aid

Enrollment Rate Number of Cases

<45% 24% 78

45% - 62% 48% 73

>62% 63% 51

Total 43% 202

Price Sensitivity Scale:



Financial Aid Questions

1. What is student response to the total aid package?

Example 2: What is the studentôs level of satisfaction to the package?

Code Description (Student reaction to financial aid)

A Award exceeds expectations

B Award is sufficient to enroll

C Neutral or non-committal

D Award is not sufficient to enroll

E Appeal, student has requested a review of aid package

Financial Aid Award Reaction Scale:



Financial Aid Questions
2. How do ability to pay and academic ability combinations affect yield?



Financial Aid Questions

3. What are your competitors offering? 

What are your competitorsô net price?

What are your competitorsô discount rates?

4. What are student expectations about the award 

process?

Timelines?

Requests for documents?

Clarity of your correspondence?



Key 

Concepts



What is your desired future state?

Shape class

Current market 
penetration

Competition 
analysis

Goals
Increase SAT/ACT to 1200

Increase first-to-second year 
retention to 82%

Increase graduation rate to 60%

Increase new 
students

Demographics

Academic 
offerings

Price sensitivity

Goals
Increase new student class by 3% 

per year
Increase transfer class by 5% per 

year

Increase new 
and graduate 
more students

Program 
delivery styles

Co-curricular 
offerings

Goals
Increase new students by 5% every 

other year
Increase second-to-third year rate 

to 75%



How do we preserve your 

core while stimulating 

progress?

Actions you can 
take to adjust to 

new 
environmental 

context

Core 
values 

that define 
you


