
Scaling Graduate Enrollment
Overcoming Resource Challenges and Meeting Growth Goals

Adult Learner Recruitment



Education’s Trusted Partner to 

Help Schools and Students Thrive

Insight-Powered Solutions for Your Top Priorities and Toughest Challenges

Institutional 

Strategy

Future-proof your institution 

by addressing immediate and 

long-term opportunities and threats 

Undergraduate

Marketing and 

Enrollment 

Reach, engage, and enroll future 

classes in a dynamic market with 

demographic headwinds 

Graduate 

Marketing

and 

Enrollment 

Secure enrollments and 

revenue in an evolving 

graduate, online, and 

adult learner market 

Student 

Success

Support, retain, and 

empower students in 

college and beyond 

Data and 

Analytics 

Improve decision-making and 

accelerate innovation with a modern 

data and analytics infrastructure 

Advancement 

Meet aspirational giving 

goals in an era of competing 

fundraising priorities and 

shifting donor interest

We partner with 2,800+ institutions to accelerate 

progress, deliver results, and enable lasting change.

95%+ of our partners return to us year after 

year because of results we achieve, together.

K12 • Community Colleges • Four-Year Colleges and Universities • Graduate, Professional, and Adult Programs • Employers eab.com
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3Using Zoom

Refer to the webinar 
confirmation email 

you received in your 
inbox. 

Type your question here

Connecting to Audio Asking a Question Brief Exit Survey

We’d appreciate your 
feedback on today’s 

presentation.

An Interactive Discussion

We encourage you to use the Chat and Q&A functions throughout our conversation today

https://www.eab.com/
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Today’s Presenters

Thank you for joining us!

We value your time and appreciate you spending part of your afternoon with us.

Beth Donaldson
Managing Director,

Adult Learner Recruitment

Val Fox
Consultant and Principal,

Adult Learner Recruitment

https://www.eab.com/
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5Freshmen Enrollment Boomed In The Fall

Source: National Student Clearinghouse Current Term Enrollment 
Estimates Fall 2024 2025-01-23; EAB Analysis. 

Freshmen Enrollment Grew 5.5% From Fall 2023 Levels, Despite FAFSA Snafu

+0.8% 
+0.6% 

+5.5% 

+3.3% 

+6.4% 

+3.9% 

Freshmen Graduate

National Student Clearinghouse Current Term Enrollment Estimates From Fall 2024, Year-on-Year 
Change and total change from Fall 2022 to Fall 2024. 

Fall ‘22 
to ‘23

Fall ‘23 
to ‘24

Total: 
Fall ‘22 

to ‘24
Fall ‘22 
to ‘23

Fall ‘23 
to ‘24

Total: 
Fall ‘22 

to ‘24

https://www.eab.com/
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+2.8%

+3.6%

+4.0%

+2.8%

-0.1%

-0.9%

-0.3%

+0.5%

+0.9%

+1.1%
+1.0%

+1.0%
+1.3%

+2.4%+2.3%

-1.0%

+1.0%

+3.3%

2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 2022 2023 2024

Grad Enrollment Growth Rebounds 

1) National Student Clearinghouse..
Source: EAB analysis of enrollment data from IPEDS Fall Enrollment Surveys 2010-2023, National Student 
Clearinghouse, Jan. 23, 2025; ‘Current Term Enrollment Estimates – Fall 2024’; EAB interviews and analysis.

NSC1

 Estimate

Year on Year Growth of Total Graduate Enrollments – All 4-Year Institutions 

Are we Already Seeing Recession-Like Graduate Enrollment Growth in 2024? 

COVID-
19

Recession

https://www.eab.com/
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7Fall 2024 National Total Graduate Enrollment 

Top 20 Major Fields

1) Top Majors by State 
https://nscresearchcenter.org/current-term-enrollment-
estimates/

Source: National Student Clearinghouse

https://www.eab.com/
https://nscresearchcenter.org/current-term-enrollment-estimates/
https://nscresearchcenter.org/current-term-enrollment-estimates/
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Growing Responsibilities for Grad Enrollment Teams

Source: EAB research and analysis

Traditional GEM

Grow 

enrollment

Generate 

revenue

Extended 
Responsibilities

A New Era of 
Responsibility

Offset undergraduate 

enrollment declines

Find new audiences

Increase reputation and 

selectivity

Increase d iversity

Improve in rankings

Spearheading 

innovation and 

program marketing

Rightsize the 

program portfolio

Grow research 

output

Facil itate employer and 

educational partnerships

Develop 

microcredentials
Serve as generative AI 

experts

Manage tech stack

Oversee stop-out 

strategy and student 

retention

Drive strategic 

planning 

https://www.eab.com/
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How Do We Organize Our Graduate Enrollment Team?

How are grad 
enrollment teams 

structured and who 
oversees them?

How are other 
teams setting and 

achieving grad 
goals?

How do my peers 
allocate staff and 

budget?

The Perennial Challenge

https://www.eab.com/
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Benchmarking Graduate and Online Enrollment

The Survey Explored…

• Organizational structure

• Staffing

• Enrollment objectives 

• Goal attainment

• Budget

• Recruitment practices

Survey Fast Facts

• 343 respondents

• The survey was live across 

December 2024

• 27 questions across the areas 

above

Want the full report?

Let us know in the exit survey at the 
end of the webinar

https://www.eab.com/
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About the Survey

Who Participated?

By 

institution
type

By 

region

Public

Private

26%

37%

22%

15%

Northeast

South

Midwest

West

56%

44%

https://www.eab.com/
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About the Survey

Who Participated?

42%

19%

23%

7%
6% 3%

By 

job title

By 

institution 
selectivity

4%
7%

21%

40%

28%
Most selective (<10% acceptance rate)

More selective (10-30%)

Selective (31-60%)

Less selective (61-80%)

Least selective <>80%)

Dean

VPEM

Provost

Marketing head

AVP

Executive director

https://www.eab.com/
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SECTION

1

Organizational Structure 
and Staffing

https://www.eab.com/
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14Ownership of Grad Enrollment Can Vary Significantly

Dean

• On average, surveyed 
deans have 24 total FTEs 
across all their areas of 

responsibility

• 38% of surveyed deans 
have held their role for 

more than 5 years, and 
43% for 2–5 years 

VPEM

• On average, VPEMs have 
60 total FTEs across all 

their areas of responsibility

• 28% of VPEMs have been 
in-seat for more than 5 

years 

Head of Marketing

• On average, heads of 
marketing have 23 total 

FTEs across all their areas 
of responsibility

• Just 21% of surveyed 

heads of marketing have 
been in their roles for more 
than 5 years

Provost

• On average, surveyed 
provosts have 119 total 

FTEs across all their areas 
of responsibility

• 36% of surveyed provosts 

have been in their role for 
at least 5 years, and 34% 
have been in-seat for 2–5 

years

https://www.eab.com/
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15Grad Enrollment Teams Are Small But Scrappy

Mean Number of FTEs Associated with Core Graduate Enrollment Functions

Enrollment cross-functional staff 18

Financial aid 17

Marketing and communications 15

Other 12

Admissions 11

Marketing

Operations 1.0

Management/executive 0.9

Creative (content creators, copywriters, designers) 0.8

Digital marketing specialists 0.8

CRM email automation specialists 0.8

Website producers/specialists 0.7

Analytics 0.6

Paid search and paid social specialists 0.4

Search engine optimization specialists 0.4

Admissions

Campus-based recruiters 2.8

Operations 2.4

Marketing and communications 2.3

Management 1.6

CRM analysts/specialists 1.5

Regional recruiters 1.4

Analytics 1.2

International recruiters 1.0

Event planning 0.9

https://www.eab.com/
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16To Build, to Buy, or to Partner?

• Financial aid call center

• Graduate admissions call center

• Admissions CRMI

• Financial aid optimization

• Website 

• Data analysis/analytics

• Brand marketing

Successful Teams Work with a Vendor to Support Key Functions

The respondents who met their enrollment goals disproportionately outsourced or 
shared responsibility for market research, recruitment marketing, and SEO with an 

outside vendor.  

Most Respondents Fully Own…
Respondents Most Commonly 

Split Responsibility of…

• Recruitment marketing

• Market research

• International recruitment

https://www.eab.com/
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SECTION

2

Enrollment Objectives 
and Budgets

https://www.eab.com/
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18Most Respondents Met Grad Headcount Goals

56%

37%

7%

Graduate Goal Attainment

Headcount Net Tuition Revenue

44%

31%

26%

Yes

No

Unsure

56%
met graduate headcount 
goals. These institutions 

are disproportionately:

• public schools

• not religiously affiliated

26%
are unsure if they met NTR 
goals, underscoring a theme 

throughout this research—
many institutions aren’t 

tracking key metrics OR this 
info lives in disparate places 
and isn’t shared 

https://www.eab.com/
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19Online Goal Attainment

44%

34%

22%

Online Goal Attainment

Headcount
Net Tuition Revenue

34%

31%

36%
Yes

No

Unsure

44%
met online headcount 
goals. These institutions 

are disproportionately:

• public schools

• not religiously affiliated

36%
are unsure if they met 
NTR goals for their 

online programs

https://www.eab.com/
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Poll

What are your graduate enrollment growth goals 
for the next three years?

• Increase significantly (greater than 3%)

• Increase slightly (0 to 3%)

• Stay the same (0%)

• Decrease slightly (0 to -3%)

• Decrease significantly (greater than -3%)

• Unsure

https://www.eab.com/
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21Goals Continue to Grow

62%

30%

4%
4%

Graduate Enrollment Goals for the Next Three Years

Increase >3%

Increase 0-3%

Stay the same 

Unsure

62%
of respondents are 
tasked with growing 

grad enrollment by 
more than 3% in the 

next three years, above 
the 1.3% projected 
average annual growth 

during this time

https://www.eab.com/
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22Enrollment Objectives

91%

62%

35%

18%

16%

8%

5%

3%

More enrollments in various academic programs

Higher net tuition revenue

More international students

Higher undergraduate GPA

More ethnic/racial/religious diversity

More diversity among international students

Other

Better gender balance

Respondents from less 
selective institutions and 
with more than 2,500 
graduate students 
disproportionately 
prioritize growing 
international enrollment

Institutions in the Northeast and more 
selective institutions more often 
prioritize diversity among international 
students than their peers

The most common “other” responses 
include increasing domestic or in-state 
student enrollment

Top Graduate and Online Enrollment Objectives for Fall 2024-25

Respondents could select up to three priorities

Private institutions 
disproportionately seek to 
increase NTR

https://www.eab.com/
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23How Does NTR From Graduate Programs Compare?

4.6%
On average, 
respondents reinvest 

4.6% of net tuition 
revenue from 

graduate programs 
back into recruitment 
marketing

Sources of Net Tuition Revenue

67%

39%

14%

Traditional undergraduate enrollment

Graduate enrollment

Online enrollment

https://www.eab.com/


©2025 by EAB. All Rights Reserved. eab.com©2025 by EAB. All Rights Reserved. eab.com

24Big Goals, But with Comparatively Small Budgets

Undergraduate Graduate and Online

$980,604 

$838,952 

$1,094,893 

$980,300 

$860,838 

$493,587 

$320,674 

$462,941 

$1,228,701 

$883,101 

$1,539,175 

$1,014,163 

$684,464 

$761,512 

$979,466 

Public

Private

Northeast

South

Midwest

West

Fewer than 250

250-999

1,000-2,499

2,500-4,999

5,000 or more

Secular

Religious affiliation

Achieved headcount goal

Did not achieve headcount goal

Institution type

Region

Total number of graduate students

Goal attainment

Religious affiliation 

$912K$4.37M

Grad and Online Enrollment Budgets by Institutional Characteristics 

Average Annual Enrollment Management Budgets 

https://www.eab.com/


©2025 by EAB. All Rights Reserved. eab.com©2025 by EAB. All Rights Reserved. eab.com

25

SECTION

3

Recruitment Practices

https://www.eab.com/
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26Digital Media, Pay-Per-Lead Services Most Effective

Use and Effectiveness of Lead Sources

Additional Resources to Support Graduate Lead Generation

Scale of 1-5, with 1=not effective and 5=extremely effective

Private institutions more 
often rely on digital 
media than public 
institutions

Less selective institutions 
more often use broadcast 
media than their peers

Use Efficacy

Digital media 77% 3.27

Outdoor/transit media 44% 2.44

Pay-per-lead service 43% 2.76

Test takers 39% 2.3

Broadcast media 37% 2.63

https://www.eab.com/
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27Digital Media Accounts for Greatest Spend

Pay-per-lead 
service Digital media

Broadcast 
media

Outdoor/transit 
media

Test-taker lists

Under $25,000 30% 17% 30% 28% 62%

$25,000-$100,000 23% 22% 19% 17% 5%

$100,001-$250,000 4% 9% 7% 4% 6%

$250,001-$500,000 3% 6% 0% 1% 0%

$500,001-
$1,000,000

1% 6% 2% 2% 0%

Over $1,000,000 2% 8% 0% 1% 0%

Unsure 37% 33% 42% 47% 28%

Total Budget by Lead Source in the Last Year

https://www.eab.com/
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28Most Respondents Are Unsure of Key Cost Metrics

Cost-per-Lead/Cost-Per-Inquiry Cost-per-Enrolled Student

Average Costs

Under $500 9%

$501-$1,000 5%

$1,001-$3,000 10%

Over $3,000 2%

Not tracking 17%

Unsure 56%

Under $50 11%

$50-$100 6%

$101-$150 6%

$151-$200 6%

Over $200 4%

Not tracking 12%

Unsure 56%

Colleges and universities in the West 
disproportionately report spending under $50 
per inquiry or lead

Private institutions disproportionately report 
spending more than $200 per inquiry/lead 
compared to public institutions

Institutions in the West more often spend 
under $500 per enrolled student than peers 
elsewhere in the country

Private institutions disproportionately report 
spending more than $3,000 per enrolled student

https://www.eab.com/
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Polls

What Is Your Average Cost-per-Inquiry/Lead?

• Under $50

• $50-$100

• $101-$150

• $151-$200

• Not tracking

• Unsure

What Is Your Average Cost-per-Enrolled Student?

• Under $500

• $501-$1,000

• $1,001-$3,000

• Over $3,000

• Not tracking

• Unsure

https://www.eab.com/
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30Priorities Include CRM-Based Campaigns, Website

Top Ten Changes Graduate Enrollment Leaders Are Pursuing, 2024-25

Expanding CRM-based email campaigns 58%

Redesigning website 51%

Conducting external market research 34%

Expanding lead generation sources 33%

Brand refresh 31%

Increasing marketing budget 28%

Using AI in marketing and enrollment efforts for the first time 24%

Adding a lead generation provider 23%

Increasing use of AI in marketing and enrollment efforts 22%

Adopting a new CRM 19%

Private institutions 
disproportionately 
expanded lead 
generation sources

Institutions that hit 
their graduate 
enrollment goals 
more often 
increased their 
marketing budgets

Respondents could select all that apply

https://www.eab.com/
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31Looking Ahead

Graduate Enrollment Goals for the 2025-26 Academic Year

Increasing marketing budget 43%

Expanding CRM-based email campaigns 39%

Increasing use of AI in marketing and enrollment efforts 38%

Redesigning website 37%

Expanding lead generation sources 35%

Using AI in marketing and enrollment efforts for the first time 32%

Brand refresh 25%

Adding a lead generation provider 21%

Adopting a new CRM 17%

Adding online program managers (OPMs) 11%

The Biggest Changes from This Year to Next Year Include:

Institutions with fewer than 
250 graduate students 
disproportionately plan to 
increase their marketing 
budgets next year

• Increasing marketing budget (28% in 2024-25, up to 43% for 2025-26)

• Increase use of AI (22% in 2024-25, up to 38% in 2025-26)

Respondents could select all that apply

https://www.eab.com/
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Resources and Infrastructure Have Not Kept Pace with Growing Goals

Despite higher goals, and the growing portion of total net tuition revenue generated 
by graduate enrollments, the resources, staff, and infrastructure to support graduate 

programs lag the resources supporting undergraduate enrollment.

Teams Meeting Grad Goals Thoughtfully Balance Insourcing and 

Outsourcing 

The institutions that met their graduate enrollment goals disproportionately shared 
responsibility of recruitment marketing, program market research, and SEO with an 

external partner. 

Strategic Spending Can Compensate for Limited Graduate Budgets

Respondents identified an average graduate enrollment budget of $912,000. This 
pales in comparison to average undergraduate enrollment budgets, which hover 

around $4.37M in a similar EAB survey of undergraduate enrollment teams.

Inability to Track Key Data Is a Missed Opportunity

The often decentralized and understaffed nature of graduate and online enrollment 
operations may also contribute to respondents’ inability to monitor and access key 

enrollment metrics easily.

https://www.eab.com/
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Interested in More?

I’d like to speak to an EAB expert about…

1

2 Optimizing graduate, online, or adult education programs for growth

3 Generating leads for graduate and online programs

4 Developing marketing campaigns to reach and recruit graduate and online students

Emerging trends in the graduate, online, and adult markets

https://www.eab.com/
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EAB Adult Learner Recruitment

200+
Partner 
institutions

6:1
Average ROI across 
multiyear partnership

18%
Average graduate 
enrollment growth

$2M
Average NTR 
influenced per partner

Proven Results in a Dynamic Landscape

Secure Your Future in a Changing Graduate, Online, and Adult Learner Market

Outperform the Market at Every Stage of the Funnel

Strategize

Identify and build market-

ready programs for 

competitive advantage

Curate

Expand and diversify 

your pool of right-fit 

students

Cultivate

Customized campaigns 

to drive students to 

application

Convert

Improve yield and 

retention to maximize 

enrollment potential

What Makes Us Different

40+ Years of 
Higher Ed 
Expertise

Unrivaled 
Access to New 

Audiences

Seamless 
Marketing 

Orchestration

Visibility into 
Full-Funnel 
Performance

https://www.eab.com/
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An Exit Survey Will Appear in Your Browser

Next Steps 

Get the latest insights from EAB

Subscribe to the EAB Briefing to receive EAB's latest and most 
relevant content each morning

4

2

Receive a copy of our new 
insight paper with in-depth 

analysis of the survey findings

Full Survey Findings 

3

Our Next Webinar

Join us on April 8 for 
insights from our latest 

survey of 6,000+ graduate 
and online students

1

Today’s Slides

Receive a copy of today's 
presentation slides

https://www.eab.com/
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Thank You for Joining Us!

Val Fox
VFox@eab.com

Beth Donaldson
BDonaldson@eab.com

Consider Our Team a Resource

Please fill out the exit survey to let us know howe can support your team in follow up

https://www.eab.com/
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