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Strategic Enrollment 

Planning
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Phases of strategic enrollment planning
SEP is a continuous and recursive process…

PHASE 2 PHASE 3 PHASE 4PHASE 1
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Graduate Program 

Growth
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ALL net undergrad growth has been among online students

Source: NCES. RNL analysis of numeric changes in total enrollment in "all classroom courses” (green) and "all 

distance courses" (blue).
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ALL net graduate growth has been among online students

Source: NCES. RNL analysis of numeric changes in total enrollment in "all classroom courses” (green) and "all 

distance courses" (blue).
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Graduate is growing while UG is shrinking all over the country

Undergrad                 Fall 2019-2021 Enrollment Change                     Graduate

© Copyright 2022 National Student Clearinghouse Research Center. All rights reserv ed.
Reprinted with permission. This material may not be posted, published, or distributed without permission from National Student Clearinghouse Research Center.
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More graduate students today want an online program 

than a F2F program

20%

48%

32%

Preferred Format

Classroom Hybrid Online

Source: RNL, 2021 Graduate Student Recruitment Report. Survey of 1,500 prospective graduate students. 
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Program Planning 

Process
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Successful Program Planning Steps

1. Market Research: Select and maintain relevant programs

2. Program Design: Know your learners

3. Program Development: Invest in the learning experience

4. Enrollment Planning/Performance: Setting expectations
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Building a Reverse 

Funnel
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Sample Funnel - Strawman Model.xlsx

Build a reverse funnel

Start with the end in mind!

https://rnl1-my.sharepoint.com/:x:/g/personal/holly_tapper_ruffalonl_com/ES5cTNtFmThLuSQclRPukhwBk4RHGOk_uuOcNbR4hKCxew?e=iduWGt
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Sample Funnel - Strawman Model.xlsx

Build a reverse funnel Fall I 2022

Fall II 2022

Spring I 2023

Spring II 2023

Summer I 2023

Summer II 2023

Fall I 2023

Fall II 2023

Spring 1 2024

Spring II 2024

Summer I 2024

Summer II 2024

Fall I 2024

Fall II 2024

Spring I 2025

Spring II 2025

Summer I 2025

Summer II 2025

Left 
Column –
term 
starts

https://rnl1-my.sharepoint.com/:x:/g/personal/holly_tapper_ruffalonl_com/ES5cTNtFmThLuSQclRPukhwBk4RHGOk_uuOcNbR4hKCxew?e=iduWGt
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Sample Funnel - Strawman Model.xlsx

Build a reverse funnel

Rows 
Headings –

funnel points

Leads Contacted 
Inquiry

Qualified 
Inquiry

Submitted 
App

Completed 
App

Admit Registered FDOC Starts

https://rnl1-my.sharepoint.com/:x:/g/personal/holly_tapper_ruffalonl_com/ES5cTNtFmThLuSQclRPukhwBk4RHGOk_uuOcNbR4hKCxew?e=iduWGt
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The Student Lifecycle
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Sample Funnel - Strawman Model.xlsx

Build a reverse funnel
Leads Contacted 

Inquiry
Qualified 
Inquiry

Submitted 
App

Completed 
App

Admit Registered FDOC Start

• Continuing HC
• Total HC
• Credit Hours
• Revenue

• Cost per Lead
• Digital Lead 

Investment

https://rnl1-my.sharepoint.com/:x:/g/personal/holly_tapper_ruffalonl_com/ES5cTNtFmThLuSQclRPukhwBk4RHGOk_uuOcNbR4hKCxew?e=iduWGt
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Writing an Academic 

Business Plan
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Business Plan

• Executive Summary: concise overview of mission, direction, strengths of program, success measurements.

• Alignment between University mission and this program: how the program furthers the mission and builds on 
existing resources to achieve organizational goals; ties to strategic plan and areas of focus.

• Environmental analysis (SWOT): examine competition, opportunities, metrics related to external stakeholders 
and community, student and employer demand.

• Internal analysis (SWOT): examine resources, infrastructure, technology, communication, metrics related to 
internal business units/departments.

• Operating plan:  define for each business unit – what, who, timeline, metrics.  Consider the student journey and 
all touchpoints from inquiry to application to enrollment to FDOC through graduation.

• Budget: cost of program development, marketing, student recruitment, HR/faculty, course development, 
instructional design, lab, supplies, facilities, accreditation. Any impact to current operations? ROI may be included 
to offset expenses.

Proposal for Sample Master’s Program
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Developing a Budget
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Marketing Budget Allocations

Digital 
advertising, 43%

SEO/organic 
lead generation, 

13%

Traditional 
media, 13%

Events (face to 
face), 9%

Events (virtual), 
8%

Corporate 
partnerships, 1%

Other, 2%

Don't know, 13%

Allocation of Marketing Dollars

Source: 2021 Graduate Marketing and Recruitment Practices Report, RNL
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Sample Pro Forma

FY1 FY2 FY3 FY4 FY5

Revenue (HC, Credit Hours, Net 
Tuition, Fees)

Expenses (Comp/Benefits for 
Faculty, Staff; Supplies, Equipment, 
Facilities, ID, Marketing)

Total Surplus/Deficit

Operating Margin



24

Speaking Your CFO’s Language: How to 
Articulate New Program Investment
Molly O’Brien-Foelsch, VP of Marketing & Communications, Lebanon Valley College

Holly Tapper, VP of Graduate & Online Solutions, RNL

Thank you!
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