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ABSTRACT 
 

Although master’s institutions enroll a substantial  student population 

in the United States, a large percentage of which are minorities, relatively 

little has been written with regard to how master’s institutions approach 

enrollment management.  This mixed methods study examines the 

enrollment priorities and recruitment strategies of master’s institutions to 

reveal  how master’s institutions are prioritizing their commitments to 

institutional quality,  access, and financial  stability,  the types of 

recruitment strategies these institutions are util izing to uphold their 

commitments,  and the impact of these recruitment strategies,  particularly 

upon issues of access.  The study also makes use of a theoretical 

framework informed by academic capital ism theory,  game theory,  and 

institutional theory to explain why master’s institutions may be 

prioritizing certain enrollment goals and adopting particular recruitment 

strategies.   Findings from this study suggest master’s institutions may be 

embracing market-oriented enrollment behaviors that  prioritize revenue 

maximization, consequently reinforcing the advantages of the privileged 

and serving as vehicles for social reproduction.    
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CHAPTER ONE: INTRODUCTION 

 Whether strategic approaches to enrollment management have transformed higher 

education for better or worse is open to considerable debate.  Enrollment management is 

typically understood as the recruitment, admission, retention, and graduation of students 

(Hossler, 2004; Hossler, Bean et al., 1990; Huddleston, Jr., 2000).  Thus, enrollment 

management includes institutional marketing, pricing, financial aid, student selection, 

retention, and graduation efforts.  Some might argue that enrollment management has 

facilitated institutional responsiveness to student needs and focused attention on student 

outcomes and institutional goals (Ehrenberg, 2000; Hossler, Bean et al., 1990; Whiteside, 

2001).  Others would highlight the emerging view of higher education as a market-

oriented commodity and see enrollment management as an organizational manifestation 

of entrepreneurial orientations that has promoted enrollment strategies potentially 

detrimental to equity and access (Astin & Oseguera, 2004; McPherson & Shapiro, 1998).  

Regardless, enrollment management has become a fixture within numerous institutions 

across the United States in the last 30 years, a development that will likely continue as 

higher education institutions, both public and private, become increasingly reliant upon 

tuition dollars in a competitive environment defined by prestige and resource 

maximization.  Full understanding of the effects of enrollment management is crucial to 

maintaining a higher education system committed to institutional quality, access, and 

financial stability. 

 Institutional quality, access, and financial stability are fundamental enrollment 

management objectives that have been addressed by scholars over the years.  More 
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specifically, scholars have addressed how student quality influences institutional quality 

(McPherson & Shapiro, 1998; Winston, 1999), why access should be a vital institutional 

priority (Bowen & Breneman, 1992; Claar & Scott, 2003; Geske & Cohn, 1998), and 

why financial stability is fundamental to institutional stability in a competitive 

environment (Allan, 1999; Winston, 1999).  Institutional quality, access, and financial 

stability are such integral components of enrollment management efforts that these goals 

may be appropriately deemed pillars of the profession. 

 Many trends concerning enrollment management’s pillars have also become 

increasingly apparent.  There is evidence that a desire for resource maximization is 

facilitating the privatization of higher education (Claar & Scott, 2003; Eckel & King, 

2004; Ehrenberg, 2003; McPherson & Shapiro, 1998; Selingo, 2003), that institutions are 

encouraged to become more selective in an increasingly stratified educational hierarchy 

defined by prestige (Duffy & Goldberg, 1998; Ehrenberg, 2002; Hossler & Anderson, 

2004), and that institutions are persuaded to admit a more socioeconomic homogeneous 

class of students in pursuit of prestige and resources (Astin & Oseguera, 2004; Avery, 

Fairbanks, & Zeckhauser, 2003).  Each of these market-oriented trends has direct 

implications on institutional quality, access, and financial stability within the higher 

education system. 

 Most, if not all, of the research concerning the pillars of enrollment management and 

recent enrollment trends is based on studies of research institutions.  This study reveals 

the enrollment priorities and enrollment trends of master’s institutions, in particular, to 

provide a more complete picture of the higher education landscape.  Whereas research 
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institutions are committed to undergraduate and graduate education through the doctorate 

degree, master’s institutions are colleges and universities devoted to undergraduate and 

graduate education through the master’s degree (The Carnegie Foundation for the 

Advancement of Teaching, 2005).   There are more than 600 master’s institutions in the 

United States enrolling nearly 3.5 million students, or approximately 22% of all 

postsecondary students (National Center for Education Statistics, 2003).  Further, more 

than 26% of master’s students are minorities, and 41.4% of master’s institutions enroll a 

student body wherein minorities make up at least 50% of the population; this is true for 

only 19.6% of research institutions (National Center for Education Statistics, 2005).  As 

such, master’s institutions enroll a considerable number of students and are a significant 

baccalaureate entry point for many minority populations.       

 With increased competition among institutions for prestige and resources inspiring a 

push toward market-oriented institutional behaviors, it is important to explore how 

master’s institutions are prioritizing their commitments to quality, access, and financial 

stability during the recruitment and enrollment stages of the enrollment process.  It is also 

essential to learn more about the types of recruitment strategies these institutions are 

utilizing to uphold their commitments, and the influence of these strategies upon 

enrollment outcomes as revealed by the enrollment trends of master’s institutions.  In 

effect, this two-phase sequential mixed methods study examines the extent to which 

commitments to access are being given precedence at master’s institutions, and to which 

master’s institutions are enacting recruitment strategies that provide access for minority 

populations despite pressures for prestige and resource maximization. 
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This study is presented as a series of chapters that provide a contextual background, 

methodology, and findings.  Each of these chapters will now be briefly previewed. 

 Chapter two takes an in-depth look at the history of and current trends within the field 

of enrollment management.  This effectively establishes a foundation with which to more 

effectively analyze how master’s institutions manage their enrollments.  For instance, the 

chapter explores the various ways institutions in general structurally approach 

enrollment.  In addition, the pillars of enrollment management are defined and examined 

within the chapter, as is the compatibility of each of these prominent enrollment goals.  

Finally, relevant theoretical lenses are introduced.  Although the majority of the literature 

cited within the second chapter is research-oriented in nature, much of it appears to be 

based upon studies and observations concerning research institutions.  This inherently 

reflects a gap in existing literature and the need for studies such as this regarding the 

enrollment behavior of institutions to be conducted in different institutional contexts.     

 Chapter three establishes the study’s methodology.  First, the research questions and 

sub-questions are proposed.  Following this, the constructs of the mixed methods 

paradigm are examined before outlining the study’s sequential exploratory design.  The 

chapter then explains that the first phase of the study is a qualitative exploration of the 

enrollment goals and recruitment strategies of master’s institutions.  This consists of 

document analyses as well as face-to-face interviews with members from a selected 

sample of institutions.  The second phase of the study analyzes enrollment trends at 

master’s institutions through quantitative methods.  Themes drawn from the qualitative 

data are informed by the quantitative data to determine the extent to which the stated 
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enrollment priorities and recruitment strategies of master’s institutions are rendering 

desired enrollment outcomes.  Various theoretical lenses further expound the study’s 

results.  As explained in the third chapter, this mixed methods approach is a useful design 

in that it not only discloses institutional enrollment priorities and recruitment strategies 

through qualitative exploration, but also statistically reveals whether or not these 

priorities are being realized and divulges the potential effects of selected enrollment 

priorities and recruitment strategies. 

 Chapter four, which focuses on the study’s results, is arranged in three sub-chapters 

for coherence.  Each of these sub-chapters analyzes a specific segment of the study’s 

findings.  For instance, the first sub-chapter reviews findings concerning the enrollment 

priorities and recruitment strategies of private master’s institutions.  The second  

sub-chapter evaluates the enrollment behaviors of public master’s institutions.  Lastly, the 

third sub-chapter establishes the validity of the sample studied to ensure that findings 

from the sample are reflective of master’s institutions nationally. 

 Chapter five draws upon the study’s theoretical framework to analyze and explain the 

findings established in the previous chapter.  Academic capitalism theory, game theory, 

and institutional theory are all utilized to elucidate why master’s institutions are 

prioritizing certain enrollment goals and adopting particular recruitment strategies. 

 Finally, chapter six reviews a set of conclusions derived by the study and provides a 

comprehensive synopsis.  In essence, the sixth chapter reiterates the study’s importance, 

articulates its noteworthy findings, assesses what these findings mean concerning the 
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accessibility of higher education, and suggests further avenues of study with concern to 

the enrollment practices of institutions of higher education. 
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CHAPTER TWO: LITERATURE REVIEW 

 Before outlining this study’s particular methodology, it would seem appropriate to 

initiate a comprehensive literature review of topics related to enrollment management.  

More specifically, this section will present an overview of enrollment management’s 

history, contemporary issues and trends, organizational structures, pillars, and goal 

compatibility.  Finally, the section will explore this study’s proposed theoretical 

framework.  In general, one finds that the majority of existing research and related 

perspectives concerning enrollment management tend to be based on the behavior of 

research institutions.  Although much of the knowledge concerning enrollment 

management is reasonably applicable to other institutional contexts, the limited scope of 

existing research on this important topic speaks to the need to consider how other types 

of institutions specifically manage their enrollments, including those of master’s 

institutions. 

History of Enrollment Management 

Following the passage of the Serviceman’s Readjustment Act in 1944, also known as 

the GI Bill of Rights, admissions swelled at institutions through the United States as 

postwar veterans were offered government support to attend postsecondary institutions to 

re-train, inspire a booming postwar economy, and compete with an emerging Soviet 

threat.  This new influx of students contributed to a period known as “The Tidal Wave,” a 

time when college enrollment grew substantially.  From 1940 to 1950 alone, total college 

enrollment grew by 78 percent to over one million students (Coomes, 2000).  In addition 

to federal support provided by the GI Bill, the Higher Education Act of 1965 also 
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provided financial aid and spurred enrollment growth.  This support was further 

reinforced by state budgetary support that heavily subsidized postsecondary education, 

encouraging access by means of low tuition to public institutions and resulting in 

dramatic enrollment increases throughout the 1960’s (Heller, 2002).  Consequently, 

institutional investments in student services, financial aid, faculty salaries, and capital 

improvements were made to meet a seemingly endless demand of students, such that 

strategic student recruitment and retention were unnecessary. 

 However, this period of extraordinary growth would not last forever.  By the 1970’s 

and into the 1980’s, the absolute number of high school graduates declined (Coomes, 

2000).  This resulted in projections for a reduction in college enrollments and left 

institutions with the financial burden of paying for capital commitments made during the 

tidal wave period that finally materialized the following decade (Duffy & Goldberg, 

1998).  Although enrollments did not actually decline but grew at a considerably lower 

rate than during the tidal wave period, institutions would still have to learn to traverse a 

more competitive admissions environment.  The reauthorization of the Higher Education 

Act in 1972 channeled aid directly to students rather than institutions to improve equity 

and opportunity by facilitating student choice (Heller, 2002).  Students benefited from a 

buyer’s market whereby institutions had to compete for their enrollment and financial aid 

dollars in an environment defined by a stagnant applicant pool.  The wealthiest of 

institutions, mainly private, maintained tuition levels and selective admissions even 

during the tidal wave of growth and invested in endowments that would later allow for 

the subsidization of academically superior students (Duffy & Goldberg, 1998).  On the 
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other hand, the majority of public institutions expanded their enrollments to capture more 

enrollment dollars and meet demands for access (Duffy & Goldberg, 1998).  This 

expansion would come back to haunt many institutions.   

 Once the tidal wave subsided, the majority of institutions struggled to maintain 

enrollment targets (Coomes, 2000).  As such, many institutions logically had to dig 

deeper into their applicant pools to fill seats.  This resulted in the proliferation of less 

selective institutions and contributed to the stratification of the institutional hierarchy.  

Wealthier, more selective institutions were able to maintain and solidify their positions of 

privilege, benefiting from demand that less selective institutions simply could not 

generate (Duffy & Goldberg, 1998).  This hierarchy was made all the more evident by 

college rankings publications such as U.S. News and World Report that facilitated 

heightened competition for prestige among institutions (Hossler, 2004).  The elite sought 

to maintain their position within the hierarchy by sustaining demand for admission from 

academically superior students, while aspiring institutions sought to initiate demand in an 

attempt to ascend the hierarchy.  

 Fortunately for aspiring institutions, not all academically superior students desired to 

attend institutions atop the hierarchy.  A government trend toward self-reliance ushered 

in by the Reagan administration in the early 1980’s reduced federal grant aid in favor of 

loans in response to soaring higher education costs.  The result was an environment in 

which students, especially those with high SAT scores and grade point averages, were 

motivated as educational consumers to negotiate financial aid packages with less 

selective, aspiring institutions in hopes of alleviating the personal burden of educational 
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expenses (Coomes, 2000).  As less selective institutions attempted to increase demand for 

admission and, ultimately, increase their selectivity to ascend the institutional hierarchy 

in pursuit of prestige, they often pursued academically superior students seeking to enroll 

at institutions that were willing to offer the most advantageous financial aid packages and 

educational value (Coomes, 2000; Duffy & Goldberg, 1998).  Consequently, competition 

for students intensified.  As a result, the challenge of balancing institutional goals while 

coordinating recruitment, enrollment, and retention efforts increased, stressing the 

importance of coordinated enrollment management efforts. 

Contemporary Issues and Enrollment Management Trends 

 In addition to the pursuit of prestige by means of heightened competition for quality 

students, and the student push for educational value, institutions, both public and private, 

are also faced with a number of contemporary issues that have contributed to the 

increased institutional demand for strategic enrollment management.  Most notable are 

the consequences of cuts in government support for higher education.  As mentioned 

earlier, federal aid has dramatically shifted away from grant aid and taken the form of 

loans, significantly shifting the financial burden of postsecondary education from the 

government to students (McPherson & Shapiro, 1998).  This has placed increased 

pressure on private institutions in particular to find students able and willing to pay a 

greater portion of the listed tuition price (known as the sticker price).  Meanwhile, public 

institutions are faced with the adverse effects of tax cuts and tax structures that have 

focused primarily on sales taxes and excise taxes.  This has gradually resulted in 

structural deficits for state and local governments as a consequence of the inherently low 
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elasticity of these tax types (Hovey, 1999).  New social entitlements, such as Medicaid, 

continue to grow and exacerbate state fiscal pressures, adversely affecting the level of 

state appropriations committed to areas such as higher education because the public 

perceives higher education as being able to make up any decreases in state appropriations 

through increases in tuition and fees (Kane & Orszag, 2003; Kurz & Scannell, 2004).  

However, even with tuition and fee increases, tuition and fee revenue seldom covers the 

costs of providing education to students in public or private institutions (Hirsch, 1999).  

Declining government financial support is a pressing contemporary reality that requires 

both public and private institutions to pursue financial stability through coordinated 

enrollment management efforts.   

 Along with concerns regarding government support and its effects on financial 

stability, other salient issues include access, student and institutional quality, the role of 

standardized tests in the admissions process, the increased use of merit aid in place of 

need-based aid, and the influence of college rankings publications (Duffy & Goldberg, 

1998; Hossler & Anderson, 2004; Huddleston, Jr., 2000).  Each of these issues influences 

an institution’s enrollment management activities.   

 There are also a handful of prominent enrollment management trends surfacing.  More 

specifically, there is evidence that a desire for resource maximization is facilitating the 

privatization of higher education, evidence that institutions are encouraged to become 

more selective in an increasingly stratified educational hierarchy defined by prestige, and 

evidence that institutions are persuaded to admit a more homogeneous socioeconomic 

class of students in pursuit of prestige and resources.  While each of these enrollment 
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management trends affects institutional quality, access, and financial stability, access 

may be affected most adversely. 

 The Privatization of Higher Education. As government financial support has rapidly 

declined, public institutions have had to replace lost revenue.  For public institutions, 

reductions in state support have meant an increased reliance upon gifts and tuition dollars 

(Claar & Scott, 2003; Eckel & King, 2004; Ehrenberg, 2003; McPherson & Shapiro, 

1998).  Reductions in state support have also motivated public institutions to consider 

differential pricing strategies to increase revenue (Hebel, 2003; Yudof, 2004).  Although 

these behaviors have historically been associated more with private institutions and 

private industry than with public institutions, this is changing.   As public institutions 

seek new revenue sources from donors and students, the privatization of higher education 

is inspiring market-oriented behaviors. 

Private institutions have traditionally relied on gifts and endowment earnings to 

contribute toward a substantial portion of their overall revenue (McPherson & Shapiro, 

1998).  In recent years, public institutions are also increasingly cultivating private donors, 

attempting to replace decreases in state appropriations with gifts and generate endowment 

earnings through high-profile fundraising campaigns (Claar & Scott, 2003; Selingo, 

2003).  Consequently, public institutions are dedicating more of their resources toward 

fund development, reflecting a market-oriented focus. 

 An increasing reliance on net tuition revenue (the total number of tuition dollars 

collected after subtracting institutional discounts) is further evidence of the privatization 

of higher education.  Tuition at public institutions has been rising following cuts to higher 
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education in response to budget shortfalls.  It has also been rising as a result of higher 

education being increasingly conceived more as a private good to be supported by 

students than as a public good to be supported by taxpayers (Selingo, 2003).  This has 

resulted in an institutional move toward a high tuition-high aid strategy such that both 

public and private institutions have raised tuition costs at two to three times the rate of 

inflation every year since the 1980’s to capture net tuition revenue (Upcraft, 1999).  

Tuition costs have been allowed to increase as high as the market will bear, assuming that 

affordability will be enhanced by government student aid.  Financial aid for students has 

not kept pace with tuition increases and the majority of available aid is provided in the 

form of student loans rather than institutional grants (Heller, 1997; McPherson & 

Shapiro, 1998).  This movement toward high tuition and student loans as the primary 

form of financial aid may hinder access for many aspiring students and make continued 

enrollment especially difficult for low-income and minority student populations.  

 Finally, the privatization of higher education is revealed by the pricing strategies of 

public institutions.  Public institutions are increasingly considering differential pricing 

strategies to generate revenue (Hebel, 2003; Yudof, 2004).  Differential pricing is a 

market-oriented behavior that maximizes profits by charging higher rates for more 

market-valued commodities or services.  One example of differential pricing includes the 

discounted rates that travelers receive for booking airline tickets or hotel reservations in 

advance as opposed to the higher rates they pay for last minute reservations.  Vacationers 

might also pay discounted rates for traveling during slower travel months as opposed to 

traveling during the year’s busiest travel seasons.  Cost is associated with supply and 
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consumer demand.  As state appropriation levels decline, public institutions are 

considering ways of increasing revenue by charging students varying rates depending 

upon family income, the time of classes, and undergraduate major (Ehrenberg, 2003; 

Hebel, 2003).  Such a pricing strategy assumes that students may be able and willing to 

pay more to attend class at the most desirable peak hours and pay more to access a 

limited number of openings in market-valued majors, such as business-related majors, 

that presume a high financial return after graduation.  However, some have expressed 

concern that differential pricing will lead to even greater uncertainty regarding the cost of 

college attendance and place the burden of financing a baccalaureate education on 

students and their families to an even greater extent (Ehrenberg, 2003; Hebel, 2003).  

Such a burden may disproportionately affect low-income access, particularly if 

differential pricing strategies take the place of need-based aid, which is essential for 

facilitating low-income access (Baum, 2003).  In summary, while public institutions have 

adopted the market-oriented strategies of private institutions and private industry to 

facilitate revenue generation, the privatization of higher education may also be 

obstructing access.   

 Increased Selectivity Encouraged. Following the publication of U.S. News and 

World Report’s first college rankings edition in 1983, the admissions process was 

changed forever.  No longer did students have to guess which institutions were of the 

highest quality.  U.S. News and World Report declared that institutional quality had been 

quantified.  What had really taken place was the establishment of a visible institutional 
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hierarchy based upon quantifiable indicators such as standardized test scores, student 

grade point averages, and selectivity.   

Institutions soon discovered that their ranking affects admissions performance (Duffy 

& Goldberg, 1998).  Institutions that improve in the rankings year-to-year attract greater 

numbers of applicants with higher test scores, resulting in increased demand.  Perceptions 

of prestige then benefit each institution’s ability to be selective in the future (Ehrenberg, 

2002).  As such, prestige potentially contributes to the fiscal capacity of institutions 

because greater demand and interest among students with higher test scores may result in 

a more affluent applicant pool and limit the need for institutional grants that adversely 

influence net tuition revenue and drain institutional resources (McPherson & Shapiro, 

1998).  However, aspiring institutions that hope to pursue prestige for long-term financial 

gains are often faced with short-term financial losses as net tuition revenue suffers 

beneath the weight of tuition discounts for academically superior students.  By publishing 

a rankings guide to America’s colleges and universities, U.S. News and World Report 

forced institutions to identify their institutional priorities and pursue a balance between 

pursuits of prestige and resources. 

 The reality is that striking a balance between institutional priorities is easier said than 

done.  Every institution’s rank is marked within the institutional hierarchy, whether by 

choice or not.  Those institutions that choose to ignore college rankings and/or prioritize 

institutional objectives other than prestige are ranked regardless, thus fueling the 

competitiveness between institutions and fostering a culture obsessed with prestige in 

which institutional quality is judged not by whether students actually learn but by quality 
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indicators such as standardized test scores and selectivity (Hossler & Anderson, 2004).  

Consequently, institutions have every incentive to turn their backs on access or net tuition 

revenue in favor of behaving in congruence with rankings methodologies.  The pursuit of 

prestige has persuaded institutions to recruit more academically qualified students and 

become more selective so as to reduce enrollments and the need to admit lower scoring 

students to fill seats, in hopes of establishing more favorable and prestigious status 

positions within the hierarchy (Allan, 1999; Duffy & Goldberg, 1998; McPherson & 

Shapiro, 1998, Winston, 1999).  Thus, institutions are encouraged to behave in 

accordance with rankings methodologies that value high standardized test scores, limited 

access, and the prestige associated with these indicators.  Rankings publications such as 

U.S. News and World Report persuade aspiring institutions to discount tuition for already 

advantaged students to increase student quality and stimulate demand in a more selective, 

stratified higher education system defined by competition and prestige.  

 Socioeconomic Homogeneity. The increasing reliance upon net tuition revenue for 

both public and private institutions has persuaded many institutions to admit a more 

homogeneous socioeconomic class of students.  While public institutions have 

dramatically moved toward high tuition-high aid policies in recent years to capture more 

net tuition revenue (Griswold & Marine, 1996; Mumper & Mohr, 1996), charging as 

much as the market will bear, all but the wealthiest of private institutions have 

increasingly abandoned need-blind admissions and instead weighed the ability for 

students to pay in their admissions decisions (Kirp, 2002; Pulley, 2002).  Institutions have 

also pushed for early action and early decision admissions programs to benefit from 
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enrollment commitments that usually provide assured net tuition revenue by securing the 

enrollment of wealthier students who forego their ability to leverage financial aid 

packages (Avery, Fairbanks, & Zeckhauser, 2003).  Combine these trends with a 

movement toward more selective admissions based on quality measurements, such as 

standardized test scores in pursuit of prestige and/or resource maximization, and one 

finds that students from lower-income families tend to be disadvantaged when it comes to 

access to baccalaureate institutions and their educational benefits, especially access to 

institutions of more elite standing (Atkinson, 2004; Jencks, 1989).  What has 

consequently transpired is a movement toward higher education serving as a vehicle for 

social reproduction.  Competition for increasingly limited access to elite institutions has 

pushed many privileged students to enroll in medium- and lower-selective institutions, 

thus displacing middle- and lower-income students and gradually stratifying students and 

their educational opportunities (Astin & Oseguera, 2004).  As institutions adopt market-

oriented behaviors that prioritize prestige and resource maximization, socioeconomic 

homogeneity may become evermore prevalent. 

Organizational Structures 

 Institutions structure enrollment management efforts in a variety of ways.  The 

practice can be managed by a simple administrative advising committee comprised of 

faculty, administrators and students; it can be overseen by a mid-level enrollment 

management coordinator in a more centralized manner; it can assume the form of an 

enrollment management matrix whereby a senior administrator from an existing 

department such as academic affairs or student affairs also coordinates enrollment related 
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activities; and, enrollment management can even inspire its own institutional division, 

directing recruitment and retention efforts from a centralized unit directed by an 

administrative vice-president (Hossler, Bean et al., 1990; Kroc & Hanson, 2003).  Often, 

institutions will begin their enrollment management efforts with administrative advising 

committees and progress toward the development of an enrollment management division 

to approach recruitment and retention efforts from a more strategic position (Hossler & 

Anderson, 2004).  As noted, institutions have many options with regard to the 

organizational structure of enrollment management efforts. 

 Likewise, institutions utilize a variety of enrollment management strategies.  While 

external economic, social, and cultural factors may be unmanageable contextual pressures 

beyond the reach of enrollment managers, institutions may influence student enrollment 

behavior by adopting strategies informed by local contexts (Brinkman & McIntyre, 

1997).  Coordinated strategies such as enrollment forecasting and strategic planning make 

informed decisions about future recruitment efforts by integrating statistical information 

on past student enrollment behavior and emerging environmental trends, such as changes 

in the strength of the economy that may have an impact on an institution’s affordability 

(Brinkman & McIntyre, 1997; Kemerer, Baldridge, & Green, 1982).  These strategies 

allow institutions to synchronize their recruitment activities with the demands of the 

external environment. 

 Institutions also look inward, allowing current faculty, administrators, and students to 

define the optimum enrollment situation as a function of the institution’s resources and 

mission in such a way so as to initiate a unified institutional culture committed to the 
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achievement of collective institutional enrollment priorities (Whiteside, 2001).  These 

strategic processes facilitate a cohesive institutional image that can be promoted 

externally to influence how prospective students interpret institutional values and 

behavior.  Such an image establishes a strong institutional culture that not only infuses 

vitality among already enrolled students but may also be marketed externally, attracting 

potential students to related themes, messages, and perceptions of institutional legitimacy 

(Bean, 1990).  Thus, a strong, cohesive institutional image that is adopted and advanced 

by members of an academic community may positively influence student recruitment and 

persistence.    

 Institutional images and culture have traditionally been marketed by way of direct 

mail, high school visits, college fairs, and telemarketing (Coomes, 2000).  However, 

many institutions are also increasingly integrating new technologies into their marketing 

efforts to influence and attract new students.  In addition to e-mail and web logs (known 

as blogs), Internet web sites have become a major focus of many institutional marketing 

strategies and are the first point of contact for many inquiring students (Carnevale, 2005).  

Not only are digital alternatives less costly and more dynamic than other marketing 

methods such as direct mail, but they can be individually tailored to student academic 

interests and put prospective students in contact with faculty and other students pursuing 

similar study areas (Foster, 2003).  Regardless of which type of marketing strategy an 

institution implements, institutions must be certain that their marketing tactics effectively 

communicate their values and priorities for the sake of perceived legitimacy.  Institutions 
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must frequently assess the effectiveness of their marketing efforts and inform future 

efforts through on-going data collection and analysis. 

The Pillars of Enrollment Management 

 Having provided a context for the emergence of enrollment management as an 

institutional priority, an overview of contemporary issues and enrollment management 

trends, and a summary of organizational structures and popular enrollment management 

strategies, it seems necessary to address the most prominent objectives related to 

enrollment management.  As previously mentioned, there are three pillars in particular 

that are the focus of virtually every enrollment management endeavor: institutional 

quality, access, and financial stability (DesJardins, 2002).  In order to shed light on what 

makes these goals so essential, concepts of quality, access, and financial stability will be 

further examined. 

 Institutional Quality. Students do more than simply fill classroom seats and residence 

hall beds.  Higher education is a unique organizational entity in that the characteristics of 

the student consumer matter because they are inputs to production (Winston, 1999).  Peer 

quality influences an institution’s educational value through the concept of peer effects.  

Students with the opportunity to interact with high-performing students in classrooms and 

residence halls tend to perform better academically than as would be predicted by 

standardized test scores, have the opportunity to engage in more in-depth discussions, and 

cover more material in classes (Winston, 2003).  This may contribute to a more valuable 

learning experience that translates to perceived economic, social, and cultural advantages 
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(McDonough, 1994).  Student quality may have a significant impact upon an institution’s 

educational value.   

 It is little surprise then that students compete for admission to selective institutions 

that limit access to maximize quality and demand, a strategy rewarded by rankings 

magazines such as U.S. News and World Report that are founded upon the notion that 

institutional quality is reflected by an institution’s level of selectivity and the quality of 

the students an institution admits (Klitgaard, 1985).  As previously noted, when 

institutions stimulate demand, a feedback effect ensues.  Institutions are able to become 

more selective and, by way of the Matthew Effect, whereby “He who has gets more,” 

consequently attract higher quality students seeking the advantages of a prestigious 

institution.  As such, demand for admission allows the institution to maintain or even 

increase selectivity and prestige, and ascend the institutional hierarchy as delineated by 

rankings publications.  Further, this demand and resulting prestige provides institutions 

with students more willing to pay a greater share of the sticker price, thus potentially 

contributing toward higher net tuition revenue and attracting greater donative resources 

from wealthier alumni (Winston, 1999).  In this manner, institutional quality can 

influence both prestige and resource maximization such that institutional quality 

stimulates demand for admission, demand increases prestige, and prestige generates 

revenue.   

 Less selective institutions that aspire to become more selective must find ways of 

attracting higher quality students to increase prestige.  A common approach in recent 

years is to entice higher quality students to attend less selective institutions by way of 
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tuition discounting, which often entails offering students with high SAT scores and/or 

grade point averages merit aid scholarships that will give students on the margin the 

motivation to enroll (Allan, 1999; Duffy & Goldberg, 1998).  On the positive side, tuition 

discounting increases net marginal revenues because a student who might not otherwise 

have enrolled might do so in response to a merit aid award.  An influx of high quality 

students can also change the academic profile of an institution and kindle demand.  On 

the negative side, merit aid is often lost net tuition revenue, highlighting a possible trade-

off between prestige and resource maximization.  Because merit-aid is sometimes used to 

lure certain types of students away from competing institutions, the possibility exists as 

well that institutions utilizing merit-aid might behave irrationally, potentially engaging in 

an arms race that is detrimental from a financial standpoint.  Merit-aid also takes the 

place of need-based aid for lower-income students, who are disproportionately Black and 

Hispanic, thus minimizing student access (McPherson & Shapiro, 1998).  Student quality 

is a significant institutional goal and is thus a focus of many enrollment management 

efforts. 

 Access. Providing student access is a noteworthy institutional goal for a number of 

reasons.  Recalling that peer effects greatly contribute to institutional quality, students 

with diverse social and cultural perspectives can benefit institutional quality by providing 

more worldly viewpoints, and expanding individual capacities to respond to a changing 

world and participate in a new knowledge-based economy (Surian, 1996).  Peer effects 

may also increase an institution’s appeal to high quality students and, in doing so, 

increase demand among prospective students desiring access to diverse perspectives 
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(Bowen & Breneman, 1992).  As such, student access may improve institutional quality 

and stimulate institutional demand.   

 Student access has also been a major public policy goal in the name of equity and 

efficiency.  In the context of higher education, equity refers to whether access to 

educational opportunities is fair or just.  Efficiency is focused on the degree to which 

individuals, who could not otherwise afford or would not otherwise decide to participate 

in higher education, utilize public investments in higher education to realize their full 

potential and contribute to society’s economic and social prosperity.  The government has 

long recognized that not every American comes from an advantaged background.  If a 

low-income person does not decide to participate in higher education because it is too 

expensive as a consequence of inequitable income distribution, human resources are not 

being developed and harnessed.  This results in an inefficient situation because public 

investments in higher education are not being utilized by those who need them.  Such a 

situation can be made more equitable by re-distributing income through subsidies in the 

form of educational grants and more efficient by facilitating enrollment through 

government support that reduces risk and uncertainty (Geske & Cohn, 1998).  Although 

there are ethical motivations for a governmental role in higher education, institutions and 

state economies are also sustained by student access.  Endowment earnings and annual 

giving rates for both public and private institutions depend upon a strong economy (Claar 

& Scott, 2003).  If individuals are not maximizing their potential through higher 

education, tax revenues will suffer and adversely impact state economies and higher 

education systems. 
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Despite the aforementioned benefits of prioritizing access, minority and lower-income 

college participation rates still trail those of white, middle- and upper-income students 

(McPherson & Shapiro, 1998).  Because minority and lower-income students are more 

sensitive to changes in tuition and aid than are students from white, more privileged 

families (Heller, 1997), dramatic increases in tuition that have become commonplace in 

higher education today have been detrimental to access (McPherson & Shapiro, 1998).  

An increasing reliance upon standardized tests as quality indicators may also be hindering 

access.  Standardized tests have been scrutinized as barriers to access because the tests 

are sensitive to socioeconomic influences (Atkinson, 2004; Jencks, 1989).  Institutions 

have attempted to alleviate the effects of these obstacles by ending legacy admissions that 

tend to benefit the already privileged (Schmidt, 2004), by pushing for class-based 

affirmative action (Gose, 2005), by implementing differential pricing as a function of 

family income (Hebel, 2003), by utilizing achievement rather than aptitude tests 

(Atkinson, 2004), and by way of open admissions (Lavin & Hyllegard, 1996).  Access 

continues to be a common institutional priority and a focal point of enrollment 

management.  

 Financial Stability. An institution’s financial health matters.  Institutions with greater 

wealth are able to provide larger student subsidies and offer more student resources such 

as computers and student services, attract more prominent faculty, enjoy the benefits of 

smaller class sizes, offer a more comprehensive course selection, and provide more 

educational extracurricular activities to students (Winston, 1999).  Graduates from 

wealthier institutions are also favored by the most desired employers, creating career 
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incentives for attendance at elite institutions (Henson, 1980).  With all of the benefits 

associated with institutions of greater wealth, it is little surprise that demand for 

admission to wealthier institutions allows such schools to be more selective and have a 

heavy concentration of high quality students willing to pay, consequently reinforcing the 

superior academic and resource capacities of elite institutions.  With excess demand 

translated into prestige by way of selectivity as a measure of institutional quality, elite 

institutions do not have to discount tuition to attract high quality students and are thus 

able to enhance their net tuition revenue while increasing institutional quality (Allan, 

1999).  In this way, prestige may reinforce financial stability by enhancing net tuition 

revenue, and financial stability reinforces prestige by providing important resources 

necessary for institutional quality.   

 As previously mentioned, the significance of net tuition revenue has become 

increasingly important in recent years.  Although public institutions have not traditionally 

relied on tuition as their main source of revenue, instead depending upon federal and state 

appropriations, the recent fiscal decline in government support has pushed public 

institutions to increasingly rely on tuition dollars, much like their private counterparts.  

Net tuition revenue has gradually taken the place of government support at both public 

and private institutions.  It now accounts for 23% to 34% of revenue at all public 

institutions and accounts for 54% of revenues at all private institutions; in fact, 85% of 

revenue at private master’s universities now depend on tuition dollars alone (McPherson 

& Shapiro, 1998).  Net tuition revenue is becoming a major provider of institutional 

resources at both public and private institutions in response to the external environment.  
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With an increasing reliance upon net tuition revenue, institutions are adopting various 

strategies for revenue generation, some of which attempt to achieve numerous 

institutional objectives.  In addition to the increased use of merit aid as a means of 

increasing marginal net revenue, many institutions are utilizing a high tuition-high aid 

approach whereby institutions raise tuition to capture dollars from full-tuition-paying 

students and invest in aid so as to provide access for those less able to pay tuition 

(Griswold & Marine, 1996; Mumper & Mohr, 1996).  In this way, higher-income, full 

tuition paying students theoretically subsidize lower-income students by contributing 

revenue that can then be utilized as need-based aid to increase access for lower-income 

students and, subsequently, enhance student diversity (Gose, 2005).  However, one 

should note that lower-income and minority students are most sensitive to tuition 

increases (Heller, 1997).  Thus, high sticker prices that are inherent within a high tuition-

high aid approach may discourage these populations from enrolling at higher education 

institutions.  Nevertheless, public institutions are increasingly embracing a high tuition-

high aid approach to raise needed funds to meet student demands for quality and to 

compete with private institutions (Griswold & Marine, 1996).  The pursuit of net tuition 

revenue has provided the catalyst behind the movement toward high tuition-high aid 

policies, an approach historically associated with private institutions, yet increasingly 

found among public institutions. 

 A low tuition-low aid approach has customarily been the preferred approach of public 

institutions because public institutions have been able to rely on government subsidies 

rather than on tuition revenue (Mumper & Mohr, 1996).  Consequently, public 



39

institutions may charge tuition below the cost of educating students so as to facilitate 

access.  However, this strategy has been criticized as being inequitable because higher-

income families usually send more children to college than do lower-income families, 

benefiting from state subsidies supplied by both high- and low-income families (Hearn & 

Longanecker, 1985).  It has also been criticized as being inefficient because students 

from higher-income families who benefit from low-tuition costs would likely have 

attended institutions even without the benefits of low tuition (Hearn & Longanecker, 

1985).  Further, maintaining low tuition may limit the funds available for need-based aid 

(Baum, 2003), impeding access for individuals who depend on need-based aid to make 

even low tuition costs affordable. 

 As of late, a high tuition-low aid strategy has begun to surface at both public and 

private institutions throughout the United States.  This policy embraces an approach 

whereby institutions raise tuition to capture higher net tuition revenue and provide loans 

rather than institutional grants as the primary source of aid to students (Hearn, 1998).  

Such a policy places the burden of college affordability on students and their families, 

making higher education less accessible for the socioeconomically disadvantaged while 

providing financial stability for institutions. 

 Finally, as noted earlier, institutions are utilizing enrollment strategies such as early 

action and early decision admissions programs to capture net tuition revenue.  These 

pricing strategies allow institutions to benefit from enrollment commitments that often 

come from full-tuition-paying students who forego their ability to leverage financial aid 

packages and, in doing so, usually provide guaranteed net tuition revenue (Avery, 
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Fairbanks, & Zeckhauser, 2003).  However, institutions that utilize early action and early 

decision admissions programs may disregard other institutional pursuits.  For instance, 

the use of early action and early decision admissions programs reveal an institutional 

commitment toward resource maximization over prestige since early action and early 

decision students tend to have lower academic qualifications (Avery, Fairbanks, & 

Zeckhauser, 2003; Hoover & Young, 2002).  Further, these students are often non-

minorities and come from advantaged backgrounds (Avery, Fairbanks, & Zeckhauser, 

2003).  As such, concerns regarding student access surround early admissions programs.  

Regardless of how institutions approach net tuition revenue generation, the desire for 

financial stability will continue to make the pursuit of resources a fundamental 

component of enrollment management efforts. 

Compatibility of Enrollment Management Goals 

 One must ask whether institutional quality, access, and financial stability can be 

achieved collectively.  Research shows that, independent of context, these goals tend to 

be mutually exclusive of one another at the vast majority of institutions. The reason for 

this mutual exclusivity lies in the realization that, if administrators seek to maximize the 

quality of their student bodies, as defined strictly by higher test scores and grade point 

averages, increases in admissions requirements will likely have a negative effect on the 

enrollment of minority students (Noble, 2003; Schmidt, 2003). Conversely, lowering 

admissions requirements might increase student diversity by way of increased access, yet 

simultaneously lower student quality as a consequence of being less- or non-selective, a 

situation often found in community colleges.  Furthermore, institutions that discount 
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tuition by way of merit-based institutional grant awards in hopes of attracting higher 

quality students with higher test scores and/or grade point averages for reasons of 

prestige maximization may end up adversely affecting net tuition revenue if these 

discounts rise faster than gross tuition rates (Allan, 1999).  In addition, merit-aid 

resources invested in attracting higher quality students tend to go toward students from 

more affluent, able-to-pay families (Davis, 2003), and commitments to merit-aid often 

take the place of need-based aid (McPherson & Shapiro, 1998).  As such, the amount of 

aid available for lower-income and minority students may be limited at institutions 

committed to merit-aid, hindering access.  On the other hand, if an institution were to 

offer fewer merit-based discounts as a means toward reinforcing net tuition revenue and 

focus on increasing diversity through the strategic use of need-based aid, that institution 

would likely encounter academically superior students, who are often more savvy when it 

comes to the admissions process, seeking to bargain for the most favorable student aid 

awards (Coomes, 2000).  Institutions that are unable or unwilling to meet student 

demands and do not discount tuition for these academically superior students would 

simply lose quality students to competitors while protecting the institution’s fiscal 

interests.  These enrollment goals are quite conflicting and challenging.  Coordinated 

enrollment management efforts help institutions navigate such challenges by prioritizing 

enrollment goals and developing informed recruitment strategies for fulfilling enrollment 

objectives.  

 



42

Theory and Conceptual Framework 

 A theoretical framework serves as an applicable lens through which to view and 

understand the enrollment behaviors of institutions.  In particular, academic capitalism 

theory, game theory, and institutional theory can serve to further deconstruct the practice 

of enrollment management.  Although these theoretical frameworks have largely been 

utilized to understand the behavior of research institutions, they may also be applied to 

new contexts and effectively explain why master’s institutions are prioritizing certain 

enrollment goals and adopting particular recruitment strategies.  More specifically, this 

theoretical framework explains where master’s institutions devise their mechanisms 

concerning enrollment management practices. 

 Academic Capitalism. The world is rapidly changing.  What was once a world 

defined by individual nation-states where citizens shared a common culture, paid taxes, 

and voted, has given way to a socially-constructed, global marketplace (Readings, 1996).  

The marketplace now transcends nation-states, made possible to a degree by 

technological advances such as real-time stock markets that allow companies to switch 

production to almost anywhere (Slaughter & Leslie, 1997).  Consequently, in accordance 

with a neo-liberal perspective, the alliance between class and culture has weakened in 

favor of a consolidation between business and culture (Torres & Schugerensky, 2002).  

This has resulted in large companies exerting an increased political presence, increasingly 

affirming their elite corporate interests through governmental lobbying efforts (Torres & 

Schugerensky, 2002).  Because policy-making in the new economy is shaped by key 

political stakeholders with elite interests, the private sector is utilizing its political 
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resources to enact policy that protects and reinforces its privileged status (Hannah, 1996; 

Slaughter, 1990).  This has led to new, more production-oriented definitions of 

accountability for higher education institutions and focused more on the individual 

student benefits of higher education rather than the social benefits (Hovey, 1999; Selingo, 

2003; Slaughter & Rhoades, 2004).  Not surprisingly, this shift in political attitudes 

concerning the benefits of higher education has resulted in dramatic declines in the share 

of monies coming from the state.  Public institutions, in particular, have shifted from a 

“state-supported” status toward a “state-assisted” status (Hanley, 2005).  The net result is 

constrained resource availability for institutions and the collective pursuit of more 

diversified revenue sources.                

 As higher education institutions face increasing competition for resources, they may 

embrace market-oriented behaviors.  Instead of institutions focusing strictly on serving 

the public good, educating students and conducting “pure” research in pursuit of 

knowledge, academic capitalism theory postulates that many institutional units in the 

academy are acting in their own best interest, assuming an entrepreneurial character in 

pursuit of resources (Slaughter & Leslie, 1997; Slaughter & Rhoades, 2004).  Institutions 

are changing their resource-seeking behaviors, pursuing new revenue sources such as 

tuition, grants, and corporate donations; utilizing merit-aid to attract student consumers 

and their tuition revenue; partnering with private industries to facilitate technology and 

patent transfers; and commercializing the intellectual property of faculty (Hanley, 2005).  

Consequently, funding is increasingly diverted away from instruction and reinvested in 

areas closest to the market that facilitate revenue, such as applied research endeavors in 
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business or science disciplines (Slaughter & Leslie, 1997).  As a new economy emerges, 

investments may also be made in nonacademic services and activities often established 

through partnerships with private industry that attract and secure students, along with 

their tuition dollars (Slaughter & Rhoades, 2004).  In a post-Marxist economy, higher 

education institutions are mechanisms through which private industry establishes its 

dominance of the global marketplace (Slaughter & Rhoades, 2004).  As institutions move 

toward the market in search of resources, they willingly adopt entrepreneurial behaviors 

and partner with external constituencies, blurring the lines between higher education, the 

state, and the marketplace while consequently reinforcing the advantages of elite 

entrepreneurs in a new knowledge-based economy.    

 The development of coordinated enrollment management strategies in efforts to secure 

fiscal rewards in an increasingly competitive environment defined by prestige and 

resource maximization is reflective of market-oriented behaviors.  As prestige becomes a 

common institutional objective due to the visibility of the institutional hierarchy and the 

capacity for prestige to generate revenue, and access to financial resources becomes 

evermore vital in the wake of declining government support, institutions appear to be 

dramatically changing their resource-seeking behaviors.  As previously noted, institutions 

are actively pursuing net tuition revenue through high tuition-high aid policies (Griswold 

& Marine, 1996; Mumper & Mohr, 1996); institutions are weighing the ability for 

students to pay in admissions decisions (Kirp, 2002; Pulley, 2002); institutions are 

marketing in ways that serve their economic interests (Slaughter & Rhoades, 2004); 

institutions are redirecting funds from instruction to marketing and recruitment efforts 
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(Thacker, 2005); institutions are offering differential pricing (Hebel, 2003; Yudof, 2004); 

institutions are utilizing early action and early decision admissions to secure the 

enrollment of wealthier students who surrender their capacity to leverage financial aid 

packages (Avery, Fairbanks, & Zeckhauser, 2003); and institutions are using merit-aid to 

entice academically superior students to enroll, enhancing prestige and marginal net 

tuition revenue (Allan, 1999; Duffy & Goldberg, 1998).  In essence, there is evidence that 

institutions are changing their resource-seeking behaviors such that they are increasingly 

focusing on market-oriented enrollment priorities and recruitment strategies committed to 

prestige and resource maximization.  This study applies academic capitalism theory to 

master’s institutions in particular to reveal the extent to which pursuits of prestige and 

resources have motivated master’s institutions to adopt market-oriented behaviors, and 

identifies the most prevalent market-oriented behaviors of master’s institutions. 

 Game Theory. A second theoretical lens through which to view the enrollment 

behaviors of master’s institutions is through that of game theory.  In general, game theory 

posits that individuals or groups will act in their best interest, even to the point of 

cheating, when it comes to competing for limited resources (Turner, 2005).  

Consequently, individuals or groups competing for a finite product or resource will 

collectively behave irrationally such that neither they nor their competitors gain an 

advantage.  Instead, all participants will be disadvantaged as a result of self-seeking 

behavior.   

 A rich illustration of game theory can be found by analyzing a timed auction.  At a 

timed auction, bidders have a set amount of time to bid on an item in set increments.  
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Once time expires, the highest bidder at the close of the auction will win the right to 

purchase the item.  Bidders are acting in their own self interest, attempting to outbid their 

competitors to win the right to purchase the merchandise up for bid.  One can assume that 

each bidder is not only hoping to win the right to purchase the merchandise up for bid but 

also hopes to win the right to purchase the merchandise at the lowest possible cost.  As 

such, it would benefit the bidders to cooperate and agree not to raise the bid until the last 

moments of the timed auction; therefore, minimizing the potential cost of the item since 

only so many bids can be entered in a short amount of time.  When the bidders do not 

work together but instead work against one another in hopes of holding the advantage 

during the course of the auction, the price of the item steadily increases and the highest 

bidder ultimately pays more than he or she would have otherwise had the bidders agreed 

not to compete until the closing moments of the auction.  Cooperation potentially results 

in a better outcome for everyone, yet is undercut by the lack of trust bidders have for one 

another.  Instead, bidders act in their own best interests and all bidders collectively suffer 

as a result. 

 Game theory has been applied to many disciplines and contexts.  Researchers have 

applied its theoretical perspectives to marketing research (Fass, 2005), sports (Colvin, 

2005), evolutionary biology (McNamara, Binmore, & Houston, 2006; Turner, 2005; 

Vincent & Brown, 2005), microeconomics (Levinson, 2005), computer science 

(Abramsky & Mavronicolas, 2005), reality television (Kellogg, 2001) and, of course, 

higher education (Pitt, 2000).  Game theory most certainly informs the enrollment 

behavior of institutions of higher education as well.  If people within institutions are 
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prioritizing similar goals and recruitment strategies as competitors, attempting to gain a 

competitive edge in pursuit of prestige or resources while looking out for the interests of 

their institutions, these people may also be collectively disadvantaging their own 

institutions as a result.  This study utilizes game theory to gauge the extent to which 

competitors influence institutional enrollment priorities and recruitment strategies within 

master’s institutions specifically, and examines the potential effects of these influences.     

 Institutional Theory. Institutional theory postulates that organizations are in constant 

pursuit of legitimacy, especially in times of uncertainty (Meyer & Rowan, 1977; 

DiMaggio & Powell, 1983).  As such, organizations may adapt and assume structures of 

well-established organizations and their institutionalized structures and/or practices to 

promote external legitimacy and increase their chances of survival by way of access to 

external resources in their institutional environment (Meyer & Rowan, 1977; DiMaggio 

& Powell, 1983).  Consequently, a movement toward standardization, or isomorphism, 

takes place.  As will later be described in greater detail, this may take place through 

various processes.    

 One such example of isomorphism concerns the management of institutional 

resources.  It is argued that differences in resource dependency relations have become 

institutionalized in accordance with an institution’s public or private designation (Tolbert, 

1985).  When an institution’s resource dependency is institutionalized, its resource 

dependency and the size of the offices that exist to manage the flow of resources are not 

related as much as they are when an institution’s resource dependency is not 

institutionalized (Tolbert, 1985).  Instead, when an institution’s resource dependency is 
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institutionalized, it simply ensures that it manages the flow of resources in concurrence 

with the expectations of its institutional environment (Tolbert, 1985).  As such, 

institutions pursue legitimacy in the manner through which they manage their resources.  

Thus, those who adhere to institutional theory believe that organizations are less 

concerned with responding to external pressures and uncertainty by way of innovative 

change, and are instead more focused on promoting structural homogeneity in pursuit of 

persistence and stability (Kraatz & Zajac, 1996; Stensaker & Norgard, 2001).  As a result, 

organizations utilize social comparison processes and, by doing so, become more alike 

(Lounsbury, 2001).  In essence, organizations may adopt institutionalized structures, 

policies and practices through various types of isomorphism, regardless of whether the 

integration of such structures, policies and/or practices is rational.  One should realize 

this may be detrimental to the sustainability of an organization if it causes an organization 

to adopt structures, policies, and/or practices that are not in its best interest.   

 There are three forms of institutional isomorphism.  Mimetic and normative 

isomorphism are most applicable to this study and may be used to examine master’s 

institutions and their enrollment practices. 

 Mimetic isomorphism assumes that organizations may adopt strategies and behaviors 

from other fields to legitimize their own organizations (DiMaggio & Powell, 1983).  For 

instance, institutions might publicly adopt management fads from the private sector to 

appear innovative and accepting of change (Birnbaum, 2000).  Mimetic behaviors tend to 

take place when institutions are connected to external agencies by way of interpersonal 

networks (Galaskiewicz & Wasserman, 1989).  During a period when government 
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support is declining and institutions are faced with new financial challenges, 

administrators from institutions may look to organizations viewed as legitimate resource 

generators.  As such, institutions may turn to the private sector for guidance on resource 

generation, integrating, for instance, market-oriented behaviors into the higher education 

realm and homogenizing institutions who engage in similar practices.  Such isomorphic 

processes may be further facilitated if institutions have established external ties.   

 Normative isomorphism conceives of organizational administrators as mobile 

professionals who carry with them expectations concerning institutional structures and 

practices (DiMaggio & Powell, 1983).  Mobile professionals are cosmopolitans, loyal to 

their profession, more likely to have earned advanced degrees, and externally networked 

to a community of colleagues (Gouldner, 1957).  As such, cosmopolitans embrace 

professional values and a sense of ambition that may lead them to view doctorate-

granting institutions as the normative model to which all institutions should aspire 

(Aldersley, 1995).  Although these concepts are generally applied to faculty, they may 

also be applied to administrators.  As administrative professionals from master’s 

institutions interact and network with administrative professionals from research 

institutions at professional development conferences concerning enrollment management, 

institutional priorities and recruitment practices may be shared.  For example, 

administrators from both research and master’s institutions may attend national 

conferences concerning enrollment management policies and strategies.  Consequently, 

administrators from master’s institutions may internalize the enrollment priorities and 

recruitment strategies of research institutions due to the visibility and normative prestige 
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of research institutions.  They may then promote these priorities and strategies at master’s 

institutions as master’s institutions seek to achieve external legitimacy.     

 In addition, as mobile professionals, enrollment management coordinators may be 

employed at both research institutions and master’s institutions over the course of their 

professional careers.  As such, administrative professionals may knowingly or 

unknowingly apply the enrollment priorities and recruitment strategies of research 

institutions to master’s institutions while pursuing institutional legitimacy, ultimately 

resulting in isomorphic, corresponding similarities between the enrollment priorities and 

recruitment strategies of research and master’s institutions.   

 Although many of these concepts have already been applied to the study of research 

institutions, this study utilizes institutional theory to determine the extent to which the 

professional associations and professional histories of enrollment management 

coordinators influence the enrollment priorities and recruitment strategies of master’s 

institutions.  It further analyzes how these normative principles may impact master’s 

institutions.  

 In summary, by using academic capitalism theory, game theory, and institutional 

theory to view the enrollment practices of master’s institutions, this study helps to reveal 

why master’s institutions are prioritizing certain enrollment goals and adopting particular 

recruitment strategies.  Ultimately, by applying each of these existing theoretical lenses to 

a new institutional context, that of master’s institutions, these theoretical frameworks 

contribute toward a more complete understanding of institutional enrollment behaviors. 
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CHAPTER THREE: METHODOLOGY 

 This section will present an overview of the mixed methods paradigm, the two-phase 

sequential exploratory design, the sample, the procedures for data collection, data 

analysis and validity, the report structure, potential limitations to the proposed study, and 

the significance of the study.  Before addressing each of these areas, it would seem 

appropriate to first identify the research question and sub-questions that will guide this 

study.  In an attempt to expand upon current enrollment management literature by 

examining the enrollment priorities and behaviors of master’s institutions, this study 

intends to address the following central research questions and related sub-questions: 

Research Questions

1. What are the enrollment priorities of master’s institutions? 

2. What are the recruitment strategies of master’s institutions? 

Sub-questions

1. How are master’s institutions prioritizing the pillars of enrollment management? 

2. What types of recruitment approaches are being utilized by master’s institutions? 

3. What are the enrollment trends of master’s institutions? 

4. To what extent are the stated enrollment priorities and recruitment strategies of 

master’s institutions rendering desired enrollment trends?   

Each of the sub-questions will be answered by employing a sequential exploratory, mixed 

methods design that integrates qualitative document analysis and interviews with 

descriptive statistical data, ultimately serving to address the central research questions 

through an expanded scope of inquiry. 
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The Mixed Methods Paradigm 

 Researchers who utilize a mixed methods approach generally embrace pragmatic 

knowledge claims, focusing less on commitments to systems of philosophy and reality 

and more on problem-centered approaches to research (Creswell, 2003; Howe, 1988).  

Mixed method researchers do not ascribe to strict deductive or inductive perspectives that 

require loyalty to a quantitative (empirical) or qualitative (interpretive) framework, but 

instead assume they are free to integrate both frameworks as necessary to best 

comprehend a research problem (Greene, Caracelli, & Graham, 1989; Johnson & 

Onwuegbuzie, 2004).  Consistent with this perspective, the research problem drives the 

research design.   

 However, not all researchers embrace the idea that researchers can blend both 

quantitative and qualitative perspectives.  Some social science researchers, aptly named 

“paradigm purists” (Smith, 1994), contend that desirable attributes of a paradigm cannot 

be borrowed and divorced from the rest of the paradigm, and believe that opposing 

philosophical assumptions inherent within various paradigms cannot be reconciled in a 

mixed methods study (Johnson & Onwuegbuzie, 2004).  These purists believe a strict 

relationship exists between epistemology (ways of knowing) and appropriate research 

methods, thus dichotomizing quantitative and qualitative perspectives based upon their 

divergent postpositivist and constructivist philosophies (Smith, 1983; Smith & 

Heshusius, 1986).  The notion that various paradigms are philosophically incompatible 

was the predominant view shared within the social science research community until 

Howe (1988) philosophically challenged the incompatibility thesis.  He stated that 
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epistemology and method are not one and the same.  From this perspective, the 

justification of logic (a significant component of epistemology) does not necessarily 

dictate method and therefore does not dichotomize quantitative and qualitative 

perspectives (Johnson & Onwuegbuzie, 2004).  In addition to this philosophical shift, 

several significant works, including those by Creswell (1994), Greene and Caracelli 

(1997), Morgan (1998), and Tashakkori & Teddlie (1998), emerged in the late 20th 

century to define and help validate mixed methods research (Tashakkori & Teddlie, 

2003).  Consequently, mixed methods research has become an increasingly common and 

accepted method of research. 

 Researchers who ascribe to the mixed methods paradigm are convinced that having 

the flexibility to combine quantitative and qualitative approaches within one study or 

within a program of study is advantageous for many reasons.  A mixed methods approach 

can be designed to facilitate triangulation when studying a phenomenon, verifying the 

consistency of findings and limiting method biases through the use of different data 

sources and paradigms (Creswell, 2003; Denzin, 1978; Kidder & Fine, 1987; Shotland & 

Mark, 1987); it can encourage complementarity and measure different aspects of a 

phenomenon by using results from different methods to expand understanding (Rossman 

& Wilson, 1985); it can develop more valid inquiries by using one method to sequentially 

shape the application of another method (Madey, 1982); it can provide unique insight by 

revealing inconsistencies and contradictions between methods (Deacon et al., 1998; 

Kidder & Fine, 1987; Rossman & Wilson, 1985); and mixed methods approaches can 

integrate various inquiry components to expand the overall scope of inquiry and facilitate 
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stronger inferences (Creswell, 2003; Madey, 1982; Mark & Shotland, 1987; Tashakkori 

& Teddlie, 2003).  Although a mixed methods approach might be demanding, requiring 

extensive data collection and fluency with both quantitative and qualitative methods, its 

capacity for thoroughness is a significant attribute and defining characteristic of this 

methodological paradigm. 

Sequential Exploratory Design 

 When determining an appropriate mixed methods strategy, researchers must decide 

whether data will be collected sequentially or concurrently, whether priority will be given 

to quantitative or qualitative methods or whether they will be weighed equally, when 

integration of different data types and findings will occur, and whether theory will serve 

as a guiding framework or as an explicit transformative lens (Creswell, 2003).  A 

sequential exploratory design is the most appropriate mixed methods approach for studies 

that sequentially utilize descriptive quantitative data and results to help interpret and 

expand upon a more extensive qualitative component, using theory more as a guide than 

a critical lens.  Sequential exploratory research is structured in such a way whereby 

qualitative data collection and analysis is given primary credence, followed successively 

by quantitative data collection and analysis to aid in the interpretation of qualitative data 

and further explore a chosen research phenomenon during the final integrated 

interpretation phase (Tashakkori & Teddlie, 2003).  The following is a visual 

representation of this process:   
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Figure 1.1 Sequential Exploratory Design  

 

Thus, a sequential exploratory design increases the scope of inquiry by allowing a 

quantitative component to expand upon qualitative findings and generate more 

comprehensive results (Creswell, 2003).  This design is made even more effective by 

integrating combinations of quantitative and qualitative methods within the research 

design to minimize potential biases, enhance validity, and strengthen inferences through 

triangulation and complementarity (Greene, Caracelli, & Graham, 1989).  In summary, a 

sequential exploratory design is a mixed methods approach with many practical benefits. 

 This study, guided by academic capitalism theory, game theory, and institutional 

theory, makes use of a sequential exploratory design to expand the scope of inquiry 

through the use of numerous inquiry components.  The study utilizes multiple qualitative 

methods to explore the enrollment priorities and recruitment strategies of master’s 

institutions, and integrates quantitative data to reveal enrollment trends at master’s 

institutions.  This determines the extent to which the stated enrollment priorities and 

recruitment strategies of master’s institutions are producing desired enrollment trends.  
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Thus, this study is specifically focused on the recruitment and enrollment stages of the 

enrollment process at master’s institutions and reveals how certain enrollment priorities 

and strategies affect enrollment outcomes, most notably issues of access.  Although, like 

most mixed methods studies, a sequential exploratory design requires researchers to make 

a considerable time commitment for data collection and analysis, especially when 

combinations of quantitative and qualitative methods are included, the two-phase 

approach has a simple design structure for researchers to execute and report (Creswell et 

al., 2003).  As such, this sequential exploratory design provides a feasible, in-depth 

analysis of the enrollment behaviors of master’s institutions. 

The Sample 

 This study gathers data from a selected sample of four master’s institutions, as 

designated by their Carnegie Classification (The Carnegie Foundation for the 

Advancement of Teaching, 2005), located in two states in the western region of the 

United States.  Selecting a sample of institutions from a specific geographic area such as 

the West provides insight into the priorities and recruitment strategies of master’s 

institutions in a regionally competitive environment.  This sample is comprised of both 

public and private institutions, as well as institutions of varying levels of selectivity to 

provide data from a variety of master’s institutions and potentially enhance the study’s 

findings.  Pseudonyms are used to increase personal and institutional anonymity, and 

encouraged participants to be cooperative and informative. 
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The Researcher’s Role 

 Having never served in an enrollment management role, I approached this study as an 

outsider.  This outsider perspective should have helped to minimize personal biases when 

collecting and analyzing data.  At the same time, I have established connections with 

various personnel within the profession.  These connections, mainly through informal 

professional networks, may have facilitated access to personnel within the selected 

sample for qualitative data collection.  Although not intentional, utilizing informal 

professional networks for data collection has the potential to bias the sample to some 

degree, but, as will be explained, the adverse effects of any potential biases should be 

limited by multiple measures of validity.   

Data Collection, Analysis and Validity 

 The Qualitative Segment. Qualitative data collection involved document analyses of 

institutional mission statements, strategic plans, institutional websites, and printed 

recruitment materials, as well as interviews with various institutional agents.  Each of 

these data sources are primary, providing rich detail concerning enrollment goals, 

priorities, and, in the case of the interviews, in particular, recruitment strategies as 

communicated by institutional members.   

 Documents provide researchers with unobtrusive data in the language and words of 

study participants (Creswell, 2003).  All documents reviewed in this study are public 

documents since this study is, in part, focused on revealing the enrollment goals and 

priorities that master’s institutions willingly promote externally.  Marketing items are 

defined as any publications distributed by institutions to court prospective students and 
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were requested in advance.  Strategic plans were analyzed as available.  Website analysis 

for each sampled institution focused specifically on public on-line materials geared 

toward the recruitment of new students.  By collecting materials produced by the 

institutions themselves, this study benefits from primary data such that institutions define 

their enrollment goals and priorities in their own words. 

 Face-to-face interviews allow researchers to measure attitudes, probe participants for 

more thorough responses, and provide a high level of interpretive validity, defined as the 

extent to which collected data is representative of the actual phenomenon being studied 

(Johnson & Turner, 2003).  At each institution, individual interviews of approximately 

one hour in length were conducted with up to three enrollment managers and/or 

admissions coordinators and with up to three faculty members who regularly interact with 

first-year students.  More specifically, faculty members who instruct first-year 

composition and introductory courses in the social sciences and physical sciences were 

interviewed for this study.  Interviewing numerous institutional representatives in various 

departments throughout each institution provided a legitimate understanding of each 

institution’s enrollment goals and priorities.  Although the interview questions were 

similar for the enrollment coordinators and faculty members, faculty members were not 

asked about their professional associations and professional histories since faculty 

members presumably have little influence over administrative decisions concerning 

institutional enrollment priorities and recruitment strategies.  Interviews followed an 

interview guide approach (Johnson & Turner, 2003) whereby topics were categorized on 

an interview protocol and questions modified as necessary to obtain perceptions 
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concerning institutional enrollment goals and priorities from the participants.  All 

participants had the opportunity to identify institutional enrollment goals and priorities as 

well as detail perceived recruitment strategies and the intended outcomes of these 

strategies.   

 To build rapport and trust, participants were notified of interview themes and the 

purpose of the study in advance; participants were asked to provide written permission 

acknowledging their voluntary participation in the study; participants had the opportunity 

to review and approve all verbatim transcriptions from their tape recorded interviews; and 

every effort has been made to keep participants and their institutions anonymous.  

 Following qualitative data collection, the study focused on qualitative data analysis, 

coding documents to isolate data reflective of enrollment goals and priorities.  Various 

themes consequently emerged from this process, highlighting stated enrollment goals and 

priorities.  This process was logically followed by the coding and thematic development 

of interview data to further define and substantiate institutional commitments to various 

enrollment goals and priorities.  Utilizing both document and interview sources to elicit 

institutional perceptions regarding enrollment goals and priorities facilitated intra-method 

data triangulation (Denzin, 1989) and helped validate the consistency of developed 

themes (Creswell, 2003).  In addition to drawing out themes regarding enrollment goals 

and priorities, the coding and thematic development of interview data revealed preferred 

or perceived recruitment strategies, as well as motivations for these strategies.  

Interviewing numerous personnel within each institution to gauge an accurate 

representation of each institution’s enrollment priorities and recruitment strategies further 
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facilitated data triangulation.  Asking interviewees to review and approve the accuracy of 

extracted themes and findings also increased interpretive validity of themes concerning 

enrollment priorities and recruitment strategies. 

 The Quantitative Segment. Congruent with the sequential exploratory design, 

quantitative data collection took place following qualitative data collection and analysis.  

Historical data sets provided descriptive data concerning enrollment trends at master’s 

institutions from 1990 to 2003.  Analysis of these historical data sets focused on variables 

related to measures of institutional quality, access, and financial stability.  Some variables 

were grouped into more than one category.  The following is a comprehensive list of all 

relevant variables: 

 
INSTITUTIONAL QUALITY

-Freshman SAT verbal 75th percentile 

 -Freshman SAT math 75th percentile 

 -% of freshmen with grade point average of 3.0 or higher  

 -% of freshmen in top 10% of graduating class 

 -Number of freshmen applied 

 -Number of freshmen accepted (revealing institutional selectivity) 

 -Number of freshmen enrolled (revealing institutional yield) 

ACCESS

-Freshman racial profile 

 -% of minority freshmen 

 -% of freshmen from in-state 
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-Number of freshmen applied 

 -Number of freshmen accepted (revealing institutional selectivity) 

 -Transfer student enrollment 

 -Total undergraduate tuition and fees 

 -Number of enrolled freshmen who applied for aid 

 -Number of enrolled freshmen with need 

 -Number of enrolled freshmen with need offered aid 

 -Number of enrolled freshmen with need offered full amount needed 

FINANCIAL STABILITY

-Total undergraduate tuition and fees 

 -Number of enrolled freshmen with need offered aid 

 -Number of enrolled freshmen with need offered full amount needed 

 
Analyzing this set of variables through basic statistical comparisons revealed trends 

pertaining to institutional quality, access, and financial stability within the selected 

sample over the past 20 years.  In doing so, this analysis disclosed enrollment outcomes 

and evolving trends at sampled master’s institutions.  Enrollment trends for master’s 

institutions in the study’s sample were then compared to enrollment trends at master’s 

institutions throughout the United States as revealed by the same set of variables to verify 

that enrollment trends within the sample are reflective of those occurring at master’s 

institutions throughout the country.  In addition, because existing literature generally 

focuses on research institutions, national enrollment trends for master’s institutions were 

then compared to national enrollment trends for research institutions.  This thereby 
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improves the study’s external validity, defined as the degree to which findings can be 

generalized and applied to other contexts (Johnson & Turner, 2003), and will be covered 

more in-depth in Chapter Four, Part C.  Committee members trained in quantitative data 

analysis have also ensured variables are defined and measured appropriately, reinforcing 

construct validity. 

Report Structure   

 The study will be reported in two distinct phases in accordance with the structure of a 

sequential exploratory mixed methods design.  Once qualitative and quantitative data 

collection and analysis were completed, a comprehensive interpretation of the findings 

occurred.  A strategic integration of methods took place to facilitate complementarity by 

using quantitative findings to enhance the interpretability of qualitative findings (Green, 

Caracelli, & Graham, 1989).  Consequently, enrollment trends for master’s institutions, 

as revealed through quantitative data, were compared to themes that emerged from 

qualitative document analysis and interviews to determine the extent to which the stated 

enrollment priorities and recruitment strategies of master’s institutions are rendering 

desired enrollment trends.  As such, the report will be segmented for purposes of 

coherence before integrating both quantitative and qualitative findings during the final 

analysis.  Quantitative findings will expand upon qualitative findings and provide a more 

complete and significant analysis of the enrollment priorities and recruitment strategies of 

master’s institutions.  Findings from the study will also be viewed through theoretical 

perspectives during the integrated discussion chapter to explain why master’s institutions 
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may be prioritizing certain enrollment goals and adopting particular recruitment 

strategies. 

Limitations 

 This study is most notably limited by its sample size.  The sample size has been 

purposely restricted to facilitate comprehensive, detailed mixed method analyses of 

sampled institutions.   

 In addition, this study is restricted by common measurement limitations.  These 

measurement limitations include reactive effects, those that can occur when participants 

change their behavior as a consequence of consciousness concerning participator 

involvement; investigator effects, those that can occur when participants are influenced 

by the characteristics of their interviewer, and that occur as a result of more effective data 

collection and analysis capacities developed throughout the course of a study; and access 

to content limitations that occur when researchers fail to acquire complete samples of 

applicable data (Webb et al., 2000).  Every effort has been made to limit the influence of 

these limitations upon the study.   

Pilot Study Findings 

 Interviews were administered to test the validity and effectiveness of the study’s 

interview protocol prior to conducting the actual study.  Because of financial and 

geographical limitations, the interview protocol was tested at a public research institution 

rather than at a master’s institution.  At this public research institution, face-to-face 

interviews with an enrollment management coordinator, an admissions representative, 

and a faculty member who regularly interacts with first-year students as an introductory 
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composition instructor were conducted, just as they would be during the actual study.  

The pilot study consisted of three interviews, providing valid findings concerning the 

sampled institution’s enrollment priorities and recruitment strategies. 

 As expected, the participants each highlighted institutional quality, access, and 

financial stability as major enrollment goals of their institution.  Participants generally 

agreed that their institution’s goals included increased institutional quality, defined as 

student standardized test scores and grade point averages, and increased access, viewed 

as the ethnic diversity of the student body, but that financial concerns were the 

institution’s top priority.  All of the participants pinpointed consistent decreases in state 

appropriations as the driving force behind a greater focus concerning financial issues.  

Participants described desires for resources as facilitating their public institution to 

engage in market-oriented behaviors such as coordinated marketing efforts to attract 

student consumers, enrollment forecasting, the use of private consulting firms, and the 

pursuit of wealthy out-of-state students who provide higher net tuition revenue.  The 

desire for prestige was also recognized as motivation for market-oriented behaviors.  

Rankings magazines such as U.S. News & World Report were cited by participants as 

having inspired a more pronounced commitment to merit-aid in an effort to enroll more 

academically prepared students and increase institutional prestige.  Such market-oriented 

priorities and recruitment strategies appear to be in accordance with the tenets of 

academic capitalism theory. 

 In addition, participants mentioned the influence of competitors upon their 

institution’s enrollment priorities and recruitment strategies.  Participants highlighted 
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their institution’s identity as a research institution and explained how many of their 

institution’s enrollment priorities and recruitment strategies are influenced by other 

research institutions, namely their main in-state competitor.  Participants stated that their 

institution pursues what is in its overall best interest, attempting to gain an advantage 

over competitors.  For example, while recruiting students, the institution may offer 

academically superior students more generous merit awards in an attempt to increase 

prestige.  Consequently, participants believe an “arms race” has ensued concerning aid 

policies, most visibly between their institution and their institution’s main in-state 

competitor.  Participants described their institution’s desire to avoid giving their 

competitor an advantage, resulting in similar enrollment goals and recruitment strategies 

among rival institutions.  As such, institutions behave in a manner that is collectively 

irrational since no institution gains a substantial advantage over another and, as noted by 

participants, all competitors forsake net tuition revenue as their merit awards increase.  

Such perceptions appear congruent with game theory. 

 Finally, participants were asked about their involvement with professional 

associations and their previous professional work histories to test the applicability of 

institutional theory as a theoretical lens for this study.  Although each of the participants 

described their involvement with professional associations and their professional work 

histories, the pilot study produced mixed results concerning the perceived influence of 

such affiliations and experiences upon the sampled institution’s enrollment priorities and 

recruitment strategies.  The problem may not have resulted from the composition of the 

questions so much as with the institution at which the interview questions were tested.  
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Some enrollment personnel have a greater role in determining the enrollment priorities 

and recruitment strategies for their institutions than others, depending upon the size, 

structure, and culture of each institution.  Because master’s institutions are smaller in size 

and administrators at master’s institutions often wear more than one professional hat, it is 

possible that enrollment management coordinators and admissions personnel at master’s 

institutions have more direct responsibility for the enrollment behaviors of their 

institutions than did those interviewed at the sampled research institution.  As such, 

despite inconclusive pilot study findings, the means by which the professional affiliations 

and professional histories of institutional personnel may influence how master’s 

institutions prioritize certain enrollment goals and adopt particular recruitment strategies 

remained as an area of investigation in the actual study.     

 Above all else, this pilot study provided valuable interviewing experience and, aside 

from the segment associated with institutional theory, affirmed the instrument’s capacity 

to produce valid findings.  Having evolved following the pilot study, the interview 

protocol was sound and, when applied to the actual context of the study, able to provide 

informative and valid data concerning the enrollment priorities and recruitment strategies 

of master’s institutions.    

Significance of the Study 

 Enrollment management has become a principal concern at many institutions 

throughout the United States as competition for prestige and resources has intensified in 

recent years.  Most, if not all, of the existing literature regarding the pillars of enrollment 

management, related trends, and applicable theory, is based on the study and behavior of 
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research institutions.  Thus the need for research to be conducted in different institutional 

contexts is apparent.  Master’s institutions, in particular, enroll a significant number of 

students in the United States and serve as a prominent baccalaureate entry point for many 

minority populations.  It would seem prudent to determine how master’s institutions are 

prioritizing their enrollment goals in today’s context and determine the types of 

recruitment strategies master’s institutions are utilizing to meet their enrollment 

objectives.  It would also seem important to explore the extent to which master’s 

institutions are maintaining their commitments, most notably to student access.   

 This study presents a coherent, tested research design that will fill a considerable gap 

in literature by revealing the enrollment priorities and recruitment strategies of master’s 

institutions.  The study sheds light on how master’s institutions are prioritizing their 

commitments to institutional quality, access, and financial stability, the types of 

recruitment strategies these institutions are utilizing to uphold their commitments, and the 

impact of these recruitment strategies, particularly upon issues of access.  A theoretical 

framework informed by academic capitalism theory, game theory, and institutional theory 

further explains why master’s institutions may be prioritizing certain enrollment goals 

and adopting particular recruitment strategies.  Most importantly, this study expands 

upon existing enrollment management literature, facilitating awareness of the enrollment 

practices of master’s institutions and exploring how the enrollment priorities and 

recruitment strategies of master’s institutions affect the accessibility of higher education.  
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CHAPTER FOUR: RESULTS 

 As expected, analysis of the data provided a number of remarkable findings 

concerning the enrollment priorities and recruitment strategies of master’s institutions.  

This chapter will systematically review these findings in accordance with the study’s 

sequential exploratory design.  As such, the qualitative aspects of the study will take 

precedence during this chapter’s analysis; again, qualitative data sources include 

institutional missions, strategic plans, websites, printed recruitment materials, and 

interviews with enrollment management and/or admissions coordinators and faculty 

members who regularly interact with first-year students.  This chapter will utilize these 

sources to identify themes that help answer the study’s research questions, explaining 

how master’s institutions say they prioritize the pillars of enrollment management and 

describing the various recruitment strategies currently being employed by master’s 

institutions.  Subsequently, quantitative data will then be integrated into this chapter to 

enhance the interpretability of qualitative findings, revealing the enrollment trends of 

sampled master’s institutions, especially as they pertain to accessibility for underserved 

populations.  This will show the extent to which stated enrollment priorities and 

recruitment strategies are rendering desired enrollment trends and further address the 

study’s research questions. 

 Because substantial differences were found between private and public master’s 

institutions, this chapter will segment findings based upon institutional identity as either 

private or public.  Before reviewing findings for each pair of institutions, the chapter will 

present a brief overview of identifying characteristics related to the institutions sampled 
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in the study.  Following a review of findings, external validity will be established in this 

chapter by comparing enrollment trends from the study’s sample to enrollment trends at 

master’s institutions nationally.  In addition, the enrollment trends of master’s institutions 

will be compared to the enrollment trends of research institutions to demonstrate 

consistency across institutional types, thereby validating the relevance of previously cited 

literature concerning the enrollment practices of colleges and universities in the United 

States that is primarily based upon research institutions. 

Identifying the Sample 

 To most effectively convey research findings during this analysis, each of the sampled 

institutions will henceforth be identified by objective pseudonyms.  The private master’s 

institutions will be identified as Private Institution A (PVA) and Private Institution B 

(PVB).  The public master’s institutions will be identified as Public Institution A (PUA) 

and Public Institution B (PUB).  During the integration of interview data, when 

necessary, administrators will be identified according to their institutional affiliation.  For 

example, administrators at PVA may be identified as PVA Admin1, PVA Admin2, and 

PVA Admin3.  Likewise, faculty will be identified according to their institutional 

affiliation and discipline.  For example, faculty at PVA may be identified as PVA Chem, 

PVA Hist, and PVA Engl.   

Characteristics of Sampled Institutions 

 To better understand the behavior of sampled master’s institutions in this study, one 

should first begin by describing the participating institutions. 
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Private Institution A (PVA). As with all of the study’s sampled institutions, PVA is 

located in the western region of the United States.  PVA is a residential, comprehensive 

institution providing both undergraduate and graduate education to between 5,000 and 

8,000 students in a major city.  PVA consistently reinforces its primary status as a 

teaching institution committed to providing undergraduate education built upon a liberal 

arts foundation.  Above all else, the institution maintains a Jesuit Catholic identity that is 

a fundamental component of every institutional endeavor, including its enrollment 

policies and practices.  Administrators and faculty members identify the state’s public 

flagship and similar types of private institutions in the region, including PVB, as primary 

competitors.   

 Private Institution B (PVB). Although it is also situated in the West, PVB is located 

in a different state than the other private master’s institution sampled, PVA.  PVB is 

residential and comprehensive in nature, enrolling between 2,000 and 5,000 students in a 

medium-sized city.  The institution is mainly focused on instructing undergraduates in the 

liberal arts.  Like its private counterpart, PVB also stresses its religious identity.  

However, it identifies itself instead as an independent Catholic university, dedicated to 

upholding the ideals of its religious affiliation in all that it does.  Administrators and 

faculty members see the institution’s principal competitors as being the state’s public 

flagship and similar private institutions in the region, including PVA. 

 Public Institution A (PUA). As one of the two western public master’s institutions 

sampled, PUA is the largest participating institution in the study, enrolling 10,000 to 

14,000 students.  It identifies itself as a residential, comprehensive institution in a 
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suburban environment committed to providing a liberal arts education to undergraduate 

students throughout the state and western region.  The institution’s main competitors are 

identified by administrators and faculty members as being the state’s public flagship 

institution, as well as regional public and private institutions. 

 Public Institution B (PUB). The second western public master’s institution sampled, 

PUB, enrolls between 3,000 and 6,000 students.  Like PUA, PUB is a residential, 

comprehensive university with a liberal arts core curriculum dedicated to serving the state 

and region, but unlike PUA, PUB’s campus is located in a rural environment.  

Administrators and faculty members believe the institution’s chief competitors to be 

nearby public institutions within the state, including the state’s flagship. 
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CHAPTER FOUR (A): FINDINGS CONCERNING PRIVATE MASTER’S 

INSTITUTIONS 

 Although the sampled private master’s institutions in this study are located in 

different states and have slightly different enrollments, these institutions appear to 

prioritize many similar enrollment goals and utilize similar recruitment strategies to 

fulfill these goals.  This analysis will now examine each of the qualitative data sources to 

gauge how the sampled private master’s institutions say they prioritize the pillars of 

enrollment management and discover themes related to institutional enrollment priorities.  

It will subsequently analyze the interview data in particular to tell a more complete story 

of these institutions, bringing together themes concerning enrollment priorities and 

highlighting the recruitment behaviors of these private master’s institutions.  Following 

this, quantitative data will be integrated into the analysis to illustrate enrollment trends at 

the private institutions and reveal the extent to which their stated enrollment priorities are 

being realized.  Ultimately, this section will help answer both research questions as they 

pertain to the private master’s institutions in this study.  As one will soon discover, many 

of the themes established among the various data sources overlap, resulting in the 

triangulation and reliability of data.  

Enrollment Priorities 

 Mission Statements. With regard to the pillars of enrollment management, both PVA 

and PVB make explicit commitments to institutional quality and diversity through their 

mission statements.  More specifically, when describing institutional quality, PVA and 

PVB’s mission statements speak of valuing academic quality, teaching excellence, 
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personalized student experiences, and student development.  PVB mentions “providing 

recognized leadership…through the quality and innovation of its programs,” while PVA 

denotes its dedication to “educating the whole person” and proclaiming that an 

“intellectually challenging education is at the heart of our mission.”  In essence, PVA and 

PVB’s mission statements equate institutional quality with what their institutions provide 

to students.  Noticeably absent, however, is a commitment to enrolling students of a 

particular academic stature as a measure of institutional quality, as is more implicit within 

the pillars of enrollment management. 

 Statements concerning diversity as institutional priorities are quite clear.  PVA’s 

mission statement highlights its pledge to being “the most racially and culturally diverse 

independent university [in the region].”  PVB also makes a straightforward affirmation 

concerning its commitment to student diversity, declaring that the institution is comprised 

of “a community of scholars composed of people of diverse races, ages, nationalities, and 

religions.”  As such, diversity very much appears to be an enrollment priority at both 

private master’s institutions in the study. 

 Not surprisingly, financial stability, the third pillar of enrollment management, is not 

addressed by either of PVA or PVB’s mission statements.  This is likely a reflection of 

mission statements in general, which may be less prone to concentrating on financial 

matters than perhaps other more internal institutional sources such as strategic plans, 

which are less often promoted externally than are sources such as institutional mission 

statements, websites, and printed recruitment materials. 
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In addition to themes related to the pillars of enrollment management, other significant 

themes potentially revealing enrollment priorities found within PVA and PVB’s mission 

statements include identity, prestige, institutional focus and, especially in the case of 

PVA, size.  Each of these themes divulges institutional values that may influence 

enrollment priorities, providing a context this analysis will later draw upon once all 

qualitative data sources have been considered.  

 First, both private master’s institutions make salient the importance of their religious 

affiliations.  PVA asserts its commitment to “Jesuit Catholic inspiration” and “the 

Catholic intellectual tradition.”  PVB states that it is “an independently governed Catholic 

university.”  The visible commitment to Jesuit Catholic and Catholic traditions is 

significant in that it greatly influences what these institutions say they value.  For 

instance, PVA speaks of how “Jesuit Catholic inspiration promotes independent critical 

thinkers open to finding and serving God in all things,” including “service to society” and 

“justice.”  PVB names its three central tenets as “teaching, faith, and service,” stating that 

“Central to the daily life of the University is a concern with issues of justice and ethical 

behavior.”  Consequently, from an enrollment perspective, one may logically assume that 

both PVA and PVB seek to enroll students who embrace the values of a Jesuit Catholic or 

Catholic tradition, such that they value faith, social justice, and service to society. 

 Further, institutional prestige appears to be prioritized by the private master’s 

institutions sampled.  PVA’s mission statement declares that the institution “will be the 

premier independent university [of the region] in academic quality, Jesuit Catholic 

inspiration, and service to society.”  PVB “provides recognized leadership and leaders to 
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the community and to the world through the quality and innovation of its programs and 

the preparation and contributions of its graduates.”  Thus, PVA and PVB may value 

prestige, although prestige may be found within the quality of each institution’s programs 

and the education of students rather than necessarily be based upon the qualities of 

incoming students.  Nevertheless, these mission statements indicate that each of the 

private institutions is ambitious and values prestige on some level. 

 An institution’s focus describes who the institution serves, whether that be the local 

population or beyond.  PVA implies a localized focus in its mission statement such that it 

seeks to be the “largest multidisciplinary independent university [of the region].”  In 

addition, PVB notes that it “provides recognized leadership and leaders to the community 

and to the world…”  As such, there appears to be a very general, yet visible commitment 

to the local region that may influence each institution’s enrollment priorities.  

 Finally, institutional size may play a role in how the private institution’s approach 

enrollment.  PVA, in particular, clearly states its intention of being the “largest 

multidisciplinary independent university of [the region].”  One can thereby infer that 

PVA seeks to grow its enrollment numbers and will therefore prioritize expansion 

accordingly. 

 Strategic Plans. Unfortunately, PVB’s strategic plan was inaccessible and will thus 

not be analyzed.  However, PVA’s strategic plan is quite informative with concern to 

how the private master’s institution prioritizes all three pillars of enrollment management.  

Case in point, PVA’s strategic plan reveals a strong commitment to both student quality 

(as defined by academic proficiency) and diversity, stating that PVA “will recruit a 
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student body that combines high academic potential with cultural, religious, ethnic, 

geographic and economic diversity.”  The institution appears to desire students with 

strong academic credentials, yet also seeks diversity along several distinct facets.  One 

would thereby assume that student quality and diversity would be salient enrollment 

priorities. 

 Financial stability is also highlighted by PVA’s strategic plan.  PVA declares it “will 

maintain a strong financial profile through disciplined cost-containment, intensive 

utilization of resources, and aggressive development of new non-tuition funds and a 

significantly increased endowment.”  This component of the strategic plan reveals an 

institution quite conscious of its financial profile such that it is led to adopt new strategies 

in pursuit of funds detached from enrollment and subsequent net tuition revenue.  

Consequently, one may presume the institution will not only be quite attentive to its 

enrollment practices from a financial standpoint, but that it may also invest and prioritize 

fund development activities to a considerable extent. 

 Just as the mission statements of the sampled private master’s institutions reveal 

additional themes concerning enrollment priorities, so too does PVA’s strategic plan.  

Like the mission statements, additional themes drawn from PVA’s strategic plan include 

identity, prestige, and institutional focus.  

 PVA’s strong religious identity is again established through its strategic plan.  The 

strategic plan calls for the development of the institution as “a great comprehensive Jesuit 

Catholic university of [the region],” such that PVA “will respect and celebrate its 

Catholic heritage in its rich intellectual, spiritual and sacramental traditions.”  Among 
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these traditions appears a commitment to social justice issues.  PVA’s strategic plan 

states that “emphasis on intellectual rigor and Catholic social thought will be applied to 

urgent contemporary issues of social justice and be evident throughout…programs.”  

Thus, it appears the institution’s religious identity pervades many of its policies and 

practices, including its pedagogy and, quite possibly, its approach to enrollment 

management.  If the institution is passionately committed to authenticating its Jesuit 

Catholic identity, one can assume PVA will prioritize the enrollment of Jesuit Catholic 

students or students who share similar values, including social justice. 

 In addition, PVA once again articulates prestige as an institutional priority.  PVA 

speaks of providing a “distinctive” undergraduate education as it continues to establish 

itself as “one of the most academically distinguished Jesuit comprehensive universities in 

the United States.”  The institution intends for its graduates to “stand out,” to be 

“recognized” and “known” for their contributions and character.  As is the case with 

PVA’s mission statement, the institution does not expressly define prestige as a  

by-product of the quality of incoming students, yet institutional enthusiasm for prestige in 

a general sense cannot be dismissed, as it may ultimately influence institutional 

enrollment priorities as well. 

 Lastly, in agreement with its mission statement, PVA’s strategic plan reveals a 

commitment to the surrounding region.  PVA asserts it will be “a great comprehensive 

Jesuit Catholic university of [the region]” and “a resource for [the region].”  The 

institution’s discernible loyalty to the neighboring region could potentially influence its 

enrollment priorities, resulting in a more localized recruitment process. 
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Websites. By outlining admissions criteria, describing available merit scholarships 

and, in the case of PVB, publicizing the academic proficiency of incoming freshmen, the 

websites for the private master’s institutions sampled clearly reveal student quality as 

being a significant enrollment priority.  For instance, PVA’s website notes that students 

“are often asked for seventh semester high school grades,” implying that high school 

grades are not only important indicators of student quality, but that the institution values 

academic commitment and achievement such that students must maintain prominent 

academic credentials even after they have already submitted their applications for 

admission.  This commitment to student quality is further evident at PVB, which states, 

“Students are selected on the basis of individual merit as determined by high school 

academic records, standardized test scores, personal achievements and talents, 

recommendations from high school counselors and teachers, and a writing sample.”  

Individual merit appears to be primary during the admissions process, a claim that is 

further substantiated by the promotion of numerous merit-based scholarships at both 

PVA and PVB.  PVA “offers a variety of ‘non-need-based’ academic scholarships based 

on merit” and “academic excellence” is a major component of its most prominent award 

for incoming freshmen.  PVB also names a number of scholarships on its website that 

“are given to selected first-time freshmen on the basis of academic excellence.”  The 

institution goes on to describe the academic proficiency of its students, noting that 

students who attend PVB “are among the best, brightest, and most academically qualified 

students in [the region].”  This message of valuing superior student quality is reinforced 

time and again on PVB’s website.  PVB makes clear “our incoming freshmen are top 
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high school performers” and last year the institution “welcomed the largest and most 

academically gifted freshman class in its history.”  This is not to say student quality as 

defined by academic achievement is the only institutional priority at PVA and PVB, only 

that is an expressed priority and likely influences the types of students recruited and 

enrolled at these institutions. 

 An articulated commitment to diversity, especially to underserved minority 

populations, is less apparent through each of the institution’s websites.  PVA simply 

provides a “Statement of Nondiscrimination,” presumed to demonstrate an institutional 

commitment to diversity, thereby encouraging prospective minority students to apply.  

PVA also offers information for international and transfer applicants, assumed to 

potentially contribute to the diversity of the student body.  In addition to offering 

information for transfer students, albeit without scholarship information (PVA does offer 

scholarship information for transfer students), PVB notes its commitment to diversity by 

presenting biographies of a diverse set of students as part of its “Freshman Stories” 

section.  Access is certainly a theme highlighted by both institutional websites.  However, 

the websites by and large define access from a strict financial stance rather than with 

regard to underserved populations.  As such, PVA stresses that the institution prioritizes 

affordability, noting that “92% of freshmen received aid,” that the institution 

“administers $54 million in aid” and that students have “reasons to be encouraged” with 

concern to financing their educational endeavors.  PVB takes a similar approach, 

declaring that it “offers financial aid to approximately 90% of its students,” that PVB 

“provided more than $59 million in assistance” last year, and that “an education here is 
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probably more affordable than you think.”  In essence, the private institutions sampled 

equate affordability with accessibility, thereby leading one to assume these institutions 

will seek to ensure that they remain affordable so that access for all socioeconomic 

student populations (and, by default, minority populations) remains an ongoing 

enrollment priority.  Thus, although elements of diversity are evident throughout the 

institutional websites, they are generally subtle inferences and limited in scope, thereby 

leading to the impression that diversity, though still a priority, is perhaps a less significant 

enrollment priority than student quality at the private institutions. 

 Additional themes concerning enrollment priorities drawn from both institutional 

websites include identity and institutional focus.  PVB’s website also includes themes 

concerning prestige, size, and intercollegiate athletics that should be addressed as they 

may directly relate to institutional priorities and recruitment efforts, a prospect that will 

be analyzed in greater detail once interview data is later examined. 

 The religious identity of both institutions continues to be a central focus, even through 

the institutional websites.  PVA’s main scholarship award includes a spirituality 

component along with social justice, service, and leadership criteria that vividly 

establishes a connection between the institution’s Jesuit Catholic affiliation and the 

values it seeks in its student body.  PVB consistently refers to itself as the state’s Catholic 

university, committed to a “traditional, values-centered education” focused on “teaching, 

faith, and service to God and neighbor.”  The more these institutions stress their religious 

identities and the values they encompass, the more one would expect these institutions to 

also prioritize the enrollment of students with similar religious beliefs and/or values. 
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An institutional commitment to the surrounding region continues to be significant.  

PVA’s major scholarship award is only offered to prospective students who reside in the 

western region of the United States.  When discussing its academic stature, PVB refers to 

itself as top institution in the West and as enrolling students who “are among the best, 

brightest, and most academically qualified students [in the region].”  Their institutional 

focus is not national, but regional.  One would anticipate this to be the case from an 

enrollment standpoint as well. 

 PVB goes on to further attend to a variety of enrollment-related themes.  Among 

these additional themes, prestige stands out most noticeably.  Not only does PVB refer to 

its “national reputation for academic excellence,” that it “boasts some of the finest 

teachers in the country,” that its students “are among the best, brightest, and most 

academically qualified [in the region],” and that its “alums are renowned,” but PVB 

consistently focuses on rankings and awards.  In fact, PVB mentions its US News and 

World Report ranking half a dozen times on its website, highlighting the criteria on which 

the ranking is based, including academic reputation and selectivity of admission.  PVB 

also mentions accolades from The Templeton Foundation, Entrepreneur Magazine, and 

Money Magazine. The institution goes on to describe some of its “nationally ranked 

Division I sports teams” as “national powers.”  Finally, the website presents an entire 

section dedicated strictly to institutional awards and recognition, teaching awards, and 

student awards and recognition.  Thus, PVB’s website reveals prestige as a significant 

priority of the institution, a priority that likely affects who it enrolls and the selectivity of 

its admissions process. 
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Size is briefly alluded to on the PVB’s website.  Just as PVA refers to its desire to be 

the “largest multidisciplinary independent university of [the region]” in its mission 

statement, PVB proclaims that it enrolled its largest freshman class last year.  This would 

lead one to believe steady growth is an enrollment priority at both PVA and PVB.  One 

should note, although each institution appears to desire controlled growth, there is no 

indication PVA and PVB intend to grow infinitely large and, in doing so, turn their backs 

on their identities as master’s level institutions. 

 Lastly, PVB’s website draws attention to intercollegiate athletics.  As previously 

mentioned, PVB emphasizes the prestige intercollegiate athletics brings to the institution.  

PVB’s website also provides a multimedia movie on intercollegiate athletics for 

prospective students, describes intercollegiate athletics as a centerpiece of campus life, 

and mentions the availability of scholarships for athletes.  As such, the institution may 

prioritize the enrollment of student athletes, or at the very least utilize and value athletics 

as a component in its recruitment efforts for the general student population. 

 Printed Recruitment Materials. Both PVA and PVB make a large number of 

recruitment materials available to students.  These materials are a rich data source, 

defining many enrollment priorities, including those associated with the pillars of 

enrollment management.  For example, student quality takes center stage, reflecting a 

conscious institutional commitment to enrolling students of high academic potential.  

Both institutions establish themselves as desirable locations for academically committed 

students.  PVA declares, “At PVA, you’ll be surrounded by students like you, students 

who take their education seriously.”  PVB consistently describes its students as 
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“extraordinary” and depicts itself as “a community of choice, made up of bright people” 

who have been selected through a competitive admissions process.  Both institutions then 

reinforce an image of academic proficiency by repeatedly listing average grade point 

averages and SAT/ACT scores while also, as is the case with PVB, noting, “University 

students are annually candidates for Rhodes, Marshall, Truman, Fulbright and other 

international merit scholarships.”  Further, one need only review the number and value of 

merit scholarships promoted to recognize how significant a priority student quality is at 

both private master’s institutions sampled.  PVA lists eight scholarships with a merit-

based component, while PVB lists six, with values of up to more than $30,000 dollars 

annually at PVA and $14,000 dollars annually at PVB.  Many of these scholarships are 

also renewable.  PVA also lists a pair of scholarships related to music and forensics 

majors, both with merit-based criteria, along with a set of four scholarships available for 

transfers, all with merit-based performance requirements.  Based upon these findings, it is 

relatively safe to assume student quality is a major enrollment priority at these 

institutions. 

 Diversity, a second pillar of enrollment management, is also publicized as an 

enrollment priority through PVA and PVB’s recruitment materials.  Both institutions 

express a general commitment to enrolling a diverse student body and outline the ways in 

which the institutions are fulfilling such a commitment.  PVA maintains that “Our 

students are from every background” with the subsequent diversity contributing to a 

quality student experience such that, “Our diversity provides you with crucial 

understanding of the interconnected global community.”  PVB states that its students 
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represent “an exceptional range of backgrounds, talents, experience, and opinions;” they 

are “a community of diverse individuals.”  Both institutions then consistently describe 

various aspects with which diversity is displayed through their student populations, 

including religious, geographic, and racial facets.  Information for transfer students and 

international students is also presented.  As a result, one could very well be under the 

impression diversity is valued by both institutions and is a prominent enrollment priority.  

However, PVA’s website only highlights one scholarship designed to assist and promote 

access for underserved populations, specifically racial minorities, and PVB only 

describes aid to facilitate access for low income students.  For the most part, access is 

again stressed from an affordability standpoint, both institutions using their printed 

recruitment materials to heavily market the idea their institutions are financially 

accessible due to strong institutional commitments to student aid (which may or may not 

primarily come in the form of student loans).  As such, diversity appears to be generally 

thought of as a positive outcome of institutional investments in student aid.  

Consequently, although access for underserved populations and student diversity is 

certainly an institutional priority, when compared to stated institutional commitments and 

investments in student quality, one can only assume diversity is secondary. 

 In maintaining consistency throughout this analysis, various other themes related to 

the enrollment priorities of both PVA and PVB will now be addressed.  Once again, these 

additional themes include identity, prestige, institutional focus, intercollegiate athletics 

and, in PVA’s case, size. 
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Both institutions utilize their printed recruitment materials to firmly establish their 

religious identities.  PVA mentions its Jesuit identity on several occasions and equates its 

identity with high educational and moral standards, declaring that “Jesuit educated” 

means students have “met a high standard of academic and values-oriented preparation.”  

PVB refers to its Catholic identity on dozens of occasions in its materials, also noting that 

the institution is comprised of “a community of values and faith,” thereby setting it apart.  

In addition, both PVA and PVB offer scholarships to students who have attended Jesuit 

Catholic and Catholic high schools.  This further reinforces the perspective that these 

institutions prioritize the enrollment of students who share similar values. 

 Prestige is an unquestionable focus at both PVA and PVB as revealed through their 

printed recruitment materials.  PVA, which avoids any mention of prestige altogether on 

its website, utilizes its recruitment materials to emphasize its reputation, describing itself 

as “a respected university, one whose reputation assures a lifetime of valuable returns.”  

PVB also uses its printed materials to call attention to it being “a university with a 

reputation for excellence.”  Awards won by faculty and students are further described.  

Rankings are also most certainly highlighted.  PVA consistently notes that it has “been 

continually recognized by US News and World Report as among the finest in the West” 

and that it is listed among Princeton Review’s Best 367 Colleges. PVB mentions 

numerous times that it is “Ranked by US News and World Report as one of the top ten 

regional universities and one of the best educational values in the West.”  In addition, 

both institutions promote the prestige of their locations.  PVA describes its location as 

being “often identified as one of the most interesting and livable in the United States.”  
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PVB lists numerous accolades for its location, citing Men’s Fitness, Bicycling, Expo, and 

Travel & Leisure. Finally, both private master’s institutions display a voracious appetite 

for prestige as related to their athletic programs.  Championship successes in various 

intercollegiate sports are highlighted repeatedly by both institutions within their 

recruitment materials.  In summary, prestige is valued by both PVA and PVB and may 

influence their enrollment priorities to some degree. 

 A commitment to the state and region is established through printed recruitment 

materials distributed by both PVA and PVB.  PVB proudly proclaims itself as the state’s 

“Catholic university” on virtually all of its recruitment materials.  It very much intends to 

be associated with the state.  PVA displays its commitment through its scholarships, 

many of which include criteria requiring students to be from the state or surrounding 

western region.  Thus, it appears enrolling students from the local area is a priority for 

both private master’s institutions sampled. 

 As with other data sources, the printed recruitment materials reveal intercollegiate 

athletics as not only a centerpiece for institutional prestige, but also denotes the 

enrollment of student-athletes or use of athletics for recruitment purposes as a significant 

priority.  PVA remarks that the institution “recognizes the value of athletics in achieving 

a balanced education,” before listing its intercollegiate athletic programs.  PVB also lists 

its intercollegiate athletic programs in several areas, but also draws attention to the 

availability of athletic awards for students.  It seems both institutions may prioritize the 

enrollment of student-athletes or intercollegiate athletics as a recruitment tool. 
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Finally, although both PVA and PVB have both expressed desires to expand their 

enrollments, PVB once again reiterates its commitment to growth through its recruitment 

materials.  PVB boasts, “The University’s annual freshman class has doubled in recent 

years” and it has admitted its biggest classes.  Consequently, PVB would be expected to 

make sound growth a substantial enrollment priority. 

 Interviews. To best understand why PVA and PVB say they prioritize their 

enrollment goals in a particular manner, one would benefit by hearing members of these 

institutions tell their stories as they pertain to enrollment priorities and recruitment 

strategies.  One will soon discover that the pillars of enrollment management, and all 

previously mentioned enrollment goals and institutional values for that matter, are very 

much interrelated. 

 Both PVA and PVB have historically struggled with their enrollment numbers, 

adversely affecting financial stability.   

 …in the late 70’s and early 80’s the university nearly folded for financial 
 reasons… (PVA Hist) 
 

When I first came in [about ten years ago], the first and the primary goal 
 was just to increase the numbers.  We were under-enrolled; the university 
 was struggling. (PVB Admin3) 
 

One explanation for this is the previous identity of these institutions.  They were largely 

viewed as transfer colleges, with very fluid enrollments and haphazard enrollment 

strategies. 

 PVA’s really changed.  It used to be primarily a transfer college…We 
 didn’t put very much emphasis on the freshman year. (PVA Engl) 
 

The year before I came we only had 450 freshmen and we had more 
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transfer students than we had freshman students, and we did not have a 
 very strong recruitment program or strategy.  (PVB Admin1) 
 

As private institutions, this approach to enrollment was not only detrimental from a 

financial standpoint, but had adverse ripple effects throughout the institutions. 

 The reality is that a private institution is very different than a public 
 institution that can, to some degree, rely on the tax payers, and that’s 
 changing, to support them and give them stability.  Not so in a private 
 institution.  The first goal in terms of recruitment and retention and all 
 those other related issues is to have a stable enrollment because without a 
 stable enrollment you simply can’t offer programs, you can’t attract 
 faculty; there are a lot of issues. (PVB Admin2) 
 

In essence, as anticipated by data from PVA’s strategic plan, these types of institutions 

are quite attentive to the fiscal importance of their enrollment practices, such that 

financial stability achieved through steady enrollment is a crucial and primary enrollment 

priority.   

 …and always it’s budgetary stability.  I mean, that has to be, as a private 
 institution.  You know, 85% of the revenue for the institution comes from 
 tuition dollars.  You know, and so, the difference of 10, 15, 20 students 
 can have an incredible impact on campus… budgetary stability is always 
 going to have to be the number one goal in terms of being able to meet a 
 certain mark that the budget’s set upon.  That’s always first and foremost. 
 (PVB Admin3) 
 

…in the private sector survival is the first issue and if you don’t survive, 
 it doesn’t matter what else you do.  You can’t do anything else.  If you’re 
 not around, it won’t matter what your mission is.  So, that is the main 
 issue.  Then, of course, the mission of the university and an education 
 that’s intellectual as well as moral and spiritual; that is what we’re aimed 
 for while maintaining the financial stability.  So, we’re always doing both, 
 but financial’s first, of course. (PVB Admin2)   
 

The pressure to establish coordinated recruitment efforts in pursuit of providing stable 

enrollments and, by extension, financial stability became all the more salient in the late 
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1990’s.  A new context for enrollment surfaced such that decreases in the share of state 

appropriations for public institutions (chapter two) combined with declining student 

populations to create an extremely competitive and increasingly sophisticated market for 

students between all higher education institutions.  This new economic context would 

change how PVA and PVB approached enrollment management. 

 …remember I said 1998, we were at the bottom of the trough.  Well, it’s 
 because we had gone through a period where the number of students going 
 on to college had dropped, so schools had to become more   
 competitive…So, schools had to take on more business-types of trades, 
 especially when it came to admissions and enrollment.  As you start to do 
 that, it changed the very nature of how the business is done and changed it 
 in some ways from kind of a mom and pop type of a thing to a much more 
 sophisticated type of a business where you’re looking at very sophisticated 
 types of geo-demographic information and a variety of different types of 
 metrics to be able to try and figure out how to fill a class. (PVB Admin3) 
 

By just recruiting and figuring whoever you get, you get, that doesn’t  
 necessarily work, that in a competitive marketplace you need to have  
 strategies and plans to open doors to more people but also yield the people 
 that you want. (PVA Admin1) 
 

Consequently, motivated primarily by financial necessity, administrators at both PVA 

and PVB sought to change the identity of their institutions, to initiate a focused effort to 

become more desirable to students in search of a traditional four-year residential 

environment.    

 For a long time we were a sort of a local nice school, good but not 
 spectacular.  In maybe the last 10 years there’s been a desire to put us on 
 the map, to just keep boosting things.  So that decision was made and that 
 may have been ______’s first decision as president.  When I got here, he 
 was in his third year, he was starting his third year I think, and that may 
 very well have been one of his first decisions. (PVA Hist)   
 



90

So our president’s decision was we would become the premier teaching  
 Catholic university in the West and the word premier has to do with  
 having premier programs, premier faculty, and premier students.  
 (PVB Admin1)    
 

…the previous president to this one, his name was ______, he had a vision 
 of us being the premier Catholic teaching university in the West.  He must 
 have said that phrase a million times.  Kids mocked him in the newspapers 
 and stuff, you know, because he did it all the time.  But, the reality was, 
 that’s the vision he set with full support and encouragement of the board 
 of regents.  So, then it became a situation of implementing things to make 
 that happen and the main thing to make that happen was to raise the level 
 of students who came here or wanted to come here.  (PVB Admin3) 
 

Each of the private master’s institutions hoped to elevate their desirability to draw 

students and increase their institutional profiles.  Although PVA and PVB could have 

chosen to become more financially stable by simply enrolling more students, certainly a 

rational option, both institutions faced a lack of demand.  As such, they wanted to move 

beyond simply filling seats, a position that often requires discounting tuition in hopes of 

merely gaining some short-term revenue rather than none, and instead wanted to increase 

institutional prestige to stimulate demand for admission.  This would put each institution 

in a more secure long-term financial position by potentially filling seats with students 

actually willing to pay for attendance.  Being that we now operate in an “age of 

quantification” (PVB Engl), institutions such as PVA and PVB had no choice but to 

display some quantifiable measure of quality to demonstrate the institution’s value and 

prestige so as to stimulate demand among students who want to be part of a proven 

winner.  Thus, the following equation begins to take shape: 
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Figure 1.2 The Private Selective Model of Enrollment Management (Phase I) 

 

The quality of incoming students is a visible, quantifiable indicator of institutional 

quality, one that is rewarded by many rankings publications.  Institutions are well aware 

of the power of quantifiable quality indicators to influence institutional desirability. 

 I think there’s a lot of validity to some of those more general surveys; 
 some of them anyway.  US News and World Report is the oldest.  Sure, we 
 look at it.  We don’t educate to it…but we clearly think it’s an important  
 strategy because students look at those things, parents look at those things.   
 (PVA, Admin2)    
 

I think the rankings do reward academic achievement.  I mean, things like 
 average SAT score of the incoming freshman class, that’s part of the  
 rankings, and GPA, things like that. (PVB Hist)   
 

Not surprisingly and in agreement with other qualitative sources, student quality, as 

defined by quantifiable indicators, was consistently identified as a major enrollment 

priority at PVA and PVB. 

 I think this institution does believe in scores, you know, test scores.  I’m 
 hesitant myself about that kind of assumption, but the test scores are going 
 up and so the administration sees that as a very positive thing. (PVB Engl) 
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which meant a commitment to academic excellence, to recruiting better 
 and better students with higher GPAs, higher SAT scores. (PVA Engl)  
 

I think from what I can tell, from what I perceive from what the 
 university’s been saying is that they’re looking for students with higher 
 GPAs and higher SATs. (PVA Hist) 
 

Well, quality by, we’ve tried to increase our quality and, of course, the 
 measurements that we have on that would be the average high school GPA 
 kind of on a historical basis and the average test scores on a historical 
 basis.  And, what we want to do is continue to increase those.  
 (PVB Admin2)    
 

Clearly the quality is increasing and we know that part of it, as the premier 
 institution of the Northwest, we need to have the best, highest SATs, 
 highest ACT scores and GPAs around. (PVA Admin1) 
 

However, the true enrollment equation is not linear.  Because institutions can only 

hold so many students, they must become more selective as demand increases the number 

of applicants.  Therefore, demand directly influences input variables in the equation, 

resulting in a closed circle.  Consequently, increased selectivity allows institutions to 

raise the profile of their admitted classes, resulting in increased quantifiable student 

quality indicators, prestige, and subsequent demand by students willing to pay for access 

to what is perceived to be a superior institution.  Ultimately, the process sustains itself.   
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Figure 1.3 The Private Selective Model of Enrollment Management (Phase II) 

 

Yet, at the outset, both institutions faced a “chicken and egg” conundrum.  If the 

institutions needed to bring in applicants by having already stimulated demand through 

prestige as a function of student quality, how might they initially attract applicants?  Thus 

began an increased commitment to becoming more selective and to discounting tuition by 

way of merit-aid in pursuit of a highly prioritized and quantifiable goal of improving 

student quality.  In the case of PVB, in particular, principal endowment funds were 

utilized to fund merit-aid scholarships.  Institutions intersected the circle and short-term 

revenue was bypassed in favor of securing long-term financial stability.  Such efforts 

were thought to allow the sampled institutions to compete with more prestigious and 

desirable institutions and eventually stimulate demand as a result of enhanced prestige, 

thereby increasing the number of applicants willing to pay for access to the institution.  

The institutions would then benefit from the Matthew Effect such that increases in the 

number of applicants would further allow the institutions to be more selective and raise 
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quantifiable student quality indicators, increase institutional prestige and demand for 

enrollment, and establish an ongoing and self-perpetuating cycle.   

 
Figure 1.4 The Private Selective Model of Enrollment Management (Phase III) 

 

In summary, PVA and PVB embraced short-term losses in the hope they might 

facilitate long-term gains.  Although there is concern that tuition discounting may be an 

irrational behavior that leads institutions to collectively increase commitments to merit-

aid, regardless of the tangible benefits of doing so, findings from this study give credence 

to the idea that institutions may be extremely strategic with regard to tuition discounting.  

Indeed, findings suggest institutions might incur short-term losses as a consequence of 

tuition discounting to ultimately achieve long-term financial gains.   

 You know, as an institution, one of the ways that we helped to be able to 
 build our enrollments and build our applicant pool and to build our profile 
 was to start doing merit scholarships.  Prior to my coming in, we didn’t 
 offer merit scholarships.  We just started doing those nine years ago.  And 
 so, it had, certainly, an incredible impact for us as an institution.  It 
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allowed us to be able to compete with schools that we hadn’t competed 
 with before, to be able to raise the profile.  As you raise the profile, then 
 you become more of that forbidden fruit; more people want it and so it’s 
 kind of a non-ending type of a process. It kind of builds on the success of 
 what you’ve had from the previous year. (PVB Admin3) 
 

Merit aid has had a significant role in allowing us to be a competitive 
 player in the market… and it is what our competitors are doing as well, 
 and so it makes the playing field more equal. (PVB Admin1) 
 

You want more applications because you can become more selective and 
 when you become more selective you can have a higher academic profile 
 and that feeds some other things in terms of public perception, rankings in 
 publications, and things like that are based on many factors but certainly 
 on how many of your people, your applicants do you accept.   
 (PVB Admin2) 
 

…there’s only a certain number of seats that you have and clearly each 
 year the selectivity has gone up.  More students in the pool, fewer seats 
 there, at least based on sheer numbers of students looking.  So, each year, 
 SAT scores have gone up, grades have gone up, the quality of student, by 
 almost every stretch of the imagination, every stretch of the system, has 
 improved. (PVA Admin2) 
 

…we consciously took a risk some years ago, several, eight, ten years ago, 
 even though we still could have used more students, to say we were going 
 to up our admissions standards and we consciously did that and that was 
 tough for a couple of years…And, as we did that over the first two or three 
 years, it was a little uncomfortable because we did turn away students that 
 could have helped us in terms of having numbers, but the word started to 
 get out…So, there were a few years of adjustment, but once the word kind 
 of got out, the reality is what we had hoped would happen did happen, is 
 that the self-selection process caused more students, the type we would 
 like to have consider us, to start looking at us seriously, and that just kind 
 of built and it really has come up to a crescendo these last couple of years.  
 I think once people see a program that’s quality and desirable, then more 
 people come and want to do it and that’s kind of fed that. (PVB Admin2) 
 

As expected, having initiated the Matthew Effect so as to stabilize enrollment, the 

private master’s institutions sampled intended to eventually utilize their increased 

institutional profiles to dramatically reinforce financial stability.  Once demand for 
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admission was established, PVA and PVB could slightly expand enrollments while 

gradually lowering their discount rates and maintaining their applicant pools, student 

quality, and institutional desirability, thereby maximizing revenue and reinforcing their 

long-term financial advantages.  These advantages would be further amplified by 

utilizing an elevated perception of status to inspire more active and lucrative fund 

development efforts.  Funds could be reinvested in endowments and capital investments 

that would further attract academically proficient students, increase prestige, stimulate 

demand, and help institutions maintain positions of status within the institutional 

hierarchy, along with their financial benefits.  

 Our discount rate actually dropped this year while the academic profile 
 went up.  Why?  Because we could pick and choose more.  People wanted 
 to come and they were willing to come with less of an overall support.   
 They had their little merit-based award.  It might not be so little, 
 might be $10,000-$12,000 a year, that’s pretty good, but they’re willing to 
 come because now this is the institution they really want to go to.  So, we 
 dropped our discount rate this year from the previous year, even though 
 we increased the quality of our students.  So, it’s starting to really pay off 
 and, of course, I know it’s paying off from just what I hear generally in 
 terms of the development issues as well.  People love a winner and they 
 want to be part of a winner. (PVB Admin2)  
 

And, again, we’re a school that’s been around for a long time, but up until 
 8-10 years ago we’d never had a capital campaign, our enrollments were 
 low, the facility here was really struggling in terms of the infrastructure.  
 And so, we’re a university that’s just kind of entering our hey day in many 
 ways.  It was kind of a small secret and we’ve been fortunate.  We had 
 a capital campaign that closed around three years ago.  We reached just 
 about $120 million dollars, which was the largest campaign for any private 
 school in the history of [the region].  So, large numbers of that went into 
 buildings and then went into endowments. (PVB Admin3) 
 

However, efforts to increase selectivity and utilize merit-aid to attract students with 

high academic credentials, strengthening perceptions of prestige and increasing the size 
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of the applicant pool, were not intended to contribute to student quality and financial 

stability alone.  A reliable applicant pool and steady or expanding enrollments allow 

institutions to also more effectively pursue other enrollment goals. 

 And it’s easier to shape the class differently if you have more applications.  
 So, every year we’ve had more applications.  Every year gives us new 
 opportunities to shape in different ways. (PVA Admin2) 
 

But, it has changed now that our survival’s assured and we’re quite 
 healthy in terms of enrollment, we’re quite healthy financially, etc.  And, 
 now we’re trying to engineer a little bit our student body, whereas in the 
 past we did not have that luxury.  So, that’s really changed.  
 (PVB Admin2)   
 

As a result of increased prestige and demand, the private master’s institutions sampled 

are able to pursue other enrollment goals that may enhance the student experience and/or 

allow institutions to more completely fulfill their missions which, as previous qualitative 

data suggest, are quite significant.  Accordingly, administrators and faculty at PVA and 

PVB quite clearly reveal institutional commitments to another pillar of enrollment 

management, diversity, often thought of as a goal related to their Jesuit Catholic and 

Catholic identities. 

 But there’s also that social justice mission where we also want to have 
 diversity… (PVA Engl) 

 Geographic diversity is very important to us in that we know states where 
 there may not be another Jesuit institution, we want the diversity of having 
 a certain number of people from [western states]…The other one that we 
 look at is socioeconomic diversity.  Most of the data in the country says 
 that most high school students come from pretty homogeneous 
 backgrounds and come from the same areas.  So we want to know what 
 can we do to create environments where students are learning from each 
 other and engaging the diversity that they have.  So it goes far beyond 
 race.  Students who might have a disability of some kind, we want that 
 diversity here as well.  Religious diversity is something that is really 
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important to us even though we are a Jesuit Catholic institution; religious 
 diversity is important to us.  Sexual orientation.  Whatever those different 
 things might be, that diversity is important because we think that the 
 learning environment is better for everybody. (PVA Admin1) 
 

So, I think, each year we try to strike a balance with that (student quality 
 and diversity) and I don’t think there’s any particular formula we work 
 with, except to say that it’s extremely important that we have a diverse 
 campus environment, which is not only about ethnicity, but it’s about all 
 kinds of diversity that we would seek to promote. (PVA Admin2) 
 

That’s an enrollment goal; diversity, for sure, in a lot of different ways.  
 Certainly, ethnic diversity is a big important goal for us.  We are in the 
 [western part] of the United States so that’s a pretty challenging thing in 
 this part of the country because it’s not a particularly diverse area, but our 
 goal is to increase our diversity as much as we can.  We’ve done that a 
 little bit, but we have a long way to go.  But, that certainly is a goal.  Right 
 now, we’re also looking at a diversity issue in terms of male-female, as we 
 are predominately female right now and would like to see a little bit closer 
 balance on that. (PVB Admin2) 
 

…they want to have a strong mix of people to get away from their kind 
 of White wealthy monochromatic feel that the place has had in the past. 
 (PVB Engl) 
 

So, from one standpoint there’s a sense of it provides a better education  
 because you have a much richer conversation, a much richer discussion, 
 but then the other part is just as a Catholic institution, certainly, that 
 [diversity] would be one of the goals.  I think that Catholic universities 
 traditionally, if you go back historically here in the United States, many of 
 them are located in urban locations, they’re located in areas, a place where 
 they could serve the poor, the disadvantaged, the disenfranchised.  And so, 
 from a historical standpoint, that’s what Catholic education has always 
 been about, serving those populations. (PVB Admin3) 
 

Thus, it appears both private master’s institutions sampled are guided by a philosophy 

such that the ends justify the means.  Although merit-aid scholarships may not always go 

to students with actual financial need, efforts related to the strategic use of aid to 

reinforce prestige and ultimately contribute to financial stability amidst a changing 
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economic context have potentially allowed these institutions to more effectively realize 

social justice components of their missions.  Having initially prioritized prestige and 

long-term financial stability, PVA and PVB were eventually willing and able to prioritize 

diversity and provide access to underserved populations.  In fact, in addition to the 

obvious financial benefits of gradually increasing the size of its enrollment within 

reasonable boundaries, another reason PVA seeks to expand its enrollments is to maintain 

access for underserved populations. 

 So part of it’s a financial piece of this is where we think we can really 
 maximize our size and scope.  The other part is access; we don’t want to 
 increase the tuition so much.  We could just decrease the number of people 
 and increase the tuition, but we don’t want to do that because we’re 
 committed to being an institution that allows people to access a Jesuit 
 education… (PVA Admin1) 
 

As such, the complex means through which the private master’s institutions sampled 

envision the pillars of enrollment management comes into view.  More specifically, on 

the surface, it would appear a desire for financial stability coupled with institutional 

commitments to their missions and related goals, including diversity and access, may be 

driving the push for some institutions to prioritize efforts at enhancing prestige by way of 

student quality.  

Recruitment Strategies 

 Knowing that procuring demand amongst a large applicant pool is at the heart of the 

enrollment approach previously described, it would seem appropriate to more closely 

examine how the private master’s institutions sampled in the study recruit students and 

achieve their enrollment goals.  In addition to the strategic use of aid, there are myriad 
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ways institutions recruit students.  The following represent the most prevalent marketing 

and recruitment strategies as revealed by the private master’s institutions sampled.  In 

general, one will find these strategies tend to center on protecting the interests of the 

institutions rather than necessarily seeking to find the best fit between prospective 

students and institutions.  As previously discussed, institutions may feel they must 

prioritize student quality to become financially secure in today’s changing economic 

context, thereby allowing them in time to also focus on fulfilling enrollment goals related 

to their mission that tend to benefit society.  As such, the following marketing and 

recruitment efforts are most certainly not objective in nature, but instead reflect a 

coordinated institutional pursuit to cultivate applicants, partly by maintaining and 

marketing institutional desirability, in the name of long-term revenue maximization.  One 

will soon realize that, although much of the data points to institutional desirability as 

being primarily perceived and promoted by institutions as a function of prestige, 

institutional recruitment efforts are multi-faceted.  Consequently, institutions appear 

anxious to shape perceptions of desirability and expand applicant pools through 

numerous methods.   

 Use of Private Consulting Firms. As institutions seek to invest in marketing and 

recruitment efforts, they sometimes turn to private consulting firms to help organize and 

inform their strategies.  Gone are the days when institutions blindly cast out their fishing 

nets in hopes of landing a big fish.  Instead, institutions now request the assistance of 

professional guides as they take to the open waters of the world of admissions.  These 
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guides help institutions most efficiently utilize their time and resources to market the 

institution and attract quality applicants and, subsequently, revenue. 

 You know, all institutions are becoming aware of how they use limited 
 dollars to market and I don’t know how much time you’ve spent with 
 Noel-Levitz or any of these market-driven enrollment firms but they will 
 help you to be very very specific, to target limited resources towards the 
 people that you’re interested in attracting and have the greatest potential of 
 getting.  That’s the game right now, if you will.  No more blanket 
 marketing for anyone out there; it’s how do you market to those folks that 
 you’re most interested in and that you have the greatest chance of 
 recruiting and retaining. (PVA Admin2) 
 

Oh, we’ve used consulting firms on and off forever for specific purposes.  
 You might be with them a couple years, “How do we package financial 
 aid?  How do we want to present ourselves publicly?  What about our 
 publications?  What about our communications plan?”  Oh, we definitely 
 have consultants for a variety of different things.  So, hop on a contract for 
 a year or two for one particular piece, then this other group will come on 
 in.  But, you always have consultants.  Everybody has consultants.  If they 
 don’t, they’re stupid. (PVB Admin2) 
 

Some of these consulting firms help institutions purchase new markets.  Although both 

private institutions sampled highlighted the widespread practice of purchasing PSAT 

names for use in direct mailings, institutions sometimes turn to outside consulting firms 

for new recruitment ideas so as to help gain an advantage in the admissions game, to be 

one step ahead of their competitors as they pursue applicants.  For example, this past year 

PVB contracted with a consulting firm and was informed of a new method for expanding 

its applicant pool.  

 Working with a firm out of Richmond, Virginia, the dean of admissions 
 and I, with some other folks, visited and spent a day there.  They have 
 what they call the “Fast App,” and they identify populations that have over 
 the years not become a part of a two or three year recruitment strategy.  
 For example, we buy names from educational testing service like a lot of 
 schools do, and we buy them from names of people who sit for the SAT in 
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their sophomore year; we also do that for the junior year.  Very few people 
 do that with senior year folks who take the SAT for the first time and they 
 sort of have fallen through many cracks.  And we did some of that this 
 year in recruiting, sending an initial recruiting letter to students who 
 otherwise haven’t been in a long time recruitment mode of identifying 
 schools as early as their sophomore or junior years of high school…So 
 now, what we did this year, was take a whole new group of people who 
 weren’t in that process, who just took the SAT for the first time their 
 senior year, and put 30,000 of those people into our recruitment.  
 (PVB Admin1) 
 

I just can’t wait to see next year because probably the reason that our 
 applications were up is we went to something called the priority 
 application through a consulting agency and we received way way more 
 applications than even the consultants predicted we would have.  And, 
 that’s why we have such a very large and strong applicant pool this year. 
 (PVB Admin2)    
 

Creating New Markets. However, institutions need not always buy markets.  

Enrollment personnel within the private master’s institutions sampled also describe ways 

of creating new markets that attract desirable applicants and ultimately serve each 

institution’s economic interests.  For example, members of the institutions sampled 

describe the need and/or desire to bring in more male students to help balance the male-

female ratio (thought to impact retention for all students) and make their institutions more 

attractive for prospective male students.  This sometimes entails creating new majors, 

investing in particular academic programs (at the potential expense of others), and 

devoting funding to athletic programs. 

 We are 60% women and some people at the institution would say should 
 strive to be as 50-50 as possible; other people are saying, “What’s the 
 problem?  When we were 60% men and 40% women we weren’t trying to 
 do all sorts of things?”  People are saying, “Is there affirmative action for 
 the men?  Are men with lesser abilities able to be admitted?”  And I don’t 
 think that’s happening but we have been looking at things like, “Maybe 
 we should make baseball go Division I, you know, NCAA, and that way 
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having different kinds of sports here will attract different kinds of 
 students.  It’s only, it’s a club sport but, do we pump some money into 
 having a nicer rugby program because that’s 50 guys that all of a sudden 
 we’re going to have attracted?  And do guys want to be around other guys 
 when guys are playing sports?”  So we’re looking at those issues but I 
 don’t think it’s a big one. (PVA Admin1) 
 

…we just brought on a sports management program.  Well, why do you 
 bring on a sports management program?  Well, most independent 
 institutions are struggling with their male students, to get more male 
 students.  So how do you do that?  Well, you create majors, for one, that, 
 in fact, attract male students.  You create additions to sports recreation, 
 recreational sports, athletics, in ways that also would tend to attract more 
 male students.  So we now have rugby, we now have men’s and women’s 
 lacrosse, we now have upgraded the baseball program.  Those are all very 
 intentional, enrollment driven kinds of things.  Now obviously you’re 
 meeting the needs of students, but you’re also creating an environment 
 that is more conducive to certain kinds of students coming.  
 (PVA Admin2) 
 

…right now they’re trying to build the engineering and business programs 
 up, I think partly because they’re concerned about the ratio of female to 
 male… (PVB Hist) 
 

Interestingly enough, PVA and PVB do not mention a need or desire to create new 

majors or develop programs that might attract minority students and facilitate retention 

for students of various ethnicities.  Instead, the stated focus is on establishing and 

maintaining diversity through a more visible gender balance.     

 On a related note, institutions do not always shoulder the financial burden of creating 

new markets for recruitment.  There is evidence a desire for revenue may lead institutions 

to partner with the private sector to assist in providing programming that attracts students.  

For instance, PVB’s nursing program is sponsored by a major hospital that pays for 

students to attend the final two years of the program should they agree to also spend their 

first four years working for the hospital following graduation.  This reflects the 
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development of a synergistic relationship between the institution and the private market; 

the hospital needs well-educated workers, while the institution needs funding.  By 

partnering with PVB, the hospital is able to utilize the institution as a dependable pipeline 

for its workforce.  By moving toward the market, the institution is able to free up funding 

for other areas (such as merit scholarships) while benefiting from increased demand for 

its nursing program in response to the potential for a less expensive education in a 

growing, lucrative field.  As usual, demand likely results in a larger and more 

academically proficient applicant pool, increased selectivity, and a more visible and 

desirable institutional profile.  This profile may generate revenue from prospective 

nursing students willing to pay more for initial access to the program and its tangible 

benefits.  Such a profile may also increase visibility and a perception of quality (and 

perceived commitment to service through the helping professions) for the institution as a 

whole.  Once again, in the long run, a heightened institutional profile may positively 

influence overall recruitment efforts and satisfy financial goals by attracting a steady 

stream of quality applicants who expect fewer financial incentives to attend.  The 

importance of perception as it pertains to enrollment should not be underestimated. 

 When people see you’re successful in one thing, whether or not, fairly or 
 not, it translates to everything.  People think it does.  “If you’re good in 
 this, well, you must be good in that, you know.” (PVB Admin3) 
 

Consequently, it is little surprise administrators and faculty affirm the nursing program at 

PVB has dramatically expanded in recent years, despite reportedly adverse effects upon 

the male-female student ratio and class availability. 
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On-line Applications. The use of technology appears to be a common method for 

increasing an institution’s applicant pool.  Both PVA and PVB allow visitors to their 

websites to apply for admission on-line, thereby making it easier than ever for students to 

submit an application and for the private master’s institutions sampled to maximize the 

size of their applicant pools.  Printed recruitment materials from both institutions market 

various aspects of institutional desirability and invite prospective students to visit 

institutional websites for more information.  This further enhances the potential for 

students to eventually apply on-line.    

 Niche Marketing. Additionally, each of the private master’s institutions sampled seek 

to establish a niche that can be marketed externally and attract applicants.  Niche 

marketing involves creating a particular image, an appealing brand that persuades 

prospective students to desire an institution’s product, leading them to apply to and 

potentially attend a given institution.  In addition to attracting students to institutional 

prestige as a function of quantifiable student quality, PVA and PVB establish their 

recruitment niches and seek to attract students through their religious identities.  Their 

websites and printed recruitment materials speak to Jesuit Catholic and Catholic identities 

as enhancing institutional quality, setting these institutions apart from their competitors, 

including one another.  For example, PVA’s printed recruitment materials note that 

“Jesuit education represents a high standard internationally” and that someone who is 

Jesuit educated has met “a high standard of academic and values-oriented preparation.”  

Likewise, PVB’s website points to the “strong intellectual, social and moral base” 

students form during their time at the institution, a by-product of a Catholic university 
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with “a traditional, values-centered education.”  The use and value of niche marketing for 

recruitment purposes is further described by administrators and faculty at the private 

master’s institutions sampled. 

 So, for us, from a marketing standpoint, we had this incredible niche, but 
 we weren’t using it at all, we weren’t classifying or even talking about 
 ourselves as a Catholic institution.  So, we changed all the publications, 
 changed everything that we do in terms of how we market to reflect that 
 we are [the state’s] Catholic university.  Whether you’re Catholic or not, 
 there’s a connotation of excellence that comes with that when people think 
 of Catholic education and so there’s a huge advantage for us to be able to 
 do that.  That also coincided with kind of an emerging conservatism in the 
 country.  As a conservatism started to take root, we’ve seen in the last  
 10-12 years, hand-in-hand with that there’s been a sense of not only 
 political conservatism but religious conservatism and so to be able to 
 define ourselves in terms of values and morals in some ways was an 
 advantage for us that other schools locally couldn’t necessarily be able to 
 do... Schools that are successful with their enrollments are the ones, and 
 I’ve been in this business for 20 years, the schools that are successful in 
 terms of building long-term sustainable programs are the ones that are able 
 to kind of define what their niche is, where they fit within a market, and 
 then to be able to market that to the greater population. (PVB Admin3) 
 

And the Jesuit education sells sometimes…we get a lot of students that 
 look at us because of who we are… (PVA Admin2) 
 

That’s the way the president referred to it, as a market niche in the 
 admissions game.  This is something distinctive that we have and we 
 should highlight it and things like this. I’m not sure exactly what they’re 
 doing differently recruitment-wise, but I’ve heard that we have a new 
 admissions director and that one of the things he did was decide to target 
 Catholic high schools.  I don’t know if that’s true.  I don’t know if it’s 
 something that hadn’t been done before, but that’s sort of one of the 
 thing’s that’s out there.  I know the number of Catholic students who 
 enter, that the percentage is one of the thing’s that’s watched because we 
 get statistics about it in the fall.  They’ll send us statistics on that.  It’s 
 probably considered good that that number goes up and I think there is a 
 big priority to sort of being Catholic, being iconically Catholic.  
 (PVB Hist) 
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Athletics. As previously mentioned, the private institutions sampled utilize athletic 

programs to help attract male applicants and balance the male-female student ratio.  

However, institutions also invest in their athletic programs so they can market athletics 

and create visibility, thereby attracting both male and female applicants.  The prestige of 

PVA and PVB’s athletic programs is consistently marketed through the institution’s 

printed recruitment materials.  PVA boasts of its intercollegiate athletic championships 

within the pages of its recruitment booklets, while PVB goes so far as to include a 

separate pamphlet completely devoted to discussing the excitement and pride associated 

with one of its recent championship sports teams.  Intercollegiate athletics, especially 

well-performing athletic teams, have the potential to increase visibility for institutions 

and make them known and appealing to potential students, a crucial necessity for any 

institution. 

 Oh, of course, for visibility purposes it’s very very important to us.  We’ve 
 had some considerable success in _____; we’ve had two national 
 championships in the last four years.  We’re a small school, and that’s 
 brought us great notoriety and visibility.  From that point of view it’s sort 
 of a window to the campus.  Athletics is real important.  In terms of our 
 numbers it’s not and, of course, it’s a loss, you know.  It just is.  There’s 
 no way you can represent it as a gain financially unless you attract a lot of 
 students, but it does open people’s eyes and make them aware you exist.  
 And, for a small school, that’s always the first thing, “Well, who the heck 
 are you?”…So, it’s kind of helped us in that regard.  Visibility’s really 
 increased, particularly in the last several months since this last 
 championship.  That’s just been a huge, “Oh yeah, you’re the _____ 
 champions.”  “Yeah, yeah, we are.”… There’s a big commitment by the 
 institution and the new president is a little bit more focused on success in 
 the athletic arena for a variety of reasons, but certainly that being one of 
 them, than previous presidents have been.  So, I think they definitely view 
 that as an important part of our recruitment strategy generally… 
 (PVB Admin2) 
 



108

Segmenting the Market. Another recruitment strategy utilized by institutions 

(sometimes with the assistance of consulting firms) is to segment the market in pursuit of 

desirable student populations.  Such populations tend to consist of students with a high 

probability of enrolling, potentially increasing short-term revenue, or who have certain 

characteristics that may enhance the long-term financial well-being of the institution.  

Consequently, with the best interests of the institution in mind, an institution may utilize 

extensive geo-demographic data to segment the market and target recruitment efforts on 

students who may identify with the institution in some capacity, whose socioeconomic 

status may steer them toward applying to and/or attending the institution (and who likely 

have higher academic credentials that may boost an institution’s profile), or who simply 

reside in an area historically prone to applying to and/or attending the institution. 

 I brought in some of that types of stuff, being able to figure out how to 
 segment the market, being able to use the different geo-demographic types 
 of things to be able to target certain populations that would have a higher 
 likelihood of enrolling.  For instance, you can break it down to zip codes, 
 you can break it down to streets and say, “What’s the likelihood from a 
 socioeconomic basis from that area that a student’s going to apply to us, 
 the likelihood that they’re going to be able to enroll?”  So, we’ve put a lot 
 of those types of things, those types of metrics into place. (PVB Admin3) 
 

What we do is we have feeder schools that have been successful in the 
 past.  So, if we know they’re schools where we get a certain number of 
 people from the school every year and they’re always really successful, we 
 might target more to that school…We probably target more at some of the 
 Catholic high schools because we’re a Catholic university.   
 (PVA Admin1) 
 

Moving to Out-of-State Markets. Enrollment personnel within both PVA and PVB 

describe an intentional movement to recruit students from outside the region.  Two 

different explanations are given for this stated trend.  On one hand, especially if 
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institutions are located in a fairly demographically homogenous region, institutions may 

simply want to recruit out of state to enhance the student experience by recruiting a more 

geographically diverse class. 

 Diversity is huge…that’s not as much of a challenge for us as if we were, 
 say, in the Southwest or on the East Coast.  We want to provide real care 
 for each student in terms of how we make the class.  So, we want people 
 who are from a wide variety of areas.  Mainly we know the [region] is 
 going to be the home base, but we’re expanding into other areas, 
 especially states where we know the number of high school students are 
 increasing…Geographic diversity is very important to us…(PVA Admin1) 
 

As noted, diversity in this case is strictly defined from a geographic standpoint.  Just as 

diversity was earlier conceived as a function of gender when creating new markets, 

recruitment strategies stressing ethnic or even socioeconomic diversity are noticeably 

absent within the private master’s institutions sampled.  Rather, diversity appears to be 

defined in a manner that serves each institution’s financial interests.  More specifically, a 

pursuit of geographic diversity may simply bring in more high socioeconomic students 

with the ability to pay.  Thus, considering the relatively strong focus on maximizing 

revenue, a movement out of state may be justified as facilitating geographic diversity but 

may merely serve as a cover for more financially self-serving motives.  

 Consistent with the motivation behind other recruitment strategies, the private 

master’s institutions sampled may also be moving out of state to expand the size of their 

applicant pools.  This, of course, allows the institutions to be more selective, reinforcing a 

perception of institutional prestige that may translate to financial gains by decreasing the 

institution’s discount rate.  One method of securing more applicants from out of state is to 
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develop relationships with high school counselors, planting marketing and recruitment 

seeds throughout the nation’s secondary schools. 

 Now, some of those [high school counselors] are never ever going to send 
 a student here.  We bring people from Georgia and Florida, we bring them 
 from all around the country.  We do those types of things very well, so we 
 figure they have a great experience, they go back home, and they say, 
 “You know, God, this little school in _____, 3,000 students but, you 
 know, what a great school,” and so, there’s a very direct correlation when 
 we do our research that every time we do one of those programs we see 
 blips in terms of the numbers of applications that start to come through, 
 not just from that school, but from that area…I spend more, put more 
 emphasis on counselors than I do on students because the students, no 
 matter what, will always follow the counselors. (PVB Admin3)   
 

Raising the Profile of Faculty. The importance of building an institution’s reputation 

with concern to an institution’s fiscal health has been closely addressed.  Prestige and 

revenue are in many ways interrelated.  It should be of little surprise then to find that 

faculty roles are changing at master’s institutions.  Although master’s institutions have 

traditionally not been research-oriented, faculty members say there is a growing emphasis 

on research and publication, blurring the lines between research and master’s level 

institutions.  Considering the heightened competition between all types of institutions in 

response to the changing economic context, this is not at all surprising.  Institutions may 

depend upon an esteemed profile to stimulate demand and cultivate applicants.  The 

profile of professors has been equated with institutional quality and can be marketed 

externally to enhance institutional desirability.  As such, printed recruitment materials 

from both PVA and PVB market the scholarly activities of faculty members, nullifying 

any advantages previously held by research institutions.  These materials also highlight 

the potential for students to be involved with faculty research, likely attracting 
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academically proficient applicants in search of such opportunities.  As has been discussed 

in-depth, academically proficient applicants may contribute to institutional prestige, 

demand, and, ultimately, generate revenue.  This newly established institutional 

commitment to research and publication is further addressed by the following statements 

from faculty members at the private master’s institutions sampled.    

 Well, the biggest change over time has been the increasing faculty 
 emphasis on research and publication, and this has led to an increased 
 faculty emphasis on undergraduate research.  We just had last Friday an  
 undergraduate research conference that we’ve been doing the last two or 
 three years.  So there’s a really strong sense of wanting to be more visible 
 as an academic community, just a strong place for undergraduates to do 
 research with faculty.  (PVA Engl) 
 

It used to be that a lot of the faculty came from the [public flagship]; now 
 very few come just from the [public flagship].  They come from all over 
 the country and very high prestige schools; Ivy League schools, the public 
 Ivy League schools, just an enormous array.  If you look at the 
 complexion that’s sort of the CV’s of the faculty, it’s a very different 
 place.  Research up until 10 years ago was something you that might want 
 to do, but your tenure decisions were not based on what your research 
 was.  That is not the case anymore and I think it’s a general trend across 
 the country of people that want to boost their own image of themselves.  
 And so when you hire faculty that come from Yale and Cornell and Johns 
 Hopkins and UCLA, they come here and they’re going to bring a set of 
 assumptions with them about what a university is all about. (PVA Hist) 
 

They’re trying to raise the profile of their professors.  So, it’s not a 
 research institution but they’re increasing the number of publications that 
 they want faculty to have done.  They want us to be nationally known 
 professors as opposed to just teachers…they’re very much promoting 
 research, giving university professors summer grants for research 
 scholarships.  So, that seems to be growing as a way of getting more  
 high-profile faculty interest in the university…The institution is driving it 
 because it’s one way they can, they feel that PVB can be a stronger place 
 for its students, for recruiting purposes and all that. (PVB Engl) 
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Marketing Consumables. Finally, interview data from the private master’s 

institutions sampled reveals a commitment to marketing consumables in an effort to 

enhance institutional desirability and develop large applicant pools.  In an effort to attract 

applicants, institutions may stimulate demand by intentionally capitalizing on and 

promoting a consumer mentality prevalent among today’s students.  Consequently, 

institutions market the consumable aspects of their product, including their facilities, 

physical environment, use of technology, student programs, and location.  Websites and 

printed recruitment materials for both PVA and PVB heavily rely on this strategy.  

Marketing tools from these institutions proclaim millions of dollars in construction and 

improvements; “state-of-the-art classrooms;” “expanses of green grass” overlooking 

“panoramic views of the city;” access to a “free campus-wide wireless network;” 

programs that ensure students “never run out of things to do;” and proximity to  

“world-class,” “nationally recognized” cities.  This focus on satisfying a consumer 

mentality is further explained by the following quotes:    

 Part of it is, we probably need to pump more money into facilities.  When 
 you look at who our cross-applicants are, we often compete with schools 
 that physically, in the physical make up of the campus, buildings, those 
 places look better than we do…we could pump a certain amount of money 
 into the facilities so that our students would say, “Wow, we know that you 
 cost $30,000 or whatever it might be and you look like you cost it,” as 
 opposed to right now, we cost a certain amount and students go, “You cost 
 that much?!  You don’t have new residence halls.  You don’t have a new 
 athletics and recreation center.  Your library…”  Things like that…we 
 need a quality environment for the people who are here and we know that 
 that quality environment will attract other people. (PVA Admin1) 
 

Prospective students visit campus, they envision what their life would be  
 like here.  We have this building that looks like it’s falling down and  
 apparently it is and students make admissions decisions based on things  
 like that, unfortunately.  So, I don’t really blame them for that because if it 
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does increase recruitment of good students, ultimately that will kind of 
 leaven the loaf.  But, I think that’s going to be drawing a lot of money. 
 (PVB Hist) 
 

On a related note, marketing items from both private master’s institutions highlight what 

students can expect to gain from the educational product being offered.  For example, 

PVA and PVB’s recruitment materials remind prospective students that the institutions 

produce “highly competitive, highly sought-after graduates” who are “highly valued by 

employers for the quality of the education and training they have received.”  Graduates 

can also anticipate reaping the benefits of access to, in PVB’s case, “20,000 alumni in 50 

states and 61 countries.”  By focusing on what students can tangibly gain through 

attendance, enrollment managers within the private master’s institutions sampled hope to 

effectively market the desirable characteristics of their products and, as is the case with 

all of the recruitment strategies addressed, successfully cultivate a sizable applicant pool 

en route to securing sustainable revenue.         

Analyzing Quantitative Outcomes for the Private Master’s Institutions Sampled 

 To determine the effects of the aforementioned enrollment priorities and recruitment 

strategies, this analysis will now examine historical descriptive data sets.  These data sets 

provide data concerning enrollment trends from 1990 to 2003 and statistically reveal the 

extent to which stated enrollment goals and recruitment strategies at the private master’s 

institutions sampled are rendering desirable outcomes.   

 As expected, the number of applicants has dramatically increased at the private 

master’s institutions sampled.  This is not surprising considering the stated importance of 

cultivating a large applicant pool to meet PVA and PVB’s enrollment goals.  Many of the 
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marketing and recruitment strategies in place at these institutions also tend to focus first 

and foremost on attracting applicants.  In addition, the number of enrolled students has  

increased at both institutions, especially at PVA, consistent with a stated desire for 

sensible growth that also maximizes revenue. 

 
PVA PVB 

% change of applicants 
95% 

(1993) 90% 

% change of enrolled 
students 

44.9% 
(1990) 18.7% 

Consistent with findings from interview data and counter to some qualitative evidence 

displaying commitments to the state and region, it appears at least one of the private 

master’s institutions sampled is moving out of state to maximize its applicant pools.  

More specifically, the percentage of PVA’s total freshmen who identify as in-state 

residents has declined 24% from 1990 to 2003.  However, PVB bucks this trend, slightly 

increasing the percentage of its total freshmen defined as in-state residents during this 

period.  Interview data shows PVB does intend to recruit more out-of-state applicants.  

These statistical findings may be representative of a fairly recent movement out of state 

for recruitment or may speak to the ineffectiveness of these efforts. 

 

PVA PVB 
% change of total freshmen who identify 

as in-state students  (-)24% 5% 

Actual % of freshmen from in-state in 
2003 43% 65% 
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With revenue maximization a central focus, there is evidence the private master’s 

institutions in the sample are primarily prioritizing and enrolling new freshman 

undergraduates.  Despite stated commitments to transfer students, transfer rates have 

sharply dropped at PVB and slightly declined at PVA.   

 
PVA PVB 

% change in transfer 
enrollment (-)1.8% (-)61% 

Actual # of transfers in 2003 437 141 

Available data consistently shows the private master’s institutions sampled as having 

become more selective.  These institutions appear to have become less selective, 

increasing the freshman acceptance rate during the mid-1990’s, likely in response to a 

reportedly constrained pool of available students.  However, the private master’s 

institutions sampled have since lowered the freshman acceptance rate and increased 

selectivity.  This is consistent with qualitative data detailing a desire to increase 

selectivity, and logical considering a demonstrated statistical increase in the number of 

applicants. 

 
PVA PVB 

Change in Selectivity from 
1999 to 2003 4.4% 9% 

Change in Selectivity from 
1996 to 2003 (-)0.1% n/a 

Change in Selectivity from 
1993 to 2003 (-)5.7% n/a 

Change in Selectivity from 
1990 to 2003 n/a (-)0.7% 

Actual Acceptance Rate in 
2003 82% 79.5% 
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Qualitative data analysis clearly reveals an institutional desire by both PVA and PVB 

to improve quantifiable indicators of student quality.  Statistical data provides detailed 

evidence that this desire is being fulfilled.  The percentage of total freshmen with grade 

point of averages of 3.0 or better and SAT scores have increased at the private master’s 

institutions sampled.   

 
PVA PVB 

The % increase of total 
freshmen with GPA's of 3.0 28% 29% 
Actual % of freshmen with 

GPA's of 3.0 or better in 2003 90% 93% 
% increase of total freshmen in 

top 10% of graduating class (-)2% (1999) 10% 
Actual % of freshmen in top 
10% of graduating class in 

2003 28% 35% 
Freshman SAT verbal 75% up 20 points up 80 points 
Freshman SAT math 75% up 80 points up 70 points 

Actual freshman SAT scores at 
75% in 2003 610/620 630/640 

With qualitative data clearly delineating the importance of generating revenue through 

institutional enrollment efforts, one would expect to find significant tuition and fee 

increases at the private master’s institutions sampled.  This expectation is completely 

satisfied by quantitative data revealing dramatic tuition and fee increases at both private 

master’s institutions sampled. 

 
PVA PVB 

% change in 
tuition/fees 101% 164% 

Actual costs in 2003 $20,070 $22,020 



117

As one might expect, increases in tuition and fees in pursuit of revenue may also 

increase need among students.  This appears to be the case among the private master’s 

institutions sampled.  Need seems to have increased at a particularly stunning rate at 

PVB, which is of little shock considering the pace that tuition and fees have risen there.  

However, especially concerning is the level of aid that is being offered to students in 

need.  Although nearly every student with documented need is offered aid, institutional 

desires for revenue maximization may be contributing to a decline in the percentage of 

enrolled freshmen with need offered the full amount needed.   

 
PVA PVB 

% change of total freshmen with 
financial need 5.5% 26.1% 

Actual % with need in 2003 69.4% 61.6% 

PVA PVB 
% change of total freshmen with need 

offered aid (-)0.2% 0% 

Actual % with need offered aid in 2003 99.2% 100% 

PVA PVB 
% change of total freshmen 

with need offered full 
amount needed 

(-)23.1% 
(1996) (-)54.9% 

Actual % with need offered 
full amount needed in 2003 46.1% 45.1% 

Finally, it would seem prudent to determine the extent to which the enrollment 

priorities and recruitment strategies of the private master’s institutions sampled are 

impacting diversity and access, especially considering PVA and PVB having described 
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diversity and access as substantial enrollment priorities.  Based on historical descriptive 

data, it appears ethnic diversity and access at PVA and PVB have been influenced 

similarly in some ways and quite different in others.  The percentage of freshmen 

students at PVA and PVB who identify as minorities has increased tremendously from 

1990 to 2003, with PVA maintaining a significantly high percentage of freshman 

minority students.  

 
PVA PVB 

% change of total 
freshmen who identify as 

minorities 16% 9% 

Actual % freshman 
minorities in 2003 43% 18% 

However, it is important to more closely analyze the composition of the minority 

populations at the private master’s institutions sampled with concern to their three largest 

minority groups.  Upon closer examination, it appears both PVA and PVB have high 

percentages of Asian students within their student populations.  This is especially true at 

PVA, where nearly 25% of the total student population is classified as Asian.  The 

percentage of Asian students as part of the total student population has risen more quickly 

than any other minority group at both PVA and PVB.  One might explain this finding by 

assuming these institutions are located in states with significant Asian populations.  

However, existing data shows that not only are the Asian populations in these states not 

the largest minority group percentage-wise within the total population; they are also not 

the fastest growing minority as a percentage of the total population.  This status belongs 

to the Hispanic/Latino population.  Therefore, Asian students are dramatically 
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overrepresented at the private master’s institutions sampled.  One should note that PVA, 

in particular, has made noticeable strides to increase both its Black and Hispanic/Latino 

student populations to the point that percentages of these minorities within the total 

student population do reflect and even exceed the representation of these populations 

within PVA’s state demographics.  While PVB’s Black student population is 

representative of the Black population within its state, its Hispanic/Latino student 

population is significantly underrepresented. 

 

PVA 1990 1996 2003 

PVA 
Change 
1990 – 
2003 

*1990 – 
State 

Census 

*2004 –  
State 

Census 

*State 
Change 
1990 – 
2004 

(% Black) 2.7% 2.8% 4.7% 2.0% 3.1% 3.5% 0.4% 

(% Asian) 14.7% 25.7% 24.9% 10.2% 4.3% 6.3% 2.0% 

(% Hispanic/ 
Latino) 1.1% 2.5% 9.1% 8.0% 4.4% 8.5% 4.1% 

PVB 1990 1996 2003 

PVB 
Change 
1996 – 
2003 

*1990 – 
State 

Census

*2004 – 
State 

Census 

*State 
Change 
1990 –
2004 

(% Black) 1.0% 1.9% 0.9% 1.6% 1.8% 0.2% 

(% Asian) 5.8% 9.5% 3.7% 2.4% 3.4% 1.0% 
PVB 

Change 
1999-
2003    

(% Hispanic/ 
Latino) 

3.5% 
(1999) 2.5% (-)1.0% 4.0% 9.5% 5.5% 

*SOURCE: U.S. Census Bureau 
 

Based on the above demographic statistics, one might draw the conclusion that the 

enrollment priorities and recruitment strategies of the private master’s institutions 
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sampled, consistent with the Private Selective Model of Enrollment Management, may 

advantage certain minority populations more than others.  However, one need also 

recognize the socioeconomic status of the various minority populations highlighted.   

 

Race 
Median Household Income in 

United States (2004) 
Black $30,134  

Asian $57,518  

Hispanic/Latino $34,241  

White $48,977  

SOURCE: U.S. Census Bureau 
 

Taking into account the median household income for each of the minority populations, a 

pattern emerges.  More specifically, it appears enrollment priorities and recruitment 

strategies centered on revenue maximization at the private master’s institutions sampled 

are first and foremost facilitating socioeconomic homogeneity.  Consequently, Asians are 

likely overrepresented not because these private master’s institutions are actively 

targeting Asian students necessarily but because these institutions are prioritizing and 

pursuing those with income and an ability to pay.  As such, a greater percentage of 

students benefiting from access to the private master’s institutions sampled are among the 

already advantaged.        

 In summary, the private master’s institutions sampled utilize a variety of recruitment 

strategies to increase their applicant pools and subsequently realize their enrollment 

priorities.   Although the strategies addressed have allowed these private master’s 

institutions to dramatically increase student quality and diversity, both stated priorities, 
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evidence also suggests that some minority populations have benefited from these 

strategies more than others due in large part to their socioeconomic status.  As a result, 

the private master’s institutions sampled may be serving as vehicles for social 

reproduction. 
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CHAPTER FOUR (B): FINDINGS CONCERNING PUBLIC MASTER’S 

INSTITUTIONS 

Just as similarities are evident among the private master’s institutions sampled in the 

study with concern to their enrollment priorities and recruitment strategies, the public 

master’s institutions sampled exhibit numerous similarities.  Most significant of these and 

unique to public master’s institutions is the need to balance institutional interests with 

state expectations.  This analysis will now more closely examine each of the qualitative 

data sources to measure how the sampled public master’s institutions say they prioritize 

the pillars of enrollment management and draw out themes related to institutional 

enrollment priorities.  It will then utilize the interview data to tell a more complete story 

of these institutions, bringing together themes concerning enrollment priorities and 

reviewing the recruitment behaviors of these public master’s institutions.  Subsequently, 

quantitative data will be integrated into the analysis to demonstrate enrollment trends at 

the public institutions and disclose the extent to which their stated enrollment priorities 

are being realized.  Ultimately, this section will help answer both research questions as 

they pertain to the public master’s institutions in this study.  As was the case with the 

previous analysis, many of the themes established among the various data sources 

concerning the public master’s institutions overlap, resulting in data triangulation and 

consistency. 

Enrollment Priorities 

 Mission Statements. Much like the private master’s institutions sampled, mission 

statements for the public master’s institutions in this study define institutional quality, the 
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first pillar of enrollment management, as what the institutions seek to provide rather than 

as a reflection of incoming student quality.  The mission statements are mainly centered 

on declaring institutional commitments to providing quality academics, facilitating 

student development, and offering personalized student experiences.  For example, PUA 

states that its objective is “to provide high quality undergraduate education” that 

“nurtures the intellectual, ethical, social, physical, and emotional development of each 

student.”  Likewise, PUB is committed to providing “a challenging curriculum” and 

“personalized learning opportunities” while ensuring that “discovery, creativity and 

critical thinking flourish.”  As such, PUA and PUB certainly focus on institutional 

quality, but do not specifically address a desire for enrolling quality students. 

 Surprisingly, stated commitments to diversity, the second pillar of enrollment 

management, are noticeably absent from the mission statements of the public master’s 

institutions sampled.  PUA’s mission statement makes no mention of enrolling a diverse 

student body.  PUB does mention that the institution intends to create a learning 

environment where “students from all backgrounds excel,” but does not detail this 

commitment any further.  Consequently, based on the mission statements alone, one 

cannot be certain that diversity is an enrollment priority at either public institution. 

 Finally, as was the case with the private master’s institutions sampled, neither PUA’s 

nor PUB’s mission statements focuses on the third pillar of enrollment management, 

financial stability.  Once again, institutions may be less inclined to concentrate on 

financial issues in their mission statements than perhaps other more internal institutional 

sources such as strategic plans. 
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Beyond the pillars of enrollment management, the mission statements of the public 

master’s institutions sampled highlight the institutional focus of these institutions, 

possibly revealing institutional values that may influence their enrollment priorities.  

Both PUA and PUB describe or identify themselves as comprehensive universities 

focused on serving the needs of the public.  For instance, PUA states that the institution is 

“focusing primarily on serving undergraduate students throughout the region.”  More 

specifically, PUA’s programs are directed at fulfilling “the educational and professional 

needs of state residents” such that its programs “contribute to the educational, economic, 

and cultural needs of its community which centers on [the state].”  Although much less 

specific, PUB’s mission statement also declares that the institution “supports the 

advancement of knowledge for the public good.”  Based on these statements, both PUA 

and PUB appear to value their public identities and one could therefore reasonably expect 

these institutions to value the enrollment of local residents as well as access for 

underserved populations. 

 Strategic Plans. Although the mission statements of the public master’s institutions 

sampled only subtly address themes related to the pillars of enrollment management, the 

strategic plans for PUA and PUB are much more detailed.  First, these institutions make a 

clearly identifiable commitment to prioritizing student quality and diversity.  PUA 

proclaims the institution will be “distinguished academically by the high quality of its 

students,” who will be “well-prepared and highly motivated students with diverse 

backgrounds.”  PUA intends to “continue to recruit and retain a diverse student 

population.”  This penchant for enrolling academically proficient and diverse students is 
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also asserted by PUB.  PUB states a desire to be “recognized for its high-caliber 

students.”  The institution aspires to “increase the recruitment and retention of 

outstanding and diverse students” and will “monitor enrollment to increase quality and 

access.”  It would appear both public master’s institutions prioritize student quality and 

diversity as prominent enrollment goals. 

 Further, both public master’s institutions yearn for financial stability.  Strategic plans 

for PUA and PUB describe desires for excellence amidst a challenging economic context.  

While PUA seeks “a margin of excellence beyond that which is possible with state 

support,” PUB hopes to pursue “restructured processes and innovative strategies to assure 

high quality in the face of current fiscal challenges in higher education.”  Each of the 

institutions also describes plans for increased fundraising that will allow them to traverse 

difficult current and anticipated economic contexts.  Above all else, these strategic plans 

characterize the public master’s institutions sampled as being quite cognizant of their 

economic well-being.  Consequently, one would expect these institutions to highly 

prioritize fiscal solidity within their enrollment practices.       

 In addition to the aforementioned themes, strategic plans for the public master’s 

institutions sampled also discuss each institution’s intended focus, commitment to 

prestige, and desire for expansion.  Exploring these themes will help to provide a more 

complete perspective concerning the values of the sampled institutions, thereby providing 

a necessary context for understanding their enrollment priorities and recruitment 

strategies. 
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As was addressed in their mission statements, strategic plans for PUA and PUB 

further confirm institutional commitments to the local states and region in which these 

public institutions operate.  PUA notes it “will continue to address responsibly and 

responsively the educational needs of [state] residents” and its main goal “is to maintain 

primacy in providing an excellent public undergraduate education to students of the 

region.”  PUB states it seeks to “meet the economic and societal needs of the state and the 

region” and will “serve as a resource to the surrounding communities, region and state.”  

Once again, both public master’s institutions sampled reiterate their public identities.  

One would assume this heightened sense of public service would likely translate as well 

to each institution’s enrollment priorities. 

 Prestige also appears to be valued by the public master’s institutions sampled.  PUA 

seeks to “maintain primacy” and to remain a university “with national significance.”  The 

institution feels validated by “program reviews, accreditation studies, public surveys and 

nationally published guides to higher education” that “identify it as among the best 

comprehensive universities in the West.”  Likewise, PUB intends to “preserve and 

enhance academic distinction” and “build a distinctive, first-choice comprehensive 

university” as it maintains an identity as “a leading comprehensive public liberal arts 

college.”  Although the types of prestige highlighted by the strategic plans are not 

necessarily depicted as being expressly tied to elements of enrollment, it does show both 

PUA and PUB as valuing institutional prestige in general.  This may, in turn, affect the 

enrollment priorities of these public master’s institutions. 
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Lastly, strategic plans for both public master’s institutions sampled express interest in 

gradually expanding their enrollments.  PUA says the institution “will grow by 150 FTE 

students per year on campus to a maximum of 12,500 FTE students.”  PUB mentions 

plans to “increase enrollment by 200 headcount and 100 FTE for 2006-07.”  As such, one 

would predict controlled growth to be a salient enrollment priority at each institution. 

 Websites. When analyzing institutional websites for the public master’s institutions 

sampled, one begins to notice a substantial difference between PUA and PUB concerning 

the first pillar of enrollment management; PUA appears to boast of its quantifiable 

student quality while PUB seems less focused on traditional measures of student quality.  

More specifically, PUA names student quality as one of the top ten reasons to love the 

institution and notes that applicants “are among the most academically prepared in [the 

region].”  PUA also makes clear that quantifiable measures of student quality are of 

primary importance during the admissions process, stating that “cumulative grade 

achievement is the most significant factor in the application review” and “applicants are 

required to submit an official high school transcript and SAT or ACT scores.”  While 

PUA clearly prioritizes traditional measures of student quality, PUB seems to view 

quantifiable student quality as being less vital.  For example, PUB’s website posts a grade 

point average requirement of 2.75, yet also lets prospective students who do not meet this 

requirement know they may still be admitted.  Standardized test scores are required at 

PUB, but are only used for placement and not for admissions decisions.  However, like 

PUA, PUB’s website does highlight a number of merit scholarships available for 

academically proficient students, reflecting some aspiration toward enrolling students of 
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superior academic quality.  Thus, although quantifiable student quality may be less a 

priority at PUB than at PUA, both institutions do appear to value traditional measures of 

student quality to some degree and one could reasonably expect these values to have 

some bearing on each institution’s enrollment priorities. 

 Both public master’s institutions sampled make a clear and undeniable commitment to 

diversity through their prospective student websites.  PUA identifies diversity as one of 

the ten reasons to love the institution and explains that students benefit from the 

institution’s commitment to diversity because “cultural diversity contributes to academic 

quality.”  Likewise, PUB declares it is committed “to recognizing and supporting 

outstanding students from diverse cultural, educational, and economic backgrounds” 

because “a diverse campus community will improve the overall quality of education our 

students receive by offering a mix of experiences, opinions, and viewpoints.”  In 

addition, both institutions make available information for transfer students and make 

known the availability of scholarships to help facilitate access for transfer students and 

underrepresented populations.  Thus, diversity appears to be a significant enrollment 

priority at both public master’s institutions sampled. 

 As expected, financial stability is not addressed by either of PUA’s or PUB’s 

websites.  However, additional themes emerged concerning institutional values that may 

also relate to each institution’s enrollment priorities.  These themes involve each 

institution’s stated focus and the degree to which each institution values prestige. 

 The public master’s institutions sampled provide mixed messages when it comes to 

each establishing an institutional focus.  Although they each imply a commitment to the 
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state in which they operate or to the surrounding region, websites for PUA and PUB also 

promote scholarships for prospective out-of-state students.  More specifically, PUA 

focuses on its students being the most academically prepared in the region, while PUB 

highlights the availability of scholarship funds for state residents.  PUB also declares 

itself as being “dedicated to strengthening our region and [state].”  Yet, both institutions 

make obvious a commitment to enrolling out-of-state students, using their websites to 

advertise their participation in the Western Undergraduate Exchange (WUE) program, a 

program that allows students from numerous western states to enroll for 150% of resident 

tuition plus fees.  As such, one may presume both public master’s institutions sampled 

are committed to meeting the educational needs of their states, but there is evidence the 

enrollment of out-of-state students is also a considerable priority. 

 Additionally, prestige is shown to be of value to the public institutions sampled.  This 

is especially the case at PUA.  PUB simply alludes to prestige when stating its tagline, 

mentioning in various places that it has “continued to emerge as a leading comprehensive 

public liberal arts institution.”  However, PUA threads elements of prestige throughout its 

website.  Not only is its national reputation one of the ten stated reasons to love the 

institution, PUA highlights its US News and World Report ranking, describes numerous 

teaching and programmatic awards, draws attention to recent grants, and emphasizes the 

desirability of its location based on recognition from national publications, including 

Outside Magazine and Forbes Magazine. If prestige is a prominent institutional priority, 

as is evident from PUA’s website in particular, it may influence who the institution 

prioritizes in its enrollment practices and how accessible the institution is overall. 
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Printed Recruitment Materials. With concern to student quality, printed recruitment 

materials from the public master’s institutions sampled reveal themes quite similar to 

those found through the institution’s websites.  PUA undoubtedly values quantifiable 

measures of student quality and makes this apparent through its printed recruitment 

materials by highlighting the academic proficiency of its students and making clear its 

admissions criteria.  PUA proudly states that last year “approximately 600 of our 

incoming freshmen had over a 3.8 GPA, and nearly half of all new freshmen entered 

PUA with college credit.”  The institution also stresses that “Academic achievement – 

including grades, quality of courses, academic trends, and a student's willingness to take 

advantage of available academic opportunities - is the most significant factor considered 

in the application review.”  In addition, a wealth of merit scholarships are available for 

high-achieving students.  As such, there is no question PUA prioritizes student quality in 

its enrollment practices.  Meanwhile, PUB simply states the minimum requirements for 

admission in its printed recruitment materials (a 2.75 GPA or a combined score of 1000 

on the SAT’s math and critical reading sections or a 21 on the ACT).  However, once 

again, PUB does detail a variety of merit scholarships, revealing some interest in 

attracting academically proficient students.  Thus, student quality may be a more 

significant enrollment priority at PUA than PUB, but both institutions appear interested 

in enrolling students with quantifiable measures of quality. 

 Printed recruitment materials for the public master’s institutions sampled clearly 

reveal that diversity and access are important enrollment priorities.  PUA repeatedly 

states it is “committed to creating a community that values a diversity of backgrounds, 
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experiences, identities, and opinions” and that the institution consists of “an increasingly 

diverse and multicultural learning environment.”  PUB notes students like the institution 

“because of its cultural diversity” and describes a number of existing programs in place 

“raise cultural awareness on PUB's campus and in the surrounding community.”  Further, 

although fewer in number than are those committed to merit, printed recruitment 

materials for both PUA and PUB outline a variety of scholarships available to facilitate 

access for underrepresented populations.  These include scholarships for first-generation, 

low-income, minority, and disabled students.  PUB also has scholarships available for 

transfer students.  Finally, both institutions present themselves as financially affordable 

and accessible.  PUA highlights its “affordable tuition” and lets prospective students 

know the institution “makes every effort to provide financial assistance to eligible 

applicants.”  PUB draws attention to the fact that its financial aid office “administers 

nearly $1.6 million dollars in scholarship funds” and “approximately 75% of PUB’s 

students receive financial aid.”  Thus, based on the explicit commitments made to 

diversity and access through the printed recruitment materials, one may assume diversity 

and access are important enrollment priorities at the public master’s institutions sampled. 

 As has been the case with other qualitative data sources, the printed recruitment 

materials from the public master’s institutions sampled underscore additional themes 

beyond those related to the pillars of enrollment management.  These include themes 

related to each institution’s focus and their enthusiasm for prestige. 

 Once again, the public master’s institutions sampled offer conflicting messages 

concerning the focus of their endeavors.  Both institutions present themselves as focused 
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on fulfilling the educational needs of the local state populations, yet also utilize their 

printed recruitment materials to attract students from out-of-state.  PUA’s printed 

recruitment materials offer student profiles, all of which are centered on students who 

reside in the state.  The institution further identifies itself as an institution committed to 

serving state residents by declaring, “Student satisfaction, graduation, and employment 

rates are among the highest in the [state].”  PUB takes a similar approach.  It accentuates 

that many of its graduates remain near campus or at least within the state following 

graduation and emphasizes that over 90% of its students are state residents.  In fact, PUB 

identifies itself so strongly as a state institution that it reminds prospective students that 

the name of the state is found within the institution’s name.  Both PUA and PUB also 

draw attention to a number of scholarships offered to students that are dedicated solely to 

helping facilitate access for state residents.  However, despite an obvious local 

commitment, both public master’s institutions sampled again push the Western 

Undergraduate Exchange program in their printed recruitment materials.  From an 

enrollment standpoint, this leads one to believe PUA and PUB may largely prioritize the 

enrollment of state residents, but are interested in increasingly recruiting out-of-state 

students as well.   

 Lastly, printed recruitment materials from the public master’s institutions sampled yet 

again reveal prestige as an institutional value.  However, this qualitative data source more 

effectively uncovers a difference as to how each of the publics views prestige and how 

pursuits of prestige may be shaping their priorities.  As with its website, PUA highlights 

the prestige of its reputation, programs, rankings, grants, athletics, awards, and location 
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within its printed recruitment materials.  When analyzing the way PUA views and 

promotes its prestige, one finds that the institution has ambitions far beyond that of a 

localized regional institution.  For example, when describing its US News and World 

Report ranking, PUA emphasizes that it is a top ranking institution in the West, “a region 

ranging from Washington to Texas.”  PUA further mentions that Consumer’s Digest has 

ranked the institution as one of the 50 best values for public colleges and universities 

(assumed to be nationally).  Additionally, various departments have earned “national and 

international recognition.”  Based on the content of its printed recruitment materials, one 

might assume PUA is an institution that seeks national recognition.  Conversely, PUB’s 

printed recruitment materials focus on institutional achievements primarily realized 

within state parameters.  PUB avoids any mention of rankings altogether, regional or 

national, and instead promotes prestige through its unique program offerings, many of 

which the institution makes clear are not found anywhere else in the state.  Likewise, 

PUB’s athletic program, an NCAA Division II program, “provides the opportunity for 

student-athletes to compete at a level of competition not available anywhere else in the 

state.”  This is not to say that one approach is any better or worse than another, only that 

consciously valuing prestige and having ambitions clearly beyond an institution’s original 

regional mission may have a momentous impact on how an institution prioritizes its 

enrollment goals. 

 Interviews. The preceding analysis of qualitative data sources related to the public 

master’s institutions sampled revealed a number of enrollment priorities and existing 

conflicts.  More specifically, both institutions say they prioritize commitments to their 
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public identities, yet actively recruit out-of-state students.  PUB appears to prioritize 

student quality less than PUA, yet also utilizes merit scholarships to attract academically 

proficient students.  Allowing members of the public master’s institutions sampled to tell 

their stories should shed light on these priorities and inconsistencies and more effectively 

explain how and why these institutions prioritize their enrollment goals as they do. 

 Personnel at both PUA and PUB describe a changing economic context that is making 

enrollment management a greater institutional focus.  In the past, these public institutions 

were able to depend on state appropriations to provide significant financial support.  

However, as was mentioned in each of the institution’s strategic plans, this is no longer 

the case.  Today these public institutions are faced with declining state support and a 

sobering reality whereby public institutions must become more self-sufficient and more 

heavily depend upon tuition revenue from their enrollments, much like their private 

counterparts. 

 …we, like just about every other public university in the state, are seeing  
 shrinking state resources…(PUA Admin1) 
 

I mean, certainly we all have to deal with a state legislature that’s never 
 been very generous to higher education, historically speaking. 
 (PUA Hist)   
 

As we’re forecasting next year’s budget, since it’s a state university that 
 receives fewer and fewer public dollars from the state government, we 
 operate more and more as more private universities have and that is our 
 enrollment becomes a significant budget lever for us. (PUB Admin2) 
 

What we see in the state is that there’s been a shift from, back when I was  
 a student in the early 90’s, mid-90’s, 60-70% of the financial resources 
 came from the tax payers.  There was support from the state.  Now, that’s 
 kind of flip-flopped.  Now, we’ve become much more tuition-driven and 
 really it’s getting those student dollars that’s so critical I think to the 
 [state’s] public universities.  Privates have been operating on that model 
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for years and years…but we’ve had to in recent years go to that almost 
 like a private school mentality model for the public universities in the 
 state.  So, that is a challenge.  As state resources dwindle, we have to rely 
 more heavily on tuition dollars that are coming directly from the students. 
 (PUB Admin3) 
 

Just as a changing economic context has forced the private master’s institutions sampled 

to depend more upon enrollment as a source of revenue, the public master’s institutions 

sampled have also been faced with developing strategic approaches to enrollment 

management.  Consequently, recognizing a greater financial dependability on tuition 

revenue, both PUA and PUB have made strides to become more concentrated, 

sophisticated and deliberate in this area.    

 So, for us, the recognition by PUB was that it needed to become more 
 sophisticated as an institution in terms of how it dealt with enrollment; not 
 just admissions, but enrollment.  It needed to get a little more robust, 
 acknowledging the fact that the state wasn’t going to increase support and, 
 in fact, was likely over time to continue to decrease it.  And so, as 
 enrollment becomes the primary source of funding for the institution, there 
 was a need to make sure that we were, as an institution, as strong in that 
 area as we possibly could be. (PUB Admin2) 
 

Well, it’s a process.  The strategic plan which is emerging but hasn’t had 
 final approval yet for this next time around…has a section under the 
 strategic directions called, “Maintain growth, trajectory, and improve 
 enrollment management.”  We have a campus-wide committee…They 
 went out and did a strengths, weaknesses, opportunities, and threats 
 analysis in the very beginning.  So, we collected all that information, 
 looked for patterns, and then solicited feedback…The president’s looked 
 at it, probably the president’s council would look at it next.  Then it will 
 go to the board.  Then it’ll go back out to the campus…I mean, this kind 
 of building of a strategic direction has to be something that you put a lot of 
 investment in and then you stick with for awhile. (PUA Admin2)   
 

…the enrollment management part of it is that you’ve just, to successfully 
 probably manage any business, whether you have high demand or not, 
 you’ve got to figure out what are your priorities and I think that’s what 
 PUA has done, and I think we’ve done that pretty well. (PUA Admin1) 
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But, now we’re seeing this shift to where, I mean I hate to say sacred cow, 
 but I think there’s the recognition by the current leadership that 
 admissions is a vital area that’s one that if we can avoid at all costs for any 
 cuts, we need to support the admissions office and their efforts, 
 whether it’s financially or in other ways they can support us.  
 (PUB Admin3) 
 

Although both of the public master’s institutions have recognized the need for more 

strategically coherent approaches to enrollment issues, based upon their own unique 

circumstances PUA and PUB have each taken decidedly different routes coordinating 

their enrollment practices in pursuit of a common goal of long-term fiscal stability.  PUA 

has prioritized its enrollment goals in accordance with what will emerge as a Public 

Selective Model of Enrollment Management, while PUB has prioritized its enrollment 

goals in a manner more consistent with what will become known as a Public Access 

Model of Enrollment Management.  As one will soon discover, commonalities among 

these two approaches are apparent.  Most notably, unlike privates, public institutions 

believe they are required to strike a balance between their own financial interests and the 

educational interests of the state.  As such, the public master’s institutions sampled each 

utilize their particular models to preserve remaining state support and meet their own 

financial goals. 

 The Public Selective Model of Enrollment Management. Just as the fiscal stability 

of the private master’s institutions sampled depends upon sustaining student demand 

among a large applicant pool, the Public Selective Model of Enrollment Management 

requires public institutions to generate and maintain demand among prospective students, 

cultivating a pool of applicants willing to pay for admission.  PUA has benefited from a 
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number of conditions outside of its immediate control that have heightened demand.  

These circumstances include a combination of state population growth and limited 

available space at the state’s public institutions, as well as PUA’s position as the only 

major public baccalaureate institution besides the flagship located near the bulk of the 

state’s population. 

 So, we’re all benefiting from the fact that there’s been a population  
 explosion in the area and the various caring capacities, both in terms of  
 physical size and in terms of budgets, say, “We just can’t keep opening the 
 doors,” and when there are more people outside the doors and you don’t  
 open them wider, you’re just, by nature, more selective.  You decide who  
 you let in and who you don’t let in. (PUA Eng) 
 

In [this state], if you’re on the west side, you’re incredibly blessed in 
 terms of the number of students you have to draw from.  If you’re on the 
 east side of the mountains, where the population is much more sparse, 
 you’ve got to work a whole lot harder.  If you’re at ____, if you’re at 
 ____, in ____ or in ____, you have to really work hard to get kids from 
 [the state’s largest city] to cross the mountains and to come over to your 
 environment.  [At PUA’s location], we don’t have to work that hard to get 
 kids to come because it’s close enough to home and so, whereas many of 
 my peer directors really have to spend educating people about what are the 
 benefits of being in ____ or what are the benefits of being in ____, we 
 haven’t had to do that that much. (PUA Admin1) 
 

The burden of the sort of enrollment pressure has been shared unequally 
 between different state institutions as well.  I don’t have current statistics 
 on hand, but I know that ____ and ____ universities, though there’s this 
 pressure statewide, are not getting nearly as many students interested in 
 them as we are, perhaps because of location, and so, for a little while, 
 ____ was even losing students at a time when a lot of students were unable 
 to get in to [the flagship] or into PUA or one or two other schools on this 
 side of the mountains because they just didn’t want to go to [that part of 
 the state], I guess, and study there. (PUA Hist) 
 

You know, more people apply to us than they do to ____.  Nobody wants 
 to go to ____; there’s nothing in ____.  There’s a couple of stoplights.  
 Same thing with ____.  ____ is not the most beautiful place in the world. 
 (PUA Eng) 
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With space at the state’s public universities at a premium and few of the state’s public 

institutions in desirable locations, many students have found themselves concentrating 

their applications on the state’s flagship institution and PUA.    

 …students will typically, if they’re comparing us to another institution, 
 which, by the way, if you haven’t already heard, which I assume you 
 probably have, when a student applies here, the most likely place for them 
 to have applied if they apply here, get admitted here and don’t come, our 
 primary competitors are the [flagship] and the privates. (PUA Admin2)   
 

….and the [flagship] is our biggest competitor and, actually, we are the 
 [flagship’s] biggest competitor in terms of the number of students who 
 apply to both of us and then choose not to come to our institution; the 
 highest number will the go to the [flagship] or the [flagship], the highest 
 number who choose to not go there will come here. (PUA Admin1)   
 

Consequently, PUA has enjoyed steady demand, naturally resulting in increased 

selectivity, and has likely received a higher caliber reject from the public flagship, 

thereby potentially increasing PUA’s quantifiable measures of student quality.  

 It’s like, “We have more applicants and we’re just able to cut the GPA 
 higher.”  You know, two years ago it was 3.57.  Maybe now it’s, you 
 know, 3.68.  That looks like, “Ooh, you’ve raised your standards.”  No, we 
 just got more applicants and we were able to sort of draw the line and 
 cherry pick out of the applicants…(PUA Eng) 
 

These increases in student quality are made all the more possible by an admissions 

system that predominantly prioritizes quantifiable student quality indicators despite a 

commitment to comprehensive review processes.  During the admissions process, 

enrollment personnel at PUA most certainly intend to honor the institution’s commitment 

to holistic review and evaluate numerous facets of each application. 

 When we say the quality of the incoming student, we use NAI, which is an 
 admissions index that includes a combination of the test scores and the 
 GPA.  We look at course preparation, what kinds of quality courses have 
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the students taken.  We look at other kinds of factors such as leadership or 
 other kinds of things; diversity, how has that applicant been involved in 
 diversity in their life.  So, we look at a variety of things, primarily starting 
 from that test score and the GPA piece, and then, of course, oftentimes we 
 have individual cases which might include letters of recommendation. 
 (PUA Admin2) 
 

And so, quality is defined by far more than what’s the highest SAT or 
 what’s the highest GPA.  I’d say quality is the preparation that students 
 come in with if they’ve had a solid academic course load in high school.  
 I’d say we would also define quality as how likely students are to be 
 retained, what their graduate rates are, and then I’d say quality just is, who 
 are the leaders, who are the athletes, who are the stars, who are those just 
 stellar kids that maybe their grades aren’t as good as others, but they’re 
 just exceptional people in a variety of ways. (PUA Admin1)   
 

Such a review process may allow PUA’s enrollment managers to focus on a variety of 

stated enrollment priorities, including diversity.   

 We do have a comprehensive review process, so that allows us to look at 
 different characteristics and make sure that we have diversity in the pool. 
 (PUA Admin2) 
 

You know, the president who was at PUA from 1985 to the early 90’s 
 is the one who was here when the strategic plan identified academic 
 excellence, diversity, and community as our three goals.  And so, I think 
 PUA was a little early in terms of recognizing, believing that a diverse 
 student body contributes to excellence in this community…So, since the 
 early 90’s, we’ve been focusing on how to diversify our student body and 
 that’s not changing. (PUA Admin1)   
 

However, some areas may be prioritized more greatly than others.  It appears 

enrollment managers at PUA have chosen to make student quality a fundamental priority 

during the enrollment process.      

 There is a core piece, and the core piece is that description of first looking 
 at the competitiveness in terms of their preparation academically in their 
 GPA, their test scores, and the actual courses taken.  And then it kind of 
 goes out from there with further and further levels of review depending 
 upon what the core piece looks like.  And because we’re not admitting all 
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of our students, of course, some never get to that review level because 
 there’s not the opportunity, we don’t have enough slots to admit all of the 
 students who apply. (PUA Admin1) 
 

So, I think from the standpoint of how our admissions criteria are set up, 
 we’re always going to privilege the standard set of qualities that we’re 
 looking for, with GPA, and test scores, and all of those things over a much 
 more complicated question of how are we providing access…(PUA Eng) 
 

Enrollment personnel at PUA adamantly defend prioritizing student quality, including the 

commitment of limited institutional funds to some merit-aid scholarships, as simply 

helping to create the best overall undergraduate experience. 

 This institution’s about the quality itself, and so it’s not a pursuit of  
 prestige.  It is a pursuit of quality, and with that recognizing as we get  
 quality applicants, we want some of them to come here. (PUA Admin2)   
 

Yet, as previous qualitative sources have shown, PUA has an interest in raising its 

institutional profile that cannot be ignored.   

 In terms of academic excellence, probably back in the 80’s, PUA [and the 
 other state regional institutions] were all somewhat comparable.  PUA 
 might have been perceived as a little more selective, but we were all 
 regional public universities.  And then, in the late 80’s, PUA got 
 recognized in US News and World Report for the first time and then it’s 
 been recognized every year since then.  And so, since that time, since the 
 late 80’s, the number of applications at PUA is now more than double the 
 number of applications at both of those institutions.  So I think in terms of 
 academic quality, again, that president from the late 80’s pretty much set 
 us on this mission that we want to be the premier undergraduate institution 
 in the [region].  And so we’ve been moving right along with that.  So, I 
 guess in a lot of ways, our strategic plan from 20 years ago is still setting 
 the vision for where we want to go. (PUA Admin1) 
 

Nor can one disregard PUA’s reliance upon its reputation as a tool to gain visibility and 

attract students, especially in place of institutional aid. 
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…in our admissions publications we certainly tell people that we’re a  
 public university [ranked highly] for the eighth year in a row…yeah, I  
 think that’s one of the ways PUA has earned visibility; it’s a free way to  
 gain visibility…(PUA Admin1)  
 

So, when I keep emphasizing that, it’s because the very nature of how we 
 have succeeded has been because our reputation has allowed us to attract 
 students without the same level of commitment.  And, you know, our 
 foundation is looking at how to generate more scholarship dollars and 
 those kinds of things.  But the reality is we just don’t have as much per 
 capita as most institutions in terms of that kind of commitment to  
 merit-based aid.  So, have we done some more?  Yeah.  But, are we really 
 merit-based driven?  Have we shifted our whole program in that direction?  
 No.  And, are we competitive with others in comparison of available 
 dollars for that kind of competitive pool?  No.  Are we yielding students 
 despite that?  Yeah. (PUA Admin2) 
 

In this sense, PUA’s approach in many ways parallels the approach taken by the private 

master’s institutions sampled.  Evidence suggests that enrollment managers at PUA seek 

to sustain demand among a pool of applicants who are willing to attend even without 

significant discounting, using the institution’s reputation for attracting quality students 

and providing a quality undergraduate experience as the centerpiece of their efforts.  As 

has been previously outlined, a larger applicant pool results in greater selectivity, higher 

quantifiable measures of student quality, a stronger academic reputation, and increased 

demand for admission that attracts applicants and may allow institutions to maximize 

revenue through gradual enrollment increases and less discounting amidst a context of 

declining state support. 

 Consistent with the enrollment perspectives of the private master’s institutions 

sampled, members of PUA also stress the desire to utilize the institution’s enrollments to 

find new revenue streams.  Just as the private master’s institutions use stronger academic 
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profiles to inspire more lucrative fundraising efforts, PUA is pursuing new markets that 

may help to replace revenue lost due to declining state appropriations.  As such, there is 

evidence PUA is increasingly prioritizing the enrollment of out-of-state residents.  As is 

the case at private institutions, out-of-state students may enhance student quality and 

institutional diversity.  However, these students may also provide more revenue for 

public institutions because out-of-state students pay higher tuition rates than in-state 

residents.  Although movement to out-of-state markets was previously classified as a 

recruitment strategy for the private master’s institutions sampled, it is being classified as 

an enrollment priority for PUA (and eventually for PUB as well).  The private master’s 

institutions sampled predominantly moved out of state as a strategy to increase their 

applicant pools.  However, public institutions charge higher tuition rates for out-of-state 

students.  Therefore, prioritizing the enrollment of out-of-state students directly relates to 

increased revenue and should be thought of as an enrollment goal rather than a 

recruitment strategy for the public master’s institutions sampled. 

 We have, as I said, our out-of-state enrollment right now is only about 7% 
 and it was 6%, probably in the last couple of years.  So, the goal is get up 
 to be about 9 or 10%, which is a lot tougher than a couple percentage 
 points sound like.  Probably the big driving factor is finances.  You know, 
 out-of-state students pay $10,000 dollars more a year than in-state students 
 do. And so, seeing that, again, institutional resources from the state are 
 dwindling, out-of-state students can help us out.  In the process though, 
 what we’ve seen is that, obviously, PUA has a really big environmental 
 science program.  If you have kids who are coming from Juneau, or 
 students who are coming from a different environment than [the region], it 
 certainly enriches the classroom. (PUA Admin1)   
 

One motivation certainly is the one that says, “We really think when 
 you’re going to have quality undergraduate education, you need to have a 
 mix of students.”  And, if you hardly have any out-of-state students, then 
 all students experience other people from their own state they’ve always 
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grown up with…Not that we don’t have significant numbers of students 
 from elsewhere in the state, but you get too much of a common   
 experience, if you will…The other, obviously is, because sometimes you 
 get selective out-of-state students that are just really top bar students that 
 we really would like to have in our mix.  Another is because of the 
 financial issues; sometimes you actually wind up with some gain there  
 financially. (PUA Admin2) 
 

With all of the visible similarities between the Public Selective Model of Enrollment 

Management and the enrollment approach of the private master’s institutions sampled, 

one might come to the conclusion these two enrollment methods are one and the same.  It 

would be erroneous not to stress the word “Public” in the Public Selective Model of 

Enrollment Management.  Unlike private institutions, publics must balance their own 

interests with the educational interests of the state.  Although the level of state 

appropriations may be declining, state support still tends to be significant enough to be of 

value.  As such, PUA noticeably prioritizes enrollment goals that can be justified to the 

state, thereby maintaining state support.  PUA carefully prioritizes student quality, 

diversity and access, and a public identity in such a way so as to remain markedly 

attentive to the state’s expectations concerning the institution’s enrollment practices, 

thereby protecting its own financial interests.  To better illustrate this perspective, each of 

the aforementioned enrollment priorities will now be more closely examined. 

 Regarding student quality, an administrator at PUA explains the institution prioritizes 

student quality because the state has considered basing funding decisions on retention and 

graduation rates.  

 Well, you know, one is your input certainly is reflected in your output.   
 So, the more prepared students are coming in, the more likely they are to  
 be retained and to graduate; and those are some things that the state looks  
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at and what we look at.  So, obviously that would be one reason [to  
 manage enrollment]. At this point it’s not, but the state always talks about 
 

[making funding dependent upon retention and graduation rates].  
 (PUA Admin1)   
 

Public master’s institutions must demonstrate quality and credibility through easy to 

understand quantifiable indicators.  Knowing this, state expectations for high retention 

and graduation rates may contribute toward making quantifiable indicators of student 

quality a greater institutional priority.  

 Diversity and access are stated institutional priorities because that is recognized as an 

expectation for a public institution. 

 …the whole student of color thing and managing enrollment about that, 
 part of that is just being a public university and wanting to provide service 
 to the citizens of your state. (PUA Admin1) 
 

But also our commitments to diversity are very much there…we have an 
 agreement with the community colleges where we have a percent of our 
 incoming class being transfer students, and that percent is 32%, I believe 
 now, and we include a whole lot of different people in that particular 
 piece. (PUA Admin2)   
 

In this sense, public master’s institutions may visibly prioritize diversity not only for the 

educational benefits of enrolling a diverse mix of students, and prioritize access through 

gradual enrollment increases and commitments to transfer students not only for the fiscal 

benefits, but because diversity and access satisfy expectations concerning the enrollment 

behaviors of public institutions. 

 Finally, PUA recognizes that it must maintain its public identity by primarily enrolling 

in-state residents.  However, as has been noted, out-of-state students are desirable 

because, among other things, they bring in substantially more revenue than in-state 
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students.  In keeping with its public identity, PUA can only justify prioritizing out-of-

state enrollments to the state if PUA brings in academically proficient students who 

enhance the overall student experience, thereby increasing the educational benefits for the 

many in-state residents attending the institution. 

 So, you see, we’re very sensitive to the fact that our primary mission is to  
 the state, and because we’re selective, we can’t very well go and admit 
 out-of-state students that are not selective while our in-state students don’t 
 get in…In fact, some other institutions in the state got hammered pretty 
 good because they want huge out-of-state enrollment.  Ours is, we want to 
 increase it but not huge because we’re very sensitive to that message.  
 (PUA Admin2) 
 

As such, because of a desire to maintain a fragile balance between its own interests and 

those of the state, PUA is limited in the extent to which it can expand its out-of-state 

enrollment, despite the obvious financial benefits of doing so.  This may explain why 

other qualitative data sources reveal a mixed message concerning PUA’s institutional 

focus.  On one hand, PUA hopes to attract out-of-state students.  On the other hand, it 

clearly seeks to establish itself as a public institution committed to serving the needs of 

state residents. 

 Thus, unlike private institutions, public institutions must ensure their enrollment 

priorities are justifiable to the state.  In some ways, an institutional effort to meet state 

expectations limits the extent to which a public institution prioritizes its enrollment goals 

in the same way as the private master’s institutions sampled.  This is evident with regard 

to out-of-state enrollments.  However, in other ways, efforts by public master’s 

institutions to meet state expectations may facilitate the prioritization of goals much like 

the private master’s institutions sampled.  This is especially apparent concerning pursuits 
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of student quality.  Regardless, public master’s institutions are encouraged to maintain a 

fragile balance between institutional interests and state support.  This may ultimately be 

key to maximizing revenue.     

 The Public Access Model of Enrollment Management. Not every institution 

prioritizes its enrollment goals to stimulate demand among a large applicant pool in 

hopes of generating revenue.  This is not necessarily because an institution does not value 

financial stability.  Rather, it may merely reflect the existence of alternative paths to 

fiscal bliss.  Institutions can choose to become more selective, either foregoing short-term 

revenue in pursuit of long-term stability or enjoying the benefits of external conditions 

that may stimulate demand, or institutions can simply facilitate access in search of 

revenue.   

 Like PUA, PUB has become much more tuition-driven.  It needs revenue to replace 

that which has been lost due to declining levels of state appropriations.  However, PUB 

has traditionally served as an access institution and continues to embrace its public 

mission to serve underserved populations even in the face of waning state support.  

Consistent with data from the document analysis, interviews reveal that diversity and 

access are far and away primary enrollment goals at PUB.   

 That’s part of our mission is access, sure, and again I think just where we 
 are located regionally, that’s the population we serve [minorities].  So,  
 yeah, I think that’s why we come in at that angle is just because there’s a  
 large [minority] population and a very close proximity to this institution  
 and I think that might be a difference between the larger institution and us  
 is that we tend to be more of an access institution and not one to try to  
 limit students in terms of their attendance here. (PUB Admin1) 
 

So, I guess for the type of student, obviously we want them to be able to 
 address our admission requirements, but also we’re an institution that is 
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known for access, and that’s something even our president would say that 
 we’re, it’s something that’s part of our mission is access and that we serve 
 a high percentage of first generation students. (PUB Admin3) 
 

So, it is kind of a, sometimes it is a missionary zeal that we have, to get as 
 many students to prepare for their lives. (PUB Hist) 
 

One could argue PUB is simply committed to its access mission because it needs to 

fill seats and extract much-needed revenue from students.  In this sense, financial stability 

may be the institution’s greatest priority, disguised as a more altruistic goal.  PUB has 

recently struggled with its enrollment numbers.  Just as tuition has become a greater 

focus at PUB to replace lost revenue, state cuts have also left less aid available for 

students.  A lack of aid requires students to find other ways of paying for tuition.  

Consequently, students have been working more hours and PUB reports higher attrition 

rates.  Some faculty members at PUB believe the institution is promoting itself as an 

access institution in a fairly general sense to merely fill vacated seats in an under enrolled 

institution and generate funds.    

 I think that right now probably at this stage it’s more about just getting 
 people in; and so, headcount is probably the highest priority right now. 
 (PUB Chem) 
 

(The institution’s enrollment goal is) to just get the students in and get the 
 tuition and get the certain number of students because what was 
 projected is that being around 8,000 students is cost-effective. (PUB Eng) 
 

This, they say, is a possible explanation as to why PUB’s admissions standards are so 

low.  As such, student quality has suffered and retention is a significant problem. 

 So, my students were telling me last quarter that there aren’t standards to 
 get into PUB; PUB is a safe school.  You can be sure to get in.  They don’t 
 have to write personal essays of why they want to come here.  They don’t 
 have to have certain grade point averages or test scores.  So, maybe this is 
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hurting PUB in terms of what kind of a school it is because [students] 
 don’t take it as seriously because there aren’t these standards. (PUB Eng) 
 

Yet, administrators argue if the institution really did prioritize revenue most, it would 

seek to fill as many seats as possible with virtually anyone and would raise tuition levels 

indefinitely.  Administrators at PUB refute this motive, citing a commitment to 

promoting controlled growth and maintaining standards and tuition levels synchronous 

with an access mission. 

 Well, a lot of universities, and these would be the universities that are not 
 highly selective in their practices, a lot of universities are simply out there 
 to maximize the number of students they get in the door from a revenue 
 standpoint.  We are not trying to maximize the number of students we 
 bring in the door.  We’re trying to hit a kind of enrollment target and, 
 again, I’ve given you those numbers.  That target was set, in part from, a 
 budgeting perspective looking at, “What are we going to be able to 
 support given the current faculty resources and our ratios,” as well as, 
 “Where are some slight growth goals?”  We can budget ahead and take the 
 assumption that we’ll hit those numbers and make them reasonable.  So, 
 we’re not simply saying we’re going to grow as big and fast as we can.  I 
 could grow faster, but we’re not going to do that.  We’ll grow in a 
 controlled manner, so we are managing our enrollment. (PUB Admin2) 
 

So, I think there’s that approach that we want to grow gradually and I 
 guess we could take the approach that, hey, we’ll just fill seats, but we do 
 have our standards.  We want to make sure we’re admitting students who 
 can be successful inside the classroom as well as outside the classroom.  
 So, I think it’s easy for any institution to say, “We’ll lower our standards 
 or we’ll just make exceptions and just let anybody in,”…to avoid that 
 because that affects our retention and obviously we’re, if it’s not an 
 immediate impact, it will be a year or two later. (PUB Admin3)   
 

For us, we don’t have a lot of room to raise tuition because, again, the 
 nature of our students is that there’s such that we have a higher degree of 
 elasticity for our students in terms of price demand then you would have at 
 the flagship or other schools that are more selective and serve a higher 
 income group. (PUB Admin2)   
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In addition, consistent with the behavior of aforementioned institutions, if revenue 

maximization were truly the institution’s top priority, PUB might turn its back on its 

access mission in the short-term and focus on building a profile that would enable the 

institution to eventually facilitate diversity and access while maximizing sustained 

revenue.  Instead, PUB has refused to become more selective in the short-term, instead 

maintaining access for students, including underserved populations.   

 You know, if your mission is truly to be an access university, it’s almost 
 impossible to be a prestige university at the same time because under the 
 current measurements of prestige for most universities, it comes down to 
 selectivity as one of the key variables.  High selectivity and access are 
 incompatible terms.  If I wanted to be the most selective school, I could.  I 
 mean, I’d have no problem.  I’d have a much smaller university 
 enrollment, but damn it’d look good.  They’d have GPA’s of 3.8-3.9, be 
 valedictorians, saledictorians, they would be SAT’s of 1400-1500, 
 national merit finalists.  I could do that.  It would mean, however, to turn 
 my back and the institution’s back on its historic mission…We serve a 
 certain population of students…We’re not trying to become the next cover 
 story for US News and World Report on how to transform an institution 
 into an elite school.  What we want to show is how you make an access- 
 focused institution into a successful educational experience for all 
 students. (PUB Admin2)   
 

Evidence suggests PUB’s true motivation behind prioritizing access is likely a mixture 

of both a desire for revenue and a commitment to serving the state.  In addition to access, 

the institution appears to focus on prioritizing many of its enrollment goals to both 

provide needed revenue and serve to support PUB’s historic mission as a public 

university, thereby helping to meet the educational needs of the state.  Like PUA, PUB 

appears quite cognizant of its public identity and may seek to maintain a positive 

relationship with the state by balancing its own interests with those of the state.  Just as 

controlled growth increases revenue while also preserving the quality of the educational 
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experience partly funded by state dollars, each of PUB’s enrollment priorities not only 

provides institutional funding, but also contributes in some way to its mission of 

promoting access and a quality student experience, likely consistent with state 

expectations.   

 For instance, like many private institutions, PUB discounts tuition to attract 

academically proficient students.  From the institution’s standpoint, discounting tuition 

provides an incentive to attend and some revenue is certainly better than no revenue.  

High-merit students may also be better prepared and thus more easily retained.  However, 

PUB does not seek to dramatically increase its student quality.  Increasing the prestige 

and desirability of the institution through quantifiable student quality indicators is not a 

priority.  Instead, PUB discounts tuition to attract students with high academic credentials 

who might be able to serve as mentors for less-prepared students, thereby increasing 

retention and the quality of the learning experience for all students.   

 One of the things that we want our students to do is be in classrooms that 
 are challenging, be in conversations, be in study groups in which the folks 
 there offer a variety of perspectives and abilities to synthesize information, 
 things that they can teach each other, the critical skill sets that they have.  
 One student may be more advanced than their peers and that student 
 becomes kind of an unofficial tutor, mentor to their colleagues in the study 
 group.  So, there is a value to us to having students with a high degree of 
 merit given our population on campus.  It’s certainly not a contradiction or 
 a competing interest. (PUB Admin2) 
 

Rather than raise standards to improve retention, the use of merit aid may allow PUB to 

preserve its access mission and commitment to the state. 

 In addition, enrollment personnel at PUB say the institution prioritizes transfer 

enrollments.  Not only does PUB intend to bring in more transfer students (mainly from 
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local community colleges as will be later addressed while analyzing recruitment 

strategies), it views its transfer population as being a significant portion of its overall 

enrollment.   

 We are looking at bringing in a freshman class, or a class that has  
 first-time freshmen, of about 1068 to 1070, rough numbers.  Looking at 
 increasing by 50 students our transfer population.  So, we’ll bring in about 
 460 transfer students.  Looking to bring in approximately 70 international 
 students.  And so, an overall class right around 1500 to 1600, summing 
 those numbers up. (PUB Admin2)   
 

At the president’s cabinet our vice president for finance made the 
 determination that for us to be sound financially we’re looking at 200 
 additional freshmen as well as trying to increase our transfer population 
 any way that we can. (PUB Admin3) 
 

Transfer students bring revenue to the institution.  Although not explicitly stated by 

enrollment managers at PUB, one should note that institutions opening their doors to 

transfer students also tend to facilitate access for local residents and minority populations.   

In this way, prioritizing transfer enrollments may satisfy both institutional and state 

interests.        

 Finally, as is the case at PUA, enrollment managers at PUB prioritize the enrollment 

of some non-resident students.  At first, this might seem to counteract PUB’s focus on 

maintaining its public identity.  However, once again, enrollment personnel at PUB 

justify the institution’s pursuit of some out-of-state and international students as a way to 

preserve institutional commitments to the state amidst a more challenging economic 

context.  Non-resident students bring needed revenue to the institution, allowing PUB to 

withstand challenges to its access mission.  These students also enhance the diversity of 
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the student body and increase the overall student learning experience, thereby enhancing 

the value of the education largely provided to state residents.     

 I would say that [the steady decline in state appropriations] hasn’t affected 
 the leadership’s determination to fulfill that mission, but it does make it 
 more challenging and I think that some of the creative responses that hold 
 us true are the international students and the ability to increase revenue 
 strings visa vie that group of students.  If I can grow our enrollment in the 
 way in which we plan, that will hold off some of that economic external 
 pressure because our enrollment revenues will be strong enough to allow 
 us to still be true and survive the cuts at the same time.  (PUB Admin2) 
 

I think [the motivation to enroll non-residents] really is to diversify our 
 student population, to see an increase in students from [various western 
 states].  I think they enrich the student population.  I think that’s part of it. 
 And, two, that even with the WUE tuition rate [a recruitment strategy that 
 will be later explained] they are still paying more than what a [state] 
 resident is.  So, the argument could be just from an enrollment standpoint 
 it’s helping to solidify your overall enrollment of your freshman class and 
 then just for your sophomore/junior/senior class you hope those students 
 persist, that they’re paying those tuition dollars.  So, that’s the argument. 
 (PUB Admin3) 
 

The third we are doing is we are spending more time looking, not 
 nationally, but regionally…And then, we are doing things in China and in 
 Saudi Arabia.  Those are targets of opportunity.  They’re places that you 
 wouldn’t normally associate with a regional university.  We have some 
 contacts with individuals in key places there and we are investing some 
 funds to make sure that our relationships are strong and it’s partly 
 revenue-driven; an international students brings in higher revenue for us 
 than a domestic student.  But, it’s also part of our internationalization of 
 our campus.  We’re trying to send more of our students abroad, doing 
 student exchange programs, trying to get more Fulbright Scholars through 
 the campus, doing things like that so that, again, students who are here 
 have a more global experience. (PUB Admin2) 
 

Rather than focus on enrolling non-residents of high quality like PUA, administrators at 

PUB primarily justify the institution’s new revenue streams as improving geographical 

diversity and as enhancing international and global perspectives.  The justification may 
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be different, but the motivation to recruit non-residents for financial gain remains the 

same.  Despite the financial benefits of non-resident students, desires to maintain a fragile 

balance between PUB’s interests and the state’s interests will likely limit PUB’s outreach 

to non-resident populations.  As such, consistent with other qualitative data sources, PUB 

walks a fine and sometimes contradictory line between prioritizing the enrollment of non-

residents and preserving its public identity and visible commitment to state interests. 

 Thus, each of the public master’s institutions sampled appears to take a decidedly 

different road to achieve its financial objectives.  Although prioritizing selectivity and 

access are in many ways fundamentally dichotomous, members of PUA and PUB clearly 

state a shared desire to balance institutional interests with those of the state.  While the 

motivation for doing so may be partially driven by self-interest, this commitment to the 

state and its mission is what continues to separate a public institution from a private 

institution.  Arguably, this line is becoming increasingly blurry as public institutions 

rationalize private-like enrollment priorities. 

Recruitment Strategies 

 Just as there are obvious differences between the most prominent priorities of the 

Public Selective Model of Enrollment Management and the Public Access Model of 

Enrollment Management, so too are there differences in the ways PUA and PUB recruit 

students.  As one would likely anticipate, PUA’s recruitment strategies generally reflect a 

coordinated effort to cultivate applicants, achieved to a certain extent by maintaining and 

marketing institutional desirability.  This is noticeably comparable to the recruitment 

strategies of the private master’s institutions sampled.  PUA’s focus is clearly on 
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attracting applicants.  On the other hand, PUB’s approach to recruitment centers on first 

identifying students whose profile is concurrent with its access mission, then educating 

these students as to the benefits and accessibility of higher education.  Efforts to highlight 

available support are also documented.  This is not to say PUB does not utilize some of 

the same strategies as PUA.  Indeed, PUB needs applicants just as any institution and 

thus does turn to some market-oriented recruitment strategies, again reflecting a certain 

lack of distinction between public and private identities.  To better address this issue, 

PUB’s unique recruitment strategies will first be analyzed, followed by a description of 

strategies commonly employed by both PUA and PUB. 

 Creating Partnerships. One method PUB uses to identify students who may be 

interested in an access institution is by forming partnerships with various state agencies 

and community colleges.  By working with organizations that focus on serving 

underprivileged and minority students who are not traditionally recruited populations, 

PUB can facilitate interest in its institution.   

 We’ve spent a lot of our time this year building relationships with the 
 state’s GEAR Up schools.  At GEAR Up schools at least half the students  
 are free/reduced lunch participants, first generation, minority, low income 
 students, who traditionally, at least in this state are one-half as likely to go 
 to college as a student from a non-GEAR Up or a more middle class 
 school.  So, we’re spending a lot of time working with those particular 
 high schools and there are 16 of them in the state and we are hosting them 
 regularly on the campus for tours and going out and spending time on 
 specific workshops just for them.  I set up a small scholarship fund for 
 them this year, for students coming specifically from GEAR Up schools, 
 trying to kind of incent those students to think that, “Okay, there are 
 schools out there looking to help me.  I should take my schooling 
 seriously.”  So, that’s one strategy. (PUB Admin2) 
 

One thing I noticed about (this state’s) schools that isn’t true of [another  
 state’s] schools is that they work really well with community college and  
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transfer programs.  And so, it’s much more standard for kids to be coming  
 from community colleges and having all their credits transfer.  And,  
 they’re really good at that kind of outreach. (PUB Eng) 
 

A second strategy is that we are working more closely with our   
 community colleges.  We are developing more and more dual enrollment  
 agreements, dual admission agreements, where a student can actually with  
 one application be admitted to PUB and a community college and that we 
 share financial aid responsibilities for those students.  We share advising 
 responsibility for the students…These are formalized agreements that will 
 really help us and help the students in terms of process. (PUB Admin2) 
 

Forming partnerships with organizations that interact with populations that are seldom 

recruited allows PUB to locate potential students who may be drawn to an access-minded 

institution. 

 Using Minority Recruiters. Along these same lines, PUB has hired a recruiter and 

provides bilingual materials specifically to locate and attract minority students.  

Recognizing that the state’s largest Latino population is in the institution’s backyard, 

enrollment personnel at PUB has decided to focus on recruiting these students. 

 That’s where the larger Latino population is in the state too.  So, we have 
 a minority recruiter.  The purpose of hiring that individual is working with 
 Latino families and trying to recruit and make connections…  
 (PUB Admin1) 
 

…despite being in [this state] and being a fairly homogeneous state, we 
 have a fully bilingual Spanish counselor who does a lot of outreach to 
 Latino community members and we’re slowly adopting more and more of 
 our literature to be bilingual to reflect again the fact that we do have in this 
 part of the state a growing migrant population, a growing population for 
 which English is not their first language. (PUB Admin2)   
 

Dedicating an admissions professional to minority recruitment and offering its materials 

in more than one language very much reflects PUB’s commitment to diversity and 
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access, and unique approach to cultivating applicants who may not always be a major 

target of many baccalaureate institutions. 

 Counseling. Although identifying and connecting with specific types of students is a 

prominent focus of PUB’s recruitment strategies, the institution’s enrollment managers 

also recognize a unique need to counsel and educate prospective students.  Unlike most 

institutions, as an access institution PUB must sometimes focus on educating more than 

marketing to attract students.  Many of its students have never been to a college campus, 

let alone understand that higher education is accessible.  As such, PUB’s enrollment 

personnel feel they have a duty to not only explain why the institution might be a good 

place to get an education, but to also serve as counselors who have the best interests of 

students in mind.  

 I’d like to think that we’re not lumped in that used car salesman 
 [category], and nothing against folks that work in that industry, but I think 
 we’re different.  I think partly we have an educational mission as well for 
 folks that work in admissions or for an institution that allows students to 
 get the information, help them make some decisions.  And, a lot of times 
 we’re asked to speak in high schools and just talk about the options within 
 the state.  That’s something we’re asked to do is talk about the 
 public universities.  You’re not the PUB representative tonight, you’re the 
 state system representative talking about the unique qualities of each 
 institution and why a student might want to consider [one public 
 university] or [another public university].  And so, I think it’s important 
 too that we can speak too to just the value of an education, to get a 
 degree from a college or university, wherever they decide to go.  
 (PUB Admin3) 
 

We spend a lot of our time doing personal work.  It’s a lot more labor 
 intensive than what you’ll find at larger selective institutions, which really 
 do more processing and screening.  We spend more of our time 
 counseling.  I mean, in many ways at a large university the admissions 
 counselors really aren’t counselors, they’re herders.  They’ve already got 
 the students lined up who want to come…Our institution is different  
 because the students we serve are a bit different so the responsibility of 
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our counselors, yes, we help to make sure people hit deadlines and 
 understand what the application form is asking, but we spend a lot of our 
 time also talking about, “What is college?  Why should you go to college?  
 What kind of experiences will you gain in college?  What are the payoffs 
 of attending college?  How do you apply for financial aid?  What is 
 financial aid?  What does the major mean versus the minor?”  Those are 
 terms that a lot of families have no concept of what that means.  “What do 
 you mean it’s going to take me more than four years to graduate?  I 
 already graduated in four years.”  A lot of myth-busting.  A lot of these 
 families assume that college is unattainable because either only the very 
 best and brightest get in or because economically they can’t afford 
 $25,000 dollars a year in tuition.  Both are falsehoods, but you’ve got to 
 have people there to kind of address those issues. (PUB Admin2)   
 

Whereas many institutions focus on marketing themselves, PUB’s administrators 

recognize the population the institution serves has distinct needs, the most prominent of 

which is learning about the benefits and accessibility of higher education.  Consequently, 

counseling prospective students is a significant focus of PUB’s recruitment efforts. 

 Highlighting Support Services. Just as PUB counsels and educates students, it also 

promotes the availability of support services.  As an access institution serving many first-

generation students, PUB recognizes the need to ensure prospective students not only 

realize a baccalaureate education is financially attainable, but that students understand an 

institutional support structure is in place to facilitate student success.  As such, PUB’s 

printed recruitment materials in particular consistently reference the availability of 

support services that can help students with advising, writing, counseling, career 

guidance, and health-related issues.  This strategy of emphasizing student support, 

especially for underserved populations, is further explained by one of PUB’s 

administrators.   

 There’s a support structure in place.  They know coming here that we’re 
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going to take care of them, that we’re going to pay attention to their needs  
 because, quite frankly, they are not like the children of lawyers or doctors 
 or other professionals who have college experiences in their families and 
 who understand and get socialized into what college is.  They haven’t 
 gone to mom and dad’s homecoming game or done things on a college 
 campus.  A lot of these kids haven’t been out of their home town much 
 less on a college campus before. (PUB Admin2) 
 

Although all of the master’s institutions sampled do draw attention to institutional 

support, PUB appears to be the only institution to promote the availability of such a wide 

spectrum of support services in its recruitment materials.  This is not at all surprising 

considering PUB’s access mission. 

 However, not all of PUB’s recruitment strategies appear to be as altruistic in nature.  

Although the recruitment strategies addressed thus far seem to value the best interests of 

students, PUB also utilizes strategies like PUA and the private master’s institutions 

sampled that are less objective in their focus.  Indeed, PUB, too, needs to ensure it 

attracts students and generates revenue, especially considering today’s economic context.  

As such, the following recruitment strategies focus on cultivating applicants and, in many 

cases, marketing institutional desirability through numerous means. 

 Buying New Markets. Like the private master’s institutions sampled, both of the 

public master’s institutions sampled report purchasing PSAT names in pursuit of 

applicants.  This allows PUA and PUB to conduct direct mail campaigns that potentially 

attract prospective students.  Sometimes, PSAT lists for different states are also 

purchased if a particular state appears to be increasing its college-age population or is 

increasingly supplying more students.  

 I mean, we do the standard that probably everybody does.  You buy PSAT 
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names and then you do some direct mailing into people’s homes.  Then 
 you do some, we’ve got, we do some telephone campaigning for those 
 people really early in the process. (PUA Admin1) 
 

…there are certain feeder states out-of-state that we will commit our  
 resources where traditionally we are seeing students, or in recent years  
 we’re seeing an influx of students from [a western state], as an example, 
 that we need to make sure that we are purchasing PSAT names for current  
 junior/seniors to be, to convey them information about [PUB] and the  
 Western Undergraduate Exchange (WUE) tuition-rate for residents [of 
 their state]. (PUB Admin3) 
 

By purchasing PSAT names, both public master’s institutions sampled are able to 

increase their applicant pools, thereby allowing them to become more selective or to 

enroll students and produce revenue. 

 Creating New Markets. In addition to buying new markets, enrollment personnel 

within the public master’s institutions sampled detail methods of creating new markets to 

attract applicants.  This may entail the marketing of existing programs, potentially 

utilizing a bait and switch tactic such that students are drawn to programs with limited 

space, only to eventually change their majors.  It may also involve the creation of new 

majors to satisfy student interests. 

 …we have a college of environmental science.  A lot of 17, 18 year old 
 kids come in, especially here in the [region], with a sense of 
 environmental responsibility, the romance of being an ecobiologist or 
 whatever.  So a lot of kids get attracted to that and we market that because 
 it fits with a plate of values that they have.  And, in that sense marketing is 
 very much about, particularly in education, “How do you convince a 
 student that the values that they hold will be supported here and that this is 
 the right place?”  So, the College of Environmental Sciences is a great one 
 to be able to say, “Yeah, look, we go out, we renovate salmon streams and 
 we do all of this stuff,” and so that becomes also one of our market 
 devices.  Nevermind the fact that it’s a very small college; it’s very hard to 
 get through all of the science classes and all of that.  And so, many 
 students come in with that expectation, and then they change and they 
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become some other major along the way. (PUA Chem)   
 

That’s something that really I think has hopefully set the foundation for 
 the institution, that you are offering programs of study that attract students 
 from all around the state and elsewhere.  If it’s one of the top liberal arts 
 institutions, that you offer different major selections or minor selections to 
 students, such as business or English, or it could be writing or biology or 
 chemistry.  There have been some additions in recent years with the 
 forensic chemistry option, or a sports management minor was introduced 
 this fall as well that a lot of students are very excited about.  
 (PUB Admin3) 
 

Thus, much like their private counterparts, administrators within the public master’s 

institutions sampled also create new markets to develop their applicant pools in pursuit of 

revenue. 

 On-line Applications. Like the private master’s institutions sampled, both public 

master’s institutions sampled allow prospective students to apply on-line.  Although one 

of PUB’s enrollment managers denotes the use of technology as a secondary tool, it is a 

tool nonetheless used to attract applicants. 

 Because our students are first generation, because they tend to be more 
 low income, the high tech blogs, e-mails, virtual tours that a lot of schools 
 as a primary tool, we use more and more as a complimentary tool because 
 a lot of our students don’t have computer access… (PUB Admin2) 
 

Despite concerns over access to computers for the types of students primarily targeted by 

PUB’s access mission, the institution does make on-line applications available and posts 

its web address on its printed recruitment materials.  PUA lists its web address and 

markets the availability of on-line applications on the back cover of each and every one 

of its printed recruitment pamphlets.  In essence, evidence suggests the desire to cultivate 

large applicant pools and generate revenue has led enrollment personnel at both public 
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master’s institutions to ensure the application process is as effortless as possible for 

virtually anyone, and both institutions desire to make this widely known. 

 Marketing the Western Undergraduate Exchange (WUE) Program. Knowing the 

enrollment of out-of-state students is a priority at both public master’s institutions 

sampled, one might ask how PUA and PUB recruit these students.  The Western 

Undergraduate Exchange (WUE) is a program allowing residents of western states to 

enroll at institutions in various western states at a reduced tuition rate, usually about 

150% of the cost of resident tuition.  Both public master’s institutions sampled market 

their participation in WUE to attract out-of-state students and their higher tuition dollars.  

Recruiting a student through the WUE program may not bring in as much revenue as 

attracting an out-of-state student without the WUE discount, but it enhances revenue 

nonetheless by recruiting a greater number of out-of-state students in search of a reduced 

tuition rate that makes WUE institutions more desirable to prospective students.  This is 

especially important for an institution such as PUB that is under enrolled and needs to 

replace revenue lost from declining state support. 

 I mean, you can get more money obviously from an out-of-state student 
 than you can in-state.  We participate in a program, the Western 
 Undergraduate Exchange program, and we, when I oversaw admissions, 
 we actually expanded that program.  And so, in essence, we were getting 
 less money for an out-of-state student than we were if it was just a pure 
 out-of-state student, but on the flip side we were able to attract more 
 because they were only paying 150% of in-state tuition as opposed to 
 probably three times the rate of in-state tuition. (PUB Admin1) 
 

…even with the WUE tuition rate they are still paying more than what a 
 [state] resident is.  So, the argument could be just from an enrollment 
 standpoint it’s helping to solidify your overall enrollment of your 
 freshman class and then just for your sophomore/junior/senior class you 
 



162

hope those students persist, that they’re paying those tuition dollars.  
 (PUB Admin3)  
 

Another benefit of the WUE program is that institutions may utilize WUE to actually 

attract more out-of-state students who are paying out-of-state tuition.  PUA offers a 

limited number of students WUE rates and uses the attractiveness of the WUE program to 

draw more out-of-state residents and their higher tuition dollars.  Because PUA limits the 

number of students who pay the discounted WUE rates, competition for the program is 

heightened and PUA is able to be selective and admit academically proficient students.  

Consequently, the WUE program allows enrollment personnel within PUA to better 

pursue student quality and satisfy PUA’s financial goals as they pertain to enrollment.  

 …we have allocations for 40 WUE students, and when we started out in 
 2001, we had enrolled 142 out-of-state freshmen.  This past year, in 2005, 
 we enrolled 218 out-of-state freshmen.  So, even with those 40 WUE’s, 
 you are bringing in more non-residents.  And, if you take out the WUE 
 kids, you’re bringing in more non-residents than when we started out. 
 (PUA Admin1) 
 

They see we’re a WUE school, that’s the Western Undergraduate 
 Exchange, “I might have a chance to get there,” but the fact of the matter 
 is for PUA, unlike the other institutions in this state that are 
 comprehensives, not necessarily the publics, we don’t admit all the 
 students who are eligible for WUE.  Well, we admit the student, but we 
 won’t give the tuition waiver except to the top bar student.  So, our WUE 
 is a selective support. (PUA Admin2) 
 

I mean, again, the out-of-state student population is very focused on that 
 WUE program with the belief that if we’re admitting students with full 
 WUE waivers, that if they get in-state tuition plus half or something, it’s a 
 really good deal for them, but we only do the top bar.  We figure, if 
 somebody from your high school, who’s a top student, chose PUA, there 
 maybe other students who come full fee-paying.  That student got the 
 waiver, but others hear.  It’s selling our reputation through students.  And, 
 if we attract some top bar students from surrounding states because of this 
 tuition waiver, we believe that will be more than what we could hope for 
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sending out a recruiter.  Students talk.  Their friends find out.  “This is one 
 of your top students and they’re going to PUA?  Where’s PUA?!”  
 (PUA Admin2) 
 

In effect, there is a general indication that enrollment managers at the public master’s 

institutions sampled appear to primarily utilize the Western Undergraduate Exchange 

program to maximize revenue. 

 Raising the Profile of Faculty. Just as the private master’s institutions sampled 

appear committed to raising their institutional profiles by making research and 

publication a more central responsibility for faculty, the public master’s institutions 

sampled also seem to be changing faculty roles.  As has been explained, today’s 

economic context has heightened competition for students among all types of institutions.  

As such, master’s institutions feel they must compete against research institutions for 

students.  This being the case, evidence suggests master’s institutions are shifting their 

focus from instruction to research in an effort to increase institutional desirability and 

attract applicants, thereby securing revenue.  The master’s institutions do not necessarily 

intend to become full-fledged research institutions, but rather embrace research at such a 

level so as to neutralize any advantages held by research institutions as they compete for 

students. 

 I mean, the institution wants to define itself as, to some extent, as a liberal 
 arts college with some professional programs as well, but we don’t have 
 the resources to become a full-fledged research university.  You know, 
 we’re never going to be a true rival to the [flagship] or [public research 
 universities in the state] at that level.  So we are, I suppose, trying to 
 define ourselves as primarily an undergraduate institution but as a strong 
 undergraduate education for a lot of students. (PUA Hist) 
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Thus, both PUA and PUB extensively market research opportunities for undergraduates 

in their printed recruitment materials.  Recruitment materials from both PUA and PUB 

consistently designate and promote their faculty as “active scholars.”  More specifically, 

PUA stresses that students have “opportunities to engage in research and showcase their 

work regionally and nationally” and, “Undergraduate students often collaborate with 

faculty on projects.”  PUB notes that within its Psychology department, “A large number 

of our students work with faculty on research, often resulting in a chance to co-author 

scholarly presentations and publications.”  PUB’s Social Science department faculty 

“involve students in their research and emphasize the seamless relationship between 

research and teaching.”  Above all else, a greater institutional emphasis on research and 

publishing is placing more pressure on faculty to serve as both educators and recruitment 

tools.   

 …I say that I think our mission and our efforts are sometimes at odds and 
 this is true.  Talk to the faculty at an institution like ours and you say, 
 “Okay, when you come in as a faculty member, they tout it as a teaching 
 institution.”  And then say, “Okay, are the system of rewards based on 
 your good teaching?”  No.  “The system of rewards is based on, did you 
 get grants, did you publish.”  So, all the sorts of standard things, and this is 
 a common problem; all of the Carnegie reports and the Voyeur 
 Commission and all that point out that comprehensive universities are torn 
 between their normal traditional mission to be teaching primarily but now 
 rewarding based on activities that would be typical of a Research I 
 institution.  “Did you get us grant money?  Did you write a lot of books 
 and write a lot of articles?  Are you a recognized expert in your field?”  
 Look, it’s very hard to be a person who’s focused on your teaching and be 
 a recognized expert in your field.  So, it gets sort of torn in that direction. 
 (PUA Eng)   
 

And, we had a really good dean that came in my area, but what he wanted 
 to see from faculty was more scholarship.  So, I was already in the hospital 
 because of my advising, teaching, and service responsibilities and now I’m 
 supposed to be attending conferences and putting out journal articles too? 
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[Putting out journal articles] brings more prestige to the English 
 department.  We have so and so faculty publish so and so.  But, that’s not 
 what undergraduates look at when they choose a school is how many 
 articles faculty have published.  Or, maybe that was an industry standard, 
 you know, what you’re saying through US News and World Report is how 
 many famous people we have here…some of my colleagues were 
 feeling like, “That’s not why I came to PUB,” you know, “I’m not 
 competitive in that way anymore.  I’m a good teacher.”  And so, that was 
 seen as onerous from that perspective. (PUB Eng) 
 

Indeed, a movement to raise the profile of faculty members is yet another recruitment 

strategy reflecting a change in the very nature of what it means to be a public master’s 

institution. 

 Marketing Consumables. Finally, much like the private master’s institutions 

sampled, the public master’s institutions attempt to satisfy and capitalize on the consumer 

mentality of today’s students in an effort to boost institutional desirability and cultivate 

sizeable applicant pools.  Evidence suggests institutions seek to market advanced 

facilities, eye-catching physical environments, state-of-the art technology, and desirable 

locations.  The websites and printed recruitment materials of both PUA and PUB hope to 

visibly show students (and their parents for that matter) why they offer the best 

educational product.  PUA states it recently “opened a new student recreation center,” has 

“high quality facilities available to students and professors,” has a “beautiful” campus, is 

technologically advanced such that “most of the campus is now wireless,” offers an array 

of student programs and activities, and is located in a place so incredible that students are 

encouraged to send virtual postcards to their friends and family to show them photos of 

the area and the “high quality of life” PUA’s location offers.  Likewise, PUB prides itself 

on the addition of its “new Residence Hall Service Center,” “boasts some of the best 



166

athletic facilities in the (region),” provides a “picturesque, award-winning campus 

welcoming traditional features with 21st century convenience, including many multimedia 

classrooms, extensive wireless web access and a state-of-the-art library,” offers activities, 

and is in a “good location” that “is near cities, mountains and the ocean.”  The focus of 

this recruitment strategy is clearly on marketing a consumable educational product. 

 Along these same lines, both PUA and PUB highlight what students can expect to 

gain from attending their institutions.  PUA provides a list of well-known companies who 

employ its graduates and declares the institution’s “track record for graduate school 

preparation is commendable.”  PUB highlights the accomplishments of its graduates by 

field, stating, for example, that its computer science graduates “are employed in leading 

technology corporations in [the state], the nation and internationally,” and that its 

Psychology graduates “have entered the top graduate programs in the country…”  

Additionally, PUA notes it has industry connections for students in its Chemistry 

program and “Outstanding Corporate Support” for its Physics program.  Enrollment 

personnel within the public master’s institutions sampled clearly want prospective 

students to recognize that these institutions offer educational products with demonstrated 

returns, thereby emphasizing the desirability of both institutions and serving to attract 

applicants and generate revenue.  Once again, this recruitment strategy, like many others 

that have come to light, is similar in nature to those utilized by the private master’s 

institutions sampled, revealing a nebulous boundary between public and private 

institutions that was once much more clearly defined. 

 



167

Analyzing Quantitative Outcomes for the Public Master’s Institutions Sampled 

 Considering the findings from the qualitative analysis, one would expect to see 

considerable quantitative differences between the public master’s institutions sampled in 

some areas and a number of similarities in others.  In particular, one would anticipate 

PUA to statistically resemble the private master’s institutions sampled more than PUB 

because PUA has visibly embraced many of the same enrollment priorities and 

recruitment strategies as the privates.  However, because both public master’s institutions 

sampled seek to visibly balance some institutional interests with state interests, express a 

joint desire to maximize revenue, and utilize many similar private-like recruitment 

strategies, one would expect to find some quantitative similarities between PUA and PUB 

that may also bear a resemblance to the private master’s institutions sampled.  The 

following data sets concerning enrollment trends from 1990 to 2003 should shed light on 

these differences and similarities while also revealing the extent to which stated 

enrollment goals and recruitment strategies at the public master’s institutions sampled are 

producing desired outcomes, especially as they pertain to access.    

 First, let us detail the differences between PUA and PUB.  As anticipated, the number 

of applicants has increased at both public master’s institutions sampled, consistent with 

recruitment efforts focused on cultivating large numbers of applicants.  Yet, PUA’s 

applicant pool appears to be increasing much faster than PUB’s.  The dramatic increase 

in applicants experienced by PUA is likely a testament to the natural demand described 

earlier in the chapter, as well as a reflection of PUA’s coordinated focus on increasing 

applicants (much like the privates).  In addition, both publics have increased their student 
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populations, coherent with desires to generate revenue through gradual enrollment 

increases.  However, this statistic further reveals the different paths of the public master’s 

institutions sampled.  One should realize the percent increase in applicants is much larger 

than the increase in the percent of enrolled students at PUA, as would be expected from 

an institution that seeks to become increasingly selective.  On the other hand, the percent 

increase in applicants is relatively similar to the increase in the percent of enrolled 

students at PUB, reflecting a more accessible institution.  

 
PUA PUB 

% change of applicants 46% 20% 

% change of enrolled 
students 4.5% 14.7% 

On a related note, statistical data further reveals that PUA’s desire to become more 

selective and PUB’s commitment to access is being realized.  Like the private master’s 

institutions sampled, PUA increased its freshman acceptance rate in the mid-1990’s and 

became less selective during a time when the pool of available students was limited.  

However, PUA has since lowered its freshman acceptance rate and become much more 

selective, especially since the turn of the century.  This is not surprising considering 

PUA’s stated enrollment priorities and recruitment strategies.  It is also consistent with 

above data showing increases in the percentage of applicants are dramatically outpacing 

increases in the percentage of enrolled students.  Likewise, PUB has become much less 

selective, especially in recent years, as one would expect considering its access mission 

and stated need for students and their tuition revenue.          
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PUA PUB 
Change in Selectivity from 

1999 to 2003 12.4% (-)27.8% 
Change in Selectivity from 

1996 to 2003 1.4% (-)38.3% 
Change in Selectivity from 

1993 to 2003 n/a n/a 
Change in Selectivity from 

1990 to 2003 (-)13.6% (-)13.5% 

Actual Acceptance Rate in 
2003 74.4% 93.1% 

Qualitative data has revealed student quality as being a much greater enrollment 

priority at PUA than PUB, consistent with PUA’s selective approach to enrollment and 

PUB’s more access-driven perspective.  Consequently, it is little surprise to find 

substantial differences in quantifiable student quality indicators between the two public 

master’s institutions sampled.   As would be expected, quantifiable student quality 

indicators at PUA are similar to those of the private master’s institutions sampled and are 

considerably higher than are those at PUB.       

 
PUA PUB 

The % increase of total freshmen with 
GPA's of 3.0 28% 1% 

Actual % of freshmen with GPA's of 3.0 or 
better in 2003 95% 66% 

% increase of total freshmen in top 10% 
of graduating class 8% 

(-)4% 
(1999) 

Actual % of freshmen in top 10% of 
graduating class in 2003 24% 11% 

Freshman SAT verbal 75% up 90 points (1993) n/a 
Freshman SAT math 75% up 20 points (1993) n/a 

Actual freshman SAT scores at 75% in 
2003 610/600 540/550 

Although a number of quantifiable differences are evident between the public master’s 

institutions sampled, PUA and PUB do share some similarities.  For example, taking into 
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consideration a shared desire by both public master’s institutions sampled to balance 

institutional interests with state interests, one would expect to see extremely slight 

movements out of state with regard to freshman enrollments at each institution.  

Statistical data shows the percentage of freshmen who identify as in-state residents at 

PUA has only narrowly declined, providing visible evidence that PUA may be balancing 

its revenue interests with the interests of the state.  PUB’s unexpected small increase in 

the percentage of students defined as in-state residents may reflect the institution’s 

relatively new push out of state or the ineffectiveness of its efforts to recruit out-of-state 

students and acquire higher tuition revenue.  One should also note both PUA and PUB 

enroll a dramatically greater percentage of residents than non-residents.  Thus, despite the 

overwhelming financial benefits of recruiting out-of-state and international students, both 

public master’s institutions sampled continue to primarily enroll in-state residents, 

consistent with their public identities.  But this may be changing. 

 
PUA PUB 

% change of total freshmen who identify as 
in-state students (-)2% 3% 

Actual % of freshmen from in-state in 2003 93% 95% 

In addition, just as a commitment to primarily enrolling in-state residents suggests 

both public master’s institutions sampled are attentive to balancing their interests with 

those of the state, an institutional commitment to balance is further indicated by 

quantitative data demonstrating that PUA and PUB continue to increase their transfer 

enrollments.  Such increases are especially evident at PUB and logical considering the 
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institution’s access mission and recruitment strategies focused on forming partnerships 

with community colleges.  Increases in transfer populations may reflect institutional 

concerns for state interests or simply signify institutional pursuits of revenue.   

 
PUA PUB 

% change in transfer 
enrollment 4.6% 30% 

Actual # of transfers in 2003 983 494 

Despite some evidence of a commitment to balancing institutional interests with those 

of the state, data suggests both public master’s institutions sampled are increasingly 

focused on maximizing revenue through their enrollments.  Tuition and fee levels have 

rapidly increased at both public institutions.  Like the private master’s institutions 

sampled, the publics are becoming much more tuition-driven and tuition/fee levels have 

more than doubled since 1990, even at PUB which defines itself as an access institution.  

Of course, in actual costs, tuition/fees at the public master’s institutions sampled are still 

much lower than levels at the private master’s institutions.  However, it is important to 

note the increasingly private-like behavior of the publics, regardless of their stated 

approaches.   

 
PUA PUB 

% change in 
tuition/fees 145% 138% 

Actual costs in 2003 $3,941  $4,305  

With tuition costs intensifying at the public master’s institutions sampled, one might 

expect greater need among students.  This is somewhat true.  Need has increased at PUA, 
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but unexpectedly declined at PUB.  However, the percentage of students with need 

continues to be much higher at PUB than PUA, consistent with what one might anticipate 

at an access institution.  Like the private institutions, nearly every student classified as 

having need is offered aid at both public master’s institutions sampled, yet institutional 

desires for revenue maximization may be taking their toll on students.  More specifically, 

it appears the percentage of enrolled freshmen with need offered the full amount needed 

has plummeted since 1990.  This is especially concerning at PUB, where a mere 16.4% of 

students with need are now having their full need met.      

 
PUA PUB 

% change of total freshmen with 
financial need 3.6% (-)8.5% 

Actual % with need in 2003 35.8% 55.8% 

PUA PUB 
% change of total freshmen with need 

offered aid (-)4% 18.2% 

Actual % with need offered aid in 2003 96% 100% 

PUA PUB 
% change of total freshmen with need offered full amount 

needed 
(-)30.4% 
(1999) (-)58.7% 

Actual % with need offered full amount needed in 2003 34% 16.4% 

Having touched upon the many differences and similarities of the public master’s 

institutions as articulated by available quantitative data, one should now determine the 

statistical outcomes of the aforementioned enrollment priorities and recruitment strategies 

as they pertain to diversity and access.  Both PUA and PUB clearly say they prioritize 
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diversity and access for various reasons.  Considering PUA’s movement toward 

selectivity and PUB’s access approach, one might expect diversity and access at PUA to 

resemble that of the privates, with PUB enrolling a higher concentration of minority 

students.  However, one need be reminded of the many similar private-like priorities and 

recruitment strategies shared by the public master’s institutions sampled.  As such, 

historical data sets show the public master’s institutions are together increasingly 

enrolling a greater percentage of freshman minority students and are similarly more 

diverse than in years past. 

 
PUA PUB 

% change of total freshmen who 
identify as minorities 9% 8% 

Actual % freshman minorities in 2003 15% 13% 

Still, one need recognize the composition of the minority students enrolled with 

concern to the three largest minority populations at each public institution sampled to 

best understand the effects of each institution’s enrollment priorities and the influx of 

private-like recruitment strategies.  Upon closer review, one finds the minority population 

at PUA is, as anticipated, quite similar to that of the private master’s institutions sampled.  

As such, PUA enrolls a substantial percentage of Asian students.  Asians are the largest 

minority group at the institution percentage-wise and have increased as a percentage of 

the total population at more than twice the rate than the next largest minority group on 

campus, that being the Hispanic/Latino student population.  Yet, the percentage of Asians 

in the state is smaller than the percentage of Hispanic/Latinos and has increased as a 
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percentage of the total population at only half the rate.  Consequently, as was found at the 

private master’s institutions sampled, it looks as if Asians are overrepresented at PUA.  

More importantly, PUA’s Black and Hispanic/Latino student populations are not 

representative of the state populace and in fact appear to be losing ground. 

 

PUA 1990 1996 2003 

PVA 
Change 
1990 – 
2003 

*1990 – 
State 

Census 

*2004 –  
State 

Census 

*State 
Change 
1990 – 
2004 

(% Black) 2.0% 2.1% 1.7% (-)0.3% 3.1% 3.5% 0.4% 

(% Asian) 3.8% 7.9% 8.6% 4.8% 4.3% 6.3% 2.0% 

(% Hispanic/Latino) 1.6% 3.6% 3.4% 1.8% 4.4% 8.5% 4.1% 

*SOURCE: U.S. Census Bureau 
 

Conversely, the Asian student population at PUB reflects state demographics.  Asian 

students made up 3.3% of PUB’s student population in 2003 and comprised 3.4% of the 

state’s population in 2004.  The same trend holds true for PUB’s Black population.  

However, the Hispanic/Latino population is dramatically underrepresented at PUB.  

Despite representing 9.5% of the state’s population in 2004, only 5.2% of PUB’s student 

body in 2003 consisted of Hispanic/Latino students.  In addition, the increase in the 

percentage of Hispanic/Latinos as part of PUB’s total student population is much smaller 

than the increase in the percentage of Hispanic/Latinos as part of the state’s total 

population.   
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PUB 1990 1996 2003 

PVB 
Change 
1996 – 
2003 

*1990 – 
State 

Census

*2004 – 
State 

Census

*State 
Change 
1990 –
2004 

(% Black) 1.3% 1.7% 1.9% 0.6% 1.6% 1.8% 0.2% 

(% Asian) 3.4% 2.3% 3.3% (-)0.1% 2.4% 3.4% 1.0% 

(% Hispanic/ Latino) 2.8% n/a 5.2% 2.4% 4.0% 9.5% 5.5% 

*SOURCE: U.S. Census Bureau 
 

If one were to only view the demographic statistics above, they would likely say with 

some confidence that the enrollment priorities and recruitment strategies embraced by 

PUA, consistent with a Public Selective Model of Enrollment Management and in many 

ways similar to a Private Selective Model of Enrollment Management, have advantaged 

some minority populations more than others with regard to access.  One would also be 

tempted to draw the conclusion that the enrollment practices of PUB, consistent with a 

Public Access Model of Enrollment Management yet also relatively private-like, have, 

much like PUA, successfully provided access for some minority populations but 

potentially benefited some minorities disproportionately.  Yet, once again, the importance 

of recognizing the socioeconomic status of the various minority populations is paramount 

to understanding the real trends taking place.    
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Race 
Median Household Income in 

United States (2004) 
Black $30,134  

Asian $57,518  

Hispanic/Latino $34,241  

White $48,977  

SOURCE: U.S. Census Bureau 
 

As is the case with the private master’s institutions sampled, the public master’s 

institutions sampled appear to be facilitating socioeconomic homogeneity through their 

enrollment practices.  When one considers the median household income in the United 

States for various minority populations, a likely reason why Asians are overrepresented at 

PUA and Hispanic/Latinos are underrepresented at both PUA and PUB becomes clear; 

institutional desires for revenue maximization are prioritizing and recruiting students who 

are advantaged socioeconomically.  Consequently, public master’s institutions are 

enrolling a greater percentage of students with wealth, benefiting certain minority groups 

more than others based upon their socioeconomic status.  This, of course, limits the 

capacity for public master’s institutions to enact social change and instead reinforces the 

advantages of the privileged.  

 In summary, a movement toward private-like enrollment priorities and recruitment 

activities among public master’s institutions is apparent.  The public master’s institutions 

sampled have taken decidedly different approaches to enrollment management in pursuit 

of revenue in a new economic context, with PUA focusing on selectivity and PUB 

choosing to maintain access.  Although the publics prioritize some enrollment goals 
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differently and in some ways utilize unique recruitment strategies as a function of their 

approaches, a fervent desire to generate revenue shapes behaviors at both institutions and 

is changing the very definition of what it means to be a public institution.  For instance, 

both public master’s institutions sampled yearn to balance institutional goals with state 

expectations en route to preserving remaining state financial support and maximizing 

revenue.  This has led PUA and PUB to prioritize the state’s enrollment goals on 

occasion and at other times to simply rationalize private-like enrollment goals as 

contributing to state interests, thereby securing revenue but blurring a distinct line 

between public and private institutions.  Despite being public in name and continuing to 

receive significant subsidies from various government sources, public institutions may be 

embracing private-like behaviors with outcomes that conflict with their public missions.  

Indeed, evidence suggests the proliferation of private-like priorities and recruitment 

strategies in the public realm have increased diversity but benefited some minority 

populations more than others based upon their socioeconomic status, providing unequal 

access to public baccalaureate institutions and the opportunities inherent therein.       
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CHAPTER FOUR (C): ESTABLISHING VALIDITY 

 The previous analysis revealed a number of interesting and important findings 

concerning the master’s institutions sampled.  It would seem sensible to ensure the 

master’s institutions sampled are reflective of master’s institutions throughout the United 

States.  At the same time, most if not all of the literature available concerning enrollment 

management is based upon research extensive institutions.  Therefore, to improve the 

study’s external validity, this chapter will contrast quantitative data trends from the 

study’s sample to trends for master’s institutions nationally and to research extensive 

institutions nationally.   

 First, the master’s institutions sampled have all increased their applicant numbers, a 

trend that is consistent with master’s institutions and research extensive institutions 

nationally.  The degree to which this has taken place is much higher for the privates 

sampled, but a similar overall trend is visible within the sample and at master’s and 

research extensive institutions across the country.  Interestingly enough, institutions 

within the sample and research extensive institutions nationally also show an increase in 

the number of enrolled students while master’s institutions nationally have decreased the 

number of enrolled students.  

 

PVA PVB PUA PUB 
Master's I 
Nationally

Research I 
Extensive 
Nationally 

% change of applicants 
95% 

(1993) 90% 46% 20% 25.5% 30.2% 

% change of enrolled 
students 

44.9% 
(1990) 18.7% 4.5% 14.7% (-)7.8% 14% 
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As expected, master’s institutions nationally appear to be lowering their freshman 

acceptance rates and becoming more selective, much like the master’s institutions 

sampled that utilized a selective approach to enrollment management.  This trend holds 

true as well for the research extensive institutions nationally, enhancing the study’s 

external validity.     

 

PVA PVB PUA PUB 
Master's I 
Nationally

Research I  
Extensive 
Nationally 

Change in Selectivity from 
1999 to 2003 4.4% 9.0% 12.4% (-)27.8% n/a n/a 

Change in Selectivity from 
1996 to 2003 (-)0.1% n/a 1.4% (-)38.3% 5.3% 7.1% 

Change in Selectivity from 
1993 to 2003 (-)5.7% n/a n/a n/a n/a n/a 

Change in Selectivity from 
1990 to 2003 n/a (-)0.7% (-)13.6% (-)13.5% 0.2% 0.6% 

Actual Acceptance Rate in 
2003 82.0% 79.5% 74.4% 93.1% 66.8% 55.0% 

The master’s institutions sampled appeared to be making intentional movements out 

of state in pursuit of revenue with publics maintaining dramatically higher percentages of 

in-state freshman residents to sustain state support.  Nationally, master’s institutions and 

research extensive institutions look as if they are moving out of state in their enrollments, 

but much faster than at the institutions sampled.  The actual percentage of freshmen from 

in-state is also much lower for these institutions than at those sampled.  Therefore, the 

sample’s trends and stated desires to move out of state from an enrollment standpoint 

seem consistent with master’s and research institutions nationally.  However, the rate at 

which institutions within the sample are increasing the percentage of out-of-state 

freshman enrollments is much lower than national trends, and the degree to which the 
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sampled institutions have maintained a higher percentage of in-state residents is 

abnormally high. 

 PVA PVB PUA PUB 
Master's I 
Nationally

Research I  
Extensive 
Nationally 

% change of total freshmen 
who identify as in-state 

students (-)24% 5% (-)2% 3% (-)53.5% (-)28.6% 

Actual % of freshmen from 
in-state in 2003 43% 65% 93% 95% 22.8% 35.6% 

Because the sample spans the spectrum with regard to transfer enrollments, it is 

difficult to judge the study’s external validity based on this category.  However, it seems 

as though master’s institutions and research extensive institutions nationally are 

increasing the number of transfer enrollments, much like the public master’s institutions 

sampled. 

 

PVA PVB PUA PUB 
Master's I 
Nationally

Research I 
Extensive 
Nationally 

% change in transfer 
enrollment (-)1.8% (-)61% 4.6% 30% 8.8% 3.2% 

Actual # of transfers in 2003 437 141 983 494 443 1073 

Just as the sample contains institutions adhering to both selective and access models of 

enrollment management and thus show both dramatic and minute increases in 

quantifiable student quality indicators, master’s institutions and research extensive 

institutions nationally on average reveal less extreme trends in this area.  Although 

master’s institutions nationally appear to be statistically more similar to PUB when it 

comes to student quality trends, visible increases in student quality within the sample are 
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very much consistent with master’s and research extensive institutions throughout the 

United States.   

 PVA PVB PUA PUB 
Master's I 
Nationally

Research I  
Extensive 
Nationally 

The % increase 
of total 

freshmen with 
GPA's of 3.0 28% 29% 28% 1% 15.6% 15.4% 
Actual % of 

freshmen with 
GPA's of 3.0 or 
better in 2003 90% 93% 95% 66% 68% 86.3% 
% increase of 
total freshmen 
in top 10% of 

graduating 
class 

(-)2% 
(1999) 10% 8% 

(-)4% 
(1999) (-)1% 2.1% 

Actual % of 
freshmen in top 

10% of 
graduating 

class in 2003 28% 35% 24% 11% 18.9% 45.7% 

Freshman SAT 
verbal 75% 

up 20 
points 

up 80 
points 

up 90 
points 
(1993) n/a 

up 65 
points 

up 75 
points 

Freshman SAT 
math 75% 

up 80 
points 

up 70 
points 

up 20 
points 
(1993) n/a 

up 34 
points 

up 29 
points 

Actual 
freshman SAT 
scores at 75% 

in 2003 610/620 630/640 610/600 540/550 576/579 651/671 

Institutional desires to maximize revenue through tuition and fees are consistently 

observable within the institutions sampled and master’s and research extensive 

institutions nationally.  All institutions within the sample and at master’s and research 

extensive institutions across the country have, on average, at least doubled their tuition 

and fees from 1990 to 2003.  As such, the sample appears externally valid from this 

perspective. 
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PVA PVB PUA PUB 
Master's I 
Nationally

Research I 
Extensive 
Nationally 

% change in 
tuition/fees 101% 164% 145% 138% 124% 113% 

Actual costs in 2003 $20,070 $22,020 $3,941 $4,305 $10,229 $12,651 

With the dramatic increase in tuition has come an increase in the percentage of 

freshmen with financial need at most of the institutions sampled and at master’s and 

research extensive institutions throughout the nation.  Nearly 100% of freshman students 

with need are being offered aid at sampled institutions and master’s and research 

extensive institutions nationally.  Nevertheless, as institutions focus on maximizing 

revenue in a new economic context, the percentage of freshmen with need being offered 

the full amount needed continues to decline across the board.  Again, the study’s sample 

looks as if it is externally valid from this standpoint.  

 

PVA PVB PUA PUB 
Master's I 
Nationally

Research I 
Extensive 
Nationally 

% change of freshmen 
with financial need 5.5% 26.1% 3.6% (-)8.5% 15.4% 2.1% 

Actual % with need in 
2003 69.4% 61.6% 35.8% 55.8% 60.1% 45.1% 

PVA PVB PUA PUB 
Master's I 
Nationally

Research I 
Extensive 
Nationally 

% change of freshmen 
with need offered aid (-)0.2% 0% (-)4% 18.2% 6.8% 5.2% 

Actual % with need 
offered aid in 2003 99.2% 100% 96% 100% 99.2% 97.9% 
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PVA PVB PUA PUB 
Master's I 
Nationally

Research 
I

Extensive 
Nationally

% change of 
freshmen with 

need offered full 
amount needed 

(-)23.1% 
(1996) (-)54.9% 

(-)30.4% 
(1999) (-)58.7% (-)37.1% (-)21% 

Actual % with 
need offered full 

amount needed in 
2003 46.1% 45.1% 34.0% 16.4% 37.1% 55.4% 

The master’s institutions sampled showed signs of becoming increasingly diverse.  

This trend is also taking place at master’s institutions and research extensive institutions 

across the country.  Consequently, the study’s external validity appears sound. 

 

PVA PVB PUA PUB 
Master's I 
Nationally 

Research I 
Extensive 
Nationally 

% change of total 
freshmen who identify 

as minorities 16% 9% 9% 8% 6.9% 7.7% 

Actual % freshman 
minorities in 2003 43% 18% 15% 13% 26.5% 26.9% 

Finally, although the study’s sample and master’s and research extensive institutions 

nationally are becoming more diverse, there are noticeable differences concerning 

accessibility.  In general, Hispanic/Latino populations are underrepresented and Asian 

populations overrepresented within the master’s institutions sampled.  This resembles the 

demographic trends of research extensive institutions throughout the nation.  However, 

unlike Black populations within the sampled institutions, which are generally 

representative of state demographics, Blacks are underrepresented at research extensive 
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institutions nationally.  At master’s institutions nationally, Hispanic/Latino populations 

are underrepresented, but Blacks are overrepresented rather than Asians.  As such, it 

looks as if demographic trends within the study’s sample more closely resemble 

demographic trends taking place nationally at research extensive institutions.   

 

PVA 1990 1996 2003 

PVA 
Change 

1990 – 2003 

*1990 – 
State 

Census 

*2004 –  
State 

Census 

*State 
Change 
1990 – 
2004 

(% Black) 2.7% 2.8% 4.7% 2.0% 3.1% 3.5% 0.4% 

(% Asian) 14.7% 25.7% 24.9% 10.2% 4.3% 6.3% 2.0% 

(% Hispanic/ 
Latino) 1.1% 2.5% 9.1% 8.0% 4.4% 8.5% 4.1% 

PVB 1990 1996 2003 

PVB 
Change 

1996 – 2003 

*1990 – 
State 

Census 

*2004 – 
State 

Census 

*State 
Change 
1990 –
2004 

(% Black) 1.0% 1.9% 0.9% 1.6% 1.8% 0.2% 

(% Asian) 5.8% 9.5% 3.7% 2.4% 3.4% 1.0% 
PVB 

Change 
1999-2003  

(% Hispanic/ 
Latino) 

3.5% 
(1999) 2.5% (-)1.0% 4.0% 9.5% 5.5% 

PUA 1990 1996 2003 

PVA 
Change 

1990 – 2003 

*1990 – 
State 

Census 

*2004 –  
State 

Census 

*State 
Change 
1990 – 
2004 

(% Black) 2.0% 2.1% 1.7% (-)0.3% 3.1% 3.5% 0.4% 

(% Asian) 3.8% 7.9% 8.6% 4.8% 4.3% 6.3% 2.0% 

(% Hispanic/ 
Latino) 1.6% 3.6% 3.4% 1.8% 4.4% 8.5% 4.1% 
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PUB 1990 1996 2003 

PVB 
Change 

1996 – 2003 

*1990 – 
State 

Census 

*2004 – 
State 

Census 

*State 
Change 
1990 –
2004 

(% Black) 1.3% 1.7% 1.9% 0.6% 1.6% 1.8% 0.2% 

(% Asian) 3.4% 2.3% 3.3% (-)0.1% 2.4% 3.4% 1.0% 

(% Hispanic/ 
Latino) 2.8% n/a 5.2% 2.4% 4.0% 9.5% 5.5% 

Master’s I 
Nationally 1990 1996 2003 

Change 
1990-2003

*2004 - 
USA 

(% Black) 13.3% 14.5% 17.3% 4.0% 12.8% 

(% Asian) 3.3% 3.7% 4.8% 1.5% 4.2% 

(% Hispanic/ 
Latino) 2.6% 3.8% 6.4% 3.8% 14.1% 

Research I 
Extensive 
Nationally 1990 1996 2003 

Change 
1990-2003 

*2004 - 
USA 

(% Black) 6.9% 7.4% 7.5% 0.6% 12.8% 

(% Asian) 6.6% 9.2% 10.4% 3.8% 4.2% 

(% Hispanic/ 
Latino) 4.0% 5.2% 7.1% 3.1% 14.1% 

*SOURCE: U.S. Census Bureau 
 

Based on the above data, it appears the study’s sample is in many ways externally 

valid.  Enrollment trends within the master’s institutions sampled are in many ways 

similar to trends taking place within both master’s and research extensive institutions 

nationally, although sometimes to varying degrees.  However, one should especially note 

the demographic differences between national master’s and research extensive 

institutions as well as the tendency for the institutions sampled to more closely resemble 
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research extensive institutions than master’s institutions.  This suggests the emerging 

enrollment priorities and recruitment strategies of master’s institutions may ultimately be 

changing who these institutions fundamentally serve.   
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CHAPTER FIVE: EXPLORING THEORY 

 Having presented a detailed analysis of the enrollment priorities and recruitment 

strategies of private and public master’s institutions, it would now be appropriate to 

examine why these institutions are prioritizing certain enrollment goals and adopting 

particular recruitment strategies.  By viewing the enrollment behaviors of these particular 

institutions through a theoretical lens informed by academic capitalism theory, game 

theory, and institutional theory, this analysis should effectively explain why institutions 

formulate their enrollment practices as they do. 

Academic Capitalism Theory 

 The major tenets of academic capitalism theory were earlier summarized in chapter 

two.  As such, this section will focus on revealing the degree to which master’s 

institutions are integrating academic capitalist perspectives into their enrollment 

practices.  More specifically, consistent with existing literature, this section will seek to 

determine the extent to which the master’s institutions sampled are marketing in ways 

that attract students and serve their own economic interests, are tailoring their admissions 

practices to enhance prestige and revenue, and are emphasizing consumption to attract 

prospective students and gain financially (Slaughter & Rhoades, 2004).  Doing so should 

provide valuable insight as to the reasoning behind the stated enrollment priorities and 

recruitment strategies of master’s institutions. 

 As is evident from this study, both private and public master’s institutions find 

themselves in a more competitive marketplace.  Sampled institutions describe a setting 

where competition for students has intensified in recent years as the number of available 
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students has declined in the 1990’s and the number of institutions fiscally dependent 

upon their enrollment has increased.  Sampled public institutions, in particular, appear to 

be facing decreased levels of state support, thereby leading them to compete against one 

another and against private institutions for necessary albeit limited resources.   

Consequently, evidence suggests there is a movement toward self-sufficiency whereby 

both private and public master’s institutions are using whatever means necessary to 

generate revenue, including the adoption of entrepreneurial and market-driven behaviors 

(Slaughter & Rhoades, 2004).  Competition for resources encourages institutions to 

change their resource-seeking behaviors, leading them to move toward the market and 

engage in private-like behaviors such that they are increasingly reliant from a fiscal 

standpoint upon grants, corporate funding, and student tuition (Hanley, 2005).  A 

movement toward private-like priorities and behaviors, especially by public institutions 

that continue to benefit from public subsidies, changes the very nature of who institutions 

are and how institutions function. 

 Related Marketing Approaches. With this in mind, we utilize academic capitalism 

theory to consider how institutions are specifically changing their enrollment behaviors in 

response to today’s economic context.  As revenue maximization becomes an 

institutional focus, a vast number of funds at institutions nationally “have been redirected 

by colleges from educational purposes to serving institutional marketing goals” (Thacker, 

2005).  Findings from this study support this trend and make clear students are 

increasingly central to an institution’s financial well-being, leading to institutional 

investments in admissions and marketing areas.  For example, PUB reports having the 
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largest admissions staff in its recent history, despite widespread cuts to academic 

programs.  Just as Slaughter and Leslie (1997) describe institutional efforts to invest in 

academic programs closest to the market in pursuit of resources, institutions may be 

enacting a supply-side approach in the new economy that prioritizes admissions and 

marketing departments.  In essence, driven by a desire to maximize revenue, institutional 

decision-makers may disproportionately support areas that serve an institution’s overall 

financial interests.         

 Further, academic capitalism theory postulates that because institutions desire to 

extract as much revenue as possible from students, they initiate extensive marketing 

efforts intended to attract applicants (Slaughter & Rhoades, 2004).  As has been revealed, 

greater numbers of applicants may allow institutions to become more selective, more 

prestigious, and more desirable, stimulating demand and the willingness of students to 

pay for admission.  Enrollment personnel appear less concerned with necessarily finding 

the best fit between students and institutions through their marketing practices.  Rather, 

the push is to attract as many applicants as possible.  Case in point, the many recruitment 

strategies of the master’s institutions sampled.  Among the more prevalent strategies are 

efforts to purchase new markets by way of PSAT test takers, to create markets by 

establishing or highlighting various academic programs to draw in students regardless of 

the actual space available in some programs, to enhance visibility through the use of 

athletics, and to make submitting an application as easy as the click of a button.  These 

strategies are not intended to provide objective information to students or ensure 
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institutions meet the needs of students.  Instead, institutional desires for revenue are at the 

center of these marketing efforts designed to persuade students to apply. 

 Additionally, academic capitalism theory notes an institutional desire to attract 

applicants who will pay more for the educational product available (Rhoades, 2006).  

With revenue as a major focus, members of the master’s institutions sampled report a 

number of enrollment practices clearly intended to maximize revenue.  Although it can be 

argued that enrollment approaches focused on increasing selectivity are in and of 

themselves practices intended to maximize revenue by eventually lowering discount 

rates, a number of specific recruitment strategies highlight institutional desires to draw 

students willing and able to pay.  For instance, enrollment managers within the private 

institutions sampled describe efforts to segment markets, even by zip code, to target 

marketing campaigns on students of desirable socioeconomic levels.  The private 

master’s institutions sampled also appear to be moving away from transfer students.  

Community colleges enroll a greater number of low-income students (McPherson & 

Shapiro, 1998).  As such, motivated to maximize revenue, it is little surprise to find some 

sampled institutions increasingly prioritizing the enrollment of first-year rather than 

transfer students.  Lastly, the movement out of state by the public master’s institutions 

sampled, in particular, is a visible example of institutional efforts to enroll students 

willing and able to pay more for admission.  Out-of-state and international students pay 

higher tuition costs than in-state residents, even with discount programs such as the 

Western Undergraduate Exchange (WUE) program.  As noted by participants, 
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institutional efforts to market to and increase out-of-state and international student 

populations are in many ways revenue-driven.   

 Related Admissions Trends. With revenue concerns at the forefront, academic 

capitalism theory suggests that institutions “recruit and craft classes that pay immediate 

and long-term dividends to the prestige and revenue interests of the institution” 

(Slaughter & Rhoades, 2004).  As indicated by this study, there are a number of methods 

institutions utilize to secure short-term and long-term revenue.  Namely, the master’s 

institutions sampled maximize short-term financial gains by dramatically increasing 

tuition and fees, appearing to increasingly embrace a high-tuition, high-aid approach.  As 

is evident from this study, certain groups may be more sensitive to changes in tuition and 

aid than others (Heller, 1997) and thus a high-tuition, high-aid approach may create 

financial obstacles and inhibit access for some populations (Griswold & Marine, 1996).     

Institutions in the study also appear to capture short-term revenue by gradually expanding 

their enrollments.  This may improve access or further displace some populations with 

wealthier, more quantifiably competent students as institutions pursue prestige and 

revenue (Astin & Oseguera, 2004).  As such, an influx of private-like enrollment 

behaviors that value the pursuit of short-term revenue may have some detrimental effects.   

 Simultaneously, members of many sampled institutions consistently state the 

importance of managing their institution’s enrollments to build a reputation that will 

stimulate demand and allow these institutions to thereby facilitate long-term revenue 

maximization by way of reduced discount rates.  Although the sampled institutions utilize 

strategies such as raising the profile of faculty to increase institutional prestige and 
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desirability, the most prominent method in use for stimulating demand is the strategic use 

of aid.  More specifically, many of these institutions clearly rely on the use of merit 

scholarships to attract academically proficient students and increase institutional prestige 

and desirability en route to stimulating demand and maximizing revenue by way of the 

Matthew Effect.  As such, “most private colleges and universities—and increasing 

numbers of public institutions—now regard student aid as a vital revenue management 

and enrollment management tool” (McPherson & Shapiro, 1998, p.16).  Consistent with 

academic capitalist perspectives, evidence suggests institutions are charging students 

different prices based on the ability of students to contribute to quantifiable measures of 

prestige and ultimately generate institutional revenue (Slaughter & Rhoades, 2004).  

Merit aid can be an effective recruitment tool in a highly competitive context because it 

attracts students who might not otherwise have an incentive to attend (Duffy & Goldberg, 

1998).  It is therefore no surprise to find that academic scholarship programs have grown 

much more rapidly than need-based grant programs (Mumper & Mohr, 1996).  Indeed, in 

response to today’s highly competitive atmosphere in the wake of declining state support, 

institutions may be increasingly embracing market orientations such as the use of merit 

aid to attract particular students with the capacity to enhance institutional prestige and 

generate long-term revenue.  Enrollment personnel within institutions may view 

institutions as enterprises and students merely as tools for generating revenue and 

sustaining organizations.  If a system honoring meritocracy enhances the bottom line, it 

will likely be supported, especially by enrollment managers whose work performance is 

increasingly scrutinized at the highest levels and whose job security primarily depends 
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upon the ability to deliver quantifiable results (McPherson & Shapiro, 1998).  In fact, 

within this study, enrollment personnel at all four institutions sampled report significant 

oversight from high-level administrators regarding enrollment-related issues.   

 However, a commitment to meritocracy may not always serve the best interests of 

society, as is made evident by the study’s findings detailing varying degrees of access for 

minority populations.  Merit scholarships may very well take the place of need-based 

scholarships (McPherson & Shapiro, 1998); a concern supported by findings from the 

study detailing a dramatic drop in the percentage of students with need offered the full 

amount needed.  Taking this into account and considering that merit aid is often rewarded 

to those already planning to participate in higher education regardless of an awarded 

scholarship (Hanley, 2005), a movement toward meritocracy may simply lead institutions 

to advantage the already advantaged and serve as conduits for social reproduction.  Yet, 

despite the aforementioned concerns, today’s economic context encourages all 

institutions to maximize and generate revenue in an evermore competitive landscape and 

appears to be motivating institutions to adopt entrepreneurial behaviors to secure long-

term revenue.  As findings from this study make clear, these behaviors include 

prioritizing quantifiable measures of student quality and using merit aid as a tool to raise 

institutional profiles in pursuit of long-term financial gain.      

 Marketing Consumables. Finally, academic capitalism theory highlights the desire 

for institutions to exploit the consumer mentality of students in pursuit of revenue.  The 

marketing of consumables such as facilities, technology, student programs, and campus 

environments that focus on student gratification rather than educational quality “has 
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contributed to the transformation of education into product and student into consumer” 

(Thacker, 2005).  Institutions are increasingly investing in services and facilities and 

marketing these commodities in an effort to attract students and ultimately generate 

revenue (Slaughter & Rhoades, 2004).  Consistent with a consumer model, institutions in 

the new economy may market what it is students can expect to gain from attendance 

rather than what it is they might anticipate learning.  This shift toward consumerism may 

be a consequence of today’s economic context, one that has ushered in an increased 

reliance on tuition dollars.  Indeed, “For colleges that receive an inadequate amount of 

funding and are therefore ‘tuition dependent,’ the temptation to think of students as 

customers may become overwhelming, since the continued existence of the college is 

contingent upon having a sufficient number of students” (Potts, 2006).  In an effort to 

satisfy students, institutions are promoting the availability of tangible commodities that 

may or may not necessarily enhance an institution’s educational quality.  This not only 

allows institutions to attract students and their tuition dollars but also secures revenue 

through investments in services and facilities that can be structured as revenue-generating 

units through partnerships with private companies and can be funded by students through 

fees (Slaughter & Rhoades, 2004).  A movement toward the market leads to private-like 

behaviors focused on education as enterprise.    

 Findings from this study most certainly reveal evidence of consumer-driven 

recruitment efforts at master’s institutions.  The master’s institutions sampled heavily 

market upgrades to their facilities, the desirability of their campuses and locations, the 

opportunities provided by available programs and activities, and their commitments to 
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state-of-the-art technology through institutional websites and printed recruitment 

materials.  At the same time, student tuition and fees have more than doubled since 1990 

at the private and public master’s institutions sampled as institutions likely pass on some 

of the costs for maintaining attractive consumables to students and in the process create 

new and lucrative revenue streams.  The increased cost of providing more consumer-

valued, non-academic services may not only divert funding from instruction, potentially 

reducing educational quality, but, as has been shown through this study, also adversely 

impact the accessibility of higher education for certain populations.   

Game Theory 

 This section will utilize this basic principle of game theory to better understand the 

enrollment practices of the master’s institutions sampled.  As discussed in the second 

chapter, the major premise behind game theory is that individuals or groups will prioritize 

their own interests when pursuing limited resources and may collectively disadvantage 

themselves as a result (Turner, 2005).  By viewing the enrollment behaviors of the 

master’s institutions sampled through the lens of game theory, one finds that institutional 

decision-makers appear to be strongly influenced by their competitors.  As such, 

institutions are adopting similar enrollment practices as decision-makers focus on serving 

what they perceive to be the best interests of the institution and attempt to surpass the 

institution’s competitors.  Consequently, evidence suggests some of the master’s 

institutions sampled are engaging in enrollment practices that may have unfavorable 

effects. 
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The first of such practices involves tuition discounting.  As explained in the previous 

chapter, the public and private master’s institutions sampled committed to a selective 

model of enrollment management seek to enroll academically proficient students.  These 

institutions generally rely on merit aid to attract students who contribute to institutional 

prestige and will ultimately stimulate demand for admission.  Although tuition 

discounting may maximize long-term revenue, it is, by definition, a commitment to  

short-term financial loss.  The severity of short-term losses may very well depend on an 

institution’s competitors.  Many of the decision-makers within the master’s institutions 

sampled clearly express an awareness of whether their chief competitors discount and the 

extent to which their competitors discount.  They also recognize a need to match or 

exceed the discount rate of their competitors.   

 My guess is that everyone’s got something like that [referring to a major merit 
 scholarship] because you have to give money to top students.  Otherwise, they’ll 
 go to Wesleyan or they’ll go to UCLA or whatever.  They’re not going to come 
 here. (PVA Hist) 
 

Well, the merit-based component is because we are attractive to very selective 
 students.  When I’m a student looking at an institution like PUA versus the 
 [public flagship] or the privates, and you don’t have any money at all for me, then 
 basically I would not likely choose you.  So, we’re doing some of that because we 
 need to. (PUA Admin2)  
 

I shouldn’t say every, but most of the schools we compete with use merit-based 
 aid as a recruitment tool or a landing tool… (PVB Admin2) 
 

Adding the merit scholarships made a significant difference because we just 
 weren’t competitive with other schools because they all had merit scholarships 
 and we didn’t…if they make the decision that they’re going to start discounting at 
 a real high rate because they want to build their class, then that’s going to have an 
 impact on me.  So, you have to be aware of what your competitors are doing. 
 (PVB Admin3) 
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As is evident, enrollment managers feel they have little choice but to utilize merit aid.  

Failing to do so may mean the loss of academically gifted students to one’s rivals, 

thereby threatening an institution’s capacity to compete.   

 As one might guess, a collective push toward discounting has the potential to undercut 

institutional financial stability.  This is especially true when one considers the pressure to 

continue discounting tuition regardless of whether demand for admission has been 

successfully established.  For example, PVB has utilized merit aid to raise its profile, yet 

continues to discount tuition for students.   

 As an institution, one of the ways that we helped to be able to build our 
 enrollments and build our applicant pool and to build our profile was to start 
 doing merit scholarships…But, the reality is that we’ve spent like a lot of 
 institutions more and more money of that on non-need merit-based scholarships 
 and so giving money to students that don’t necessarily need it.  And so, I think, 
 for us, if anything, we’re looking now at kind of retrenching back from that.  We 
 won’t retrench back from it a lot because that’s the marketplace that we’re in and 
 every school in the country provides those to some extent. (PVB Admin3) 
 

Although the enrollment managers would like to use the institution’s heightened 

reputation to maximize revenue by way of a lower discount rate, they realize a 

commitment to tuition discounting must remain because competitors continue to discount 

and PVB does not want to forfeit any advantages gained.     

 Consistent with game theory, a desire by many decision-makers within the master’s 

institutions sampled to pursue prestige and long-term revenue appears to lead these 

institutions to collectively adopt enrollment practices such as tuition discounting that are 

financially disadvantageous.  If enrollment managers competing for a similar pool of 

students agreed to not discount tuition as a recruitment strategy or limit the extent to 
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which tuition could be discounted, all institutions would likely benefit.  However, as 

enrollment managers prioritize their institution’s own interests within a competitive 

environment, they facilitate an arms race that ensures there are no winners or losers, only 

those who lose to a lesser degree. 

 Just as institutions committed to a selective model of enrollment management seek to 

enroll certain types of students, enrollment managers at these institutions also seek to 

generate a large applicant pool en route to securing revenue.  One aforementioned 

recruitment strategy for attracting students is the marketing of consumables, including 

facilities and programs.  Although an institution may not need to upgrade its facilities or 

create new programs to most effectively serve its students, competition from rival 

institutions leads institutional decision-makers to sometimes invest limited resources in 

facilities and programs that can be marketed externally.  Institutional personnel are quite 

cognizant of how their institution’s competitors behave in this realm.   

 I think competitors are very much a factor in all of this.  I think when our 
 competitors do things that it’s like, “Oh well they just opened a new residence 
 hall that offers x, y, and z.  We don’t do that.  Why?”  And I think if we can go 
 back and go, “Well this is the reason we don’t have that,” I think it’s perfectly 
 fine.  But if there’s no reason why they’re doing it and we’re not, I think it causes 
 us to kind of go, “Oh, well we’d better create one of those.” (PVA Admin1) 
 

…I think a lot of the things that we do are driven simply by manufactured 
 administrative necessity.  You know, “I want to start a program and I want to 
 have the best possible freshman experience so I look around the country and say, 
 ‘Oh, they’re doing freshmen seminars, we need those.”  So now we’re bending 
 over backwards, we’re throwing away money left and right. (PUA Eng) 
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Because enrollment managers have a sense that they must best their competitors to 

remain attractive to students, they willingly engage in a race to create, support, and 

market the most appealing tangible academic products. 

 Thus, the parallels to academic capitalism become apparent.  As institutional decision-

makers attempt to outperform their institution’s competitors, they are motivated to take a 

supply-side approach to budgeting, investing in areas perceived to influence enrollment 

and ultimately bring in revenue.  Logically, this means rerouting funds from instruction 

toward areas that heighten an institution’s attractiveness in the new economy.  Namely, 

institutions invest in and market consumables that attract applicants.  There is not, of 

course, a visible set of norms in place to govern such investments and ensure institutions 

behave rationally in this context.  As such, consistent with game theory, institutions 

driven by the desire of administrative decision-makers to outperform their competitors 

appear to likely be collectively disadvantaged.  This primarily includes institutions 

committed to a selective model of enrollment management.  Indeed, it seems reasonable 

to assume that institutions guided by personnel who are motivated by a competitive 

climate to devote limited resources to the upgrade of facilities and development of 

programs regardless of actual need could potentially weaken their academic reputations 

as a result.  

Institutional Theory 

 Finally, this section will draw upon institutional theory to shed light upon the 

enrollment practices of the master’s institutions sampled.  Having summarized the main 

components of institutional theory in the second chapter, this section will utilize mimetic 
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and normative isomorphic principles to better understand why the master’s institutions 

sampled prioritize various enrollment goals and utilize certain recruitment strategies.  As 

one will soon discover, although some evidence suggests mimetic and normative 

processes may be influencing the enrollment practices of master’s institutions, resistance 

to the re-definition of existing institutional norms may also be in occurring. 

 A Culture of Doing What Others Do. Just as institutional theory assumes institutions 

will adopt similar practices and become more alike in pursuit of legitimacy and access to 

resources (Meyer & Rowan, 1977; DiMaggio & Powell, 1983), the master’s institutions 

sampled appear to be influenced by certain isomorphic mechanisms.  More specifically, 

the master’s institutions sampled look as if they are motivated to behave in a certain 

manner by mimetic and normative institutional norms.  For example, this analysis has 

revealed how master’s institutions seem to be emulating market-like behaviors from the 

private sector in their enrollment practices, prioritizing quantifiable measures of student 

quality, creating markets, segmenting markets, and marketing consumables in pursuit of 

revenue.  In effect, enrollment management practices are being governed by new 

institutional norms that are much more market-oriented than in years past.     

 …it’s a much more sophisticated business.  Consultants are involved, the 
 electronic media, mass mailings.  I mean, it just wasn’t that way in the old days.  
 It was just a few brochures, etc.  So, that has really really changed dramatically. 
 (PVB Admin2) 
 

The demonstrated movement to integrate private-like enrollment behaviors may very well 

serve as an example of mimetic isomorphism.  Institutions are more prone to replicate 

behaviors from other fields such as the private sector when faced with “uncertainty 
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caused by poorly understood technologies, ambiguous goals, and the symbolic 

environment” (Morphew & Huisman, 2002, p.6).  In the new economy, decreases in state 

appropriations and declining student populations in the late 1990’s have heightened the 

fiscal importance of enrollments and competition for students between all types of 

institutions without clearly delineating the rules of engagement.  Such ambiguity may be 

partially responsible for the influx of private-like enrollment priorities and recruitment 

strategies, which are viewed as proven and legitimate means of revenue generation, even 

by public master’s institutions historically committed to providing access rather than 

exploiting enrollment practices for revenue.   

 The growing relationship between higher education and the private sector may also be 

facilitating mimetic isomorphic practices.  As Slaughter and Rhoades (2004) make clear, 

institutions have been faced with the daunting prospect of pursuing new revenue streams 

in response in the new economy.  Many institutions have business leaders on their boards 

of trustees (Birnbaum, 2000).  It is therefore not surprising to find that master’s 

institutions may be collectively embracing private-like enrollment priorities and 

recruitment strategies in an effort to traverse today’s economic challenges.   

 This push toward market-driven, private-like behaviors is made all the more possible 

by a normative culture of doing what others do.  Members of the master’s institutions 

sampled consistently report looking to one another for ideas concerning enrollment 

practices.   

 So, if [our competitors are] doing some things that are successful, we might start 
 doing them.  When we do things that are successful, they will start doing 
 them…In this business everything’s borrowed.  Everything we do, somebody else 
 did before.  Everything somebody else is doing it might be something we did 
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before.  Everything.  There’s nothing new under the sun too much, really.  
 (PVB Admin2) 
 

…depending on what the competitors do, you’re always trying to be able to see 
 what they’re doing.  Is it something that’s different than you, better than you?  
 Most cases you don’t change your strategies, but it’s important to have 
 an awareness of that, to have an understanding of what your competitors are 
 doing. (PVB Admin3)  
 

…but the bottom line is our major competitors are similar institutions [in the 
 region]; and all of them play in the [same athletic conference]…It’s that group [in 
 the region], similar size institutions, predominantly Catholic schools, and similar 
 mission type, city environments…we are very conscious of what they’re doing, 
 very conscious of that. (PVA Admin2) 
 

The other thing is that you’ve got to keep up with the Joneses…[Our competitors] 
 influence recruitment patterns.  Oh yeah, I think, definitely. (PUA Admin1)   
 

Because members of the master’s institutions sampled closely monitor how their 

competitors approach enrollment, the capacity for mimetic processes to homogenize 

these institutions is dramatically enhanced.  It may only take one institution to 

quantifiably demonstrate the benefits of a particular market-driven recruitment strategy 

borrowed from the private sector before that technique has been widely adopted by 

master’s institutions seeking to maintain effective and legitimate enrollment practices. 

 The Influence of Consulting Firms. One need also consider the power of private 

consulting firms to facilitate isomorphic processes.  The capacity of these firms to 

influence institutional behaviors is extraordinary and should not be overlooked.   

Survey data of colleges and universities has shown that nearly three-quarters of 

institutions have used professional enrollment consultants (Gose, 1999).  These 

consultants serve all types of institutions, including research extensive and master’s 

institutions, as well as some of the master’s institutions sampled.  Market-driven 
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enrollment practices primarily focused on revenue maximization may be shared with both 

research and master’s level institutions, delineating what it means to be a legitimate 

institution from an enrollment standpoint.  As such, private consulting firms may function 

as conduits for the spread of private-like enrollment behaviors, facilitating mimetic 

isomorphic processes that homogenize the enrollment practices of these institutions.  

 The Influence of New Professionals. The welcomed migration of faculty from 

research-oriented institutions to master’s institutions may further be facilitating 

normative isomorphic processes that explain why master’s institutions are adopting 

market-driven enrollment practices similar to those of research institutions.  As was 

earlier highlighted, the master’s institutions sampled are attempting to increase their 

institutional profiles and attract students by raising the profile of faculty.  Consequently, 

faculty are encouraged to make research and publication a much greater focus.  Master’s 

institutions are recruiting faculty from prestigious research institutions to aid in this 

effort.  Although the following quotes have already been utilized, they again testify to 

this trend. 

 It used to be that a lot of the faculty came from the [public flagship]; now 
 very few come just from the [public flagship].  They come from all over 
 the country and very high prestige schools; Ivy League schools, the public 
 Ivy League schools, just an enormous array.  If you look at the 
 complexion that’s sort of the CV’s of the faculty, it’s a very different 
 place.  Research up until 10 years ago was something you that might want 
 to do, but your tenure decisions were not based on what your research 
 was.  That is not the case anymore and I think it’s a general trend across 
 the country of people that want to boost their own image of themselves.  
 And so when you hire faculty that come from Yale and Cornell and Johns 
 Hopkins and UCLA, they come here and they’re going to bring a set of 
 assumptions with them about what a university is all about. (PVA Hist) 
 

They’re trying to raise the profile of their professors.  So, it’s not a 
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research institution but they’re increasing the number of publications that 
 they want faculty to have done.  They want us to be nationally known 
 professors as opposed to just teachers…they’re very much promoting 
 research, giving university professors summer grants for research 
 scholarships.  So, that seems to be growing as a way of getting more  
 high-profile faculty interest in the university…The institution is driving it 
 because it’s one way they can, they feel that PVB can be a stronger place 
 for its students, for recruiting purposes and all that. (PVB Engl) 
 

Because faculty from research institutions tend to be cosmopolitans who are mobile, 

loyal to their profession and externally networked (Gouldner, 1957), they initiate 

normative isomorphic processes that legitimize fields and make institutions more alike 

(DiMaggio & Powell, 1983).  In essence, cosmopolitans carry with them values and 

expectations concerning the proper roles and purposes of institutions.  When master’s 

institutions recruit faculty from research institutions, they expose themselves to the 

influence of these professionals.  Because the doctoral-granting model remains the 

normative model (Aldersley, 1995), one would expect to find master’s institutions 

increasingly resembling research institutions in their priorities and behaviors.  

Considering the recent emphasis on faculty research and publication at master’s 

institutions and collective movement toward the market, this indeed appears to be the 

case. 

 The Influence of Educational Background and Professional History. In addition, the 

educational backgrounds and professional histories of administrators may be influencing 

the institutional norms of master’s level institutions.  This may, in turn, affect the 

enrollment behaviors of master’s institutions.   
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As this study explains, today’s economic context has led master’s institutions to 

become more financially dependent upon tuition revenue.  Consequently, the master’s 

institutions sampled have become more strategic with regard to enrollment management.  

As institutions become more strategic in this area, upper-level administrators may 

increasingly be involved with overseeing enrollment policies and practices (McPherson 

& Shapiro, 1998).  One can assume with some certainty that upper-level administrators 

are more apt to have terminal academic degrees than mid-level or lower-level managerial 

professionals.  In fact, within the study, seven of the ten administrators interviewed have 

earned doctorates.  When one considers that terminal academic degrees primarily come 

from research institutions, the potential for the educational backgrounds of upper-level 

administrators to facilitate normative isomorphic processes is revealed.  Professionals are 

mobile and carry with them certain values like a virus (DiMaggio & Powell, 1983).  

Research institutions traditionally have very different institutional values and norms than 

do master’s institutions.  However, administrators may be bringing some of the values 

from research institutions with them to master’s institutions once they finish their 

graduate work and find employment at master’s institutions.              

 I think that I’ve brought some of their perspectives and the inclination to research 
 and to take that kind of approach to problem-solving and just setting out goals. 
 You’re influenced by your past in ways that sometimes you don’t know and 
 certainly for me I operate in a very data-driven way and I expect that 
 the staff that work with me have a respect for data if not an ability to really work 
 with it.  But, the thing I bring most with me is this attitude that what we’re doing 
 now is not what we’re bound to do tomorrow and at research universities where 
 it’s about discovering knowledge, about pushing things a little bit, about making 
 mistakes and picking yourself back up and being okay with that, about taking a 
 longer view on research, that’s a healthy thing to do, especially from the 
 admissions world which is very much judged, “What have you done for me 
 lately,” and the financial aid which is even worse, quarter by quarter aid 
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distribution.  The ability to think differently and to think more long term, it’s a 
 critical thing. (PUB Admin2)  
 

As such, administrative professionals may contribute to the homogenization of academic 

institutions and their behaviors, including those tied to enrollment, by carrying with them 

certain values that shape institutional norms.  

 Just as one’s educational background may influence one’s values, so, too, might one’s 

professional history.  Administrative professionals may serve in positions at both research 

and master’s institutions throughout their careers.  This is clearly the case among 

administrators at the master’s institutions sampled.  Like members of other 

professionalized networks, administrative professionals carry with them institutional 

norms from one institution to the next, inadvertently contributing to isomorphic processes 

by shaping practices and policies consistent with the normative model (DiMaggio & 

Powell, 1983).  As has been highlighted, the doctoral-granting institution continues to 

function as the normative model (Aldersley, 1995).  Consequently, administrative 

professionals are instinctively encouraged to homogenize all institutions to behave like 

research institutions.  This is not to say that the customary values of research institutions 

should be viewed more critically than those of master’s institutions.  Rather, of real 

concern is simply the realization that administrative professionals may contribute to 

normative isomorphic processes that homogenize institutions and change the distinct 

institutional norms that govern enrollment behaviors at each type of institution.   

 The Role of Professional Associations.  Lastly, one of the tenets of institutional 

theory is that professional networks may facilitate institutional homogeneity by 
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encouraging interaction among professionals that ultimately allows normative forces to 

replicate institutional policies and practices (DiMaggio & Powell, 1983).  Findings from 

this study are mixed as to whether professional associations are normalizing the 

enrollment behaviors of master’s institutions.  Many administrators at the master’s 

institutions sampled identify themselves as active members of professional associations, 

namely the National Association for College Admission Counseling (NACAC) and the 

National Association of Student Personnel Administrators (NASPA).  When one analyzes 

the presenters at last year’s national conferences for each of these professional 

associations, one finds a visible balance between the number of presenters from research 

institutions and master’s institutions at NACAC’s national conference.  However, 

presenters from research institutions at NASPA’s last national conference were 

disproportionately represented.  As such, in some instances professional associations 

seem to be unwilling to serve as channels for the spread of normative principles.  At the 

same time, it appears research institutions may have greater visibility within national 

associations and their professional development activities, potentially spreading 

normative forces that could aid in homogenizing master’s institutions in the image of 

research institutions.  Although evidence related to this issue is inconclusive, what can be 

said with greater certainty is that professional administrators mainly utilize development 

conferences to monitor competitors.   

 It’s a great opportunity to get to know other people in a collegial way, kind of 
 learn what’s going on, and pick their brains, quite frankly.  So, I wouldn’t say 
 being a member of [a professional association] dictates anything we do, but it 
 does open your eyes to what’s going on around you and who your competitors 
 are, and who your friendly competitors are and not so friendly competitors.  
 (PVB Admin2) 
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So, I think the institution recognizes that we can bring information back to 
 campus and maybe implement it as part of our recruiting strategies…It’s a way to, 
 to a certain degree, to check up on what your competitors are doing, what they are 
 bragging about right now.  That’s one way to think about professional 
 development. (PUB Admin3) 
 

This motivation for participating in professional associations and attending professional 

development conferences does, of course, have the potential to normalize the enrollment 

practices of master’s institutions.  If professional administrators are using professional 

networks to identify competitors and gather enrollment related ideas they may integrate 

into their own practices, normative forces may be given the opportunity to homogenize 

institutions (DiMaggio & Powell, 1983).  Thus, rather than spread normative values by 

way of conference presentations, development conferences may provide opportunities for 

professional administrators to interact with and observe competitors, homogenizing 

master’s institutions to some degree as a result.  However, if representatives from 

master’s institutions are simply looking to one another for ideas concerning enrollment 

practices, the extent to which master’s institutions may adopt the enrollment priorities 

and recruitment strategies of research institutions as a consequence of participation in 

professional conferences is uncertain. 

Evidence of Resistance to Isomorphic Forces. Despite evidence of isomorphism at 

work within the master’s institutions sampled, the study also reveals many concerted 

efforts at resisting such forces and their effects.  For example, when considering 

normative isomorphic processes related to the influence of new professionals, one need 

not underestimate the power of local professionals.  Culture can most certainly be a 
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source of conflict.  Just as cosmopolitans bring with them professional values, much like 

a virus, institutions also consist of locals who tend to be more loyal to their organizations 

(Gouldner, 1957).  Although master’s institutions may be recruiting faculty and even 

administrators from prestigious research institutions, local professionals may be resisting 

a movement to instate a dramatically new set of institutional norms and re-define their 

institutional identities.  Much like street-level bureaucrats can use their relative autonomy 

to challenge directives from above (Newton, 2002) or graduate students have the capacity 

to resist socialization efforts (Rhoades & Rhoads, 2003), existing faculty can defy efforts 

from cosmopolitans to unleash normative isomorphic forces.   

 … people coming out of PhD-granting institutions are used to a completely 
 different academic climate…[there was] a guy that we lost because he wanted 
 graduate students.  We never promised him graduate students.  We never said this 
 was even remotely down the road at PUB, but he came anyway, expecting this 
 high-powered academic climate that just didn’t exist here because we were really 
 focused on nurturing students, helping students, figuring out commas and 
 developing relationships. (PUB Eng) 
 

In this example, rather than work to meet the expectations of the new faculty member, 

faculty at the master’s institution sampled remained committed to their traditional 

mission.  The cosmopolitan faculty member underestimated the strength of the local 

culture and was unable to transform existing institutional norms.   

 Resistance to isomorphic processes may also come from non-academic sectors of 

master’s institutions.  When faculty or administrators from research institutions are 

invited by institutional authorities to instate their professional values and initiate the re-

definition of institutional norms to raise an institution’s profile, they may encounter areas 

of master’s institutions that remain steadfast in their demeanor.    
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On the academic side of the administration we typically hire people from 
 institutions of greater prestige and greater ranks.  So, we want them to bring their 
 expectations down and raise us up.  From the student services side, we tend to 
 hire people from private colleges who are used to lots of student contact and so 
 they have a vision that we’re all taking the students on rafting trips.  And so, in 
 some ways, the visions of what we do here kind of grow apart.  The faculty 
 administrator says, “I’m building an empire here,” and the person in student 
 services or the vice president for students says, “No, we want to create more 
 faculty contact with students.  We want them to go to the dorms at night and have 
 nice conversations and build a sort of intellectual community.”  And it’s like, 
 those are very different impulses. (PUA Eng) 
 

As such, master’s institutions may be experiencing a struggle for identity.  Faced with the  

introduction of cosmopolitan values, local agents within master’s institutions are having 

to decide the extent to which they will resist the power of normative isomorphic 

processes to re-shape institutional norms and, by extension, enrollment behaviors.   

 Lastly, in addition to the power of local agents, one should note the potential of 

existing institutional norms to limit the influence of isomorphic forces.  For instance, the 

public master’s institutions sampled appear to embrace some private-like behaviors that 

resemble those of research institutions, but are also limited in the extent to which they 

will move toward the market due to the need and desire to balance institutional goals with 

those of the state.  As such, the institutional norms that govern public institutions 

continue to exert significant influence despite emerging challenges from mimetic and 

normative isomorphic forces.  Likewise, institutional norms associated with the private 

master’s institutions sampled continue to limit the extent to which isomorphic processes 

homogenize research and master’s institutions in the normative model.  The private 

master’s institutions sampled both state explicit commitments to their religious 

affiliations.  These affiliations shape the identities of these institutions and influence their 
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enrollment practices.  More specifically, as a function of their stated religious affiliations, 

the private master’s institutions sampled express commitments to service and social 

justice that encourage these institutions to enroll certain types of students.  Their religious 

affiliations may also regulate the degree to which these institutions may be susceptible to 

the influences of isomorphic processes by clearly defining their competitors. 

 I think you’d find that there’s a commitment to Jesuit higher education.  There’s 
 no question if you’ve worked in that environment, if you’ve worked in a 
 somehow religious affiliated institution, you understand the role that mission 
 plays above and beyond maybe some other things. (PVA Admin2) 
 

We also know that there are other institutions trying to do exactly what we’re 
 trying to do: ____, ____, ____, and ____; they’re also Jesuit schools doing the 
 exact same thing we’re trying to do.  So we try to also kind of, on one hand, 
 compare ourselves with whoever’s in US News and World Report but also 
 compare ourselves with people that we know are like us. (PVA Admin1) 
 

We compete, every private institution competes with their flagship campus…but 
 the bottom line is our major competitors are similar institutions [in the region]; 
 and all of them play in [a similar athletic conference]…It’s that group [in the 
 region]; similar size institutions, predominantly Catholic schools, and similar 
 mission type, city environments…we are very conscious of what they’re doing, 
 very conscious of that. (PVA Admin2) 
 

We’re not a secular institution; we’re a religious faith based institution, and so   
 

everything we do here should be done as a result of a call from the Gospel.  
 (PVB Admin1)  
 

Again, like anything in life, it’s important to kind of know who you are and so the 
 university’s pretty realistic about who we are.  We’re a very very good private 
 teaching institution here in the West.  We’re never going to a national university.  
 If we are, it’s 30 years down the road.  So, for us to try and act like a national 
 university or pretend like we are one is a recipe for disaster and if it’s not who we 
 are, we won’t be successful. (PVB Admin3) 
 

Although isomorphic forces may encourage master’s institutions to behave more like 

research institutions and compete with research institutions, existing institutional norms 
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remind institutions of their identities and consequently shape institutional aspirations and 

behaviors, thereby potentially limiting the effects of isomorphic processes.  In essence, 

evidence suggests the mimetic and normative isomorphic processes associated with 

institutional theory may be influencing the enrollment practices of master’s institutions, 

but resistance to isomorphic processes by existing institutional agents and norms may 

limit the extent of their influence.  



213

CHAPTER SIX: CONCLUSIONS 

 Despite educating nearly one-quarter of all students in the United States, a large 

concentration of which are minorities, little has been written concerning the enrollment 

priorities and recruitment strategies of master’s level institutions.  Existing research tends 

to focus exclusively on the enrollment practices of research institutions.  How master’s 

institutions balance pursuits of institutional quality, access, and financial stability has 

remained a mystery, as have the methods utilized by master’s institutions to recruit 

students and fulfill their enrollment goals.  As such, the need to better understand the 

enrollment practices of master’s institutions and their effects, especially with regard to 

the accessibility of higher education, is clearly evident.   

 By way of a mixed methods approach and a sequential exploratory design, this study 

builds upon existing literature and sheds necessary light on the enrollment behaviors of 

master’s institutions.  More specifically, this study finds that decreases in the share of 

state appropriations coupled with declining student populations in the late 1990’s has 

facilitated a competitive and sophisticated marketplace for students, forever changing 

how master’s institutions view enrollment management.  Although public and private 

master’s institutions could be somewhat blasé in years past with regard to enrollment, 

today’s emerging economic context demands that institutions prioritize certain 

enrollment goals and become more intentional in their recruitment efforts.  As such, 

master’s institutions have pursued two distinct enrollment strategies, each of which has 

visibly market-driven components. 
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The first enrollment approach embraces a selective model of enrollment management.  

This is unmistakably the preferred mode of private master’s institutions, although 

evidence suggests public master’s institutions are also adopting this model.  Revenue 

maximization is by far the most salient priority within the selective model.  A desire for 

financial stability along with a sense of obligation to an institution’s stated mission and 

related goals may drive some institutions to prioritize efforts at enhancing prestige by 

way of student quality.  Quantifiable measures of student quality increase institutional 

prestige and stimulate demand, thereby increasing the number of applicants willing to 

pay for access to an institution.  Establishing financial stability in this manner may 

ultimately allow institutions to craft their classes and focus on fulfilling enrollment goals 

associated with their institutional missions, including those related to measures of 

diversity.    

 Recruitment strategies related to a selective model of enrollment management tend to 

focus on attracting applicants, especially academically proficient students who contribute 

to measures of prestige.  Of note, the practice of tuition discounting is utilized to attract 

high-caliber students.  As such, master’s institutions strategically incur short-term losses 

as a result of tuition discounting in the hope of achieving long-term financial gains once 

institutional prestige is enhanced and demand is kindled.  Other strategies meant to attract 

applicants may center on maximizing short-term revenue.  For instance, institutions 

segment the market when pursuing potential applicants, prioritizing students of higher 

socioeconomic status.  Institutions also protect their interests by utilizing a variety of 



215

coordinated multi-faceted techniques, many of which seek to maintain and market 

institutional desirability in the name of revenue maximization.   

 With revenue maximization such a central focus, it is little surprise that virtually every 

recruitment strategy utilized by master’s institutions devoted to a selective approach is in 

some way tied to pursuits of revenue, even those thought to facilitate diversity.  In fact, 

one should note that enrollment managers often conveniently define diversity in a manner 

that allows their institutions to simultaneously prioritize diversity and maximize revenue.  

Although many of the institutions externally express commitments to a multi-dimensional 

definition of diversity and access as a function of their missions, their recruitment 

strategies are limited in scope.  Enrollment managers at master’s institutions utilizing a 

selective approach describe recruitment strategies that tend to narrowly define diversity 

along gender and geographic parameters.  For example, a movement out of state in search 

of applicants is said to also increase geographic diversity.  One must realize that 

geographic diversity is quite different than and may even run counter to ethnic and 

socioeconomic diversity.  Rather, prioritizing geographic diversity may simply serve to 

conceal a more self-serving goal of recruiting non-resident students of higher 

socioeconomic status in pursuit of their resources.  This may increase an institution’s 

bottom line, but is also likely to advantage the advantaged and ensure higher education is 

merely a vehicle for social reproduction. 

 One should realize as well that public master’s institutions committed to a selective 

model of enrollment management must balance institutional interests with those of the 

state so as to maintain declining shares but still significant levels of state appropriations.  
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In some cases, this pursuit of balance limits the extent to which public institutions may 

engage in market-driven enrollment behaviors like their private counterparts.  However, 

evidence also suggests efforts by public master’s institutions to meet state expectations 

may actually facilitate private-like enrollment practices in the public realm.        

 An alternative enrollment approach centers on access.  This would appear to be the 

more traditional model for public master’s institutions that have a historic mission to 

meeting the educational needs of the state.  Once again, revenue is a salient enrollment 

priority, but the means of achieving financial stability are somewhat different.  Rather 

than pursue revenue by restricting entry to increase selectivity, prestige, and demand by 

prospective students willing to pay, an access model of enrollment management 

prioritizes providing access to students to generate revenue.  As such, recruitment 

strategies at master’s institutions committed to providing access tend to focus on reaching 

out to underserved student populations who may be overlooked by institutions committed 

to a selective model of enrollment management.  This takes place by creating 

partnerships with organizations that serve underprivileged populations, counseling and 

educating students as to the benefits of a baccalaureate education, and stressing the 

availability of institutional support services.   

 However, access-minded master’s institutions may not always seek to find the best fit 

for students.  Access institutions also market their desirability and engage in private-like 

strategies such as the purchase and creation of new markets to cultivate applicants and 

extract revenue from students, as well as a coordinated movement out of state in pursuit 

of revenue.  This reflects the increasingly blurry line between what defines a public and a 
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private master’s institution.  On the surface, public master’s institutions committed to an 

access approach to enrollment management appear devoted to the best interests of the 

state, balancing institutional interests with state expectations much like public master’s 

institutions who utilize a selective approach.  Yet, the fervent desire for revenue leads 

public master’s institutions of both approaches to operate in their own best interest, in 

many cases prioritizing and rationalizing private-like enrollment goals and utilizing 

market-driven recruitment strategies to secure and maximize revenue.  In essence, what 

was once a distinct line between public and private institutions has since become 

extremely vague. 

 Although it can be argued today’s emerging economic context is responsible for a 

collective movement toward the market, the priorities and strategies described should 

also be viewed through a variety of theoretical lenses.  For instance, academic capitalism 

theory explains the influx of market-driven and private-like practices as a consequence of 

an economic context that encourages institutions to change their resource-seeking 

behaviors such that they become more reliant upon tuition dollars.  This, of course, 

changes the very nature of how institutions view students, prioritize their enrollment 

goals, and market themselves for recruitment purposes.  In addition, game theory 

considers how the influence of competitors motivates enrollment managers at master’s 

institutions to adopt similar market-driven enrollment practices, such as tuition 

discounting, despite the fact that such practices may collectively disadvantage many 

participating institutions.  Finally, through the lens of institutional theory, one recognizes 
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how isomorphic forces may influence and re-define institutional norms that govern 

enrollment behaviors, establishing a more market-driven normative model. 

 However, not every finding from this study is easily explained.  In fact, some findings 

raise more questions than provide answers.  For instance, classic game theory would 

anticipate that enrollment managers engaged in behavior such as tuition discounting 

would lose revenue without any tangible gain.  However, master’s institutions in this 

study were able to quantifiably increase student quality in pursuit of prestige, potentially 

increasing overall net tuition revenue over time.  Whether these gains came as a direct 

result of the aforementioned recruitment strategies or merely as a consequence of 

advantageous demographic and/or environmental changes is uncertain.  If tuition 

discounting really is responsible for increasing student quality and prestige and ultimately 

improving long-term net tuition revenue at the master’s institutions sampled, one would 

have to question whether game theory would be an appropriate lens through which to 

view such institutional enrollment behaviors.  This study should effectively stimulate a 

discussion concerning the influence of competition on institutional enrollment practices. 

 In addition, the ability for one of the private master’s institutions sampled (PVA) to 

successfully increase its student quality, ethnic diversity, and tuition and fees raises the 

possibility that institutions may very well be able to achieve the trifecta of enrollment 

management.  Is it possible for an institution to increase its quality, ethnic diversity, and 

net tuition revenue simultaneously?  Without knowing PVA’s discount rate, it is 

impossible to be sure.  An on-going commitment to tuition discounting to match 

competitors despite steady demand, as has been found, would logically undermine 
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financial stability.  Yet, this study raises the possibility that institutions can increase 

quality, ethnic diversity, and net tuition revenue concurrently.  If this is indeed the case, 

future research should more specifically explore how PVA and/or similar institutions 

have realized such an achievement. 

 Finally, this study has shown that, although the private master’s institutions in the 

study say they value diversity and access as a function of their institutional missions, they 

have chosen to prioritize financial stability and subsequently fulfill their social justice 

missions.  Instead of pursuing underprivileged and underrepresented students right away, 

the private master’s institutions sampled have decided to strategically become more 

selective in the hope that it would improve institutional prestige and ultimately improve 

their financial stability.  This would then allow these institutions to craft their classes and 

reach out to underserved populations without threatening their financial well-being.  

What is not known is exactly why these institutions have decided to give more weight to 

their financial status than their social justice missions, and at what point these institutions 

consciously stop prioritizing their fiscal health and start offering greater consideration to 

their social justice missions.  How do they know it is time to move in this direction?  Is it 

even possible to pursue tuition through enrollments and then make a concerted effort to 

stop a commitment to such market-driven behaviors in favor of more altruistic 

endeavors?  These important questions have unfortunately yet to be answered.              

 Although much is left to learn, this study does reveal some important findings; most 

importantly, the profusion of market-driven, private-like enrollment priorities and 

recruitment strategies within master’s institutions has serious implications with concern 
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to the accessibility of higher education.  Evidence from this study suggests master’s 

institutions are changing who they fundamentally serve.  As master’s institutions 

prioritize revenue maximization, they pursue students of higher socioeconomic status.  

This appears to benefit some minority groups more than others; more specifically, Asian 

students appear to be dramatically overrepresented at the master’s institutions sampled in 

this study, while Hispanic/Latino students, despite being the fastest growing minority 

population demographically, are severely underrepresented.  Considering the elevated 

socioeconomic status of the Asian population in the United States and the lower 

socioeconomic status of the Hispanic/Latino population nationally, such demographic 

trends are not surprising.  At master’s institutions committed to a selective model of 

enrollment management, the enrollment gap between these two minority groups has 

continued to widen over the last decade, consistent with demographic trends taking place 

at research institutions nationally.  At master’s institutions committed to an access model 

of enrollment management, Hispanic/Latino students are actually gaining access at a 

faster rate than are Asian students, but are still considerably underrepresented when one 

takes into account the overall growth of the Hispanic/Latino population in the last several 

years.  Consequently, evidence from this study suggests the pursuit of revenue at master’s 

institutions is reinforcing the advantages of the privileged by facilitating socioeconomic 

homogeneity.      

 This study’s finding that certain minority populations based upon their socioeconomic 

status are being disenfranchised by the increasingly market-driven, private-like 

orientation of enrollment practices at master’s institutions is cause for concern.  The 
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benefits of a baccalaureate education are well-documented.  If particular minorities are 

foregoing enrollment at research and master’s institutions, one must determine whether 

they are bypassing a baccalaureate education and its potential benefits altogether and the 

extent to which this might result from the enrollment practices of, for instance, liberal arts 

institutions as well.  Conversely, might liberal arts institutions be somehow resisting a 

movement to the market and engaging in enrollment practices that are better able to foster 

diversity and access for minority populations more equally?  Future research should 

further explore this issue to better identify enrollment behaviors and trends across other 

contexts, along with their effects on accessibility.  Coupled with this study and previous 

research concerning enrollment management, such an endeavor would help further reveal 

the intricate components of the admissions game and ensure the opportunities and 

benefits inherent within baccalaureate education might be fully realized. 
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