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institutional commitment, and g) how to plan and establish goals for enrollment

management.

Growth of Community Colleges

Community colleges are the largest provider of higher education in the U.S.; they

enroll 6.8 million students in credit courses and offer degrees and certificates to almost 1

million students annually (AACC, 2010). Estimates indicate that community colleges

may enroll an additional 3 million students by the year 2015 resulting in a 46% increase

in enrollment (Boulard, 2004). This enrollment increase is projected to occur for two

reasons: a) the rapid decline in economic conditions and b) an increase in high school

graduates over the next decade. These students will enroll to take advantage of the

specialized training that allows for immediate workforce placement opportunities and the

affordability of obtaining a two-year degree prior to transferring to a four-year institution

(Boulard, 2004).

Community College Funding

In the last twenty years, community colleges have experienced a higher demand

for their programs and services. This has not kept pace with state funding. In the 1980s

community colleges overall share of funding decreased from one-half to slightly more

than one-third of community college budgets. In the 1990s, community colleges realized

a decrease from 75% to 64%. Making up the difference in the resources is increased

support from local and federal grants (AACC, 2009; Schmidt, 1999).

Indicators that are more contemporary reflect that community colleges will

continue to face reductions in their appropriations. Of all the various sectors of education

(including elementary and secondary schools) community colleges experienced the
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biggest one-year drop in state appropriations from 2007 to 2008 (Selingo, 2008).These

constraints in resources have forced community colleges to become more creative in

maximizing their existing resources. As community colleges continue to do more with

less while enrolling more students from an increasingly diverse population, they are

finding a greater need to streamline their mission and goals. The evolving demographic

profile will reflect an increased diversity and will represent a range of socioeconomic

backgrounds. This diverse demographic creates new challenges for colleges as they seek

to meet students' needs. To meet these new challenges, it has become imperative that

community colleges implement an enrollment management plan. Creating an enrollment

management plan has been instrumental in resolving many of the challenges community

colleges have faced (Simmons, 2007).

History of Enrollment Management

The concept of enrollment management began in the 1970s when those in the

higher education foray realized the Baby Boom population was diminishing and an

enrollment crisis was imminent (Black, 2001). It was during this time that Boston

College was competing to increase their enrollment. During this crisis, Jack Maguire, the

dean of admissions at the college, became the first on record to use the term "enrollment

management" in a public document. Dean Maguire described enrollment management as

a "process that brings together often disparate functions having to do with recruiting,

funding, tracking, retaining, and replacing students as they move toward, within, and

away from the university" (Kirp, 2003).

In the 1970s and 1980s, in contrast to four-year colleges and universities,

community colleges experienced a high demand in their student enrollment. Specifically,
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in 1979 the number of 18-year olds peaked at 4.3 million (NCES, 1995). After this boom,

community colleges expected a decline in their enrollment. Instead, they experienced an

enrollment increase due to an influx of non-traditional students. These non-traditional

students included minority students, adult learners, and women (Phillipe, 2000). This new

mix of students resulted in an increase in enrollment for community colleges. The

community college population grew from 4.5 million students to 5.2 million students, an

increase of over 15% (NCES, 1998). An analysis of this enrollment revealed several

trends:

1 . the mean age of students was 3 1 when it had previously been 27

2. one-half of the students enrolled full-time in the 1970s while one-third of the

students enrolled full-time by the mid-80s

3. the percentage of women enrolled in community colleges surpassed men by 1991

at 55% of the total student population

4. minority enrollment represented 25% of community college enrollment as

compared to 20% in the late 1970s (Cohen & Brawer, 1996)

Just a few years later, however, enrollment began to decline, representing only a

3.4% enrollment growth (NCES, 1998). Between the years of 1990 and 1997, community

college enrollment only increased by 180,000 students or 3.4% (National Center for

Education Statistics, 1998). The growth experienced by community colleges in the 1980s

by enrolling a more diverse student population began to stabilize and created a need to

look at implementing strategic enrollment management planning to increase community

college enrollment, to enhance student retention and persistence, and to creatively utilize

college resources.
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Strategie Enrollment Management Defined

There are many definitions of enrollment management. Defined broadly, it

includes all college efforts to manage the size and nature of their enrollment to meet their

goals (Clagett, 1995; Perm, 1999). Marguerite Dennis (1998) described enrollment

management as both an art and a science. She stated that success is dependent on a

combination of both a good system and good people. She stated, "enrollment

management, at its best, cuts across institutional lines, and demands that turf battles be

kept to a minimum" (p.l 1). Dolence took the definition of enrollment management

further by defining "strategic" enrollment management. He defined strategic enrollment

management as a "comprehensive process designed to help an institution achieve and

maintain the optimum recruitment, retention, and graduation rates of students" (p. 8).

Implementing Enrollment Management

Initiating an effort of this magnitude typically takes several years to implement.

The first years are devoted to developing the institutional approach to enrollment

management, building institutional commitment, and creating a team to carry out the

plan's strategies. After developing the approach, colleges are involved in the integration

of efforts and implementation of the strategies. The literature available about enrollment

management outlines three necessary components when beginning an effort of this

magnitude. First, there are some typical organizational structures commonly utilized

when initiating this effort on a community college campus. Second, some key campus

partnerships are essential when developing an enrollment management team. Finally,

implementing an enrollment management plan requires institutional commitment,
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planning and goal establishment, and evaluation of the success of enrollment

management (Barnes, 1993; Dennis, 1998; Hossler, 1985).

Strategie Enrollment Management Organization Structures

Jones (2003) said, "Enrollment management professionals should expect one

constant—more change in the future of enrollment management and higher education"

(p. 43). If a community college engages in enrollment management at all, it will be

uniquely applied— no universal application exists. Likewise, enrollment management

organizational structures vary across institutions. The alignment of enrollment

management systems on campuses has evolved because every institution has a different

administrative and faculty organization. Its very nature ensures that enrollment

management varies among colleges as colleges design enrollment management plans that

fit their recruitment and retention goals. Enrollment management structures have begun

to garner more attention as colleges look to more experienced structures when initiating

this effort.

Kemerer, Baldridge, & Green (1982) identified four structures for organizing and

coordinating a college's enrollment management movement: a) the enrollment

management committee, b) the enrollment management coordinator, c) the enrollment

management matrix, and d) the enrollment management division. These structures

represent a continuum in the level of reorganization required when planning efforts

begin. At one end of the continuum is a committee structure while at the other end is an

entire division devoted to enrollment management. While most colleges will utilize one

of these designs, some colleges' structure themselves in more of a hybrid version of

several of these. Although, the literature does not explain which structure is most
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recommended, it does indicate some of the benefits and pitfalls of each. Following is an

explanation of the four enrollment management structures Kemerer, Baldridge, & Green

(1982) have described.

Enrollment Management Committee

The enrollment management committee involves representatives from the college

to include faculty, administrators, and students. A large benefit of this design is that it

garners college-wide understanding about marketing and recruitment while building

institutional support for the enrollment management initiative (Hossler, 1990). This

structure also provides improved communication and understanding of enrollment issues

across the campus. For this to work it should reflect a cross-section of campus

representation. Although an inexpensive way of addressing enrollment concerns, it

usually lacks any authority to make change occur.

Enrollment Management Coordinator

Another structure has a position of enrollment management coordinator at the

college. The person filling the coordinator role is usually an effective facilitator with a

great deal of credibility with the constituents who affect college-wide change. The

coordinator will work with unit leaders to develop goals, enrollment plans, and

coordinate an effort to achieve them. One of the disadvantages of this approach is that the

person who leads the enrollment management charge may not have the authority to make

decisions regarding enrollment issues. They may instead have to report to senior

leadership who is the authorizing body to approve the enrollment management initiatives

(Hossler, 1990). In public institutions, the enrollment manager reports to the chief
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academic officer in 41% of colleges and the chief student affairs officer in 24% of

colleges (Wolff & Bryant, 1999).

Enrollment Management Matrix

The enrollment management matrix is another structure utilized. In this approach,

an existing college vice president is charged with leading enrollment management

initiatives. This design does not require a shift in college reporting structures and has the

advantage of taking enrollment issues to the senior leadership. This organization creates

the platform necessary to effect change where enrollment issues are concerned because

senior leadership is integral in the effort (Hossler, 1990). In this structure, offices

responsible for enrollment will be grouped together in modules that can work together to

establish enrollment management goals. This can be a very practical approach, but there

may be some units that are more likely to follow this direction than others. One

disadvantage is that faculty members, for example, may be less likely to follow directives

from someone outside the academic division.

Enrollment Management Division

Creation of an enrollment management division is the most radical approach even

though it is the most centralized of all structures. In this design, a vice president takes the

lead with the enrollment management effort and leads all the key departments that impact

enrollment. Ideally, the enrollment management division receives high administrative

support from the president who should be a strong advocate of this organizational

approach. One benefit of this is the unification of all departments responsible for

influencing enrollment. Another benefit is that the vice president has the authority to

implement identified strategies and require the cooperation of all units.
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Campus Partnerships in Enrollment Management

Regardless of which enrollment management structure the community college

implements, studies about enrollment management have focused on what offices needed

to be around the table when enrollment planning begins. Maguire (1976) called this the

"grand design." Since enrollment management provides a linkage between the colleges a

student chooses to attend, how the student acclimates into that college and whether or not

the student persists at the college, ridding the college of the silo mentality is essential.

Offices such as admissions, financial aid, and retention may be perceived as independent

of one another, but they need to work together for common integrated goals when

enrollment management planning occurs (Britz, 1998). The following section details

which offices are crucial to enrollment management planning and how the committee

would be structured on college campuses (Appendix A). These offices include marketing,

recruitment, academic programs, financial aid, admissions, academic advising, first-year

experience, learning assistance centers, institutional research and retention.

Marketing

Community college students are diverse in terms of ethnicity, academic abilities,

age groups, and career goals. These students enroll in community colleges with varying

expectations and aspirations (Wakstein, 1987). It is a complex effort to continually recruit

and market to community college students. It is far more profitable to retain the students

who do enroll than to continually engage in student recruitment and marketing efforts

(Lane, 2002).

Effective marketing requires successful implementation of the four "Ps"—product,

price, place, and promotion (Bryant, 1989). Community colleges do three of these very
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well. Community colleges have successfully marketed their product: job training,

economical two-year education, community enrichment, life-long learning programs, and

literacy education. In addition, they also effectively advertise the affordability of their

tuition rates—their price. Community colleges' marketing efforts are able to capitalize on

their lower tuition rates in comparison with those of other educational institutions.

Finally, they have also effectively marketed their place. Students are able to enroll in

courses that are close in proximity to where they work and live, making the choice to

attend often an easy one. What community colleges have often neglected to engage in,

however, is the art ??promotion.

Community college promotion is often difficult because of their open access

philosophy. Often these aspects are not synonymous with high quality programs and can

be perceived as low cost and low quality. Marketing efforts should closely align with the

college's enrollment management plan because they are so integral to student enrollment.

Marketing efforts should promote why community colleges should be a student's first

choice. Promotion of the college should emphasize the variety of degree and course

options, job placement rates, and student contact with highly qualified faculty, small class

sizes, efficient staff, and quality instruction (Bryant, 1989).

Recruitment

When it comes to college enrollment, students have many choices. Colleges

understand this and use extensive resources to convince students their college is the best

fit. Recruiting at community colleges is different from any other type of higher education

market. Instead of reaching out to students to tell them how they would be an asset to the

institution, community colleges demonstrate to students how they strive to meet their
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educational needs (Hossler, 1984). Effective enrollment managers respond to the

changing conditions of the current marketplace equipped with sufficient data to enable

them to identify potential markets (Hossler, 1986; Wolff & Bryant, 1999). Community

college recruiters work in these markets to inform, motivate, and encourage student

attendance at the college. Working in tandem with the college's enrollment management

team allows recruiters to have information regarding the number and type of students

targeted for enrollment.

Academic Programs

The purpose of enrollment management planning is to enroll and retain students at

the college. An enrollment management plan should include the academic division in its

work. There are two reasons why this is critical. The first is that the academic product is

what is most attractive to students as they decide to enroll. Secondly, the college's

academic offerings are what allow them to maintain their ability to compete with the

other colleges. Dolence (1993) has said:

An institution's academic program is inexorably co-dependent on enrollment

management. The quality of the academic program can only be developed and

maintained in a stable enrollment environment, and stable enrollments are only

possible through sound planning, development, and management of academic

programs. The alignment of institutional academic policies with SEM (strategic

enrollment management) goals and objectives is essential to successfully

structuring the SEM process (p. 9).

Students who are college-bound have unlimited choices in where to enroll. There

is also increasing competition with professional organizations who offer conferences,
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workshops, and courses for working adults. In addition to these modes of delivery,

community colleges are faced with competition from the e-learning initiative. E-learning

is becoming a popular method of taking courses for students because it is largely

conducted electronically allowing students to have more flexibility in when and how they

take their courses. For students who choose not to leave home for college, the community

college is no longer the only enrollment option (Dolence, 1993; Smith, 1985).

Financial Aid

Financial aid has become an important mechanism in an enrollment management

plan. Historically financial aid exists to assist students with college funding and allowing

them to attend. Institutions must understand their awarding policies and evaluate whether

their practices enhance or hinder enrollments and student persistence (Hossler, 1984;

Hossler & Bean, 1990; Pardieck & Thomas, 1991). As institutions progress toward an

enrollment management environment, it is necessary for the role of financial aid to

change. Policies and procedures governing aid distribution must be analyzed to determine

their impact on enrollment and retention. To become more strategic, the role of the

financial aid administration must shift to include research, process development, and

financial aid program implementation (Pardieck & Thomas, 1991).

Admissions, Records, and the Registrar

When all goes well, the work of the admissions office and the college registrar

may go largely unnoticed to the student body (Gunn & Backes, 1992). However, this

office is responsible for many college-wide functions including class schedules, catalog

production, the academic calendar, and enforcing state and federal guidelines. In addition

to these college functions, the admissions office provides many services for students:
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transcript evaluations, graduation certifications, degree audits, and course registration.

These services ensure students have contact with this office throughout their enrollment

in the community college.

The admissions office and the registrar are integral to the enrollment management

team because of their role in student retention. Providing unobtrusive services to students

is essential to their continued enrollment and removes any barriers that may lead to

frustration. Superior customer service and continual assessment of registration processes

is necessary as inadequate services affect the college's image and student satisfaction

(DeCristoforo, 1996; Gunn & Backes, 1992).

Academic Advising and the Faculty

An enrollment management effort on a community college campus is not

complete without faculty involvement. One of the necessary components of enrollment

management is garnering faculty support and ensuring they understand the value of

recruiting students and retaining those who enroll. Faculty involvement as part of the

college's enrollment management effort allows them to have information about why

students enroll, why students are leaving, and why students are dissatisfied with aspects

of their educational experience. This information is crucial to the faculty member's role

in the classroom and being armed with this information will foster an understanding of

enrollment decisions (Thielman, 2004).

In addition to faculty involvement, many enrollment management plans include

an aspect of academic advising. Faculty contact is an essential part of academic advising.

Students who seek out a faculty member for advising expect someone who is caring, has

the ability to answer questions about course requirements, and has a genuine interest in
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their success (Hossler & Bean, 1990). Faculty involvement greatly influences student

persistence (Shevawn & Bean, 1995). Students who are able to interact with their faculty

in a social capacity are more likely to successfully integrate into their college. In addition,

successful academic advising is linked to improved retention and graduation rates

(Hossler, 1984; Thomas, 1990; Tuttle, 2000). An effective academic advising model

teaches students how to be successful in college and goes beyond the administrative task

of class selection. Students who utilize academic advising gain a great understanding

about how their education fits in with their lives and are more likely to remain enrolled

(Bean, 1990; Hossler, 1984; Thomas, 1990; Tuttle, 2000).

First-Year Experience Orientation Programs

Orientation programs assist with the transition into college from the student's

previous environment to promote student success. Orientation programs are proven to

successfully retain students because they introduce the college campus and its personnel

(Upcraft & Gardner, 1989). These programs assist students in their adjustment into

college. A student should exit an orientation program with an understanding of what it

means to be a successful student both academically and socially. Orientation programs

should help students identify support services; introduce them to the culture of the

college and the policies and procedures that ensure success.

Learning Assistance Centers/Tutoring

An enrollment management plan at a community college should include the

learning assistance or tutoring center (Hossler & Bean, 1990). The mission of the

community college is to enroll all students, regardless of their level of college

preparedness. Academic under- preparedness, however, is a leading cause of student
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attrition (Dennis, 1998). Many students enroll in college prepared for the rigor of the

coursework, while some students need additional assistance such as developmental

courses, tutoring, and learning labs. Enrollment managers should track the success of the

students engaging in these activities so they have accurate data on those who succeed and

those who fail. Having this data will allow for data-driven decision making on what

programs students need to have a successful experience at the college. A connection

between the college tutoring center and enrollment management should be a strong one.

Institutional Research

Effectively managing enrollments requires large amounts of data, both internal

and external to the college. To this end, the enrollment management office must have a

high priority level with the office of institutional research and the authority to request

assistance and data. Essential data such as market segments, admissions data, labor

trends, birth rates, financial aid awarding information, yield ratios, cohort flows,

recruitment activities, and data regarding student outcomes are all necessary to make

informed planning decisions. In addition, data collected from the students regarding their

satisfaction, their characteristics, opinions, and the activities they engage in on campus

are all integral to understanding student enrollment and retention (Beeler, 1989; Hossler,

1986). Institutional researchers are critical to the enrollment management process, not

only do they collect the data necessary to make informed decisions they also interpret

enrollment trends (Hossler & Bean, 1990).

Retention

College marketing and recruitment efforts are designed to increase institutional

enrollment, but these efforts are useless if the students are not retained (Krotseng, 1989).
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In 1999, the community college attrition rate for students continuing to their second year

of college was 46%, the highest of any type of higher education institution (Levitz, Noel,

& Richter, 1999). Student retention efforts are at the forefront of concern as colleges

begin to understand the necessity of keeping the students they have (Dolence, 1991;

Tichenor & Cosgrove, 1991). A community college enrollment management plan should

incorporate retention strategies in addition to recruitment strategies. The open access

quality indicative of community colleges makes retention efforts more complex than at 4-

year colleges. Dennis (1998) has said the following regarding student retention and how

crucial it is to enrollment management, "retention is a greater measure of a school's

success than enrollment since enrolling in college, or university is just the first step

toward fulfilling academic objectives" (pg.78).

Enrollment managers must understand the characteristics of the students who

remain enrolled at their college. Once these characteristics are identified, retention efforts

can be incorporated into the college's enrollment management plan and institutionalized

into daily processes. An enrollment management plan should outline the college's

strengths and conduct an environmental scan for potential threats. These threats should

convert into opportunities for the college and its student body (Krotseng, 1989).

Institutional Commitment

Effective college leadership is critical to the implementation of an enrollment

management plan (Dennis, 1998). One of the keys to successful implementation of an

enrollment management initiative is the institutional commitment established by the

college leadership. Successful implementation of an enrollment management plan

requires that the entire college have a role and an investment in this effort (Hossler,
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1985). Campus offices such as student marketing/recruitment, pricing and financial aid,

academic and career advising, academic assistance programs, institutional research,

orientation, retention, and student services should all have a role in the planning and

implementation of enrollment management on campus.

Ideally, the college president should promote this effort and require college-wide

cooperation (Barnes, 1993). In addition to college administration, the role of the

academic division is integral to enrollment management. The academic deans,

department chairs, and faculty are crucial to successful plan implementation. With such

campus-wide involvement, the ability to focus on each function's importance is

enhanced. Kemerer (1984) reminds us,

Blaming the office of admissions, the vice president, or president for enrollment

problems is shortsighted and counterproductive. Without involvement by

everyone, the flow of students will not remain stable. Without students, academic

programs will wither and die, and professors become unemployed, (p. 29).

Planning and Goal Establishment

As community colleges continue to serve diverse populations, their mission,

goals, and vision need to evolve as well. This requires a fluid planning process, one that

should be evaluated at regular intervals. Janet Ward (2005) stated the following:

Just as every institution has a mission statement that expresses their purpose,

there needs to be a roadmap that shows where you have come from, where you

are, and where you are going. The enrollment plan serves as the roadmap for

achieving specific institutional goals, typically connect to student body size,
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enrollment mix, and revenue while also providing specific indicators on the

effectiveness of the learning environment (p.7).

Michael Dolence (1993) suggested stabilizing college enrollments required

reversing a declining enrollment trend, controlling enrollment growth, and/or refining

fluctuations in enrollment in order to stabilize college finances. He also suggested this is

best accomplished in collaboration with academic departments to address their individual

enrollment needs. When focusing attention on the linkage to the academic programs,

Dolence suggested aligning activities like strategic planning, program reviews, budget

preparation, and academic master plans will increase the quality and retention rates.

To stabilize enrollments, Dolence (1993) suggested enrollment and revenue

planning must happen simultaneously. He suggested that often higher education looks to

college expenditures of the budget to solve financial problems. Instead, budget planning

should be linked to enrollment planning to avoid potential financial imbalances. He

suggests working to optimize college resources and looking beyond the budget to

accomplish this. Interestingly enough, Dolence contends every college in the country

underutilizes their resources. He suggests addressing resource issues such as employee

growth, redirecting employees, employee efforts, and investigating maximizing the

potential of the campus information system.

Further, Dolence (1993) suggested taking a hard look at the college's services and

overall operations. He said that improving services to repair misguided, unnecessary, and

unwanted services colleges provide to their students is one step in reviewing college

operations. Engaging in enrollment management practices leads to improved services

such as shortened response time, increased satisfaction, and fewer administrative
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processes. An evaluation of all strategies and tactics colleges use is an integral function

of an enrollment management plan. A successful enrollment manager gathers data to

assess which activities to continue and which ones to discontinue.

Enrollment Management Goals

While enrollment management implementation may look different at each

institution, the goals of an enrollment management initiative at each college have shown

several common denominators. Enrollment management goals are designed to fulfill the

college's mission and to meet the educational goals of the community college student

(Dolence, 1991). These goals are achieved by: a) establishing clear goals for the number

of enrolled students needed, b) promoting academic success by improving access,

retention, transition into college, and graduation rates c) determining and achieving the

college's ideal enrollment, d) delivering effective programs to the students, e) effective

financial planning, f) increasing efficiency of the organization, g) creating an

environment where decisions are data-based and grounded in research, and h)

establishing a college environment where all resources are aligned toward a common

mission.

Evaluation of an Enrollment Management Plan

Like any plan essential to a college, the enrollment management plan is not

designed to be created then placed in the college archives. Instead, it is designed to be

revisited, refined, and enhanced. Dolence (1991) has suggested the purpose of the

evaluation process is to determine its value, to assist with institutional policy decisions,

and to provide additional information about the program. Enrollment management

planning should encompass longitudinal student tracking systems and performance
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monitoring indicators covering each stage of the student's involvement with the college

(Clagett & Kerr, 1994). In addition, an environmental scanning process and feedback

from faculty, staff, and students allows for continuous evaluation of the college's

enrollment management effort.

Enrollment management evaluation allows a college to track enrollment trends,

identify areas of institutional understanding that are weak, and promote continuous plan

improvement (Clagett & Kerr, 1994). Evaluation is crucial to enrollment management

success and vitally necessary to make decisions about where to allocate human and

financial resources (Dolence, 1991). Criteria for evaluating the college's plan should be

implemented at the time of strategy formulation. Recommended strategies should be

written with measurable goals, and the process must be held accountable for the

accomplishment of those goals. Strategy implementation must be tracked and monitored

and the results distributed and discussed (Dolence, Miyahara, Grajeda, & Rapp, 1987).

Dolence (1996) asserted that the goal of evaluating strategies and tactics should be part of

any plan. Enrollment managers must be able to ascertain which strategies, tactics, and

activities should continue and which should be discontinued or modified.

One very important aspect of evaluating a college's enrollment management plan

is to have a clear definition of the student population. At community colleges, in

particular, students' have varying goals. To define retention goals narrowly, may indicate

the college has a very low retention rate when in fact students may be achieving their

own goals by taking one or two classes to enter the workforce. Tichenor and Cosgrove

(1991) argue that non-degree students who have achieved their educational goals are a

success and should be counted as such.
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Conclusion

While there are no prescribed methods of initiating an enrollment management

effort in the community college setting, there are several concepts that emerge when

implementation of a plan commences. The first is that there are some structures that most

colleges use to build their enrollment management organization: a) the enrollment

management committee, b) the enrollment management coordinator c) the enrollment

management matrix, and d) the enrollment management division. These four structures

can be combined to fit the needs of the college. Second, the composition of an enrollment

management planning team is stronger when they include cross-campus functions and

leadership. Having several key areas represented on the team ensures progress toward the

goals of the enrollment management plan. Third, the college leadership must

communicate the priority of the enrollment management charge clearly to the college

community (Barnes, 1993; Perm, 1999).

Community college enrollment management is a relatively new concept. Colleges

often choose to engage in this process when they find their enrollment and retention

percentages decrease. While the literature offers suggestions on how to structure an

enrollment management unit and what offices to bring together in this effort, it does not

clearly depict what successful practices have occurred on a community college campus.

The purpose of this research is to study what has been successful (and unsuccessful) and

offer a framework for necessary components in enrollment management plans. This

should assist community colleges as they plan to initiate enrollment management on their

campuses. Dennis (1998) effectively summarized what to expect when implementing an

enrollment management plan. She stated, "The only thing we can be certain of in
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developing enrollment and retention programs is that they will and should be works in

progress, with the only constant being the need to recognize, appreciate, and embrace

change (p. 5)."
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CHAPTER 3

METHODOLOGY

Enrollment management is a growing effort on community college campuses to

understand student enrollment and student retention through graduation. Community

colleges are not as accustomed to having to actively recruit students onto their campuses

as four-year institutions are. Recruitment of students is nothing new to four-year colleges,

but community colleges have prospered without extensive recruitment because they are

embedded in their community and because of their affordability. Students have several

more enrollment options and it is important for community colleges to initiate enrollment

management planning so they can understand why students enroll in their college, how

they can increase enrollment, and how they encourage students to persist until graduation

(Cohen & Brawer, 2003). Community colleges are starting to engage in enrollment

management initiatives to gain control over their enrollment. This research studied

community colleges that have initiated enrollment management plans and have indicated

successful enrollment increases because of this effort. This work identified the critical

components necessary for successful enrollment management planning at community

colleges across the U.S.

Research Design

Qualitative research differs from quantitative research because it is descriptive

and tells a story about a phenomenon. Merriam (1998) stated that "in contrast to

quantitative research, which takes apart a phenomenon to examine component parts

(which become the variables of the study), qualitative research can reveal how all the
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parts work together to form a whole" (p. 6). The research questions in this study will be

addressed through qualitative methods by using a multiple case study.

Case studies are classified as being particularistic, descriptive, and heuristic

(Merriam, 1998). Particularistic means that case studies focus on a particular

phenomenon and the way particular groups of people confront specific problems.

Descriptive means that the result of the research provides a rich, thick description. In

contrast, quantitative research, which uses numbers to answer a question, qualitative case

studies present data by using quotes, artifacts, and examples to tell a story about a

phenomenon. Merriam (1998) defines case studies as heuristic because they "illuminate

the readers understanding of the phenomenon" (p. 30) and can either bring about a new

discovery, confirm what is already known or extend the reader's experience of the

phenomenon. Using the case study for this research was the most effective method of

answering the study's research questions. The results of this case study allowed for a

greater understanding of how three community colleges implemented their enrollment

management plan and some of the accomplishments and challenges they have

experienced.

Stake (1995) suggested case studies are not about the ability to generalize, but

instead to particularize. Researchers study a single case and come to know it on an in-

depth level. Case study researchers' assume the role of "interpreter in the field" not only

to observe the case, but who records objectively what is happening and examines its

meaning.
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Research Questions

This research focused on answering three research questions at each of the sites

visited. These questions are as follows:

1 . What is the focus of the college's enrollment management plan (recruitment,

retention, managing enrollment) and how is the implementation of this effort

structured (committee, workgroup)?

2. What have been some of the successful and unsuccessful practices of the plan?

3. Does the college have a process for evaluating the enrollment management plan?

If so, how were the steps determined? If not, how will the success of the plan be

measured?

Site Selection

The unit of analysis for this study was four community colleges selected to

participate. Three participated in the research study while one college served as a pilot

institution. The sites for this study were selected using purposeful sampling. Purposeful

sampling "focuses on selecting information-rich cases whose study will illuminate the

questions under study" (Patton, 2002, p. 233).

The researcher asked the question, "who is knowledgeable about community

college enrollment management?" To identify rich cases for this study, the researcher

contacted a national organization specializing in enrollment management practices. She

was directed to an individual who is an expert in assisting colleges with enrollment

management concerns and has written many articles on the subject. After describing the

study to the informant, he provided the researcher with the names of several colleges who


