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What’s the best way to share your ideas, innovations, and 
opinions with registrars, admissions officers, and enrollment 
managers nationwide? Contribute to ’ prestigious 
College and University (C&U) quarterly journal.

Give your research and experience a voice by writing for 
the “Feature” section, or address best practices, how-tos, new 
technologies, the latest books, and other pertinent topics in 
“e Forum” section. With a substantial circulation base, 
C&U is an excellent vehicle for shaping the profession and 
gaining recognition.

AACRAO members are especially encouraged to submit 
articles, but non-members, faculty, graduate students, and 
members of the corporate sector are also welcome to share 
their work. Authors will receive copies of the issue in which 
their article appears, and will be issued an author honorarium.

For editorial procedures and manuscript preparation guide-
lines, visit <www.aacrao.org/publications/candu/write.htm>.

Submit manuscripts, letters, and direct inquiries to:

Louise Lonabocker, C&U Editor-in-Chief, Director, Student 
Services, Boston College, Lyons , Chestnut Hill, MA 
; Tel: () -; E-mail: lonabockerl@aacrao.org

Submit Forum articles (commentary, analysis, book reviews, 
and other non-refereed pieces) to:

Saira Burki, C&U Managing Editor, AACRAO, One Dupont 
Circle, NW, Suite , Washington, DC ; Tel: () 
-; E-mail: burkis@aacrao.org

In this issue Marguerite Clarke, Boston College, takes a look 
at the U.S. News ranking formulas and finds evidence to sup-
port critics’ concerns that the weight-and-sum method used to 
determine the rankings results in problems in both the weight-
ing of the indicators and the precision of the overall scores. 

Bob Bontrager, Oregon State University, begins the first of a 
two-part series on Strategic Enrollment Management includ-
ing core concepts, organizational models, and strategies.

Richard Whiteside, Tulane University, and George Mentz, 
Loyola University of New Orleans, offer a primer on educa-
tional financing for administrators who can benefit from a 
basic understanding of financing options.

Jennifer Hodges, Michigan State University, interviews 
 Past-President and former Director of Admissions 
at the University of Michigan, Cliff Sjogren, who offers his 
candid observations on the current state of the college admis-
sions process. 

In the Forum section, Jim Scannell, Scannell & Kurz, Inc., 
offers a profile of today’s effective admissions director and 
lists five qualities that are keys to success. 

Jim Black, e University of North Carolina at Greensboro, 
returns with an article about successful enrollment manage-
ment strategies including effective communication with 
today’s digital-age students. 

Richard Cherwitz and Susan Alvarado Boyd write about 
Intellectual Entrepreneurship (), a philosophy of graduate 
education at the University of Texas-Austin, which aims to 
achieve diversity.

Jane Sjogren, Johnson and Wales University, offers a com-
mentary about the increasing complexity of higher education, 
the accelerating rate of change, and the tendency to use terms 
associated with economic markets to describe institutional 
practices.

Barry Himmel, Signature Legendary Sales and Service 
Training, recommends techniques for providing customer 
service that will exceed students’ expectations and create a 
positive and energized environment where students will per-
sist, mature, engage, and graduate.

Brian Howe, MultiView, Inc., discusses how Tarrant 
County College found a cost-effective way to deliver course 
catalogs and schedules to current and prospective students.

In the public policy arena, Juan Garcia describes how the 
Act, which is now before the Senate, would allow 
alien minors to apply for permanent residency and qualify for 
federal financial aid. Travis Reindl tackles the issue of higher 
education affordability and encourages policymakers, leaders, 
and the media to accept some of the hard truths about col-
lege costs and prices. 

Tom Johnson, University of Wisconsin-Madison, reviews 
Student Academic Services, a useful reference book containing 
 chapters on a range of topics including registration, aca-
demic records, enrollment management, orientation, reten-
tion, and financial services. 

Kimberley Buster-Williams, Old Dominion University, 
reviews Grade Inflation, A Crisis in College Education, and 
finds that grading inequities persist because their conse-
quences are misunderstood.

Finally, I hope you will consider supplementing your read-
ing with the professional development and networking 
opportunities offered at ’s Annual Meeting in Las 
Vegas. I hope to see you there. 

Write for College and University

Editor’s Note
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Almost every year since , U.S. News & World Report (U.S. 
News) has ranked the “academic quality” of institutions of 
higher learning. Reactions have varied; some declare the 
rankings to be among the best ever published, while others 
find them fundamentally flawed (Webster ). Over the 
years, the U.S. News editors have met criticisms of their rank-
ing formulas by removing, modifying, re-weighting, or add-
ing indicators (Clarke a). Most recently, they dropped 
the yield indicator (the percentage of applicants accepted 
who later enroll) in response to complaints that institutions 
could influence their rank by manipulating their yield num-
ber (Steinberg ).

While indicators have changed, however, the way in which 
schools’ overall scores are computed has not.¹ is is despite 
numerous complaints about the lack of a research base for 
the indicators and weights used (e.g., Machung ) as well 
as the “falsely precise” overall score (e.g., Pellegrini ). 
ese concerns are summarized by Gerhard Casper, then 
president of Stanford University, in a letter of protest he 
wrote to the editor of U.S. News in : 

Could there not…be a move toward greater honesty 
with, and service to, your readers by moving away from 
the false precision? Could you not do away with rank 
ordering and overall scores, thus admitting that the 
method is not nearly that precise and that the difference 
between  and —indeed, between  and —may 
be statistically insignificant? Could you not, instead of 
tinkering to “perfect” the weightings and formulas, ques-
tion the basic premise? Could you not admit that quality 
may not be truly quantifiable, and that some of the data 
you use are not even truly available?
ese questions have given rise to much debate, but little 

research. is article takes a closer look at the U.S. News 
ranking formulas and finds an empirical basis for critics’ con-

cerns. e article begins with an overview of the rankings, 
followed by a discussion of the weight-and-sum method. 
Evidence is found to support concerns about both the 
weighting of the indicators and the precision of the overall 
scores, which are analyzed using data from the  U.S. 
News rankings of graduate schools of business and educa-
tion.² e article concludes with four suggestions for improv-
ing the interpretability and usefulness of the rankings. 

Before we proceed, a caveat is in order. While many have 
questioned the very concept of ranking higher education 
institutions, this article takes no stand on this issue; instead it 
focuses on specific limitations in the weight-and-sum 
method and how these affect the U.S. News rankings.

Overview of the U.S. News Rankings
U.S. News published its first rankings of the academic quality 
of colleges in , the same year that the National 
Commission on Excellence in Education released its influen-
tial report blasting the quality of education in America. On 
the basis of a survey of college presidents, the magazine listed 
Stanford, Harvard, and Yale as the top three national univer-
sities, and Amherst, Swarthmore, and Williams as the top 
three national liberal arts colleges (Solorzano and Quick 
). By the late s, U.S. News had broadened its 
approach, weighting and combining information on faculty 
accomplishments, student achievements, and institutional 
academic resources to produce an overall score by which to 
rank colleges. Around this time, the magazine also began 
ranking graduate schools of business, engineering, law, and 
medicine using a similar weight-and-sum method. Rankings 

 Weighing Things Up:
A Closer Look at U.S. News & World Report’s 
Ranking Formulas

by Marguerite Clarke

Since their first appearance in 1983, the U.S. News & World Report rankings of colleges and graduate schools have generated much debate. 
This article examines two common criticisms of the methodology used to produce the rankings, finds supporting evidence, and makes rec-
ommendations for both their producers and their consumers. 

1 In 1997, the U.S. News editors began rounding overall scores to the nearest whole number. 
In 1999, they began standardizing schools’ performance on each indicator before applying 
weights. Neither adjustment fundamentally changed the weight-and-sum method. 

2 The year appended to a ranking is the calendar year in which it was released.
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of graduate schools of educa-
tion did not appear until . 

e most recent rankings 
still use the weight-and-sum 
method (Morse and Flanigan 
; Morse, Flanigan, and 
Setoodeh ). At the 
undergraduate level, schools 
are categorized by mission 
(national universities-doc-
toral, liberal arts colleges-
bachelor’s, universities-mas-
ter’s, comprehensive colleges-
bachelor’s) and in some cases 
also by region (Midwest, 
North, South, West). Up to 
fifteen pieces of informa-
tion are collected on each 
school, including academic 
reputation, graduation rates, test scores for entering students, 
and per-student spending. ese indicators are standardized, 
weighted, and summed to produce an overall score by which 
to rank schools in each category against their peers. 

At the graduate level, schools are categorized by type (busi-
ness, education, engineering, law, medicine). Depending on 
the type of school, data on up to twelve indicators—includ-
ing test scores, research expenditures, graduate employment 
rates, and reputation—are collected. Again the indicators are 
standardized, weighted, and summed to produce an overall 
score by which to rank the schools.

The Weight-and-Sum Method
e weight-and-sum method involves assigning to each 
indicator a weight that reflects its perceived importance and 
then combining these weights into an overall score. While 
this method is popular for evaluating household products 
(see www.consumerreports.org for an example), opinion is 
divided as to whether it is appropriate for evaluating educa-
tional quality (e.g., Hattendorf ; Scriven ). 

ere are two main concerns. First, commercial product 
ratings tend to be based on observable properties of a product 
or its performance (e.g., safety features in a car), whereas aca-
demic quality ratings tend to be based on more abstract char-
acteristics of institutions (e.g., reputation). It is therefore not as 
easy to decide which criteria to use and how to measure them 
when assessing academic quality as it is in the case of assessing 
car performance. Second, there is little research on the rela-
tionships among various indicators of academic quality or on 
their relative importance in the assessment of institutional or 
program quality. Because of this, it is difficult to know how to 
weight the indicators and whether it is even appropriate to try. 
(is is why some rankings do not compute an overall score, 
instead ranking schools on individual indicators.) In product 
ratings, the relative importance of various aspects of product 
performance and how they relate to each other is much clearer. 

T H E  W E I G H T I N G  O F  T H E  I N D I C AT O R S

Tables  and  show the correlations among the indicators used 
for the  U.S. News business and education rankings (Table 
 contains a description of each indicator). e correlations 
are based on data for the top  schools in each ranking. 

e most obvious difference between Tables  and  is in the 
size of the correlations. ose for the business indicators tend 
to be larger, meaning that the relationships among the indi-
cators used to assess quality in schools of business are stronger 
than among those used to assess quality in schools of education. 
us, a business school that performs well on one of the indica-
tors shown in Table  (e.g., Mean GMAT Score) is also likely to 
perform well on many of the others (e.g., Mean Undergraduate 
GPA, Acceptance Rate, Mean Starting Salary, Peer Assessment 
Score, and Recruiter Assessment Score). It is harder to make 
such predictions with the education indicators since the cor-
relations are mainly low and non-significant. For instance, 
education schools with high Mean Quantitative GRE Scores 
for entering students may or may not also perform well on 
the Peer Assessment Score, Superintendent Assessment Score, or 
Total Research Expenditures indicators. 

Because the business indicators tend to be highly correlated, 
decisions about how to weight them become less consequen-
tial. For instance, whether the biggest weight is given to Peer 
Assessment Score or Mean Starting Salary will have relatively 
little impact on the ranking since schools tend to perform 
similarly on both indicators (r = .). In contrast, because the 
correlations among the education indicators are much lower, 
the choice of weights is of considerable importance, and the 
lack of a research base for these weights is of greater concern. 
For example, depending on whether the bigger weight is given 
to Superintendent Assessment Score or Mean Quantitative GRE 
Score (r = .), schools will rise or fall in the rankings. It is evi-
dent that without a firm empirical basis for the weights being 
used, the final ordering of schools may be arbitrary and mis-
leading. It is also evident that without this basis, changes in the 

Table 1: Correlations for 2003 Indicators: Business Schools
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Peer Assessment Score 1.00 0.85b 0.59b 0.81b –0.71b 0.87b 0.41b 0.00

Recruiter Assessment Score  1.00 0.53b 0.76b –0.67b 0.77b 0.37b 0.11

Mean Undergraduate GPA 1.00 0.73b –0.57b 0.49b   0.25 0.24

Mean GMAT Score  1.00 –0.77b 0.75b    0.34a 0.07

Acceptance Rate 1.00 –0.68b  –0.24 –0.02

Mean Starting Salary    1.00 0.51b 0.00

Employed at Graduation   1.00  0.52b

Employed 3 Months Later 1.00

Note: Based on data for the top 50 schools and rounded to two decimal places.
a Correlation is significant at the 0.05 level (2-tailed).
b Correlation is significant at the 0.01 level (2-tailed).
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weights or indicators (par-
ticularly when there are low 
correlations among indica-
tors) may produce large 
shifts in rank that do not 
represent real changes in 
institutional or program 
quality. Analyses in the 
next section offer an esti-
mate of the effects of such 
changes on schools’ overall 
scores and their consequent 
positions in the rankings. 

Why the correlation 
patterns in Tables  and  
differ is unclear. e reason 
could be variations in what 
is regarded as quality in 
schools of education versus 
schools of business, or the 
differential availability of 
quality-related information 
for these school types. 
Either way, it is troubling 
that the U.S. News rank-
ings give no indication that 

the relationships among the indicators have been examined; 
nor is any research cited as the basis for the weights used.

T H E  “ F A L S E  P R E C I S I O N ”  
O F  T H E  O V E R A L L  S C O R E S
Some of the most vocal critiques of the U.S. News rankings 
have focused on the false precision of the overall scores (e.g., 
Casper ; Crenshaw ), noting that statistically insig-
nificant differences in schools’ scores are used to assign them 
to discrete ranks. One reason for this is that the weight-and-
sum method does not produce a standard error, thus prevent-
ing U.S. News from discussing the significance of differences 
in schools’ scores. It is possible, however, to obtain informa-
tion on the error around schools’ scores through other means. 
One of these methods—a technique called jackknifing—is 
shown here (Efron and Tibshirani ; Wu , pp. -
). e jackknife technique allows one to calculate stan-
dard errors for schools’ scores and consequently to perform 
significance testing. 

e jackknife technique models the effects of small 
changes in the set of indicators and weights (the “tinkering” 
issue mentioned in Casper’s letter) on schools’ overall scores 
and then uses this information to create an error band 
around each school’s score. is means that instead of a dis-
crete “quality” score, each school is given a range within 
which its score may lie. Since this approach does not take 
into account other sources of error in the data (e.g., the reli-
ability of the indicators) it should be considered a conserva-
tive estimate of the uncertainty around schools’ scores. 

Table 2: Correlations for 2003 Indicators: Education Schools
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Peer Assessment 
Score

1.00 0.73b 0.03 0.22 –0.13 0.27 0.42b 0.55b 0.38b –0.02

Superintendent 
Assessment Score

1.00 0.17 0.15 –0.08 0.27   0.30a 0.47b  0.16 –0.03

Mean Verbal 
GRE Score 

1.00   0.65b –0.61b 0.11 –0.30a –0.27a  0.07   0.33a

Mean Quantitative 
GRE Score 

1.00 –0.60b –0.05  –0.16  –0.15  0.10   0.11

Acceptance Rate  1.00 –0.18  0.07  0.07 –0.19 –0.21

Student/
Faculty Ratio 

1.00  0.22  0.16  0.31a  0.22

Doctoral Degrees 
Granted (n)

1.00 0.31a 0.47b –0.07

Proportion in 
Doctoral Programs

 1.00  0.02 –0.12

Total Research 
Expenditures

1.00    0.61b

Research per 
Faculty Member

 1.00

Note: Based on data for the top 50 schools and rounded to two decimal places. 
a Correlation is significant at the 0.05 level (2-tailed).
b Correlation is significant at the 0.01 level (2-tailed).

Table 3: Indicators Used in the 2003 Baseline Regression 
Models: Business Schools and Education Schools

Business (change in adjusted R2 when removed)

 Peer assessment score—based on business school deans’ and 
directors of accredited programs’ ratings of program quality (.0197)

 Recruiter assessment score—based on corporate recruiters’ ratings 
of program quality (.0153)

 Mean undergraduate grade point average (GPA) for Fall 2002 enter-
ing class (.0077)

 Mean Graduate Management Admission Test (GMAT) score for Fall 
2002 entering class (.0035)

 Proportion of applicants for Fall 2002 entering class accepted 
(.0001)

 Mean starting salary and bonus for 2002 graduates (.0081)
 Percentage of 2002 graduates employed at graduation (.003)
 Percentage of 2002 graduates employed 3 months later (.011)

Education (change in adjusted R2 when removed)

 Peer assessment score—based on education school deans’ and 
deans of graduate studies’ ratings of program quality (.0673)

 Superintendent assessment score—based on school superinten-
dents’ ratings of program quality (.0161)

 Mean Verbal Graduate Record Examinations (GRE) score for Fall 
2002 entering doctoral class (.0082)

 Mean quantitative GRE score for Fall 2002 entering doctoral class 
(.0032)

 Proportion of doctoral applicants for Fall 2002 entering class 
accepted (.0071)

 2002 ratio of full-time students to full-time faculty (.0023)
 Number of doctoral degrees granted in the past school year (.0002)
 Proportion of Fall 2002 students who were in doctoral 

programs (.0012)
 Total research expenditures, averaged over fiscal years 2001 and 

2002 (.0186)
 Expenditures per faculty member in funded research, averaged over 

fiscal years 2001 and 2002 (.0336)
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First, a regression model is substituted for the U.S. News 
weight-and-sum formula: the overall scores for schools in a 
ranking are used as the outcome variable, and the indicators 
as the predictor variables. is process basically replaces one 
linear model with another. e jackknife procedure then 
removes one indicator at a time from the regression model, 
recalculating the overall score for each school with the 
remaining indicators before replacing the indicator and 
repeating the procedure with a different indicator. 

For example, if there were ten indicators in the baseline 
regression model, the jackknife procedure would run the 
regression analysis ten times, and each time one of the indi-
cators would be removed from the analysis before overall 
scores for schools were computed. At the end of the ten runs, 
there would be ten predicted scores for each school, one for 
each run. e jackknife standard error for a school is obtained 
from these values according to the following formula (Efron 
and Tibshirani ):

sêjackknife = n – 1
n (i) –    2

(i)

n

where n is the number of regression models to be estimated and 
(i) is the predicted score for a school from the ith regression model 

with one indicator removed.

is standard error is an estimate of the precision of a 
school’s U.S. News score and can be used to assess whether 
the score of one school is statistically significantly different 
from that of another.³

is approach was applied to data for most U.S. News col-
lege (i.e., national universities-doctoral, liberal arts colleges-
bachelor’s) and graduate school (i.e., business, education, law) 
rankings produced between  and . e data were 
obtained from the U.S. News rankings publications for those 
years. Since in the case of many rankings no data are pub-
lished for schools below the top , analyses were confined to 
the top schools in each ranking in order to keep them paral-
lel.⁴ e results shown here are for the  business school 
and education school rankings (results for some of the other 
rankings can be found in Clarke a; b). e business 
school results represent the general findings obtained, and 
the education school results represent the anomaly. 

e indicators included in the business and education base-
line regression models are shown in Table , while Tables  
and  provide the correlations that underpin each set of data. 
e overall fit of the regression model to the data for each 

ranking was assessed in terms of the adjusted R (a measure of 
how well the regression equation predicts the outcome vari-
able), with values of . and above considered a good fit (the 
coefficient can vary from  to ). Both baseline models met 
this criterion, with adjusted R values of . for the educa-
tion model and . for the business model. is suggests 
that the regression models were very good at predicting the 
overall score produced with the U.S. News formula. 

In the next stage of the procedure, one indicator at a time 
was removed from the baseline regression model for each 
ranking, and the overall scores for schools in that ranking 
were predicted via the remaining indicators. e indicator 
was then returned to the model before removing another and 
repeating the procedure. Removal of an indicator from the 
model did not seem to affect the adjusted R in most 
instances. For example, for each of the eight models esti-
mated with the business school data, the adjusted R never 
varied by more than . from the value for the overall 
model. Schools of education tended to be less immune to 
changes in the set of indicators used to create their overall 
scores. (is is not surprising since, as we have already seen, 
the indicators are less highly correlated.) Nonetheless, for 
each of the ten models estimated with the education data, 
the adjusted R stayed quite close to the value for the overall 
model (see Table ). 

As a result of their robustness to changes in the indicators 
used, the jackknife standard errors for business schools are 
quite small, varying from . for Emory University to . 
for Brigham Young University (mean: .). Differences in 
the size of each school’s standard error are related to sensitiv-
ity to the indicators used: a smaller standard error (Emory 
University’s) indicates less sensitivity than a larger one 
(Brigham Young University’s). Because of their greater sensi-
tivity to changes in the indicators used, the jackknife stan-
dard errors for schools of education are larger, on average, 
than those for business schools, varying from a low of . for 
the University of Massachusetts-Amherst to a high of . 
for New York University (mean: .). As described subse-
quently, the larger standard errors for schools of education 
made it much harder to find significant differences in these 
schools’ scores. 

e standard errors were used in t-tests to assess whether 
the score of one school was significantly different statistically 
from that of another. is meant  t-test comparisons for 
each business school and  t-test comparisons for each 
school of education. In order to control for the increased 
probability of Type I error (finding a significant difference 
when there is none) owing to the number of comparisons 
being made, the Bonferroni method for multiple compari-
sons was used (see Glass and Hopkins , pp. -).⁵

e results of these school-by-school comparisons are 
summarized in Tables  and . In each table, schools are 
ordered by their  U.S. News overall ranking score across 
the headings and down the rows (the overall score is shown 
in parentheses after the name of the school). Read across the 

3 The jackknife procedure assumes that the indicators used are randomly sampled from a 
population of indicators. Since the indicators used to create the U.S. News rankings form 
more of a convenience sample, the standard error produced with these data is, strictly 
speaking, not a standard error. Specifically, in the analyses reported subsequently, the stan-
dard error obtained represents the square root of the variance around a school’s U.S. News 
overall score due to changes in the indicators used to compute that score.

4 In addition, since U.S. News does not publish all of the data used to rank these top schools 
(on average, information on two indicators is missing from each ranking), data sets were 
often incomplete. As shown subsequently, the missing data did not present a problem for 
the regression analyses, because the available indicators almost perfectly predicted the over-
all scores produced with the U.S. News formula. Thus, very little information was lost.
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row for a school to compare its performance with the schools 
listed in the headings. e symbols indicate whether the 
overall score of the school in the row is significantly higher 
than that of the comparison school in the heading (arrow 
pointing up), or significantly lower (arrow pointing down), or 
whether there is no statistically significant difference between 
the two schools (shaded cell with circle). e blank diagonal 
represents a school’s comparison with itself. 

If there were no error around the overall scores for schools, 
Tables  and  would consist only of arrows pointing up and 
down, except for instances in which two schools have the 
same overall score and are tied for rank. is is not the case, 
as evidenced by the amount of shaded area in each table. e 

fact that there is more shaded area in Table  means that it is 
harder to find “real” differences among the overall scores for 
schools of education, since these can change quite a bit 
depending on the indicators and weights being used. e fact 
that there is less shaded area in Table  means that it is easier 
to find “real” differences for business schools since their 
scores tend to be fairly stable. Even so, it is evident that there 
are far fewer “real” differences among business schools than is 
implied by the overall score attributed by U.S. News.

For example, in the business school comparison table 
(Table ), Harvard University is listed first in the row and 
heading because it has the highest overall score among busi-
ness schools. However, reading across the row, it appears that 
Harvard’s overall score of  is not significantly different 
from that of eight other schools ranked beneath it. ese 
schools include Stanford University, in second place with a 
score of , and the University of Chicago, ranked ninth with 
a score of . Only schools ranked below ninth have scores 
that are significantly lower than Harvard’s. 

Table 4: Business Schools
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Harvard University (100) 

Stanford University (97)

University of Pennsylvania (97)

Massachusetts Institute of Technology (94)

Northwestern University (94)

Columbia University (91)

Duke University (90)

University of California-Berkeley (90)

University of Chicago (88)

Dartmouth College (84)

University of Virginia (83)

New York University (81)

University of Michigan-Ann Arbor (80)

University of California-Los Angeles (79)

Yale University (79)

Cornell University (77)

Carnegie Mellon University (72)

University of Texas-Austin (72)

Ohio State University (71)

University of Southern California (70)

Emory University (67)

University of North Carolina-Chapel Hill (67)

Indiana University-Bloomington (66)

Georgetown University (64)

Purdue University-West Lafayette (64)

University of Minnesota-Twin Cities (63)

Rice University (62)

University of Florida (62)

Brigham Young University (61)

University of Iowa (61)

University of Notre Dame (61)

Washington University in St. Louis (61)

Penn State University-University Park (60)

University of Illinois-Urbana Champaign (60)

University of California-Davis (59)

University of Washington (59)

Arizona State University (58)

Michigan State University (58)

University of Rochester (58)

Wake Forest University (58)

Boston College (57)

Tulane University (56)

University of Georgia (56)

University of Maryland-College Park (56)

Vanderbilt University (55)

University of California-Irvine (54)

University of Wisconsin-Madison (54)

Babson College (53)

University of Arizona (52)

University of Pittsburgh (51)

5 While this approach controls for Type I error, it increases the possibility of Type II error (i.e., 
failing to find a difference when there is one, also known as loss of power). As a means of 
monitoring the effects on power, analyses were conducted with the overall alpha (i.e., Type I 
error probability) set at three different levels: 0.05, 0.25, and 0.50. Since the results were 
almost identical at all three levels, only results for the .05 level are presented here.
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e overall pattern of results in Table  can be described in 
terms of three main groupings (one could also make the case 
for four groupings). e first group could be said to comprise 
the nine schools at the top of the ranking, extending from 
Harvard to the University of Chicago. ese are schools with 
scores that are, for the most part, not significantly different 
from each other but significantly higher than all others in the 
top . e second grouping extends from about th-ranked 
Dartmouth College to th-ranked Cornell University. ese 
are schools with scores that are, for the most part, signifi-
cantly lower than those of the first group but significantly 
higher than those of the rest of the top . e third and 
largest group comprises approximately  schools, extending 
from th-ranked Carnegie Mellon University to th-
ranked University of Pittsburgh. ese are schools with 
scores that are, for the most part, not significantly different 
from each other but significantly lower than those of the pre-
vious two groups. While this three-group pattern is an arti-
fact of the number of schools included in the analysis (i.e., if 
data for all  business schools surveyed were included, 

slightly different groupings would result), it illustrates the 
idea that differences in academic quality may be better repre-
sented by a band than a ranked position. 

Similar grouping patterns can be seen in the top  schools 
for all other rankings examined (i.e., law schools, national 
universities-doctoral, liberal arts colleges-bachelor’s), with 
the exception of schools of education. e larger standard 
errors for schools of education were an early signal that it was 
going to be more difficult to find significant differences in 
these schools’ scores, and this is confirmed by the large 
amount of shading in Table . It is hard to discern any groups 
in this table. ere are about five schools at the top of the 
ranking with overall scores significantly higher than those of 
most other schools, but below this point most schools’ scores 
exhibit no statistically significant differences. 

e reason for the differences between Tables  and  rests 
in how the U.S. News editors chose to operationalize quality 
for schools of education versus other types of schools. As has 
been mentioned, the indicators chosen to represent the qual-
ity of schools of education are less highly correlated than 
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Table 5: Education Schools
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those chosen to reflect quality in other schools. us, schools 
of education are more sensitive to changes in the indicators 
used. is results in larger standard errors around their over-
all score and fewer significant differences in the scores of 
neighboring schools.

e implications of these results for the interpretation of a 
school’s position in the rankings are striking. With a vertical 
column of schools now collapsed into a few bands, the find-
ings suggest that not only may there be no difference between 
School  and School , but—in the case of schools of edu-
cation—there may even be no difference between School  
and School . As for interpreting changes in a school’s rank 
over time, the findings suggest that changes in rank from one 
year to the next do not necessarily move a school out of its 
“quality” band. While these bands are not absolute and do 
not take into account other sources of possible error in the 
scores (e.g., mistakes in the data used), they do illustrate the 
dangers of using discrete scores to make fine distinctions 
among schools. 

Recommendations
On the basis of these findings, four recommendations are 
offered for making the U.S. News rankings easier to interpret 
and more useful. First, the editors need to reexamine the 
validity of the indicators and weights used for each ranking. 
Work especially needs to be done to establish an empirical 
rationale for the weighting system that underpins all U.S. 
News ranking formulas. 

Second, even if a research base can be established for the 
indicators and weights used, the editors should refrain from 
using an overall score to rank schools. ese scores are not 
reliable enough to allow fine distinctions among schools. A 
more defensible approach would be to use schools’ overall 
scores to place them into “quality” bands, listing them alpha-
betically within each band. is would not only acknowledge 
the lack of precision of the overall scores, but would reduce 
the confusion produced by the almost annual changes in the 
U.S. News ranking formulas and their effect on schools’ posi-
tions in the rankings. 

ird, U.S. News could allow consumers to create their own 
ranking formulas. Many of the data used to create the U.S. 
News rankings are available (for a fee) on the magazine’s Web 
site. In addition, the site allows users to rank schools on indi-
vidual indicators. If these features were extended to allow users 
to choose their own indicators and weights, users could create 
rankings that fit their individual needs, values, and preferences. 
Producers of rankings in other countries already use this 
approach (see www.dashochschulranking.de for an example). 

As a final recommendation, consumers—students, parents, 
and institutions—need to become more critical of the assump-
tions underpinning rankings as well as the value system 

behind the choice of indicators and weights. is could mean 
encouraging U.S. News to make the changes proposed above. 
It could also mean—in the case of institutions—reflecting on 
the extent to which the rankings match a school’s mission 
and goals, and reassessing their use in marketing the institu-
tion to students and others. If this more critical stance were 
adopted and the aforementioned recommendations imple-
mented, the U.S. News rankings would be a more useful and 
accurate guide for those trying to decide where best to pursue 
their college or graduate school education.
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Introduction: Historical Forces, 
Current Challenges, Future Realities
Strategic enrollment management. is three-word phrase is 
increasingly used throughout higher education. However, the 
more it is used, the more apparent is the range of interpreta-
tions surrounding this deceptively simple concept. e pur-
pose of this article is to summarize the core concepts and 
organizational principles that form the infrastructure of suc-
cessful enrollment management organizations.

Enrollment management as we know it today was born in 
the anticipation and impact of a demographic downturn. 
From the s through the s, colleges and universities 
enjoyed a steady stream of students fueled by a succession of 
societal and demographic changes. From the G.I. Bill in the 
s, to the Civil Rights movement in the s, to the last 
vestiges of the baby boom generation in the s, higher 
education saw an expansion of interest, access, and sheer 
numbers that provided a steady stream of students. Even in 
those boom times, and indeed throughout the history of 
higher education, colleges and universities have been con-
cerned not only with enrollment itself, but also with the 
types of students they are able to attract. us, efforts to more 
effectively recruit targeted groups of students through 
enhanced market segmentation, improved recruitment ser-
vices, and merit aid were employed well before the modern 
enrollment management era (Henderson ).

By the early s, however, astute observers of the higher 
education landscape could see difficulties looming in the 
future as they noted the projected drop in high school gradu-
ates. is decrease in the number of students graduating 
from .. high schools began as the last members of the baby 
boom generation finished high school in the early s. 
From that point through the mid-s, the number of high 
school graduates was in free-fall, dropping nationally by 
, students, or over  percent, by  (National Center 

for Educational Statistics). In this environment, colleges and 
universities began to employ more comprehensive approaches 
to enrollment, which moved beyond marketing, recruitment, 
and financial aid to include sophisticated financial aid strate-
gies, institutional research, and retention efforts.

is shift varied among institutions and regions of the coun-
try. For many colleges and universities, the decrease in high 
school graduates was balanced through the s by increases 
in the number of nontraditional students they enrolled, espe-
cially adult degree completers and students of color. Enrollment 
of these new groups allowed many institutions, especially 
public schools in urban locations, to maintain or even increase 
their enrollments. Institutions in the South and West were 
aided by population shifts to those regions. By the early s, 
however, the sheer weight of the demographic downturn 
caught up with virtually every segment of higher education. 

While enrollment management gained momentum initially 
in response to demographics, it has been nurtured in an envi-
ronment of increased accountability and, in a growing num-
ber of cases, constrained resources. Criticism of the rapid rise 
in college tuition costs over the past two decades is especially 
applicable to the enrollment management enterprise. Many 
institutions have fallen into the trap of throwing money at 
their enrollment problems, with too little planning and lack of 
accountability to achieving the desired outcomes. At the same 
time, economic forces have become increasingly challenging, 
and are limiting the resources available to fund enrollment 
efforts on many campuses, especially in the public sector.

us, in the current context, enrollment management is 
characterized at many institutions as resource management. 
In addition to traditional recruitment and retention strate-
gies, enrollment managers have expanded their tool kits to 
include “efficiency” strategies such as geodemographic 
research, financial aid leveraging, information management, 
and a broadening array of educational outcomes assessments. 

 E nrollment Management:
An Introduction to 
Concepts and Structures

by Bob Bontrager

In the increasingly complex world of managing enrollments, success or failure hinges on building a solid foundation of concepts, struc-
tures, and strategies. This first of a two-part series reviews the core concepts and structural considerations that underlie successful enroll-
ment management organizations.
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ese tools and many others are woven together into com-
prehensive, long-term enrollment programs that often are as 
much about using resources efficiently as they are about 
achieving enrollment goals. Indeed, these tools have devel-
oped and gained prominence as primary contributors to the 
enrollment management movement.

e future of enrollment management remains to be deter-
mined. At present it is a broad concept applied differentially 
at a subset of colleges and universities. A review of enrollment 
management structures reveals a seemingly endless array of 
unique organizational alignments, strategies, and tools that 
have evolved on an ad hoc basis on individual campuses. 
Many institutions have dabbled superficially with the con-
cept, making isolated structural changes and then, often, 
reversing those decisions depending on the persons available 
at a particular time and their respective competencies. Part of 
this is a natural consequence of a concept that is by its very 
nature contextual. at is, there is no one enrollment man-
agement operation that fits every organizational structure or 
set of institutional circumstances.

Yet there is a very real sense that enrollment management 
is emerging as a profession, having already achieved a num-
ber of the required components—a research base, experience 
over a significant period of time, a growing body of profes-
sional literature, graduate study programs (Henderson ). 
Increasingly, institutions are mastering the concepts and 
structure of enrollment management.

The Core Concepts of Enrollment Management
Enrollment management is a complex of concepts and pro-
cesses that enables fulfillment of institutional mission and 
students’ educational goals by:
  establishing clear goals for the number and types of  

students needed to fulfill the institutional mission
  promoting academic success by improving student access, 

transition, persistence, and graduation
  determining, achieving, and maintaining   

optimum enrollment
  enabling the delivery of effective academic programs
  generating added net revenue for the institution
  enabling effective financial planning
  increasing process and organizational efficiency
  improving service levels to all stakeholders (e.g., prospec-

tive and current students, other institutional departments, 
other institutions, coordinating agencies)

  creating a data-rich environment to inform decisions and 
evaluate strategies

  creating and continuously strengthening linkages  
with functions and activities across the campus

Contrary to prevailing myths, enrollment management is not…
  a quick fix to achieve higher enrollment
  solely an organizational structure, though restructuring is a 

key consideration in implementing enrollment management
  an enhanced admission and marketing operation

  an administrative function which operates separately from 
the academic mission of the institution

E N A B L I N G  I N S T I T U T I O N A L  M I S S I O N
Every institution operates in a unique context that drives the 
enrollment management enterprise. is involves under-
standing the unique role an institution plays in the environ-
ment it operates in and how to translate that role into 
attracting and retaining students. An institution cannot be all 
things to all people. Not every institution can or should seek 
to become more selective or expand its reach to a national 
scale, though there is sentiment on many campuses to do so. 
Any enrollment effort must begin with an understanding of 
what an institution is trying to achieve, based on the niche it 
fills in the higher education marketplace. From there the 
enrollment manager begins to address what that means in 
terms of the optimum size of the student body, the types of 
students desired, and how to achieve those goals.

A C A D E M I C S  A N D  S T U D E N T  S U C C E S S
If enrollment management starts with institutional mission, 
it ultimately succeeds or fails based on the strength of its links 
to academics and student success. Whatever its broader pur-
poses, every institution’s mission is based on the academic 
enterprise. Similarly, achieving enrollment goals depends on 
an institution’s ability to effectively promote students’ academic 
success. e ability to deliver programs and build relation-
ships which enhance student access, transition, persistence, 
and individual goal attainment will determine whether the 
institution is able to recruit and retain students in sufficient 
numbers to achieve optimum enrollment.

Effective enrollment managers take every opportunity to 
support and promote the academic program of their institu-
tions. e wisdom of doing so is clear. Research on student 
college choice consistently ranks perceived academic quality 
among the most influential factors in students’ decisions of 
which institution they will attend (Braxton ). Successful 
student transitions to college and their persistence to gradu-
ation are directly linked to their affiliation with academic 
departments and individual faculty members (Bean ). In 
many cases, and especially when finances are tight, the vital-
ity of individual academic departments will depend on 
enrolling a steady stream of students, sometimes requiring 
targeted promotional and retention activities. Further, the 
need for program-specific efforts will shift over time in 
response to changing career opportunities, expansion into 
new geographic markets, and emergence of new niche oppor-
tunities where public demand and institutional expertise 
converge. For all these reasons, it is critical that enrollment 
management is directly linked to the institution’s academic 
mission and programs.

O P T I M U M  E N R O L L M E N T
Many institutions operate on the simple premise that they 
want more students than they have now. Many such institu-
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tions would have difficulty stating how many students would 
be “enough.” In fact, determining an institution’s optimum 
enrollment is an extraordinarily complex undertaking, requir-
ing careful and thorough analysis of multiple data points 
(Dolence ). e outcome is not one enrollment goal, but 
many. Depending on institutional type, there are any number 
of optimum enrollments based on a wide range of variables, 
including:
  academic ability
  academic program interest
  special skills (fine arts, leadership, athletics)
  ethnicity
  undergraduate/graduate
  financial status
  resident/non-resident
  program and facility capacities

It would be difficult to argue the wisdom of establishing 
clear goals around these and other variables. Yet institutions 
often lack specific enrollment goals or, if such goals do exist, 
they represent more of a wish list than objective goals derived 
from careful data-gathering and analysis. A precursor to any 
effective enrollment plan must be a detailed analysis of the 
institution’s enrollment opportunities and subsequent estab-
lishment of specific goals. is task should be assigned to a 
high-level group reporting to top-level decision-makers, with 
broad campus representation.

C O M M I T M E N T  T O  T O P - Q U A L I T Y  S E R V I C E
e mantra of customer service has been spoken for years 
now in all sectors of society, from the corporate sector to 
higher education. Over the past  years, virtually every col-
lege and university has implemented a quality initiative of 
some sort. Many institutions can point to more than one 
such initiative, with varying results. Effective enrollment 
management requires that institutions take their commit-
ment to top-quality service to a higher level. 

F I N A N C I A L  O P P O R T U N I T I E S
From the beginning, enrollment management has been hard-
wired to an institutions’ financial well-being. In its early 
stages, enrollment management was essentially defined as 
increasing enrollment to regain financial stability for tuition-
driven private institutions. By the mid-s, when finan-
cially challenged institutions had either increased their 
enrollments or otherwise adjusted to their new economic 
realities, there was a shift in focus from not only increasing 
student numbers, but also improving efficiency. is trend 
toward efficiency has gained momentum as public institu-
tions increasingly find themselves in the same tuition-driven 
boat as their private counterparts, while at the same time 
experiencing significant budget limitations. Indeed, efficiency 
in the enrollment enterprise has gone from being secondary 
to enrollment numbers, to being of virtually equal impor-
tance on many campuses. e overarching goal is not simply 

to increase total revenue, but at the same time to reduce 
institutional costs in order to improve net revenue.

e focus on efficiency begins with basic enrollment man-
agement operations. e stark reality on many campuses is 
that enrollment professionals are being asked to maintain or 
improve enrollment results with fewer resources to hire staff 
and implement programs. Efforts to improve efficiency must 
begin with analysis of core business practices. ere is little 
benefit to be gained by employing new recruitment and 
retention strategies if basic processes are unduly cumbersome 
and leave students feeling poorly served. Once basic business 
practices have been analyzed and reengineered, a variety of 
efficiency and revenue enhancing strategies may be employed.

Earlier efforts to simply increase revenue by enrolling 
more students have given way to far more sophisticated strat-
egies designed to enhance net revenue. rough the use of 
market segmentation, geodemographic research, predictive 
modeling, and other tools, institutions are increasingly able 
to target recruiting efforts more precisely to those students 
they have the best chance of attracting. In this process they 
avoid expending staff time, recruitment materials, and other 
resources on prospective students who ultimately will choose 
to attend elsewhere.

Enrollment management has also ushered in an era of 
highly developed financial aid strategies. Previously exclusive 
to the private sector, institutions of all types are employing 
finely honed approaches to their disbursement of student 
financial assistance, especially institutionally-funded grants 
and scholarships. Rather than offering aid of equal value to 
all students who meet certain academic qualifications, insti-
tutions increasingly tailor financial aid packages to tweak the 
college-choice sensibilities of individual students, taking into 
account their financial need, geodemographic characteristics, 
and institutional goals for enrolling students with specific 
attributes. Often, such strategies involve making smaller 
awards to a larger number of students.

C R E AT I N G  A  D ATA - R I C H  E N V I R O N M E N T
Enrollment management is a performance-based, outcomes-
oriented enterprise that requires copious amounts of data to 
operate effectively. While referred to in a variety of ways—
performance indicators, success indicators, and outcomes 
assessment to name a few—enrollment management relies 
on a broad array of metrics to assess the achievement of 
goals, evaluate program effectiveness, and benchmark opera-
tions and strategies with other institutions. Examples include:

Recruitment metrics

  Number and characteristics of prospects, inquiries, appli-
cants, admits, deposits, enrolled students

  Percentage of students moving from one recruiting stage 
to the next

  Number and percent of students for each identified tar-
get group (ethnic groups, high ability, particular high 
schools, geographic areas)
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Marketing and communication metrics

  Percentage increase in recruitment activity in targeted 
marketing areas

  Differential results based on type of media (e.g., TV, 
radio, newspaper) and combinations of media (e.g., radio 
or newspaper only, radio and newspaper combined)

  Market share: percent of potential students in target  
market who enroll

Retention metrics

  Percentage of students persisting from one class level  
to the next

  Graduation rates after , , and  years
  Degree progress and completion for each identified   

target group
  Percentage of students on academic probation
  Persistence rates for students who participate in optional 

orientation programs
  Persistence rates by target group 
  Persistence rates by college/academic program 

Financial metrics

  Tuition revenue
  Amount of institutionally-funded financial aid
  Average institutionally-funded financial aid award
  Discount rate
  Net revenue

C A M P U S  C O L L A B O R AT I O N
Enrollment management depends on the creation of strong 
and effective working relationships with virtually every depart-
ment on campus. Recruiting and retaining students hinges 
on a series of individual encounters, which define the quality 
of the student experience. ese encounters can range from 
the ability of a campus visitor to find a parking spot, to an 
advising appointment with a professor, to an encounter with 
a receptionist. Communicating enrollment goals and assisting 
each member of the campus community to understand their 
role in achieving them can avoid potentially negative encoun-
ters. is requires regular communication and feedback loops.

Creating an Effective SEM Organization
It seems there are as many organizational structures as there 
are colleges and universities. Structures vary among institu-
tions for a number of legitimate reasons. is certainly has 
been the case for enrollment management organizations, as 
such structures only recently have been part of the higher 
education landscape. Enrollment management organizations 
vary along four dimensions: structure, composition, institu-
tional type, and philosophical alignment.

S T R U C T U R E
Traditionally, four types of enrollment management struc-
tures have been identified (Dolence ; Kemerer, Baldridge, 
and Green ). e enrollment management committee brings 

together a group of faculty and administrators to focus on 
enrollment issues. is approach has the advantage of rapid 
and relatively easy implementation. Indeed, enrollment man-
agement committees often crop up in the wake of a drop in 
enrollment and the resulting sense that “we need to do some-
thing.” However, this approach requires the least institutional 
support or commitment and therefore is the least likely to 
succeed. e enrollment management coordinator model 
assigns an individual to coordinate departments and activi-
ties to achieve enrollment goals. is model also requires 
minimal institutional commitment since the coordinator 
usually has little formal authority.

e enrollment management matrix model, is similar to the 
coordinator model, except that in this case the person in the 
coordinating role is a top-level administrator. us, there is a 
higher degree of authority and the potential for greater insti-
tutional support. Finally, there is the enrollment management 
division, in which the key offices and functions related to 
enrollment management are brought together under the 
leadership of a senior-level administrator. is model reflects 
the highest degree of institutional commitment to influenc-
ing enrollments. Additionally, it increases the likelihood that 
enrollment management efforts will be led by an enrollment 
specialist, i.e., an individual with experience and training spe-
cific to managing college and university enrollments. 

As enrollment managers have sought to gain a foothold 
within their institutions, they typically have downplayed the 
differences between these four organizational models. In the 
earlier stages of the emergence of enrollment management, it 
often was difficult to convince top-level decisionmakers of 
the need to create formal structures in support of enrollment 
efforts. As enrollments dropped and institutions developed a 
greater sense of urgency, it became easier to make the case for 
the more significant changes required of the matrix and divi-
sion structures.

e main point about enrollment management organiza-
tions is this: enrollment results will generally depend on the 
structure adopted and institutions should adjust their expec-
tations accordingly. When enrollment issues are less pressing, 
institutions may be well served by the committee or coordina-
tor models. Institutional politics also may dictate adoption of 
these less intrusive models, though in that case decisionmak-
ers need to be prepared for more modest results. A desire for 
greater influence over enrollment results requires implemen-
tation of more significant structural changes. Figure  illus-
trates the interplay between structure, institutional change, 
and enrollment results.

As enrollment management emerges as a profession, there 
is growing acknowledgement that implementation of the 
more significant structural changes required of the matrix or 
division models will lead to stronger enrollment results. 
Institutional commitment to the concept of enrollment man-
agement is far greater with these models. ey also take 
advantage of the emergence of enrollment professionals: 
individuals who have direct experience with one or more core 
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enrollment operations, who have studied the 
growing body of enrollment management 
literature, have been involved with the  
community, and thus are uniquely qualified 
to lead campus enrollment efforts.

C O M P O S I T I O N
Composition is another key dimension to be 
considered when establishing an enrollment 
management organization, that is, which 
departments and functions will be included 
under the enrollment management umbrella. Basic enroll-
ment management organizations commonly include admis-
sions, financial aid, registrar’s offices, and orientation. 
However, such structures suggest a limited view of the enroll-
ment management concept, characterizing it as a grouping of 
services rather than management of goals and strategies. e 
conceptual framework of student success suggests that the 
“reach” of the enrollment management organization should 
be extended chronologically at both ends of the student 
experience. us, student preparation, pre-college programs, 
retention, and career services are part of the enrollment man-
agement structures of many campuses. e most highly 
developed enrollment management organizations extend 
their reach still further, taking an institutional advancement 
perspective that includes community and alumni relations. 
(See Table .)

Whatever the organizational model, managing enroll-
ments requires involvement of departments and functions 
from across the campus, not all of which can or should be 
part of the enrollment management structure. For example, 
academic advising is critical to enrollment management, but 
usually remains under the purview of a more traditional aca-
demic model. Similarly, student affairs units perform many 
important retention-related functions, but more often are 
organized as a separate division. Where formal reporting 
lines do not exist, strong communication links must be estab-
lished. ese cannot be left to chance or good intentions. 
Rather, formalized relationships must be established within 
the committee structure of the institution. Further, links 
must reflect the core understanding of the enrollment man-
agement concept with direct ties to institutional mission, 
academic program, and student success. Required organiza-
tional links are diagrammed below, with choices to be made 
as to whether solid or dotted-line relationships exist among 
the departments and functions listed. (See Figure .)

I N S T I T U T I O N A L  T Y P E
Enrollment management organizations tend 
to vary by type of institution. Private institu-
tions often have more elaborate enrollment 
structures. e demographic downturn, 
which led to the emergence of enrollment 
management, hit private institutions first, and 
thus they have a longer history with its 

implementation. Also, private institutions are typically 
smaller, can implement changes more quickly, and require 
administrators to take on a broader array of functions. For 
these reasons, the enrollment management organization at a 
private institution will generally have more direct reporting 
lines, whereas at public institutions there will tend to be dot-
ted-line relationships facilitated through committee work. 
Another private/public difference is the titles held by chief 
enrollment officers. Vice presidents often head enrollment 
management divisions at private institutions, with direct 
reporting lines to the president. At public institutions, enroll-
ment division heads typically have roles as assistants or asso-
ciates to provosts or vice presidents.

Structural type Committee Coordinator Matrix Division

Institutional commitment 
to change

Lower Commitment Higher Commitment

Expertise of person leading 
enrollment efforts

Less Expertise More Expertise

Enrollment results Weaker Results Stronger Results

F I G U R E  1 :  T H E  S E M  O R G A N I Z AT I O N  C O N T I N U U M

Table 1: Composition of Enrollment Management Organizations

Basic Expanded Comprehensive

 Admissions 
 Financial Aid
 Orientation
 Registration and Records
 Enrollment Research
 Retention

 Pre-College Programs
 Academic Support 

Programs
 Academic Advising
 Career Services

 Institutional Research
 Marketing
 Community Relations
 Alumni Relations
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P H I L O S O P H Y
Finally, when creating enrollment management organiza-
tions, a decision must be made regarding philosophical align-
ment. is decision is complex due to the cross-functional 
nature of the enrollment enterprise, such that enrollment 
management does not “fit” neatly within traditional institu-
tional structures. Because of the important student services 
provided by enrollment management departments, some 
members of the campus community, especially at public 
institutions, are inclined to align enrollment management 
organizations with their student affairs divisions. Even 
though enrollment management and student affairs profes-
sionals have many common interests and perform similar 
student service functions, aligning them under the same 
organizational structure generally will not serve enrollment 
managers as well as alternative structures. e integration 
with academic programs, accountability to quantifiable goals, 
and importance of achieving the institution’s academic mis-
sion all point to alignment with top-level decisionmakers. 
Reflecting these realities, institutions more often align enroll-
ment management organizations with the president or aca-
demic affairs divisions, rather than student affairs, with 
variances in the private and public sectors as noted above 
(Huddleston ).

Preview: Core Strategies and Best Practices
An infrastructure of foundational concepts and structural 
alignment is necessary to build successful enrollment man-
agement organizations, but it is not sufficient. Achieving 
optimum enrollments requires that institutions use their 
carefully-developed infrastructure to launch leading-edge 
strategic initiatives. In the next issue of C&U, the second 
part of this article will discuss core strategies and best prac-
tices in key areas including:

  Recruitment: Initiating the student/institution relationship
  Marketing and communications
  Student transition and retention
  Graduation and beyond
  Pricing strategies
  Information management
  Business practices and customer service
  Technology
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A college degree is one of the most expensive purchases an 
American family can make. Recently, the College Board¹ 
reported that if the annual rate of increase averages  percent, 
the cost of a baccalaureate degree for a child entering the first 
grade in September  will reach approximately , 
at a public institution and just over , at a private 
institution. 

On the brink of this significant investment, families often 
receive inadequate information from frontline admission and 
recruitment personnel. Parents, particularly those with 
incomes well above the national average, have questions that 
go beyond the basics. ey want to know how to leverage 
their limited resources so that they can help their sons and 
daughters pursue higher education and still preserve their 
financial condition. 

While today’s costs are higher than ever before, parents 
have many more options whose sheer number and complex-
ity have given rise to a whole new field-financial planning for 
college. is article, which is based on materials created for 
the enrollment management program at Tulane University, 
will supply admission and recruitment staff with practical 
financial planning advice that they can share with parents. It 
is a primer in college finance with enough detail to allay a 
family’s fears and keep them engaged in the discussion of 
college affordability. e reaction from the families of pro-
spective Tulane students has been very positive. ey found 
this piece among the clearest and most comprehensive treat-
ments of college finance that they had encountered. 

is article focuses on federal need-based programs and 
explains how savings and other investments affect a student’s 
eligibility for financial aid under the federal program guide-
lines. Institutionally-funded aid programs are mentioned 
when appropriate. 

Key Questions
Five key questions drive financial planning for college.
!  How much financial aid will be available to the family?
@  How much need-based financial aid could they receive?
#  How much will they pay from annual income?
$  How much will they pay from savings?
%  How much will they finance?

Any discussion of financial aid and college finance must 
focus on these five questions as well as the four broad catego-
ries listed below.
  Financial aid programs—the basics
  Tax relief provisions for families with educational  

expenditures
  Tax incentives for those wishing to save for  

educational expenses
  e impact of various savings instruments on  

financial aid eligibility

Financial Aid Basics
Creating an effective strategy for financing a college educa-
tion begins with a basic knowledge of current financial aid 
programs and processes. While the rules and regulations are 
numerous and complex, families formulating a college invest-
ment strategy only need to understand some basic principles. 

B A S E S  F O R  AW A R D I N G  F I N A N C I A L  A I D
Two types of financial aid are available: merit and need-based.

Merit-based Awards

Merit-based financial aid awards recognize the student’s spe-
cial skills or academic achievement. In making these awards, 
institutions typically do not consider whether the student 
needs the funding. Merit-based aid might be awarded to 
those with outstanding records of academic achievements, 
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special abilities (e.g., athletic or musical), demonstrated com-
mitment to community service, or some other activity that 
the college seeks to promote. 

Need-based Awards

Need-based financial aid involves an analysis of the cost of a 
particular college and a family’s income and assets. Financial 
aid is awarded to cover the portion of college costs that 
exceeds the family’s ability to pay.

T Y P E S  O F  F I N A N C I A L  A I D  
Financial assistance includes grants, scholarships, loans or 
work-study arrangements. Grants and scholarships represent 
a real reduction in the cost of attending the institution and 
carry no obligations for repayment. While there are many 
different kinds of educational loans, they all require that the 
amount borrowed plus interest must be repaid. Work-based 
financial assistance is the payment of an hourly wage for ser-
vices performed.

S O U R C E S  O F  F I N A N C I A L  A I D
Financial aid programs are funded from a variety of sources 
including the federal and state governments, the colleges 
themselves, private organizations, and scholarship founda-
tions as shown in Figure . 
  Merit-based financial aid is usually funded from state, 

institutional, or private sources. 
  Need-based financial aid may be provided by the state, 

the federal government, the institution, or private foun-
dations and organizations. 

Funds from federal or state sources are administered in 
strict compliance with the rules and regulations established by 
the federal government and the state providing the assistance. 
In the case of funds from the federal government, the rules 
and regulations apply uniformly to all residents of the United 
States. e states, private organizations, individuals, and col-
leges can maintain their own rules for the administration of 
their funds, but those rules cannot conflict with those estab-
lished by the federal government. Although there are differ-

ences, these regulations have many commonalities, particularly 
in the areas of calculating cost, determination of what a fam-
ily can contribute, and the calculation of financial need.

C O L L E G E  C O S T S
e annual “cost of attendance” for a particular college 
includes tuition, student fees, living expenses, books, trans-
portation to and from the school, and miscellaneous personal 
expenses. Expenses for students living on-campus are repre-
sented by the college’s room and board charges. Families who 
provide housing and meals for their college-age children are 
given a “home maintenance allowance”—an estimation of 
these costs—as an item in the cost of attendance budget. 
Tuition, fees, room and board are paid to the college and rep-
resent a direct expense. Books, transportation, home mainte-
nance, and miscellaneous expenses are paid as they are 
incurred and represent indirect or out-of-pocket expenses. 
Both direct and indirect expenses are used in determining 
the student’s annual budget.

N E E D S  A N A LY S I S
College attendance is defined as voluntary by current public 
policy. Unlike the elementary and secondary educational 
opportunities that are free to every .. resident, the costs 
associated with attending college, although subsidized heav-
ily by state and local governments, remain an obligation of 
students and their families. Financial aid is provided to help 
them cover the amount that exceeds their resources. What a 
particular family can afford to pay is called the “family con-
tribution” and includes both what the parent and the student 
can contribute toward the cost of attendance. 

e United States Congress developed the Federal Method-
ology for determining the expected family contribution for 
those who want federally-funded financial aid. It is the only 
method for determining eligibility for federal programs, and 
it is often used in the administration of many state-spon-
sored programs. Individual colleges or private parties may 
require additional information not considered in the Federal 
Methodology and apply an “Institutional Methodology” in 
the determination of the ability to pay. ese institutionally-
specific methodologies can be used only in the administra-
tion of their own funds. An Institutional Methodology can 
never replace the Federal Methodology for determining eli-
gibility for federally-funded financial aid programs. e col-
lege student may have to comply with several sets of financial 
aid rules and regulations.

D E T E R M I N I N G  F A M I LY  C O N T R I B U T I O N
In the Federal Methodology, the parents’ and student’s earn-
ings and assets are analyzed to determine the amount the 
family can contribute toward the student’s educational 
expenses. Families in stronger financial positions are expected 
to contribute more than those with lower incomes and fewer 
assets. It is difficult to provide an estimate of the expected 
contribution based on income because the formula treats 

F I G U R E  1 :  T H E  F I N A N C I A L  A I D  E N V I R O N M E N T
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income and assets separately and allows families to take 
deductions that vary by family size, the state of residence, 
total taxes paid, and a variety of other factors. Table  pro-
vides a rough estimate of the expected contribution based on 
family income without assets.

e family contributions shown in Table  are approxima-
tions based on national averages and were determined by 
using the Federal Methodology.

e family contribution is considered to be available to 
offset the expenses associated with college attendance. If 
there is only one child in college, the entire family contribu-
tion is available for that student. If three children from the 
same family are in college at the same time, the contribution 
for each child is one-third of the total family contribution.

e expected family contribution can be determined by 
using various financial aid calculators that are available on 
the Internet. One of the most popular and useful Web sites 
for financial aid information can be found at: www.finaid.org. 
It provides a wealth of information about scholarships, edu-
cational loans, college savings plans, and a series of calcula-
tors that allow families to estimate their contribution, loan 
repayment obligations, etc. 

Many families are shocked by the amount of their 
expected contribution. When it is added to their fixed obli-
gations for housing, cars, and other goods and services, they 
often conclude that they cannot afford to pay that amount 
annually. In today’s economy, the family contribution is actu-
ally an index of their financial strength because it represents 
the amount that they can absorb in terms of cash payments 
or borrowing. Most American families soon realize that a 
college education is a purchase financed like a home or a car.

N E E D
Need is defined as the difference between the cost of atten-
dance at a particular college or university and the family con-
tribution. Because of considerable differences in the cost of 
attendance, student need varies widely, although the family 
contribution remains constant unless a particular institution 
applies its own as well as the Federal Methodology. A stu-
dent may have no need at one institution but demonstrate 
considerable need at another. For example, if the family con-
tribution is calculated at , and the student attends a 
college with a cost of attendance of ,, his or her need 
would be zero. However, if the same student selects a college 
with a , annual cost of attendance, he or she would 
have , in need.

T H E  F I N A N C I A L  A I D  P A C K A G E
Need-based financial aid programs should provide enough 
funding to meet demonstrated need. Most institutions will 
attempt to meet some or all of the student’s need by provid-
ing funds drawn from several sources. eir offer of assis-
tance, commonly referred to as the financial aid package, will 
be a combination of grants, loans, and work-study funds. 
However, many colleges and universities do not have suffi-

cient resources to fund everyone who wants to enroll, and the 
sum of the family contribution and the financial aid offered 
by the college may not amount to the cost of attendance. is 
gap between available resources and cost could make college 
attendance more difficult.

Tax Relief for Families 
With Educational Expenses
e financial aid programs funded by governmental agencies, 
institutions, and private sources represent only pieces of the 
college-financing puzzle. e federal tax law changes that 
took place in  and again in  provide income tax relief 
for families with children in college. ey are intended to 
increase their ability to absorb educational costs and are most 
useful to families of college students or to those with little 
time left to save for college. 

Tax Relief Programs

H O P E  C R E D I T S

e Hope program (,) was created to make the first two 
years of college available to all American families. Taxpayers 
can claim a credit equal to  percent of the first , of 
tuition and fees and  percent of the second ,. ese 
amounts are indexed for inflation after . 

is tax credit is available on a per-student basis for net 
tuition and fees (tuition and fees minus grants or scholar-
ships) paid for college enrollment after December , . In 
, it was phased out for joint filers with incomes between 
, and , and for single filers between , 
and , (indexed periodically). e credit can be claimed 
in two tax years for any individual enrolled at least half-time 
for any portion of the year.

Table 1: Expected Family Contribution Based on Parent 
Income (Family of Four One in College)

Income Estimated 
Contribution1 Income Estimated 

Contribution1

$10,000 0 $75,000 $9,700

$15,000 0 $80,000 $11,100

$20,000 0 $85,000 $12,490

$25,000 0 $90,000 $13,970

$30,000 $80 $95,000 $15,510

$35,000 $870 $100,000 $17,050

$40,000 $1,670 $105,000 $18,590

$45,000 $2,470 $110,000 $20,130

$50,000 $3,340 $115,000 $21,680

$55,000 $4,370 $120,000 $23,220

$60,000 $5,650 $125,000 $24,720

$65,000 $6,910 $130,000 $26,190

$70,000 $8,310 $135,000 $27,660
1 Amounts are rough approximations and should not be considered definitive.
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L I F E T I M E  L E A R N I N G  C R E D I T S

Congress created Lifetime Learning Credit for college 
juniors, seniors, graduate students, and working Americans 
pursuing lifelong learning to upgrade their skills. For those 
beyond the first two years of college, or those taking classes 
part-time to improve their job skills, the family will receive a 
 percent tax credit for the first , of expenses. e 
credit is available for net tuition and fees (minus grant aid) 
paid for postsecondary enrollment. It is available on a per-
taxpayer (family) basis, and it is phased out at the same 
income levels as the Hope tax credits. 

Note: ere can only be one credit taken per child, either 
Hope or Lifetime Learning but not both in the same year.

S T U D E N T  L O A N  I N T E R E S T  D E D U C T I O N
e Student Loan Interest Deduction provisions of the  
tax law changes allow for an “above-the-line deduction” (the 
taxpayer does not need to itemize in order to benefit) for 
interest paid in the repayment on private or government-
backed loans used for postsecondary education and training 
expenses. e maximum deduction is ,. It is phased out 
for joint filers with incomes between , and , 
and for single filers between , and , (indexed 
after ). e deduction is available for loans made before 
or after enactment of the tax change. e loan amount eligi-
ble for the deduction is limited to postsecondary expenses for 
tuition, fees, books, equipment, room and board, and this tax 
break has been extended beyond the original application to 
the first five years of repayment. 

I R A  W I T H D R AW A L S
Taxpayers may withdraw funds from traditional  accounts, 
without penalty, for the higher education expenses of the tax-
payer, spouse, child, or grandchild. is amount is limited to 
net postsecondary expenses (expenses minus other forms of 
grant or scholarship financial aid) for tuition, fees, books, 
equipment, and room and board.

C O M M U N I T Y  S E R V I C E  L O A N  F O R G I V E N E S S
is provision excludes from taxable income loan amounts 
forgiven by non-profit, tax-exempt charitable or educational 
institutions for borrowers who take community-service jobs 
addressing unmet needs.

Tax Incentives to 
Save for Educational Expenses

S AV I N G  F O R  C O L L E G E

In addition to providing tax relief, the tax code changes cre-
ated several college savings mechanisms of particular interest 
to those families who have several years or more before their 
children begin to enroll in college. 

In the area of savings, two key questions come into play. 
First, how will savings affect the student’s eligibility under 
federal regulations for need-based financial aid? Second, and 

closely tied to the first, who should be the custodian of the 
savings account? 

Many families underestimate the power of long-term sav-
ings. Even modest monthly savings beginning when a child 
is born can create a sizeable asset to cover college-related 
expenses. Table  shows the accumulated value of family sav-
ings for a newborn child ( years of savings prior to college 
entry) for interest rates between  and  percent annually for 
monthly savings of between  and  per month. is 
analysis assumes that the savings are in a tax-free investment 
vehicle and that the monthly payment occurs on the first of 
each month.

Many families believe that saving for college simply 
reduces the student’s eligibility for aid. To some extent this is 
true. Savings will reduce eligibility for need-based financial 
aid. However, the degree of reduction is often over-esti-
mated. Under the Federal Methodology, the value of savings 
and other assets has a much smaller impact than would earn-
ings of identical value. 

P A R E N TA L  S AV I N G S
In constructing the Federal Methodology, Congress recog-
nized that parents should be saving for their retirement as 
well as for the children’s educational expenses. As a result, 
two provisions were established that impact how parental 
assets are used in the determination of family contribution. 
e first provision establishes an “asset protection allowance” 
with the amount determined by the age of the older parent. 
e allowance is deducted from the total assets thereby 
reducing its overall value in the needs analysis process. e 
second provision uses only a percentage of the remaining 
asset balance as a supplement to income. Currently, this is set 
at  percent of the remaining asset balance after the deduc-
tion of the appropriate asset protection allowance. is 
amount is added to the family’s adjusted income, which is 
income after the deductions made for all allowable expenses 
permitted by Congress. e total adjusted income is then 
“taxed” using a sliding scale. e highest marginal taxation 
rate for parents is currently  percent. Assets are protected 
by the reduction due to the asset protection allowance and by 

Table 2: Savings Calculator

Amount 
Monthly

Annual Interest Paid On Account

2% 3% 4% 5%

$50 $13,009 $14,333 $15,832 $17,533

$100 $26,017 $28,666 $31,664 $35,062

$200 $52,035 $57,331 $63,329 $70,131

$300 $78,052 $85,997 $94,993 $105,197

$400 $104,069 $114,622 $126,658 $140,263

$500 $130,086 $143,328 $158,322 $175,329

$600 $156,014 $171,993 $189,987 $210,394

$700 $182,121 $200,659 $221,651 $245,460
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using only  percent of the remainder with that amount 
“taxed” at no greater than  percent of the remaining value.

Table  presents an analysis of two families with identical 
incomes and college-related expenses. One family (column 
A) has no savings while the other (column B) has saved 
,. As shown, the , asset decreases the eligi-
bility for need-based financial aid by just over ,. Family 
B will be expected to provide approximately , more to 
help cover college costs. However, they will have, even after 
paying the additional , in college expenses, some 
, in the bank while family A has no savings. 

Of course, the college experience involves more than a 
single year. Table  shows how a family’s , asset is 
depleted over the course of a four-year long baccalaureate 
program. Again, in this illustration the older parent is  
years old at the time of initial enrollment. Table  assumes 
that the amount remaining in the account will earn  percent 
interest annually and that the cost of attendance remains 
constant for the four-year period of attendance.

As shown in Table , at the end of four years, the family 
will have expended about , more for college expenses 
than did the family with no savings. However, earned interest 
on the account will have offset all but about , of this 
expenditure. e family still has about  percent of their 
savings. Of course, they are also in a position to refuse the 
loan portion of any financial aid award and decide to cover 
the loan from available savings.

S T U D E N T  S AV I N G S
Families who decide to save for college often must decide 
whether to place savings in their or the student’s name. Since 
savings accounts typically generate taxable interest, many decide 
to place the savings in the student’s name assuming that he 
or she is usually in a lower tax bracket. More of the interest 
earnings would then be retained for college expenses. 

However, in most cases, it is in the parents’ long-term 
interest to maintain control over the savings earmarked for 
college even though some of the interest earned may trigger 
increased income tax liability. e existing needs analysis for-
mulas provide a more favorable treatment of parental savings 
than of student savings. 

Student assets are treated more harshly under the Federal 
Methodology. Congress determined that the primary focus 
of college-age students should be on completing their educa-
tion not on providing for their long-term retirement needs. 
As a result, there is no asset protection allowance provision 
for student assets. Furthermore, the percentage of the stu-
dent-controlled asset considered available to underwrite the 
annual cost of attendance is set at a flat  percent rate. 

Table  (on the following page) shows the depletion, under 
the Federal Methodology, of a , asset held in the 
student’s name which triggers a , contribution toward 
educational expenses in year one (as opposed to the addi-
tional , when held in the parent’s name.) With this level 
of contribution, the student would not qualify for need-based 

aid unless the cost of attendance exceeded , and there 
was no expected contribution from parental income.

Given the existing needs analysis methodology, placing 
the money in the student’s name makes sense only if the par-
ents are certain that the family would not qualify for financial 
aid even at America’s most expensive college and universities 
or if there are estate planning considerations. In these situa-

Table 4: Depletion of Parental Asset

Parental Asset (by Student’s Year In College)

1 2 3 4

Age of Older Parent 48 49 50 51

Asset Beginning 
Balance

$100,000 $98,801 $97,711 $96,731

Asset Protection 
Allowance

$44,400 $45,500 $46,700 $48,100

Adjusted Net Worth $55,600 $53,301 $51,011 $48,631

Asset Conversion 
at 12%

$6,672 $6,396 $6,121 $5,836

Amount Used for 
Expenses in Year (Max.)

$3,136 $3,006 $2,877 $2,743

Remaining Asset Value $96,864 $95,795 $94,834 $93,988

Plus 2% Interest on 
Remaining Balance

$98,801 $97,711 $96,731 $95,868

Asset Remaining at End 
of Four Years (%)

   95.87%

Total Expenditure from 
Asset over Four Years

   $11,762

Table 3: Analysis Of Asset Impact

[A]
No Family 

Savings

[B]
$100,000 
Savings*

Family Income $75,000 $75,000

Estimated Contribution 
from Income

$9,701 $9,701

Assets $0 $100,000

Asset Protection Allowance 
(Older Parent is 44 Years Old)

N/A – $44,400

Adjusted Asset Value N/A = $55,600

Remaining Asset Used to 
Supplement Income (%)

N/A 12%

Amount of Asset Available as 
Supplement to Income

N/A $6,672

Amount of Supplement Added to 
Family Contribution at 47% 

N/A $3,136

Revised Family Contribution $9,701 $12,838

Institution’s Cost of Attendance $25,000 $25,000

Revised Family Contribution – $9,701 – $12,837

Need (Cost – Family Contribution) = $15,299 = $12,163

Decreased Need Resulting 
from $100,000 Asset

N/A $3,136

* Savings in parents’ names
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tions, a transfer of funds to the student may be beneficial 
from the parents’ tax standpoint.

E S TAT E  P L A N N I N G ,  G I F T S ,  A N D  C O N T R O L
Unless the family is wealthy (individual assets over  million 
adjusted periodically for inflation), maintaining parental cus-
tody of the accounts holding the funds for a child’s educa-
tional expenses should not affect their estate plan. Generally, 
two types of accounts are at issue: interest bearing savings 
accounts or investment accounts in the name of the child 
when a parent, guardian or third party is the owner or custo-
dian over the account until the child goes to college. e 
value of these accounts is reflected in their estates if they are 
the custodians and die while the child is a minor. 

If the parents are worth over  million individually or 
cumulatively, they may need to evaluate how to invest for a 
child or grandchild’s education. Unfortunately, the only way 
to reduce estate taxes is to reduce the size of the estate itself. 
One of the most effective ways to accomplish that goal is 
through gifts. Parents can presently give up to , each 
(, total) tax free, per year to each child. In a sizeable 
estate taxed at  percent, that , in inheritance would 
be reduced to just ,. Such annual gifts can be especially 
valuable (and significant in reducing estate taxes) when they 
consist of appreciating assets. Parents can also give more than 
this amount annually, but the gift(s) will count against the 
family’s Unified Tax Credit.

C U S T O D Y  A C C O U N T S :  
A D VA N TA G E S  A N D  D I S A D VA N TA G E S
If the children are young or if the parents prefer to control 
the cash, they may want to consider a custodial account 
under the Uniform Gifts to Minors Act () or the 
Uniform Transfers to Minors Act (). Under these pro-
visions, gifts and investment earnings can accumulate under 
the parents’ supervision as custodians. State laws affect this 

type of account, and the child may have rights to these 
investments at age eighteen or twenty-one (age of majority). 
e “kiddie” tax laws may apply, and unearned income may 
be subject to the parents’ tax rate until their child reaches age 
fourteen. Custody Accounts are still treated as student assets, 
even if the student can’t access them until the age of majority. 

Saving Instruments
What kind of savings instrument should families use if they 
decide to save for college? ere are, of course, many options 
but several, in addition to the ordinary bank savings account, 
receive favorable treatment under state and federal tax laws. 
e most common are listed as follows:

5 2 9  P L A N S  ( S E C T I O N  5 2 9  O F  T H E  
I N T E R N A L  R E V E N U E  C O D E )
Each state now has at least one  Plan designed to help 
families save for future college costs. As long as it meets basic 
requirements, the federal tax law provides special benefits to 
the account owner. 

Section  of the  code provides for the establishment 
of two types of college financing instruments: prepaid tuition 
or college savings plans. Some states offer both. Others offer 
prepaid tuition contracts covering in-state tuition and may 
allow the account owner to transfer the value of their con-
tract to private and out-of-state schools. However, they may 
not receive full value in these kinds of transfers. If the family 
uses a  savings program, the full value of the account can 
be used at any accredited college or university in the country 
(and even some foreign institutions). Both types of  
financing plans are funded through “after tax dollars.” 

A  Plan investment grows tax-free for as long as the 
money is within the plan. When a distribution occurs to pay 
for the beneficiary’s college costs, it is exempt from federal 
taxes from  through . Unless Congress extends this 
tax code provision,  distributions made after  will be 
taxable to the beneficiary (i.e., only gains above the principal 
originally invested). Generally,  Plans are treated as the 
owner’s asset. us, if grandparents are the owners, they are 
generally not considered in their grandchildren’s aid analysis. 
If the student is made the owner (rare but allowable under 
the regulations), then the  Plan value is treated like his/
her asset. e big benefit of these plans is that the donor can 
stay in control of the account. With few exceptions, the 
named beneficiary has no rights to the funds.

e U.S. Department of Education has ruled that  sav-
ings accounts held in the parents’ names are treated as their 
asset in determining eligibility for federal financial aid. us, 
the expected contribution towards their child’s college costs 
is subject to the same treatment as are other parental assets-
treatment far more favorable than if the funds are under the 
ownership of the student. 

Since colleges and universities are free to develop a meth-
odology for awarding their own financial aid funds (as 
opposed to financial aid programs funded by governmental 

Table 5: Depletion of Student Assets

Student Asset (by Year in College)

1 2 3 4

Asset 
Beginning Balance

$100,000 $66,300 $43,957 $29,143

Asset Taxation Rate 35% 35% 35% 35%

Used for Educational 
Expenses Each Year

$35,000 $23,205 $15,385 $10,200

Remaining Asset Value $65,000 $43,095 $28,572 $18,943

Plus 2% Interest on 
Remaining Balance

$1,300 $862 $571 $379

Asset 
End of Year Balance

$66,300 $43,957 $29,143 $19,322

Asset Remaining after 
Four Years (%)

19.32%

Total Expenditure from 
Asset over Four Years 

   $83,790 
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agencies), they may decide to treat  Plan assets diff erently 
when determining eligibility for the institution’s fi nancial aid. 

Distributions from  Prepaid Tuition Plans reduce fi nan-
cial aid eligibility dollar for dollar.  us, if the family’s pre-
paid tuition contract disburses , in tuition benefi ts this 
year, the student will be considered as having , less need 
for fi nancial aid. 

Upon the completion of a benefi ciary’s education, the bal-
ance in a  account reverts to the owner, which, in turn, will 
trigger taxes on his or her accumulated earnings. 

 e most comprehensive Internet sites for  Plans can be 
found at: www.savingforcollege.com and www.collegesavings.org.

Although  Plans have distinct tax advantages, some of 
the savings plans carry risk. Certain states allow  Plan 
contributions to funds ranging from annuities, featuring a 
guaranteed fi xed rate of return annually, to highly speculative 
equity investment funds in which investors could lose all or a 
substantial portion of their investment. Because of the vola-
tility in the fi nancial markets in the last few years, some fam-
ilies have lost sizeable portions of their  Plan investment. 
In reaction to these conditions, some states have temporarily 
suspended new contributions to existing  accounts as well 
as new accounts.

C O V E R D E L L  A C C O U N T S  ( E S A )
In , the contribution limit to the Coverdell Education 
Savings Account (formerly Education ) increased from  
to , per child. However, if accounts that are established 
by diff erent family members for the same child cause the 
total contributions to exceed ,, a penalty may be owed. 

 e parents’ after tax contribution goes into an account 
that will eventually pass to the child if the funds are not used 
for college expenses. Unlike unused funds in most  Plans, 
the donor cannot reclaim these funds. Since the annual con-
tribution limit is low, the level of fees and charges to main-
tain this type of account should be a major concern when 
selecting the company to manage the Coverdell . In gen-
eral, Coverdell accounts must be fully withdrawn by the time 
the benefi ciary reaches age , or else it may be subject to 
taxes or penalties.

Funds in a Coverdell account are considered the student’s 
and not the parents’ asset for fi nancial aid purposes. Under 
the existing federally-mandated fi nancial aid needs analysis 
system,  percent of a student’s assets are added to his or her 
contribution from income.  erefore, if the value of a 
Coverdell were ,, the impact on the student’s eligibil-
ity in the fi rst year of attendance would be , or  per-
cent of the total account value. Two notes of interest: these 

F I G U R E  2 :  H O W  T H E  P I E C E S  F I T  T O G E T H E R  I N  N E E D - B A S E D  F I N A N C I A L  A I D

Cost of Attendance Total Family Contribution Demonstrated Need– =

Pre-Paid Tuition (529)– Unmet Remaining Need=

Tuition & Fees
Living Expenses
Transportation
Books
Miscellaneous

Needs Analysis
Federal & Institutional

Total Student Resources

Total Parent Resources

1 Taxed on graduated scale of 0–47%.
2 Subject to 12% assessment after deducting asset protection allowance.
3 Taxed at 50% flat rate.
4 Subject to 35% assessment.

Note: Funded retirement plans, equity in primary residence, tax credits, hope 
credits, and lifelong learning credits are not included in asset calculations.

The Financial Aid Offer$

Scholarships & Grants
Work-Study
Loans

Institutional Awards

Earned & Other Income3 Student-held Assets4+

Earned & Other Income1 Parent-held Assets2+

529 Savings Plan (parent 
as custodian)

Savings Accounts
Business Net Worth
Investments

529 Savings Plan (student 
as custodian)

Coverdell IRAs
Trust Funds
Savings Accounts
Business Net Worth
Investments
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types of accounts may be phased out for singles earning 
between , and , and joint filers earning 
, and ,, and may be available for elementary 
or secondary expenses.

Conclusion: Putting the Puzzle Together
Figure  (on the previous page) provides an analysis of how 
all the pieces of the puzzle come together—the cost of atten-
dance, the treatment of income and assets in the calculation 
of family contribution, the calculus defining need, and the 
components of the financial aid package. In order to provide 
our students and their families with solid financial planning 
advice, enrollment management professionals should under-
stand these interlocking components and the principles 
listed below.
  If the family begins to save early enough, then even mod-

est monthly set asides can result in a significant asset to 
underwrite the cost of a college education. 

  A sizeable asset held in the parents’ name retains most of 
its initial value even after four years of attendance.

  Given the preferential treatment afforded parental assets 
as opposed to student assets, families are well advised to 
keep savings accounts in the parents’ names. 

  Assets held in the name of the student suffer a much 
higher depletion than do those held in the parents’ names.

  Recent tax changes allow families greater freedom in draw-
ing upon available resources to fund a college education.

  Recent tax changes have created several savings mecha-
nisms that have been designed specifically to help fami-
lies to save for a college education.

  ese new savings instruments receive favorable treat-
ment under the existing tax code.

  For America’s wealthiest families-those facing potential 
estate tax problems-the trust and gift options available 

ensure that their child’s educational costs are covered no 
matter what happens to them.

Although college is more expensive than ever and college 
costs are growing at a rate faster than inflation, today’s fami-
lies have many more options to pay for college. Our frontline 
recruitment and admission personnel can and should be able 
to help them design a financial plan that will meet their 
needs and capabilities.
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When you were a little boy, did you want to be 
an admissions director when you grew up?

When I was a little boy I wanted to be a sailor or drive a fire 
engine. I didn’t know there was such a thing as admissions. I 
fell into the profession much like a lot of people do, almost 
by accident. I was a counselor in a high school in northern 
Michigan. Russ Gabier, a friend of mine, we’d been on the 
high school track team together, happened to be working for 
Western Michigan University. He asked me if I’d like to get 
into college work. And I said “No, I love it up here, skiing, 
fishing, and hunting. I’ve got it all up here.” Well, we had 
three young children at that time and when I mentioned to 
Pat, my wife, that Russ had asked me about getting into col-
lege work, she quickly said “Yes, let’s do it!” 

Describe your tenure as director of admissions 
at the University of Michigan. 

After four years at Western, I spent  years at Michigan,  
as director of admissions. I served under what George Hanford, 
the one-time president of the College Board, called the best 
one-two punch in college admissions, Clyde Vroman and Gayle 
Wilson. ey were national figures in admissions and created 
one of the first admissions offices in the country for a public 
university. ese were two incredibly scholarly, sensitive men 
who, back in the early s, gave their staff a long leash to 
really do something creative in admissions. ey hired two or 
three of us younger guys at that time and together we came up 
with a highly successful student-centered admissions program 
within the very competitive admissions situation at Michigan. 

In , I left Michigan and began consulting. One of my 
jobs was at the University of Southern California. I was soon 
after hired by  and spent four really great years there. 
ey’d had some problems in their admissions operation and 
they thought I might be able to fix them. Happily they were 

fixed and they’re doing very well now. I left  in  and 
since that time have had some consulting assignments in 
Mexico and around the .. I’ve also continued my very 
active participation in the International Baccalaureate () 
program with which I have been associated since . 
During my years at Michigan and , I was also very active 
in the College Board, where I served as chair of two or three 
committees, and the National Association for Foreign 
Student Affairs, where I helped create and subsequently 
chaired the Admission Section. 

Admissions offices tend to have three primary interests 
that they’re going to serve: the student interest, societal inter-
ests, and university interests. e first and foremost priority 
should be the student interests. At Michigan at that time, we 
didn’t use words like recruiting and marketing. e second 
interest that we wanted to serve was the social interest. We 
wanted to try to enroll poor kids, minority kids, returning 
adults, and students with disabilities into the University. 
en the third interest that we served was the University. 

My concern is that today those interests seem to have been 
reversed. Now it seems that we’re more interested in serving 
the university interests first. We bring in very big, fast guys to 
perform on our football teams. ( Judging from this year’s 
Rose Bowl result, I was better at that at  than I was at 
Michigan!) We give special priorities to rich people who may 
give us some money. We go out and get the “best” students 
(defined as those with the best test scores and class ranks) 
because it will make us, the university, look better. e second 
interest continues to be social, and then the third is the stu-
dent interest. at is basically why I chose to do this inter-
view. I’m really concerned about this switching of interests. I 
think we can return to a more civilized way by placing stu-
dent interests first. at’s what many institutions are now 
doing and that’s what I feel all should do! 

 I nterview with 
Cliff Sjogren

Cliff Sjogren, a past President of AACRAO, served as Director of Admissions at the University of Michigan and as Dean of Admission and 
Financial Aid at the University of Southern California. After 40 years as an admission professional, Mr. Sjogren now volunteers much of his 
time to work with the International Baccalaureate Program. 

by Jennifer P. Hodges



26 College and University Journal VOL. 79 NO.3WINTER 2004 27College and University Journal WINTER 2004VOL. 79 NO.3

You mentioned this switch from universities being focused 
on the student interests to being focused on university 
interests. Do you think that shift is more prevalent in elite, 
research institutions or do you think that it is something 
that is occurring across the board?

Certainly to an extent it’s across the board, at least among the 
institutions with selective admissions. I’m defining admis-
sions in two ways. ere’s “selective” admissions, which means 
you have to be qualified to attend. e other is “competitive” 
admissions, which means that the institution has more quali-
fied applicants than it can accommodate so they have to 
make choices among qualified students. It seems to me that 
all too often both of those groups—the competitive and the 
selective institutions—have placed student interests some-
what below their own. 

News reports are filled with stories describing student anx-
iety about college admissions. I frequently hear college people 
say, “We’ve got to improve our place in the U.S. News & 
World Report ranking of colleges, and the way we do that is to 
get students with higher test scores.” at leads recruiters 
directly into high-income areas with their high-powered 
public and private schools, well-paid staffs, a strong  or  
program, and counselors who are trained to write inspiring 
recommendations. Yes, I think we’re getting away from look-
ing at the student interest and I have some ideas on ways to 
reverse the current situation while making the process more 
student-centered, reducing some anxiety for everybody, and 
saving an awful lot of money.

Could you elaborate a little on those ideas?

In the first place, we really haven’t researched all of those cri-
teria that we require in the admissions process. We don’t 
know what extracurricular activities, the essay, and recom-
mendations really tell us about a student’s probability of suc-
cess. We do have some research on test scores. Typically 
students with higher test scores will do a little better in col-
lege. But those other things really haven’t been researched. 
But before I get into some of those things, I’d like to talk 
about changes to the admissions process itself. 

I think that institutions should eliminate all plans called 
“early action,” “early decision,” “early preference,” “precipice 
admission,” and so forth. Such ill-conceived schemes clearly 
show that institutional rather than student interests are para-
mount. Early decision means that we’ll admit you now but 
you have to pay a deposit and we’re not going to give in if you 
change your mind. So here’s a student in October of his 
senior year, his girlfriend wants to go to a certain college, so 
he wants to go there too (admittedly a poor reason to choose 
a college, but it does happen). ey break up in December 
and now what’s he going to do? I would not want students 
on my campus that would rather be someplace else. Now, 
sure there are some cases where you can break the agreement 
especially if you’ve got assertive, bright, lawyer-trained par-
ents. But the poor kid out of Pine Stump Junction whose dad 
works in the forest and mom never went to high school is at 

a real disadvantage with something like that. We’ve compli-
cated the process so much that we’ve literally intimidated a 
lot of the people that we really want to attract to create this 
diversity that we’re looking for on campus. 

All institutions, I feel, should return to the old time-hon-
ored “rolling admissions” plan. At Michigan we managed 
rolling admissions and it worked beautifully for us. We began 
receiving applications in September and started making deci-
sions on them. We began notifying applicants of their deci-
sions in October. To receive equal consideration for 
admission, seniors had until February  to submit their appli-
cation. ere was no advantage to applying earlier and we did 
not require any enrollment commitment from the student 
upon admission. At Michigan we admitted to nine schools 
and colleges and we had in-state and out-of-state enrollment 
targets. We actively encouraged enrollment of minorities, low 
income, and geographically remote students. Even with roll-
ing admissions, we were usually on or within a few percent-
age points of our target enrollments in all of the units. We 
developed sound projection mechanisms, although we didn’t 
have Excel and all those neat little things you have now to do 
these projections. We depended on slide rulers and subse-
quently calculators.

We would typically make final decisions on about two-
thirds of our applicant group in the Fall. Most of these would 
be admitted and many would be rejected. ey were rejected 
because it appeared that even if they got all As during their 
senior year, they still wouldn’t have made it in. e other 
third would be delayed, either for more grades and more test 
scores or possibly a portfolio, information interview, or music 
audition. After February , we’d take a look at the numbers 
we had and usually found that about  percent or more of 
our admission offers would already have been committed. So 
we would go through the delayed group in March to fill the 
remaining slots with students who had done well during the 
Fall term. Many students improved, although those who took 
easy courses would usually be denied. We would begin offer-
ing financial aid the first of April and students had to com-
mit to us by May , the nationally-recognized Candidates 
Reply Date. Under this plan, most applicants needed to 
worry only about doing well in their classes and not be so 
concerned about failing the “admission game.”  

Because we could never predict precisely the final number 
of students who would accept our offers of admission, we 
would create an extended waiting list after May . So we 
would say to some students “You’re very close but you’re not 
quite there. We’re going to wait and see how many enroll-
ment deposits come in and if there are places remaining we 
may be able to admit you.” Enrollment targets were protected 
with this extended waiting list and that list was cleaned up by 
the first of June. So it really didn’t create an awful lot of stress 
for kids, although they may have been a bit anxious if they 
were borderline and had to work hard during the Fall term. 
at’s basically the rolling admissions approach and it’s very 
workable. It’s so easy to set up and manage the projections 
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and, most importantly, it provides the kids with some stress 
reduction during their senior year.

What have been some of the catalysts for this switch from a 
focus on student interests to a focus on university interests?

I think a lot of it is money. Colleges may not admit it, but 
they’d love to fill their classes with kids with high entrance 
test scores who don’t need financial aid. Athletics has proba-
bly played a part as well. I used to sit as the chair of the 
Academic Requirements Committee of the . I saw situ-
ations where a lot of institutions compromised their aca-
demic program by bringing in athletes who couldn’t read or 
write. Recent initiatives by the , including Proposition 
, which I drafted in , have helped a little bit, but more 
needs to be done. I think another reason is that a lot of the 
institutions have gotten terribly large and terribly bureau-
cratic. ey’re looking at bottom-line numbers and not 
always at the individual. is is true primarily at the large 
public universities and a few of the large private institutions. 
e smaller private institutions and certainly the community 
colleges have been less inclined to go that route. ose insti-
tutions, generally, provide a much more student-friendly pro-
cess. Online degree-granting institutions are becoming 
popular in part because they provide a kind of “no pain” 
approach to admission. You send in your money and you’re 
admitted. Unfortunately, that could be an attractive feature to 
some people rather than endure the torture they have to 
these days in some traditional colleges. 

My current concerns are influenced considerably by my 
active involvement in the International Baccalaureate Program. 
e  is a comprehensive academic program, characterized 
by a substantial breadth and depth of curriculum that helps 
prepare students for life as well as serious intellectual chal-
lenges. I lead teams that evaluate the schools for participa-
tion in the  programs. We spend two days at the school 
where we talk to the students from junior high through 
twelfth grade, their parents, counselors, and teachers. I have 
observed that, rather than for the educational enrichment the 
 is designed to provide, all too many ninth graders choose 
the  primarily because they feel that it will impress a col-
lege admissions officer. Part of it is the fault of their parents 
and part of it is the fault of the university. We start to put this 
stress on these kids very early on. at’s why when I say these 
things I’m not just blowing smoke. People say, “He hasn’t 
been around for a long time,” but I was around two weeks 
ago at a school in Tennessee where I saw this happening and 
it was very troublesome to me. 

So from your perspective the students have 
become so focused on the process of getting admitted 
that they’re not focusing on why they wanted to be 
admitted in the first place?

Yes! I have a principle; the best predictor of academic success 
is previous academic performance. But, we’ve thrown all of 
these other things in the application mix. If we could just get 

these kids to concentrate on learning and not have to con-
tend with all this other stuff, they’d be well served in the col-
lege admissions process, and more importantly, well served in 
life. at’s what counselors and their students should concen-
trate on. 

I would like to see the elimination of the required essay. If 
you enter “college admission essay” in Google, you’ll find 
hundreds of services out there where you can pay anywhere 
from  a page to  for the full shot to have somebody 
edit or even write your essay. It’s cheaper if you’re willing to 
take a canned essay. ey’ve got hundreds of titles. And if you 
need something very specific about yourself, you just outline 
the data and somebody will write that for you. ose cost a 
little more, –. What’s the kid from a family that 
can’t afford that kind of money for those essays going to do? 
And yet, while we preach “diversity,” we still require them. In 
one of the urban papers I saw an article where a child was 
quoted that his lawyer father helped him with the essay. 
What if his father was a recently landed immigrant from 
Greece or Korea? To my knowledge, there’s no evidence that 
essay performance can help predict college success and yet we 
continue to require them.

What I’d like to do is invite the student to write a one-
page statement about anything he or she chooses to bring to 
the reviewer’s attention. Maybe there’s an explanation for the 
grade of C- in geometry in the tenth grade. Quite possibly 
there was a serious conflict with the teacher or maybe they 
had mono. ese kinds of things can happen. Give the child 
an opportunity to explain those things or to reveal special 
circumstances, skills and experiences that might strengthen 
chances for admission, or show character, but let’s not use the 
essay itself as an important factor in the decision.

So you’re saying that the essay shouldn’t be 
completely thrown out but used only to further 
explain the academic record?

I would throw out the term “essay.” at in itself is intimidat-
ing. I would say we should invite a statement on anything that 
he or she would like to bring to the attention of the reviewer. 
at’s it. Because you can hire people to write them for you, 
essays shouldn’t be considered. e only logical way to evalu-
ate an essay, and this is impractical, is to invite students in to 
your office, assign a topic, and sit there and watch them while 
they write it. Of course, that’s not going to happen. 

Another thing that should be dumped are recommenda-
tion letters. I got tired of reading countless cliché-ridden, 
template-prepared recommendations. And it seems to be 
getting even worse these days. But high school counselors 
have to prepare these kinds of statements to satisfy their stu-
dents, their parents, and regrettably some admissions people. 
What really worries me about recommendations is that so 
much of the impact comes from the ability, or the inability, of 
the counselor to write a good recommendation. Why should 
that influence an admission decision? If I’m a counselor and 
a student of mine wants to go to an Ivy League school, and I 
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don’t think he or she is quite ready for it, I have a responsibil-
ity to share my feelings with that student. at’s the way true 
counseling should happen. Recommendations will generally 
favor students from high income or private schools where 
they have more experienced recommendation writers. ose 
students are probably going to have the edge over the student 
who goes to a school in a typical low-income neighborhood 
or rural school because the counselors there will generally 
have less experience in preparing recommendations. ink of 
the staff time admissions offices would save each year if they 
did not have to process, read and critique thousands of essays 
and recommendations, sometimes over and over again, and 
for what purpose?

You mentioned that you have some ideas about what 
should be included in the admissions process; could you 
elaborate on those ideas?

I’d like to see high schools and colleges becoming partners in 
a much more student-centered admissions process. If one 
buys the concept that the best predictor of academic success 
is previous academic performance, we will need a much bet-
ter way of determining what the high school record really 
represents. Right now we usually don’t know. For example, 
there was a private school in an eastern state that knew col-
leges were interested in an applicant’s class rank. To give 
their students an advantage, they managed to get  percent 
of their students placed into the top  percent of the senior 
class. ey did this by computing a raw grade point average 
of all of their students. en, they determined the th per-
centile; let’s say it was at a . . After that, they weighted 
honors, accelerated, and  courses. At this private school, 
almost all of their courses were honors level. So with the 
weighted s,  percent of the students had above a . 
and were counted as being in the top  percent of the class. 
Now that’s an extreme case. ere are other high schools, 
however, where virtually every college prep course was desig-
nated as “honors,” or courses will be listed as , but only  
percent of the students in the class take the  exam. Because 
of the current dizzying array of schemes and plans that high 
schools use to try to impress colleges, admissions personnel 
often don’t know what a grade represents. It’s symptomatic of 
the things that high schools and colleges do to try to impress 
each other, while using students as pawns in the process. 

I propose that we develop a standard form with some 
questions about the school’s grade distribution. We know 
that grade inflation concerns educators everywhere, but it’s 
much worse in some schools than it is in others. We need to 
know how honors courses are defined and how many stu-
dents are allowed into those courses and what are the grading 
practices and the grade distribution. Also, does the school 
offer  and  courses and, if so, how many students are in 
those courses and how many take the examinations? AP test 
results are solid indicators of academic ability. If a school has 
an  test score average of only three, but every student in 
the course took the test, I’m more impressed than if their 

average is four but only  percent of the students took the 
test. So we need that information. I’d like to know the 
median or mean  and  scores and how many sat for 
the exams. I think it would be significant to know the per-
centage of teachers who hold advanced degrees because that 
is an indication of the community support of their education 
programs. If we have this information, we begin to restore 
integrity in the grading system and we can go back to the 
time-honored principle and state with some confidence that 
the best predictor of academic success is previous academic 
achievement. We now know how to measure that predictor. 
With this kind of information we’d know what a B+ or a C 
really represents. To explore the possibility of such partner-
ships between high schools and colleges, prototype plans 
could be created by colleges in cooperation with their pri-
mary feeder schools. It is likely that the majority of the 
entering freshmen in public regional and large research uni-
versities are from maybe fifteen or twenty high schools. 

If you had all of this information from the schools, how 
would you compare and make decisions about a student 
from a high school that offers AP courses and has teachers 
with master’s degrees versus a student from a less affluent 
school that doesn’t have any of these extras?

I’d start by looking at the student’s choices. If the student 
chose the most rigorous courses that were available at his or 
her school, that tells me that the student confronts rather 
than avoids challenges. at alone is significant. Beyond that 
you might rely a little bit more on the  or the , but you 
certainly can’t punish the student because he or she didn’t 
take  or  courses if none were offered. I have done sur-
veys and found that students from Michigan’s Upper 
Peninsula and the Northern Lower Peninsula, while they 
may have lacked somewhat the high grade point averages at 
the University that students from more affluent areas had, 
persisted through to graduation at a higher rate. In other 
words, these students came in without always knowing all of 
the new ways of learning that a lot of the suburban schools 
offer but they nonetheless experienced success. Now I’ve 
thought about that a lot and this has been reinforced by my 
experience with the . 

ere are two ways of selecting ninth-grade students to 
participate in the  in high school. One is selective; you look 
at the grades and the test scores, have them write an essay, 
and get recommendations. e other is what we call self-
selection; you provide them with the good information about 
requirements and expectations of the  so that they have 
what they need to make wise choices. We’ve found no statis-
tical difference between the two groups in the percentage of 
students who were successful on their  examinations. at 
clearly indicates that forcing students to jump through 
numerous hoops didn’t really help the selection process, 
rather let kids do their own selection and they will usually 
make the right one. Now, you can’t realistically do that in col-
lege admissions because the number of slots is finite. It does 
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show a principle, though, that the essay, recommendations, 
and all that stuff didn’t help determine whether or not those 
kids would be successful in the . 

Which other aspects of current admissions policies or pro-
cesses need some attention? 

An important topic is standardized testing. I’m a great 
believer in the tests, but I think only high scores should be 
considered. High test scores on reliable tests like the  and 
 are unambiguous. ey tell us that the student probably 
has those verbal and mathematical learning skills needed to 
be a successful student. ere’s reliable documentation on 
this. Low scores are ambiguous. Low scores don’t tell us that 
the student doesn’t have the skills; only that maybe the stu-
dent has the skills but that couldn’t be validated on this test. 
Low scores are often caused by test anxiety, lack of the lan-
guage skills, a physical condition, or maybe not a very good 
English teacher in high school. Maybe this child didn’t have 
access to or could not afford the services of commercial test 
preparation centers that exist in and around a lot of the larger 
cities. ere are all kinds of reasons for low entrance test 
scores. I’d still require the tests but I would only consider the 
high scores to provide students with yet another opportunity 
to show that they have the academic potential to do well. 

Less emphasis, if any at all, should be placed on extracur-
ricular activities. Some admission people say they seek the 
“rounded student.” I’ve never been able to figure out what a 
“rounded” student was and whenever I’d ask counselors and 
admissions people, they’d answer, “Well it’s the kid that’s into 
everything in high school.” I don’t necessarily want that stu-
dent. e easiest thing to do in high school is to join some-
thing. To be elected as vice president of your class means that 
you’re probably popular and it usually helps to be attractive. 
Or better yet, attend a small school where there are fewer 
candidates for the clubs or class offices. What I want to know 
is what has this student done to distinguish himself or herself 
in some way either within or outside of school. If they have a 
leadership role in school and they do something significant 
with it, they’re the kind of student I want. Just to be in the 
clubs really doesn’t tell me much. I have actually had students 
come to me and say, almost apologetically, “I couldn’t partici-
pate in any school activities because my dad has this service 
station and I had to get down there right after school and 
pump gas,” or “I had to go home after school because we have 
a severely ill family member and I had to help her.” at shows 
strength of character and that interests me a great deal.

Another concern I have relates to the priorities some insti-
tutions give to the children of benefactors, alumni, and fac-
ulty. Public institutions should in no way give any kind of 
privilege in the admissions process to the children of these 
groups, except maybe for out-of-state students if they meet 
the standard required of the in-state students. Every state 
resident should be given equal consideration for admission. 

Further, I would like to see all “no need” financial aid elim-
inated. I think our current practices are a corruption of the 

process. A worthy student who doesn’t have the need deserves 
commendation and might be given a book award, a certifi-
cate of merit, housing privileges, or recognition in the home-
town newspaper. But don’t sap the limited funds away from 
the students who really need it. Colleges strengthen diversity 
by bringing in low-income students. We’ve got to change the 
mentality here and continue to recognize the achievement of 
the high-income applicant, but let’s give the money to the 
child who really needs it. 

Finally, as an even more radical change, I would like to 
eliminate the awarding of credit for college-level work taken 
while in high school, including dual enrollment programs 
with area colleges. While students should be encouraged to 
take  and  courses and should be exempted from fresh-
man-level college courses if they’ve mastered the informa-
tion, they should still be made to complete the full amount of 
college credits that are required of other students. is would 
enable those advanced students to continue their accelerated 
learning and have a richer college experience by expanding 
the depth and breadth of their undergraduate education. 
ese students would then be better prepared for graduate 
school and for community or national leadership. 

You’ve talked about the student interests and the university 
interests, but how do the social interests, specifically diver-
sity, fit into your plan?

ere are multiple issues to discuss here and these character-
istics and experiences could be revealed and described by the 
applicant in the personal statement. We should evaluate care-
fully those achieving students who have overcome hardships, 
such as a health problem or a physical handicap, or maybe 
they are from a very difficult home environment of abusive-
ness or limited finances. Maybe it’s the type of school the 
student attends, a very small rural school or an urban school 
where very few students go on to college. It might also be a 
recently landed immigrant or even a foreign student. It could 
be a child of a family that has been here for a generation but 
there’s still very little English spoken in the home or one in 
which nobody from the family has ever attended college. 
Students who confront and successfully manage severe per-
sonal problems and still get themselves reasonably well pre-
pared for college should be afforded special consideration. 
is would help diversify and enrich the campus environ-
ment as well as help meet a social responsibility. 

We also need to look at the talents of the applicant. A stu-
dent who excels in music, debate, athletics, or accomplishes 
something outside of the school, such as managing a lawn 
maintenance business or teaching computer skills to retirees, 
will also enrich the campus environment. Recognize those 
who have done something that’s out of the ordinary. We 
need to find ways to enroll those students who demonstrate 
creativity, commitment, and possess the initiative to do spe-
cial things with their lives. 

e ethnic backgrounds of students also contribute to 
campus diversity. Give extra admission nudges to applicants 
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of populations that are seriously under-represented, who are 
usually, but not always, Americans of Hispanic, African, 
Asian, or Middle Eastern ancestry, as well as Native 
Americans, Pacific Islanders, and recently arrived Eastern 
Europeans. Students from far reaching areas of the state and 
the country will add diversity. Of course, this student should 
be qualified and at least almost competitive.

To make an admission decision, do we really need to cre-
ate such stressful situations for high school students? To 
change the way we now do things is going to take some very 
courageous and creative educators. I would be happy if, after 
reading this rather rambling interview, a few people would 
say, “We may not be able to do all of that but we’re going to 
go back and look at the things we do and determine what 
really is needed!” We cannot, I feel, predict academic success 
on the basis of a recommendation, or the number of extra-
curricular activities, or the applicant’s essay; they’re just not 
reliable indicators of readiness for college. If people would go 
back and look at these things and tweak the process, maybe 
with enough tweaking we could fix things a bit. As we review 
the applicant’s file, we need to ask: “Did the student take the 
best courses the school offered? Were the test scores reason-
ably good? Will the academic background, skills, and per-
sonal attributes, as described by them, result in a good fit in 
the freshman class?” To assure that the entire admissions staff 
is on the same page, directors will need to conduct training 
sessions on how to apply these nonacademic nudges to the 
admission decision. 

One of my academic heroes is Howard Gardner, who has 
done much work on multiple intelligences. He claims, and he’s 
right, that each of us possess varying levels of several differ-
ent “intelligences.” ose intelligences include verbal, logical 
or mathematical, music, bodily, interpersonal, intrapersonal, 
street smarts intelligence, and others. I think that Gardner 
might have added “persistence and determination.” I admire 
kids who grow up in impoverished or otherwise difficult 
environments and who somehow overcome adversity and get 
themselves prepared for college. I’ll take a chance on some-
body like that because I think they’ve got something that we 
can’t measure in the ways verbal or math skills are measured. 
Somehow if we could identify persistence and determination 
in students, probably best measured by a reliable high school 
record, we’d be able to better assess a student’s chances for 
success. A good way to serve all of our students is to bring in 
students from low economic populations, rural populations, 
culturally different and remote populations, and groups of 
students who’ve overcome difficulties in their lives to achieve, 
rather than only those students who present slick essays, sev-
eral pages of recommendations, and a shopping list of school 
activities, but who might lack character.

To switch gears just a little bit, how do you think your time 
in the leadership of AACRAO impacted your professional life 
as an admissions counselor?

I love my profession. I really do. I have not experienced a bor-
ing moment in it. Among admission people, I’ve seen some 
of the most sensitive, creative educators, starting way back in 
the s and all the way up until when I left the field in the 
s. I’ve been offered good positions out of the admissions 
field that I turned down because I wanted to stay in this pro-
fession. AACRAO is one of the places where you meet and 
work with a lot of the other players in the enrollment process 
including the registrar, computer technicians, orientation 
people, financial aid folks, foreign student specialists, and 
people who are involved with graduate school admissions. 
AACRAO brings all of these people together and good 
things happen! You need an -type organization on a 
national level where you can share ideas and practices with 
your colleagues from around the country. Besides it’s a lot of 
fun. Admissions people tend to enjoy life, although there are 
strains and stresses and maybe it isn’t as much fun now as it 
used to be. But the satisfaction you get from helping a 
youngster make the right choice and having that person 
come back after a few years and thank you for the impact 
that you had on his or her life makes you feel really good. 

Any other last thoughts?

I don’t know if the radical changes I have suggested here will 
ever happen. If there is some agreement that changes are 
needed it’s going to take a lot of creativity and courage to 
bring them about. I would hope to see these ideas discussed 
at national and regional meetings of  and I’d like to 
have high schools talk about them. I just hope that colleges 
are willing to step back and look at what they do and justify 
somewhat scientifically why they put students through all of 
this. If they’re going after kids in upper income areas, they 
should admit it; say they need the money and that they sim-
ply can’t take poor kids. Many students from lower income 
families are going to two-year colleges or enrolling in online 
degree-granting programs because the increasingly compli-
cated college admissions process intimidates them. If we really 
want diversity, we don’t have to come up with rigid point sys-
tems and lengthy essays seeking politically correct responses. 
Instead, we should simplify the process and base decisions on 
a true assessment of previous educational achievement. I fear 
too many of today’s educational leaders lack the courage to 
be innovative and I suspect that the ideas I’ve suggested will 
be seen as too “pie in the sky” to ever happen. Nonetheless, I 
hope that colleges will at least decide to take a good look at 
what they do. en, maybe somebody will have the courage 
to raise some questions: “Is it plausible to again make student 
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interests the paramount factor in the admission process? Do 
we really need all of those recommendations? And essays? 
How important really are extracurricular activities? Should 
students be motivated to take  and  courses just to get 
through college quicker? Should low test scores keep kids out 
of college? Do legacies and alumni families really deserve 
special admission privileges? Can we employ a true rolling 
admissions plan?” If those questions are asked and answered 
on even a few .. campuses, I shall be very happy. 
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e recent introduction of the Affordability in Higher 
Education Act of  by Rep. Howard P. “Buck” McKeon 
(R-CA) has re-ignited debate regarding what colleges and 
universities charge and how they spend their money, two of the 
most contentious questions in higher education policy. ough 
Congressman McKeon and his colleagues have raised the 
stakes by proposing federal sanctions for substantial tuition 
increases, little else has changed in the contours of public 
debate on the issue. e same talking points are being 
exchanged (though with updated numbers), and many of the 
same “sticker shock” stories are being written (but with dif-
ferent campuses in the hot seat). Why is this a case of “déjà 
vu all over again?” Simply put, the discussion repeats because 
policymakers, higher education leaders, and the media refuse to 
accept some cold, hard truths about college costs and prices.

Better Information Makes 
Better Informed Consumers
Poll after poll and study after study confirm that the general 
public is woefully misinformed about what a college educa-
tion costs, due in significant part to a steady diet of media 
coverage that focuses on a handful of the nation’s most 
expensive schools. So why do we continue to use sticker 
prices and percentages as our primary means of communica-
tion about college prices, when the average student pays less 
than half the sticker price at a public four-year institution 
(see Figure ), and percentage increases can make low-tuition 
schools look like sinners and high-tuition schools look like 
saints? Policymakers and journalists serious about helping 
students and families need to start with the following two 
small but meaningful changes.
  Read the research. In the  Higher Education Act 

Amendments, Congress charged the Department of 
Education to investigate the factors influencing costs and 

prices. e results of that investigation were published in 
, and revealed that:
     For public four-year colleges and universities, state 

appropriations were the single most important factor 
influencing tuition levels at these institutions.

     For private four-year colleges and universities, the 
picture is more complex, with no single factor 
explaining recent changes in tuition levels.

ese findings, and especially the relationship between 
state funding and public university tuition, are essentially 
being ignored by some policymakers, a number of whom 
advocated for the very study that confirmed the linkage. 
Unfortunately for this camp, the proof is in the numbers. 
(See Figure  on the following page.) e lesson? Don’t ask 
the question if you’re not really interested in the answer.

by Travis Reindl

Some Cold, Hard Truths About College Costs and Prices
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  Recognize the limits—and leverage—of federal policy. 
ree decades ago, Congress made the decision to put 
federal financial aid in the hands of students, rather than 
institutions. Consequently, any effort to apply “carrots” or 
“sticks” through Title IV policy will have a disproportion-
ate impact on students. at is not to say that Congress 
does not have leverage; however, exerting that leverage 
would place access and choice on an equal footing and 
would mean re-thinking a system that disadvantages 
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states that invest in higher education and effectively 
rewards states that disinvest in their colleges and univer-
sities. A revamping of this magnitude is highly unlikely, 
however, because too many interests are too invested in 
the status quo.

Colleges and Universities Need to Show More 
Leadership When it Comes to Disclosure

To put it bluntly, recent initiatives to document and disclose 
costs and expenditures have received a tepid response in the 
higher education community, and questions about indicators 
such as instructional cost per student are answered in caveats. 
is simply must change if institutions are to effectively 
blunt criticism of their spending and demonstrate good 
stewardship of state and student investment.

College presidents, pundits, and politicians continue to 
speak of the nation’s higher education system as “the best in 
the world.” If that is so, then we should have a public policy 
discussion of higher education finance that is worthy of such 
a system, as opposed to the one that we find ourselves sadly 
repeating today.
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Imagine three different students. First, there’s Giovanni, a 
student from Salt Lake who just graduated with top grades 
from West High School. Next, there’s Nancy, who learned 
English, stayed in school, stayed away from drugs, did every-
thing she was told, and graduated as her high school’s vale-
dictorian. And lastly, there’s Gabriela. She studied hard, got 
good grades and ranked first in her class of  Cadets. 
Other than academic excellence, what is the common 
denominator linking them? ey are all undocumented stu-
dents who will be unable to afford college because they are 
charged out-of-state tuition, which can run two or three 
times higher than in-state tuition. ese students are paying 
a high price for the decision their parents made to bring 
them to the United States at an early age. After spending 
most of their lives here, it’s hard for them to think of them-
selves as anything other than American and pursuing the 
educational dream of higher education.

A National Dilemma
Colleges and universities are increasingly facing the decision 
as to what tuition rates should be charged to these undocu-
mented students. Some states have passed laws that allow these 
students the earned opportunity to pay in-state tuition. Among 
them are Texas, California, Utah, New York, New Mexico, 
Oklahoma, Illinois, and Washington, who grant in-state 
tuition to a student if he or she has attended high school in 
the state for at least three years. Administrative implications 
for colleges and universities implementing these statutes can 
include how to classify these students once they have gained in-
state tuition and enrolled in classes. Are they residents? Inter-
national students? Individual approval? Special admission? 
Do they qualify for state financial aid assistance? Federal 
assistance? Many institutions have opted for in-state resident 
status so the student is able to receive some state assistance.

Measures to allow in-state tuition have met with fierce 
opposition from critics who claim the trend “slowly chips 
away at the cultural goal of citizenship.” Critics also claim 
these states are skirting federal immigration laws which pro-
hibit in-state tuition to illegal residents. ese implications 
have placed higher education in the middle of an immigra-
tion tug-of-war, and raised academic questions regarding 
testing, assessment, evaluation, and reporting for this group 
of students. According to the Department of Education, 
,–, undocumented students graduate from high 
school every year and  percent of the entire undocumented 
population is under fifteen years of age. e educational 
implications for this group will continue to grow during this 
decade and the next.

The DREAM Act
Even with in-state tuition, many immigrants face the stark 
reality of not qualifying for federal financial aid, and due to 
their immigration status, not being able to work once they 
graduate. e DREAM Act of : e Development, Relief, 
and Education for Alien Minors Act sponsored by Senators 
Orrin Hatch (R-Utah) and Richard Durbin (D-Illinois), 
would address these issues and would permit qualifying 
immigrant students to apply for their permanent residency 
(green card) status, which in turn allows them to apply for 
federal financial aid. Under the legislation, illegal immigrants 
could apply for legal residency if they have lived in the .. 
for at least five years and entered the country before age six-
teen, have completed two years of military service or two 
years of college within six years of high school graduation, 
and have a clean criminal record. e DREAM Act would 
repeal Section  of the Illegal Immigration Reform and 
Immigrant Responsibility Act of  (), which requires 
any state that provides in-state tuition to undocumented 

In-State Tuition for Undocumented Students and the 
DREAM Act: Implications for Higher Education

by Juan B. García
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immigrants to provide the same tuition rate to out-of-state 
residents.  Section , therefore, discourages many states 
from offering in-state tuition to undocumented students.  

In the House of Representatives, Chris Cannon (R-Utah), 
Howard Berman (D-California), and Lucille Roybal-Allard 
(D-California) introduced the Student Adjustment Act.  
Like the  Act, the Student Adjustment Act would 
also repeal Section , restoring a state’s right to determine 
criteria for in-state tuition and other student assistance.  Both 
acts would allow certain immigrant students to adjust their 
status to that of legal permanent resident, and would make 
them eligible for federal education loans and work study pro-
grams.  However, under the  Act, students would 
not be eligible for federal student aid grants, such as the Pell 
grant.  If enacted, the Student Adjustment Act would qualify 
students for Pell grants, student loans, and work study pro-
grams.  To qualify for the Student Adjustment Act, the same 
criteria apply as listed above for the DREAM Act.

e Senate Judiciary Committee voted to support the 
DREAM Act by a – margin and at the time of publication, 
the Act is traveling to the Senate floor for debate. Some debate 
issues that have been added to the bill include: requiring stu-
dents to attend school without the ability to apply for federal 
financial aid grants, and requiring students to register under 

the Student and Exchange Visitor Information System (). 
is system is used for tracking individuals entering the .. 
with a student visa. ese elements are currently in discus-
sion and must be worked out for full Senate floor debate.

For immigrants in higher education, the DREAM Act 
and similar approaches are earned benefits that would be 
afforded only to those who graduate from .. high schools 
and qualify under the stipulations mandated. Giovanni, 
Nancy, and Gabriela have worked hard to reach their goals 
and aspire to continue their educations, get college degrees, 
and move on to productive careers. ese are some of the 
country’s future doctors, lawyers, teachers, engineers, entre-
preneurs, and leaders. 

No one can deny that in order for this country to continue 
its leadership role in the world, an educated population is 
vital and mandatory. We cannot afford to turn away intellec-
tual talent and dreamers.
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Enrollment management organizations are driven to the 
brink of excellence or extinction in the relentless pursuit for 
strategies to improve competitive position, recruit a larger or 
higher profile class, retain a greater percentage of students, or 
enhance student satisfaction. Some are scientific, data-sup-
ported strategies while others are derived from past experi-
ences. Still other strategies are mandated from the top, 
emanate from “gut instincts,” or linger because “it is the way 
it has always been done.” Regardless of the source, some 
strategies work and others do not. Knowing the difference 
and acting accordingly often determines the enrollment 
management organization’s win rate.

Successful enrollment management strategies in the decade 
ahead will focus on speed of delivery, customization, person-
alization, and convenience. Automated e-mail responses, 
e-brochures, dynamically created Web portals, electronic 
confirmations, real time degree audits, and instantaneous 
early intervention contacts are examples of speed strategies 
that are in use on many campuses today. ese speed strate-
gies resonate well with students who have grown-up digital. 
eir culture is one of immediacy. 

In the digital world, students are inundated with spam and 
are increasingly irritated by communications that are unsolic-
ited and seemingly irrelevant. So, the first rule of effective 
communication in the electronic age is to incorporate per-
mission marketing. Seek the recipient’s permission to send 
communications along with an option to be removed from 
the distribution list. e second rule is to customize the com-
munication, so that it is relevant for the individual. Segmented 
e-mail and Web-mail, vertical portals, digital publications, 
targeted phone contacts, and interactive Web chats represent 
a few mediums for delivering content that is specific to an 
individual’s interests and decision-making stage. By using data 
mining tools, such as Customer Relationship Management 
software, a profile of each prospective and current student 

can be developed and used to tailor communications as well 
as special offers. 

For this level of customization to work, you must have the 
technology infrastructure and the staff expertise. You also must 
personalize the communication. Using the student’s name in 
Web pages, e-mails, phone calls, publications, and letters 
adds power to the message and increases the likelihood that 
it will be read. e content becomes “my message” rather 
than something sent to thousands of people. Having “my” 
admissions counselor, academic advisor, peer mentor, online 
personal assistant, or student services advocate adds a degree 
of personalization to the student’s experience. Particularly at 
large universities, this approach humanizes the experience by 
providing a face to an otherwise anonymous institution.

Knowing who to go to with issues is both reassuring and 
convenient for students. Today’s students live extremely busy 
lives, so the more business transactions, information, and deci-
sion-making tools they can access anytime, anywhere, the more 
satisfied they will be. For example, students should never 
have to walk into an office to pick-up a form. ey should not 
have to understand your organizational structure or know how 
to find information buried on your Web site. ey should 
never experience “runaround” or receive inaccurate informa-
tion. Simply put, matriculating into and through an institu-
tion should be intuitive, seamless, and hassle free. ey enroll 
to receive an education, not to master your bureaucracy. 

Strategies do matter, but execution matters more. Quality 
execution depends on systems and people. Reengineer all 
major processes to produce a quality deliverable, to prevent 
problems from occurring, to identify and eliminate “bottle-
necks,” and infuse quality control measures. Build a culture 
that values quality work. at means having clearly defined 
expectations, incentives for innovation and excellence, 
accountability, adequate resources and infrastructure, an 
action plan, and skill development opportunities.

Strategies: 
Improving Your Success Rate

by Jim Black
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Regarding the latter, invest in people. e staff in your 
organization represent your only sustainable competitive 
advantage, not strategies. Provide learning opportunities spe-
cific to their functional area but that also introduce them to 
enrollment management concepts, your enrollment manage-
ment strategies, the institution’s vision, and higher education 
in general. When staff understand how their functional role 
fits with the bigger picture, they think “outside the box” and 
take calculated risks. ey contribute to the enrollment man-
agement organization in ways that you never imagined. And 
most importantly, if you recognize their contributions, they 
will feel like valued members of the team. 

Search for as many win-wins as possible, strategies that 
produce results while improving efficiencies, the work envi-
ronment, or the skills of the staff. When people believe a 
strategy will somehow make their work life better, they are 
more passionate about the cause. Passion yields commitment 
and when necessary, personal sacrifice. 

And lastly, improve your win rate by focusing on the strat-
egies that offer the best return on investment. Know how 
much money and time are invested in each strategy and com-
pare that investment against the return. Did you meet or 
exceed the desired objective for a particular strategy? Are 
there other promising strategies that could yield a higher 
return on investment? By constantly assessing everything you 
do and using information gathered to eliminate or refine an 
existing strategy or perhaps, invest in a new initiative, you 
will create a high performing organization.
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Following the June ,  Supreme Court ruling on affir-
mative action in admissions to graduate and professional 
programs, many institutions are contemplating how, if at all, 
to utilize race and ethnicity in making admissions decisions. 
e Court’s ruling notwithstanding, a nagging question lin-
gers: Can race-conscious admissions policies actually enhance 
diversity? Traditional approaches to recruitment have never 
produced a proportionately significant number of minority 
graduate students. erefore, why should we assume that 
tweaking the admissions system and expanding financial aid 
will substantially increase the number of minority graduate 
students (Cherwitz ; Cherwitz forthcoming)? e real-
ity is that many minority undergraduates may not be as likely 
as other students to think about opportunities made possible 
by graduate study; yet knowledge of opportunities precedes 
the impetus to take advantage of the application process.¹

Unfortunately, the current institution-based recruitment 
model does little to ensure that spaces are created where minor-
ities may acquire sufficient and relevant insight into graduate 
education. To achieve greater diversity, we must increase aware-
ness of the value of graduate education and devise experiences 
allowing minority undergraduates to explore how advanced 
study can engage their hearts and minds—helping them ful-
fill their professional visions and ethical commitments. Re-
cruiting a critical mass of outstanding Hispanic and African 
American students requires a change in mindset.

Intellectual Entrepreneurship: 
A Vision of Education
At the University of Texas-Austin (), Intellectual 
Entrepreneurship () is a program and philosophy of gradu-
ate education promoting the virtues of discovery, ownership, 
and accountability. IE challenges students to be greater than 
the sum of their disciplinary parts—to be “citizen-scholars” 
contributing both to academe and the community (Cherwitz 
and Daniel ; Cherwitz, Darwin, and Grund ; 
Cherwitz, Rodriguez, and Sievers ; Cherwitz and 
Sullivan ; Cherwitz, Sullivan, and Stewart ; Chu 
and Evans ; Devine ; Weisbuch ). IE is not a 
professional development program: it asks students in all 
fields of study to consider what matters to them most, using 
those answers to shape their intellectual and academic devel-
opment. It provides a mindset and impetus for acquiring and 
producing knowledge in academic disciplines. 

In so doing,  explicitly underscores the enormous impact 
of scholarship in the arts, sciences, social sciences, and 
humanities to society. Yet the value of these time-honored 
areas of learning is something not always apparent to under-
graduates who, as they weigh their options following gradua-
tion, frequently choose careers in business, law, and medicine 
where the perceived impact on society is transparent. By 
engaging students in community projects where they dis-
cover and put knowledge to work, as well as requiring them 
to identify and adapt to audiences for whom their research 
matters,  confirms that traditional areas of scholarship are 
as vital as the so-called “applied” fields of study and provide 
important venues for contributing to society. For  partici-
pants, graduate degrees become more than certificates desig-
nating completion of institutional requirements; they are 
tools for creating intellectual and practical possibilities and 
for fulfilling one’s passions. 

Intellectual Entrepreneurship: 
A New Approach to Increasing Diversity

by Richard A. Cherwitz and 
Susan Alvarado Boyd

1 The evidence for this is overwhelming. Excluding professional schools like business, law, and 
medicine that historically have been somewhat more successful in recruiting minority stu-
dents, the applicant pool for programs in arts, sciences, humanities, and social sciences is 
characterized by a paltry number of underrepresented minorities. For Fall 2003, only 6.2 per-
cent of the 18,000-plus applicants to the University of Texas at Austin, one of the nation’s 
largest graduate schools, were Hispanic, African American or Native American—a statistic 
comparable to that of many graduate institutions. Never in the past ten years, which 
includes the pre-Hopwood era when affirmative action in admissions and funding was the 
norm, has this percentage risen to double digits. Moreover, over 60 percent of minority 
applicants are in less than 20 percent of the institution’s available degree programs.
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Intellectual Entrepreneurship and Diversity
What does the  program and philosophy of education have 
to do with increasing diversity? It demonstrates that attract-
ing minority applicants necessitates more than targeting a 
population. Implementing changes in education that benefit 
all may have the unintended—but important—consequence 
of helping minorities. For example,  was devised to increase 
the value of graduate education. Yet we discovered that  
percent of students enrolled in  classes are underrepre-
sented minorities, while this same group comprises only  
percent of ’s total graduate student population. Minority 
students report that, by rigorously exploring “how” to suc-
ceed,  courses demystify graduate school and the academic-
professional world, helping first-generation students learn 
the unspoken rules of the game. 

More importantly, though, students tell us that  provides 
one of the few opportunities to contemplate how to utilize 
their intellectual capital to give back to the community as 
well as their academic disciplines—something that informs 
the career decisions of many first-generation students. Unlike 
professional development, the spirit of intellectual entrepre-
neurship resonates with and meets a felt need of minority 
students. is is because  facilitates exploration and inno-
vation; it implores students to create for themselves a world 
of vast intellectual and practical possibilities, developing the 
toolkits, networks, and other resources needed to bring their 
visions to fruition.

is attitude toward students and the manner in which it 
supplants empowerment for traditional top-down, patriar-
chal methods of education and professional development 
seems especially attractive to minorities. After all, while 
minority graduate students know they are intellectually smart 
enough to succeed and may not wish to be “given” special 
assistance or professional development, they often desire—as 
do other students—opportunities and experiences allowing 
them to own and discover the value of their graduate educa-
tion and to be accountable for it by giving back to the com-
munity. is propensity to foster citizen-scholarship may be 
one reason why Harvard Afro-American Studies scholar 
Henry Louis Gates, Jr. proudly proclaimed, “I am an intellec-
tual entrepreneur.” e  philosophy, therefore, may be an 
important mechanism for improving odds for completing a 
degree, increasing chances for professional and academic 
achievement, and leveraging knowledge for social good—
outcomes that are important to many, including minority 
students. In fact, we contend that there might be more inter-
est in graduate education if minority students could discern a 
closer link between added knowledge and fulfillment of their 
various political and social agendas. 

Intellectual Entrepreneurship: 
A Recruitment Model 
IE offers not only a distinctive vision of education attractive 
to minorities but also a unique methodology for expanding 
the minority graduate applicant pool. By shifting from insti-

tutional recruitment strategies to initiatives addressing stu-
dents’ intellect and passions, the  philosophy has the 
capacity to help those who have never contemplated 
advanced study discover whether graduate education reso-
nates with their personal and professional aspirations. In the 
language of public administration, this represents a shift 
from “place-based” to” person-based” policy.

Consider Daisy Fuentes, a  senior studying biology 
who, along with nearly two-dozen of her classmates and stu-
dents from local colleges and universities, participates in an 
 pre-graduate school internship program administered by 
the authors of this essay. ese internships pair undergradu-
ates with faculty mentors and graduate student “buddies,” 
immersing them in the culture of graduate study—some-
thing about which most undergraduates, especially minori-
ties and first-generation students, are frequently unaware.

Fuentes’s story is a familiar one. As a science student, she 
always assumed she would become a medical doctor, using her 
talents to contribute to the well-being of others. Until recently, 
Fuentes never imagined that a graduate degree in a science or 
education discipline might equip her to fulfill her vision of con-
tributing to the community. Fuentes’s revelation did not occur 
because a graduate program “recruited” her or because of a 
recruitment workshop that explained how to apply to graduate 
school and obtain financial aid. Fuentes’s transformation came 
from her epiphany that she is an “intellectual entrepreneur.”

Early in her internship, Fuentes is discovering the desire 
to develop a comprehensive community health center. When 
asked what knowledge and skills might be needed to accom-
plish this, Fuentes has begun to approach her education in a 
more inductive, entrepreneurial manner. Instead of starting 
with an academic discipline (typically the one in which an 
undergraduate degree is earned) and then devising a strategy 
for admission, a practice common among most would-be 
graduate students, Fuentes is utilizing her desire to contrib-
ute to society as a lens for determining the most appropriate, 
relevant fields of study.

While Fuentes’s story is just beginning, her participation 
in the pre-graduate school internship has already produced a 
major revelation. She learned the importance of approaching 
academic decisions as an intellectual entrepreneur—to dis-
cover, own, and be accountable for educational choices. 
Fuentes discovered that becoming a professor may afford her 
the requisite intellectual capital and therefore the greatest 
potential to impact both academe and the community. Via 
teaching and research, she envisions a plan for sharing her 
knowledge and training with the widest possible audience. 
While never seriously considering being a professor, she now 
admits that this is an important professional prospect. Not 
surprisingly, Fuentes recommends the  internship for first-
generation, minority students: “It connects you with experi-
ences and opportunities relevant to your dreams and goals, 
placing you strategically on the game board of life.”

Fuentes’s experience documents that increasing diversity 
in graduate education means moving beyond mechanistic 
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recruitment strategies. We must create experiences enabling 
undergraduates to discover how graduate study brings their 
visions to fruition. is entrepreneurial approach to recruit-
ment doesn’t commence with institutions, academic disci-
plines, professional development initiatives, or questions 
about “how to apply to graduate school.” It begins with stu-
dents’ curiosities and goals driving their lives; it challenges 
undergraduates to own and be accountable for their educa-
tional choices and intellectual development, viewing them-
selves as active agents who are the recruiters rather than the 
passive targets of institutional recruitment. 

is entrepreneurial approach also challenges the custom-
ary habit of institutions of higher learning that, in an attempt 
to increase diversity, begin by asking current minority gradu-
ate students why they decided to pursue an advanced degree. 
e hope is that their answers will translate into persuasive 
strategies for convincing others to attend graduate school. In 
addition, a typical tactic is to identify minority students who 
have taken the , encouraging them to apply to one’s insti-
tution. ese efforts, while well-intended and useful for many 
reasons, miss the point when it comes to dramatically increas-
ing diversity. To expand the national applicant pool, which is 
absolutely essential in order to increase the total number of 
students of color in the graduate school pipeline and eventu-
ally the number of minority faculty, we should be inquiring 
of and engaging students not presently enrolled in graduate 
programs. We also should focus our efforts on undergradu-
ates who have not taken the , especially those who have 
never seriously contemplated advanced study. Attention must 
be directed to students like Daisy Fuentes who can help us 
discern why many talented minority undergraduates do not 
pursue or even contemplate graduate study. And, if we are 
willing to adapt our methods of education and models of 
recruitment to what is learned, it may be possible to increase 
the number of minorities enrolled in graduate programs.

Conclusion
e  vision of education offers an avenue for increasing 
minority enrollment in graduate school. Unlike current recruit-
ment models,  affirms diversity by affirming students’ unique 
passions as well as their intellectual capacities. is is the 
strong sense of affirmation; persons are not viewed politically 
as members of a group targeted for recruitment, but as individ-
uals whose distinctive goals and aspirations await discovery. 
Traditional recruitment methods don’t present the “package” 

students—particularly minorities—need for connecting their 
academic, professional, ethical, and personal commitments. 
Unless students learn how graduate education incorporates and 
satisfies these various dimensions of their lives, the prospect 
of a more representative graduate student body remains bleak.

Focusing on admissions and financial aid won’t markedly 
increase diversity. A new mindset is required—one valuing 
students as individuals, creating opportunities for them to dis-
cover, own, and be accountable for their education. Abdicating 
institutional responsibility by pointing to an insufficient 
minority applicant pool is no longer acceptable. Believers and 
doers among the professorate and administration of universi-
ties are needed to expend the time and energy demanded by 
this new, labor-intensive approach to recruitment.
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You work hard to recruit and attract the best possible stu-
dents. You develop marketing programs that position your 
school as the ideal place for your students. Your messages all 
point to a great student experience and education. Once the 
student is enrolled, the focus then turns to retention. How do 
you create a positive and energized environment where stu-
dents want to stay, grow, learn and graduate? 

Good vs. Bad Service
e service you receive helps define an organization and 
determine your loyalties. For example, you may have restau-
rants, stores, or businesses you like to frequent because of the 
service they deliver. is loyalty is built because of the 
emphasis these establishments place on service. ese estab-
lishments make you feel welcome and leave you with the 
feeling you have received a good value for your time and 
money. ey give you a reason to return.

Conversely, if you receive poor or indifferent service, you 
stop doing business with that organization. For example, 
most people will not return to a restaurant if they receive 
poor service—even if the food is good. ey remember the 
service. Organizations that are known for their service work 
very hard to get that reputation.

Service and the Student Experience
Service also plays an important role in the student experi-
ence. Students want good service, and they want to feel wel-
come and appreciated. eir perception is that they are 
paying a lot of money for an education and want to be 
treated with respect and courtesy. 

At the forefront are your institution’s faculty and staff. 
ey can influence student satisfaction and ultimately impact 
your reputation. 

Every staff member is a representative of your school and 
can help improve the student experience. Students have many 

points of contact throughout the school community, and every 
day interact with staff from many different departments. is 
interaction ranges from the simplistic (perhaps at a dining 
hall) to something more complex (a counseling session). e 
service the students receive helps shape their perception of 
your school. As such, you want to develop a culture where the 
focus is on consistently exceeding students’ expectations. 
When you develop and implement this culture, you create an 
environment where staff treat students as valued customers, 
and engage with their colleagues in a respectful manner. is 
is a building-block for a positive work environment. 

Improving Service
Here are some simple techniques for improving the service 
your staff provide:
  Set service standards for each department. Employees 

need to know what is expected of them and the standards 
you set define those expectations. Your school has many 
standards that impact many facets of your operations. 
You have academic standards and financial standards and 
you should also have service standards. Examples of these 
standards might be:
     how long it takes to get back to a student or colleague
     a proper greeting over the phone
     how long it takes to greet someone entering an office
     the appearance of the work area
     updating voice mail daily
     personal appearance 

Ask your staff to help define these standards. If these 
are their standards, they will be more apt to follow and 
defend them. ese standards help define expectations 
for both staff and students.

    Recognize those that deliver exceptional service. When 
you define standards that are objective and measurable, it 

Using Legendary Customer Service to 
Increase Your Retention and Admission Rates

by Barry Himmel
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is easy to hold staff accountable. When staff exceed your 
expectations, recognize them. ere are many inexpensive 
and effective ways to provide incentives, such as movie 
tickets, time off, and gift certificates. is sincere recogni-
tion helps reinforce the importance you place on legend-
ary service. Everyone likes their work and contributions 
to be recognized. 

    Review your priorities. It is very easy, especially with 
administrative functions, to become overwhelmed with 
operational and bureaucratic tasks. ings are changing 
all the time and demands and work loads keep increasing. 
at is a reality of today’s work environment. We are 
asked to do more with less!

However, that does not mean we can discount or min-
imize the level and importance of the service we deliver 
to our colleagues and students. ey deserve our best, 
even if that is an apology or bad news or a delay in their 
request. When you begin compromising your service 
standards, students start looking elsewhere and lose some 
of the loyalty to your school. You also develop a more 
cynical customer that becomes more difficult to work 
with over time and retain.

    Own the situation. You want to develop a culture where 
there is more ownership of the problem or situation. Some 
organizations are so large that it is easy for the student to 
get ‘lost in the shuffle.’ Many of your students are young 
and don’t have the experience to work through the admin-
istrative maze. Help them and make certain they under-
stand the staff at your school is a partner in this process.

    Provide your staff the tools and skills to be legendary. You 
are part of an educational institution and certainly under-
stand the importance of training. Your staff needs the 
skills and tools to be able to properly respond to students’ 
concerns. For example, they need to understand how to 
react to difficult situations or work with different person-
ality styles. Staff need to recognize how they can posi-
tively impact student retention. 

    Have fun. Create a fun environment where people want 
to work and students like to visit. When staff are in a good 
and upbeat mood, this is communicated to students and 
colleagues. Build a department that makes a difference.

Setting the service standard in your market requires a 
commitment from both management and staff. is com-
mitment is backed by an organized effort to raise the bar on 
the service you deliver. Once you begin delivering this excep-
tional level of service, you will be rewarded with a happier 
staff that is more focused, students who are satisfied with 
their service and educational experience, and ultimately a 
higher retention rate, meaning higher revenues and increased 
enrollment numbers.
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In introductory economics courses, it is customary to intro-
duce the concepts of “normative” and “positive.” As noted by 
Milton Friedman some time ago, “positive economics” refers 
to what is, what was, what will be; that is, something 
described in positive terms refers to what can be empirically 
observed. “Normative,” on the other hand, refers to what 
“should” or “ought” to be. us, a normative perspective is a 
subjective one.

In higher education, much use has been made of a meta-
phor that conveys a positive view. I want to argue in this 
essay that there is also an important, if often unrecognized or 
unspoken, normative aspect to its use as well. is metaphor/
model is, of course, viewing higher education as a “market.”

When thinking about trends in higher education, it is 
increasingly common to use terms that reflect a market-
based perspective. For example, there are frequent references 
to “the market for online education” or “costs of [fill in the 
blank] that the market just won’t bear,” “maximizing revenue,” 
or even “a profit-making operation.”

But, when thinking about trends and doing so using mar-
ket-based terminology, it is important to bear several things 
in mind. First, what do those terms mean? Second, are they 
accurate? And third, what implications are implicit in them? 
Without these considerations, it is difficult to view the 
changing landscape in higher education with clarity and 
objectivity. When thinking about the nature of a “trend,” 
deliberate consideration of the context in which it is occur-
ring and the impact of the conceptual model used to define 
and analyze an observation leads to a clearer, better articu-
lated, and certainly more accurate analysis.

Trends and Context
Recent trends in higher education, i.e., the general directions 
in which higher education has tended to move during the 
past two decades in particular, have become increasingly pro-

nounced because of the accelerating complexity of the envi-
ronment in which American higher education operates and 
the increasing speed of change in that environment. ese 
contextual conditions are what make the identification of 
trends both a challenge and a necessity. 

e context of American higher education is unquestion-
ably more complex than ever and not simply because there 
are more students and more institutions. Colleges and uni-
versities are performing more functions than they did twenty 
years ago. e breadth of student services has grown; physical 
plants are larger, more sophisticated, and more costly to oper-
ate; administrative systems are more comprehensive and in 
many respects more demanding as both internal and external 
reporting requirements have expanded; revenue raising and 
related financial management practices are first priorities; 
and institutional goals and expectations have expanded, even 
as they now run the gamut from being “the best” to simply 
staying in operation.

ese increases in complexity are tied, predictably perhaps, 
to increasing institutional dependence on external ties. For 
example, student financial aid systems are increasingly tied to 
private financial enterprises as well as to the federal govern-
ment; private vendors (who are increasingly likely to be for-
profit) compete aggressively to sell everything from food 
concessions to technology-based hard and soft goods to 
highly specialized consulting services; and professional asso-
ciations of all sorts are trying to act as middlemen between 
institutions and vendors as well as compete with for-profit 
vendors. Indeed, higher education institutions are increas-
ingly more dependent on external providers (and less self-
reliant) than in the past, even the recent past. 

At the same time, the other important contextual charac-
teristic is that the rate of change overall has increased. ere 
are two important and related aspects to this: knowledge and 
technology, both of which act as cause and effect of changed 

by Jane Sjogren
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expectations. e complex connections among the increasing 
amount of knowledge, advancing technology, and social/
economic expectations has been well-documented. For 
higher education, the core of which is knowledge develop-
ment and dispersal, the increasing speed of changes in these 
areas hits harder and faster than in many other areas of 
American life, so that the immediate challenges and the 
immediate effects are more profound.

As a result, the landscape of higher education is both 
larger and more complex. One might argue that the rate of 
change in higher education started accelerating when the 
effects of the GI Bill began to be felt. Since then, the land-
scape has grown larger, whether measured by numbers or 
sizes of institutions, by enrollments, by the range of academic 
offerings, by gross expenditures, or even by social expecta-
tions. And the growth in size has been matched by the 
increase in complexity.

The Market Metaphor 
In an effort to deal with this complexity, it is tempting, and 
perhaps even rational, to look for a model to identify and 
objectively analyze core elements. Increasingly, this takes the 
form of viewing higher education as an “industry” that is 
subject to “market forces.”

Markets are social/economic mechanisms that determine 
what gets produced, how it gets produced, and who gets what 
is produced. Markets therefore, determine how much of 
something gets produced and sold and the price at which it is 
exchanged from sellers to buyers. In order for any market to 
accomplish these functions, there have to be both sellers and 
buyers. No market exists without each kind of actor, despite 
the common view that sellers are typically in control of those 
three functions. Price, as determined by the market mecha-
nism, is the key element in decision-making by both groups.

e important implications of looking at what goes on in 
higher education from this perspective are that for both pro-
ducer-sellers and consumer-clients, price is the primary driver 
of behavior and that all market participants are acting in their 
own self-interest. For buyers, self-interest is usually consid-
ered to be something resembling satisfaction. For sellers, it is 
something along the spectrum of profit-maximization to 
size-maximization to satisficing (simply staying in business).

All this implies that there is a “product” being produced 
and bought. What is this product when it comes to higher 
education? Upon some thought, the answer to this is neither 
obvious nor simple. Immediate responses often include the 
words “knowledge” or “education,” perhaps “learning,” or 
even “ability.” But a frequent objection to these is that, while 
meaningful, these are vague definitions and that it is impos-
sible (or close to it) to determine that this is what has been 
exchanged effectively between buyers and sellers. Other per-
haps more quantifiable definitions of the “products” of higher 
education are degrees, academic credits, even graduates. Yet 
these definitions fall short of what most buyers and sellers 
see themselves doing.

e complexity of what gets produced and sold in higher 
education, and the difficulty in defining it, means that the 
real price of the product and the means of exchange are seri-
ously difficult to identify. is, in turn, makes decision-mak-
ing difficult and complicated for both sellers and buyers.

An additional complication that affects the nature of the 
price-product relationship in higher education is that education 
per se has many of the qualities of what economists refer to as 
“market failure.” at is, because many of the benefits of edu-
cation are not included in its market price, the market mech-
anism does not produce or distribute it optimally. For example, 
although I benefit either directly or indirectly from others who 
pay to become educated, they cannot make me pay a price 
that reflects my benefits from their education. is, of course, 
is the rationale for government “intervention” in higher edu-
cation markets—intervention that typically takes the forms of 
state institutional support and federal student financial aid, 
which then distorts price to both producers and consumers.

Consideration of who the consumer/buyers of higher edu-
cation are involves recognizing that there is no single group 
of customers. Clearly, students (and their families) pay much 
of the price of higher education and benefit from buying it. 
Governments (federal, state, and in the case of some commu-
nity colleges, counties) also “buy” this product, but the price 
they pay is different from that paid by students, as are the 
benefits. Employers also benefit, but pay directly only when 
they offer employee tuition reimbursement, fund research 
and development (), or donate to institutions directly, all 
of which are discretionary.

e producers are degree-granting institutions of higher 
education, primarily colleges and universities. ere are pub-
lic, private non-profit, and private for-profit institutions. 
Each faces substantial costs to produce, costs that many have 
argued are increasing dramatically. At the same time, there is 
wide and increasing variation among these as institutional 
specialization (the search for a “niche”) continues.

is, in turn, reintroduces the question of what it is that is 
getting produced and consumed. e variety of types of insti-
tutions is reflected in the different “products” they produce: 
liberal arts, preprofessional, technical, and applied educa-
tions, to name several of the main types. Open vs. selective 
admissions, different class sizes and physical facilities, 
research vs. teaching priorities, different missions or financial 
aid policies, and, of course, different “quality” (often recog-
nizable, but certainly difficult to define) means that there are 
sub-markets operating within the overall market and cer-
tainly adds to the difficulty of thinking about higher educa-
tion as a market-based industry.

Market Price as a Measure of Cost
All these considerations raise two related issues. What does 
market competition mean in this context, and what role does 
price play in this competition? Rephrased, what do colleges 
and universities compete for and do they do it via price, as 
the market perspective suggests they do?
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A strong argument can be made that they compete with one 
another for revenues that come from students and families 
(tuitions and fees), alumni (donations), corporate and other 
kinds of donors such as foundations (donations), investors look-
ing for a return (sponsored  funds), the federal govern-
ments (student financial aid,  funds), and states and counties 
(public sector appropriations and student financial aid). 

Because many sources of revenues come with students, 
both directly or indirectly, there is competition for students. 
As a result, we see increasing expenditures by colleges and 
universities to attract students, often by use of advertising 
designed to distinguish one institution from another. 
Institutional spending on such marketing has increased dra-
matically over the past two decades, and as it has ratcheted 
up, so has spending on marketable aspects of what institu-
tions can advertise: physical facilities, breadth of student ser-
vices and amenities, and state-of-the-art technology are 
common examples.

One clearly observable result of this is that the costs of 
operating colleges and universities have increased. Whether 
measured in terms of gross expenditures, per student expen-
ditures, operating expenditures, or other measures, it is nearly 
impossible to find an institution that is spending less today in 
real terms than it did ten or twenty years ago.

Another, perhaps more profound, trend is that price is 
increasingly less reflective of cost for colleges and universi-
ties, both externally and internally. Externally, with the 
exception of most proprietary schools, tuition charged (the 
“sticker price”) can vary from roughly  percent to  per-
cent of an institution’s cost per student. is applies to both 
public and private institutions. When various forms of finan-
cial aid are factored in, the relationship between costs and 
prices becomes even more tenuous. Internally, there is 
increasing competition among cost centers for fungible insti-
tutional funds so that the concept of prices as measures of 
costs becomes even murkier.

If prices and costs are widely different, it becomes impos-
sible for the market mechanism to operate with efficiency. 
Resources do not get allocated to their best (most efficient) 
use if price doesn’t indicate their true economic cost. And 
price is not a good indicator of costs in higher education.

The Implications
Yet, we continue to refer to higher education issues and con-
cerns in terms related to market-based competition; phrases 
such as “developing market niches,” “running a profit,” 
“tuition pricing strategies,” and “listening to our customers” 
are common. What this does is effectively define the conver-
sation, thereby making important implications about the 
importance of “profits,” of pricing strategy, of effectively beat-
ing out competitors, and of pleasing the customer in an envi-
ronment that encourages “competition.” 

e effect of this language and the implicit message it 
contains is that the market model is right for higher educa-
tion, that its language and its translation into institutional 
and public policies is appropriate. Yet the main part of the 
market model—the use of price as a good measure of cost 
and the usefulness of its role as the mechanism of decision-
making for producers and consumers—all too often does not 
hold up.

e lesson here is that yes, institutions have to have suffi-
cient revenues to cover their costs of operation, and yes, they 
want to use their resources efficiently. But given that the 
nature of higher education is socially as well as privately valu-
able, and that this is recognized by the subsidies built into 
operating costs of both public and private institutions, a mar-
ket-based price and profit-making mentality doesn’t fit right.

Whether it is the environment (U.S. News & World Report  
rankings or for-profit vendors of goods and services, for 
example) or the participants themselves that have driven this, 
the market-based view of the higher education environment 
has certainly had the effect of raising costs of operation. 
Some of this may be good—in many respects, students get 
much more than they did two decades ago—but it does raise 
the question of are those increased costs worth what has hap-
pened? Increased costs to institutions mean increased costs 
to students and to society, raising issues of access and afford-
ability as well as of what is appropriate for a higher educa-
tion. It also increases the risk of having core missions and 
values of higher education relegated to an increasingly dis-
tant second priority.

ere is no easy “solution” to this issue. Neither the lan-
guage nor the mentality is going to go away. But it can be 
made into something productive. Pausing to stop and con-
sider what the terms of the discussion mean and where they 
lead does support broader thinking and reconceptualization. 
Simply being aware of the impact of the language of market 
competition—price, consumers, producers, “profit,” enter-
prise objectives, decision-making and resource allocation, 
and “market failure”—can be used to heighten awareness to 
keep focused on the real goals of higher education, which are 
the betterment of individuals and society through learning 
and increasing knowledge.
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Long before the GI Bill, and thus before getting a college 
education was a populist ideal, admission at most institutions 
of higher education was performed by the registrar. e role 
played out as one of gatekeeper. en, with veterans return-
ing from World War II in the s, followed by the Higher 
Education Act in the s, the business of admissions 
quickly evolved into the profession we know today. e qual-
ities that initially produced successful admissions officers and 
the personalities attracted to this line of work early on can 
best be portrayed by the image of the friendly and supportive 
counselor. Since those halcyon days, demographic down-
turns, double-digit tuition increases, the failure of - edu-
cation, and more recently the explosion of the Web, have 
converged to create a complex and broad set of qualities and 
characteristics necessary to be successful in leading an admis-
sions office in the st century. 

A fundamental premise of this paper is that there exists a 
common set of qualities and characteristics for a successful 
admissions officer, despite the fact that these qualities and 
characteristics may play out differently based on the size of 
the institution, the position of the institution in the competi-
tive food chain, the history and traditions of the school, etc. 
A common, working definition for a director of admission, 
regardless of institution, is the person responsible for the 
oversight and management of the day-to-day allocation of 
resources (human and fiscal) to implement “the plan” to 
recruit and admit the expected number and profile of new 
students. Today there are at least five qualities or characteris-
tics that are key ingredients for success.

The successful director of admissions today must be:

!  A developer and builder of staff. One constant, regardless of 
whether the institution is public or private, large or small, 
profit or non-profit, top tier or bottom tier is the turnover 
of personnel on the recruitment team. It is, to be sure, a 

“younger” person’s job. Whether classified as admissions 
counselor, recruitment representative, or assistant director 
of admissions, the average job tenure is much less than 
five years. is means that, even with a small staff, turn-
over can be an annual event, as can training. e success-
ful admissions director not only allows people to learn 
and grow (and even accepts mistakes), but thrives on pro-
viding the opportunity and environment for such growth. 
e successful admissions director, therefore, is at least in 
part a coach and mentor. 

Tracy Manier, Director of Admissions at St. Edward’s 
University in Austin, Texas, puts it this way:

“As an admission director it’s been my great privilege to hire 
intelligent, motivated, and eager admission counselors, most 
of whom happen to be young and at the start of their careers. 
Given these characteristics, they want and need to be chal-
lenged. From the beginning I think it’s just as important for 
them to learn the “big picture” of admission and recruitment 
(such as how financial aid plays a role, how to use his-
torical data to make predictions about their territory, or how 
a communication stream might impact yearly performance) 
along with the more detailed (and sometimes uninspir-
ing) tasks of an admission counselor (such as scheduling 
high school visits and reviewing application paperwork). 
In a sense, I want to show them that there’s always some-
thing new and interesting and complicated to learn 
about this profession—that we’re really learning together. 
Soon they’ll be able to tell me something I don’t know. 
And yes, run the risk of losing them.”

@ Focused on what matters. e most productive directors of 
admissions have a learned ability to avoid distractions and 
stay attuned to the most critical processes and activities. 
As a society, we are close to implosion with the endless 
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wave of information attacking our senses and sensibilities 
 x . e admissions director has both internal constitu-
encies as well as external clients and vendors that are con-
stantly and continually vying for attention and resources. 
Being able to stay fixed on what’s most important and 
what can actually be controlled and managed; being able 
to maintain enough order in an environment of chaos 
that the admissions team will continue moving in the 
right direction; and being able to cull through volumes of 
qualitative and quantitative data to focus on critical 
information is not part of any postgraduate curriculum. 
ese things are truly learned through experience, over 
time. For Pat Armstrong, Director of Admissions at  
Buffalo, it’s all about balance, the ingredients of which she 
notes are:

B e a mentor – nurture young staff and help them 
flourish – it’s rewarding!

A djust direction to meet market and world 
demands—flexibility is key!

L ook for trouble! Constantly be alert to customer 
service and processing issues!

A nalyze daily – know where you are relative to 
goals every single day!

N ew Ideas – be open to them! You need to remain 
competitive!

C lear priorities are required to move staff forward 
to goal achievement!

E njoy yourself, too. Take time to smell the roses 
– and pat yourself on the back!

# Be a public person. e admissions director, if good, is a role 
model in the office, on the campus, and in the profession. 
What qualities do the best admissions leaders exude? 
Fairness, ethics, decisiveness, sensitivity, and vision to 
name but a few. To lead and have others follow, the direc-
tor must model behavior others wish to emulate. John 
Mahoney, Director of Admissions at Boston College, is 
deliberate and intentional about modeling his behavior. 

“My personal management/leadership philosophy is that 
I ask no one to do what I would not do myself. is 
approach pertains both to in the office activities, as well 
as activities in the field. For example, when the mail vol-
ume is huge at application deadline time, I spend time 
opening and sorting along with everyone else. Likewise, 
I try to deliver my fair share of information sessions on 
the campus, along with other staff members. I find it 
funny when parents come up to me afterwards wonder-
ing if I do this often. ey don’t expect to encounter the 
director of admission when they come to campus, but I 
think it’s important to be as visible as possible.” 

$ Be a voice. It is very important for the director of admis-
sion to represent the collective voice of the customer to 
the institution. e customer is of course the student, 

especially future students. ink about it. If admissions 
leadership doesn’t perform that task, who would? 
Academic leadership has to speak for faculty. Coaches 
have to speak for athletes. Student life staff speak for 
today’s customer, not tomorrow’s. Advancement special-
ists need to speak for alumni and donors. Presidents and 
financial officers serve governing boards. Regardless of 
whether heading up an admissions office at a research 
university or a community college, the student perspec-
tive needs to be known and understood as the institution 
reinvests, reshapes, and redirects itself to stay relevant and 
competitive. For example, Sue Bibeau, Director of 
Admissions at the United States Coast Guard Academy, 
recalls vividly what she needed to do to make the campus 
aware of the importance of the Web. 

“It’s no surprise to those in admissions that students pre-
fer the Web as a starting point for their college search and 
some portions of the communication that takes place in 
the admissions process. Delivering that message at every 
level to the faculty, staff, and volunteer force has been a 
priority for the U.S. Coast Guard Academy Admissions 
Department in the last two years as we have invested more 
heavily in our Web presence and online application. 
Repeating the call early and often has been a significant 
leadership challenge. Fortunately, there were many venues 
from which to speak: Academic Council meetings, faculty 
meetings, the new Internet Content Configuration Board, 
our Strategic Plan, senior management team meetings.”

% Be data savvy. e director should be enough of a “quan-
toid” (as opposed to a “gutician”) to use information to 
stay on course. While today’s admissions officer doesn’t 
have to solve quadratic equations or perform multiple 
regression analyses, she can’t be innumerate, and she can’t 
only trust her intuition. She can’t neglect the facts. At the 
same time, the most successful admissions directors have  
an excellent intuitive sense that is used daily to direct 
queries or suggest what needs to be analyzed. Simply 
stated, it is the intersection of empiricism and informed 
guessing that produces the best results.

An institution looking to hire the perfect director of admis-
sions will probably not find all of these qualities represented 
equally and sufficiently in one individual. ey are, however, part 
of the profession’s evolution, and thus important considerations.
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In a time when the social and philosophical value of a high 
quality education is a well-documented issue, it is hard to 
understand the trend towards diminishing collegiate operat-
ing budgets. Yet more and more, colleges, for a variety of rea-
sons, are compelled to continue seeking additional ways to 
cut costs despite higher enrollment figures.

Recent years have witnessed a shaky economy and the 
downturn of several industries, subsequently instigating an 
increase of overall college enrollment numbers. Recently, 
large numbers of individuals from the workforce have 
returned to school to supplement their education and job 
market qualifications. is reality has posed challenges for 
many colleges across the nation, not the least Tarrant County 
College (), based in Fort Worth, Texas. In fact, colleges in 
Texas were among some of the hardest hit by the recent 
instability of the economy.

Cost-Effective Delivery of 
Course Catalogs and Schedules
Among the rising costs of collegiate operation, expenses 
related to the printing of course catalogs and schedules rep-
resent a significant annual budget line item. To minimize and 
better manage publication costs,  has attempted to 
“migrate” many of its existing and prospective students from 
print to a more cost-effective method of delivering course 
catalog, schedule, and enrollment information. 

At first blush, this was simply an issue of transitioning 
course and schedule publications to an online Web site solu-
tion. But  quickly identified some key disadvantages with 
traditional Web-based course schedule applications; the most 
notable of those being limited broadband Internet access for 
today’s students. It’s estimated that over  percent of today’s 
computer users are still accessing the Internet via dial-up 
modems, making access to many Internet elements an arduous 
and slow prospect. e primary reason potential and existing 

students visit ’s Web site is to view course schedules and 
catalogs. To better facilitate this use, the college decided to 
enhance the presentation and access of its course materials, in 
hopes it could also reduce its publication costs.

Synchronized-Web Application1

To achieve an appropriate balance between the improved 
costs of a Web-based system and the simple accessibility of 
print,  turned to an innovative electronic solution.

is is a newly developed program that uses a “Synchronized-
Web Application” that resides on the user’s computer and, 
through periodic connections to the Internet, allows a user to 
receive updates to the course schedule and catalog. e pro-
gram is offered as a free download from the college’s Web site. 
Once downloaded, students have quick access to course sched-
ule information without having to be tethered to the Internet.

e desktop application allows students to research and 
create their course plan offline, where they can benefit from 
the speed of their computer and avoid the slow response of 
dial-up connections. When the students have completed 
their course plan, the application can connect them to the 
college’s Web site for accurate online registration.

Because the students are planning their courses offline, the 
college has been able to free up its Internet resources and 
minimize congestion during peak registration periods. 

After the students have developed their preliminary course 
schedule offline, they are connected to the college’s registra-
tion Web site with the simple click of a button. In general, this 
electronic document technology streamlines and enhances 
the course selection process, minimizes Web congestion, and 
helps students better prepare for the registration process.

e updateable nature of the application makes class 
schedule and course description changes much simpler than 

Course Catalogs and Schedules That Make Sense—
And Save Money

by Brian Howe

1 Tarrant County College’s application was designed and built by MultiView, Inc.
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with print, which cannot be updated without a full reprint of 
the catalog. But best of all,  has been able to significantly 
reduce publication expenses by introducing the new electronic 
publication solution to its marketing communications mix. 

Saving Money While Increasing Marketing 
Reductions in both catalog and schedule print runs were a 
direct result of ’s new electronic catalog publication. e 
introduction of an integrated method for producing catalogs 
and schedules has allowed the college to reduce the number 
of printed catalogs by  percent. Printed credit schedules 
were likewise reduced by  percent. Total savings for the col-
lege are estimated to exceed , for the Fall semester. 
Annual savings for year two are expected to exceed ,.

In addition to the cost savings, the college now has a pow-
erful marketing tool to help differentiate itself. When a user 
downloads the application, the college is now able to gather 
‘opt-in’ marketing data concerning the prospective or existing 
students. e college is able to identify user locations and 
other contact information. 

Once installed on the computer, the college’s logo appears 
on the user’s computer desktop each and every time the com-
puter is turned on. is logo also appears on library and lab 
computers throughout the college for easy access by students. 
In addition, the college has marketed the application to high 
school counselors, making sure course materials are up-to-date 
and easy to access. e college’s internal counselors have also 

started using the Synchro-
nized-Web Application as 
a tool to aid them in their 
work with students. 

Conclusion
Electronic media offer 
many benefits to the col-
lege community, and the 
efforts of institutions like 
 are to be applauded. 
ey demonstrate the 
foresight and dedication to continuously find efficient and 
effective ways to better serve their prospective and current 
students. And it is encouraging to note that with the help of 
newly emerging software technology, the college industry 
continues to successfully adapt to changing economic condi-
tions while still maintaining a high level of service and com-
mitment to its student population. 
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Student Academic Services is a hefty tome and covers in a sys-
tematic and thorough manner the principal responsibilities 
usually associated with that term and the issues and concerns 
that are current today. Many times a reader will skip the Preface 
of a book in the belief that it contains little of interest or rele-
vance. Not so here. A serious reader is well advised to read the 
Preface, which outlines the organization of this book and 
describes its purpose. Complementing the Preface is a section 
captioned “About the Authors.” Here the reader is treated to 
brief sketches of each of the contributing authors and can assess 
the credentials that each brings to his or her subject matter.

is is not necessarily a work that one would choose to 
read literally from cover to cover. Discerning readers will 
review the Table of Contents and mark those chapters that 
warrant their early attention. For example, registrars would 
be well advised to read “Course Planning and Registration,” 
co-authored by Louise Lonabocker and Jim Wager. e 
chapter discusses the experiences of Boston College and to a 
lesser degree, Penn State, in the delivery of these essential 
services. e idea of consolidating the delivery of related ser-
vices under the one-stop shopping concept is thoroughly 
explored. A second chapter of special interest to registrars is 
“e Essential Academic Record,” jointly written by W.W. 
(Tim) Washburn and Gene Priday. ey discuss what consti-
tutes the academic record, essential elements of the tran-
script, record security, , degree requirements, academic 
transfer issues, and other matters related to the maintenance 
of the academic record and the creation of campus-wide 
databases. Both of these chapters are well written and focus 
on matters of contemporary genuine interest and concern.

e admissions officer will likely find “Enrollment 
Management and Conceptual Underpinnings,” written by 
Jim Black, to be of interest. He describes the history and cur-
rent state of enrollment management, the concepts behind it, 
and its future in higher education. He also discusses the 
importance of having a student retention strategy and the 
manner in which enrollment management can influence 
modern systems thinking. 

Other specific chapters are devoted to topics like 
Orientation, Career Planning, Student Financial Services, 
and Student Retention. Still other chapters provide a theo-
retical underpinning for the philosophy or outlook, which 
tells us that these traditionally discrete services are becoming 
more interdependent and holistic as delivered to students. 
is trend, according to the cadre of authors, is due in part to 
the enlightened attitudes of staff who administer these ser-
vices and in part to the development of new software, often 
vendor produced, that make collaboration and cooperation a 
virtual necessity. is bodes well for the student since con-
solidation of related services is often a practical result of 
these developments. “Service with a smile” by knowledgeable, 
front-line personnel is the ultimate objective.

For a work that includes contributions from  authors, 
this reviewer found it to be surprisingly free of jargon or 
terms that only a doctoral student in education could appre-
ciate. Each chapter contains a bibliographic listing of sources 
that extend from a handful of entries to several pages 
depending on the topic. In addition, the book contains two 
indices, one a name index and the other a subject index. 

For an academic administrator involved with the design 
and delivery of student services, this is a valuable reference 
that will likely be consulted time and again. A passage in 
Chapter  restates the over-arching theme and is cited here 
as follows:

by omas L. W. Johnson and
Kimberley Buster-Williams

forum
Book Reviews
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Student academic services are most effective when man-
agers and practitioners take the student centric view and 
work together to collaborate and seamlessly interconnect 
undergraduate academic services to support students 
from enrollment to graduation.

As the general editor and a contributing author, Gary L. 
Kramer has performed a noble service in harnessing the pro-
ductive and far-reaching thoughts of a group of authorities 
recognized in their respective fields of endeavor. In many ways 
this book represents the epitome of one-stop shopping at its 
best. e reader has the seminal views of a range of experts 
on significant topics between the covers of one volume.

Grade Inflation—A Crisis in College Education
VALEN E. JOHNSON
SPRINGER-VERLAG NEW YORK, INC.; 262 PP. 2003; $34.95
REVIEWED BY: KIMBERLEY BUSTER-WILLIAMS
G R A D E  I N F L AT I O N — A C R I S I S  I N  C O L L E G E  E D U C AT I O N

Grade inflation is not new to the academy. Mean grade aver-
ages have incrementally increased over the past few decades 
at even the most prestigious institutions. Some faculty sen-
ates have been proactive in exploring the veritas in this area 
and formulating reform practices, and others have not. 

In his book, Grade Inflation—A Crisis in College Education, 
Valen E. Johnson, a professor of biostatistics at the University 
of Michigan, focuses on grade inflation and its prevalence 
and impact on postsecondary education. e focal point of 
this book is an online course evaluation experiment con-
ducted at Duke University during the - academic 
year. Called , this experiment possessed several unique 
features including the solicitation of survey responses from 
students both before and after they had received their final 
grades, and evaluations of courses taught in the past (p. ).

e author states that the purpose of this book is two-
fold: first, to expose many of the myths associated with grade 
inflation, the use of student evaluations of teaching for 
administrative reviews of faculty, the effects of disparate 
grading practices on students, and the effects of grading 
practices on student enrollment patterns; and second, to 
expand the discussion of college grading from the sensation-
alized topic of grade inflation to the broader issue of how 
assessment practices can be modified to reflect student and 
faculty achievement more fairly (p. ). 

Beginning with a substantial introduction, the book con-
sists of eight cogent chapters that offer further explanation of 
the  experiment, analysis of the experiment, validity of 
the experiment, analysis of the  course selection data, 
grade equity analysis, and a focus on overall reform. e author 
does an excellent job with loosely coupling examples of grade 
inflation from the  experiment with established theo-
ries in the area of testing measurement and appraisal.

e author begins with a monograph highlighting the fol-
lowing compelling findings: the mean  at Dartmouth in 
 had risen to ., up from . in , the median  

at Princeton in  was ., and at Harvard, during the 
- academic year,  percent of grades awarded to 
undergraduates were grades of A or A- (p. ). In the Fall of 
, Dartmouth administrators put forward a policy to 
address the spiraling grade increases. e Dartmouth faculty 
adopted a plan to list median course grade and class size next 
to student grades on university transcripts (p. ). 

Sharing examples at the onset of the book of the apparent 
crescendo effect occurring amidst the mean grade point aver-
ages at some of the most prestigious colleges and universities 
in the country—namely Harvard, Princeton, Dartmouth, and 
Duke—was an astute tool for piquing the reader’s interest. 
Very quickly one feels compelled to read further. In a very 
methodical manner, the author then continues by elaborating 
on various myths about grading, and does an excellent job 
with comparing and contrasting the traditionalist perspective 
of grading versus the postmodern view of grading. According 
to the author, “therein lies the rub.” 

When the issue of grade inflation emerged in the late 
s at Duke University, officials formed a committee 
charged with conducting a comprehensive investigation of 
the problems associated with Duke’s grading policies. In the 
end, the conclusion of the committee was that disparities in 
grading practices, rather than grade inflation, were responsi-
ble for most of the problems usually associated with lenient 
grading. erefore, faculty members rejected the proposed 
statistical adjustment scheme called the Achievement Index, 
which would have corrected s for differences between 
grading policies employed by different professors and depart-
ments, and which would have provided feedback to faculty 
concerning their individual grading practices (p. ). 

Ironically, the conclusions found at Duke University link 
directly with one of the theses of this book, which is that 
grading inequities persist because their consequences are 
misunderstood (p. ). According to the author, they exist and 
are perpetuated by the following five myths:
  Students’ grades do not bias student evaluations   

of teaching.
  Student evaluations of teaching provide reliable  

measures of instructional effectiveness.
  High course grades imply high levels of    

student achievement.
  Student course selection decisions are unaffected   

by expected grading practices.
  Grades assigned in unregulated academic environments 

have a consistent and objective meaning across classes, 
departments, and institutions. 

After the grading-reform proposal was rejected at Duke 
University, several faculty members were still concerned with 
the state of affairs as it pertained to grading policies. Chapter 
two discusses how the  experiment evolved with a sum-
marizing timeline graph found on page eighteen. In this 
chapter, the  survey items were listed along with an 
appendix, which detailed the issue of the “non-respondent” 
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questionnaires. e author did a good job of relegating some 
of the more detailed information to appendices at the end of 
each chapter for non-obtrusive reading. 

In chapter three, the author reviews past studies and 
experiments on grading, along with their underlying theories 
such as teacher-effectiveness theory and grade-satisfaction 
theory. e teacher-effectiveness theory is based on the sup-
position that students learn more in courses taught by effec-
tive teachers (p. ). e antipode of the teacher-effectiveness 
theory is the grade-leniency or grade-satisfaction theory (p. 
). e basic tenet of this theory is that students reward 
instructors who reward them (p. ). According to this the-
ory, positive correlations between mean course grades and 
student evaluations of teaching represent bias. It is a bias in 
the sense that the effect of grading on teaching evaluations 
represents a factor not related to either effective teaching or 
student learning. e author correctly points out that some 
attributes such as prior student interest and student motiva-
tion serve as reasonable explanations for positive correlations 
between student grades and student evaluations of teaching 
(especially in upper-level courses). Chapter three establishes 
a nice foundation for the  experiment results that are 
discussed in chapter four.

Chapter four analyzes the  experiment data in hopes 
of creating a watershed effect towards clarifying two impor-
tant issues: the extent to which grades reflect a “biasing” 
influence on student evaluations of teaching, and the magni-
tude of the bias that grades have on student evaluations of 
teaching. e author did a wonderful job providing some 
important background information on how Duke University 
was able to get students to fill out the course evaluation twice 
(the methodology). e author states that, 

In order to minimize the possibility that students would 
discover the purpose for having to complete the same sur-
vey for the same courses twice, participating first-year 
students were told in the fall that they had been asked to 
complete the survey for their current courses because they, 
unlike upperclassmen, had not taken courses the previous 
semester. In the spring, they were again asked to complete 
the survey for their fall courses, this time under the pre-
text that thus was the default procedure used for all stu-
dents. Since only one student utilized the survey’s comment 
facility to complain about the “inefficiency” of this proce-
dure, it appears that this deception was effective (p. ). 
e final discussion points in chapter four center on the 

actual findings from of the  survey. e final outcome 
was that the regression analysis corroborated the findings of 
earlier grade-manipulation studies and a preponderance of 
correlation studies (p. ). Because the design of the  
experiment effectively eliminated the possibility that unob-
served environmental factors were responsible for these 
effects, the results from this analysis provide conclusive evi-
dence of the biasing effect of student grades on student eval-
uations of teaching (p. ). While chapters three and four 

look at the influence that grades exert on student evaluations, 
chapter five looks at the broader issue of the validity of stu-
dent rankings of instruction for assessing faculty teaching. 

In chapter five, the author gives a brief historical synopsis 
of student evaluations of teaching () forms and the issues 
that have arisen regarding their validity. e historical over-
view included mention of the fact that numerous evaluations 
have been constructed to measure the multiple dimensions of 
effective teaching, which include the Endeavor Instructional 
Rating Form, the Michigan State Instructional Rating 
System Form, and the Student’s Evaluation of Educational 
Quality form (). Not surprisingly, all the aforemen-
tioned surveys have been plagued with the validity issue. In 
the end, questions of validity have been somewhat diffused 
by offering multidimensional interpretations vis-à-vis con-
struct validity and convergent validity. 

Overall there seems to be little dissent in the educational 
community about the validity of the various surveys, but 
rather, the question is if a well-designed form is at all rele-
vant in predicting student performance and learning (p. ). 
And what is the intended purpose of such surveys? One rea-
son that items on teacher-course evaluations are not more 
often tied to measures of student achievement is that there is 
no universally agreed-upon measure of student achievement 
(p. ). According to Johnson, the bottom line of this chapter 
is that current evaluation instruments provide little legiti-
mate guidance to administrators in promotion, tenure, and 
salary decisions (p. ). At the very least, items on these 
forms explain only a small portion of the variation in student 
learning from one class to the next (p. ). 

Chapter six discusses grade and student course selection. 
e author shares some anecdotal findings as well as knowl-
edge about the limited quantitative research available in this 
area, specifically a study by Coleman and McKeachietion and 
one by Sabot and Wakemand-Lin. e bulk of chapter six 
focuses on the analysis and comparisons of  (student) 
course selection data. e frequency charts and graphs in this 
section were very helpful. e author concludes this chapter 
with the following observation, “e influence of grading pol-
icies on student course selection decisions is substantial; when 
choosing between two courses within the same academic field, 
students are about twice as likely to select a course with an 
A- mean course grade as they are to select a course with a B 
mean course grade, or to select a course with a B+ mean course 
grade over a course with a B- mean course grade (p. ). 

In Chapter seven, disparities in grading practices among 
disciplines are documented by examining average differences 
in the grades received by the same students in different fields 
(p. ). e findings from the  experiment were that 
natural science, mathematics, and economics courses are 
found to be the most stringently graded disciplines; humani-
ties courses are the most leniently graded (p. ). For many 
Duke students, the grading policies used by their instructors 
were nearly as important in determining their  and class 
rank as was their academic performance. Examples of tran-
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scripts were shown to support this assertion. is chapter 
also discusses the studies of Goldman and Widawksi, Strenta 
and Elliot, and Elliot and Strenta in relation to their work 
using  and high school  to predict college outcomes. 
e conclusion of this chapter is that knowing the grading 
practices of the instructors from whom students took courses 
is as important as knowing the grades they got (p. ). 

e last chapter of the book recaps findings from the 
 experiment and further talks about the overall signifi-
cance of the experiment. e fact that this was the first large-
scale study in which student evaluations were analyzed both 
before and after they received their final grade is very signifi-
cant. Although many of the findings make perfect sense to 
non-academicians, it still may be difficult to convince faculty 
members of the significance. Studies in this area have been 
underway for more than  years, so this study just adds to 
the body of work that currently exists. e author does call 
for reform and indicates that with adequate faculty and 
administrative support, any number of these strategies might 
be adopted to enact reform:
  Encourage institutional dialogue.
  Provide instructors with more information about their 

university’s grading practices.
  Constrain course grade distributions.
  Include information about course grading practices   

on student transcripts.
  Allow students to optionally report adjusted s   

on their transcripts.
  Use adjusted grades and s to establish   

honors distinctions.
  Selectively exclude student evaluations of teaching from 

instructors’ summaries (p. ).

e disparities in grading practices that result from diver-
gent views of grading have serious consequences, the most 
obvious being inequitable assessment of students (p. ). 
Clearly, students who take classes from faculty who grade 
leniently have a better chance of finishing college with higher 
s and thus better career prospects than do students who 
take most of their classes with instructors who grade more 
stringently. e impact on faculty members is equally severe. 
Stringent graders, by virtue of their lower course enrollments 
and lower course evaluations, are less likely to receive tenure, 
salary increases, and promotions (p. ). 

In conclusion, this is a wonderful book. e approach used 
was very effective. e reviewer would strongly recommend 
this book to anyone who teaches on the college level, and 
more importantly to faculty senates who traditionally retain 
the authority to make change in grading policies. e phe-
nomenon of grade inflation is not limited to any one college 
or university, and most colleges could stand to take a look at 
the issue. 
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