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' ' "Short Range Stabilization Actions: ‘
- N . Good But Not Enough"
‘ by ) ' {

Frank R. Kemerer
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‘%
- The controversidl issue of whether or not there will be a net énrollment

v .

'dec11n? for higher edycation in th1s decade will not be resolved untll the -
figures are tabulated.} But for many pub11c and private co]leges and — -
universities, the answer is a]ready in: enrollments have seriously dP- .
clined. Vhat can_an institution do when faced with an enroliment short-

fall?- One approach‘ws.to send adm1n1st\5tors to as many recru1t1na and\\

' retent1on‘workshops adéert1sed in The Chronicle of Higher Education as
hbssib]e‘and a!“fhe same tim%iErEToFe the campus thr?ughxa b i;za;g_Of
.~ brochures., radio spots, po§ters,‘§nd the like. Not on[y such methods
dangerouély close f?“panic-induced hucks}erism, they also constitute a :
serious draiﬁ on a]reédy st}aiﬁed'resources. A campus expgriencing
enrollwent declines is in no pOSigion/to spend tjme and money foo]ishly.
Lo The firstrpart of this paper sets forth any_tinative approach to aghieve
" short-term enro]]ment s%abi1ization It is based in bart on the author's
exper1ences at one State Un1vers1tj of New York campus and in. part on a

contznu1n;\study of. enro]]ment management concepts and techniques. Even

£

though a successful short—raﬂﬁe effort can pay handsome dividends, it

‘ will not be énough to assure institutional vitality in the tough years ’
ahead, a point advanced in the second part. Unless short-range stabilization is
- followed by tﬁg integration of #nroliment decjéion making with campus

governance, the institution is likely to realize only a short respite from

[}
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ehro]]ment probYems. Not capita]izing on. the fruits of short-range
stabilization qg]l truly be a missed opportun1ty, carrying potent1a11y

serious consequences for 1nst1tut1ona] surv1va1

. -

. - . A

ENROLLMENT SHORTFALL: A CASE IN POINT =~ . A

The State Un1vers1ty of New York (SUNY) Co]lege of Arts and Science
at Geneséo is oné of thifteen arts and science co]]egé’-in the 29-campus

state-operated SUNY system. It is located in the V1]1age of Geneseo on the

Fthe Geneseo Valley in Upstate New York, about 30 miles south of

Rochester and 70 miles east of Buffalo. - Like its s1ster 1nst1tuttons;
4

Geneseo began as a teacher prepanet1on school, then transformed itself

1nto a-liberal arts college awarding bache]ors and masters degrees.

+

targely re51dent1a1 the campus boosted an enro]]ment of about 5300 FTE

" by the:mid-1970§, up sharply from the‘2000 students of a decade before.
N ~ ) .
Host of {ts students come fyrom the western part of the state, with a growing
* L

’percentage coming from the metropolitan New York City area.’

, )

I
-

Ehrollment Problems Surface

LR 1

ecessary in order-to ma1nta1n a freshman c]ass 51ze of about 1200

/

" /A ,3 -

In 1971, the campus granted admission to about §6 percent of the -
total number of freshman applicants. But oy 1975, the percent being

- o

admitted had dramatically increased, to‘84'percent: This increase was

i Ra AR
A

students. Thus, as earTy as 1973 the f1gures showed that the "yield"

of enro]]ed students from those being granted adm1ss1on/had dec‘1ned sig-

nificantly. Apparently, more and more students were choos1ng the co?lege

as‘a back-up institution. * . A A: AR L .
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From the fall of 1975 to the fall. of 1977, the recruitment situation

worsened. The number of_ apnﬁ1cants in the app]zcant pool dec11ned by lf
nearly 1000, and as)a resu]t the size of the freshman class dr0pped by ‘
40Q students. A s1mu1taneous decline in’the number of transfer Qtudents

. enro]]ing left the co]Tege 500 students qﬁbrt. What was parfycu]ar]y

d1sthrb1ngabout th1s:;kkl was that the number of high schoo]Agraduates in
New York State was continui g to increase! No ;ignif%cant decrease was

expected unt1] the end of the decade. If Geneseo was already experiencing

L 4

¢

Y dec11nes, what woyld happen then?
- Equally d1sturb1ng was-the fact that_the financial.collapse of Neg\h
York Ci4¥ in 1375 had ushered in a period of retrenchment in SUNY. From
« 1975 to;1977, a total of 2500 positfons were de]eted formfthe University's -
budget.] Of these, 163 were faculty and 83 were professional staff members.
Could Qeneseo recoup.its 1oses in sufficient time to avoid having £6

. retrengh a large number of employees? . \
. , ) \ ’ 4 . ' ) 7
!, .Stabiljzation Actions Are Initiated : \

L the initigtion of the office of .the president; a,broad-based Task

- "

. v ) \ : .
Force fon Recruitment'and Retention was established in the spring of:1977.

+ This JasmForce, conducting its work through subconmitteES, focused on

recruiting in the spring of that year, with retention matters defenred
untdl the next’fall. Tnis paper will focus only on the forme} Among
. - L its ﬂwrst recommendations was the structLra] rea11gnment of the office of
- admjgsions with the off1ce of the president. The pres1dent accepted this

recofmendation, breadening it to include theofficesof&financial aid, career
| s ' . T . !
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.p]anning and placement and student orientftion. The executive

assxstant to the-pre51dent was g1ven the respons1b111ty of adm1n1ster1ng

f 3 -~

the new unit, called Co]]ege Enro]]ment Policy and P]ann1ng (cepp), a]ong

w1th sharedirespons1b111ty with the vice pre51dent of acaden1c affairs for
Al

the off1ce of 1nst1tut1ona1 research The presldent agreed W1th members

of the Task Force that on]y structural rea11gnment could assure h1gh
’J R L
pr1or1t¥ for recru1t1ng, adm1ssions, and retention matters, given the

climate of retrenchment. The presndent also accepted a Task Force ).

+

recommendation that a new department of pub1ications be established in the -

office Qf college relations to coordinate the development and adminis-
. .

. tration %f/a co]1ege-wjde publications.program. : ) &

»

‘4 A three-day retreat,spaid for #n part by the SUNY Chancellor's!
pffice, ‘was held ;n the summer of 1977 fog 40 key’%dministrators, tenured
and nontenu:ed facu]ty members , gnd studentg\to debate the pre];m1nary
recommendat1ons of the Task Force and future misston of the college. If
noth1ng e]se th1s carefully planned sequence of d1scuss1ons promoted

auarenes among representat1ves of campus const1tuenc1es that enro]]ment

prob]ems ey1sted and were serious. A fall facu]ty convocat1on together

, with d1ssem1natwon,gf the summer conference resource documeﬁts and

pasition papers kept the issue a]1ve among all’ members of the campus ‘

-

commun1ty Not gn]y was understand1ng enhanced, the suggestions advanced
’
through these many avenués served to promote a pos1t1ve attitude toward

dea11ng w1th the prob]em .Up to th1s t1me the campus had been content '
\

to- have a purpos Sind pr1or1t1es conmittee prepare suggestions for adapting

o the co}Tege to a stead11yeshr1nk1ng‘student body.' The president, his key

R -
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advisors, and m rembers of CEPP continually, asserted that the co]?ege cou]d

assert cons1derab1e control over 1ts destiny -- 1§xnembers of the campus

commun1ty would pull together.

. Centra1<to’the sfabj]ization action were efforts by.che new.director
of admisgions ﬂthe previous director had retired) to revita]ize the office
.of admiesions Beginning with an 1nterna1 opFrat1ons aud1t act1ons were
taken to achieve d1fferent1ated staff1ng, to stream]wne the flow of paper-
;\; work, and to assess staff effect1veness At the same t1me a host of !
‘ programs was b%1ng deve]oped by CEPP adm1n1strators to beef up recru1t1ng
in Tight of research findings now be1ng reported by the offrce of institu-
_t1ona1 research. Numerous programs were implemented in the fall and w1nter <
. of 1977-78. Space precludes descr1b1ng mere than a few of the more : ‘\‘
notab]e: N ‘
1. An Admiosions Internship,Program: This program provided N
. ' a much needed increase dn admissfons';taffing at 1ow‘cost: N
, -. At the same time, it offered an opporcunity'for the colTege's,
. " -graduates interested in‘student ‘service WOrk ‘to attain
. . exper1ence.' Two ;nterns were selected from a number of )
. s applicants by a screening cqmm1ttee. Thethere expected to
o functionasfu11:f1edgedadmis§ionsofficersunderthesupervision
- ‘ of the-director of admissions. Eachwas paid a ;t;pend of $3000, "
‘ ‘ given room and board in campus housing, and an oppertunfty f-
| . o for tuitfon-free graduate study at a sister institution, -
| | B 3 ‘Jki |
: ~ ) -, - L.
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2. An Adjunct Recruiter Program: This vastly increased school-

>

-qg " ' by-sthoo] recruiting éfforts by drawing on the services of

o*

e IR t@os; adninistrators who previoUsiy had had some admissions
bffice experience. Se;Eh administrators were able to be ,

reI;aSed'frbm regular duties for one to tw6 weeks of re- o . -

- recruiting. The seven were ﬁ%ven an orientg&ion program

ind appropriate materials;fall 'sci{.gdu}ing‘was handled by

the office of admissions.

» 3. The Student Volunteer Admissions Program: Some 125 students,
" mostly freshnen and sophomotes, agreed td\meet with intereséed
high school étudent; over the Christmas_aﬁh spr%ng breaks

in their hometown communities to acquainf them with‘campus
life. ?he;e volunteers wer%;given 39 orientatien program,
appropriate materials and the names and addresses’of

sfudentg vho had either applied or expressea some interest

in the college. Letters were also sent to high sch@p]; in
the%% communities indicating the vq]qnteers would be avail-

able to meet with interestéd students. -

v 4. The Alumni Volunteer Admissions Program: Later,.the same

approach used with student volunteers was used to assemble
Y -

an enthusiastic alumni ‘group to do field work on behalf

- of the college. -

H
.

; -5. Communications Proégam: New equipment including dictaphones for

i

counselors, small ##it continuous tape players, and word
processing equipment vastly increased person-to-person communi-

.. cation. Various categories of names and addresses were placed
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r on computer tape for instant retrieval and correspondence.
. [ ¢ .
) A publication program for admissions office stattonery,

¥ & - , . . ‘A . , ‘\

'campus,viewboog, and sini1ar items was, developed with
rap;._tUrn-around time. Later; the program was
expanded to include brochures for every academic de-
partment. A telephone watts line‘was added. Later,

high schoo] and transf}: counselor newsletters were T4

+

started as was a D1rector s Newsletter circulated to
\ members of ‘the campus commUn1ty Members/nfvaPP put -
® . " together a high sch001 counse11ng program ca]led "Is
‘ Collegewin qur Future?" to be presented at area high o

schools on an\1nv1tat1ona1 basis. i

6. Departmenta] Liaison Program: Each academic department

. - was asked by the president to name one person to work with Cw
y theoffice of admissions in corresponding with interested

students, providing department tours, ‘and planning \

brochures. This:prodram received h{ph visibility Lo
L ‘thrpudn prientation sessions and social events

hosted by -the prpsident. ‘ o

The Resyits

. Despite quadrup]ing the number of high SCDOQJ zisits in the fall of«=

1977 and the winter of 1978 the appl1c ol continued to decline.
7
A ' This was not unexpected since the timeframe was so short
. Later, the new effort paid off handsome]y in this respect, as the figures
. " : *\
for 1979 and 1980 indicate.
4 Because the applicant pool had not increpsed, an aggressive rein-

forcement éffort was begun to‘cointide with the end of the prime recruiting
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peridd, continuing until 1ét33ﬁ9ring\qhen applicants had tb;decide
_ where .they would enroll. A mailing program'wa; designed so that each
app] icant received somethmg from the co‘l]ege eve{ry)week In the past,
a huge packet had been sent &hen a ‘student waS\edm1tted,,w1th little
" sent out thereafter A few of the 1tems ma11ed 1nc1uded housing 1nforhation‘
" with a covering letter fron the director of heusing, a specially prepared
financial aids brochure a special edition of the student newspaper, and
a careerxp]ann1ng brochure withra covering 1etter ,from the dean of career
p]ann1ng'§nd placement. The reinforcement campalgn\§u1m1nated in a first-
c]dss, a]]:day open house at_which‘faculty dnd.the administrption, in- - °
c].udingr th? president, were highly visible. | ) o.
The statistics®show that the real payoff that tirst year' came in the
. ]brge juhp {n‘percent accepting their offers of admission. The yield
increased again in 1979. At the s#me t1me the number of studentsf/9p1y1ng
only to Geneseo in the SUNYi;ystem rose sharply, reachrng a 127 percent

*

increase in. the three—year period from 1977-1980.

. These agplicants are pqrt1c]ar1y.we1come,-s1n;e the enroliment yié}d of
sing]e applicants is almost doub]e that of non-single gpplicants./ Even
nore pleasing, the quality of the freshban class steadily éﬁimbed‘unti]
by 1980, the mean SAT scores reached 1017, the best s1nce 1977, and the
high schoo] average reached 86.2, equalling that of 1973 At this moment,

Geneseo is experiencing 1ts best year in recru1t1ng to date‘&desp1te

dec]wnes in annual numbers of high schoo] ‘graduates in New York. State.

Y




An Important By-Product - ' ' e

— <
’

The most. important by-product of short range stabilization is thes

‘\l

deve]opment of a comprehens1ve management information system on enroli-

ment. Without such 1nfonnat1on, adm1n1strat0rs have 11tt1e but qui
reactions to steer them. Enro]]ment research is not a one-time effprt
but a continuous operat1on to monitor external and 1nterna1 cond1t1ons
F1gure 2 out11ne< the two types of data to be produced As 1nd1cated in
‘the figure; some information must be generated annually, while otherg‘
information shqg]d be obtained periodically in the interest of systematic
eva]uatioﬁ of campus programs and services‘ Mdst institutfons have the
capab111ty to_develop such an enro]lnent information system on their
-ovn w1thout spending precfbus dollars on outside consu]t1ng firms to do
th1s for them. And, w1th some admin1stnat1ve adaustment, institutions can
likewise draw on their own ta]ent to meunt an efféct1ve market1ng program
Indeed the decision to "farn out" research’and marketing to a public.
re]at1ons f1rm may in man9 1nstances be a sign that the campus cannot or

b
wx]llnot take the necessary steps to put its own house in order.

Simply getting the data and then confining it®to the boundar?ﬁs of
the admissions office is like clapping with one hand. For effective
enro]]ment'manadement to occur, all components'of the institution-~from -

the presidents office to the pHilosophy department--should utilize the

information in’decision making. However, if ‘the institution does nothing
" more than engage 15 short-range stabilization actions, it is un11ke1y'the

1 . ¥ R . 3 L3

data generated will stray very fa%(ﬁeygnd the office of institutional re-

search and office of admissions. Such seemed the situation at Geneseo.

, N . ‘& ]. 1
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ENROLLMENT RESEARCH
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Att’:tudmal Informuttdn (co'htmued)

of‘ htgh school and transfer counse]ors

-~ . 1, ‘Trend data (5 years) on number: in apphcant poo'l , 4 _ Survey ,
v number:and percent admitted,, and‘number and per-.;, (Per?ochcaﬂ :
) eent enro'l‘ied (yield) bys*roi~ 7w iviing A a.- Image of institution
S "Freshman, transfers, graduates - ' b, Evaluation of recruiting compared with
b. ~ Sex and race BT i * competition . ’
. .G Department/schoo.‘f « . .;. . €. Evaluation of information about campu sand *
d.- High school GPA rank " -, - programs ’ . '
, A .SA]'[ACT scores (qu&hty mdex) . '
1, ‘,} 5. -Survey of Drop Outs*** (Annua]]y)
2, Trend data. as above .on drop-outs R - . "a, .Directory information :
K . Y¥hat doing now? - -
. '(rend dafa on student maJors by department/ c.. Factors causing drop* out ,
. o school ol . ) d. 'Attitude toward campus services ’
* a4 - Names- and.addresses of sta'ﬂed students by N 6. Survey of enrolled students (Periodicaﬂy) -
= ) department/sclloot oy P & a. Directory information .
‘ e L T ~ .. . -b., Attitude toward campus services -
B. ‘Att1tudma1 Information* . %, 77 o ;‘; o v ' . .
o ’ ' . 7.. Survey of graduates (Annually) -
%21, Survey of ‘freshman, tr'ansfer, graduate appH-_ ) . a. Directory information
e cants to determine what factors prompted them § b. What doing noW%? . ‘
t " to make application (Periodically) . .C. Reactions to college - _J
., “a. I[j;;;ectory)mformat'lon (sex, age, HSA ' d. Suggitions- -for change '% i
etc, o . ‘v
\)\ o b. ' Reasons for applying t * Survey instruments are avaidable from suc groups .as NCHEHS
. e c. Relative weight of mduceme‘ht factors ’~,.. ".and ETS; where appropriate, local instruments can+also be
- Cod, Comparison with competiters . . used Nhen time and mopey preclude conductﬁ@ a comprehen-
sive study, telephone surveys: can serve as & 9\0p gap measure
- 2. Survey of admttt%udents who did not enroﬂ** s
g (Pertod ly) s ) _ *% A separate survey of sm}le applicants can be conducted--
T u Directory infermation will highlight pu‘bhc-prwate differencés.
’ -b. Reasons - for hot enro]th . R
-+ %** Can be separated nto dtsmtssals and non-dismissals. Also,
3. Survey of new]v enrolied studerﬁts (Annuaﬂy) . can do a(talent Noss survey--those with a high GPA who
. a. Dtrettory information -% =~ .7 s did not redurn. .
- 4 b. "~ Reasons for enro]hng : ,
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'%ystems, diverse cormittee memberships, and continuous communication were

" 173-188. a ///

GOOD' BUT NOT ENOUGH

o

Despite all of fhe activity and its positive results, members of
CEPP.were disturbed by the fact that recruiting and retentiofi decision - 4
making continued to be .largely a peripheral matter insofar as campus

\ . A s v
governance was concerned. Efforts to intggrate it through liaison - A

‘.only‘partiallj successful.- Patterns of campus décision making remained

o . * » .
much as usual. Academic and student services program development were not

as tutored as they might have been in tefms of their impact on recruit- -

7

ment and retention. . .
Two members of th® CEPP unit wrote a paper in 1978 on how this h{ind
spot could be remedied. Entitled "The Internal Dimensions of Institutiponal

Marketings"* the article argues that only through significant organizational

restructuring can enrollment management become successful in the long run.

v

Central to this thesis is the creation of a new top-level administrative

position (or redefinition of an existing one), tentatively identified as

-~

the vice president for institutional advancement. The person holding this

position would coordinate institutional planning and also would have line -

responsibility for foices closely related io student recruitment and ‘.

retention., Offices which might fa]} into Fhis category include admjssions
/, )

*Ji11iam L. Caren and Frank R. Kemerer, "The Lnterna] Dimensions of

-
-~

Institutional Marketing," College and, University, Spring, 1979, pp.
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7 that collegeg and uyniversities which have undertaken short range stabili-

"lasting patierns.
By & ‘

e ' f 12 B
]?Jx

. ) \ . )
and recruiting, fipanciaJ aid, news.and information, publications,

1nst1tut1ona] regearch fund ra1s1ng, alumni affairs, and career
V’

p]ann1ng and placement.*

~' .

range stabi]izatibn actions and

Figure Q prov1des the cpntrast between short-

\structura] changes designed to

e

1ntegrate enrol]ment dec1szon making with campus governance,

P

Host corpora%eforgan1zat1ons have high<ranking officers and. comm1ttees
linking 1nterna] p]gynxng and resource allocation to the realities of the

external world.- S0™ too mug co]]eges and un1vers1t1es shed the1r 1vory
. '
tovier" governance charactef'1n favor .0f a more 0pensysxeu5 adninistrative

conf1gurat1on. }h§§1091c for ®oing 'so is clear; the means to bring it

about without creating internal disruption are not. It may be, however,

feo *

zation action wiL%,find their constituencies more willing to accept

. )
structural change in the intérest of converting short range gains into
> R PSS

-

ffhe details of such an amalgamation are discussed in the "Internal

)

Dimensions' .article previously referenced.
&
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- " Figure 3¢  STAGES OF COLLEGE ENROLLMENT MANAGEMENT

. Stage I: Stabilization' . Stage II: Integration
Purpose 1. Ha]& enrollment decline to allow Purpose Intngrate enroliment ‘hanagement with'
‘ . { for planning and reorganization : . campus administration -
: 2. . Increase facul: ty awareness of - .7 . .
s the problem \ .
‘ - »
- Sgogﬁ* :;'};. Focus #on student recruitment Scope ‘Structural relationship of enrollment
A (increase applicant pool and/.or planning and recruiting/retention- .
o _enroHee y1e1d) o ’ related functions to central adminis-
N © 2. "Focus om student retention tration and deliberative-bodies
IR . (decrease attrition) . . : .
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