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SEM 
Planning
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Heading 2 here

3 Strategic Goals

6 Areas of Focus
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Journey
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People & 

Planet

7 World –Class 
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One Flagship 

University
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and Resilience

A Stronger, 

More Inclusive 

University

Priority Actions for each 

Area of Focus
Deployable Tactics

BOT & 
Legislative 

Considerations

New 
Revenue 

Genera tion

Cost 
Containment

Rankings
Increased 
Opps for 
Students

Accreditation 
Standards

Administrative Leadership & 

Workgroups

Senate Committees 

& Academic Colleges 

SEM: AN 
ENTERPRISE 
RESPONSE

SEM is how we 
operationalize our 
Strategic Goals and Areas 
of Focus through the lens 
of enrollment and learner 
success guided by these 
considerations and 
deployable Tactics
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University Senate

University Bylaws, Article IX: “There shall be a University Senate that shall be a legislative 
body for the purpose of establishing minimum rules and general regulations the educational 

program and mission of the institution… The University Senate shall be regularly consulted 
by the Administration on matters pertaining to the Senate’s purview.”

Senate Committees

Curricula & Courses

Common Curriculum
Enrollment
Faculty Standards

Justice, Equity, Diversity, Inclusion

Nominating

Scholastic Standards
Student Welfare
University Budget

University Planning

Senate Executive Committee

SHARED GOVERNANCE & SEM PLANNING

University 

Strategic Plan

SEM Planning
Goals

Strategies
Tactics
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What type of university do 
we aspire to be? Institutional Size – How big will the university be 

in 5 years? Regional campuses?

Enrollment Mix – What is our desired on-line vs. 
in-seat enrollment? Credit vs. workforce training 
enrollment? What should our programmatic 
makeup look like?

Learner Experience – What experience do we 
desire for our students? What should be 
optional vs. mandatory?

Justice, Equity, Diversity, Inclusion, Belonging – 
How will our enrollment mix and our student 
experience address equity gaps in access, 
persistence and completion? How will we 
improve diversity, inclusion and belonging?Start with Why By Simon Sinek
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“Competing” Enrollment Goals

Access

Resources

Success

Optimal
Enrollment and 

Student Success
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SEM: AN ENTERPRISE RESPONSE

“Strategic enrollment management (SEM) is a concept and process that enables the fulfillment of 
institutional mission and students’ educational goals.”       ~ Bob Bontrager (2004)

Strategic Enrollment Management is a comprehensive process designed to help an institution 
achieve and maintain the optimum recruitment, retention, and graduation rates of students, 
where “optimum” is defined within the academic context of the institution. As such, SEM is an 
institution-wide process that embraces virtually every aspect of an institution’s function and 
culture.       ~ Michael Dolence

Enrollment management is a comprehensive and coordinated process that enables a college to 
identify enrollment goals that are allied with its mission, its strategic plan, its environment, and 
its resources, and to reach those goals through the effective integration of administrative 
processes, student services, curriculum planning, and market analysis.             
 ~ Christine Kerlin
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SEM is NOT . . .

1.A quick fix 

2.The work of a single administrative unit

3.Solely about recruitment and marketing

4.Grounded in anecdotal evidence

5.Disconnected from your strategic plan
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In other words… Not the Traditional 
Enrollment Perspective

Recruitment / 

Marketing

Initial 

Enrollment

Orientation
Co-curricular 

support

Degree/goal 

attainment

Academic 

support
RetentionFinancial 

Aid

Student’s college career

Classroom 

experience

Bontrager, 2004



Adapted from Bontrager, 2004 

by Gordon and Wankel, 2023
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SEM as a Linked Strategic Plan

Institutional Strategic Plan:

Vision, Budget, Governance

Academic Plan:

Programs, delivery, faculty

Facilities Plan:

Buildings, Grounds

Long Range Budget:

Tuition, Investments

SEM Plan:

Enrollment; Student 
Experience

Student Affairs Plan:

Learning, Recreation, Housing

Marketing Plan:

Image, Units, Alumni, 
Fundraising



Gordon and Wankel, 2023



An ITERATIVE Process
Right from the…

SHIFTING
ADJUSTING

ALIGNING TAKING ACTION

TWEAKING RE-PRIORITIZING

S T A R T
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The Purposes of SEM are Achieved by…

1. Establishing clear goals for the number 
and types of students needed to fulfill the 
institutional mission

2. Promoting learners’ academic success 
by improving access, transition, 
persistence, and graduation

3. Promoting institutional success by 
enabling effective strategic and financial 
planning

4. Creating a data-rich environment to 
inform decisions and evaluate strategies 

Adapted from Bontrager, 2004

5. Improving  process, organizational and 
financial efficiency and outcomes

6. Strengthening communications and 
marketing with internal and external 
stakeholders

7. Increasing collaboration and engagement 
among departments across the campus to 
support the enrollment efforts and learner 
success

8. Ensuring other planning initiatives are linked, 
integrated and extended to the SEM plan
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Building Your SEM Plan





➢ WHY we do what we do

➢ Clarity of institutional mission, 
vision, goals

➢ Core competencies

➢ Strategic direction

➢ Aggregate enrollment goals



➢ Internal benchmarks: KEI 
numbers over the past 3-5 
years

➢ Environmental scan
− Demographics
− Economics
− Market opportunities
− Competition

➢ Institutional research plan: 
designated reports and other 
data that was collected



➢ Student types: first year, transfer, dual 
enrollment, in-seat, workforce training, 
continuing ed, face-to-face/online, 
certificate, diploma, etc.

➢ Mix of students or Desired student 
groups: racial/ethnic diversity, academic 
ability, 1st gen; adult learners

➢ Geographic origin: local, regional, 
national

➢ Success Metrics: inquiries, applications, 
admits, enrolled, yield percentage, 
retention/persistence/completion rates

➢ Student satisfaction rates
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Take a closer look at 
how we might use the 
data:

SOAR , an
Internal/External
Matrix

Strengths Aspirations

Opportunities Results

Internal 
>

Internal 
External 
>

Internal 
External 
<

Internal 
<

Let’s Gather your Feedback
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Steering Committee’s Feedback on Graduate
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Steering Committee’s Feedback on Undergraduate
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After the SOAR…

• What stories are emerging that 
are supported by data and the 
SOAR at this point? 

• Stories help test the data.

• Stories help you understand the 
data that you have been studying. 

Data  tell, 

but

Stories  sell.
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Forming issues  
➢ An issue is a statement of “fact” that demands your attention and response.

➢ The issue is derived from the stories you are seeing in your qualitative and 
quantitative data and SOAR. 

➢ The issue statement begs the key question: “What are we going to do about it?”

➢ The issue may be a challenge, or it might be an opportunity.

➢ Clarifying your issues enables you to see what you really need to respond to…and 
to “make the case.” 

➢ This strengthens your ability to prioritize…and it becomes your rallying cry.
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From Environmental Scanning to Goal Development
Analyze Strengths, Opportunities, Aspirations and Results (SOAR)

Tell the stories that the data/SOAR represents

Identify the issues the data/SOAR reveals

Select the more pressing, or most impactful, issues…prioritize!

  Describe the goals that can or should be achieved by addressing 
those priorities

Respond to those priorities Action plans (strategies and tactics) 
and measure the results/outcomes



➢ A reflection of WHY we do 
what we do

➢ Focus: the institution’s desired 
future

➢ Based on: mission, data, and 
environmental scanning

➢ What issues do our data reveal 
about our enrollment and 
student experience?
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What are Enrollment and Learner Success 
Goals? 

1. The concise statements about where you are today and how far you want that to change at 
a fixed point in the future, but without a roadmap as to how to do it

2. Goals name the enrollment segment that will move and the experience we want them to 
have:

– First year full time, transfers, dual enrollment, adult learners, etc.

3. Goals state the starting point
– “from 686 degree-seeking first year full time in the fall 2020 term”

4. Goals state the desired ending point
– “to 1000 degree-seeking first year full time in the fall 2026 term”



➢ Sets the direction for HOW the 
goals will be met

➢ Bold ideas

➢ Integration with existing 
initiatives

➢ Utilize emerging technologies

➢ Financial aid/scholarships

➢ Academic programs:  mix and 
delivery systems

➢ Staffing: skill sets, strategic 
deployment

➢ Capacity for making effective 
enrollment decisions : positions, 
reporting lines, committees



➢ HOW the strategies will be met to 
then meet our goals

➢ Specific steps and actions that 
must be taken to achieve the 
strategies

➢ CRM to improve communication

➢ Degree Audit

➢ Automating workflows

➢ Redesigned website

➢ Curriculum management software

➢ Supplemental instruction

➢ Academic alert



Enrollment and Learner Success Goals 
Summarized 

• Mission, Vision, Values, Strategic Plan: the foundation stones of 
SEM

• Goals: 6-8 broad statements that will frame data-informed issues 
to drive change in your enrollment and learner success and allow 
you to meet the vision and strategic plan of the college.

• Strategies: 3-4 more focused, but still relatively broad, statements 
for each goal to identify a direction that will support that goal. 

• Tactics and action plans: 3-4 specific tactical statements for each 
strategy with supporting steps, timelines, personnel, and metrics 
to operationalize that strategy--the road map for how to achieve 
each strategy and support the goals. 



➢ The WHAT – RESULTS

➢ Accountability

➢ Measurements of success

➢ Timelines, milestones

➢ Internal benchmarks: KEI 
numbers over the past 3-5 
years

➢ Environmental scan
− Demographics
− Economics
− Market opportunities
− Competition

➢ Institutional research 
plan: designated reports 
and other data that was 
collected



➢ Consistently meeting goals 
over the long term

− Enabling more effective 
campus-wide planning

− Revisions to the institutional 
strategic plan

− Academic planning: 
curriculum, faculty needs

− Facility planning

− Financial planning

− Student affairs planning

➢ Achieving the institution’s 
desired future
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GET IN TOUCH
Jody Gordon, 
Senior Managing Consultant

gordonj@aacrao.org

Website: https://www.aacrao.org/consulting

THANK YOU!
Questions?

☺

mailto:gordonj@aacrao.org
https://www.aacrao.org/consulting
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