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ABSTRACT

Enrollment management practices, principles, and administrative structure are 

changing the behavior of the contemporary university.  Through an examination of public 

Carnegie Research Intensive and Extensive universities in states anticipating growth in 

the high school graduate population, the study seeks to provide a greater understanding of 

enrollment management.  The theoretical lenses of institutional theory (DiMaggio & 

Powell, 1983), resource dependence (Tolbert, 1985), and academic capitalism (Slaughter 

& Leslie, 1997; Slaughter & Rhoades, 2004), are employed to develop a new view of 

administrative behavior in current enrollment management organizations.

In depth interviews with the individuals leading enrollment efforts at selected universities 

identify the enrollment manager as an administrator, educator, and entrepreneur.  These 

individuals operate in complex political environments balancing their personal 

educational philosophies with the needs of their universities.  Comprehensive reviews of 

the strategic enrollment plans at study universities reveal three main goals across all 

institutions:  maintaining financial stability, increasing student and institutional quality, 

and increasing student diversity.  Administrative behavior shows that all three goals are 

not treated equally and that revenue enhancement activities are prioritized.  The 

administrative behaviors detailed in this study suggest a new ideology related to revenue 

enhancement for public higher education in the United States.
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CHAPTER ONE

THE NATURE AND PURPOSE OF THE STUDY

Introduction

One of the most recent evolutions in public university administrative structure has 

resulted in the creation of chief enrollment management officers (CEMOs) and the 

corresponding reorganization of existing and the creation of new university services to 

support this structure.  Private universities were the birthplace and initial developers of 

enrollment management, and they have been practicing enrollment management for 

nearly three decades.   The rationale for this is simple:  private universities are financially 

dependent on the tuition revenue that results from student enrollment.  Changing political 

and state governmental financial landscapes have created an environment where public 

universities are more tuition revenue dependent than ever before (Hovey, 1999).  Given 

the strong linkages that have been established between student enrollment and financial 

stability for public universities, enrollment management is not likely a passing 

phenomenon.  This research will show that the philosophical underpinnings of CEMOs at 

public universities are shifting away from the access-based philosophies public 

universities were built upon.  Instead, they are shifting to a capitalist, market-driven 

philosophy of student enrollment.  The influences and causes for this philosophical shift 

will be explored.  

This study seeks to understand the theoretical underpinnings of administrative 

decisions and actions and how these theoretical underpinnings will set the agenda for the 
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future.  It will look not only at the individual CEMO’s campus as a unit, but also at the 

profession of enrollment management as a whole.  This chapter will outline the study by 

defining the problem, the significance for higher education, and the theoretical 

frameworks utilized in conducting this study.  Assumptions and limitations of the study 

are also presented in this chapter.

Organization of the Study

This study is organized into five chapters.  Chapter One defines the study by 

focusing the problem and purpose, and identifying its significance to higher education.   

Assumptions and limitations of this study will also be put forward in Chapter One.  

Chapter Two provides a review of literature related to enrollment management and 

related literature and details the theoretical frameworks.  Chapter Three will present the 

research design including methodology, participant selection, data collection, and 

analysis.  Chapter Four presents the qualitative findings of the study.  Chapter Five 

presents conclusions that emerge from the study, implications for higher education, and 

recommendations for future research.  

It is important to note that there is no universally accepted title for a chief 

enrollment management officer.  Titles range from Vice President to Associate Vice 

Chancellor to Dean or Director.  While titles are different from institution to institution, 

the job roles and focus of the enrollment management leader are similar.  For simplicity 

and confidentiality of participants, the term chief enrollment management officer or 
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CEMO will be used throughout this study to designate the highest ranking enrollment 

officer on campus, except for the President and Provost.  Presidents and Provosts were 

not included as subjects of this study because enrollment was not a primary function of 

their leadership, despite the fact that many CEMOs report directly to a President or 

Provost.   It is also important to note that all CEMOs do not have the same level of 

authority on their campuses.  Many are Presidential Cabinet level positions, and others 

report to an individual who sits on the President’s Cabinet.  The point is that each 

institution manages their enrollment differently and in a manner that best suits their 

culture.

It is also important to be aware that this research will focus on the effects on

undergraduate students for several reasons.  First, the scope of responsibilities for 

participants in this study varies widely from participant to participant.  Many CEMOs 

also have responsibility for graduate enrollment, while some do not.  For consistency, the 

research will focus only on the influences that contemporary CEMOs have on 

undergraduate education.  Second, academic capitalism (Slaughter & Rhoades, 2004) 

emphasizes the role that shifting priorities on college campuses and the actors associated 

with those shifts have on undergraduate education.  Since Slaughter and Rhoades’ focus 

was on undergraduate students, this study will have a similar focus.  Third, graduate 

students will be excluded from this study because the processes of graduate enrollment 

management are drastically different when compared to undergraduate students.  Finally, 

the continuous public concern about access and attainment at the undergraduate level is 

not present at the graduate level.
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The Problem

Public universities are beginning to realize what private universities have known 

for years:  their financial stability, reputation, and perceived quality is predominantly 

advanced and maintained by the type and quality of students they enroll and ultimately 

graduate.  Student enrollment can effect many factors including the quality of faculty, 

quality of research, performance of athletic teams, financial resources, and quality of its 

students determined by admission, retention and graduation information (Huddleston, 

2000).   These factors also help to create an institutional image, or social identity that 

results in prestigious rankings in national publications.   Social identity as defined 

through academic peer and national publication rankings is important for the institution to 

attract higher quality students and faculty, increase research funding and production, and 

improve in national rankings.  As availability of funds for public education decreases 

each year, the enrollment of students at public universities becomes both a difficult and 

critical task, similar to private universities (Day, 1997).  This is critical not only for 

financial stability, but for the maintenance and ultimate enhancement of the institution’s 

academic social identity and ranking.

The problem further develops as all universities seek students from the same pool 

of eligible high school graduates and community college transfers.  In seeking to attract 

desirable students (as determined by academic ability, diversity, and ability to pay), 

universities have created the administrative and organizational phenomenon of 

enrollment management (Hossler,1990).  Enrollment management is a maturing structure 
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in the administration of colleges and universities that developed in the mid 1970’s (Rentz, 

1996).   Enrollment management refers to the administrative structure that typically 

includes offices such as admissions, orientation, financial aid, registration, and retention.  

Many enrollment management structures include early academic outreach, career 

services, advising, and alumni affairs components.  Best practices in enrollment 

management, although not formally articulated, indicate that one of the main goals of 

enrollment management structures and practices is to develop a unique identity for the 

individual institution through student enrollment.  

Enrollment management draws on corporate practices in this perspective if one 

looks at higher education as a product.  Products are intensely marketed to potential 

customers based on who the product is appropriate for and who can afford the product.  It 

is through this marketing that the product is portrayed as better than competitors for one 

reason or another, with the ultimate goal of getting more of the right people to purchase 

the product.  Enrollment management promotes similar practices through increased 

marketing to prospective students that will help the institution meet its short and long 

term goals.  Institutional distinction through marketing will help achieve optimal 

enrollment.  Theories of organizational development, however, posit that organizations 

are more alike than different (DiMaggio & Powell, 1983).   The contradiction between 

the uniqueness that CEMOs seek to achieve for their institution and the theoretical base 

suggesting that as this field evolves it will become more alike than different, complicates 

the problem.    
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To examine this problem, this study will contribute to the developing literature on 

enrollment management by looking at how individual enrollment management 

organizations interact within the changing higher education landscape.  One way to 

understand how an organization interacts is to understand its leader.  Therefore, this study 

will focus on the leaders of enrollment management as a vehicle to understand the field.  

The lens of the CEMO will provide unique insight into the strategic direction that the 

university will take.  As the universities in this study are leading national universities as 

defined by external rankings, it is not unreasonable to assume that other institutions will 

adopt mimetic behavior and follow the strategic direction set by these leading national 

universities (DiMaggio & Powell, 1983).

Current research on enrollment management focuses on the practical or “how to” 

side of the profession.  There is a debate in the literature that explains why enrollment 

management professionals operate their organizations the way that they do (Black, 2004; 

Hossler, 1990, Ward, 2005).  Much of the literature appears as a “how to” guide for 

establishing an enrollment organization and details the way these organizations are 

impacted by major influences on higher education such as internal and external funding 

sources.  In her examination of academy-industry relations, Anderson (2001) highlights 

the need for further research that demonstrates how universities have organized 

themselves to be more similar to industry.  Anderson underscores “a need to develop and 

employ models that can handle more fully the interorganization interaction”  (2001, p. 

245).  Collins and Porras (1994) present a counter debate to Anderson’s position in their 

study of visionary companies, Built to Last.   It is not a difficult leap to think of a 
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successful university as a visionary company.  Collins and Porras found that visionary 

companies have timeless principles that result in their ability to make their own way 

regardless of what the competition is doing.  Rather than operating under the premise of 

inter-organization interaction, they assert that visionary companies are “undoubtedly 

already doing things that their competitors might find odd or unusual, but that will 

someday become common practice”  (1994, p. 216).  They also found that the practices 

of visionary companies are rooted in clear, longstanding values (Collins & Porras, 1994).    

This may be the case for innovative enrollment management organizations.  Black (2004) 

underscores the need for further research specifically in enrollment management.   “The 

enrollment management profession lacks sufficient standards and a common lexicon.  

Likewise, we need to develop organizational models for emerging enrollment 

management operations to emulate”  (Black, 2004, p. 19).  The study will examine 

enrollment management organizations at leading public universities under the premise 

that their innovative activities and prestigious ranking positions will result in other 

institutions emulating this behavior.  It is through this process that the profession of 

enrollment management will become standardized nationally.

The Purpose

Much of the research literature, already described as focusing on the “how to” 

aspect of the profession, has developed in a format that most closely resembles, but is 

not, a case study (Hossler & Bean, 1990, Layzell, 1997, Baer & Stace, 1997, Dennis, 
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1998).   These historical and structural works on enrollment management set the stage for 

future research that examines the “why” of enrollment management.  The literature lacks 

clear statements about the theoretical and philosophical underpinnings that are central to 

the profession.   Understanding the theoretical and philosophical base of CEMOs will 

help us understand the “why” of enrollment management.  

The purpose of this study is to determine the theoretical and philosophical 

underpinnings of enrollment management as a profession.  Through an examination of 

why chief enrollment management officers advance the strategies they do, a theoretical 

and philosophical base associated with the development of enrollment management will 

emerge.  The research will focus on broad-based decisions that have policy or 

organizational structure implications.  While day to day decisions provide additional 

insights, the focus will remain on the bigger picture decisions that reflect an overall 

theoretical perspective.   An in-depth understanding of the profession needs to include the 

functional perspectives, but also the alternative perspectives that academic capitalism 

(Slaughter & Leslie, 1997 and Slaughter & Rhoades, 2004), resource dependence 

(Tolbert, 1985), and institutional theories (DiMaggio & Powell, 1983) have to contribute.  

Academic capitalism and resource dependence theories offer perspectives about the 

shifting financial bases of our institutions and the operating decisions of individuals 

managing the institutions.  Institutional theory will offer a perspective about the factors 

that contribute to the development of the enrollment management profession and the 

enrollment management professional.  Therefore, the research questions to guide this 

study are:
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1) What influences the decisions of chief enrollment management officers at 

public universities in population growth states? Are there differences or 

similarities between Carnegie Research Extensive and Carnegie Research 

Intensive universities? 

2) What vision and strategic direction do chief enrollment management officers at 

public universities in population growth states see for the future? Are there 

differences or similarities between Carnegie Research Extensive and Carnegie 

Research Intensive universities?

To answer these questions, individual interviews will be conducted with chief enrollment 

management officers at public universities in states anticipating growth in high school 

graduates.  Interview questions will draw out internal and external influences on 

decision-making, bases of knowledge, personnel and organizational beliefs, and 

philosophical perspectives.  Document analysis will also be performed to triangulate the 

results of the interviews with formal enrollment plans.

Significance of the Study

There are consequences that result from not studying and understanding the 

development of enrollment management.  This study seeks to contribute to the literature 

on enrollment management and university leaders in several ways.  First, the rationale of 

this grounded theory study is to understand the conceptual underpinnings that impact 
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enrollment management at large public universities. Since enrollment of students has 

become linked to financial stability for most public institutions of higher education, a 

solid understanding of the field will assist individual institutions navigating the rapidly 

changing market of student enrollment and fluctuating state funding.  Those institutions 

that understand the profession and its impact on the institution will ultimately have the 

financial resources available to support its programs and services.  Since this study will 

focus on institutions in population growth states, it will provide empirical data about how 

institutions respond strategically to shifting population demographics.  Enrollment 

management also has a huge influence on access for marginalized populations.  A greater 

understanding of enrollment management promotes an understanding of future patterns of 

access.

Second, this study will look at the differences between Carnegie Research 

Extensive and Research Intensive institutions.  These are often the institutions that 

establish national trends and best practices through their established prestige or through 

their quest for increased prestige.  Understanding how these institutions operate their 

enrollment management organizations and how they strategically plan to transform them 

in the future will be important for all institutions.  Third, the examination of the decisions 

that CEMOs make will extend the research of DiMaggio and Powell (1983) into the 

enrollment management arena.  This study will detail the normative and mimetic 

influences on CEMOs decision making and strategy.  

Finally, this study will build on the resource dependency (Tolbert, 1985) and 

academic capitalism (Slaughter & Leslie, 1997; Slaughter & Rhoades, 2004) literature by 
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detailing the coercive influences that financial matters have on student enrollment 

strategies, financial aid allocations, and ultimate student enrollment.  This aspect of the 

study is perhaps the most significant as it will reveal an additional motive for student 

enrollment that is not commonly associated with public sector entities.

Theoretical Frameworks

The proposed study will draw from three key theories:  (1) institutional theory 

(DiMaggio & Powell, 1983), (2) academic capitalism (Slaughter & Leslie, 1997 and

Slaughter & Rhoades, 2004), and (3) resource dependence (Tolbert, 1985).  These 

theories have been selected to guide this study for several reasons.  Institutional theory 

offers insights into how enrollment management, as a new organizational field, will 

develop.  Through the three forms of isomorphism – mimetic, normative, and coercive –

institutional theory will show the ways in which enrollment managers look to others for 

strategy.  Resource dependence and academic capitalism will be shown to exert influence 

on the developing organization that will allow for organizational theory insights to play 

out or to be overcome by stronger influences.  Considered together, these three theories 

present the contradiction described in the introduction.  While all three will describe the 

maturing organization, their conflicting principles make the study of enrollment 

management interesting.  Each theory will be presented in greater detail as part of the 

literature review for the study.
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Based on the information that the selected theories provide, this study anticipates 

finding certain outcomes.  As already stated, institutional theory and the principles of 

isomorphism suggest that enrollment managers pay close attention to the activities, 

decisions, and organizational structure of competitors and aspirational peers.  It is also 

expected that enrollment managers will develop their organizations through the 

normative effects of hiring high-level employees from other institutions and through the 

coercive effects of limited state funding.  Resource dependency and academic capitalism 

suggest that enrollment managers will pursue activities and students that will yield the 

greatest financial results for the institution.  As already stated, this will be complex for 

public institutions given the historical philosophy of access to which public institutions 

subscribe.

These three theories compliment each other in developing an alternative to the 

current functional explanations of the development of the enrollment management 

profession.  Instead the selected theories offer rationale for the functional development of 

enrollment management.  The selected theories will also demonstrate the complexity of 

issues that influence the enrollment manager.

Assumptions

Three main assumptions override this study.  First, it is assumed that an individual 

institution’s status and ranking is important and that current position within classification 

and ranking drives behavior.  “A change in the selective private institution's rankings 

greatly complicates the life of its administrators in charge of enrollment management”
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(Ehrenberg, 2002, p. 148).  The same complications now apply to administrators in 

charge of enrollment management at public institutions. This study will look at chief 

enrollment managers in top tier institutions and second tier institutions.  It is assumed that 

institutions in the top tier will likely engage in behavior to advance their top tier status.  

Institutions in the second tier will likely engage in behavior to improve their status and 

gain entry into the top tier.  This assumption is bolstered by the belief that the activities of 

the CEMO will be reflective of institutional priorities and values.

Second, it is assumed that funding levels for public allocation will not rebound to 

previous levels.  Rather, this study assumes and depends upon the belief that funding 

levels for public higher education will continue to decrease.  As state legislatures and 

coordinating boards of higher education observe institutions under their control getting 

by with less funding, the motivation to restore funding to previous levels all but 

disappears.  Available funds get shifted to other entities that benefit the public and the 

elected official.  These include public K-12 schools, health care, and prisons.  (Hovey, 

1999)  This assumption additionally assumes that funding levels will likely continue to 

decrease, it also assumes that funding methods will change over time.  It is probable that 

more state legislatures and coordinating boards will adopt performance-based funding 

methods for higher education, shifting the philosophical enrollment policies of 

institutions.

Third, this study is based on the chief enrollment management officer as a student 

service position of interest and prominence.  Therefore, it is assumed that the CEMO is a 

person of great influence at the contemporary university.  The CEMO positions on 
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campuses are not a short term administrative solution to reduced funding and are 

expected to be part of the administrative structure for some time.  As the individual 

positions persist, more campuses will adopt similar positions, resulting in the 

proliferation of the profession.

Limitations

Every study has its limitations and this one is no different.  First, the methods 

used to obtain and analyze data provide the most prominent limitation.  Approached from 

a qualitative perspective, this study does not seek to offer implications that are broadly 

applicable to all institutions of higher education.  Instead, this study’s strength is in its 

depth of examination of the institutions in question.  It will provide sound perspective 

and rationale for the institutions examined, but its findings cannot be translated across all 

institutions.  It can help shape future research which may have broader implications.

The chief enrollment management officers selected for this study do not represent 

a diversity of gender, ethnic or racial background, or sexual orientation.  This study 

approaches the decisions made by the CEMOs in question without concern for these 

diversity factors.  Also, the CEMOs selected for this study were primarily selected based 

on feasibility of obtaining one on one interviews for the researcher.  By limiting the 

selection of CEMOs to the easily accessible enrollment managers, some innovative 

practices or philosophical approaches may go undiscovered.  This study seeks to 

compensate somewhat for this by conducting several interviews over the telephone, 

rather than in person.  Still, all CEMOs from Carnegie Research Extensive and Research 
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Intensive institutions in population growth states were not studied.  The population 

studied was a selected sample designed to gain insights from CEMOs from across the 

country.

An additional limitation of the study was the ultimate unwillingness of some 

CEMOs to share institutional strategic planning documents.  Even under the auspices of 

strict confidentiality, many were still only willing to share public documents with the 

researcher.  This will be discussed in greater length in Chapter Three.  The researcher 

chose to include whatever documents were available and not discard valuable data 

because a few institutions were unwilling to share.  This is an interesting limitation as the 

behavior of these CEMOs reflects some of the market-driven entrepreneurialism that the 

theory of academic capitalism suggests.  The refusal of some institutions to fully disclose 

these sensitive documents is not surprising.  It is common for most institutions to have 

two enrollment plans – one for public consumption filled with broad terms and 

ambiguous language and a second that is highly detailed in action plans and enrollment 

projections.  While a limitation of the study, this type of response was expected from 

many CEMOs and several forms of document analysis were added to compensate.

This study is also limited in the fact that it primarily examines the decisions and 

actions of the individual chief enrollment management officer.  Practical experience in 

enrollment management will demonstrate the collaborative nature of activities, and that 

decisions made are the result of input from multiple individuals and sources.  In fact, 

many campuses have established enrollment management committees or policy groups to 

assist in the definition of enrollment strategy.  Still, the hierarchical nature of the modern 
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university suggests that the buck must stop somewhere, and this is usually with the chief 

enrollment management officer. 

Summary

This chapter has sought to frame the study by establishing the chief enrollment 

management officer and the enrollment management profession as one that is worthy of 

study.  The proliferation of these professionals and this profession, compounded with the 

decisions that they make, will provide higher education professionals with a look into the 

future of the students they educate and the character of their campuses.  Given the strong 

influence that institutional theory and isomorphic behavior have on a profession, this 

study will also provide a glimpse into the future of enrollment management and its effects 

on higher education beyond the individual campus level. The next chapter will review the 

existing literature on the enrollment management profession and the related literature on 

state finance and financial aid, decision making in higher education, the role of the 

professional association, and the theories that frame the study.  Through the examination 

of this literature a research gap in the literature appears, and it is this gap that this study 

seeks to fill.
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CHAPTER TWO

LITERATURE REVIEW

Introduction

Colleges and universities have always been concerned about the size and makeup of 

their student body.  The quality and quantity of students that enroll at colleges and 

universities have served as a signal of institutional quality and external perception.  Large 

public universities have established social identities and accompanying practices as a 

result of institutional quality.  These identities and practices have helped to define and 

shape the university as an organization and help define how it interacts with other similar 

organizations.  Organizational theorists often advance the belief that an organization’s 

membership in a formal group of similar organizations aids in maintaining a positive 

social identity (Rao, Davis, & Ward, 2000).   A positive social identity for a large public 

university is a complex mix of many factors that combine to create the collegiate 

experience and result in the Carnegie classifications of American universities.  It was not 

until 1976, when predicted declines in the number of college-aged students began to 

materialize, that the concern about prestige enhancement through the enrollment of 

students began to manifest itself in a new administrative structure (Rentz, 1996).  This 

structure, commonly called enrollment management, emerged to help private colleges 

and universities become proactive about enrollment matters and to develop extended 

plans to achieve institutional enrollment goals and move the university in the same or a 
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new direction.   Gumport and Pusser (1995) suggest that the creation of new 

administrative intervention is the result of reputation and resource acquisition.  “As a 

result, resource-dependent public organizations increasingly respond to their competitive 

environment by allocating resources to the periphery, image management, and bridges 

with funding sources”  (Gumport & Pusser, 1995, p. 504).   Critics of this new structure 

argue that enrollment management is merely a justification for more administration.  A 

deeper examination of enrollment management will show that both are true, and this 

study will demonstrate that the structure has permeated the public institution sector.  

Enrollment management is additional administration, but it is also a structure designed to 

support the goals of the university.  This literature review will address the foundations, 

context, and key aspects of enrollment management.  It will also include relevant reviews 

on the related topics of state finance and financial aid, administrative decision making, 

and the role of professional associations.  It will also present the results of empirical 

research on college enrollment and the related aspects of financial aid, marketing, and 

college choice.  

Context

Enrollment management is more than a concept or even a process.  It is a 

philosophical realignment of programs, staff, and resources designed to shift the 

character and direction of an institution.  “Enrollment management focuses on student 

characteristics at entrance, student persistence, and student outcomes” (Hossler, 1990, p. 
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16).   Enrollment management, different from academic departments or student activities 

offices, evolves to meet the distinct needs and goals of specific institutions rather than the 

specific field.  As a result of this local orientation, there is no ideal method or structure 

that can be applied across institutions.  The 2004 National Enrollment Management 

Study (Noel-Levitz, 2005) indicates wide variation among practices of the enrollment 

management organization at public, four-year institutions.  Less than half, or 45.9%, had 

an annual, comprehensive enrollment management plan that addressed both recruitment 

and retention while 83.6% had an annual marketing plan (Noel-Levitz, 2005).  Retention 

receives less focus from public, four-year universities, with only 31.1% of all institutions 

studied having an annual retention plan.  

Enrollment managers must also be cognizant of national trends in student 

behavior related to enrollment and college choice and work to stay ahead of peers in 

adjusting to meet those trends.  A 1999 study of the top ten trends in enrollment 

management (Wolff & Bryant, 1999) indicate the following trends that are shaping the 

work of enrollment managers today.  They are:  declining yield rates, an increase in 

formal enrollment planning documents, shifting of internal reporting from student affairs 

to academic affairs, increasing salaries and budgets for enrollment management, 

increasing tuition discounting, targeting outreach to students reducing the number of high 

school visits, the utilization of financial aid as a recruitment tool, increasing technology 

for recruitment including web sites, expanding of direct mail to students with targeted 

characteristics, and increased tele-counseling.
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Hossler and Bean (1990) suggest that successful enrollment management systems 

are also dependent on the quality of the individuals working within the organization.  

Stewart’s 2004 study of the qualities institutions were seeking when hiring an enrollment 

manager focused on five skill areas that helped define the enrollment organization.  The 

skills an enrollment manager needs are (1) an ability to work with and interpret data; (2) 

the talent to promote teamwork across various campus constituencies; (3) the capability 

to focus the entire institution on issues of enrollment; (4) the capacity to work with 

technology in multiple formats to improve student systems; and (5) the skill of 

convincing others on campus to share financial resources to enhance enrollment (Stewart, 

2004).  

As the profession has evolved over the past three decades, attempts to standardize 

the profession and draw generalizations from operational methods have been offered 

(Baer & Stace, 1997; Dennis, 1998; Hossler & Bean, 1990; Black, 2003; Black, 2004).  

Enrollment management organizations and operating practices are becoming more and 

more similar among institutions, while still maintaining distinct institutional 

characteristics.  Normative factors such as professional associations, professional 

journals, national conferences, and consultants have contributed to the similarity.  The 

scholarship in this area is largely offered by scholar-practitioners.  Black (2003, b, c, d), a 

scholar-practitioner, advances four “frames” for examining the contemporary enrollment 

management organization:  symbolic, structural, political, and human resources.   These 

frames have significant value in understanding the profession, but have neglected the 

most significant part of enrollment management:  the student.  The student is the unit of 
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analysis in enrollment management and cannot be ignored.  The symbolic, structural, 

political and student frames will be detailed below.  The human resources frame will not 

be discussed as it focuses on hiring practices at universities, and lacks any specificity to 

enrollment management.  

Enrollment Management as Symbol

The symbolic frame could also be considered the conceptual frame.  It refers to 

the non-tangible aspects of the enrollment management division – the motivation and 

philosophy behind the day to day operations.  The symbolic frame is portrayed through 

the daily operations and decisions.  “Symbolic decisions, particularly those related to 

resource allocation, internal promotions or hires, job assignments, reorganization, and 

oddly enough, space allocation, often impact staff morale and consequently, 

performance”  (Black, 2003d, p. 1).   These decisions reveal the motivations of the 

enrollment management division and often expose the theoretical perspective of the 

division.  These motivations come from competing goals that often counteract one 

another.  Goals for academic quality are often in competition with goals for diversity.  

Goals for diversity are often in competition with the goals for tuition revenue.  With all of 

these competing goals, what truly drives an institution in this perspective?  The decisions 

of the enrollment management professionals and the symbolism these decisions represent 

are often the driving force in an institution’s enrollment efforts.  The symbolic frame, 

therefore, is a manifestation of core values and beliefs represented to key constituents 
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including divisional staff, other administrators, faculty, current and prospective students, 

and the public.

The symbolic frame of an enrollment management division needs to serve many 

diverse constituencies.  Often, pleasing all constituencies is not possible.  Bontrager 

(2004) suggests that there is an inertia that drives institutional culture and belief about 

what it takes to recruit, enroll, and graduate a student.  At well established universities, 

this inertia is the result of years of work and can be hard to change.  The long standing 

history and culture of individual institutions can make this difficult (Bontrager, 2004).   

Enrollment management often seeks to promote change within the culture, and this is not 

easy.  This change is best driven by the institutional mission.  Institutional missions are 

shifting and are beginning to address enrollment management issues, no matter the 

academic stature or history of the institution (Baer & Stace, 1997).  Enrollment 

management, as indicated by Baer and Stace, is a traditional administrative area that is 

not academic in its function, but has piqued the interests of campus academics.  

Enrollment management, grown out of traditional student affairs units, now reports to the 

provost on many college campuses.  This may be a sign of the chief academician on 

campus recognizing the importance of administrative units to the university’s academic 

success.  The high level of involvement from campus academics is a sign that enrollment 

management as an administrative structure is here to stay.  
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Enrollment Management Structure

The structural frame of enrollment management, according to Black, is 

represented by an organizational structure that is “more agile and market-responsive” 

(2003c, p. 5).  This organizational structure will vary from institution to institution 

depending on individual markets and circumstances that require agility and dictate the 

operating structure that best meets institutional needs.  Hossler (1990) summarizes 

existing research and suggests four structural models:

• The enrollment management committee;

• The enrollment management coordinator;

• The enrollment management matrix; and

• The enrollment management division.

The committee model is comprised of representatives from across campus tasked with 

addressing enrollment issues.  The coordinator model appoints a mid-level administrator 

to coordinate efforts of existing enrollment management units.  These two models require 

little reorganization on campus.   The last two models require significant reorganization 

as they are more centralized than the first two.  The matrix model is similar to the 

coordinator model.  The differences are that the matrix is coordinated by an upper-level 

administrator who works with all enrollment units, without reorganizing those units under 

the matrix head.  The division model requires the most reorganization and is the most 

centralized.  A distinct division has historically been seen as the most difficult to create.  

“Unless a campus is in the midst of an enrollment crisis, it is difficult to create a new 
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administrative division” (Hossler, 1990, p. 50).  However, this is not the case any more as 

enrollment management has been accepted widely as a desirable management structure 

for universities.

Whiteside (2004) advocates that institutions pay close attention to the economic 

forecasts in their states as indicators of their future, requiring enrollment managers to be 

economists.  In operating this way, the savvy institution can be proactive and avoid an 

enrollment crisis requiring drastic change and action.  Institutions in crisis and those 

operating proactively have hired highly paid consultants to review the institutional 

landscape and plan for the future.  The use of consultants is also driven by the need to 

remain competitive.  According to Whiteside (2004), the increase in competition for 

students continues to make it difficult for an institution to achieve its enrollment goals, 

resulting in the need for outside assistance to remain competitive.  While the presence of 

these consultants is designed to make institutions more competitive, it also contributes 

significantly to the structural frame.  Consultants, such as Noel-Levitz and the American 

Association of Collegiate Registrars and Admission Officers’ (AACRAO) consulting 

service, bring strong values and packaged models of operation.  In helping refine the 

institution to become distinct, consultants may actually be normatively contributing to the 

standardization of the profession by the rigid structure they suggest rather than 

developing more competitive public institutions.
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The Politics of Enrollment Management

Universities, especially public universities, have accountability to many 

constituents.  As such, the enrollment activities and the social identity of a university are 

widely watched and assessed by many. “The art of leveraging circumstances, data, and 

relationships is at the heart of the political frame”  (Black, 2003b, p. 3).  This constant 

spotlight requires the enrollment management unit to operate politically and supports 

Hossler’s early assertion that the success or failure of the division depends as much on 

the people making the decisions as it does on the results of the process.  Operating 

politically is often something that causes individuals to think of negative actions, but 

operating politically might also be described as operating strategically.  This is certainly 

the case of any effective enrollment management division in the course of leveraging its 

circumstances, data, and relationships. 

The circumstances of enrollment management are often not dictated by the 

enrollment management team.  This is why a strategic group of individuals or single 

strategic individual is important to the functioning of the enrollment organization.  The 

circumstances are often beyond the control of the enrollment manager, such as state 

budget cuts that require a flexible, market-responsive organization.  True, the enrollment 

manager can pay close attention to economic forecasting and other data to operate 

proactively, but often these factors are beyond the control of the organization.  The 

circumstances also surround external relations and public perception of the university’s 

enrollment efforts.  Public universities have long been places that have facilitated access 
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and equity within the higher education system.  Many argue that the circumstances of 

enrollment management work against these principles, putting a college degree further 

out of reach for disadvantaged Americans by reducing need-based financial aid and 

increasing merit aid (Hossler, 2004).

Accurate, quality data is essential to the operation of any enrollment management 

organization.  It is also the enrollment manager’s most powerful political tool.  Massa

(2003) insists that data is essential for evaluating the market and developing targeted, 

market-focused messages to students.   If the technological power to produce this data is 

not in place, it can be a political death sentence for an enrollment manager.  Data can be 

presented in ways that allows the enrollment managers to use it to their advantage.  Data 

can be organized in a way to tell the story one wants it to tell, depending on the audience, 

but should always be realistic.

For the economist, enrollment will be determined by the intersection 
of measured supply-and-demand curves.  For the demographer, 
enrollments are related to numbers of people and where they are 
located.  For the higher education administrator, enrollment is 
determined by the combined effects of many manageable and 
unmanageable factors, categories that are roughly, though not 
completely, equivalent to supply and demand (Brinkman & 
McIntyre, 1997, p. 67).

The same is true of presenting enrollment data to an academic college dean or the 

director of residence life.  The enrollment manager, if s/he is to be successful in telling 

the story of the institution’s enrollment strengths and challenges, must present the data so 

that it speaks to specific audiences.  Above all else, enrollment management requires that 
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its professionals make data driven decisions.  These are the decisions that are most 

defensible in the political frame.

Successful decisions depend on successful relationships.  The relationships of 

enrollment management are many and varied.   Since enrollment management touches all 

aspects of the university, the enrollment manager must be skilled at developing 

relationships that result in collaborative campus partnerships.  Many universities are now 

adopting quantum models of organizations.  In a quantum model, all are responsible.  “In 

other words, the collective wisdom of the university drives the decision-making process”  

(Tyler & Hamilton, 2004, p. 45).  The enrollment manager must be everyone’s friend, 

confidant, and co-worker.  The enrollment manager must also be keen at identifying 

potential critics and find ways to use the circumstances and data of the institution to 

change the critic into a supporter.  This is likely why enrollment management is so 

frequently managed by one committee or by many committees providing input to a larger 

master committee.

Even in the most intricate committee, there is still a recognition that the decisions 

made are decisions about students.  The entire process revolves around students (Tyler &

Hamilton, 2004).  Interestingly enough, many institutions do not use individuals who 

work directly with students in the decision making process.  Instead they rely on the data 

that they have about students to make decisions for them.  Still, students and their needs 

drive the process.  “Nonetheless, it is clear that the future of enrollment management and 

academic services will continue to be influenced by our customers - primarily the 
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students” (Black, 2003d,  p. 81).  This asserts the need for the enrollment management 

professional to be intimately acquainted with the student experience.

College Choice and the Rise of Marketing in Education

Enrollment management seeks to exert influence over the choices that students 

make in the enrollment and persistence process.  The area where enrollment managers 

can apply the greatest amount of influence is in the initial college selection.  Several 

models of student college choice indicate the importance of institutional activities in 

shaping student choice behavior.  Chapman’s (1981) model highlights a college’s efforts 

to communicate with students through written information and campus visits as a major 

influencer on the student’s choice of college.  Chapman (1981) also indicates that it is 

difficult to accurately assess the effectiveness of institutional behavior in student choice 

because of the multitude of factors involved in the choice process.  

Hossler and Gallagher (1987) also offer a model of college choice that breaks the 

process into three phases:  predisposition, search, and choice.  In the search phase, 

students are searching for institutions and institutions are searching for students.  “In the 

second phase, using a proactive search for students, institutions and policy makers may 

be able to exert a modest influence on the student choice process”  (Hossler & Gallagher, 

1987, p. 209).  Hossler and Gallagher suggest that one of the biggest problems with the 

search phase is that a student may mistakenly leave a potentially good choice off their list 

because of lack of information.  This is a perfect fit for institutional enrollment 
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marketing.  Chapman (1981) found that students used traditional printed recruitment 

pieces to confirm decisions they had already made.  This suggests that students are 

making decisions based on other information.  Specifically looking at publics, Hossler 

(1999) found that public flagships will opt for a mix of recruitment activities to achieve 

recruitment goals.  Hossler (1999) asserts that institutions need comprehensive marketing

plans to help them achieve recruitment objectives.

An examination of the literature on marketing implies that the scope of marketing 

efforts and professionals is vast.  Often included are such diverse areas as consumer 

behavior, pricing, purchasing, sales management, product management, marketing 

communications, comparative marketing, wholesaling, and distribution (Hunt, 1976).  

Hunt’s research was conducted at the dawn of higher education marketing and was 

focused purely on traditional business; however, the scope is just as vast in higher 

education.  

Noel-Levitz’s 2004 National Enrollment Management study indicated the 

following top ten most effective strategies for marketing for a public, four-year 

institution:  (1)  campus visit days; (2) hosting open houses; (3) offering no-need merit 

scholarships; (4) using students to recruit; (5) statistical modeling; (6) high school visits 

in primary markets; (7) recruiting page on web site; (8) recruiting publications; (9) 

college-sponsored trips to campus; and (10) college day/college night programs.   

DesJardins (2002) advocates combining marketing with analytic strategies so that 

institutions place emphasis on students most likely to enroll, although he notes there is no 

empirical way to purely determine who will enroll and who will not.  Still, predictive 



39

modeling as proposed by DesJardins (2002) helps to refine an institution’s marketing and 

recruitment efforts.  “The general analytic strategy of combining information about a 

student’s probability of enrolling with other characteristics allows enrollment managers a 

great deal of flexibility in deciding which students to target, at what time, and with what 

message” (DesJardins, 2002, p. 548).  

Financial aid also plays a role in college choice.  St. John (2000) asserts that 

institutions must create linkages in the recruitment process between institutional 

budgeting and financial aid packaging strategies.  St. John is advocating for institutions to 

make big picture adjustments to philosophy and strategy.

Finance and Financial Aid

The introduction of enrollment management into the public realm of higher 

education is largely attributed to financial matters – for the institution and the student.  

The concept of supply-side economics, or directing of an organization’s attention towards 

the supply of resources is applicable in many fields.  Slaughter (1998) introduced the use 

and application of supply-side economics in the higher education arena, moving the 

university closer to the market in all aspects of its operation, including enrollment 

management. Supply-side economics dictates that the university will focus its enrollment 

efforts on generating net tuition revenue in this time of scarce resources (Slaughter,

1998).   A brief review of the literature on state support for public university tuition 

increases, and changes in awarding of institutionally based financial aid will add depth to 
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the literature presented on enrollment management and bolster the theoretical frameworks 

of resource dependence and academic capitalism.  A review of the scholarly research on 

these topics will also be important given the eventual inclusion of institutionally based 

financial aid data in the data analysis.

Scarce resources for higher education set the stage for the importance of finance

and student financial aid to this study.  Each state has its own way of operating its higher 

education system and its own ways of funding its institutions.  The problem of shrinking 

state support for public universities began in the 1980’s when the earliest warning signs 

of drops in funding from the state emerged.  The 1980’s and 1990’s were an era where 

centralized control of higher education was reversed (McLendon, 2003).  The beginning 

of the reversal of control over universities, combined with downturns in the economy has 

resulted in the significant drop in state support that exists today.  “Since 1980, the share 

of state funds used for higher education has dropped to 32 percent, from 44 percent” 

(Serlingo, 2003).   Serlingo’s data looks at all states allocations and averages them.  In 

many states the situation was more severe than the national average due to the 

intersection of numerous factors.  “After the mid-80's, university costs increased, as 

faculty salaries and infrastructural maintenance costs accelerated, competitive 

recruitment for top faculty among universities increased, and the gap between tuition 

income and costs widened”  (Poovey, 2001, p. 4).  The reasons for this are many and 

varied and include the need for the politicians who still control the purse strings of the 

state to look good in the eyes of their constituents.  
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Looking good politically has caused higher education to suffer, especially when 

economic conditions are poor.  State legislators have tended to view higher education as 

discretionary spending, decreasing allocations to universities when times are bad and 

increasing allocations during times of fiscal plenty.  Placing politics in the center of 

annual funding for higher education sends a message of instability to university resource 

managers. Not linking tuition and aid at the state government level results in incoherent 

decision making by politically minded state legislators, who are intricately involved in 

the tuition setting process (Griswold & Marine, 1996).  To avoid the instability that this 

situation presents, public universities have had to take drastic action to ensure that they 

are not dependent on fluctuations in state funding.  

This has resulted in increased tuition across the country, a step that has cause d 

many to call into question the future of access-based missions in public higher education.  

Percentage increases in tuition have equaled or exceeded the percentage decreases in 

support from the state.  Leslie and Brinkman (1987) caution that increases in tuition have 

negative effects on students from low income groups and minority students.  Heller 

(1997) reaffirmed this finding when updating Leslie and Brinkman’s original research.  

Paulsen and St. John (2002) found that the high-tuition environment was problematic for 

poor and working-class students, despite increases in need-based aid.  “For such students, 

the cost of tuition, net of available aid, is clearly not affordable” (Paulsen & St. John, 

2002, p. 229).   Perna, et. al. (2005) noted that the tuition increases are attributable to the 

decentralization of state based aid.  This shrinking role of the state in financial aid policy 
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has placed this burden on individual universities, causing universities to pass along 

increases in aid budgets in the form of higher tuition (Perna, et. al., 2005).

The increases in tuition have, in many cases, resulted in increases need based-aid 

for the students who cannot afford higher education.  The reasons for this are many and 

varied.  Appropriate amounts of financial aid reduce withdrawl and facilitates ultimate 

degree attainment - a statistic that is important to state legislators (DesJardins, Ahlberg,

& McCall 2002).  Perna, et. al. (2004) also found that greater amounts of state aid for 

need-based individuals resulted in the increased likelihood of a student enrolling at an in-

state public four-year institution.  Even with this knowledge and increases in funding, a 

significant net tuition cost gap still exists for the neediest students.  This is signaling a 

shift away from traditional approaches of funding all regardless of need, to targeted 

approaches that allocate public expenditures in a manner that maximizes returns and 

minimizes costs (Hearn & Longanecker, 1985).

Maximization of returns with minimal costs has stimulated the increase in merit-

based aid and the principle of net tuition revenue, a direct shift away from allocating 

additional funds to needy individuals.  “While need-based programs award financial aid 

to the most economically disadvantaged students, merit-based programs award financial 

aid to students who meet a specified threshold of academic achievement, a criterion that 

is positively correlated with family income”  (Perna & Titus, 2004, p. 502).  The Pell 

Institute for the Study of Opportunity in Higher Education reported in 2004 that as the 

practice of aid moved beyond federal and state programs explicitly reserved for students 

with need, most of the grant aid is merit based.
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In terms of constant dollars, non-need based grants grew at a much faster rate 

from 1994-1995 to 2003-2004.  The average need-based grant was $2,510.70 in 1994-

1995.  This grew to $4,257.40 in 2003-2004.  Non-need based grants grew from $370.70

in 1994-1995 to $1,462.50 in 2003-2004 (National Association of State Student Grant 

and Aid Programs, 2004).  Merit aid grew almost 400% in this time period while need 

based aid increased by less than 50%.  The College Board’s 2003 study of student aid 

found that the percent of total undergraduate state grant aid not based on need rose from

approximately 9% in 1981 to 24% in 2001.  An examination of studies on the modern 

impact of financial aid policies supports these assertions.   Ehrenberg, Zhang, and Levin’s 

(2005 forthcoming) study on the trade off between merit scholarships and enrolling lower 

income students found that an increase in institutionally funded scholarships for merit 

resulted in a reduction of Pell Grant recipients overall at the institution.  

These drastic changes in student funding policies and practices have been the 

cause of much debate within every sector of higher education.  Heller (2002) suggests 

that policymakers need to reexamine the purposes of state financial aid.  While not 

explicitly stating who these policymakers are, we can assume that it would be a 

combination of state legislators and university administrators including chief enrollment 

management officers.  There is no immediate answer to this problem and no indication 

that there will be drastic change in either direction. “Financial assistance will be 

increasingly "managed" in the form of individualized price discounting for cost-effective 

enrollment management, or the meeting of net tuition revenue goals.  Less aid will be 

available to the very needy high-risk student” (Johnstone, 1998, p. 254).  Johnstone’s 
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prediction in 1998 that the driving force of net tuition revenue would see expanded 

influence seems to have come true.  

University Leadership and Decision Making

Understanding the contexts of enrollment management and financial aid are 

important foundations for this study.  They establish the environments in which the 

individuals profiled in this study work.  Since this research focuses on the persons 

leading their enrollment organizations and the directions in which they are moving these 

organizations, it is important to have a base in the recent literature on decision making in 

the higher education context.  It is important to remember, however, that CEMOs are not 

always the final decision makers on their campus.  In most cases this is left to the 

President, Provost, governing board, or a collaborative campus enrollment management 

committee has the final say.

There is no direct research that focuses specifically on the leadership or decision 

making styles or patterns of chief enrollment managers.  Much has been written, 

however, about the decision making styles and patterns of Presidents, Provosts, and 

Deans as they have been the most visible leaders in the academy to date.  Given the 

common setting of the university campus, the literature on Presidents, Provosts, and 

Deans is appropriate here.  Martin and Samuel’s (1997) study of Provosts or Chief 

Academic Officers described Provosts as individuals balancing many roles including 

manager, collaborator, facilitator, creator, and strategic developer.  The study also 
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reported results from another study about the academic background of leading university 

administrators.  Sixty-two percent viewed a doctorate in higher education as less 

preferable to a doctorate in a traditional academic discipline  (Martin & Samuels, 1997).  

Martin and Samuels looked specifically at enrollment management and the role of the 

chief academic officer.  They reported that chief academic officers are intensely 

concerned and connected with enrollment matters, but that at larger universities the 

functions associated with enrollment are tasked to a senior enrollment officer (Martin & 

Samuels, 1997).  This is likely because of the many roles that a chief academic officer 

must play.

Brodie and Banner (2005) studied the presidents of major research universities 

through in depth qualitative interviews.  When discussing goals for their presidencies, the 

participants in the study found that financial realities were one of the major factors that 

shaped goals and presidential agendas (Brodie & Banner, 2005).   Presidents also had to 

take into account the various constituencies within their communities that wielded power 

and develop ways to work collaboratively with those groups.  Examples include the 

establishment of a freshmen seminar program at one university through well cultivated 

collaborative relationships, to the president inserting himself directly into university 

conflicts to establish trust and dependency among constituencies at another institution

(Brodie & Banner, 2005). 

Birnbaum (1992) also studied presidents, although a much broader group than 

Brodie and Banner.  In looking at leadership and communication styles he found that 

presidents thought of leadership as a process of influence towards achieving goals 
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(Birnbaum, 1992).   Over two-thirds of the presidents in the study thought of 

communication as one way, rather than two-way and collaborative.  These studies of 

presidents and provosts offer insights into the leadership at the level above the chief 

enrollment management officer.  It is from this leadership that the chief enrollment 

management officer will likely take her/his direction.

Decision making research in higher education does situate contemporary decision 

making in the context of resource dependency and a constantly changing environment.  

Milliken (1990) looks at the role of change, resource dependency, and the market niche 

for a particular institution as major factors in the decision making patterns and styles of 

today’s university leaders.  Milliken (1990) believes that decision making is firmly 

situated in the manager’s perception of their organization at the moment.  Managers who 

perceive their organizations as effective may not interpret environmental changes as 

threats (Milliken, 1990).  Milliken discusses change as primarily changes in the resource 

flow to an institution.  He offers the principle that organizations dependent on a particular 

niche, and the resources this niche provide, are vulnerable to the negative aspects if that 

niche deteriorates (Milliken, 1990).  For higher education and enrollment management, 

there are many niches upon which individual institutions have become dependent.  These 

include administrative costs associated with research grants, auxiliary revenue generated 

on campus, and the revenue from student tuition.  “The extent of a college's dependence 

on the 18-22 year old market niche and its power in that market seem likely to influence 

the degree to which its administrator will see this change as threatening to the college”  

(Milliken, 1990, p. 46).   It is in this context that the enrollment management profession 
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developed and the decisions that are shaping the field and future of higher education are 

made.

It is also in this context that the demand on the leaders and their decisions is 

elevated in the modern university.  “The role of the administrators in the university thus

has to be elevated to a new height.  No longer expected to be a mere intellectual or even 

an educational leader, an administrator is manager per excellence” (Miyoshi, 2000, p. 

673).  This makes the modern university administrator much more like an executive at an 

automobile company instead of a university in terms of their ability to effectively and 

efficiently meet all production and revenue goals.  Academic executives are also similar 

to business executives in the volume of work activities performed in short duration with 

frequent interruptions (Jackson, 2004).  Jackson identified eight patterns of behavior that 

are common among both academic and business executives including working at an

unrelenting pace, fragmentation of days from activity to activity, no personal tasks 

accomplished in a day, a preference for live interaction, maintenance of complex 

networks outside their organization, days with little time for reflection, strong 

identification with their jobs, and difficulty sharing information (Jackson, 2004).  

Recognizing these patterns is important as they frame the state of mind of the CEMO and 

environment in which enrollment strategy is developed.  It also reinforces the resource 

dependency role of the CEMO as an actor in an evolving manifestation of academic 

capitalism.

This frantic pace is coupled with the political environment in which the chief 

enrollment management officer makes decisions.  Black (2003, b) already highlights the 
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political setting as a major factor for the CEMO.  In their research about deans, Montez, 

Wolverton, and Gmech (2003) looked at the political factors affecting deans and the 

complexity of the collaborative nature of the university environment. “The conundrum, 

of course, is that such a task pits interest group against interest group, which results in 

frustration for its leaders”  (Montez, Wolverton, & Gmech , 2003, p. 242).  The shared 

governance history of the university environment is in direct conflict with the business 

needs of the university and the decision making style of a business executive.  There is a 

dual hierarchy of decision making in colleges and universities.  The faculty maintains

historical authority to decide major goals and the authority of the administrators is limited 

to achieving those goals (Swenk, 1991)  “Little is known, however, about how 

organizational characteristics influence the specific judgments managers make as they 

scan, interpret, and attempt to respond to particular changes in an organizational 

environment” (Milliken, 1990, p. 45).  Julius, Baldridge, and Pfeffer (1999) offer 

characteristics of the decision making process in academic organizations.  These 

characteristics include decision by committee, fluid participation by decision makers, 

issues coming around again and again, the length of time it takes to make decisions, and 

the commonality of conflict over goals (Julius, Baldridge, & Pfeffer, 1999).  This study 

aims to understand and apply some of the organizational characteristics that influence 

CEMOs in the current environment.
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Professional Associations

In addition to the organization specific characteristics influencing chief 

enrollment management officers, CEMOs are also influenced by professional or 

organizational field level characteristics.   Most of these organizational field level 

characteristics are established and maintained by professional associations. Professionals 

entering an organization often face the conflict of choosing between commitment to their 

organization and commitment to their profession (Thornton, 1970).  Gouldner (1957) 

labeled the different commitments that professionals display as cosmopolitan, or more 

committed to the profession, or local, or more committed to the individual organization.  

In his examination of the relationships between organizational commitment and 

professional commitment, Thornton (1970) found that the two are not as much in conflict 

as one would believe.  One can be a cosmopolitan and a local at the same time.  Whether 

this assertion plays out in this study will be interesting, given the strong institutional ties 

required of CEMOs and the competitive environment of enrollment management.

The literature on professional associations approaches these organizations from 

networking, educational, and advocacy perspectives.  Their membership is made up of 

"conscientious professionals, sharing a common disciplinary identity, who come together 

in mutual respect to compare ideas and grapple with common problems of scarcity and 

responsiveness, bestow a commitment on their enterprise" (Maggiotto, 1991, p. 581).  

Idea exchange and problem resolution is addressed in many ways, based on the 

association.  Professional associations promote continuing education and idea exchange.  
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Methods include scholarly journals, continuing education institutes and seminars, and 

national meetings focused on the latest trends in the profession.  These aspects of 

professional associations often have the most far-reaching impact on the advancement of 

the profession as a whole.  Continuing education programs help the leaders make 

connections between the theoretical aspects of the profession and the applied aspects of 

the profession (Laden, 1996). 

Professional associations also serve a key role in developing the future leaders of 

the profession through many of the aforementioned activities and others.

These associations help aspiring leaders in at least three ways:  by 
highlighting the formal and informal aspects of educational leadership in 
the seminars, workshops, and institutes they offer; by enhancing 
mentoring and networking opportunities; and by stressing scholarship as 
well as the applied and technical skills in the training and preparation of 
new leaders (Laden, 1996, p. 48).  

Individuals get many tangible and non-tangible benefits from membership and 

involvement in a professional association.  These include feedback from experienced 

scholars and practitioners, the ability to be kept abreast of the latest development in one's 

area of expertise, and networking with others doing similar work (Desmond & Symens, 

1970).  Enrollment management has many associations that serve all of these purposes 

for members.  The majority of the associations are characterized as specialty associations, 

focusing only on financial aid, admissions, or orientation for example.  These include 

associations like the National Association of College Admission Counselors (NACAC), 

the National Association of Student Financial Aid Administrators (NAFSAA), and the 

National Orientation Director’s Association (NODA).  One association, the American 

Association of Collegiate Registrars and Admission Officers (AACRAO), has become 
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the leading association in addressing the development of enrollment management as a 

profession.  Perhaps because it is an association that promotes the scholarly and 

networking interaction among several specialty fields it is the most appropriate 

professional home of enrollment management.  AACRAO addresses enrollment 

management from broad perspectives and institutional level issues at its annual meeting 

as well as its own specialty conference devoted solely to enrollment management.  

Perhaps the most important aspect of professional associations for this study is 

how they contribute to the development of the profession.  "They are front line socializers 

of new entrants into the profession.  They are the first links in the public policy chain.  

How they conduct their business sends a message to professionals across the state and 

sets an example for their peers through the region and nation" (Maggiotto, 1991, p. 581).  

Since this study is looking at how leading institutions are contributing to the development 

of enrollment management practices, the institutional field level contributions through 

professional associations cannot be ignored.  

Theoretical Frameworks

Institutional Theory

Institutional theory, advanced by DiMaggio and Powell (1983) posits that changes 

within an individual organization in the organizational field will ultimately result in 

changes among all organizations within the organizational field.  DiMaggio and Powell 
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identified three mechanisms of isomorphic change:  coercive, mimetic, and normative.   

Coercive isomorphism results from formal and informal pressures placed on 

organizations by other organizations.  Mimetic isomorphism is best described as 

organizations imitating or modeling practices of other organizations, when there is 

uncertainty in the original organization.  Normative isomorphism occurs as the result of 

the professionalization aspects of the organization (DiMaggio & Powell, 1983).  

Many researchers in addition to DiMaggio and Powell have done work examining 

the role that isomorphic forces have exerted upon organizations.  This work, while not 

completed in an enrollment management setting, is applicable to enrollment management.  

Some research has also looked at the role that competition has played in facilitating the 

isomorphic behavior.  Innovative strategies are mimetically adopted based on the 

occurrence that others have adopted it suggests that they, based on the information 

available to them, believe it will be successful (Greve & Taylor, 2000).   Such adoption is 

the result of both mimetic and normative processes and Greve and Taylor indicate that 

mimetic adoption cannot occur without the professional interacting normatively with the 

information of the organizational field.  This is an example of competitive isomorphism, 

driven by resource dependence or generating profit.  Galazkiewicz and Wasserman 

(1989) also acknowledge the multiple factors that come together to create similar 

organizations.  Decision makers mimic those whom they know and whose work they 

trust, and it is through the professional networks that they come to know and trust one 

another (Galazkiewicz & Wasserman, 1989).   Mizruchi and Fein (1999) also highlight 

that many studies have looked too narrowly at isomorphism and the factors that facilitate 
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such behavior.  Limiting the examination of the phenomena to one type of institutional 

isomorphism or other explanation for organizational behavior, according to Mizruchi and

Fein, do not allow complete pictures of organizations to be presented.

The environment is shaped by many factors both within the control of the 

enrollment management organization and those beyond the control of the organization.   

Nadler and Tushman (1997) suggest that successful organizations are successful because 

they are constantly adjusting to shifting environmental factors.  This is similar to the 

practices of innovative companies offered by Collins and Porras (1994).   It is this 

changing environment that results in the development of innovative practices.  Innovative 

activities differ drastically from current practices.  In organizations, they may change the 

operational practices, methods, or outputs (Greve & Taylor, 2000).   In enrollment 

management, this may mean a new organizational structure or new strategies to increase 

the number of desirable students enrolled.

Morphew and Huisman (2002) used institutional theory to frame research on 

academic drift at colleges and universities.  While the subject of the research is not 

enrollment management, the principles of institutional theory and the ways in which they 

found it affects colleges and universities is applicable to this study. Morphew and

Huisman look at managers and their connection to the larger organizational field.  They 

assert that organizational managers are likely to mimic the behavior of organizations to 

which they have some sort of network tie via boundary spanning personnel, as well as 

organizations they trust (2002).  Organizations are likely to mimic organizations that they 

believe to be successful, but more likely to mimic those they trust (Morphew & Huisman, 
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2002).  Their research suggests a strong level of inter-organizational interaction, which 

they believe promotes isomorphic behavior.  Morphew and Huisman (2002) found that 

institutions whose environment is marked by interaction with other institutions are more 

likely to engage in isomorphic behavior.  This is likely to be the case for the enrollment 

management organizational field, given the fact that individual enrollment management 

organizations are always monitoring the activities of other organizations within the field.

Much of Morphew and Huisman’s research focused on the ways that institutional 

organizations are evaluated.   Enrollment management typically has clear metrics for 

evaluation – the number and type of students enrolled, making this aspect of their 

research applicable to this study.  They also issue a call for additional research about 

colleges and universities with the institutional theory frame.  "Future efforts to 

understand institutional diversity and academic drift should be driven by more in-depth 

and complex questions that provide the opportunity to document broad isomorphic 

patterns in the behavior of colleges and universities within higher education systems”  

(Morphew & Huisman, 2002, p. 504).  This study will seek to contribute to this need by 

examining enrollment management through the lens of institutional theory and 

isomorphic behavior.

Resource Dependence

At the same time that enrollment management organizations are developing as 

individuals and as a collective field, other forces shape the development, characteristics,
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and behavior of the organization.  These include an institution’s dependence on financial 

resources (Tolbert, 1985).  Tolbert has demonstrated that when relationships of resource 

dependency have been institutionalized, “intense administrative effort” is exerted to 

maintain the dependent relationship (Tolbert, 1985).  Increased dependency leads to 

increased administrative structures (Tolbert, 1985).   Tolbert’s discusses the marked 

differences in relationships of resource dependency for public and private institutions.  

She found significant administrative differentiation between the two types of institutions.  

For private institutions, major responsibility rested with the chief development officer, 

director of alumni relations, and director of admissions as these individuals worked 

directly with populations that provided the main sources of revenue.  For public 

institutions, the director of the information office, chief planning officer, and director of 

institutional research had comparable levels of responsibility.  Twenty years later, the 

significant decreases in revenue streams to public institutions have resulted in shifting of 

increased responsibility for revenue generation to the positions that private institutions 

have been dependent upon for some time.  

For enrollment management at the newly transformed public institution, 

relationships of dependency exist primarily with students for tuition revenue and 

government for financial aid.    In an examination of the interaction between the modern 

university and the market, Poovey (2001) compounded this relationship of dependency 

when she highlighted extreme increases in university costs.  Specifically, Poovey points 

to the increasing gap between tuition income and costs, mainly increased faculty salaries 
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and infrastructural maintenance costs (2001).  This all has resulted in increased numbers 

of administrative personnel to manage the changing dynamics.

Part of Tolbert’s intensive administrative effort, especially for enrollment 

management, requires individual organizations to pay close attention to other 

organization’s relationships.  Ulrich and Barney (1984) believe organizations work 

towards acquiring control over resources that minimize their dependence on other 

organizations.  For enrollment management, this can manifest itself by pursuing students 

who do not need any financial aid.  Ulrich and Barney also suggest that by increasing the 

dependence of other organizations on themselves, additional resources can be acquired.  

In enrollment management, less prestigious universities are dependent on the enrollment 

strategies set forth by prestigious universities, and this desire to emulate creates an

environment of competition.

Milliken’s 1990 research on college and university administrator’s interpretation 

of environmental change under conditions of resource dependence also provides valuable 

guidelines for this study, and more specifically, the use of resource dependence as a 

viable theoretical approach.  Milliken specifically talks about an “environmental niche” 

that leads to available resources (1990).  “Organizations that are either very dependent on 

resources from a particular niche or that have very little power over resource suppliers are 

especially vulnerable to a shrinkage in a pool of resources” (Milliken, 1990, p. 46).  In 

enrollment management, the environmental niche is the pool of available students for 

public universities.   Public universities are very dependent on resources from this pool 

and the increased competition for qualified students can make this pool seem like it is 
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shrinking.  Public universities also have very little power over resource suppliers, as 

enrollment is more of an art than a science.  Milliken’s research suggests that an 

organization’s level of resource dependence can influence the degree of risk for an 

organization when a major change occurs (1990).  Given the major population shifts that 

are projected to occur in this country (discussed in Chapter Three), the principles that 

Milliken’s research offers are valuable for this study.  

Additional research on resource dependence for colleges and universities has 

looked at the increase of fund raising in higher education (Cook & Lasher, 1996) and 

institutional savings, wealth, and revenues (Carbone & Winston, 2004).  While not 

directly related to enrollment management, the revenues that fund raising can yield and 

potential savings of institutional funds are impacted by the size of the incoming class and 

the eventual graduation numbers.  

Academic Capitalism

Slaughter and Rhoades’ Academic Capitalism and the New Economy (2004) cites 

examples of how institutions of higher education and actors within the higher education 

community engage in behaviors and practices that move them closer to the market, 

including enrollment efforts.  The network of actors is where the theory of academic 

capitalism differs from resource dependency theory.  Resource dependency theory 

suggests that for an organization to receive resources, the organization must be different 

from other organizations.  Academic capitalist organizations do not recognize limits 
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between public and private organizations (Slaughter & Rhoades, 2004).  They advance 

that higher education has become a product like other market-based products and the 

associated marketing has taken over higher education. They suggest that as higher 

education has become a product, more funds are being diverted away from core academic 

issues to new functions, like enrollment management, designed to increase consumption 

of the product.  It is in this intersection of boundary blurring that academic capitalism 

complements and enhances the contributions of institutional theory and resource 

dependence theory to this study.

Hossler agrees that these factors have helped to influence the development of 

enrollment management organizations.  “In some respects the emergence of enrollment 

management is simply one small indicator of the ascendancy of capitalism and the extent 

to which the market metaphor has taken hold throughout the United States and the rest of 

the world”  (Hossler, 2004, p. B3).  These principles reinforce the argument that the 

creation of enrollment management divisions, chief enrollment manager administrative 

positions, and other organizational forms is directly linked to the principles of academic 

capitalism and resource dependence.   Many colleges and universities have aggressively 

pursued enrollment management so strongly that they have adopted the use of private 

consultants, adding to the academic capitalist component of this field  (Gose, 1999).

Gumport (2000) raises concerns about the future of universities in this market 

driven environment.  Gumport is concerned about the ways in which we talk and think 

about higher education as a production metaphor by borrowing imperatives from 

corporate setting.   The concern about the academic consumerism, as she refers to it, 
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driving decisions in higher education has grave academic and enrollment implications.  

Gumport fears that the market will result in different academic programs becoming 

available to different segments of student populations, further stratifying higher education 

(2000).  Still, Gumport sees a place for market like behavior and specifically alludes to its 

application in the enrollment management arena:

It is valuable to view higher education as having not just one major marketplace, 
as determined by type of student served, or geographic location, or degrees 
granted.  Instead, we can see several types of markets at work simultaneously -
not only for obtaining students, but for placing graduates, hiring and retaining 
faculty, obtaining research funding, establishing collaboration with industry, 
maintaining endowments, sustaining and extending alumni giving and other 
fundraising sources, and so on. (Gumport, 2000, p. 72)

This study seeks to examine the effects of multiple markets simultaneously at work on 

the enrollment management arena, and more specifically their impact on the chief 

enrollment management officer.

Francis and Hampton (1999) reinforce the assertions of Hossler, Gumport, and 

Slaughter and Rhoades to suggest a research agenda in this area. “If, as we have 

discussed, public research universities have actually adapted to changing conditions by 

adopting more market like behaviors, items of interest would include changing conditions 

these institutions have faced and the kinds of behaviors they have adopted to deal with 

them”  (Francis & Hampton, 1999, p. 633).  Francis and Hampton’s assertions frame the 

issue to be examined in this study.  
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Summary

The literature approaches enrollment management from a purely structural 

functionalist perspective and does not take into account other approaches to the 

development and evolution of the field.   The lack of scholarship beyond research of the 

structural nature is likely because the profession is so new that there has not been enough 

time for a substantial theoretical base unique to enrollment management to be 

established.  A review of the literature shows that enrollment management does have a 

theoretical base, however this theoretical base is not unique to the profession.  Instead, 

enrollment management utilizes existing theoretical perspectives and exploits them for 

the enrollment-related purpose.   These theories include traditional student affairs theories 

of student development and student learning, as well as customer service, marketing, and 

finance.  In identifying the primary motivations behind enrollment management, 

Huddleston and Rumbough (1997) identify the areas from which enrollment 

management’s theoretical base is drawn.

The primary rationale for the development of the enrollment management process 
is to improve the enrollment environment by enhancing student learning, 
strengthening academic position, improving student service, increasing market 
share, enlarging the market, and increasing profitability  (Huddleston and 
Rumbough, 1997, p. 2).

It is clear that Huddleston and Rumbough are utilizing enrollment management to 

advance existing university structures and theoretical perspectives.

The literature on enrollment management is bolstered by an examination of the 

state finance and financial aid, as the most drastic and visible changes to both of these 
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practices has resulted from the rise of enrollment management.  Given this study’s 

examination of the professionals managing their university’s enrollment, the literature on 

decision making adds depth to the discussion and offers theoretical perspectives on 

decision making and leaders in academe.  Coupled with theories of resource dependency 

and academic capitalism, the decision making literature suggests that the CEMO may in 

fact be a new breed of manager in the higher education community.  Finally, the 

overview of the role of professional associations gives insight into the factors that define 

professions and offer pathways for enrollment management to continue its development 

as a profession.  These stand alone areas complement each other in this study and will 

provide support in answering the research questions and performing of the data analysis.  

The next chapter presents the research methods implemented in the study’s development 

and collection and analysis of data.
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CHAPTER THREE

RESEARCH METHODS

A Qualitative Study

The approach for this study will follow traditional qualitative methods of inquiry.  

In discussing qualitative methods in education, Tierney and Dilley (2002) point out the 

growing use and acceptance of qualitative methods in education.  “Perhaps in no other 

field, however, has qualitative inquiry in general become so prevalent in research and in 

theoretical and policy-related discussions as in education”  (Tierney & Dilley, 2002, p. 

453).   Times have changed and educational research now recognizes the importance of 

studying process and depth, in addition to outcomes.  Qualitative methods are best suited 

to address process, depth, and the research questions in this study because the 

fundamental questions ask “why?”  Qualitative research helps one to make meaning out 

of the unknown, and making meaning out of the enrollment management evolution is 

central to this study.   This implies a level of inquiry that is likely to yield responses that 

vary based on the individual responding to the qualitative inquiry.  Ultimately, these 

responses are projected to develop some commonalities, resulting in similar themes 

across participants.  This level of inquiry will provide a depth of response, providing the 

researcher and readers of this study with an intense look at a specific area of enrollment 

management.  
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It is ironic to use qualitative methods to study enrollment management as the 

main evaluation measures of effective enrollment management are quantitative.    As 

discussed in the literature review, data driven strategies and interpretations are essential 

to the success of understanding the technical aspects of enrollment management.  This 

study, however, seeks to make meaning out of the motivations for using technical 

aspects.  It is in this vein that qualitative methods become the most appropriate for this 

study.  It is necessary at this point in the study to restate the research questions prior to 

presenting the methods used to answer these questions.  The research questions are:

1) What influences the decisions of chief enrollment management officers at 

public universities in population growth states? Are there differences or 

similarities between Carnegie Research Extensive and Carnegie Research 

Intensive universities? 

2) What vision and strategic direction do chief enrollment management officers at 

public universities in population growth states see for the future? Are there 

differences or similarities between Carnegie Research Extensive and Carnegie 

Research Intensive universities?

A Grounded Theory Approach

This study seeks to develop theory that explains the activities of enrollment 

managers.  Of the many approaches, or traditions as Creswell (1998) calls them, the 

grounded theory approach is best suited for this research.  Creswell highlights grounded 
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theory as the study of how people act and process in response to a phenomenon 

(Creswell, 1998).  This study will examine how chief enrollment management officers act 

and process in response to their current setting.  There are many additional reasons why a 

grounded theory approach has been selected.  First, the focus is on the end goal of the 

research of developing a theoretical understanding of enrollment management.  Second, 

grounded theory also allows the researcher to approach the study from strong theoretical 

frameworks used to make hypothesis and generate responses based on the data the 

phenomenon presents.

This type of research yields new theory or new application of existing theory that 

was the result of data collection and analysis designed to derive new theory.  Strauss and 

Corbin highlight eight principles of grounded theory research:

(a) the need to get out into the field to discover what is really
going on; (b) the relevance of theory, grounded in data, to the 
development of a discipline as a basis for social action; (c) the 
complexity and variability of phenomenon and human action; 
(d) the belief that persons are actors who take an active role in 
responding to problematic situations; (e) the realization that 
persons act on the basis of meaning; (f) the understanding that 
meaning is defined and redefined through interaction; (g) a 
sensitivity to the evolving and unfolding nature of events (process); 
and (h) an awareness of the interrelationships among conditions 
(structure), action (process), and consequences (Strauss & Corbin,       
1998, p. 9-10).  

These key points of grounded theory research serve as a guide to the development of the 

research questions, selection of participants, format and location of individual interviews, 

design of interview questions, and principles of data analysis.   Through a review of each 

aspect of this study’s design it will become clear that the researcher will get out into the 
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field to discover what is really going on, highlight the relevance of theory, examine and 

dissect the complexity and variability based on individual CEMO action, and that 

CEMOs act on the basis of their own meaning.  Above all else, this study is designed to 

make meaning of the unfolding nature of events and process within enrollment 

management as a field.  Each facet of the overall research design will be discussed in 

detail below.

Positionality

It is important in grounded theory research for the researcher to understand how 

his individual qualities can affect any part of the study.  Since this study’s primary data 

collection point centers on one-on-one interaction between the researcher and the 

participant, disclosing positionality is critical.  The researcher has worked in an 

enrollment management organization located at a public university in a population 

growth state.  This factor makes the researcher an insider, according to Mehra (2001).  

The quality of being an insider can usually provide benefits to the researcher, such as 

ease of access to participants and familiarity with slang language terms.  While all 

benefits of being an insider were not lost with this study, many participants viewed the 

researcher as the competition and their initial participation in the research with 

tremendous caution.  This was especially evident as several participants were reluctant or 

unwilling to share strategic planning documents, despite the fact that they would be held 

in confidence.  One participant even wanted to interview the researcher prior to 
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consenting to participation.  These occurrences were not completely unexpected and 

reflect the mentality of the individuals charged with sustaining their institution’s 

resources and market positions.

The researcher is also an outsider in the study as he is not an upper level manager 

or chief enrollment manager at a large public university.  These factors can help 

contribute to the researcher’s ability to build rapport with the interview subjects.  It can 

also hinder the researcher’s ability to effectively collect data as the lexicon of enrollment 

management differs from university to university.  The researcher was careful not to 

substitute his understanding of the language for the subject’s understanding. “Although 

inevitably the researcher's consciousness will play a major role in the interpretation of 

interview data that consciousness must interact with the words of the participant recorded 

as fully and as accurately as possible”  (Seidman, 1991, p. 87)  When necessary for the 

researcher, or requested by the participant, interview transcripts were reviewed and 

approved by the participant prior to data analysis.  

Participants

The participants of this study will be the chief enrollment management officers at 

selected Carnegie Research Extensive and Research Intensive public universities in 

population growth states. The final roster of participants for this study included CEMOs 

from all across the country.  Five participants were from the Southeastern United States, 

representing three Research Extensive and two Research Intensive universities.  One 
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participant was from a Midwestern Research Extensive university.  Four participants 

were from the Western United States representing three Research Extensive universities 

and one Research Intensive university.    Three participants were from the Southwestern 

United States representing two Research Extensive universities and one Research 

Intensive university.  In total, eight Research Extensive universities and five Research 

Intensive universities were represented.  The rationale for selecting enrollment managers 

from these specific settings will be detailed below.

Public universities were selected as opposed to private universities for several 

reasons.  First, public universities, in comparison to their private counterparts are 

relatively new at enrollment management practices.  Second, public universities have 

access based missions as part of an implied social contract with the American public and 

the majority of undergraduate student enrollment is in public universities.  Third, and 

most importantly, state based funding for public universities has decreased dramatically 

in the past ten years.  This factor has made public universities more reliant on revenue 

from the tuition that results from student enrollment.

Due to the high number of large public universities in the United States, the 

participant sample size was reduced by focusing on chief enrollment managers from large 

public universities in population growth states.  This population was selected because 

public universities in population growth states typically have multiple enrollment goals.   

Enrollment managers in population growth states, like their counterparts in states 

experiencing negative growth, still have to meet enrollment goals to achieve budgetary 

stability.  Different though, enrollment managers in population growth states have the 
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additional challenges of selecting who does not attend in addition to selecting who does 

attend.   Typically they want to raise the academic profile of incoming students as well as 

the ethnic diversity of these students.  Looking at enrollment managers who are 

experiencing many goals and pressures makes for the most interesting and applicable 

study.  

According to the Western Interstate Commission for Higher Education’s 

(WICHE) 2003 Report Knocking at the College Door:  Projections of High School 

Graduates by State, Income, and Race/Ethnicity there are 16 states that are projected to 

see high school graduate populations increase by 11 percent or more from 2001-2002  to 

2017-2018.  “The extent of a college’s dependence on the 18-22-year old market niche 

and its power in the market seem likely to influence the degree to which its administrator 

will see this change as threatening to the college”  (Milliken, 1990).  Given Milliken’s 

comments, this study will only look at chief enrollment managers working in states that 

are projected to have an 11 percent or greater increase in high school graduates.  These 

states are (in order of projected growth):

Over 51%: Arizona, Nevada

26%-50%: Colorado, Florida, Georgia, North Carolina, Texas, Utah

11%-25%: California, Idaho, Indiana, New Jersey, Oregon, South

Carolina, Virginia

While institutions in all states in the 11% or greater population growth projections were 

not studied, states from all three projection ranges were included.  
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Several other sources that project population growth were consulted to validate 

the WICHE projections.  The 2000 US Census data and population projections in USA 

Today also presented state by state population projections.  Both of these sources reported 

similar states as population growth centers, although these projections looked at overall 

population growth.  WICHE only projected traditional college-aged student growth.  

There are other studies that project college-aged student growth on a state by state level, 

but there is enough debate in the higher education community about the characteristics of 

a traditional aged student that looking at data sources that include overall population 

warranted inclusion.  States that did not appear on all three projection lists as population 

growth states were not included in this study.  After looking at multiple data validation 

sources, the WICHE projections are the most important to guide this study given their 

longstanding use for institutional enrollment planning.

Drawing on chief enrollment managers at public universities in population growth 

states will reduce the participant sample to a manageable size and comparable population.

This sample of population growth states presents too many public institutions to feasibly 

study.  The sample was further reduced by limiting participation to institutions in the top 

classifications of the Carnegie Foundation.  The top classifications studied were Carnegie 

Research Extensive and Carnegie Research Intensive.  These classifications reflect the 

update to the Carnegie classification system in 2000 and definitions of these categories as 

they appear on the Carnegie Foundation website:
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Doctoral/Research Universities—Extensive: These institutions typically 
offer a wide range of baccalaureate programs, and they are committed to 
graduate education through the doctorate. During the period studied, they 
awarded 50 or more doctoral degrees per year across at least 15 disciplines.

Doctoral/Research Universities—Intensive: These institutions typically
offer a wide range of baccalaureate programs, and they are committed to 
graduate education through the doctorate. During the period studied, they 
awarded at least ten doctoral degrees per year across three or more disciplines, 
or at least 20 doctoral degrees per year overall.
(http://www.carnegiefoundation.org/Classification/CIHE2000/defNotes/Definitio
ns)

A nationally selected sample of 13 enrollment managers participated in this study.  

As frequently as possible and where they exist, at least one Carnegie Research Extensive 

and Carnegie Research Intensive institutions were included from each state.  This is 

because individual state characteristics, governance structure, in-state public and private 

competition, and financial outlooks can affect an individual institution’s approach to 

enrollment management.  Specific states are not disclosed throughout this study as it 

would limit the confidentiality afforded to the enrollment managers throughout data 

collection and analysis.

Carnegie is one of the primary measures of prestige for a public college or 

university.  Research Extensive is the pinnacle of the prestige pyramid in the Carnegie 

classification.  Institutions currently classified as Research Intensive by the Carnegie 

Foundation wish to move up to the highest classification of Research Extensive.  It is 

further assumed that institutions classified as Research Extensive wish to maintain their 

status.   Both types of institutions examined in this study will develop plans that include 

enrollment strategy to improve their status.  The stratification of institutions within and 
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between classifications allow distinct higher education markets to develop and the natural 

competition among market participants that our capitalist society cultivates.

In practice, the most substantial constraint on higher education 
came from the marketplace.  Competition drove individual colleges 
and universities, just as it did businesses.  Higher education 
competed for students, faculty, research funds, athletes, and prestige.  
Like companies, institution's insistently affirmed the value of their 
products.  The creation of sectors within higher education imposed 
its own uniformity since a school could not look too different from 
its competitors.  (Lazerson, 1997, p. unknown)

Lazserson’s research touches on the importance of membership in sectors, referred to in 

this study through Carnegie classifications or research funding tiers, as motivation for 

competition and ultimate decision making among public universities.

Like the validation with population projections, validation of institutional status 

was also done as part of individual institution selection.   Two additional sources were 

consulted.  These included the The Top American Research Universities 2004 report on 

research expenditures and National Science Foundation research funding in the 2002 

Fiscal Year.   Tiers were identified by the research ranking from both studies with the 

first 25 public institutions being designated top tier and second 25 public institutions 

being designated second tier.  These three sources all provided consistent results on the 

top level universities.  Institutions that did not appear on all three sources were not 

included in this study.   Specific names of institutions are not provided in this study to 

provide confidentiality for research participants.

Selected institutions were chosen based on meeting the criteria for growth and 

existence of a formal enrollment management program with an identified chief 
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enrollment management officer.  A formal enrollment management program is defined by 

the existence of one of the four organizational forms offered by Hossler (detailed in 

Chapter 2).   Several institutions in this study did not have a formal enrollment 

management office, but operated by committee with a designated committee leader.  In 

all cases except one, the individual interviewed was the current CEMO or committee 

leader.  One individual retired from his institution immediately before the 

commencement of this study.  The individual acting in an interim capacity in this position 

declined to participate given his brief history.  The recently retired individual was 

interviewed for this study and was asked to limit responses to decisions made during his 

tenure.  In one case, the CEMO declined to be interviewed alone and requested that his 

immediate subordinate staff member was also present and interviewed at the same time.  

 Private institutions were excluded from this study because the factors that result 

in their implementation of enrollment management are different from public institutions.   

This difference between public and private universities has historically been the case, 

however the two are becoming more similar given the constant decrease in public 

funding.  An argument can be made, therefore, not to exclude private universities from 

this study based on this fact.  One main difference still remains between public and 

private universities.  This difference is the access based missions that public universities 

have that their private counterparts do not.  This access based mission is almost an 

implied social contract with the American public.
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Data Collection

This study took primarily took place in the locations where chief enrollment 

management officers of public universities in population growth states work and interact 

with campus peers.  Participants were given the opportunity to participate in an interview 

in their campus office; however, based on convenience for both participant and 

researcher other settings were included.  These included opportunities to interview 

CEMOs when they were working at campuses proximate to the researcher, at national 

conferences, or on the telephone when necessary.  Particpants in this study did not select 

the national conference option, primarily because of timing of the study.  No specific 

setting was preferred over the other, however most interviews took place in individual 

CEMO offices.  The setting that was selected for each interview was the setting that is the 

most convenient for the participant.

The first location was in the individual office of chief enrollment managers of 

selected large public universities.  The local interviewing will allow for the researcher to 

capture the enrollment manager in their naturalistic environment.  The opportunity to 

interact with chief enrollment management officers in their individual campus offices 

provided the researcher an opportunity to capture the thoughts of enrollment managers in 

the environment in which they make strategy and policy decisions.  In an evaluation of 

naturalistic environment based research, Rubin (1982) offers three main phases of 

naturalistic inquiry:  familiarization, action, and synthesis.  The familiarization phase 

provides for basic acquaintance with the field; the action phase allows for interviewing 
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and document review for the uncovering of significant concerns and issues; and the 

synthesis phase allows for the summarization and interpretation of issues and concerns 

and for the presentation of insights related to the participants’ responses (Rubin, 1982).  

In a review of naturalistic inquiry models of evaluation, Sherman and Lincoln (1983) 

offer the following axioms to support the strength of naturalistic inquiry and evaluation.  

These axioms suggest that naturalistic inquiry (1) presents the nature of reality; (2) 

emphasizes the inquirer-respondent relationship; (3) promotes the development of a 

nomothetic or scientific based body of knowledge; (4) asserts that human relationships 

are caught up in a web of factors; and (5) is heavily influenced by the values of the 

inquirer and the respondent  (Sherman & Lincoln, 1983).  This study follows the phases 

outlined by Rubin and has adopted naturalistic inquiry for the benefits that the axioms 

suggested by Sherman and Lincoln provide.

The second location was over the telephone.  Interviews were conducted over the 

telephone when the researcher or the participant could not meet in a face to face setting.  

Most researchers prefer in person interviews, but often consent that logistical issues often 

require the use of the telephone (Seidman, 1991).   There are advantages of telephone-

based interviews including reduced interviewer effects, better interviewer uniformity in 

delivery, greater standardization of questions, greater cost-efficiency, and fast results.  

There are also advantages of in-person interviews including more accurate responses 

owing to contextual naturalness,  greater likelihood of self-generated answers,

symmetrical distribution of interactive power, more thoughtful responses, better response 

rates, and greater effectiveness with complex issues (Shuy, 2002).
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Interviews

To answer the research question several strategies were employed.  The main 

strategy was individual interviews with chief enrollment management offices at selected 

institutions.  “The purpose of most qualitative interviewing is to derive interpretations, 

not facts or laws, from respondent talk” (Warren, 2002, p. 83). These tape recorded 

interviews were semi-structured and lasted approximately one hour in length.   An 

interview protocol is located in Appendix A.  Semi-structured interviews allowed for the 

interviews to feel like part of a conversation and allowed for new themes to develop.  

This followed the principle highlighted by Marshall and Rossman (1999) where “the 

researcher explores a few general topics to help uncover the participant’s views but 

otherwise respects how the participant frames and structures the responses”  (p. 108).   In 

semi-structured interviews, the typical design is the initial interview questions with an 

active "follow-up" strategy consisting of additional questions, prompts, problems, 

statements and other interventions by the researcher that were constantly improvised and 

invented during the interview (Wengraf, 2001).

While semi-structured, the interviews adhere d to the grounded theory approach 

and appeared much like an educational policy interview in format.  Policy interviews 

seek information that will enable the interviewer to explain why a chief enrollment 

management officer has chosen to implement a particular plan or strategy (Tierney & 

Dilley, 2002).  This reflects the principles of grounded theory that persons act on the 

basis of their meaning or in this case that CEMOs act on the basis of their policy or 
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philosophy.  Seidman (1991) says that during an interview participants’ thoughts become 

embodied in their words.  This embodiment of words should represent itself as theoretical 

foundations.

Document Analysis

Secondary data collection strategies included examinations of two classifications 

of documents:  those at the organizational field level and at the institutional/individual 

level.  Organizational field level documents included national conference agendas and 

educational session topics.  Institution level documents to be examined included

organizational charts, university strategic plans, enrollment management planning 

reports, and undergraduate academic reform documents.  As already stated, many 

CEMOs did not share their confidential strategic plans, leaving the document analysis 

focused on publicly available  documents.   Individual documents included the resume of 

each CEMO.  Documents associated with a specific university were examined prior to the 

individual interview.  This added to the depth of conversation at the interview. The goal 

of document analysis in this study was to identify congruence and incongruence with 

information from interviews.  Marshall and Rossman (1999) reinforce this method when 

they characterize it as “an unobtrusive method, rich in portraying the values and beliefs 

of participants in the setting” (p. 116).
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Enrollment and Financial Aid Allocations

A third classification of data examined was be historical enrollment trends and 

financial aid allocation trends.  Looking at this data revealed the results of the strategies 

employed by chief enrollment management officers.  The mix of students, amounts of 

financial aid, and types of need and non-need based financial aid awarded was projected 

to match the theoretical perspectives of the enrollment management organization spoken 

by its chief officer.  Data reported to The College Board’s 2003-2004 Annual Survey of 

Colleges was used for this aspect of the analysis.  The College Board data is rich with 

information about institutions.  For the purposes of this study the variables that were used 

in addition to basic institutional demographics were: 

• Percentage of Freshmen from Out-of-State

• Percentage of Freshman with H.S. GPA of 3.0 and Higher

• Percentage of Freshmen SAT & ACT in 75th Percentile

• Percent of Need Met for Freshmen who Received Need-based Aid

• Number of Enrolled Freshmen with Need

• Number with Need Offered Aid

• Number of Enrolled Freshmen Offered Full Amount Needed

• Non-Need Grants/Scholarships Based on Academics

• Average Financial Aid of Full Time Freshmen

• Tuition of Institution

• Total Enrollment of Institution
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• Freshmen and Transfer Enrollments

These factors help to reinforce the spoken agendas of the CEMOs and to indicate the 

direction of leading enrollment organizations.

It is important to point out that this aspect of the analysis was conducted in a 

fashion similar to a traditional document analysis.  The reports about the individual 

schools were treated as a document and its data were matched with the spoken and 

written agendas of the CEMOs and their institutions.  Quantitative statistical analyses 

were not performed using The College Board data.

Data Analysis

Interviews

The data analysis for this study took all of the different forms of data and made 

meaning of them in a uniform manner.  Marshall and Rossman (1999) describe this 

process as “bringing order, structure, and interpretation to the mass of collected data” (p. 

150).  As this study is based on the grounded theories of isomorphism, academic 

capitalism, and resource dependency, a sense of order and structure was in place from the 

beginning.  This order and structure while somewhat predetermined, is also flexible and 

allowed for changes should discrepant data emerge in the data collection and analysis 

stages.   In adopting this flexibility, this study followed the advice of Marshall and
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Rossman (1999) who highlight the need to be flexible when they state that “the 

researcher is guided by initial concepts and developing understandings but shifts or 

modifies them as she collects and analyzes the data” (p. 151).   Examples of discrepant 

data might include a source of isomorphism not expected or motivations for activities that 

are not based on resource dependency.  

Order, structure, and interpretation of the collected data took place in several 

ways depending on the type of data.  Interviews were transcribed verbatim and data  

analyzed through open coding.  The coding categories were built around the theoretical 

perspectives of the study and were mostly pre-determined prior to coding.  This is 

because the theories utilized in this study clearly outline behaviors that are characteristic 

of the theories.  Coding was flexible to allow for a potential category to emerge that was 

not expected.  As new categories emerged, the some previously coded data had to be re-

examined and re-coded.  The possibility of alternative explanations for the behaviors of 

Chief Enrollment Management Officers must always be kept open.

Supporting Documents

Document analysis also relied on a form of coding similar to interview coding.  

The categories and themes that emerge from the interviews should be the same as the 

categories and themes that emerge from the documents.  Through this process, document 

analysis is a form of triangulation.  The results of the document analysis should have 

reinforced the statements made by the subjects during the interviews.  Document analysis 
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was also an area where unexpected categories and themes emerged, especially in national 

conference agendas and institutional level documents.  These activities are often at the 

forefront of the profession and usually present new categories and themes that have not 

emerged into practice on campuses.

Summary

The methods presented here were designed to allow the researcher to make 

meaning of the depth of data this study examined.  Through the careful planning and 

consistent procedure from participant to participant, patterns and themes emerged.  These 

patterns and themes reflect the theoretical foundations of chief enrollment management 

officers and ultimately the future of the profession.  The findings of this study are 

presented in the next chapter.
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CHAPTER FOUR

FINDINGS

Introduction

This chapter will present the findings of the study and is organized into three parts 

that address each research question.  Each section of this chapter will present the themes 

that emerged from the personal interviews and document analyses.  Part One provides an 

explanation about the backgrounds of today’s chief enrollment management officer.  Part 

Two examines the influences on the enrollment manager, both internal to the campus and 

external to the campus.  Part Three considers the vision of the contemporary chief 

enrollment management officer and their home institutions.  Throughout this entire 

chapter, the differences and similarities in results between CEMOs at Carnegie Research 

Extensive and Carnegie Research Intensive universities will be presented where 

appropriate.  The spoken words of the CEMOs that participated in the study will be 

included in this chapter in an effort to give a stronger sense of these individuals as 

administrators, entrepreneurs, and educators.  It is the goal of this chapter to offer an in 

depth explanation of enrollment managers at leading public universities, keeping in mind 

that the universities at which they conduct business are often looked upon by other 

universities as models.
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The Context of Enrollment Management

Many of the CEMOs in the study questioned whether enrollment management is a 

profession.  They were unsure if it was a passing academic management fad (Birnbaum, 

2000) or something that is here to stay.  The study considers enrollment management a 

profession for the purposes of this research, but does consider the long term viability of 

the enrollment management profession.

Before presenting the results, it is important to review some of the factors that 

have led to the creation of chief enrollment manager positions around the country.  The 

shifting of federal financial aid funds directly to the student as part of the 1972 Higher 

Education Act coupled with decreases in state support for universities (Hovey, 1999) 

have made the recruitment of students an important, and arguably essential process for 

public universities.  The recruitment and ultimate enrollment of students is directly linked 

to prestige factors such as national rankings that are based, in many ways, on student 

characteristics (Ehrenberg, 2002).  If higher education is a ranked industry, then some 

universities have to be ranked higher than others.  In markets external to higher 

education, rankings are based on quality of product produced.  One of the ways of 

establishing an institution as the best is through the quality of the product produced.  In 

this case, the product is the students.  It is in this complex mix of resource dependence, 

academic capitalism, and student development that the chief enrollment manager 

operates.
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The chart below gives a detailed picture of selected mean data all 148 Carnegie 

Research Extensive and 103 Carnegie Research Intensive universities in the country.  It 

also provides a detailed data set for the thirteen universities in the study.  All data is from 

the 2003-2004 College Board Annual Survey of Colleges.  All public and private 

universities were included in the data sets for Research Extensive and Research Intensive 

for several reasons.  First, looking at the entire classification allows the reader to compare 

the study universities with their peer group.  Second, given the assumption that 

universities in the second tier, or Research Intensive classification, desire to move into 

the top tier a presentation of the both classifications allows for differences between the 

two classifications to emerge.  The difference presents the gap that the second tier 

institutions will have to close to be a top tier university, in enrollment terms.  Mean 

statistics are given for the selected student demographic and enrollment categories.

Research Extensive 
Universities

Research Intensive
Universities

Study
Universities

Total Enrollment
Total Freshmen
Total Transfers
% Fr. Out State
%Freshman GPA > 3
Fr. 75% SAT
Fr. 75% ACT
Resident Tuition
Out State Tuition
% Fr. Need Met
# Fr. With Need
# Fr. Offer Aid
# Fr. Offer Full
Inst. Need Aid
Inst. Merit Aid

15579
2885
1073
35.8
84.67
644.76
27.7

11,146.92
13,667.16

79.9
1354
1316
561

16,800,000
7,062,101

8161
1419
728
23

71.5
591.92

25
10,051.26
11,123.86

75.7
793
767
277

6,453,921
5,037,417

23368
4407
1907
17.9
89.6

625.8
27.1

3,771.07
14,915.23

78
1604
1552
727

9,672,005
4,326,612

Chart 4.1 – Selected mean enrollment statistics from Carnegie and study 
universities



84

All universities in the study are presented with pseudonyms for purposes of 

anonymity.  Since this chapter will be bolstered by comments from the individual 

CEMOs and these comments will be tied to their universities, it is important to present a 

breakdown of the Research Extensive and Intensive universities in the study by 

pseudonym.

Chart 4.2 – Pseudonyms of study universities

There is a slight imbalance between Research Extensive and Research Intensive 

universities in the study.  All Research Extensive universities approached to participate in 

the study accepted.  Several Research Intensive universities declined participation in the 

study citing “multiple, competitive factors” as reason to not participate.  The reason not 

to participate is consistent with the belief that Research Intensive universities are engaged 

in enrollment and other activities designed to improve their ranking.  Given the 

qualitative nature of this study and the depth to which the universities were examined as 

individuals and as a classification the imbalance does not present major data analysis 

problems.

Research Extensive Universities Research Intensive Universities
Beachside University Fountain University

Bell University Lupin University
Blue Sky University Mission University

Glass University Oak Lane University
Leon University
Liftoff University

Magnolia University
Myrtle University
Tiffany University
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Part One:  Who are the CEMOs?

When I first started in this business, it was a much simpler time...
it’s really a pressure cooker these days.  CEMO, Lupin University

It is important to have a solid foundation of who these individuals are given the 

evolution of and the changing nature of the enrollment management profession.  The 

assumption that the academic and professional backgrounds of the study’s participants 

will affect the strategies they take in attempting to reposition their university provides the 

basis for Part One.  This section will examine the academic and professional backgrounds 

of the enrollment manager based on personal interviews, reviews of current CEMO 

resumes, and professional association normalizing mechanisms.  The development of a 

profile of the contemporary CEMOs will be expanded by examining the skills and 

qualities needed to attain their current positions and keep them successful.  Finally, the 

campus and national environment in which the contemporary CEMO works will be 

presented to bolster the context in which institutional enrollment strategy is developed.  

The chief enrollment management officer is responsible for a diverse yet 

coordinated array of functions.  The individuals in this study have responsibility for 

integrating the following functions on their university campuses:

• Undergraduate student recruitment and admission;

• Student financial aid and scholarships;

• Registration and records management;

• New student orientation;

• Marketing;
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• Course availability and space management;

• Academic program development; and

• Student retention.

The portfolio of the enrollment managers in the study reflect the functional areas listed 

above. Given the strong local context of enrollment management, the responsibilities in 

the portfolios vary.  The responsibilities of the enrollment manager suit the needs of the 

individual campus and no two enrollment managers in this study had the exact same 

portfolio or title. 

Finding Their Way In:  You Can Get There From Here

The enrollment managers in this study found their way into their current positions 

in one of two ways:  they either applied for their position as part of a national search or 

were promoted from within after years of service to their institution.  No clear pattern 

emerged between Carnegie classifications as to how these individuals reached their 

current positions.  The more prestigious Research Extensive universities in this study 

tended to trust their enrollment management programs to long time employees –

regardless of their practical experience in enrollment management.  These individuals 

found their way through internal promotion and reported being “found” for their current 

position by university leadership, rather than engaging in an active job search.  

But then as far as my current job, I showed up for work one day and 
was told I no longer had the job I had before and my new responsibilities 
were in this area.  CEMO, Blue Sky University
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These individuals spoke of factors other than their content knowledge of enrollment 

management that led them to their current position.  They also spoke of the way that they 

have contributed to the development of their university’s enrollment management 

program over a sustained period of time as a pathway.  

I think that creative looks at those kind of things has been very helpful 
to get me where I am now and to keep [my university] moving forward 
as well.  CEMO, Myrtle University.

In this study, about half of the CEMOs came from other positions within their current 

institution, either through promotion or reorganization.  This pathway speaks to the high 

importance that university leadership places on their enrollment management programs.  

Enrollment management programs, given their impact on the academic and financial 

health of the university are not trusted to just anybody.  In many cases individuals who 

have a firm grasp of the campus culture are best given the campus-wide nature and 

implications of the work.  In this way, Research Extensive universities reinforce the 

latent social role, or set of expectations towards people in the group, by hiring individuals 

with a strong local orientation (Gouldner, 1957).  CEMOs who found their positions 

through national job searches had extensive experience with implementing successful 

enrollment management programs at previous institutions.  Their cosmopolitan 

orientation to the profession was valued by their university (Gouldner, 1957).

There were differences between institution types as to the background of their 

enrollment manager.  Research Extensive universities tended to favor CEMOs with 

academic backgrounds outside of education as opposed to the Research Intensive 
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universities that had more CEMOs with academic backgrounds in educational 

administration.  The academic achievement levels of the CEMOs in this study in some 

ways also tend to reflect the prestige level of their university, but not in all cases.  

The more academically and highly perceived in rank the institution is, 
the more valuable it is for somebody in my position to have a doctorate. 
I don’t think any of my counterparts in the [state] system – they all have 
doctorates.  CEMO, Tiffany University

For the most part, Research Extensive university CEMOs had more terminal degrees than 

their peers in Research Intensive universities.  For all participants in this study, the 

breakdown of individuals with terminal degrees versus those who do not is displayed in 

the chart below.
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Chart 4.3 – Academic degree attainment of CEMOs in the study

Since enrollment management is so closely connected to the academic mission and goals 

of a university, it was surprising to see a sizeable portion of the participants without 

terminal degrees.  All of the individuals with less than a terminal degree, except one 

participant, have taken or completed coursework for their terminal degree.
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Career backgrounds of the CEMOs studied were just as diverse.  A review of their 

resumes presented several themes.  As the chart below indicates, the majority of the 

CEMOs studied came from administrative backgrounds.  
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Professional Background

Faculty
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In-Out

Chart 4.4 – Professional Backgrounds of CEMOs in the study

Those from administrative backgrounds had their career roots in undergraduate 

admissions, although others had experience in auxiliary unit management and academic 

advising.   One participant had a unique professional background that can only be 

described as in and out of the university sector.  This participant has held positions in 

both universities and private industry prior to his current role.  

The Administrative Fox:  The Skills and Qualities of the CEMO

The CEMO is a new role on many public university campuses.  Current CEMOs 

have very few standardized enrollment management guidelines to follow.  As this role is 

new, it is important to understand what skills and qualities are initially being deemed as 
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administratively valuable.  This will help to establish the future of the profession and 

some level of professional standardization that does not exist right now.  

So, it’s one of those professions that is new and that is being defined 
and that fits in various places in organizations on campuses so there’s 
not one set of rules right now for enrollment managers.  
CEMO, Bell University

In this section skills and qualities will be separated for the differences they present.  

Skills, for the purpose of this study, refers to technical know how or the things that can be 

taught.  This study refers to qualities as personal characteristics or values that cannot be 

taught.  The two are mutually exclusive.  A CEMO can possess skills without qualities, or 

vice versa.

In examining what one needs to achieve and be successful as a CEMO, a set of 

valuable technical skills emerged from the discussion.  CEMOs that gained their 

positions because of their background in enrollment management and those who earned 

their positions for other reasons both consistently stated their importance.  Responses 

were also consistent across Carnegie classifications.  The primary skills that the current 

CEMOs felt they have and future CEMOs need to have are managerial skill and a 

facilitation with data.  Managerial skill was likened throughout conversations to skills 

that a corporate executive would have, rather than an educational administrator.   When 

they spoke of managerial skill, they did not speak of traditional program development or 

staff supervision.  They spoke of a frantic pace of decision making, monitoring market 

trends and trying to be ahead of them, and meeting bottom line goals.  
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A lot of it is just experience and a lot of it is just general management 
skills that you develop – at least in my case you have no training for –
I just developed over a 20 year period of inheriting administrative 
responsibilities and growing and further developing. 
CEMO, Blue Sky University

So the opportunities to do a lot of these things has been seizing on these 
opportunities. It’s less about the hedgehog principle, than it is about the 
fox principle where you see where the next opportunity is.  
CEMO, Oak Lane University

Whether it’s looking at a function just through being a good manager
and making sure that those areas that are responsible to you perform well –
which at the bottom line they must.  We haven’t shyed away from showing 
that we’re results oriented people who manage well and where resources
are well invested…and I think we’re wise and business wise.  
CEMO, Bell University

Enrollment management executives are behaving similar to business executives by 

maintaining several of the patterns Jackson (2004) identified in his study linking 

academic and business executive behavior.  Many CEMOs also spoke of institutional 

values and how they are understood within their programs and institution.  Collins and

Porras (1994) talk extensively about corporate values and how strength of and 

commitment to values has helped their corporation sustain long term success.  A similar 

level of strength and commitment contributes to an enrollment program’s focused 

success.

We have a values structure here that is, maybe on paper in the strategic
plan, but it is clearly understood.   CEMO, Fountain University

These perspectives place the CEMO as a businessperson situated in an educational 

setting.  Very few CEMOs will actually label enrollment management as a business –

only one in the study did – but all approach their positions and strategy from similar 

standpoints as corporate managers.  In fact, if words in the interviews that identify the 
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setting as a university enrollment management program were removed, the interviews 

could easily be perceived as being conducted with corporate chief executive officers. 

Costs are rapidly escalating.  There’s a class of student that’s being
priced out of the market.  CEMO, Lupin University

We pass on more of the costs to the consumer.  CEMO, Glass University

Identifying CEMOs as managers first will have implications for the types of strategic 

decisions they make and for the students they serve.  The strategic decisions CEMOs 

make and the influences on those decisions will be discussed later in this chapter.

The second skill that was consistently mentioned was the need to have a 

facilitation with data.  The CEMOs spoke of data being essential to develop strategy and 

make decisions.  In the learning regime that Slaughter and Rhoades (2004) discuss, data 

plays a key role in decision making about capitalistic behavior.

And we were very successful…working with the very early field of 
geodemographic market research and very innovative ways of doing 
that we managed to diversify the program and reach their target goals.  
CEMO, Oak Lane University

Talisma, a private corporation that develops constituent relationship management systems 

for private industry and higher education, lists measuring results as one of its ten best 

practices in constituent relationship management for strategic enrollment management 

(Talisma website, year unknown).  The skill required of today’s enrollment manager goes 

far beyond implementing data collection systems.  Thoughtful analysis that results in 

programmatic recommendations is required.

Key things right now are ability to determine what data is needed and
to gather that data and analyze it and make recommendations based on 
the data is critical.   CEMO, Myrtle University
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Hossler and Anderson (2004) discuss the valuable uses of data for enrollment managers.  

These include positioning the institution in the student marketplace to develop 

appropriate marketing and pricing strategies, and matching student demand with 

curricular offerings (Hossler & Anderson, 2004).  

Skills are very important to success, but almost all the CEMOs recognized that 

they needed to bring more to their institution and their position than just technical skill in 

their functional area if they were to sustain success.  Two core qualities stood out across 

all CEMOs:  an entrepreneurial nature and an educational focus.  While these qualities 

complement the skills of the enrollment manager, they are independent of any skill set.  

The possession of these qualities, perhaps above anything else, has allowed the CEMOs 

in the study to have achieved high levels of success in their careers.  Examples from the 

data that indicate the entrepreneurial nature and educational foci of the enrollment 

managers are presented below.

Huddleston (2000) details a list of attributes that he believes makes a successful 

CEMO.  These include creativity, leadership, interpersonal skills, and an understanding 

of marketing concepts (Huddleston, 2000).   Taken together, these are all characteristics 

that make up an entrepreneurial quality.  Given the demands placed upon them by their 

universities, by nature CEMOs have to have the qualities Huddleston suggests and the 

entrepreneurial spirit.  CEMOs frequently mention this in their comments about what 

makes them successful.

I think you have to be a risk taker.  CEMO, Blue Sky University
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I think part of it being both tenacious and bold.  Willing and then able 
to step in and on new tasks prior to sometimes being ready for them quite 
honestly.  CEMO, Myrtle University

The comments of the enrollment managers above reflect Huddleston’s attributes of a 

successful enrollment manager.  Taking risks, being tenacious and bold, and assuming 

new tasks all indicate the creativity, leadership, and interpersonal skills that Huddleston 

identifies.  These qualities displayed in the comments above indicate the entrepreneurial 

nature of the enrollment manager.   CEMOs are involved in many university decisions 

that are entrepreneurial in nature.  Many of the CEMOs in the study talked about their 

involvement in broader based efforts for the university that are not directly a part of 

enrollment, but that affect enrollment.  These included things like helping to develop a 

capital campaign and to lead a group charged with creating a brand identity for the 

university.  

In addition to being entrepreneurs the enrollment managers in this study have 

strong educational values.  This quality – above all other skills or qualities – emerged for 

all study participants as an essential factor of their success and what they admire in 

others.  Their educational values are important because these individuals consider 

themselves educators first.  Despite the fact that they appear to utilize traditional business 

skills more frequently, they are primarily educators concerned with students and their 

success. 
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But I would say it’s very important for a successful enrollment manager                
to be someone who can really understand fully an institution’s mission               
and then translate that mission into a variety of functions that create             
enrollments but not for the purpose solely of creating enrollments or                
creating, meeting certain kinds of goals – financial or numeric – but                 
because, create enrollments in the image of the academic mission of the 
institution.  CEMO, Bell University

Seen from a business perspective, the students are part of the output of the university and 

enrollment managers need to be concerned with the success of that product to attract new 

customers (future products).  Several CEMOs spoke of students as product-related 

outputs and developing scholars at the same time.   Thinking about students in multiple 

manners seems to be valuable for the enrollment manager.  When asked to talk about 

what has made them successful as enrollment managers, several spoke about their 

academic backgrounds.

I have to say my advising background…being in this position now with
an advising background gives you a feel for the students and you know 
an understanding of their needs – relationships with community colleges, 
relationships with other people on campus.  CEMO, Mission University.

I think it’s a familiarity with academic programs and the impact, changes 
of enrollment on a programmatic side.  CEMO, Liftoff University

These comments were from CEMOs that represent multiple backgrounds and institutional 

type, each displaying a core connection to the academic focus of their university.  

The skills and qualities that the contemporary CEMO has to possess are often in 

conflict with each other.  Many CEMOs talked about the tradeoff in decisions because of 

the business orientation of enrollment management.  No one talked in specifics about 

how this tradeoff played out in enrollment decisions.  When the conversation turned to 



96

this area, most CEMOs were not willing to share some of the controversial decisions in 

this area.  It is assumed that their reluctance to speak on this topic was to not appear as 

non-student focused administrator in front of the interviewer or to reveal “classified” 

information about the institution.  Most talked about how there are tradeoffs, but how 

academic decisions frame all decisions.  Still, the conflict between business practices and 

educational practices that enrollment management presents is prevalent.  

Serving Multiple Masters:  The CEMO as Politician

There isn’t more of a high risk, high stakes job.  CEMO, Tiffany University

The public university is an extremely political place for an administrator charged 

with leading institutional enrollment efforts.  Many of the CEMOs in the study have said 

that they do not know anyone else on their campus that would want their position.  The 

comment above is from a public university enrollment manager describing the 

environment for his private university counterparts; however the stakes are just as high 

today for public university enrollment managers given the tremendous dependence on 

tuition revenue.  This section examines the role of the enrollment manager in the political 

frame of the organization and will depict the high risks and high stakes that also exist in 

the public university arena.  Beginning with looking at the multi-constituent environment 

of the CEMO and concluding with how the CEMO promotes collaborative leadership 

across campus, this section will reveal the CEMO as someone of political savvy.  This 
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savvy is not only required to keep themselves employed, but more importantly to achieve 

the goals of the institution.  

The CEMOs in this study are keenly aware of the political aspect of their roles 

and perhaps this is why many of them have long tenures at their current institutions.  

Once you have found someplace that you are politically successful, the enrollment 

managers in the study indicate you are less likely to move on.

Each institution is also different, but success at each institution has to 
do with your ability – and I didn’t think this for a long time – to survive 
politically.  To pick your battles, establish alliances, to build support for 
what it is you want to accomplish.  Your honeymoon period tends to be 
short.  In addition to which, not everybody supports your goals and the 
assignment you’ve been given.  CEMO, Lupin University

I guess in some ways that’s how universities run…it’s based on
personalities a lot of times.  Who works best with whom. 
CEMO, Magnolia University

Most of the CEMOs in the study know many colleagues who have skills and qualities 

that are valuable and have been successful at many institutions, but often find themselves 

at an institution where they are not politically successful. Julius, Baldridge, and Pfeffer 

(1999) offer rules and tactics for the change-oriented administrator.  These rules indicate 

being keenly aware of the political nature of the academy, understanding decision making 

processes in the organization, knowing when to engage conflict, and using committees 

effectively (Julius, Baldridge, & Pfeffer, 1999).  The enrollment managers in the study 

are aware of these rules and tactics and use them on a regular basis.

All upper-level administrators in public universities have many campus-based 

constituencies to serve.  This study found that enrollment manager is different from their 
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administrative peers because enrollment is an area that directly affects all aspects of 

campus and results in everyone having an opinion, idea, suggestion, or criticism.   The 

barrage of constituent comments centers around the admission and recruitment process 

since that is the area with which most are familiar, according to several CEMOs in the 

study.

But everybody is interested in admission and everybody thinks they’re
an expert about it.  Anybody who went to college thinks they’re an 
admissions expert and they all have opinions about who to let in and 
who not to let in.  CEMO, Tiffany University

Need-based financial aid, registration and records and other areas that are heavily 

regulated by Federal and University policy receive less attention, but are not immune 

from the unsolicited criticism.  

Suggestions come to the enrollment managers from all directions, not just their 

own campus.  The decisions of the CEMO are also situated in the political context of the 

state in which their university operates.  The CEMOs in the study are keenly aware of all 

of the groups outside their campus that apply political pressure.  These groups range from 

state legislatures to community-based watchdog groups. 

In this job, given all the realities, I would say handling the politics that
go with the job and the political aspects of running admission at a place
like [Tiffany University] is probably the most necessary attribute that 
somebody either has to have or develop because we are under such intense 
scrutiny from everything from the Office of Civil Rights to the state 
legislature to the governor to the Board of Regents – and it just has 
to do with Tiffany’s high visibility and the large number of students 
that want to come here who are fully qualified and that we cannot admit.  
CEMO, Tiffany University.
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The CEMOs in the study have all said that the political influences, while great, do not 

shift their actions in a drastic way.  Most of the CEMOs talked about community groups 

that convene regularly to talk about enrollment plans as a way of obtaining the buy in 

from the necessary groups.  This reflected the widespread consensus among the CEMOs 

studied that any negative repercussions from enrollment were usually not because of the 

decisions themselves, but how they were presented.   When asked how politics influenced 

their decisions, one CEMO responded that politics do not influence the outcome of the 

decision, but “how we present the decision.”

There were some differences in political operation among Research Extensive and 

Research Intensive universities.  The Research Extensive universities were the targets of 

greater political pressure and scrutiny, according to their CEMOs, because of their place 

of prestige within their state.  Many CEMOs talked about how this pressure was not as 

great, but still present, for other public universities in their state.  

The State of [Beachside] is very, very intrusive in terms of what they          
demand of their institutions.  So, we’re constantly having to provide 
information to the legislature, and to watch the bills that they generate 
during their session that deal not only with tuition but deal with such things as 
affirmative action and they even stipulate what our application fee can be.  
They’re just ever intrusive and I’m not sure if it’s true of all states, but its 
becoming more and more true of all states as time goes by.  CEMO,
Beachside University

Another big issue that has me more scared [than others] is increasing
legislative intervention into what has traditionally been seen as an
academic – the academic purview of decision making and autonomy –
by an academic institution.  CEMO, Mytle University

Political scrutiny and intrusiveness is likely because of the longstanding link between 

access to higher education and public universities.  
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Leading through Collaboration:  The CEMO as Consensus Builder

I think that the person who’s just giving orders doesn’t operate anymore
in the climate on most campuses, but there’s a way of developing consensus 
that has to be done.  CEMO, Magnolia University.

The CEMOs in the study are charged with building broad-based consensus on 

enrollment goals and decisions.  Through collaborative efforts the CEMOs allow the 

constituents to feel as though they were part of the decision making, even if they were 

not.  A collaborative leadership model is one that is contradictory to the traditional 

business model of hierarchical decision making.  It is an interesting finding of this study 

that a collaborative model can work in the enrollment management world, despite its 

strong connection to the bottom line business of the university.  

Well, by necessity and design it’s collaborative as the result of this 
enrollment management council.  CEMO, Liftoff University

Whether it is my style or not, in this environment it has to be consensus 
building and working with a lot of different people.  The range and the 
number of decisions that I get to make bearing on this stuff – unilaterally –
is extremely small.  CEMO, Tiffany University.

The CEMOs in the study all spoke of the need to build relationships across campus as 

one of the major aspects of their positions.  Once relationships were established, the 

collaborative or perceived collaborative work could be done.  In this respect, the role of 

the CEMO has a solid ceremonial component in addition to a decision making 

component, resulting in leaving the day to day business of enrollment to staff members.  
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The method in which this collaborative environment is established and 

engendered is the responsibility of the CEMO.  Most CEMOs in the study formed large 

campus committees that allowed for collaborative feedback from all areas of campus.

There is an enrollment management council that I chair that is made up 
of faculty, and people from offices that have to do with enrollment 
management issues –housing, our public and governmental affairs office, 
our academic advising, our first year programs, summer session, financial 
aid, registrar, office of budget, institutional research.  They make 
recommendations to the Provost on those issues.  
CEMO, Myrtle University

Campus committees, like the one at Myrtle University, frequently are not the place of 

final decision making.  They are the place where individuals can express ideas, concerns, 

and problem solve for the university.  Often, the recommendations made by these 

committees are the ones adopted by university leadership.

The Symbols of the CEMO’s Work:  What it’s All About

But those folks showed me what it was to be in this – not just as representing
my institution – and the important things I could contribute to students, but 
to see it as a profession with a much wider national mission.  
CEMO, Oak Lane University

The motivations to become involved in college enrollment and the philosophies to 

which the enrollment mangers subscribe provides great insight into the profession. 

Black (2003d) refers to this as the symbolic aspect of the profession.   Bolman and Deal 

(1991) describe the symbolic frame of the organization as theater in which actors play 

certain roles and attempt to communicate the desired impressions to the right audiences.  
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They act as poet or prophet for their organization, inspiring the team and framing the 

experience (Bolman & Deal, 1991). The connection enrollment managers have to their 

institution, their value of access in higher education, and the national networks with 

which they associate are examples of how the experience of enrollment management is 

framed.  Through these factors, these symbolic leaders have to discover and communicate 

a vision (Bolman & Deal, 1991).  The symbolic aspect of the CEMO is one that is rooted 

in conflict given the multiple and varied pressures that the enrollment manager faces.  

Primarily, visions and philosophies of access are in conflict with financial stability 

through enrollment.  It is in this theater that the actors of enrollment management operate.

I think for managers who only do this because they’re only interested 
in net revenue or they’re only interested in moving an institution a notch 
or two on a rankings list or whatever.  It seems to me that is not what 
this is all about…then I don’t know that there is much distinguishing
us – higher education and any other business.  CEMO, Bell University

If it is done properly I believe enrollment management is student focused.  
But at times it can feel like it is not student centered or focused and it can 
only be focused if you can pay me the money.  And if you can’t pay me 
the money, I don’t care about you.  CEMO, Leon University

The enrollment manager is able to successfully navigate through these divergent 

influences by maintaining the educator’s mindset that so many have identified as 

important.

The CEMOs in the study are a mix of individuals with long tenures in their 

current position and individuals who have only been at their institution for short periods 

of time.  They all have long standing careers in higher education and are able to identify 

institutions whose values resonate with their own.   It was clear throughout the 
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conversations with the CEMOs in the study that working at an institution that had clearly 

understood values, and values that they agreed with, was essential for them to be able to 

do this challenging and political work.  Bolman and Deal (1991) assert that managers 

who take the time to understand the symbolic nature of their organization’s work can 

more easily advance the goals of the organization.

One of the great things about my position in meeting with my President
and Provost – and this is what sold me on the job – is when you ask them 
what our goals are – they talk about what we can do to serve students, to
serve our community, and in the case of my Provost to change the world.  
CEMO, Oak Lane University

The connection that the individuals in the study have to their institutions is something 

that can only be likened to an unbreakable bond.  The CEMOs in the study stay at their 

institutions because they believe strongly in the institution’s mission and are eager to go 

about the business of promoting the change necessary to advance that mission.  They 

understand the importance of the symbolic nature of their work to their institution’s 

overall goals.

Opening the Door:  Promoting Access

The connection to the institution is reinforced by the belief that the actions of the 

institution will help change the landscape of higher education across the country.  Many 

of the CEMOs in the study talked about how they were doing groundbreaking work at 

their institution and how that work would change things for other universities.  
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[I admire] The commitment to not just your own institution but to the 
betterment of higher education in general through a very thoughtful and 
methodical process.   CEMO, Myrtle University

Interestingly, the groundbreaking work of which they spoke was not about developing a 

new recruitment technique or new marketing tool, but instead it was about developing 

ways to promote access to higher education for underrepresented and marginalized 

students.  This result is somewhat contradictory to Hossler’s (2004) article that suggests 

enrollment management is eroding the access agenda in favor of merit based 

scholarships.  Through their work at their institutions, the CEMOs in this study hoped to 

develop practices that effect change beyond the single institution level through mimetic 

adoption.

I think at times we are becoming very sophisticated engines in a consumer 
driven market, which I don’t know necessarily if that’s bad, but we’ve got 
to make sure in that phenomena…I’m a real believer in access and 
opportunity and if we’re not careful that’s going to continue to erode.  And
it’s enrollment managers in some ways that are eroding that if we don’t
think about access.  And net tuition revenue…we’ve seen our profession go 
from need-blind to it’s ok to be need- aware.  That’s a big change.  
CEMO, Leon University

I’m also one of the people who is really fortunate to have my personal 
values system be a very, very good match with my professional occupation. 
Who I am and what I want to contribute during my time on the planet 
matches very well with what I view is the fundamental mission of public
higher education.  CEMO, Glass University

The commitment to access is natural because of their placement in public institutions.  

This commitment was not one that the CEMOs held solely because of the public status of 

their institution.  They held this value at the core of their reasoning for entering this 

profession initially.  The statements of the CEMOs in the study are contrary to the 
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assertions of Slaughter and Rhoades (2004) who suggest that revenue drives all 

enrollment decisions.  “The increased significance of revenue considerations that comes 

with academic capitalism leads to a greater concentration of institutional energies and 

monies on students already privileged and served by higher education, with a lesser focus 

on those student populations that historically have been underserved”  (Slaughter & 

Rhoades, 2004, p.  284).  Part two of this chapter will detail the influence that revenue 

considerations have on decisions made by the enrollment manager. 

National Connections

Many of the enrollment managers in the study also have strong national 

connections via professional associations that promote their connection to the enrollment 

management profession.  Professional associations, acting as a prophetic and inspirational 

force, serve as a symbolic aspect of enrollment management (Bolman & Deal, 1991).

Thornton (1970) suggests that professionals often face the conflict of choosing between a 

commitment to the organization and a commitment to the profession.  The enrollment 

managers in the study, for the most part, are able to have strong commitments to both 

their organization and to the profession.  The exceptions to this were the enrollment 

managers that did not have prior experience in enrollment management before holding 

their current position.  Those that did not have a connection to the larger profession 

described that as being a shortcoming to their work.
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Several of the CEMOs in the study began their career with institutionalized 

connections to the larger profession.  They spoke of training institutes for new 

professionals as ways that they were initially socialized into this profession and through 

which they developed a broader sense of their work.

I was sent to a rookie camp – a training camp for new admissions officers
that the national association was holding here in [Oaktown].  
CEMO, Oak Lane University

When describing the connection to the profession through associations, the CEMOs in 

the study spoke of these organizations as places of refuge from the politics and stress of 

their home campuses.  They consistently mentioned one organization, the Association of 

Chief Admission Officers at Public Universities or ACAOPU, as one organization that 

was instrumental in their careers. 

Additionally my involvement with other people at other institutions 
[is important to me].  In part, learning both from my mistakes as well as
theirs.  I belong to a small organization called ACAOPU – sounds 
Hawaiian.   I started participating in that group when I was at 
[another institution].  The group has grown over the years, but I learned
a tremendous amount from the senior members of the group in my early 
years.  CEMO, Lupin University

We just shared concerns, shared ideas and I picked up more information
in that meeting and began to change some of the admission policies.  
CEMO, Beachside University

ACAOPU is for chief admission officers, and many of the individuals in the study also 

fill that role for their institution.  ACAOPU is a closed organization with no web page or 

other documents to view publicly.  The descriptions of ACAOPU likened it to a fraternity 

of admissions officers.  For those that do not fill that role, they also talked about the 

American Association of Collegiate Registrars and Admission Officers (AACRAO) as 



107

the association that is taking the lead on reaching out to enrollment management 

professionals.  AACRAO hosts an annual conference devoted specifically to enrollment 

management issues.  This conference and its topics will be discussed in the next section.

Part One:  Conclusion

The enrollment managers in this study are multi-faceted administrators.  They are 

educators first who are concerned about access to higher education and meeting the 

financial bottom line at the same time.  They are career administrators who have 

demonstrated an ability to navigate politically sensitive situations to the benefit of their 

institutions.  These findings are consistent across all enrollment managers in the study, 

regardless of Carnegie classification.  The skills and qualities that the enrollment 

managers in the study demonstrate reflect many of the attributes that Kurz (2003) suggest 

that they have.  These attributes include the ability to facilitate collaboration, take an 

entrepreneurial approach, and possess managerial skills (Kurz, 2003).  They have created 

structures on their campus that promote collaboration among units and departments that 

may have not ever collaborated before.  They can best be described as developmental 

capitalists – concerned with the academic development of their students and the financial 

bottom line.  The next section will look at the forces, both internal to the campus and 

external to the campus, that influence the strategy set forth by these administrators.  
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Part Two:  The Things That Push and Pull

The analogy of the ping pong ball is probably best.  
CEMO, Oak Lane University

Part two examines the factors that influence the decision making and strategy of 

the enrollment manager.  This section details campus-based or internal influences as well 

as influences that are external to the campus.  In their interaction with these influences, 

the enrollment mangers adopt the rules and tactics advanced by Julius, Baldridge, and 

Pfeffer (1999).  Contemporary issues in enrollment management will be presented from 

the perspective of the enrollment manager and from a document analysis of the only 

national conference devoted specifically to the enrollment management issue.  Building 

on the description of the background, skills, and qualities of the enrollment manager 

presented earlier in this chapter, this section will add a level of complexity by presenting 

the factors that influence the enrollment strategy implemented by the CEMOs.  

Contemporary Issues:  Normative Isomorphism

The CEMOs in this study are keenly aware of contemporary issues in enrollment 

management and are working hard to shift policies and practices on their campuses to 

ensure that they are not left behind the trend.   The discussion of contemporary issues was 

an indicator of a larger organizational field from which CEMOs in the study were 

influenced.  This sense of a larger organizational field indicated the beginnings of 
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enrollment management as a profession taking shape.  The contemporary issues that the 

CEMOs spoke of most frequently were access to higher education for minority and low 

socioeconomic status populations and the increase of technology in the enrollment 

process.  They also spoke of issues related to marketing, retention or academic services, 

and financial aid leveraging (as it relates to the institution’s overall financial stability) as 

contemporary issues, but not as frequently.  The frequency that the CEMOs in the study 

brought up these issues is reported in the charts below.  Note the consistency of responses 

across top tier institutions and the varied responses from the second tier institutions.  
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It is not surprising that access is an issue these enrollment managers face.  Wolff 

and Bryant (1999) highlighted almost all of these issues several years ago in their 

identification of trends in enrollment management.  The institutions in this study are all 

prestigious public institutions and face the double edge sword of increasing their quality 

versus maintaining access for minority populations.  Technology concerns were not a 

surprising response either.  The increase of technology has been pervasive throughout 

higher education, and enrollment management is no different.  Many CEMOs talked 

about implementing new student information systems or redesigned web services to 

support student enrollment through technology-based marketing.

The surprise in this area came when the five issues that enrollment managers 

spoke of most frequently were compared with those issues occurrence in national 

enrollment management conference agendas from 1994-2004.   Normative isomorphism 

(DiMaggio & Powell, 1983) would suggest that contemporary issues in national 

conferences and from the spoken agendas of the enrollment managers would be the same. 

The national enrollment management conference used in this study is the only national 

conference devoted solely to enrollment management issues and therefore can be viewed 

as a gauge of the most contemporary issues.  A full conference consisted of 40-48 

educational or workshop sessions.  The five issues of access, technology, marketing, 

retention or academic services, and financial stability through financial aid leveraging

were also dominant issues in conference agendas.  Community college issues and 

institutional case studies were also dominant, but not part of this study.  The number of 

times the five issues emerged over the ten year period is charted below.
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When comparing this chart on national conference session topics to the two charts on 

contemporary issues as stated by the enrollment managers, there are some significant 

disconnects.  Sessions focused on access occurred notably less frequently than other 

issues – once for every five sessions about financial stability – for example.  This lack of 

focus on access as evidenced through offering of sessions on access is in direct conflict 

with the frequency of access philosophies as expressed by the CEMOs in the study.  The 

large number of marketing sessions was somewhat reflective of the statements of the 

enrollment managers, as were the other three areas on the chart.  This finding is 

consistent with the literature on academic capitalism (Slaughter & Rhoades, 2004) that 

suggests that the market based orientation of enrollment management, demonstrated 

through elaborate marketing and financial aid tactics, is undermining access to higher 

education.

Other normative influences on the CEMOs in the study were through the use of 

consultants.  One institution in the study was fully engaged with a national consulting 

firm to overhaul its entire enrollment management program.  Most of the CEMOs 
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eschewed the use of national consulting firms, calling them wastes of money that result in 

no significant change in terms of national ranking or student enrollment.  Several CEMOs 

talked about using colleagues from across the country that they knew and trusted to help 

navigate new challenges instead of national consulting firms.

When that policy was taking effect we brought into the university 
[three professionals from top twenty public universities] – to say, 
“alright you have faced this before, what should [our university] do 
to be competitive in underrepresented groups since we can’t consider
that as a factor?”  CEMO, Beachside University

What I usually do I look at institutions that are similar to this one
when I need advice about something.  I try to find an institution that
is similar to this one – at least in whatever area it is I’m looking at –
and find out who’s in charge of that and ask them for advice.  I’ll just
call them.  CEMO, Liftoff University

It is clear from the comments of the CEMOs in the study that many of the influences on 

strategy and decision making comes from trusted professional sources.  This reliance on 

colleagues will aid in the standardization of the profession.

In addition to the use of consultants or formal arrangements with colleagues to 

assist, the benefits associated with professional association membership also contribute to 

the normative effects on the developing profession.

We use – the professional organizations for us are a very, very
important connection for us.  It’s how we stay connected to what is
new in the profession and what is happening.  They key for us is 
making sure that we’re keeping up with what’s going on in all the 
organizations because they all bring something different to us.  
CEMO, Myrtle University

The professional associations in the admissions/financial aid/enrollment fields all offer 

scholarly journals, national and regional conferences, and resource-based web sites to 
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support their members work.  Many CEMOs in the study value the inputs that they 

receive from active involvement in the professional associations.

Internal Influences: The Boss is Always Right

The enrollment managers do not operate with complete autonomy.  They are part 

of a structural hierarchy at their university.  All CEMOs in the study report directly or 

indirectly to a President/Chancellor, Provost, or the named equivalent.   Their 

administrative superiors are tremendous influences on the strategy that the enrollment 

managers advance.  The comments about the President and Provost broke down into two 

themes.  The first was the President/Provost as visionary and the second was the 

President/Provost as an inspirational force.

The President and Provost were constantly spoken of as people of vision.  They 

have a clear sense of direction for the university and know where they want to position 

their institution.  Enrollment is part of all the Presidential/Provosts vision, but only part of 

it.  They trust their enrollment managers to implement that vision.

So what influences me? The President and the Provost enormously 
influence me because there are…one of the important things to know 
in this profession is that there are issues related to budget and to 
enrollment in a unit that may go far beyond what we traditionally 
consider in admissions.  CEMO, Oak Lane University 

This depiction paints the enrollment manager as someone who is less visionary and more 

administrative.  Brodie and Banner (2005) found that the control of major portions of 

Presidential agendas rested in the hands of other high ranking university officials, like 
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enrollment mangers.  The CEMO is charged with implementing the President’s vision on 

enrollment and developing the strategy and actions to make that happen.  It is in this 

implementation that the enrollment manager begins to demonstrate vision.  This vision 

will be explored in a later section of this chapter.

The second theme about Presidents and Provosts as people of influence 

surrounded their inspirational nature.  The CEMOs in the study all spoke highly of their 

Presidents and Provosts, but they went further to talk about how the President or 

Provost’s knowledge and style influence the enrollment manager.

He’s one of the brightest people I know and shortly after he left here
 he became the Chairman of the [national board], later was the National 
Chairman of the Task Force on [student aid], so [my President has] 
always been very involved in Admissions issues and I benefited greatly 
from having the chance to work for him for 2 and ½ years.  
CEMO, Magnolia University

The President in my experience is very inclusive in his decision 
making process.  He solicits opinions from many different places.  
CEMO, Lupin University

The Presidents and the Provosts, in addition to setting ambitious agendas for their 

enrollment managers to implement, also conducted their business in the highest 

professional standards that set the tone for their enrollment managers’ work.  This is the 

translation of the President’s entrepreneurial nature to their enrollment manager.  Fisher 

and Koch (2004) refer to the Presidents they studied as transformational leaders who 

make a difference.  The enrollment managers in this study are transformational on many 

levels, likely having received this influence from their President/Provost.
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Internal Influences: Meeting the Bottom Line

One of the major influences on the enrollment manager is meeting the financial 

bottom line through student headcount.  Often achieving a full incoming class of students

comes at the sacrifice of many other enrollment goals.  One CEMO in the study talked 

about firing the Director of Admissions after one year of a smaller than expected class, 

yet the seventh consecutive year of increased student quality.  The following year the 

class size was as expected, but quality decreased.  The new Director of Admissions kept 

their job.  Another CEMO talked about his primary goal of turning around a multi-

million dollar revenue loss.  Comments like these are at the heart of the two major 

internal influences regarding financial stability.  First, enrollment growth as a mechanism 

for generating increased revenue. Second, leveraging institutionally based financial aid 

towards targeted populations, especially non-resident students, to increase revenue.

Several CEMOs in the study talked about their roles in increasing the student 

headcount on their campuses because of the direct correlation with increased state 

funding per student.  In many cases, especially in Research Intensive universities, the 

desire for growth was to recapture lost student enrollment, although the intention is to 

exceed past enrollment highs.  

Growth is important here because growth feeds money.  CEMO, Fountain 
University
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So every new student that sets foot on this campus brings with her or 
him a certain number of thousands of dollars in state funding.  I can’t 
remember exactly what it is – it’s about 8 or 9000 dollars.  So, we had 
been using growth to fund programmatic development growth on 
campus.  We don’t have to stop doing something if we want to do 
something new because we have new money coming in every year.  
CEMO, Liftoff University

Resource dependency theory (Tolbert, 1985) supports the comments made by the 

enrollment managers about growth.  Tolbert (1985) indicated that an organization’s 

dependence on resources would shape the organization’s development.  Dependence on 

the resource of student tuition revenue is having a direct impact on the development of 

several universities in the study via decisions to grow.

Several enrollment managers in the study indicated that they were not interested 

in seeking revenue enhancements through student population growth.  Large growth 

would hurt overall quality, and quality was not something that most would risk.  These 

enrollment managers approached the task of generating revenue through leveraging 

institutional based financial aid at targeted populations, especially out of state students 

that paid premium rates to attend.

Obviously out of state students are attractive in terms of the revenue 
they bring to the institution in a time of declining state support.  
CEMO, Lupin University

The general process that was employed by these institutions was to offer small amounts 

of institutional aid, in the form of a merit-based scholarship that would induce students to 

enroll.  “Rather than viewing student aid as a kind of charitable operation the college runs 

on the side, most private colleges and universities, and increasing numbers of public 
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institutions, now regard student aid as a vital revenue management and enrollment 

management tool”  (McPherson & Schapiro, 1998, p.16).  Also known as tuition 

discounting, or by its intended outcome of net tuition revenue, this practice has been 

widely debated in the literature on its ethical nature or value to public higher education 

(Hossler, 2004; Ehrenberg, Zhang, & Levin, 2005 forthcoming; McPherson & Schapiro, 

1998).  

Financial aid leveraging in any other business would be considered 
predatory.  Were you to say, publicly, “I as part of the Chevrolet chain,
have come up with a formula which factors in such issues as ethnicity
and family income and urban location or not – geographic location of 
the student – the buyer – and my sellers type that in they get an idea of 
how much discount and what loan rate they can offer on specific cars.”  
Imagine were this to become public – and remember that this has in 
several other industries with great hue and cry – do you mean to tell me 
you’re not selling to African Americans or you’re giving them a much 
higher rate?  Yes.  Leveraging is the exact same thing.  Especially when 
its done in the dirtiest of ways.  CEMO, Oak Lane University

The tuition discounting that is occurring was predicted by Johnstone (1998) to grow and 

become standard practice.  Resource dependency theory (Tolbert, 1985) would see this 

practice as the institution moving closer to a source of funding, since previous sources of 

funding have been reduced.  It is an interesting finding to note the intensity with which 

the CEMOs in the study talked about financial aid leveraging.  They spoke of it as both a 

necessity and an evil.   

The other thing that I worry about is that the goals are becoming 
mutually exclusive.  You want more revenue, well then I can’t bring
in every African American student you want me to bring in.  Or it affects
net tuition revenue because statistically they don’t have the dollars.  The 
constant rub is how much do you continue to dribble over to merit…and 
I take from my need because I need to up my test score, I need to up my 
this or that.  CEMO, Leon University
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Leveraging typically targets those that can pay, leaving less institutional money for those 

who need it.  Concerns about access result from the practice of financial aid leveraging.  

The national conference educational session agendas support the increase of leveraging, 

given the conference time and attention paid to aid/leveraging versus access issues.

The bottom line for enrollment managers, because of the strong business 

foundation that their actions promote, is that they must produce measurable results 

consistently for the institution.

There are only three jobs on campus that really get measured:  this one, 
the coach, and the development officer.  If you’re the coach – what’s 
your record?  If you’re the development officer – how much did you 
raise?  If you’re in this position – what happened with enrollment?  
You’re expected to produce.  CEMO, Lupin University

Everybody: the Deans, the Vice Presidents, and academic department 
heads [attends] a monthly meeting with the President where he talks 
about where our revenue is.  If we’re ahead or behind on whose paid 
on our revenue, whether it’s tuition, sponsored programs and research, 
the state, or development.  Those four [revenue centers] are addressed 
every month.   CEMO, Leon University

Upon further probing of the statement about what happened with enrollment, it was 

discovered that although quality of student was valued, what really happened focused on 

getting the right number of students enrolled to meet financial projections.  The three 

positions that the CEMO above talks about are all positions that have direct revenue 

implications for the institution and are signals of public institutions’ shifting agendas.

The findings in this area are well supported by the academic capitalism (Slaughter 

& Rhoades, 2004) literature.   Slaughter and Rhoades (2004) found that as revenue 

considerations in the student realm grew in importance, more institutional money was 
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spent on enrolling students that are privileged, diluting the focus on marginalized 

populations.

External Influences: Moving to the Market

Slaughter and Rhoades (2004) define knowledge as a commodity that is sold in 

the marketplace.  If enrollment managers are selling their product – university acquired 

knowledge – in the marketplace, then they have to develop practices and structures that 

allow them to be responsive to changes and trends.  

For that student, that person purchasing the product at 30 thousand dollars 
a year for a total cost of education needs to have this process go, without 
obstacles.  CEMO, Leon University

Markets external to the university greatly influence the decisions and strategy of 

enrollment managers. The study found that the CEMOs interviewed operated in two 

distinct markets external to university control.  These markets include the broader higher 

education market as defined by institutional rankings and the market for new academic 

programs based on external demand.  These themes were derived from both interviews 

and document analysis of institutional plans.  Rankings will be discussed first, followed 

by the development of new programmatic offerings based on demand.

The enrollment managers in the study paid close attention to the rankings of their 

institution, including those that already sit atop the rankings for public institutions. 

Rankings are important to institutions as they are a way external individuals and 

organizations view the university.  Given this premise, the ranking of an institution has 
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the ability to affect enrollment, which affects faculty recruitment and retention, which 

consequently affects enrollment.

They like to teach smart kids – that makes it easier to attract other 
faculty – it’s part of what you do to keep your institution’s perceived 
academic quality and reputation high which as you know is the single 
most important thing kids use to make their decisions.  
CEMO, Tiffany University

The institutions at the top of the rankings are also concerned about the institutions who 

are attempting to move up in rank through enrollment efforts.  All of the Research 

Intensive university enrollment managers spoke of wanting to move up in ranking for 

reasons of growth, faculty recruitment, and improved quality of student learning.  They 

all recognize that moving up in rank will be challenging, given the lack of movement at 

the top over recent years.

It’s sort of a David and Goliath type of thing.  We’ve got a lot of ground 
to cover to recapture what we’ve lost.  We also need to have an accurate 
understanding of where we are in the food chain.  CEMO, Lupin University

Yes, they would love to see the numbers grow and they would love to 
see the ranking increase and they would love to see quality grow and 
those to them are means towards this end of doing better, in the very best 
sense of that term.  And that is very appealing to me.   CEMO, Oak Lane 
University

Enrollment is a factor in achieving a national rank, especially in national publications like 

US News and World Report, that base their rankings on many factors from the 

recruitment and enrollment processes.  Institutions, even top tier institutions, are well 

aware of the formulas used to calculate these ranks and have found ways to manipulate 

the system to ensure that their rank is protected and close competitors remain at a lower 

rank.



121

[Top Ranked Public University] and [Top Five Ranked Public University]  
have figured that out also and want to protect flagship stature by keeping 
the rest of us down and smaller.  CEMO, Liftoff University

The comments made about rankings all indicate a level of gamesmanship about the 

process; doing what needs to be done to get to the top of the rankings list.

One of the things that institutions do to get to the top is to develop new academic 

programs.  Several institutions in the study were younger institutions or in a major 

academic growth/reorganization phase.  These institutions talked about opening satellite 

campuses in their region and internationally to capture increased market share and take 

advantage of untapped opportunities.  This high level of flexibility and lack of historical 

academic tradition allows new academic programs to be developed.

Because we’re a younger institution, we have an unusual absence of 
boundaries between our disciplines.  Not that there’s not any – anyone 
raised in the academy knows it’s hard to break across those borders, but 
the reality is we have formed academic units around interdisciplinary 
subjects rather than around traditional disciplines.   
CEMO, Oak Lane University

Many of these interdisciplinary subjects are partnerships with corporations with whom 

the universities have relationships, further linking the institution to the market.  This is 

another example of the university moving closer to the market because of its dependence 

on the resources that the market provides (Tolbert, 1985; Slaughter & Rhoades, 2004).

In addition to the development of new programs, these universities consider 

academic planning differently than well established universities, except one.  Enrollment 

planning at these institutions is centered on academic offerings and development of new 

offerings that would stimulate enrollment.
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We also work hard at academic planning issues related to enrollment 
management.  By that I mean, just for example, development of new 
degree programs and their potential effect on enrollment patterns in 
the school.    CEMO, Liftoff University

One enrollment manager talked about creating a new program in business in response to 

student demand as an example of how they stimulated increased enrollment.   This 

program had much of its course offerings in the summer, allowing the academic space 

and overall capacity of the campus to be maximized.  Adding these additional students 

without having to create new infrastructure resulted in a huge increase in revenue from 

both students and the state.

Both markets tended to influence each other.  Rankings are influenced by new 

programmatic offerings.  An institution’s ability to offer new programs can be, in part, 

affected by its rank.  Lesser ranked institutions seemed to enjoy an academic flexibility 

that higher rank institutions do not have.  These lesser ranked institutions feel this 

flexibility will position them well for the future.

External Influences: Mastering the Market

Enrollment managers are constantly scanning the landscape to make sure their 

institution remains competitive with its peers.  Nadler and Tushman (1997) found that 

successful organizations are successful because they adjust to innovations implemented 

by their peers, and the enrollment managers in the study are no different.  This behavior 

suggests a continuous examination of the activities of others with the end result of 
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incorporating successful and appropriate components of competitors’ strategy into their 

own.

The CEMOs in this study all spoke of the uniqueness of their institution claiming 

that their practices are mimetically adopted, rather than them doing any mimetic 

adoption.  This belief was one of the reasons the institutions selected for study were 

included in this research.  Despite their high level of uniqueness, the CEMOs in the study 

engaged in behaviors that revealed their isomorphic practices.

There have been a number of changes at some institutions this year, for 
example Harvard, and Yale, and Stanford went to single choice, first 
choice early action.  And I want to see how it goes.  It might work for us, 
I don’t want to hurt our student body – to change the quality in any way.  
That’s one where I’m thinking I’m going to move slowly.   
CEMO, Magnolia University

The comments of this CEMO are representative of comments made by many of the others 

in the study and are supported by the findings of Greve and Taylor (2000).  Greve and

Taylor (2000) found that the adoption of new processes was the result of both mimetic 

and normative processes, and could not occur without the professional interacting with 

other professionals.  This finding also is supported by Galazkiewicz and Wasserman 

(1989) who found that organizational leaders mimic other organizations they trust.  The 

CEMO in the comment above was waiting to observe trusted organizations of a similar 

peer status, and not looking to lesser status colleges or universities to mimic.

All of the enrollment managers in the study spoke about competition with other 

universities, especially with other universities in their state.  Very few showed any 

concern for what private universities in their own states were doing or what any out of 
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state university – public or private – was doing.   Instate, they all like to “keep tabs” on 

each other’s activities, what student behaviors others are rewarding in the enrollment 

process, and any new activities competitors are engaged in.  

Within the state, the state people met – the state admissions directors 
met, but very honestly I didn’t trust much of anything I got from them.  
For whatever reasons there was far more posturing in that group than I 
found in ACAOPU.  But, we tended to monitor our peer institutions.   
CEMO, Beachside University

I think a lot of that can be driven by budgets and funding structures 
and in different states, different funding structures make for different 
levels of competition and involvement.  CEMO, Myrtle University

This result is consistent with Slaughter and Rhoades’ (2004) finding that colleges 

compete vigorously with each other for students with the characteristics they desire.

One aspect of competition that the enrollment managers frequently questioned 

was the necessity of competition in public higher education and the costs associated with 

such competition.  These comments were only from CEMOs at Research Extensive 

universities who have to spend considerable funds to protect their prestige status.  Given 

the fact that all spoke of their instate counterparts as some of their largest competition, 

the spending of funds to compete in state is another sign of the marketization of higher 

education and shifting of funds away from other areas like promoting access.  Essentially, 

the state spends money to compete against itself.  

All of your chief competition is the other campuses so then you get into 
do you spend state money to compete against another branch of your
own system?  How politically acceptable is that?    
CEMO, Tiffany University
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Then one of the public universities went through Noel-Levitz and 
increased the amount of money they were spending on mailing and 
phone calling significantly and forced a number of other schools, 
including [my university], to considerably increase its enrollment 
efforts and I don’t know…it really frightens me about the amount 
of money that universities have to spend on admissions just to hold 
their own.  We’re making outside groups like Noel-Levitz and some 
of these others wealthy and we’re all back in the same pecking order 
now as when the first one went into it.  CEMO, Beachside University

Further, in addition to spending this money on competing within the state, sizeable 

amounts of additional funds are spent to lure students from out of state.  Again, this 

finding is validated by Slaughter and Rhoades (2004) who found that enrollment 

management offices will spend large sums of money to design elaborate marketing 

materials and mail them to students from affluent areas in state and out of state.  This is 

also an example of normative isomorphism at work.  The institution above was forced to 

spend money to keep their place in prestige rankings, or to hold the other institutions at 

their lower prestige status and prevent them from rising.

External Influences: Legislative Leverage

One of the facts of life for the enrollment managers in the study is that they are 

often subject to the decisions and policies of the legislatures or governments of their 

state.  All of the CEMOs in the study talked about the broad and at times intrusive 

oversight that the states have over their institution’s policies and practices.  One of the 

main areas of state legislative focus for the institutions studied was enrollment 

management or related issues.  This put the CEMO in a position of making sure that 
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policies, practices, and communications are crafted in such a way that they keep the 

legislature happy.

We’ve got a legislature that’s Chicano dominated, Chicano and Latino 
dominated and they hold the purse strings along with the Governor of 
[the state] and they are constantly pissed off and probing about why 
we are not serving their people better.  CEMO, Tiffany University

Obviously when there’s somebody with a [several hundred] million 
dollar bat [they influence us].  CEMO, Leon University

This CEMO indicated that much of the scrutiny from the state came in regards to access 

to public higher education.  It was clear from this comment and other similar comments 

that the legislature was placing much of the responsibility for access on institutions of 

higher education.

Issues related to access are directly affected by funding.  All of the CEMOs in the 

study talked about the lack of funding that they receive from their state legislatures, 

causing them to find new ways to generate lost revenue.

I think to a degree the other one might be budget and by budget I am 
not talking about a local construct, I’m talking about what’s happening 
in state legislatures across the nation and more now of a “we’re not 
going to fund you, go chase your tuition” which has impact back on the 
institution and what it can give to the enrollment office.   CEMO, Fountain 
University

The absence in [my state] of any real state funded financial aid program, 
of any kind, puts us at a tremendous competitive disadvantage –
absolutely.  Tremendous disadvantaged.  And we will be more heavily 
recruited – as we are today – we will be more heavily recruited by every 
university in the country because we are a growth state.   CEMO, Glass 
University
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The comments of the CEMOs above are reflective of a long standing pattern of decrease 

in funding to higher education as indicated by Poovey (2001) and Serlingo (2003).   

These decreases have resulted in the higher tuition scenarios that the enrollment 

managers in the study describe and have placed serious limitations on what these 

institutions can accomplish.

The CEMOs in the study were given an opportunity to think about what their 

universities would be like without influence and control from the state.  Each greeted this 

opportunity to live in a fantasy world for a few minutes with smiles on their faces, 

indicating the good feelings they would have if they were not controlled by the state.  

Many, despite the control, did feel that they benefited from being part of the state system, 

but could do with less control.

I don’t think there would be dramatic, dramatic changes, but I think 
you would see us being much more aggressive towards pushing simply 
towards those educational goals and the public policy goals might be, 
would not be as fully informed by the politics.  CEMO, Bell University

(Laughing) Well we would be a much greater university than we are now.  
Unfettered in our aspirations, you know.  CEMO, Liftoff University

The comments of the CEMOs seemed to focus in this area around academic aspirations 

of the university that they are unable to achieve as easily because of the state.  This is not 

surprising given the educational focus of the enrollment managers established in part one 

of this chapter.
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Part Two:  Conclusion

This section of the chapter has detailed the influences on the contemporary 

enrollment manager.  It has examined the internal influences of the President or Provost 

and the financial situation of the university.  The external, market-based influences of 

competition with other universities, national rankings, academic program offerings and 

the state legislature have been shown to have dramatic effects on the work of the CEMOs 

in the study.  Finally, this section began with the contemporary issues facing the 

enrollment manager and the developing profession.  The next section will examine the 

vision and strategy that results from these multiple sources of influence.
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Part Three:  Achieving New Heights

One thing that has been clear to me since the first day I stepped on this 
campus is that this University is much better than most education leaders 
recognize and that it can be even better with the right investments.  I 
believe we are all agreed that [Beachside University] is committed to the 
goal of becoming one of the top ten public research universities, and one 
of the top twenty universities, public or private, in the United States.  The 
question that resonates is how do we achieve such status.  We know, for 
example, that our sister universities will not be sitting idly by while we 
implement plans to enhance our national reputation, and we also know 
that the University is not likely to receive substantially larger state 
appropriations, relative to our national peers in the next few years.   
Strategic Plan, Beachside University

This excerpt from one study institution’s strategic plan is reflective of all the 

plans in the study.  All study universities have ambitious goals and plans that will help 

them move closer towards achieving those goals.  The presentation of this data, in 

combination with the previous two sections will complete the foundation to answer the 

research questions.  This section begins  with the review of the strategic plans of the 

institutions studied, focusing on the enrollment related aspects of those plans.  It 

continues with a review of what the CEMOs see as their vision and whether or not it is 

attainable.  Finally, this section presents data on the CEMOs’ perceptions of the long 

term viability of enrollment management.  

Charting the Future:  Strategic Plans

An examination of the strategic plans of the universities in the study resulted in 

three consistent goals related to enrollment.  The goals are financial stability, increasing 
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student and institutional quality, and increasing campus diversity.  Rooted within these is 

the desire to increase the overall national rank and prestige of the institution and the 

recognition that other universities are trying to do the same thing.  There was tremendous 

uniformity across both Carnegie classifications and all states studied on these strategies.  

These appeared in all universities’ public planning documents and strategies.  It is 

important to note that the data collected at this stage reflects only the publicly obtainable 

strategic plans.  The researcher was not able to consistently obtain in-house versions of 

strategic and enrollment plans.  This makes it difficult to determine the goals that are 

embedded within the publicly stated goals.  The theoretical frameworks of institutional 

theory (DiMaggio & Powell, 1983), resource dependence (Tolbert, 1985), and academic 

capitalism (Slaughter & Leslie, 1997; Slaughter & Rhoades, 2004), provide prescriptive 

direction for interpreting the embedded goals within the strategic plans.

The public versions of the strategic plans were reflective of the contemporary 

issues addressed by the enrollment managers in the study.  Financial stability, student 

quality, and access for underrepresented populations to increase campus diversity are 

prominent in both strategic plans and interviews with the enrollment managers.  There is 

a slight divide between the strategic plans and the national conference session topics.  

National conference session topics focused on financial stability and student quality, but 

not on improving access.  

The first goal of financial stability through student enrollment is prevalent in the 

strategic plans.   It appears broadly in general statements throughout the plans and 

specifically in many areas that address revenue generation.  The broad nature of the 
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statements is likely due to the public, non-profit nature of these institutions.  Identifying 

revenue generation too openly can have negative political implications.  Some examples 

of how revenue generation is addressed in enrollment plans are below.  

Ensure fiscal responsibility by efficient use of financial aid and appropriate mix of 
undergraduates, including enrollment into academic disciplines.  Enrollment Plan, 
Blue Sky University 

Institutional Goal:  Increasing university income.  Enrollment Plan, Oak Lane 
University

Specifically, meeting financial stability for the universities in the study developed into 

three thematic areas:  (1) increasing the number of non-resident students enrolled; (2) 

increasing tuition annually; and (3) seeking freedom from restrictive state controls on 

tuition and fees and non-resident student enrollment caps.  These themes are centered in 

the academic capitalism literature (Slaughter & Rhoades, 2004).  

This first goal is the result of the university’s dependence on a few primary 

sources of financial resources.  As resources from the state continue to deplete, 

universities have had to place increased emphasis on other sources of resources, 

including students with a greater likelihood of being able to afford tuition without aid.  

The College Board data shows that there is room to grow in out of state student 

enrollment at the study institutions.  The average percentage of out of state student 

enrollment is 17.9% at study institutions, compared with 35.8% at Research Extensive 

universities and 23% at Research Intensive universities.  There is also room to increase 

tuition at the study institutions , especially resident tuition which is much lower than 

classification averages.  Generating this additional revenue will be important if the plans 
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also include catching up to institutionally awarded need-based and merit aid.  Study 

universities lag behind in these categories as well.  Significant increases in need-based 

aid are not likely, according to Slaughter and Rhoades (2004) and McPherson and

Schapiro (1998).  They suggest that generating greater tuition revenues, as a result of 

increased merit aid, leads to a decrease in access for minority and underprivileged 

populations.  It is more likely that institutional funds will be targeted towards merit aid 

designed to improve student and institutional quality (Slaughter & Rhoades, 2004).  

Several of the enrollment managers in the study reinforced this principle.  They spoke of 

“trickling” small amounts of funds from the need-based aid pool to the merit-based aid 

pool of available funds.

The second goal consistent among all strategic plans was increasing student and 

institutional quality, with the ultimate end goal of increasing institutional prestige.   All 

institutions want to ensure academic excellence and quality.  It is one of the factors that 

marks institutional prestige.  Academic quality of students and faculty are considerations 

in development of national rankings.  Institutions in the study frequently cite student 

characteristics from enrollment and persistence including high school GPA, average 

SAT, and graduation rates as benchmarks for effectiveness.

To be a university – a top tier university that is also the most egalitarian 
public university in the country.  Now, in terms of my personal value 
system that is entirely congruent with why I’m in the business.  
CEMO, Glass University

Enrollment growth over the next five years [will] increase modestly, based 
on the ability to maintain and enhance academic quality.  Strategic Plan, 
Bell University
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This plan includes a very aggressive goal to bring the grade point average 
up to 3.5 [from 3.3] and SAT scores to a 1200 [from 1100] by fall 2010.  
Enrollment Plan, Oak Lane University

Academic quality at the study universities is on par or higher with the benchmarks 

considered in this study.  They are already leading their classifications in average high 

school grade point average and the 75th percentile of SAT and ACT scores.  

There are consequences of increasing academic quality of entering students.  

Without significant increases in growth of the student population at the institution, 

students at the bottom tier of currently admitted students will become students who are 

denied in the future.  This effect has potential implications on access for minority and 

underserved populations.  It also has implications for the amount of institutional funds

necessary for need-based aid.  Increasing the academic quality typically means increasing 

the number of privileged students on campus, leaving fewer funds for need based aid and 

fewer minority students (Kinzie, et. al., 2004).

All plans also included the third goal of increasing student diversity on campus.  

As public institutions, the inclusion of this theme is important because of the strong 

influence of the state legislature and public.  The enrollment managers in the study are 

already established as being personally committed to access and increased diversity.  

Their plans, however, do not pay as much attention to diversity, in comparison to the first 

two themes of financial stability and increasing quality.  When diversity is referenced, it 

is mentioned with non-specific language like “increase or at least maintain” current 

diversity levels.  The non-specific language used, in comparison to the specific language 

of the other two themes, causes one to question the commitment to achieving this goal.
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The plans all listed diversity among critical issues for action or other targeted area for 

change, however, the language was not as strong as other critical issues.  

We will enhance our education programs and opportunities and encourage 
expansion.  Strategic Plan, Mission University

[Lupin University] supports an environment of inclusion and recognized how a 
diverse campus culture contributes to the learning experience.  Strategic Plan, 
Lupin University

The language here is in direct contrast in strength and focus to the language used to 

establish goals for financial stability and student quality.  Financial stability and student 

quality are presented in the strategic plans in terms of quantifiable outcomes.  Increasing 

campus diversity through promoting access for underrepresented populations is not 

presented in quantifiable outcomes, although progress in this area can be clearly 

measured quantitatively.  This difference in language signals a hierarchy of priorities 

among the three main goals of the strategic plans, leaving diversity third.  Where internal 

strategic plans were obtained, access-based plans and objectives occurred less frequently 

than plans for student quality and financial stability.  It must be acknowledged that there 

are many pieces of legislation, both at the Federal and State level that prohibit specific 

quotas surrounding the enrollment of ethnic minority populations.  Even with these 

limitations, many of the plans examined in the study did not translate their broad 

statements of value into statements of enrollment action.  Utilizing the theory of 

academic capitalism (Slaughter and Leslie, 1997; Slaughter and Rhoades, 2004) allows 

for speculation about what is not being said in the plans.  The lack of specificity about 

institutional diversity plans, coupled with the statements from the enrollment managers 
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that focused on increasing student quality, indicate that diversity and promoting access 

are not as strong values as the strategic plans would suggest.

One of the values of the enrollment managers in the study was promoting access.  

When the backgrounds of the CEMOs in the study were presented demographic 

characteristics like gender and ethnicity were not discussed.  CEMO ethnicity may be a 

factor for the soft language used to describe diversity efforts.  All thirteen of the 

enrollment managers in the study were Caucasian and people of privilege.  All have had 

extensive opportunities to access higher education, many with degrees from elite public 

and private universities.  This factor of the background could have an impact on how 

successful the enrollment managers are in this goal.

Additional goals for all of these universities included enhancing research 

competitiveness, improving the diversity of their faculty, and increasing distance learning 

activities.  It is important to be cognizant of university goals that are not directly related 

to enrollment management.  Goals external to enrollment management have an impact on 

the institution’s ability to achieve enrollment goals.  On the flip side, enrollment goals 

have an effect on realizing other goals.  For example, increasing distance learning 

opportunities is viewed primarily as an academic program goal.  It has a strong 

connection to enrollment management as students will need to enroll in distance learning 

classes.  This is only one example of interdependence of goals and it is important for the 

enrollment manager to be supportive and aware of how goals relate.
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Achieving the Goals:  The Role of the CEMO

When the enrollment managers in the study had the opportunity to talk about their 

vision, similar themes emerged as those found in the actual strategic plans.  This is not 

surprising since all of the individuals in the study had some level of input into the 

strategic direction of the plans, and internal and external influences mirrored these 

themes.  It is also not surprising given the CEMO role as subsidiary to a President or 

Provost in the institutional hierarchy.  The differences emerged in how the CEMOs talked 

about achieving this vision.  Research Extensive universities have different strategies as 

compared to their Research Intensive counterparts.

Less prestigious Research Intensive university CEMOs spoke of retention as a 

way of increasing student and institutional quality.  Perhaps this is because these 

institutions have broader admission standards and admit students of lesser academic 

quality than their more prestigious peers.  

I mobilized them taking a different approach to student affairs, and 
said as you build enrollment you build retention.  CEMO, Fountain 
University

I just see it enhancing and growing into other areas that have responsibility 
towards graduation.  Again I’ve focused here on facilitating graduation.  
CEMO, Mission University

Student retention and graduation rates are factors used in the U.S. News and World 

Report rankings of universities.  Focusing on retention is another way that the enrollment 

managers apply their educational philosophy to their work.  Strong retention programs 
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are not in place of recruitment efforts, but supplement the recruitment work beyond initial 

student enrollment.

More prestigious Research Extensive institutions focused on tuition increases and 

increases in out of state students as a way of increasing quality and meeting financial 

goals at the same time.  Most enrollment managers talked about the increases in merit 

scholarships as the path that they will follow to achieving the increases in quality.

Sort of the financial aid arms race, the fact that public institutions are
becoming more dependent on non-resident students to cover expenditures.
CEMO, Blue Sky University

We give Regents scholarships and alumni scholarships and that kind of 
thing, but concerted effort to design or build our programs early on to
specifically raise a specific number [of high quality students] is new.
CEMO, Tiffany University

In the comments above the CEMOs are talking about the conflict between merit aid and 

need-based aid and access.  There is a tension between these two issues that is real and 

palpable for the enrollment managers.  The goals are conflicting with their access-based 

values.

The enrollment managers in the study also have to be cognizant of whether they 

will ever achieve the vision.  There was debate among the enrollment managers about 

when and if they ever achieve their vision, and what that will look like

I think you can always do better. People look at me and say this is a 
powerful student body.  I just left a meeting of all the public admissions 
directors for the State and they marvel at our class profile, but last week 
I was at a meeting of the Ivy Deans and we have a long way to go.  I 
don’t think we’ll exhaust those goals.  CEMO, Magnolia University
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Achieving the vision is a complex mix of many factors for the enrollment managers in 

the study.  This is not surprising given the complex mix of factors that influence the work 

they do.  All of the CEMOs in the study said primarily the vision is achieved when the 

enrollment numbers meet their targets.

When enrollment goes up and retention improves.  CEMO, Lupin University

So, numbers are a concern.  I’m evaluated on the class that we enroll – first 
year and transfer classes.  CEMO, Magnolia University

The enrollment mangers with admissions backgrounds tended to focus more on the 

numbers as a mechanism for evaluation.  Peers with more diverse career backgrounds 

spoke differently about what the campus would look like when their vision was achieved.

In terms of the feel, that’s hard to – it’s more qualitative data that you’ve 
got to get.  Some of that is anecdotal.  Some of that you can get from 
retention data and retention rates.  CEMO, Blue Sky University

But I think it is a vast oversimplification to say that’s how your judged 
in these positions [talking about enrollment numbers].  Part of it is also 
that justification part I was just describing, how well I am navigating the 
political waters both in the state and on my campus.  CEMO, Oak Lane 
University

Achieving these aspects of university vision and strategic plan is a community effort that 

rests primarily on the shoulders of the enrollment manager.  

Staying Power:  The Sustainability of the Enrollment Manager

An important indication of future strategic direction for enrollment is the 

sustainability of current organizational structures.  Enrollment management as a 
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profession is in a growth mode.  Universities across the country are adding positions to 

coordinate their enrollment efforts and achieve their goals.  There is much debate about 

whether or not enrollment management is actually a profession. There is also much 

debate about whether the functions in its current organizational state will remain.

As long as there’s a quality dimension in the decision process, this 
enrollment management services…I think it’s here to stay.  CEMO, 
Mission University

I think certainly, particularly when there’s tight resources, multiple 
missions, we’ve got to have…we can’t leave to chance…I think the days 
of vastly growing resources into higher education have probably ended 
for the foreseeable future.  CEMO, Bell University

These comments suggest that institutions do not anticipate increased funding from their 

states and will likely enhance their organizational structures and practices to enhance 

revenue generation.  

The enrollment managers in the study spoke of the outcomes of enrollment 

becoming paramount to other student service functions.  As enrollment management 

continues to provide measurable results the influence of the enrollment manager will 

likely grow.

The reality is I only want people to report to me or be a part of our organization if 
its effecting enrollment.  CEMO, Leon University

Enrollment management isn’t an end in itself, it’s a means to an end.  CEMO, 
Glass University

In getting to that end, there was a sense from all the CEMOs in the study that enrollment 

management organizations would expand to include university functions currently part of 

other university divisions.  This future shift of offices under the auspices of enrollment 
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management suggests that the most important goals are those that allow the institution to 

meet the financial bottom line and student quality goals.  Student development appears to 

be virtually absent from these conversations.

Resource dependence theory (Tolbert, 1985) suggests that enrollment 

management is an administrative structure that is here to stay.  As universities begin to 

recognize the volume of revenue that can be obtained from enrollment management 

practices, these organizations will proliferate.  Universities will organize around practices 

that generate additional student revenue, but will need to be careful to learn from the 

lessons of the past.  Organizing and thus becoming dependent upon one revenue stream 

does not always guarantee the longevity in financial stability that universities seek.

Organizing around revenue streams further advances the assertion that access for 

underserved populations is not a primary goal of enrollment management in the current 

fiscal environment.

Summary

I’ve been a part of making an impact on people’s lives that goes well 
beyond the people who are actually applying to my institution.  I think the 
people who have that kind of understanding are the ones who are going to 
take the profession in a way that will make it a more respected profession.  
CEMO, Myrtle University

This chapter has synthesized the data from personal interviews with enrollment 

managers, document analysis of CEMOs’ resumes and institutional strategic and 

enrollment plans, and College Board national statistical data.  Broken into three parts, this 

chapter has provided a picture of who the enrollment managers leading today’s most 



141

prestigious universities are, what internal and external factors influence their work, and 

the direction that their institutions are moving via enrollment.  These influences shape the 

enrollment manager as administrator, entrepreneur, and educator.  The next chapter, the 

study’s final chapter, will utilize the data presented here and the themes of administrator, 

entrepreneur, and educator to answer the research questions and provide implications for 

higher education practice, policy, and future research.
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CHAPTER FIVE

DISCUSSION AN D CONCLUSIONS

Introduction

This study sought to determine the influencers and strategies of enrollment 

managers at public research universities.  Through capturing the current state of the 

profession and examining contemporary strategy, an image of the future of enrollment 

management at public research universities has developed.  Enrollment management is a 

complex administrative responsibility charged with achieving competing social and 

institutional goals.  The direction of enrollment management activities at the selected 

universities and nationally has shown uneven attention to these competing goals.  This 

has implications that extend beyond the individual institution into the realm of affecting 

national patterns of access for marginalized students.  The enrollment practices these 

leading universities adopt have the potential to shut many students out of a four-year 

education.

The research questions of this study sought to determine the influences on and 

strategic direction of enrollment managers at Carnegie Research Extensive and Research 

Intensive universities.  The questions called for the answers to be presented in terms of 

the similarities and differences between the two Carnegie classifications.  It was assumed 

at the onset of the study that there would be significant differences between the two 

classifications in terms of their influences and strategic direction.  This assumption of 
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difference was correct in many areas, but not in all.  The difference was not exclusive by 

classification, but between upper tier Research Extensive universities as one group and 

lower tier Research Extensive universities and Research Intensive universities as a 

second group.  This finding indicates that either Research Intensive universities are 

aggressively moving to reposition themselves like their Research Extensive counterparts 

or that there is a broader hierarchy within the classification of Research Extensive 

universities.  Since there are not major differences between these classifications a major 

prestige shift resulting from enrollment efforts among top universities is unlikely in the 

near future.

This chapter will summarize the study by suggesting that a new ideology for 

public university enrollment has emerged.  This ideology is the result of the interaction of 

many forces both internal to and external of the university and explains the imbalance 

between social and institutional goals.  The strategic plans currently in place are a 

reflection of this new ideology.  Contemporary enrollment managers did not create this 

new ideology, but they are obligated to operate under it.  This chapter will detail the 

facets of this new ideology and offer implications for policy, practice, and future research 

that come from the new ideology.

A New Ideology

This study has shown that a new ideology for public university enrollment is 

emerging consistent with the commodification of other sectors of higher education as 
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found by Slaughter and Leslie (1997) and Slaughter and Rhoades (2004).  Slaughter and 

Rhoades (2004) situate the commodification of higher education within the neoliberal 

state.  The neoliberal state “moves resources away from social welfare functions toward 

production functions” (Slaughter & Rhoades, 2004, p.20).  Initially not involved in the 

establishment of the neoliberal state, colleges and universities have supported programs 

that have evolved out of the neoliberal state.  These programs include the ability for 

universities to profit from faculty research and the expansion of student financial aid loan 

programs.  This support has allowed the neoliberal state to gain legitimacy in policy 

development.  In the neoliberal state, higher education is continuing to evolve into more 

of a private good than a public good, and student enrollment is a prime example of this 

evolution.   Enrollment management is the administrative organizational function that has 

been charged with commodifying the entrance and persistence of students in American 

colleges and universities.  In this new ideology, institutions choose student quality and 

financial growth over traditional forms of access in the student enrollment realm.  Tuition 

increases are very common in the new ideology, given the rise of the knowledge based 

economy.  Society has placed a higher premium on advanced knowledge and higher 

education institutions are able to respond to this demand with higher prices.  Since 

individual success in the knowledge based economy requires acquisition of the 

knowledge, governmental subsidy is less of a social responsibility.

This is not the ideology of which the enrollment managers in the study spoke.  

The individual participants of this study entered public higher education under a different 

ideology; one that had access for marginalized populations at its core.  The enrollment 
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managers in this study are advocates of the old ideology, however the strong internal and 

external influences on their work yield strategies in alignment with the new ideology.  

The theoretical frameworks utilized in this study offer explanation about systematic 

patterns among groups, but not individuals.   This new ideology mirrors the theoretical 

frameworks in that it offers explanation about the larger system, and not the individuals 

managing specific units of that system.  Still, ideologies are advanced by individual and 

collective actions of individuals within that group.  As tuition increases have been put in 

place to compensate for lost state funding, patterns of enrollment particularly related to 

access, should improve.  As they have not, all indications are that this ideology is here to 

stay regardless of tuition increases or increased state funding. 

These aspects of the new ideology will be further developed in this chapter.  First, 

the new ideology is situated within the context of the current enrollment managers’ 

position on the profession.  A breakdown of institutional goals and strategies follows the 

enrollment managers’ argument.  Institutional goals and strategies will be shown to 

minimize social goals in this new ideology.  Finally, the new ideology will be situated in 

a global context showing that the United States is not alone in adopting this new 

ideology.

The Enrollment Manger’s Conceptual Framework

Conceptually, the enrollment managers in the study define the work of the 

profession around three core roles: administrator, entrepreneur, and educator.  First, 
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improving student quality and the subsequent effect on perceived institutional quality 

defines the work of the administrator.  Second, maintaining financial stability through 

student enrollment characterizes the function of the entrepreneur.  Third, facilitating 

access for marginalized populations outlines the work of the educator.  These three 

functions emerged as the spoken agendas of the enrollment managers in the study.  More 

importantly, the work of the profession was presented as balancing these three core 

functions.

The enrollment managers of the study advanced this balanced perspective 

eloquently in the descriptions of their work and the public versions of their strategic 

plans.  A deeper examination of patterns of institutional behavior suggests that the work 

of these administrators is not balanced among the three core functions.  The spoken 

agendas mirror much of the literature on enrollment management.  As detailed in the 

literature review, a significant portion of the literature on the profession comes from 

current practitioners.  It makes sense that the written and spoken words of these 

individuals are consistent.  The actual behaviors are reflected in the new ideology and the 

literature critical of enrollment management.  Much of the literature from individuals 

outside the profession has offered alternative perspectives to the work of enrollment 

management, claiming that the functions of enrollment management are not balanced in 

application, but favoring capitalist ends.
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Institutional Goals & Strategies

Institutional goals and strategies in contemporary times can be traced to one clear 

motive:  making money.  Enrollment management is no exception and has to operate 

under this ideology.  The rise of enrollment management and its associated practices has 

been situated in the context of declining state financial support and other economic 

downturns.  The argument of enrollment managers is that the organizational practices and 

behaviors of enrollment management are designed to promote financial stability.  The 

institutions in this study are well established research institutions, far from being 

financially unstable.  They are not in danger of shutting their doors anytime in the 

foreseeable future due to financial exigency.  Their financial health is derived from many 

sources including intricate research enterprises and developing endowments.  Financial 

well being does not solely rest on enrollment, but it is an area where great financial gains 

can be made in a short timeframe.

The financial health and prosperity of these institutions calls into question the true 

plans of enrollment management.  Rather than promoting financial stability, enrollment 

management practices are encouraging aggressive financial growth through maximizing 

student tuition revenue.  This organizational practice has developed in an environment 

that has allowed the public university to engage in revenue generating behaviors, and the 

universities are taking advantage.   Revenue generating activities are essential for 

universities to maximize their prestige.  The ability to have discretionary funds available 

from enrollment to devote to other activities such as research or faculty retention is 
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important for public research institutions.   These institutions, for the most part, are 

unable to keep up with the endowments and financial flexibility of some of their private, 

aspirational peers.  The revenue that comes from enrollment management activities is one 

way to compete with peers.  

Competition with peers was important, despite the comments of the enrollment 

managers that they felt like they did not truly compete with others.  No institution was 

going to lose an opportunity to gain market share and the resulting students to another 

institution.  This was clearly highlighted by the enrollment manager who talked about the 

activities that they had to engage in because another instate university was engaged with 

Noel-Levitz consultants for enrollment management marketing.    Perhaps that is part of 

the strategy when deciding to engage consultants.  If one institution spends more on 

marketing, it normatively forces increased spending by peer institutions.  Revenue spent 

in the recruitment process must be recovered in the tuition collection process, forcing the 

reliance on high income students.  Access appears to be lost in this mix.  

Several of the enrollment managers in the study talked about moving funds from 

need-based aid to merit-based aid because of the increase in net tuition revenue that 

results from increases in merit-aid.  Others talked about focusing their enrollment efforts 

on increasing the enrollment yield of the top tier of admitted students, with a 

corresponding decrease in the enrollment yield of the bottom tier of admitted students.  

These institutions have aggressive marketing units, some exclusive to enrollment 

management, for the sole purpose of enticing high income students.  One institution in 

the study specifically markets to prospective students differently based on the average 
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income of the zip code in which the student lives.  In that marketing plan there is no 

mention of marketing to general students based on academic ability (with the exception 

of National Merit, National Achievement, and other top national categories). 

The Minimization of Social Goals

Institutional goals are taking precedence over social goals at public research 

universities, masked under the pretence of maintaining financial stability.  The 

enrollment managers in this study have demonstrated that there are steep financial costs 

to enroll students of quality and students from diverse backgrounds.  Essentially, because 

these students are so highly sought after that individual institutions have to “buy” these 

students with offers of free tuition and cash grants.  Most institutions do not have the 

financial resources to buy as many students as it wants and has to make strategic choices 

about how much money to allocate to each category of student. 

Faced with this choice between quality and access, quality always wins.  Student 

quality correlates to students of high income.  The rewards from increasing student 

quality are significantly greater than increasing access for marginalized populations.  In 

this choice model, access is not decreased, but not advanced at the same rate as gains for 

students of high quality.  Astin and Oseguera (2004) have studied patterns of access 

across higher education from 1988-2004.  They found an increase of 46% to 55% of high 

income students, a decrease in middle income students from 41% to 33% and little 

change in low income students– between 9% and 13% across the time span.  In their 
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study Astin and Oseguera (2004) found that students with highly educated parents had a 

500% increase in his or her chances of gaining access to highly selective institutions 

compared to first generation students, who found themselves more likely to end up at less 

selective institutions.  “The net result of these changes is that American higher education 

now appears to be even more stratified, when it comes to student SES, than it was 30 

years ago”  (Astin & Oseguera, 2004, p. 334).  Social goals are not given the same 

priority as institutional goals.

McPherson and Winston (1993) suggest that the pursuit of greater institutional 

quality through increased student quality is important to universities.  Increased student 

quality leads to an improved institutional reputation and demand for services, thereby 

making it easier for the institution to improve quality in other arenas (McPherson & 

Winston, 1993).  McPherson and Winston (1993) also advance the notion that increased 

expenditures by an institution signal high quality to students and other consumers.  In this 

scenario tuition increases on undergraduate students are necessary to generate revenues to 

support increased expenditures.  Leslie & Brinkman (1987) detail the negative affects of 

tuition increases on marginalized student populations.  Increased tuition as a way to 

increase institutional and student quality crowd out social agendas.  

An International Ideology

The United States is not alone in adopting this new ideology of student 

enrollment.  Public institutions around the world have seen shifts in patterns of financing 
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of higher education and burdens of responsibility from the public to the private sector.  

Many studies have looked at the transfer of financial obligation from the government to 

the individual students at a variety of nations (Marginson, 1997; Post, 2000; Law, 1995).  

In mainland China, for example, higher education in the 1980’s went from a free good 

sponsored by the state to something higher education seekers had to pay for.  (Law, 1995)

“As a result, many mainland higher education institutions have assumed a new identity –

as commercial enterprises – to create profits on their own terms”  (Law, 1995, p. 330).

The international commodification of higher education resulted in similar practices as in 

the United States including increased tuition and profit seeking motives among these 

universities.

Comparable patterns of access also have resulted internationally as countries have 

shifted from higher education as a public good to primarily a private good.  Post (2000) 

examined the outcomes of the shift in Mexico.  “Nevertheless, the rich were maintained 

even more: the difference between the educational experience of the richest and poorest 

quartile widened by such that, by 1996, the children of the richest quartile were more 

than ten times more represented in higher education as compared with children of the 

poorest quartile”  (Post, 2000, p. 154).  Results analogous to these will be presented for 

the United States later in this chapter.  Comparing international outcomes with U. S. 

outcomes demonstrates that the ideology permeating American public research 

universities is also taking hold around the globe.  
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Implications for Policy

This examination of enrollment management, through the influences and strategy 

of the enrollment manager, results in several significant implications for national and 

state higher education policy.  First, as many CEMOs in the study and national 

conference agendas indicated, the rise of enrollment management has resulted in 

increased marketing of colleges and universities.  For many public universities, this was a 

new phenomena and a major consumer of their budget.  Since most of the competition for 

large public universities comes from other public universities within the state, it begs the 

question if this is a responsible way to spend state money and student tuition and fees.  

One CEMO in the study believes that the maximum amount of the student tuition and fee 

dollar should go directly to the classroom.  It is likely that as enrollment management 

practices increase available funds will continue to be diverted from the classroom to 

efforts that will sustain or increase enrollments.  This is extremely problematic for public 

higher education given shrinking state financial support.

Second, institutions are shifting enrollment practices from policies that are need-

blind to need-aware practices.  Institutions still like to claim that they are need-blind in 

the admission process, yet they engage in practices that are need-aware in the recruitment 

process. The increase of practices including the utilization of geodemographic research 

and purchasing of income and credit score statistics by zip code (and then selectively 

recruiting and marketing to students in those zip codes) are prime examples of what is 

happening.  This is an attempt to shape the applicant pool with wealthier students.  This 
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ensures, albeit not completely scientifically, an applicant pool that is less needy.  This 

allows the admission process to appear need-blind.  The outcome of recruiting a less 

needy applicant pool allows the institution to raise tuition and take funds from need-

based financial aid and apply them to merit-based aid.  This has the potential to 

significantly impact access for minority and low-income students – the students for 

whom public higher education was designed.

Third, this study indicates the need for federal policy regulating practices like 

geodemographic research if the institution is to receive federal financial aid.  The 

enrollment managers in the study likened the utilization of geodemographic research to 

racial profiling.  If federal policy is not possible, states or professional associations need 

to step up and challenge higher education institutions to find another way.  Universities 

claim that these processes are necessary given the shrinking support from the state.  They 

must stop taking a victim’s stance and generate real, meaningful solutions for themselves 

before legislators take control of their destiny.

Implications for Practice

This study focused on the practitioner of enrollment management and its findings 

have significant implications for practice within the developing profession of enrollment 

management.  Since it is still a developing profession now is a critical time for enrollment 

management to define itself.  The complex dichotomy of the enrollment manager as 

entrepreneur and educator will need to be balanced as practice evolves. Enrollment 
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management is significantly changing the academic landscape of higher education 

through changing financial aid practices, increased marketing, and new academic 

offerings.

Through the increased marketing publications and websites, the student’s 

expectation of what college will be like is being shaped.  Academic administrators, 

especially those concerned with student retention, should pay close attention to marketing 

materials to ensure that false claims are not made and that the institution can deliver on 

the promises it makes or implies unintentionally.  Neither the institution nor the student is 

served well if a student enrolls with expectations from marketing that cannot be met upon 

enrollment.  

Second, given enrollment management’s responsiveness to external markets of 

demand, there is the potential to change the academic offerings of a college or university.  

It is not as easy to market a philosophy or anthropology program as it is to market 

business or nursing programs with their specific job outcomes.  As society becomes more 

accustomed to instant gratification, enrollment management could spell the end of some 

traditional, liberal arts degrees that are not contributing to their institution’s enrollment 

needs.

 Given the results-oriented nature of enrollment management and its focus on 

generating revenue for the institution, an additional implication for practice calls into 

question where the organizational structure will stop.  Enrollment organizations are 

growing large quickly on many campuses with the rationale that anything that affects 

enrollment should fall under the responsibility of the chief enrollment management 
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officer.  Many of the enrollment managers in the study talked about the necessity for 

them to have control or input over practices like housing and other traditional service 

auxiliaries on campus.  Student affairs could see traditional organizational structures 

deconstructed in the coming decade, in the name of results and increased profit.  

Traditional enrollment management offices have their roots in student affairs and have 

been reorganized into this new paradigm based on results and profit.  Further, graduate 

programs in student affairs and higher education need to devote increased time to the 

study of enrollment management and its broad reaching effects across all sectors of the 

university.  New professionals will need to be versed in enrollment management thought 

to operate effectively in the modern university.

Suggestions for Future Research

In the course of the data collection and analysis topics for future research 

emerged.  They will be offered here as suggestions for future research in the enrollment 

management area.  The study examined the influences and strategy of enrollment 

managers in population growth states given the assumption that these enrollment 

managers and their institutions, will have more choices in student population available. 

The most likely study is to contrast this one and examine the influences and strategies of 

enrollment managers in states predicted to experience negative or flat population growth.

An additional option for an additional study is a case study of the enrollment 

practices of one of the institutions in this study.  This study did not offer a deep 
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examination of enrollment management practices and techniques such as the utilization 

of geodemographic research in recruitment and the manipulation of institutional funds to 

generate maximum net tuition revenue.  A case study approach that “follows the dollars” 

could offer tremendous empirical insight into the enrollment management profession.  

This study would be further enhanced by employment of longitudinal data that tracks 

allocation of funds, student enrollment trends, and access related issues associated with 

enrollment both before and after the implementation of geodemographic research.

Second, as geodemographic research and the utilization of this information 

become more prevalent a study that examines the recruiting practices and patterns of 

public universities is needed.  Geodemographic research is assisting universities in 

crafting their applicant pool and could lead to a reduction in recruiting staff and 

recruitment processes.  Looking especially at prestigious public universities is important 

because they are beginning to have the ability to reduce the number of outreach staff due 

to increased marketing.  This study could shed tremendous light on the way institutions 

view access.

Finally, enrollment management has given rise to ancillary professions including 

the profession of enrollment management consultants.  Many of the CEMOs in the study 

spoke about consultants and how they are affecting the work, behaviors, and spending 

patterns of institutions beyond the ones with which they specifically consult.  This new 

profession should be examined given its ability to have widespread impact on the entire 

higher education system in the United States.  A quick review of the biographies and 

photographs of Noel-Levitz consultants (www.noellevtiz.com) indicates that the 



157

individuals promoting competitive practices are mostly Caucasian and come from 

privileged higher education backgrounds.  Other ancillary professions to be examined 

include technology related corporations that develop student information management 

systems, customer relationship management systems, and marketing products.

Conclusion

Enrollment management is at the crossroads of financial growth, student quality, 

and access for marginalized populations.  The profession is experiencing a dichotomy 

between the espoused values of its leaders and the new ideology under which they are 

obligated to operate.  Ideologies are maintained and advanced by individuals and systems 

that allow its principles to perpetuate.  Enrollment managers have the choice to shed the 

values of the past and advance the new ideology or return to their educator roots.  Their 

decision has profound impacts on the future demography of United States public higher 

education.
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APPENDIX A

INTERVIEW PROTOCOL

CONTEXT
• Tell me about how you found your way into this position.

• Tell me about the qualities you believe make a successful chief enrollment 
management officer.

• Tell me about what has prepared you best for your role as a chief enrollment 
management officer?

• What is your vision for enrollment management at your institution?  What 
informs your vision and strategic direction?  

• When you think about the vision you described, how will you know have 
achieved that vision? 

• Tell me what you think are some of the contemporary issues in enrollment 
management.    How are they affecting work at your institution?

PROCESS/POSITION
• Tell me about the type of decisions you make.  

• Tell me about your decision making style.

• Tell me about decisions that have challenged you.

• Do you see alternatives to the decisions you make or are they forced choices?
Tell me more about what this means?  Who are the players?  What are the 
circumstances that contribute to your decisions?

• Tell me about the internal influences on the decisions you make.

• Tell me about the external influences on the decisions you make.

• Who is really good at this job?  Why did you select these individuals?

ASSESSMENT
• How are your efforts deemed effective or ineffective?
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