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LESSONS LEARNED

In a relatively brief span of time, the scope and focus of Enrollment Management both
as a concept and a division at DePaul has evolved significantly. Some of that evolution
has been in response to changing external challenges and opportunities. But most of
the changing structural, strategic and tactical approaches have resulted from deliberate
choices to align under an EM umbrella a wide array of functions often not explicitly
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linked with enrollment management. At an institution that depends upon tuition for
over 85% of its revenue, aligning critical functions such as brand marketing and alumni
relations with the university’s core business is not only strategic, but common sense. Yet
the organizational evolution at DePaul is unique enough that perhaps valuable lessons
can be learned from its recent history and success.

One lesson is that a primary obstacle to this type of evolution is the power of firmly
entrenched mental models or professional paradigms that resist organizational transfor-
mation and realignment—mental models that often function as blinders that screen out
new strategic possibilities and opportunities. The deep professional allegiance of Career
Center professionals with theories of student development or of Alumni Relations pro-
fessionals with development are difficult to overcome, despite the benefits of alternative
alignments and structures. As Peter Senge has pointed out, organizations are the way
they are because of how we think—so beginning to challenge and change complex
organizations begins by addressing the prevailing mental models that dictate how we
think about the work we do.

A second and related lesson is that organizational structures matter. Many enrollment
management organizations work collaboratively across organizational boundaries with
their colleagues in marketing or in alumni relations, for example. But it is only by an
organizational, structural integration that these functions can be strategically realigned,
redefined, refocused in ways that transform them—and simultaneously transform
enrollment management, and in turn transform the strategic futures of the institutions
where it is practiced.

A third lesson is the power of information. DePaul’s recent enrollment management
success is largely the result of its commitment to research and analysis, investments in
information systems, data-based planning and metrics-based management. DePaul’s
approach to everything from marketing strategy to financial aid and accessibility, from
alumni giving to yield management, is rooted in a comprehensive commitment to
developing competitive intelligence and cultivating a culture of organizational learning.

Finally, a fourth lesson is the need for a flexible organizational structure that is agile
and market-responsive. Jim Black wrote in “Defining Enrollment Management: The
Structural Frame” that, “David Kalsbeek’s (2001) introduction of the concept of ‘de-
jobbing’ to the field of enrollment management suggests a shift from rigid organization-
al structures and silos they tend to produce, to a more fluid and nimble organization



where employee roles and even the structures in which they reside morph to address
institutional challenges and opportunities. In this environment, job responsibilities
correspond to a particular project or initiative regardless of the individual’s organiza-
tional affiliation.” Clearly, the lessons and perspectives discussed in Kalsbeek’s essay on
the future workforce of SEM have been at the core of much of DePaul’s most recent
evolution in SEM.

Combined, these lessons will continue to guide Enrollment Management into the next
phase of DePaul’s evolution. As this case study goes to press, DePaul is launching a new
strategic planning initiative to frame its preferred future for 2012 and is beginning, as
well, to search for a new president. Just as in 1984, this 2004 planning process is
commencing with a comprehensive review of the structural, strategic and tactical
challenges and opportunities facing Enrollment Management. New structural
alignments for SEM and new investments in specific EM strategies will be guided by a
new set of university enrollment goals and aspirations, goals that will be built on
DePaul’s prior success, informed by its prior experience, guided by its Vincentian
mission, and designed to respond strategically to the array of demographic, economic,
political, competitive, financial and organizational challenges and opportunities now
facing the university.
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