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Todayôs agenda

1. Purpose of the Enrollment Opportunities 

Analysis

2. Review recent enrollment results and 

stated enrollment goals

3. Recommendations stemming from the 

analysis

4. Questions and discussion



Purpose of the 

Enrollment 

Opportunities 

Analysis



The Enrollment Opportunities Analysis is 

part of a larger system project

Element Phase Comp. Date

EM audits for each campus (Opportunities Analysis) 1 Feb 2010

Statewide enrollment projections and potential analysis 1 March 2010

Price sensitivity analysis: traditional students 1 March 2010

Price sensitivity analysis: non-traditional students 1 March 2010

Campus-based financial aid research and planning 2 Summer 2010

System roll-up of campus financial aid data sets 2 Summer 2010

Tracking results of campus-based financial aid planning 

and research

2 Fall 2011



The Enrollment Opportunities Analysis has 

two main purposes

ÅProvide ñon the groundò context for the 

statewide enrollment projection model and 

price sensitivity studies

ÅProvide each of the seven campuses with 

meaningful feedback on their current 

approach to enrollment management and 

opportunities for improvement 



A few words about Noel-Levitz



Noel-Levitz 

Fast Facts

ÅAs the largest higher education consulting firm in North 

America, our consultants have worked directly with more than 

2,000 colleges and universities ïand over 1,000 annually

ÅApproximately 100 full-time staff and 60 associates work from 

corporate offices in Iowa City, IA; Denver, CO; and 15 remote 

locations 

Å Full-time enrollment consulting staff possesses over 600 

years of combined consulting and campus-based experience

Å That experience is backed by the latest enrollment and 

retention tools to address the full range of enrollment 

management issues





Prior system experience 

(three recent system projects)

Statewide strategic enrollment planning,

market research, financial aid research 

Staff training & statewide financial aid research

Market research and enrollment planning for increased teacher production



Letôs review your 

recent enrollment 

trends and your 

stated enrollment 

goals



UMFK has experienced 22% growth in 

fall headcount enrollment over the last decade 

but a significant decline since 2006

Source: http://www.maine.edu/pdf/enrollFall09.pdf



In-state headcount grew 46% (but down from 06ô) 

while out-of-state declined 33% (Canada)

Source: http://www.maine.edu/pdf/enrollFall09.pdf



Part-time enrollment ïup 27% from 05ô 

Full-time enrollment ïdown 11% from 05ô

Source: http://www.maine.edu/pdf/enrollFall09.pdf



Headcount grew 18% 

while non-degree headcount increased 86%

Source: http://www.maine.edu/pdf/enrollFall09.pdf



Letôs look at new student enrollment trends 

and funnels



Over the past decade, FTFT in-state headcount grew 

11% while out-of-state FTFT declined 26%

Total FTFT headcount increased 3% for fall 2009

Source: http://www.maine.edu/pdf/enrollFall09.pdf



Projected change in the number of high 

school graduates, 2009-10 to 2019-20

Source: Western Interstate Commission for Higher Education

© Copyright 2009, The Chronicle of Higher Education.

Reprinted with permission. This material may not be posted, 

published, or distributed without permission from The Chronicle.



UMFK new undergraduate students 

First Time funnel history
 

 
Stage 

 
2009 

 
2008 

 
2007 

 
2006 

 
Inquiries 

 
2,617 

 
3,800 

 
3,117 2,947 

     

Apps 365(14%)          348(9%) 400(13%) 327(11%) 

   
  

Accepts 272(75%) 265(76%) 341(85%) 273(83%) 

     
Deposits 147(54%) 146(55%) 173(51%) 141(52%) 

Enrolled 128(47%) 120(45%) 158(46%) 125(46%)  

   

  
 Source: Institutional Self-Assessment



How does UMFK compare to public 

universities nationally?

UMFKôs 2008 conversion (47%) and accept (75%) rates are above 

average; the yield rate (37%) is well above average and has remained 

amazingly consistent over the past five years. The acceptance rate has 

fallen significantly since 2006 and 2007



UMFK new undergraduate students 

Transfer funnel history

Source: Institutional Self-Assessment

UMFKôs 09ô accept rate of 79% compares to a national average of 61%; 

UMFKôs yield rate is 60% compared to a national average of 63% Both 

well above national averages

 

 

 

 
Stage 

 
2009 

 
2008 

 
2007 

 
2006 

 
Inquiries 

 
480 

 
456 

 
617 693 

     

Apps 297(62%)         319(70%) 425(69%) 449(65%) 

     
Accepts 235(79%) 232(73%) 308(72%) 377(84%) 

     
Deposits 191(81%) 179(77%) 260(84%) 294(78%) 

Enrolled 140(60%) 132(57%) 246(80%) 266(71%)  

   

  



UMFKôs Reported Cost to recruit each new  

student is $1678 which compares to median cost 

of $638 for Small Publicôs 



Conclusions from the 

preceding data review

ÅUMFK must increase the top end of the funnel to 
generate more applications 

ÅMaintaining yield rates is vital for the 
achievement of the universityôs new student 
enrollment goals given the small number of 
applications

ÅUMFK should continue to explore ways to 
generate more applications through search, 
ñFast Appôs and other strategies

ÅUMFK should explore the addition of ñcollateralò 
majors or programs that would attract new 
students



Letôs look at your retention 

and graduation rate trends



Selectivity Levels

SELECTIVITY  LEVEL ACT SAT 

Highly Selective 25ï30 1710ï2000 

Selective 21ï26 1470ï1770 

Traditional 18ï24 1290ï1650 

Liberal 17ï22 1230ï1530 

Open 16ï21 1170ï1480 

 

Source: Compiled from ACT Institutional Data File, 2009.

2009. ACT, Inc. All Rights Reserved.



UMFK Average Retention Rate for the last 5 

years is 50% but improving dramatically!

ÅFirst Year Class 2008 ï76.4%

ÅFirst Year Class 2007 ï59.6%

ÅFirst Year Class 2006 ï60.4%

ÅFirst Year Class 2005 ï60.7%

ÅFirst Year Class 2004 ï48.2%

Progress is being made!



How does UMFK retention rate compare to other 

colleges according to ACT?
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Progressions to junior status

ÅFall 2007 ï41.8%%

ÅFall 2006 ï52.1%

ÅFall 2005 ï43.6%

ÅFall 2004 ï32.9%

Up from 2004 but down from last year. 

Why?



Six Year Graduation Rates***

ÅEntering Class of 2005 (4 year) ï29.9%*

ÅEntering Class of 2004 (5 year) ï29.3%**

ÅEntering Class of 2003 ï32.5%

ÅEntering Class of 2002 ï40.9%

ÅEntering Class of 2001 ï39.2%

* 6 year projection = 40%

** 6 year projection = 33%

*** 6 Year Graduation Rate Average using projections = 30.6%



For the last 4 years UMFK has a five year 

graduation rate of  33%

Å2009 ï29.3%

Å2008 ï28.6%

Å2007 ï36.4%

Å2006 ï37.1%

Must reverse this downward trend! 



How does UMFK compare to five year graduation 

rate compare to other colleges according to ACT?

NA NA

Source: Compiled from ACT Institutional Data File, 2009.

2009. ACT, Inc. All Rights Reserved.



Stated enrollment goals

ÅIncrease overall new first-year students to 162 
for Fall 2010 with a goal of 175 by 2012 versus 
128 for fall 2009

ÅSlightly increase the overall number of transfer 
students to 138 for Fall 2010 with a goal of 150 
by 2012 or more versus 138 for fall 2009

ÅIncrease the retention rate to 82% versus a high 
of 76% in 2009 but approximately 60% in the 
previous three years



Stated enrollment goals

ÅAchieve a first to second year retention rate 

increase of approximately 3% annually for five 

years

ÅDecrease the number of students requiring 

Placement Testing and developmental courses 

each year.

ÅIncrease the six year graduation rate to 80% 

versus 38% in recent years (overly aggressive?)

ÅAchieve overall FTE of 900 (some said 950) 



Commentary on goals

ÅNew student objectives are very obtainable but it 
will require the admission operation to become 
more focused, aggressive, intense and ñgoal 
orientedò

ÅThe retention and graduation rate goals may be 
a stretch, consistent 70% / 50% performance is 
probably more realistic in the 5 year time-frame

ÅUMFKôs faculty will need to ñbuy intoò and 
actively support retention efforts



Driving and 

Restraining Forces



UM strengths and opportunities 

(Driving Forces)

ÅBeautiful campus/location

ÅDedicated and talented faculty

ÅImproved facilities

ÅExtensive admissions travel schedule and 

outreach efforts

ÅExcellent ñname recognitionò and market 

share in primary recruiting area

ÅLowest cost of Maine public universities



UM strengths and opportunities 

(Driving Forces)

ÅSignificant commitment (via willingness to 

hire outside consultants) to improve 

retention and recruitment programs 

ÅPersonalized admission process 

(interviews, etc.)

ÅExcellent start on retention efforts ï

ñStudent Success Centerò and ñStudent 

Support Servicesò programs

ÅStrong start with ñon-lineò programs



UM weaknesses and threats

(Restraining Forces)

ÅDeclining traditional aged prospective 

student population in Maine

ÅLocation

ÅRelative low income of most students

ÅLack of institutional merit/need dollars

ÅLimited budget in admission for new 

efforts

ÅAn increasingly competitive marketplace



UM weaknesses and threats

(Restraining Forces)

ÅLack of integrated and specific and 

segmented enrollment goals

ÅLittle ñbrand awarenessò outside of 

Aroostook county

ÅAging facilities

ÅNeed to continue to improve web-site and 

embrace new social network opportunities

ÅMarginal publications and communication 

flows (resource issue)



Marketing and 

Recruitment

Recommendations



UMFK recommendations

ÅClearly define the universityôs approach 

and understanding of ñEnrollment 

Managementò



A simple definition of enrollment 

managementé 

ÅA systematic, holistic, and integrated approach to achieving 

enrollment goals by exerting more control over those 

institutional factors that shape the size and characteristics of 

the student body  

Å It encompasses all activities associated with attracting and 

retaining students including marketing, recruitment, financial 

aid, orientation, student life, advising, and instruction

Å Involves examining institutional mission, program and service 

offerings, organizational structure, and resource allocation

ÅThe enrollment management process relies heavily on the 

use of pertinent data and information for informed decision-

making

Noel-Levitz



UMFK recommendations

ÅExpand and continue to build on current 

ñRetention Groupò ultimately developing 

and ñEnrollment Management Committeeò

ÅConsider hiring a VP or Dean of 

Enrollment Management to oversee key 

areas to ensure meeting UMFK enrollment 

objectives and ñchairò and work hand in 

hand with the ñEnrollment Management 

Committeeò



Enrollment Management Committee 

responsibilities includeé

ÅDetermine the desired enrollment state for the institution 

(projecting 3-5 years)

ÅDetermine specific goals for various market segments 

(first year, transfers, in state, out of stateé)

ÅEstablish overall and program-specific annual enrollment 

goals

ÅApprove and monitor implementation of the annual 

master enrollment management plan (recruitment and 

retention)

ÅReview all recommendations related to enrollment 

management and work within the institutionôs decision-

making process to gain approval for recommendations 

deemed important to achieving goals



EM committee responsibilities

ÅDesign, conduct, analyze, and disseminate enrollment-

related studies and research

ÅConduct periodic audits of key program/service areas

ÅInitiate a process for identifying and eliminating problems 

that interfere with the quality of student life and learning

ÅEstablish a communication plan designed to keep 

campus personnel informed about enrollment issues and 

progress

ÅDiscuss and determine strategic enrollment issues 

(pricing/aid strategy, positioning, image/reputation, 

product, etc.)



Enrollment Manager will develop a strategic enrollment 

plan that will support implementing key strategies to 

meet the desired enrollment goals for the next 3-5 years

UM FK Strategic

Enrolment Plan



 

Master Marketing/

Recruitment Plan

Detailed Action Plans

Objectives - Timetables

Responsibility - Budgets

Evaluation

Key Strategies

Clear Goals

Master Retention

Plan

Master Enrollment Plan

Institutional Strategic Plan

Master Marketing/

Recruitment Plan

Detailed Action Plans

Objectives - Timetables

Responsibility - Budgets

Evaluation

Key Strategies

Clear Goals

Master Retention

Plan

Master Enrollment Plan

Institutional Strategic Plan

Annual recruitment and retention plans should 

contain measurable goals and key enrollment 

strategies

Strategic



UMFK recommendations

ÅStrengthen your integrated marketing 

efforts in the area of student recruitment 

through key employees who impact new 

student enrollments

ïThey should develop and oversee execution 

of Web enhancements, print collateral 

development, and prospective student 

communication plans



UMFK recommendations

ÅAdopt a true territory management model 

in the admissions office wherein individual 

staff have responsibility for defined 

enrollment outcomes (visits, apps, 

accepts, enrolled students). Incidentally, 

this would be unfair to implement until you 

free staff time to actually engage in 

relationship management 

ÅThis process appears to have begun



Funnel 

development and 

management



UMFK recommendations

ÅSignificantly expand and refine UMFKôs student 
search program
ïAnalyze current prospect coverage rate (% of enrolled 

students that appear on your purchased lists). 
Expand the search volumes.This will likely suggest 
the need for higher volumes and resource 
commitment

ïUse PSAT and NRCCUA lists (others?)

ïBegin acquiring data during the fall of the junior year 
or earlier (currently the vast majority is acquired at the 
start of the senior year)éand continue to acquire 
through the fall of the senior year for each entry term



UMFK recommendations

ÅSignificantly expand and refine UMFKôs 

student search program (cont.)

ïInclude a pre-populated reply mechanism in 

all electronic and direct mail solicitations

ïConsider hiring outside firm (such as Royall 

and Company) to conduct search and 

response procurement programs

ïSegment initial message according to 

academic interest, at least for your largest 

and most unique programs



UMFKôs recommendations

ÅRoll all lost admits that attend a two-year school 

into future transfer inquiry pools and develop 

corresponding communication plans

ÅTreat all SAT(ACT) score reports as ñincomplete 

applicationsò from a communication standpoint 

(e.g. thank you for submitting your test scores, 

we have started your application fileé).



ÅTest a ñFast Appò for fall 2011 for all inquiries 

and prospects from 100 mile radius (Royall and 

Company has significant experience with this 

program)

ïPre-populated (electronic)

ïFee-waived

ïNo school report or essay required

UMFKôs recommendations



Data 

management and 

reporting



Data management and reporting

ÅCreate a basic package of weekly and 

monthly enrollment reports to monitor the 

progress of the marketing and recruitment 

program and evaluate the effectiveness of 

your key marketing and recruitment 

strategies as well as to inform cabinet 

about progress toward goals.



Variables for basic funnel reports (Y-axis 

sample items)

ÅMarket segments

ÅGeographic region

ÅCounselor territory

ÅInquiry source

ÅCampus visit (indv)

ÅOpen house

ÅCampus VISITORS

ÅCollege and major

ÅCo-curricular interests

ÅCollege fairs (any contact) 

ÅHigh school visit (any 

contact)

ÅAlumni event (any contact)

ÅCC visits (any contact) 

ÅOutbound phone calls

ÅStudent interest (qualifying) 

codes

ÅAcademic profile

ÅEtc.



Data management and reporting

ÅBegin tracking campus visitor conversion 
and yields to get a better handle on this 
key metric

ÅConduct the same analysis for transfer 
students

ÅOnce the preceding reports are in place, 
share them with the senior staff and key 
faculty to keep them updated as to 
progress with enrollment



Refine UMFKôs 

communication 

strategies



UMFK undergraduate market segments  

(for differential communication)

ÅFTFT
ïIn-state (primary or local)

ïIn-state (secondary)

ïOut-of-state

ÅTransfers
ïIn-state

ïOut-of-state

ÅNon-traditional

ÅParents

ÅCounselors (HS and CC)



UM recommendations

ÅIdentify your key messages and 3-5 proof 

points for each. Possibilities include:

ïBreadth and depth of academic programs

ïAcademic quality/strength

ïFaculty/student involvement

ïStudent outcomes

ïROI and affordability

ïLocation

ïResidential campus/student involvement



UMFK recommendations

ÅStrengthen your marketing communications for the 
various programs(Web pages, dept. sheets, college 
brochures)
ïBrief program description noting two or three points of difference

ïInteresting courses students can take

ïFaculty credentials and real world experience

ïFacilities

ïOpportunities for student research, study abroad, internships, 
etc. (experiential learning)

ïWhere are UMFK graduates today? Provide a list of at least 10 
recent graduates that have secured strong employment or 
graduate school placements for each major/program. The more 
the better



UMFK recommendations

ÅExpand your prospective student 

communication plans at the inquiry stage 

(sophomore through senior year) and work 

to integrate recruitment messages 

throughout. Currently there is very little 

engaging written communications going to 

inquiries or applicants. 

ÅDevelop new ñpost cardò series of key 

selling points 



UMFK recommendations

ÅImprove turn around time at all stages of interest.

ÅDevelop a distinctive post-accept (yield) communications 
plan designed to build commitment. There appears to be 
no distinct communications to accepted students except 
for business transactions (financial aid, orientation, 
etc.)é
ïDepartmental congrats letter

ïLetter from the president

ïñWhatôs nextò post card series (or why UMFK)

ïInclude companion e-mail messaging

ïStaff and student calling plan (every accepted student should get 
multiple personal calls and e-mails)



UMFK recommendations

ÅConsider exploring outsourcing e-

mail/text/other social networking delivery 

partner. (possibilities include: Noel-Levitz, 

Target X, Fire Engine Red)



Web Strategy 



UMFK recommendations

ÅContinue to improve the functionality of the 

UMFK web site.

ÅConduct research on how your 

prospective students want to communicate 

and be communicated with through the 

admission process (including how/what 

they want from the web site)



First, recognize that students express a 

desire for multiple communication channels 

© 2009 Noel-Levitz, Inc. Å E-Expectations Report: Scrolling Toward Enrollment



Make certain your functionality aligns

with their needs - how does UMFK rank?

Tasks Juniors Seniors

Complete a financial aid estimator form 88% 80%

Complete a tuition cost calculator form       83% 76%

Complete an admission application online   81% 65%

Request a campus visit by completing a form 81% 65%

IM with an admissions counselor or student worker  72% 55%

Complete a form to RSVP for a campus event 72% n/a

Inquire online 70% 48%

Read profiles of faculty 64% 49%

E-mail a faculty member  64% 59%

Read a blog written by a member of the faculty 64% 43%

Read profiles of current students 63% 41%

Read a blog written by a current student  63% 46%

© 2007 Noel-Levitz, Inc. Å E-Expectations Class of 2007 

Report: Building an E-Recruitment Network



Key Expectations from Students ïthey want 

scholarship and cost information!

Mean score (1-5 scale)

1. Academic programs or majors 4.56

2. Scholarships 4.52

3. Financial aid 4.48

4. Admissions requirements 4.38

5. Tuition and fees 4.37

6. Information for accepted students 4.09

7. Visiting campus 4.07

8. Housing and residence life 4.04

9. Job placement rates 3.99

10. Student life and activities 3.98

11. Faculty and teaching 3.96

12. Graduation rates 3.95

13. Graduate school placement 3.85

14. Accreditation 3.74

15. Internships or co-ops 3.71

16. Successful alumni 3.40

17. National rankings, such as U.S. News and World Report 3.40

18. Profiles of current students 3.07

19. Entries from student blogs; entries from faculty 2.91

© 2007 Noel-Levitz, Inc. Å E-Expectations Class of 2007 

Report: Building an E-Recruitment Network



Specific  Web Recommendations 

ÅUse the preceding analysis and other 

results from our E-expectations research 

to prioritize your ongoing development 

efforts 

https://www.noellevitz.com/Papers+and+R

esearch/Papers+and+Reports/ResearchLi

brary/E-Expectations.htm

https://www.noellevitz.com/Papers+and+Research/Papers+and+Reports/ResearchLibrary/E-Expectations.htm
https://www.noellevitz.com/Papers+and+Research/Papers+and+Reports/ResearchLibrary/E-Expectations.htm
https://www.noellevitz.com/Papers+and+Research/Papers+and+Reports/ResearchLibrary/E-Expectations.htm
https://www.noellevitz.com/Papers+and+Research/Papers+and+Reports/ResearchLibrary/E-Expectations.htm
https://www.noellevitz.com/Papers+and+Research/Papers+and+Reports/ResearchLibrary/E-Expectations.htm


Specific Web recommendations for UMFK

ÅFocus on calls to action on all prospective 

student pages (with prominent call-out 

buttons)

ïRequest information

ïApply for admission

ïVisit campus

ïEstimate your costs

ïAsk a student



Specific Web recommendations for UMFK

ÅFocus your content development on the 

academic pages

ÅAdd a tuition and scholarship calculator 

(NL has one coming this spring that 

complies with federal requirements but is a 

stronger marketing tool)



Retention 

recommendations



Improving progression and completion should be guided 

by systematic assessment and intervention



Retention recommendations (assessment)

ÅContinue to refine those factors that place 

an inbound student ñat riskò at time of 

admissionésome known factors include

ïConditional Admits

ïIn State

ïCommuters

ï1st semester gpa<2.0



UMFKépotential variables that may impact 

retention, some of which had already been 

studied

ÅProgram or intended/declared 
major

ÅExploration program

ÅUnmet need (% of need met)

ÅLoan burden

ÅUMFK gift aid (or need met with 
gift)

ÅGeographic market

ÅDistance from campus

ÅHS GPA

ÅCollege GPA (transfers)

ÅACT/SAT score and sub-scores

ÅHS rank in class

ÅProvisional admits (Foundations)

ÅFull-time/part-time

ÅResident/commuter

ÅGender

ÅUMFK GPA (term and end-of 
year)

ÅTiming of major declaration

ÅAffiliations (e.g. athletics, Greek, 
other co-curricular)

ÅStudent employment status

ÅFTIC versus transfer

ÅTransfers by entry term 
(fall/spring)

ÅGrades in selected courses

ÅCampus visit prior to enrolling

ÅAdmit date



Retention recommendations (assessment)

ÅConsider adding a motivation assessment, 

at least for high-risk new students if those 

can be identified empirically (e.g. the 

College Student Inventory)

ÅAdd student satisfaction and student 

engagement research to your assessment 

process (SSI and NSSE, alternate years)



Retention recommendations (assessment)

ÅConsider adding/identifying courses to 

place at risk students for their first 

semester

ÅIdentify faculty to serve as ñmentorsò to at 

risk first year students

ÅEvaluate the ñfirst year seminarò program 

to determine effectiveness



Retention recommendations (assessment)

ÅExplore implementation of a recruit-back 
program for students that left the university 
in good standing

ÅDevelop a plan for ñre-recruitingò UMFK 
sophomores and juniors

ÅExpanding and improving your early-alert 
system still holds promise for improving 
your retention results but the will to 
systematically intervene appears mixed (it 
will require strong leadership to execute)



Next Steps


