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Executive Summary:

Entering students often encounter a complex
and fragmented path between admission and
matriculation, leading to confusion, missed
steps, and diminished momentum. To address
these barriers, the Division of Enrollment
Management at Lehman College launched the
Onboarding Advisement Office — a centralized
initiative designed to streamline
communication, coordinate support, and
provide dedicated guidance from commitment
through first-semester registration.

The office is staffed by a team of Onboarding
Academic Advisors who assist freshmen,
transfer, readmitted, and second-degree
students in overcoming enrollment barriers,
understanding degree pathways, and
connecting with institutional resources.

Early indicators point to increased student
satisfaction, improved registration timelines,
and stronger collaboration across key
enrollment units. This white paper outlines the
rationale, implementation process, outcomes,
lessons learned, and future plans for this
strategic initiative.
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Background and Rationale:

Lehman College is committed to providing an
accessible, student-centered experience that
begins the moment a student commits to
enroll. However, analysis of the student
onboarding process revealed key gaps in
support between the point of commitment and
first-semester registration. Students often
navigated multiple departments independently,
received inconsistent messaging, or lacked
clarity on next steps — particularly regarding
advisement, holds, and course registration.

These obstacles created friction in the
enroliment pipeline and contributed to
stagnation in the conversion of committed
students to enrolled students, making it more
difficult to meet enrollment goals. The absence
of a coordinated onboarding structure limited
the college’s ability to proactively guide
students and intervene before issues became
barriers to enroliment.

In alignment with institutional priorities around
student success, equity, and retention, the
Division of Enrollment Management identified
the need for a dedicated office to support
students during this critical phase. The
Onboarding Advisement Office was established
to centralize outreach, provide individualized
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academic guidance, and improve coordination
among enroliment units — ultimately improving
the student experience and increasing the
likelihood of successful matriculation.

Goals and Objectives:

The Onboarding Advisement Office was
established to improve the conversion of
committed students to enrolled students by
delivering proactive, personalized support
during the critical period between commitment
and first-semester registration.

Its strategic goals include:

e Increasing the proportion of admitted
students who complete all enroliment
steps and register on time

e Enhancing student clarity and
confidence around academic pathways,
registration, and college expectations

e Strengthening early connections to
academic advising, student services,
and key campus resources

e Improving institutional coordination
across Admissions, Financial Aid, the
Registrar, and Academic Standards

¢ Reducing barriers that contribute to
enrollment stagnation or delayed
matriculation

These objectives support Lehman College’s
broader priorities around student success,
equity, and enrollment management —
ensuring that more students not only choose
Lehman but arrive fully prepared to begin their
academic journey.

Division of Enrollment Management — White Paper

Implementation Overview:

The implementation of the Onboarding
Advisement Office was a strategic, cross-
departmental effort led by the Division of
Enrollment Management. With strong support
from Enrollment Management leadership, the
office was developed in close collaboration with
Admissions, Academic Departments, Financial
Aid and Scholarships, Academic Standards,
and the in-house EAB Navigate Team to
ensure a seamless student experience and
coordinated backend processes.

Planning began in early 2023, and the office
officially launched in April 2023. During this
period, the team focused on defining a mission
centered on proactive, equity-minded support
and designing workflows that bridged multiple
administrative and academic units. Onboarding
Academic Advisors were hired and trained to
guide students through the transition from
commitment to enrollment — assisting with
registration, resolving holds, interpreting
degree pathways, and connecting students
with resources.

Rather than launching a small pilot, the office
initiated a campuswide rollout with broad
communication and outreach efforts. Advisors
were central to this launch, engaging directly
with students through personalized messaging,
one-on-one sessions, virtual workshops, and
strategic partnerships with academic
departments.

This full-scale launch positioned the
Onboarding Advisement Office as a visible,
accessible, and integral part of the student
onboarding experience from the outset.
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Outcomes and Impact:

The Onboarding Advisement Office has had a
measurable impact on enroliment,
engagement, and retention by reimagining the
student entry experience through a proactive,
personalized model. Since its launch, the
initiative has reversed four consecutive years
of conversion declines among first-time, full-
time freshmen and transfer students. Most
notably, Lehman College has achieved a 3.2%
annual increase in conversion, driven by
targeted onboarding strategies, individualized
outreach, and timely interventions. These gains
underscore the program’s success in building
early student commitment and ensuring that
admitted students successfully complete the
enrollment process.

Central to this impact is the office’s
commitment to meeting students where they
are — academically, socially, and personally.
By assigning each student a dedicated advisor
upon matriculation, the office

ensures sustained, individualized support. This
approach fosters early connections, helps
students navigate degree pathways, and
facilitates timely access to essential campus
resources.

Student feedback reflects the value of this
high-touch model:

“The onboarding advisement team was
instrumental in helping me choose the right
courses and understand the resources
available to me. Their guidance made my
first semester much smoother.”

— First-Year Student, Class of 2025

“As a transfer student, | felt overwhelmed
at first. The onboarding advisors took the
time to understand my previous

coursework and helped me create a plan
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that set me up for success.”
— Transfer Student, Class of 2024

These testimonials speak to the broader
success of the Onboarding Advisement model:
students feel seen, supported, and prepared to
succeed.

Ultimately, what distinguishes Lehman’s
Onboarding Advisement Office is its
customized, student-first approach — one that
adapts to the unique needs of diverse entering
populations. In a higher education landscape
where one-size-fits-all advising remains the
norm, Lehman’s model offers a bold, equity-
minded blueprint for scalable student success.

Lessons Learned:

The development and launch of the
Onboarding Advisement Office offered several
important insights for institutional change and
student success initiatives.

First and foremost, early and ongoing
collaboration across departments — including
Enroliment Management leadership,
Admissions, Academic Departments, Financial
Aid, Academic Standards, and the EAB
Navigate Team — was critical to designing a
coordinated and responsive model. This cross-
functional alignment ensured that students
experienced a unified message and consistent
support throughout the onboarding process.

Second, the importance of dedicated advising
staff focused solely on onboarding cannot be
overstated. By removing onboarding
responsibilities from general advising and
placing them with specialized professionals,
the office created space for deeper student
engagement, stronger follow-through, and
more personalized guidance.
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Additionally, launching the initiative through a
campuswide approach — rather than a limited
pilot — elevated visibility and allowed the team
to quickly integrate feedback from students and
campus partners.

Finally, the shift toward a proactive, student-
first model reaffirmed the value of relationship-
based support. Students responded positively
to outreach that was timely, individualized, and
rooted in care.

These lessons demonstrate that institutional
transformation is possible when strategy,
staffing, and student needs are aligned — and
when personalization is treated not as a luxury,
but as a standard.

Next Steps:

Building on the success of its first year, the
Onboarding Advisement Office is focused on
expanding its reach, deepening its impact, and
strengthening long-term enrollment outcomes.
Immediate priorities include enhancing support
for transfer and readmitted students,
integrating onboarding more seamlessly with
academic departments, and using data
analytics to further personalize outreach and
identify students at risk of disengagement.

In the upcoming cycle, the office will also
expand its services to include non-degree
students, a growing and often underserved
population. A dedicated Onboarding Advisor
will be assigned to support these students in
navigating enrollment requirements, course
selection, and access to campus resources.

Additionally, the office will continue to
collaborate with the EAB Navigate Team to
automate communication strategies, introduce
peer mentoring models, and develop
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onboarding pathways tailored to specific
populations — including ESL students and
second-degree seekers.

As Lehman College advances its commitment

to equity and student success, the Onboarding
Advisement model will remain central to driving
innovation and institutional alignment.

Contact Information:

Gina G. Gaccione

Director, Onboarding Advisement Office
Gina.Immucci@lehman.cuny.edu
CUNY Lehman College
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