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Introduction

• In this session, you will learn how Holyoke Community College 
developed the college's first SEM plan from the ground up, with no 
strategic plan in place, with transitioning leadership, all while facing 
the challenges of enrollment declines, changing demographics, and 
diminished state funding.



Learning Outcomes

•First Learning Outcome: Participants will learn how to build a strong and informed 

SEM team

•Second Learning Outcome: Participants will learn how to review internal and external 

data to inform SEM plan

•Third Learning Outcome: Participants will gain an understanding of how a strong SEM 

plan can guide the development of a Strategic Plan

•Core Competencies: Interpretation and Application of Institutional and External Data, 

Leadership and Management



Where do you even begin???









SEM Planning

SEM planning is…

• Future and long-term 
focused

• Data-informed

• Challenging

SEM planning is not…

• Fixing operational issues

• Silver bullet or even 
silver buckshot

• Isolated to one office or 
area



Core Enrollment Management Principles

1. No enrollment effort is successful without quality academic 
programs

2. Recruitment and retention are on-going, multi-year processes 
with strong access to research and data

3. The most successful recruitment programs clearly 
differentiate the student experience from competitors

4. The most successful retention programs clearly address 
students’ needs and regularly engage students in academic 
and non-academic programs



SEM Transition Model

Denial

Nominal

Structural

Tactical

Strategic

Adapted from Dolence



SEM Planning Framework

Tactics

Strategies

Enrollment Infrastructure

Strategic Enrollment Goals

Data Collection and Analysis

Key Enrollment Indicators

Institutional Strategic Plan

Sustainable

Enrollment

Outcomes



Developing the SEM Team



SEM Steering Committee Composition

• Dean of Enrollment 
Management (lead)

• VP of Administration & Finance 
(Cabinet Sponsor)

• Dean of Business & Technology

• Dean of Online Learning

• Chair of Health Sciences

• Chair Liberal Arts & Sciences

• Director of Enterprise 
Applications

• Director of Institutional 
Research

• Director of Planning & 
Assessment

• Director of Retention

• Director of Marketing

• AVP Workforce Development



Who is 
on your 
team?

2 min



Planning Timeline
July 26 Structure, Form & Function

August 2 Research questions

August 23 Data development

Sept 13 Data development + introduction of academic program review

Sept 27 Data development

Oct 11 Compile data into plan framework

Oct 25 Revise plan framework

Nov 8 Float to campus constituents for feedback

Nov 15 Make revisions

Dec 6 Present to Cabinet



Establish objective by asking questions

Describe the reason(s) why your institution is 
embarking on a SEM planning process. What is 
the impetus behind your project?

What are the primary goals for the SEM plan? 
● academic plan?
● budget plan?
● other specific goals?

What are the secondary goals that you hope to 
accomplish with the SEM plan?

● strengthen the overall culture of SEM on 
campus?

● get certain stakeholders more involved?

2 min



Our SEM Planning Objective:
Objective: Develop a data-informed enrollment management plan that is 

strategic and aligned with the institution’s mission and strategic plan. The 

enrollment management plan will serve as a guide to the enrollment and 

retention related activities of the college over the period of the plan. Through 

a comprehensive and strategic enrollment management plan, the college 

will be able to:

● Make clearer choices about growth

● Connect the budget to course scheduling, office staffing, and 

marketing resources

● Develop long-range planning for programs, facilities, and 

technology





How are new programs developed?

How are programs sunsetted (closed, mothballed)?

What classes are the most portable (can be applied to the most 
majors)?

When are those classes offered?

Which classes have the highest DFW rates?

Which classes have the highest enrollments?

What factors are considered when building the course schedule?

What opportunities exist by minimizing the number of degree options?

How is the facilities plan connected to enrollment goals?



What are the retention rates of students in special programs?

How are our financial aid awards impacting enrollment?

What are the average # of credits students take each semester?

What are the average # of credits students take to earn a degree?

What is our current survey culture?

How do we differentiate ourselves from our top 5 competitors?

How do we engage stop-outs?

What is our yield by event?

What are the retention rates for each assigned advisor?
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• Fall-to-Fall retention rates were hovering around 50%

• Market potential from the adult population with less than an associate’s 

degree (170,000+)

• The fastest growing occupations in our area are Registered Nurses, 

Personal Care Aides, Home Health Aides, Food prep and food service, and 

Retail workers.

• There is still opportunity with high school graduates in our area

• The poverty rate in our region is high

• Achievement gaps

• Students attending full-time for at least one semester do better

• Transfer is a key component of our mission

• 50% of Holyoke residents identify as Hispanic or Latino



Goal Development

• Recruitment
• Enrollment
• Retention

• Completion



Data-informed Recruitment Goals

• Historical applicant yield

• Demographic break-down of applicant pool

• Historical high-school graduate market share



Recruitment Goals

1. Maintain applicant yield at 60% through 2021. 

2. Increase the number of applications from adult learners (age 25 

and older) from 1,970 in fall 2017 to 2,029 in fall 2020, a 3% 

increase.

3. Increase market share of enrollment from recent high school 

graduates from 15% in Fall 2016 to 18% in Fall 2020. 

4. Increase the % of Hispanic/Latino students at HCC from 28% in 

Fall 2017 to 31% in Fall 2020.



Data-Informed Enrollment Goals

• 3-year average headcount

• 3-year average FTE

• 3-year average number of credits



Enrollment Goal

1. Increase annual FTE from 3,812 in 2016-17 to 3,936 

FTE in 2020-21, a 3% increase.



Data-Informed Retention Goals

• New student onboarding

• Recognizing achievement

• Support for underrepresented minorities



Retention Goals

1. Increase fall to fall retention of FTDS cohort from 

51% to 54%, a 3 percentage point increase from the 

baseline.

2. Increase fall to fall retention of FTDS Hispanic/Latino 

cohort from 44% to 50%, a 6 percentage point 

increase from the baseline.



Data-Informed Completion Goals

• Major selection & major changes

• Summer and Wintersession

• Incentivizing Full-Time enrollment



Completion Goals

1. Increase the fall 2018 FTDS cohort 150% of normal 

time (3 years to complete degree or 1.5 years to 

complete certificate) graduation rate to 18% - an 

increase of 3 percentage points from the 3 year 

baseline of 15%.



Strategies &
 Tactics



Recruitment Strategies & Tactics - Goal 1

a. To maintain applicant yield, the college will:

i. Conduct analysis of number and type of communication 

touch points throughout enrollment cycle

1. Optimize written communication for length and 

content

a. Jargon-free; 1st generation friendly

b. Just-in-time action steps for each stage in 

enrollment process

https://www.eab.com/research-and-insights/community-college-executive-forum/custom/2015/02/strategic-planning-for-communications
https://www.eab.com/daily-briefing/resources/practices/1009?elq_cid=3179984&x_id=003C000002C0a3RIAR&WT.mc_id=Email|Daily+Briefing+BPOW|SAF|Oct-09-2017|||&elqTrackId=fcfa6b52123b45d39af9ec8727407ac2&elq=80fd23b9e37c47818f74198b68cd4c97&elqaid=71332&elqat=1&elqCampaignId=33453
https://www.eab.com/research-and-insights/community-college-executive-forum/expert-insights/2016/reverse-enrollment-declines


Recruitment Strategies & Tactics - Goal 2

a. To increase the number of applications from adult learners (age 25 and 

older), the college will:

i. Direct market to adults who have less than a college degree

1. Geofence captive audiences such as Holyoke and Springfield bus 

transfer stations, Six Flags, The Big E, The Holyoke Mall, Holyoke 

Medical Center

2. Conduct targeted outreach to minimum-wage employees of area 

businesses

ii. Develop partnerships with employers who offer tuition remission 

programs

iii. Develop strong partnerships with ABE and TCC programs

1. Implement non-credit to credit course discount program

https://www.eab.com/-/media/EAB/Research-and-Insights/CCF/Studies/2016/33207_CCEF_Shifting_Enrollment.pdf#page=71
https://www.eab.com/-/media/EAB/Research-and-Insights/CCF/Studies/2016/Recpaturing-Adult-Learner-Enrollments/31112-Recapturing-Adult-Learner-Enrollments.pdf#page=25
https://www.eab.com/-/media/EAB/Research-and-Insights/CCF/Studies/2016/Recpaturing-Adult-Learner-Enrollments/31112-Recapturing-Adult-Learner-Enrollments.pdf#page=31


Recruitment Strategies & Tactics - Goal 3

a. To increase enrollment from service area high schools, the college will:

i. Utilize our own success data when marketing and promoting HCC to 

service area high schools

1. Develop testimonial materials in multiple media modalities (print, 

online ads, video, etc.)

2. Showcase successful graduate data on transfer rates, graduation 

from 4-year rates, licensure exam pass rates, and job placement 

rates

3. Highlight HCC transfer options and cost-savings when utilizing those 

options

https://www.eab.com/daily-briefing/2017/08/14/5-ideas-for-harnessing-the-power-of-word-of-mouth-marketing
http://www.mass.edu/masstransfer/tools/savings.asp


Recruitment Strategies & Tactics - Goal 3 
(cont.)

1. Highlight employers of HCC graduates

i. Market directly to high school students and influencers

1. Geofence college fairs, high school athletic events, 

high school graduations

2. Develop specific campaigns to parents and influencers

a. Develop materials in Spanish and English

https://www.eab.com/-/media/EAB/Research-and-Insights/CCF/Studies/2016/33207_CCEF_Shifting_Enrollment.pdf#page=71


Recruitment Strategies & Tactics - Goal 3 
(cont.)

i. Utilize preliminary financial aid estimate letters to inform prospects of 

the affordability of HCC before they receive offers from other 

institutions

1. Review HCC timeline for processing and packaging aid in comparison 

to 4-year competitors

1. Utilize a student-centered culturally-responsive approach when assisting 

students in navigating the enrollment process

a. Implement GPS sessions to assist with onboarding of new students

b. Expand reach of the Puente Experience and MAS program

https://www.eab.com/-/media/EAB/Research-and-Insights/CCF/Studies/2016/33207_CCEF_Shifting_Enrollment.pdf#page=44
https://www.insidetrack.com/resources/stigma-support-looks-like-student-centered-college/
http://www.edexcelencia.org/program/puente-project-college-sequoias


Enrollment Strategies & Tactics - Goal 1

a. To increase annual FTE, the college will:

i. Increase the % of students taking 15 or more credits from 8.6% of total 

headcount in fall 2017 to 9.6% of total headcount in fall 2020.

1. Explore capping tuition and fees at 12 credits

ii. Increase the average number of credits taken by students from 9.83 in 

fall 2017 to 9.94 in fall 2020.

1. educate students on benefits of full-time enrollment (time and cost 

to completion)

2. promote summer and winter session enrollment

a. identify grant opportunities for free courses & support services



Enrollment Strategies & Tactics - Goal 1 
(cont.)

1. To increase enrollment of adult learners, the college will:

a. Implement adult-learner GPS sessions to assist with onboarding 

of adult students and minimize anxiety

b. Revise the transcript review process to enhance utilization of 

prerequisite options

i. Develop a searchable database of all courses from other 

colleges that have been approved as prerequisite courses at 

HCC

ii. Utilize Banner to document a student’s completion of 

prerequisites without official transfer of credits



Enrollment Strategies & Tactics - Goal 1 
(cont.)

a. Accept credit for prior learning

i. Develop Prior Learning Assessment Taxonomy

b. Utilize deferred tuition reimbursement billing for students with 

third party pay

c. Minimize the trips to campus

i. Expand already existing online platforms and processes in 

place for online students to serve all students

d. Increase the number of programs that can be completed fully 

online, evenings and/or weekends

http://www.aacrao.org/docs/default-source/TrendTopic/Transfer/a-guide-to-best-practices-awarding-transfer-and-prior-learning-credit.pdf
https://www.eab.com/-/media/EAB/Research-and-Insights/CCF/Toolkits/2016/Adult-Learner-Recruitment-Toolkit/Prior-Learning-Assessment-Taxonomy.pdf
https://www.eab.com/research-and-insights/community-college-executive-forum/studies/2016/recapturing-adult-learner-enrollments


Retention Strategies & Tactics - Goal 1

a. To increase fall to fall retention rate of FTDS students, the college will:

i. Provide a consistent and thorough onboarding experience for new 

students

1. Prompt through text message when an important email requiring 

action has been sent to student email  (i.e Your financial aid 

application has been selected for verification. Here’s what you need 

to do next.)

2. Provide personalized resource nudges for services best suited to 

student profile

http://www.npr.org/sections/ed/2014/07/08/329465900/how-a-text-message-could-revolutionize-student-aid
https://www.eab.com/-/media/EAB/Research-and-Insights/CCF/Studies/2015/Preventing-Early-Attrition/CCEF-Preventing-Early-Attrition.pdf#page=57


Retention Strategies & Tactics - Goal 1 (cont.)

i. Explore the option to allow students to register for more than one term 

at a time

1. Align on-campus and online services to student needs and connect 

students to those services at the right time

2. Conduct exit survey with students who withdraw from all classes

ii. Focus on retention of online students.

1. Use analytics to support online student retention

iii. Implement proactive advising for continuing students

https://www.eab.com/-/media/EAB/Research-and-Insights/CCF/Studies/2015/Preventing-Early-Attrition/CCEF-Preventing-Early-Attrition.pdf#page=50
https://evolllution.com/attracting-students/retention/the-role-of-proactive-advising-in-student-success-and-retention/


Retention Strategies & Tactics - Goal 2

a. To increase retention of Latino students, the college will:

i. Encourage students to continue through the summer with year-round 

Pell or summer scholarship opportunities

ii. Hire Latino faculty and train existing faculty in Bridging Cultures 

curriculum

iii. Expand reach of the Puente Experience and MAS program

https://www.eab.com/-/media/EAB/Research-and-Insights/CCF/Studies/2015/Preventing-Early-Attrition/CCEF-Preventing-Early-Attrition.pdf#page=52
https://www.eab.com/-/media/EAB/Research-and-Insights/CCF/Studies/2015/Preventing-Early-Attrition/CCEF-Preventing-Early-Attrition.pdf#page=52
http://www.edexcelencia.org/gateway/download/30386/1508445905
http://www.edexcelencia.org/program/puente-project-college-sequoias


Completion Strategies & Tactics - Goal 1

a. To increase the graduation rate, the college will:

i. Provide structured academic planning and career counseling during the 

onboarding process to facilitate an accurate degree or certificate 

selection

ii. Increase summer course offerings, market year-round Pell and summer 

scholarships to encourage year-round enrollment and persistence

iii. Implement a robust reverse-transfer program

iv. Revise residency requirement to 25%, or 45 credits allowed in transfer

http://www.aacc.nche.edu/Publications/datapoints/Documents/DataPoints_July25.pdf
https://ifap.ed.gov/dpcletters/GEN1706.html
https://ccrc.tc.columbia.edu/media/k2/attachments/impact-year-round-pell-grants-academic-employment-outcomes.pdf
https://ccrc.tc.columbia.edu/presentation/reverse-transfer-guided-pathways.html


SEM Transition Model

Denial

Nominal

Structural

Tactical

Strategic

Adapted from Dolence
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Q&A and Follow-up

Renee Tastad
Interim A.V.P. Student Affairs & Dean of Enrollment Management

Holyoke Community College

rtastad@hcc.edu

Please complete the session evaluation using the AACRAO mobile app.


