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Beyond Access: 
Enhancing Recruitment and 
Retention for Pell Students
A Comprehensive Playbook for Pell Student Success

Lauren A. Keeling, Vice President for Enrollment, Marketing & Communication, Bellarmine University
Dr. Michael J. Marshall, Vice President for Enrollment & Student Success, Goucher College 
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What percentage of your 
students receive Pell grants?
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Presentation Overview

• Strategic Recruitment & Enrollment

• Student Success (Retention & Graduation)

• Implementation & Sustainability

• 5-Dimensional Framework: Program, People, Structure, Policy, and Systems

• Outcomes/Impact

• Q&A/Discussion
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Learning Objectives

• Create comprehensive recruitment strategies and financial aid 
programs that enroll Pell-eligible students, enhancing their 
academic journey from the start 

• Utilize predictive analytics and student success metrics to 
strengthen retention and early intervention strategies for Pell 
students

• Develop cross-functional support networks to ensure 
sustained Pell student persistence and ultimately improve 
graduation outcomes
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Fueling the Future: Why We Must Enroll More Pell 
Students

Nearly 2/3 of good 
jobs will require 

bachelor’s degrees

Increased Pell can relax 
budgetary constraints, 

allowing for greater 
investment in the 

educational experience

4-YR Institutions = 
Economic Mobility Engine

Bottom Line: Every Pell graduate strengthens our communities, increases 
tax base, and advances our institutional mission and alumni base
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$18.5K
Avg. Unmet Need

The Equity Gap Imperative

Call to Action

#18

45%
Completion Gap

Degree Attainment

• Declining value of federal aid relative to 
college costs

• Unmet financial need average of $18.5K 
for students from lowest income quartile

• U.S. fell from 2nd to 18th in bachelor's 
degree attainment in just two decades (OECD)

• Completion gap by low-income and 
FG status (45 points lower than...)
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Fall Enrollment at Private (left) vs. Public (right) 
4-year Institutions by UG Pell Grant Serving Type
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Institutional Context

Bellarmine University
Louisville, Kentucky

Independent Catholic, Liberal Arts
2,900 Students

Bellarmine IMPACT

Goucher College
Baltimore, Maryland

Liberal Arts
2,000 Students

Inspiring Global Changemakers
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Leadership Buy-in, Guiding 
Principles, & Strategic Plan

Strategic Alignment

• Senior/Executive-level prioritization of Pell 
student enrollment and success (i.e., Cabinet 
and Board support and alignment) to ensure 
sustainability

• Guiding principles alignment (mission, vision, 
core values)

• Cross-functional collaboration model – 
breaking down departmental/divisional silos 
(campus partner ecosystem mapping)

• Role clarity and accountability mechanisms
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How visibly committed are your 
senior leaders to Pell student 
success? What evidence do you 
have?
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1. STRATEGIC 
RECRUITMENT & 

ENROLLMENT
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38%
Bellarmine grew 
from 23.6% UG Pell 
recipients in Fall 20 
to 37.7% by Fall 24, 
they are on track to 
50% by Fall 25.

Comprehensive Financial Aid and 
Affordability Innovation

Bellarmine HOPE Kentucky 
Scholars Program

•20-point growth in Pell FY

•10-point increase in First 
Gen

•12-point uptick in BIPOC

•Two of the largest incoming 
FY cohorts since FA18 (FA25 
and FA23)

Goucher’s Maryland 
Advantage Program

•Pell distribution increase 
(+9 points since 2023)

•More than 2X increase (49, 
up from 21 in FA23)

•3-point yield increase in-
state Pell

•Record % of First Gen (40%)

Transformational Impact
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Policy and Practices

Institutional Financial Aid Policies & Practices

Strategic Aid Design

• Predictive Aid Models

• Front-
Load/Upfront Awarding 
Strategy

Enhanced Communication

• Clear Aid 
Communication

• Multilingual Support

• Multi-faceted Approach

Comprehensive Coverage

• Reduce Need/Meet Full 
Demonstrated Need

• Minimize Student Loans

• Workforce/Employer-
Sponsored Funding
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Programs and Practices

Simplified Application and Enrollment

Direct admission 
approaches

FAFSA completion 
support strategies

Application Fee 
Waivers



17

Community & Partnership Ecosystem

Strategic Recruitment

• Develop comprehensive pathways from K-12 
through career, with particular emphasis on 
supporting Pell-eligible and underrepresented 
students through financial aid, mentoring, career 
development, and community engagement 
opportunities.

• High school and community-based organization 
strategies

• On-site support examples (app workshops, 
financial aid days)

• Transportation solutions for campus visits

• Data on partnership effectiveness
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Systems

Data-Informed Outreach 

• Consumer data utilization

• Targeted communications for "Likely Pell" students

• "DART" segmented communication

o Tailored comms/creative illuminating MD 
Advantage
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Institutional Context Matters

Strategic Recruitment & Enrollment
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Supporting First-Generation & Pell-Eligible Students

LAUNCH Scholars Network Diversity and Connections

100+ total scholars across 4 cohorts

78% BIPOC students

Alumni connections
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What is your institution’s biggest 
barrier to enrolling more Pell 
student?



22

2. INTERGRATED, 
HOLISTIC STUDENT 

SUCCESS
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Program Design

Holistic Student Support 
Networks

• Put together a cross-campus visioning and planning committee

• Determine key focus areas: engagement, belonging, wellness, 
purpose

• Integration of academic and co-curricular support

• Roles that each unit will play; determine overall staffing for 
support network

• Secure funding

• After first pilot of program: Create an ongoing cross-campus Steering 
Committee or Advisory Board

• Develop relationships across campus

• As program grows, create new traditions & partnerships
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Campus Partnership Ecosystem

People and Systems
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Structure

Student Success Units

• Create organizational models for Pell student support and 
First-generation student support 

oLearning Communities

oAlert Systems

• Create reporting structures and accountability systems

oIdentify potential barriers early using retention data

oClose the loop of success
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People

Faculty and Staff Development

• Enhance Capacity-Building/ Professional 
Development Workshops for Faculty/Staff

• Assess Curricular, Pedagogical, and Co-
Curricular Programming

• Identify and Address Student Success Gaps

• Quantify Impact of Student Success on 
Retention and Financial Stability

"Impact is really providing Bellarmine the framework of what we 
already doing by being better able to express it to our students and the 
public in a way that is digestible." - Dr. Liz Todd Byron
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71%
Pell Eligible 
Students working, 
while 28% continue 
their education. Up 
four points since 
2022.

Career Development 
Integration 

• Develop early career connection strategies

• Analyze Early Outcome Data to measure success on career 
outcomes specific to Pell students

Program Design
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Policies, Strategies, & Practices

Administrative and Financial Policies/Strategies

TRACK AND ENHANCE 
PROGRESSION, 

RETENTION,  
GRADUATION, AND 

PLACEMENT

CONNECT STUDENTS 
WITH COMMUNITY 

RESOURCES

ANALYZE OFF-PEAK 
ENROLLMENT SUCH 

AS SUMMER AND 
WINTER SESSIONS

REVIEW DFIW 
COURSES AND 
IDENTIFY ANY 
BARRIERS FOR 

SUCCESS

ANALYZE EXPERIENTIAL 
LEARNING AND DEVELOP 

PERSONALIZED 
EXPERIENTIAL LEARNING 

MAJOR MAPS

REDUCE FINANCIAL 
BARRIERS 

(RETENTION/COMPLE
TION GRANTS)

CONDUCT A 
STUDENT JOURNEY 

AUDIT

REVIEW POLICES 
AND PROCEDURES 

CREATING FRICTION 
FOR STUDENTS 



29

Integrated Technological Ecosystem

Predictive Analytics and Early Alert

• Technology implementation strategies

• Early alert response protocols

• Faculty engagement approaches

• Key metrics monitored in systems
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85% 
Retention Rate vs. 
74% non-Launch 
First Gen and Pell

Retention-Focused Approach

• Coaching model – point person serves as a 
touchstone (in addition to academic advisor and 
other campus resources)

• Summer introduction to college-level work; 
faculty-taught math and writing workshops

• Relationship building with campus resource 
officers

• Cohort building through workshops and fun 
activities

• Scaffolded experiences pertinent to the college 
journey

Program Design



31

First-Year and Second-Year Retention Outcomes

Retention-Focused Approach

Cohort Launch 
Scholars

Non-
Launch 

First 
Gen/Pell

Delta

2021 83.9% 69.2% +14.7%

2022 81.3% 76.7% +4.6%

2023 83.8% 75.0% +8.8%

Average 83.0% 73.6% +9.4%

Cohort Launch 
Scholars

Non-
Launch 

First 
Gen/Pell

Delta

FA21 80.7% 58.5% +22.2%

FA22 71.9% 61.1% +10.8%

Average 76.3% 59.8% +16.5%

Key Takeaway: Launch Scholars maintain a sizable advantage in first- 
and second-year retention with an average delta of  +9.4% and 
+16.5% percentage points, respectively, over their non-Launch First 
Gen/Pell peers.
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What cultural strengths can you 
leverage for Pell student 
success?
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3. IMPLEMENTATION & 
SUSTAINABILITY
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Bringing It All Together

Implementation Five-Dimensional Framework

Program: Designing 
effective, innovative 

student-ready 
initiatives

People: Leadership 
buy-in, cross functional 

teams, capacity 
building

Structure: 
Coordinated, integrated 
enrollment and student 

success models

Policy: Financial 
policies, administrative 

streamlining

Systems: Data 
governance, regular 

tracking and reporting 
cadence
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Which of the five dimensions 
(Program, People, Structure, 
Policy, Systems) represents your 
biggest gap? 
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Bringing It All Together

Implementation Timeline

Year 1: Foundation Building 

Year 2: Program Implementation Priorities

Year 3: Scaling and Recalibration Focus

Key Success Metrics
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Do you have the necessary 
resources (financial, human, 
technological) for Year 1? What's 
missing?
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Systems

Data Informed Decision-Making and Dashboard
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4. OUTCOMES/IMPACT
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Program Perspectives
Student Voices
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SYSTEMS

Data Governance and 
Decision-Making

• Make resource allocations for a data-informed 
structure

• Create regular reporting cycles on Pell 
outcomes and data for the community at large

• Set goals for the impact you wish the programs 
to have on your campus

Carnegie Opportunity College
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Q & A
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Reflection/Discussion

Let's Review and Discuss the Questions

• How visibly committed are your senior leaders to Pell student success? What evidence do you 
have?

• What is your institution’s biggest barrier to enrolling more Pell students?

• What cultural strengths can your institution leverage for Pell student success?

• Which of the five dimensions – program, people, structure, policy, systems – represents your 
institution's biggest gap?

• Do you have the necessary resources (financial, human, technological) for Year 1? What's 
missing?
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Recap

Key Takeaways 

We Must Enroll More Pell/Low-Income Students 

Strategic Leadership/Alignment and Cross-Functional Collaboration are Essential

Comprehensive Financial Aid and Recruitment Innovation Drive Enrollment

Holistic Student Support Networks are Critical for Retention/Student Success

Data-Informed Decision Making and Personalization 

Five-Dimensional Framework Supports Sustainability
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THANK YOU

Lauren A. Keeling
Vice President for Enrollment, 
Marketing & Communication

Bellarmine University 
lkeeling@bellarmine.edu

Dr. Michael J. Marshall
Vice President for Enrollment & 

Student Success
Goucher College

michael.marshall@goucher.edu



46


	RNLNC 2025 Template Layouts
	Slide 1: Beyond Access:  Enhancing Recruitment and Retention for Pell Students  A Comprehensive Playbook for Pell Student Success
	Slide 2: What percentage of your students receive Pell grants?
	Slide 3: Presentation Overview
	Slide 4: Learning Objectives
	Slide 5: Fueling the Future: Why We Must Enroll More Pell Students
	Slide 6
	Slide 7: The Equity Gap Imperative
	Slide 8: Fall Enrollment at Private (left) vs. Public (right) 4-year Institutions by UG Pell Grant Serving Type 
	Slide 9
	Slide 10: Institutional Context
	Slide 11: Strategic Alignment
	Slide 12: How visibly committed are your senior leaders to Pell student success? What evidence do you have?
	Slide 13: 1. STRATEGIC RECRUITMENT & ENROLLMENT
	Slide 14: Comprehensive Financial Aid and Affordability Innovation
	Slide 15: Institutional Financial Aid Policies & Practices
	Slide 16: Simplified Application and Enrollment
	Slide 17: Strategic Recruitment
	Slide 18: Data-Informed Outreach 
	Slide 19: Strategic Recruitment & Enrollment
	Slide 20: LAUNCH Scholars Network Diversity and Connections
	Slide 21: What is your institution’s biggest barrier to enrolling more Pell student?
	Slide 22: 2. INTERGRATED, HOLISTIC STUDENT SUCCESS
	Slide 23: Holistic Student Support Networks
	Slide 24: Campus Partnership Ecosystem
	Slide 25: Student Success Units
	Slide 26: Faculty and Staff Development
	Slide 27: Career Development Integration 
	Slide 28: Administrative and Financial Policies/Strategies
	Slide 29: Predictive Analytics and Early Alert
	Slide 30: Retention-Focused Approach
	Slide 31: Retention-Focused Approach
	Slide 32: What cultural strengths can you leverage for Pell student success?
	Slide 33: 3. IMPLEMENTATION & SUSTAINABILITY
	Slide 34: Implementation Five-Dimensional Framework
	Slide 35: Which of the five dimensions (Program, People, Structure, Policy, Systems) represents your biggest gap? 
	Slide 36: Implementation Timeline
	Slide 37: Do you have the necessary resources (financial, human, technological) for Year 1? What's missing?
	Slide 38: Data Informed Decision-Making and Dashboard
	Slide 39: 4. OUTCOMES/IMPACT
	Slide 40: Program Perspectives
	Slide 41: Data Governance and Decision-Making
	Slide 42: Q & A
	Slide 43: Let's Review and Discuss the Questions
	Slide 44: Key Takeaways 
	Slide 45: THANK YOU
	Slide 46


