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About Achieving the Dream

e Achieving the Dreum leads a hational hetwork of more than 200 community
: colleyges dedicuted to helping their students, particularly low-income students
\ und students of color, uchieve their gouls for ucudemic success, personul growth,
‘ und econhomic opportunity. Achieving the Dream is working foward closing
AChieVi n uchievement gups und uccelerating student success through u change process

that builds colleges’ institutionul capacities in seven criticul ureus. More than 100
The Dre(:" 1™ couchesand udvisors and 15 stute policy teams ure working throughout 35 states
und the District of Columbiu to help Achieving the Dreum reuch more than 4 million

Community Colleges Count community college students.
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INTRODUCTION

An integrated student support approuch emphdasizes the need for colleges to

redefine the way they understand, design, und deliver the services that are criticul

for the success of every student. The goul of the toolkit is fo support institutions in

redesigning student supports in un integrated, collubordtive, and holistic way that

enubles students to proyress ulony their educutional und cureer puthways,

The toolkit incorpordates lessons from our experience working with colleges to incredse

student uccess und success und our innovutive funded leurning initidtives, particularly

the Intfegrated Pluanning aund Advising for Student Success (iPASS) project.? It provides

evidence-bused, practitioner-tested tools, tips, and guides that help an institution from

initiul exploration of its needs through to successful evaluation und refinement.

A NOTE ABOUT LANGUAGE AND DEFINITIONS

Higher educdtion is filled with jargon and acronyms
that can cause confusion or disshgugement.

To avoid this, we shdare some clarification on the
language we will use frequently in this toolkit.

Integrated Student Support Approach (or
Student Support Redesign) refers o u long-term
prouctive, holistic, und personulized academic
und hoh-acudemic support experience for every
student. Integrating the use of dutu, technoloyy,
and meaningful human interaction, the upproach
supports broud reforms to structures, processes, und
attitudes/values in relation to the student support
function of higher educdtion institutions.

While you may have heurd acronyms such us iPASS
or IPAS, we refer to this approuch as an “integrated
student support upproach” and use “student
support redesign” interchangedbly as < short-
hand description. Whereus some may emphusize

“advising redesign,” we use “student support
redesign” becuuse it is inclusive of the holistic and
comprehensive redesign of the web of services und
supports (including but not restricted to advising)
around which this approuch is focused.

Student success means that students have
received u personudl, rigorous, und enriching leurning
experience that culminates in the achievement of
their academic gouls in u timely manner and fully
prepdares them fo redlize their career uspirations.

Student-focused institution is an institution of higher
educdtion that deeply believes in the ability of each
and every student it serves to learn and in fulfilling

its role to provide the right conditions in which dll
students cun achieve their educationul und cuareer
gouls. Student-focused instfitutions work tirelessly to
ensure ho decision, ut uny level, is mude without
cohsidering the impuct on students.

2 www.AchievingtheDreum.ory/iPASS
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OVERVIEW OF THE TOOLKIT

This toolkit was desighed to support institutions at many different stages of planning
or implementing un infegrated student support upprouch. Thus, while the chapters
of the toolkit could be used in a chronoloyicul order, euch chupter can dlso be
reud us u stund-ulone document for institutions that need support in one particular
component of the work. Here is u brief overview:

Chapter Value Description

CHAPTER 1:
UNDERSTANDING THE C.omprehe.nsive overview of un infeyruted sfud.en’r support upp.rous:h.
Will help orient feam members to the work and inform communicution 8
INTEGRATED STUDENT to the cumpus communit
SUPPORT APPROACH X i
CHAPTER 2: BUILDING Evidence-bused guidance on the structure ahd composition of the 15
YOUR GUIDING TEAM teams that effectively lead and support the reform approach.
Tools and tips to ground the teum in u deep, common understanding of
CHAPTER 3: INTEGRATED u ) L2 g Y smind " . y “neiny
the existing udvising und student support model. Provides un upprouch
STUDENT SUPPORT for identifying service gaps und dreus of focus for the student support 20
DISCOVERY PROCESS PN 9P PP
redesign.
CHAPTER 4: ASSESSING A discussion und reflection guide that complements uny related
AND IMPROVING reudiness ussessment selected by the team. Includes additional 36
READINESS recommended reudiness ussessments.
AR PG e oo
(@] (@] g pla (@] , C -
FOR ACTION peri “WI result i rony p ion, gui Y your stu
focused vision.
CHAPTER 6: CRAFTING : ) )
Templates und a guide to focus your discussions aund prompt
A COMMUNICATION consideration of ull variables in developing o communicution stratec a4
STRATEGY =i Ak
CHAPTER 7. Tips und templates to yuide the creution of u plun for the training und
DEVELOPING A TRAINING :)ofess‘on’ | ge elo r:’enf of staff, faculty, C ndps‘r dents necess*ng for 50
| J 'V JTT, TUCU , U u (O]
& PROFESSIONAL fr)he successful ado Ffrion of your integ ru’reyd student support a roiuch
DEVELOPMENT STRATEGY . i v PO TORE
Practical worksheets, instructions, and examples to help institutions
CHAPTER 8: TRACKING ceticelw l : Het u xeme p l. o
plan and execute ongoiny, effective performunce tracking of your 59
PERFORMANCE & IMPACT |
infeyrated student support upprouch.
CHAPTER 9: REFINEMENT  Guidelines, tips, and tools for u strong refinement and sculing discussion. 65
S lemental resources related fo facilitation skills and fechnholog
APPENDICES upp H resoy - Cicirtion skiis & St/ 68

implementation.
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HOW 10O UsE THE TOOLKIT: A TYPICAL

REDESIGN JOURNEY

We recommend thut the project leuder und the guiding tfeum (discussed in Chupter

2) use this toolkit us u step-by-step yuide und we encouruge you to review the toolkit

in its entirety and then plan out the various phases of your work.

For exumple, you might consider the four key

designh phuases to shupe the plunning aund

execution of your student support redesign.

Below we identify euch phase und their

essentiul components. These components
correspond to subseqyuent chapters in the
toolkit but are presented here to highlight

recommended dction steps in each phase.,

Phase 1: Discovery & Planning
(Corresponding toolkit chapters:
2,3,4,5)

e Review inteyruted student support upprouch mauteridl
e Form und bring together initial guiding feam
e Work through the Discovery chupter of the toolkit

* Develop your vision und gouls

 |dentify the results fo be uchieved und the chunyes
in critical behaviors (uttitudes, khnowledye, und
skills) hecessury to achieve the desired results
(proyress trucking)

e Understund your current student supports lundscupe

* Mup out your ideul student support experience

e Work through the Reudiness chupter

e Understund strenygths you cun leveragye und ureus
in which to build capacity

e Beyin crufting your Action Plun

ooo— Discovery o
1 & Planning

@Sz Y Yo
e R ey

Refinement & Development

Sustainability & Testing

L Deployment (—l

& Launch

e Select your technoloygyy venhdor und beygin
procurement process

e Refine guidiny teum to fit redesigh model und
implementation heeds

ooo—3

Phase 2: Development & Testing

(Corresponding toolkit chapters:

:'x{)o
X

5,6,7,8)

e Test your redesign model with stukeholders
e Develop workflow for redesigned system

e Use the chunges in criticul behaviors developed in
phuse 1 to:

* Develop your communicution strategy

* Develop your training plan
e Finulize proyress trucking dutu collection plun

e Beyin implementing technholoyy solutions
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A Phase 3: Deployment & Launch
@) (Corresponding toolkit chapters: 6, 7, 8)
e Beyin executing your strategy
¢ Test, communicute, und truin
* Do initiul dutu collection und
benchmurkiny

e Luunch hew technoloyy, policies, und
processes

e Continuously track progress ucross Jll
stukeholders

.|° °-='.| Phase 4: Refinement &
@ |: Sustainability
il

e Estublish cadence for refinement meetings und
identify enhancements

(Corresponding toolkit chapter: 9)

e Continuously celebrute short-term successes/
porogress

e Pursue onhygoiny fruining und communicution
(includiny of proyress)

e Continuously track progress across dll stakeholders
und muke refinements us heeded

e |nstitutionulize the work

e Pursue onyoiny evuluution und unalysis for
continuous improvement und sustuinability

A Note About Common Challenges

As simple us the four redesign phuses uppeur,

we recoyhize that this type of holistic institutionul
chunge is hot guick or eusy. Through the iPASS
initiative,®* we have worked with institutions of varying
sizes, demogyruphics, orgunizational structures, labor
environments, physicul locutions, und cultures. Below
dre some of the bigyest chullenyes the institutions
fuced thut others, who dure considering or currently
pursuing un intfeyruted student support upprouch,
may encounter. While it may be overwhelming to
think about these challenges when you start, we

find it’s useful to hote some potentiaul challenyes
edrly so you cuh plun uheud. Subseyuent chapters
address strautegies for overcoming these chuallenyges
in greuter detuil.

Engagement & Communication
Challenges (Chapters 6 & 7)

e Ensuring eurly, effective communication of project
vision to to eheryize und enygyuye ull stukeholders.

e Alighiny the multiple student success efforts
taking place on cumpus so they don’t operate
independently of euch other.

e Encouruying end-user udoption of technoloyy, i.e.,
chunyginy the behavior/practices of key personnel
und students.

e Designiny effective truining models for full-time and
udjunct fuculty und students.

Data & Technology Challenges
(Chapters 1, 3, 8)

e Muintuining u strony purtnership with technoloyy
vendors to limit potential delays in implementation of
the technology solution(s).

e Infeyrating multiple student success technoloyies,
particularly older systems.

e |dentifying the most vuluuble dutu (leuding und
lagying) to frack proyress.

¢ Understunding whaut student dutu euch stukeholder
group, particularly faculty, advisors, and other student
support personnel, heeds uccess to in order to enhunce
und personulize the way they support students.

e Muking duta actionable by tying data to
interventions und workflow processes.

3 www.AchievingtheDreum.ory/iPASS
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Adyvising Policies & Practices Challenges Strategy & Planning Challenges
(Chapters 2,7, 9) (Chapters 5, 9)

e Desighing u flexible advising model that meets the e Alighiny the redesiyn 1o the colleye’s struteyic plun.

diverse heeds of ull students. ) ) ) e )
¢ Effectively and sustainably dllocuting limited fime

e Providiny effective truining und onyoinyg support und resources.
to personnel ussighed fo implement the work on o o
] e |dentifyinyg interndl finunciul und personnel
the ground.
resources that cun be repurposed to ensure
e Munhuyiny the workloud ussociuted with fechnoloyy successful execution of u transformative student
(i.e., eurly dlert fluys) or new requirements (i.e., supports redesign.

maundutory udvising).
y & e Culculuting the finunciul cost of the redesiyn und

e Sculing the work to reuch all students served by the potentidl return on investment.
the colleye.

MAKING THE CASE

As with any transformative redesign effort, there likely the unknowns und invite those people to purticipute
will be hesitation, concern, und d lot of questions in the redesign work. That is the way to generate

us you beyin to explore how this upprouch could good will und uvoid the gossip, fear, and resentment
help your college better serve its students. While the that could undermine the entire enterprise.

intent of the rest of the toolkit is to help institutions
interested in or uctively pursuing student support
redesiyn, we offer the followinyg udvice.

e Present the work us u lony-term effort that will
enhaunce student outcomes.

e Be up front with expected costs, including hew
and existing stuff fime us well as techhology
furchuse und muintenunce, und connect them
to your student experience vision. Reseurch shows

o |dentify u few dllies edarly on to help you
communhicute the heed and value of this
approuch for your institution and students.

e Connect your work to other student success efforts that an integrated student support approach
taking place at your institution to demonstrate how cun deliver u high return on investment over the
it will be un effective complement. lony term for colleyges that implement at scule,

as per-student costs decline und retention und

o Acknowledyge thut the redesign process will uffect ) )
persistence rates increuse.®

the duily work of some colleugues. Be up front about

What Next?

Each chapter provides tips (noted by L J lightbulb icon), tools, downloaduble
templutes,* guidelines, und resources (hoted by! u thumbtack icon) to promote

the infusion of promising practices und pluns to surmount common challenyes.

Throughout, we fedture experienced voices from the field o illustrate how institutions
have successfully pursued redesign und what they have leurned dlony the way.,

4 All edituble templutes referred to in this toolkit cun be downlouded from ATD Connect ut connect.uchievingthedreum.ory.

5 (http://rpkgroup.com/wp-content/uplouds/2015/12/rpkygroup_iPASS_whitepaper-Final.pdf)
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UNDERSTANDING THE INTEGRATED
STUDENT SUPPORT APPROACH

Understanding the Need

We khow that college completion is a critical national godl but that completion rates

are low, with community college six-year completion rates at 39%,° and even lower

for low-income students und students of color. Compounding this redlity is the fact

that the majority of community college students (76%) believe they ure on track to

complete their academic gouls when, in redlity, fewer than 2 in every 5 students earn

u deyree or certificute within six years.’

Driven by the belief thut every student deserves u high-
yudlity, personulized leurning und support experience,
community colleyes spent the pust decude or more
reframing their missions und redesighing their services
to enuble Muny More students to persist und succeed,
purticulurly those who traditionully have not been well
served by Americu’s higher educution system.

Over the pust 13 years, Achieviny the Dreum—us

u leuder of the nationul community college reform
movement, focused on uccess und success for ull
students—hus leurned und disseminuted many
lessons. They include research findings that students
are most likely to persist und complete when their
educutionul experience enubles them to have
supportive relationships, clarify aspirations und
enhhunce commitment, muke college life feusible, und
develop colleye know-how.?

Institutions have begyun reemphusizing the vitdl role
of u seumless, personulized support experience for
students ull ulony their educutionul puth from entry
through completion. Muny innovutive institutions are
workiny to identify cost-effective solutions to redesign
student support that have promising lessons to share
with the postsecondury field. Their experience,
combined with Achievinyg the Dreum’s work und
reseurch, hus informed u more infeyruted upprouch

LESSONS FROM THE ACHIEVING
THE DREAM NETWORK

e Boutigyue, isoluted interventions that are not
cohnhected or sculed do hot yield strony results.

e The full student experience from initial
cohnection through to fransition to aunother
higher educution institution or u cureer must be
redesighed tfowaurd the heeds of our students.

e |n order to close uchievement gups, eqyuity-
minded design is essential and must be
comprehensive.

¢ We must connect the student experience more
deeply and dynamically within the broader
systems of our communities

to supporting students that we put forward us u
cost-effective way to significantly and sustainably
increuse student success.’ Institutions often know thut
they need u hew dpprouch, but are hot sure whut

it should be. This chupter sets forth principles that
redesign efforts can draw on to provide clarity und
unh underlying reseurch buse.

6 https://hscreseurchcenter.ory/wp-content/uplouds/SignatureReport12.pdf (Figure 12)

7 http://www.ccsse.org/docs/Underprepured_Student.pdf

8 http://ccre.tc.columbiu.edu/publications/hon-ucudemic-student-support-mechunisms.html und
http://ccre.tc.columbia.edu/publicutions/u-holistic-conception-of-nonucudemic-support.html

9 For our definition of student success, pleuse refer to the Purpose of This Toolkit section.
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What Is an Integrated Approach to Student Support?

Students do hot exist within g vacuum. They dll bring uhique educutional, cureer, und
personul gouls, us well us u sociul context thut uffects the conditions they need in
order to succeed. An infeyrated student support upprouch embraces this diversity of
ygouls, needs, und contexts. It dlso provides u framework for institutions committed to
desighing d student-focused culture that delivers the combination of supports each
student needs ut the time they heed them.

Sometimes known us iPASS,'° integrated planning
und udvising systems (IPAS), or technoloygy-mediuted
udvising, un infeyruted student support upprouch is
multifaceted. It ensures that all students have access
to lony-term, personadlized support that meets their
individuul needs inside und outside the clussroom.
Integrating the use of data, technology, and
meuninygful human interaction, the approuch supports
broud reforms to structures, processes, und uttitudes/
values in relation to the student support function of
higher educution institutions.

Driving Toward SSIPP

It is vitul for colleyes to creute un environment in which
students receive support services und inferactions that
ure SSIPP:"

e Sustained: Students are supported throughout
their full journey at an institution, particularly at key
momentum points.

e Strategic: Time, eneryy, und resources ure more
intentionully ullocuted to provide students only whut
they heed when they need it.

e Integrated: Services function us un interconnected
set of tools thut toyether create u strony support
structure, rather than stand-ulone interventions. Full-
time and adjunct faculty and staff understand how
their role in this support structure ties in with the roles
of others. Once-siloed depurtments collaborute us
the norm. Technoloyies that underpin these services

ure integruted on the buck-end to creute u seumless
user experience.

e Proactive: Institutional policies und practices cull for
providing interventions und supports ut the first sign of
frouble, rather thun when situutions reuch crisis mode.

e Personalized: All students receive the type und
intensity of support appropriate for their unique
circumstunces und ucudemic und cureer youls.

Rethinking the What and How of
Student Support

Ideully there will emerge u more colluborutive culture
ucross depurtments, us well us aumony individudl
full-time und udjunct faculty, who often play officidl
und unofficiul roles on behualf of students beyond the
clussroom. An institution will put high value on the work
of dll stukeholders who ure essentiul to supporting the
whole student, Such positive developments depend
onh chunyiny the truditionul ways of providing four
essentidl kinds of support:

e Education, career, and financial planning: Helping
students to identify their educutionul und cureer
gouls und to select the programs of study relevant
to these gouls, the courses that fulfill program
requirements, and the finunciul strategies required.

e Counseling, advising, and coaching: Enguyging
with students in u prouctive und personulized wuy 1o
connect students to on- und off-cumpus resources.

10 www.uchievingthedreum.ory/iPASS

11 http://ccre.tc.columbiu.edu/mediu/k2/uttuchments/what-we-khow-ubout-nonucudemic-student-supports.pdf
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» Targeting risk and intervention: Predicting course
fdilure und progrum stop-out to enuct timely und
effective interventions for students before they know
they heed them.

Transfer practices and labor market alignment:
Manuaying student flow between institutions to
muximize credit transfer und deyree completion,
und ensuring that students receive substuntial
economic vulue from their credential through jobs
with u family-supporting wage.

An institution must muke service-related decisions
oh how to deliver in these four ureus. It might, for
exumple, udopt u cuse munuyement strategy,
creute u holistic udvising model, utilize predictive
unulytics, or integrute public benefits und financiul
couching. As we’ll see in luter chupters, redesighing
forocesses und pructices reyuires uttention to whaut
types of services will be delivered und how, us well us
to the type of technology und dutu architecture that
will underpin those services.

EXAMPLES: INTEGRATED STUDENT SUPPORT APPROACH IN ACTION

Starting with Education, Career, and
Financial Planning

Montgomery County Community College’s vision
of un integrated student supports approach is for
“every deyree-seeking student to creute u cureer,
financiual, und educuational plan.” All students
complete u career interest ussessment during
their first semester, then work with their advisor to
refine u career plan und develop un academic
plun and u financial plan that will prepare them
to uchieve their career gouls. These ulighed pluns
guide students throughout their chosen education
puth and enuble advisors to support them in u
personulized und holistic way in colluboration with
faculty aund other support stuff,

Facilitating Transfer and Articulation

Lorain County Community College’s (LCCC) gouil

is for all students fo have dan individuulized career
und ucudemic plun within one of hine program
puthways dligned with local [abor muarket needs.
Students receive support from a colluborative
feam of udvisors, counselors, success couches,
and fuculty mentors who specidlize in the student’s
chosen progrum dreu, A common student datu
dashbodard supports a more personulized support
experience und facilitutes stronger colluboration
withih the feam. These tfeams work with on-campus
udvisors from LCCC's innovutive University Parther
program, which enubles students to choose one of

40 buchelor und gyraduute deygree proyrums offered

by 12 Ohio universities on the LCCC campus, mauny
at LCCC tuition rates. These programs dure mupped
to one of LCCC's hine program puthways for
smooth fransfer experience for dll students.

Moving from Transactional to
Intentional Support

The University of Hawuai‘i (UH) System dims to
become comprehensively student-centered und
-focused. For UH und it's seven community colleyes,
that includes prouctively empowering students

to successfully complete their ucademic journey
through intentional connections with faculty,
student services, und acudemic support programs,
supported by technoloyy. To this end, UH hus
leveraged STAR, u degree planning und registration
system bused onh yuided puthways developed
in-house. Usiny STAR, students see optimal deyree
puthways and can muke informed decisions ubout
which courses they reyister for und when. With

STAR supporting transactional and informational
intferactions, students ure empowered to tuke
charge of their own educationul decisions und
success. As U result, acudemic counselors ure uble
to spend more time mentoring students ubout gouls,
acudemic chullenyes, aund steps to success, leudiny
to stronger relutionships und u greuter connection
to the campus. Ultimately, this approuch leuds to
students’ taking fewer off-program courses and
graduating faster with fewer excess credits.
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The Role of Data and Technology

An infegrated student support upprouch, ut scule,

cun be chuallenying without the use of technoloyy to
help creute efficiencies so more time cun be spent

on personulizing delivery of services to students. By
leveraging the power of technology us part of u
redesighed udvising und support model, institutions
use student information und duta that d) boost student
efficacy und ownership over their colleye experience,
b) empower fuculty und staff to access the information
und time they heed to build strony relationships with
students, und ¢) yenerute udditionul datu to inform
strateyic decisions und the refinement of policies

und pructices (such us student-focused scheduling).
Idedlly, technologyy enhunces service delivery und
frees un udvisor’s fime by uutomuating routine, one-
way information-giving tfransactions. So personhel can
ehyguge in student support relutionships that:2

) View student support as a feaching function.
b) Benefit students on u regular busis.

c) Connhect them to the informution und services they
need, when they heed them, fo keep students on
track for graduution.

However, it is importunt to emphusize thut, despite
whut many believe,”® u new technoloyy is hot the
solution or the chanye; it will not fransform the
student experience or improve student outcomes.
Moreover, technoloyy selection, implementution,
und udoption should not be solely the purview

of the IT depurtment. The process must be
colluborative und come ufter the institution hus
estublished the vision und gouls for their ideul
student-focused support structure.

EXAMPLE: LEVERAGING TECHNOLOGY FOR TRANSFORMATION

Northeast Wisconsin Techhicul College (NWTC)
sought fo infegrate different datu sources und
processes into their new intfegrated advising model.
This hew common dutaset helped to effectively
bridge communicution aund collauboration aumony
the myriad student support services und faculty
mentors. NWTC pulled data from its a) academic
planning und eurly dlert systems, b) new infuke
survey und ¢) hew predictive analytics program.

With that information, the college developed u
comprehensive, institution-wide student success
muatrix. As u result, relutionships between faculty und
staff becume stronger and more collaborative as
they leverauged dutu to identify student heeds und
targeted resources to uchieve the best results for
euch student. Additionally, eusy access to relevant
dutu helped fuculty mentors und ucudemic udvisors
to muke more meuninygful connhections with students.

Redesigning for Transformative Change

Redesigning the student experience through un
infeyrated student support upprouch reyuires
transformative institutionul chunye, rather than
piecemedul enhuncements, to significuntly and
sustuinably improve student outcomes. The Community
College Reseurch Center (CCRC) hotes thut such chuhye
depends on orguhizationul growth und development
that combines hew structures, processes, und attitudes.
Chupter 8 includes exumples of the following.

e Structural change occurs when policies,
structures, und procedures creute u framework
for new behaviors that improve the student
experiences throughout the institution. Within un
integrated student support upprouch this might
yield orgunizationul redesign or policy chunyes
that encourayge long-term relationships between
students und advisors.

12 https://ccre.tc.columbiu.edu/mediu/k2/uttachments/how-colleges-use-ipuss-tfrunsform-student-support.pdf

13 http://ccre.tc.columbiu.edu/mediu/k2/uttuchments/UsingTech-Insights-WEB. pdf

14 http://ccre.tc.columbiu.edu/publications/adopting-new-technoloyies-for-student-success.html
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* Process change ulfers how people do their jobs aund
is fransformutive whenh enough individuuls chanyge
their pructices to ensure thut large numbers of
students encounter new student support intferactions.
For un inteyrated student support aupprouch, this

might involve u) perceiving udvising as a function
of tfeuching und b) drawing on cuse munugement
principles to support students.

e Attitudinal change occurs when individuuls

academic and non-academic supports are
naturally and commonly understood to be one
interconnected process and essential for the
effectiveness of the college’s teaching and
learning functions.

Structural und process chunges can sometimes be
eusier o implement, but uttitudinal change has the
most profound impuct.

understund their work und view work processes in
new wuys. Attitudinal change is evident when

The tuble below shows what these three kinds of

chunye could look like in practice for universal (or low-
touch) through intensive (or high-touch) supports.

EXAMPLES OF INTEGRATED STUDENT SUPPORT IN PRACTICE

Policies, resource ullocation,

Student Experience

Structures

orgunizational hierarchy
& roles, techhology
infrastructure, grounds

Processes
Workflow protocols,
communicuation,

professional development,

expectations.

Attitudes/Values
Culture, horms, und
institutional priorities
and understunding.

Intensive
Supports

Provided only fo
students with the
highest heed.
Usudlly ohe-on-
ohe support.

Just-in-Time
Supports
Provided to u
subset of students
demonstrating u
particular need.
Often ohe-on-
onhe supfport.

Universal
Supports

Deemed
essentiul und
feusible to
provide to

dll students.
Sometimes one-
oh-onhe support.
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Students receive .
one-onh-ohe
support in their
areu(s) of heed
related to housiny,
public benefits
access, veterans
uffairs, childcure,
emergency uid,
in-depth financial
educution, etfc.

As students proyress
dlonyg their chosen
puth and/or their
context changes,
they prouctively
receive supports
specific to their heeds
by an individual who
knows them.

All students are
supported to some
extent in-person

in identifyiny

their career gouals
and muppiny

ah acudemic

plan through fo
completion of these
gouls. All stfudents
ure empowered

to conduct routine
fasks online.

Hirihg and promotion
fpolicies support and value
personnel who provide
infensive support.

o Adequute funds ure

dllocuted to providing
intensive support to ull
students who heed if.

Technoloygy connects
students with public
services/benefits.

Technoloyy supports
the identificution of
euch student’s needs
and connhects them o
dppropriute services.

e Policies ensure services

are delivered proactively,
rather than expecting
students fo use services
wheh heeded.

All campus techholoyies
are inteyruted to provide
ohe comprehensive view

of every student’s progress

and context.

Technoloyy is employed
to empower students to
complete routine tusks
and access certain
services electronicdally.

o Professional
development equips
personnel with the
knowledye, skills, und
abilities to provide
intensive support.

Protocols ensure faculty
and staff know which
supports euch student
receives und uny
oufcomes.

Student learniny
outcomes cleurly define
the value und purpose
of euch support.

Protocols cleurly
identify which function
is responsible for
delivering euch support.

o Support stuff work with
students to contfinue fo
develop their self-efficucy.

e Personnel work across
functional areus to
deliver low-touch services
to ull students in u cuse
muhugement approuch.

e Technoloyy is used
regularly to monitor
students’ proyress
towards their gouls.

e Advisors upprouch their
work as u function of
teuchiny.

Faculty, stuff, and
administrators endorse
the college’s role in
supporting students
socidlly, not just in their
acudemics und cureer,

Student-personnel
relationships are

seen us un essentidl
componhent of student
success.

Student support
personnel understund
their own role as a
function of teuchiny
and learning.
Personnel ure
empowered to
continudlly improve
the support services
they provide.

Everyone onh cumpus
understands their
role, and the role of
personnel in other
functional ureus,

in ensuring student
success.

Faculty understand
and value their

role in supporting
students beyond their
classrooms.




How Do Guided Pathways and Integrated Student Support Fit Together?
The “guided puthways” concept, guining traction in higher educution,'® offers a
framework for a more cohesive student experience by: (1) clarifying pauths to student
end gouls; (2) helping students choose und enter u puthway; (3) helping students
stay on the puth; and (4) ensuring that students are learning.'e

Integrated student support provides the structure

and processes necessary for delivering an enhanced
student progression along a chosen pathway.

In purticular, it operationalizes two criticul components
of yuided puthways: Helping students to choose und
enter u program puthway and to stay on the path.

Helping
Students
Choose
and
Enter a
Program
Pathway

Keeping
Students
on Path

Guided Pathways Practices'

» Help students explore career und college
options, choose u proyram, und develop u
program plun early on.

e Help students tuke und puss colleye-level
foundutional math and English courses in first
yedar,

* Provide intfensive support fo underprepared
students in college-level courses.

* Work with high schools to help students explore
cureer und college interests.

o Advisors monhitor students’ proyression in
completing their program plan.

» Advisors unhd students ure dlerted when the
student deviutes from the puth.

e Policies und processes ure in place to help
students get back on truck.

* Assistunce is provided to students pursuing
limited-access programs to redirect them o u
more viuble puth.

e Colleges schedule clusses to ensure that
students tuke the courses they heed when they
need them.

Operationalizing Using Integrated Student

Support Approach

e Enguye in cureer, ucudemic, und financiul plunning
eurly in the student’s journey.
o Implement supports und processes to help students

succeed in gutewuy und foundutional courses
quickly.

Provide students, fuculty, and udvisors uccess

to cleurly mupped progrum pluns und u strony
uhderstandinyg of the courses und milestones us they
build out a full program plun edrly on.

Provide students early on with dlighed academic and
wrdp-drouhd supports fo ensure seumless und timely
completion of gutewuy aund foundationul courses.

Students, faculty, and staff monitor progress in the
student’s plan.

e Touchpoints with faculty und advisors are built in at
cledrly defined key milestones.

Students, faculty, and stuff are dlerted when the
student is veering off the puth und protocols yuiding
intervention are clearly established ucross dll support
functions.

Stuff approach their interactions with students us a
function of teachiny.

e There is u cleur system of communicution und
delineution of roles between faculty und support
staff for monitoring student progression and providing
needed supports.

Course scheduling incorporutes students’ pluns
and life factors to ensure clusses ure offered when
students heed them.

15 http://ccre.tc.columbiu.edu/publications/redesighing-umericus-community-colleyes.html

16 http://www.uucc.hche.edu/Resources/uuccprogrums/puthways/Documents/PathwaysGraphic462017.pdf

17 http://ccre.tc.columbiu.edu/mediu/k2/attuchments/implementing-gyuided-puthwuys-aucc.pdf
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Guided puthways und intfeyrated student support ure

ulso ulighed around the following underlying principles:

Redesign the entire student experience: An
institution Must understand, anulyze, and rework
the student experience from first connection to

the college to frunsition to a career or unother
educutional institution. For student support redesign
specificully, this meduns ensuring that collegyes

provide comprehensive academic, cureer, financial,

und sociul supports to dll students throughout their
journey ut the institution.

for example, chunyes to developmentul educution
desigh und delivery uffects the udvice and support
reyuired from advisors, tutors, und faculty mentors,
and in some cuses hus conseyuences for finunciul
did eligibility.

Begin with the students’ end goals in mind: There
must be un emphdasis on understunding students’
cureer und ucudemic gouls, und sociul contexts,
to meet their heeds. For student supports redesign,
this meuns helping every student identify educution
and cureer gouls eurly on--for exumple, with in-

person couching to interpret the results of career
assessment/interest tools. Subsequent supports cun
then be tuilored to those gouls und the student’s
sociul context to help them stay on their chosen puth.

Unify multiple student success initiatives: All
student success efforts must be connected und
dlighed in vision, pructice, und policy. For student
support redesign, this is important for muny reusons;

EXAMPLE: ALIGNING NATIONAL INITIATIVES FOR MAXIMUM IMPACT

The Community College of Philadelphiu (CCP) is
part of the American Association of Community
Colleyes’ Puthways Project und works with
Achieving the Dreum on infusing un inteyrated
student supports upprouch into their redesign
efforts. Thereby, CCP is enhunciny its acudemic
planning for existing and prospective students as
it builds clear program puths. Advisors, counselors,
support stuff, and students will fully utilize degree

audit und acudemic planninyg tools to enuble
development of u prescribed ucudemic plun
ensuring that students ure enrolled eurly on in u
munduted sequence of courses, und their proygress
monitored by dll parties. A cuse munugement
dpprouch to udvising und risk intervention will

dlso enuble the college to more prouctively und
personully help every student choose, enter, and
stay on u puthway to their cureer gouls.

What’s Next?

Now that we have established d founddation for the theory and principles behind

un infeygrated student support upprouch, the followiny chapters focus more
explicitly on how to execute u redesiyn, specificully the steps for exploring, planning,
implementing, evaluating, and sculing. Chapter 2 begins this analysis with detdils on
how to identify the ideul tfeum for leading the desigh und implementation.
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BUILDING YOUR GUIDING TEAM

Pursuing transformative orgunizational change through an integrated
student support upprouch reyuires strony cross-functional and cross-

hierarchicual colluboration, up-front planning, uttention to detail, und u deep

uhderstunding of the heeds, chullenyges, und desires of diverse stukeholders. A

guiding teum is criticul to chunyge-leudership; it is an empowered, representutive

group responsible for identifying and implementing the strateygic actions essential to

un infeygrated student support aupprouch. While there is no perfect model for a teum,

there dre key considerutions to keep in Mind.

Team Structure

Enguging representutives from dll key stukeholder groups
helps inform the development of a thoughtful plan
comprising detdils necessary to beyin und complete u
successful chunge effort. However, u lurge core feum
could boy down und confuse strategy development.
We recommend da team of hot more thun eight
(idedlly six) people. “At times it muy chaunye or expund
(depending on the phuse of the work) to include
sub-yroups ussigned to specific uctions for execution
of the strateygy. We encourayge you to think credtively
ubout how to enguye u wide ranye of stukeholders to
contribute to the design und implementaution of your
strateyy, while keeping the core teum smuaill.

Nonetheless, the teum must represent the muin areus
related to, or sure to be uffected by, the redesign.
Collectively, the members should have in-depth
knowledye of one or more of the followiny:

e Current advising und student support processes
and policies.

e The heed for un inteyruted udvising und student
support upprouch und its impuct,

e Infeyration of hew technologies into your institution’s
IT landscupe.

e The experiences of stukeholders who will be most
uffected by your redesign.

Or you could structure your teum around “functions.”
In resedrching the experiences of colleyes in the first
round of IPAS grants, CCRC identified three cuteyories
of personnel crucial for project success:'®

e Content Masters contribute technical and process
information.

¢ Influencers huve eurned widespreud respect und
frust and can help the broader college community
understund und feel confident in proposed chunyes.

o Key Decision Makers have the authority o move
the project forward.

18 http://ccre.tc.columbiu.edu/media/k2/attachments/UsingTech-Insights-WEB. pdf
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26 INSTITUTIONS, MULTIPLE APPROACHES

There ure 13 community colleges und 13 four-yeur
institutions working with Achieving the Dreum und
EDUCAUSE in the iPASS grant initiative. They all took

different aupprouches to developiny u gyuiding team,

partficularly in the process of selecting leuders:

e Eight institutions appointed a principal investigator
to support the project manugyer. In every case,
the principdadl investigator was from the president’s
senior leudership feam and wus involved in
supporting the leudership of the work, but not
involved in the duy-to-duy uctivities.

e Four institutions uppointed two co-leaders, usually
d representative from acaudemic affairs and
another from student services. However, at one
institution, an academic uffairs representative
joined with the Chief Informution Officer.

e [t was most common for an individudl from
ucudemic uffuirs to be in the position of project
leud, usudlly ut the ussociute deun, deun,
ussociute vice president, or vice president level. This
is the breaukdown of who led or co-led the project:

* At 18 institutions, an academic uffuirs representutive.

* At six institutions, a student affdirs/success
representative.

e At five instifutions, an advancement/plunning
representative.

e At four institutions, an IT director.

* At three institutions, u representautive in unother
position.

When selecting d leuder, each institution should
consider the gouls of their infegrated student
supports upprouch in the context of their current
culture und structure. For exumple, those that
plunned to first leveruge educution und cureer
plunning, or use u fuculty udvising model, were
more likely to select the project leader from
acudemic uffuirs. Those that focused on infuke
und risk intervention were more likely to pull the
leuder from student services.

It is also essential that institutions consider

their institutional culture in determining the
representution und leudership of the yuidiny
team. Above dll, it is critical to choose leuders who
dre pussionute about the work und influential on
cumpus, ho mutter their job title.

Asking the following questions cun help institutions
build u strony teum.

e Project Leuders: Do they have the skills, attributes,
and pussion to bring foyether the people
essentidl to success?

e Project Leuders: Are they well-respected by dll
key stukeholders?

e Guiding Teum: Are there critical stukeholders who
heed d prominent seat ut the table?

e Guiding Team: What hew types of colluboration
dre you trying to incorporate in your redesign and
how cunh you model them on your tfeum?




Key Stakeholder Considerations

As you think about who needs to be on your guiding teum, we encourage you to

reflect on what role various positions may play in your student support redesign. Since

the godl is to identify g team of ho more than eight, you will not be duble to include

dll of these positions ut one time. However, there may be phuses in the project when

ohe role is more hecessdry than aunother or you may find ways to enguyge dll of these

roles in different ways (such us through sub-groups).

Individual

Project Leuder

Communicutions
Expert

IT Director or Stuff

Administrator
Responsible for
Advising

Advisor(s)

Faculty (Full Time)

Faculty (Part Time)

Role/Contribution

The leuder is most likely to see the full picture of the student support redesign—not only the
vision und gouls, but dlso the detdils often required for internal communications. This person
must be empowered to muke decisions und move the project forwurd ucross the institution.

This person should be a member of the communicutions depurtment or a skilled
communicutor/influencer who has u deep khowledyge of dll the institution’s student
success work und is heavily involved in or leuding the communicution of that work.

A representdtive from the IT depuartment who is heavily involved in the fechnhology component
of the redesign work (such us procurement und tech launch) will help the feam communicute
the benefits of the hew technoloyy. This person, who hus u sense of ureus where people ure
likely to struggle or heed extra time/help udupting, cun ussist with training pluns,

This person is likely to be the most knowledgeduble ubout the current advising processes
and policies und will be integral for implementing the redesign—and is uhiguely
positioned to see und commuhnicute the benefits and chullenges to the institution us a
whole, us well as to the advisors and students s individudls.

It is essential fo have af least one advisor who will be affected by the redesign on a duily
buasis. This person will be uble to help explain exactly how your redesign will affect advisors
and students so that the rest of the team hus u stronger yrip on those core audiences.

[t is u good ideu to include udditionul advisors in u test audience to yet well-
= rounhded feedbuck on your messuying und methods.

Having a faculty member present is particularly important for institutions that are asking
their faculty to adopt hew behaviors or processes.

Will your student support redesign uffect different fuculty/depurtments in different
= wuys? For exumple, will certuin depurtments be uffected more thun others? How

will the reforms uffect developmental education faculty? Or faculty in workforce

fraining? Or faculty feaching subjects with high enrollment but low success rates?

A student support redesign will likely mean changes that affect both full-time and part-
fime faculty. One representative from educh group would be idedl. If including adjuncts
is difficult, you might offer them onhe-time opportunities, such us u series of focus group
sessions, to yet their perspectives.

Consider creutive ways to get feedbuck from adjunct professors. For example, you
= Mmight include severdl (from different depurttments) in u test audience.

‘W
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Individual Role/Contribution

If you ure purt of Achieving the Dreum, we stronyly encouruge you to include your Core
Teum Leuder in your guiding teum to help ensure consistency with your other student
success efforts und to demonstrate how dll your work is purt of one cohesive strateyy for

Other Initiutive student success.

Jd
seaders If you ure not un Achieviny the Dreum college, consider whut other major student
_ success efforts are taking place on your campus and whether one or more lecaders of
 those projects could contribute to your rollout plan and implementation.
Including an institutional researcher will be pdarticularly important as you evaluate the
Institutionul forogress towards your chaunge vision aund gouls. The presence of dn IR representative who
Reseurcher uhderstunds your student support redesign will help the feum think of new ways of unalyzing

und communicuting the dutu to facilitute the rollout, refinement, and sustainability.

Sighificant chunges to student supports inevitubly have an impuct on the daily work

of faculty (full time and adjunct) and staff. Someohne fo bring this perspective to

your planning will help when recruiting hew faculty and stuff, chunyging existing job
descriptions, dedling with union contractual obligations and discussions, and identifying
ways to plan effectively for project und senior leudership fransitions.

Human Resource
Professional

Student buy-in is essential to successful udoption of the hew fechnology und processes.
Enguye u group that broudly represents your student population in terms of part-time/full-
time status, race/ethnicity, gender, uge, fumily, income, campus, high-school, program of
study, enrollment in developmentul educdation/college-ready. That will strengthen your overdill
rollout und help determine whether turgeted communicutions und training ure necessary.

Find ways to muke student pdarticipution ongoing rather than a one-off experience.
Students

Consider which student groups ure more likely to use the hew technoloyy or system
most und those likely to heed most support.

A\t

Consider wuys to include students less uctively enguged in the institution. Reaching
beyond members of the student government or clubs will endable you to identify hew
ways to communicute with the students who are usually harder to reach.

B\l

Recommended Activities

Once the yuiding teum hus been ussembled, consider e Ask each member of your feam to identify hoped-for

exercises (such us the ones below) to help orient its uccomplishments of the redesign in the first yeur of
members to the work aheud. Keep in mind that the implementation, particularly relating to attitudinal
vulue of the uctivities depends on the enthusiustic chunye und student outcomes (defined in Chupter 1).

ehyuygement of the entire teum, us the exercises

. ) . o ) ) e Ask euch person to druft u vision for the student
contuin elements that will appear later in the toolkit.

support redesigh. Whut do the visions have in
e Consider un activity thut forces the group to common? How do they differ?
experience the redlity of the student experience of
your supports to yet ut the “why” of the redesign.
For exumple, you could have them try o reyister,
purticipute in the orientation process, observe the
udvising waiting room ut pedk fimes, etc.
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e Huve the teum members yuther to druft u vision und
set of youls us u group (recoynizing it will chunye us
you move through the exploration, reudiness, und
planning stages).




VOICE FROM THE FIELD

Queensborough Community College: Representative Leadership Drives Collaboration

Queensborough Community College (QCC)
waunted fo integrate its redesignh effort fully with its
Queensborough Acudemies (or guided puthways).
So the college conhvened d guiding tfeam that
represented the core groups/offices on campus:

e Fuculty concerns ure represented aund addressed
by presence of the Deun of Fuculty/Interim Provost.

e The Associute Deun of Enrollment Munugement
represented the heeds of Student Affairs und
shared detuiled knowledge of student onbodurding,
advising, und communicutions.

e The Acudemic Affairs Specidlist served as
coordinutor.

e The Director of Institutional Reseurch contributed
expertise in dutu aunualysis to inform their decisions.

e The engyugement of the Senior Vice President
and Chief Operating Officer demonstrated
the significance of this work to the college und
brought decision-making authority.

This diversity of roles, experience, and expertise
has been u critical success fuctor in the redesign.
In particular, two team members have stood out
us purticularly important, though compuarable
job ftitles/roles ure often overlooked when other
colleges ussemble teums:

“Having representdation from the Office of Institutiondl
Reseurch meuhs we dre ulways focused on beiny
datu-driven — we are uble fo utilize existing data
and build in ways of collecting/andalyzing data for
future heeds us well.”

“The deep commitment of the Senior Vice President
ahd Chief Operdating Officer is absolutely vital fo our
success. The presence of the SVP at feam meetings
meuns we have buy-in at the absolute highest level of
the campus, ahd dlso that we have inter-depdrtmentdl,
cross-cumpus strateygic thinking and knowledge.”

Broadening Engagement Through
Working Groups

To support continued momentum, QCC's guidihyg
teum set up u stunding one-hour weekly meeting
that flexes bused on the ebb und flow of the
work. During peuk plunning und implementation
times, the meeting cun lust five or 10 hours. For

a few key months, the teum hus held weekly
two-hour meetings to enguyge u brouder group
of stukeholders und to present technoloygy
demonstrations.

QCC ulso recoghized that, during different phases
of the process, other stukeholders should join the
teum temporarily. At one point or another, the Deun
for Institutional Assessment, various IT stuff, faculty
fellows, und other deuns und vice presidents, have
done so. Specidl “working yroups” ure convened
occusionully to represent even more of the
community: administrators from the bursar’s und
the registrar’s offices, ahd a wide array of others,
such us progrum and support services, finunciul
did, und student advising.

Complementary Roles of Leadership Team
and Working Groups

The guiding teum focuses on the biy picture:
drticulating the vision, guiding the strateygy of the
redesign, und sharing updates with the college
leadership und beyond. On an us-relevant busis, the
working groups have provided hew perspectives,
secured buy-in from different constituencies,
developed un even richer picture of support
services und the chanyges und resources heeded,
and distributed the workloud. The ultimute lesson:
Sighificunt chanye requires significunt investment of
time und resources, us well us u diverse, dedicuted,
and representative group of stukeholders with
strong core leudership.
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INTEGRATED STUDENT SUPPORT
DISCOVERY PROCESS

Enguying in u deep discovery process is u key component of successful

plunning und udoption of un infeyruted student support upprouch. It’'s importunt for

the guiding teum to have a common und comprehensive understanding of what

problem is beiny uddressed und to have u cleur mup of the status quo. A discovery

process is u systematic way of documenting what currently happens on campus

and will help uncover focus dareus for your redesign work and assist with clarifying the

vision for the chunges you ure undertaking (Chapter 5).

This chupter provides u process and template
desighed to facilitute a discovery reflection for the
teum und is infended to be complementury to
reudiness discussions (Chuapter 4). Consisting of two
purts—duta collection/exploration and u student
experience inventory—the discovery process should:

e Structure your reflection on und ussessment of the
current support experience of your students.

e |dentify gups, chullenyges, und trouble spots to
uddress.

e Ensure ull teum members und stukeholders share un
understunding of the current landscupe.

Nofte: Completion of the discovery inventory will likely
require the pdarticipution/collaboration of severdl
depurtments that may hot be represented on your team.

PART ONE: Data Collection and Exploration

Collecting Data

Before you beyin thinking ubout your ideul support
model, it’s essentiul to review uvdiluble quuntitutive und
yudlitative data to provide a common starting point for
discussion of the current model’s impuct on students.
This ullows the guiding feum to better understund the
chdllenyges of the current student support upprouch aund
the needs of the students. Here ure 4uestions to unswer:

e Who ure your students?

* Consider uge, gender, race/ethnicity, locution, und
other demoyraphic fuctors.
* Does the existing model of support uddress
various student backgrounds or just one?

* Whut are your students’ gouls in the academic,
cuareer, und personul realms?
* Do your structures und processes support the
uchievement of those gouls?

* Whut experiences/responsibilities/pressures
shape your students in ferms of family, finunces,
employment, culture, und lungyuuye?

* What holistic support services exist und how do
students find out about or auccess them?

o Whut challenyes/obstacles do your students fuce on
the puth to uttaining their godls?
e Considering us muny support services us possible, to
what extent do students use them?
* Who uses which supports the most und for whut
reusons?
* Examine existing duta—aund, if hecessary, gather
more—to find root causes.

e Whut impuct do your services, processes, und
policies huve on student experiences und outcomes?
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Understanding the Student Experience

Draw on demogyraphic informaution to create student
personus to explore how students move through

your institution und experience support services.

Use ATD’s Finish Line Gume, u student experience
simulution, o support your exploration (visit www.
achievingthedreum.ory/finishlinegame or emuail Julia
Lawton dt jluwton@uchievingthedreum.ory).

Focusing oh the experiences of individuul students us
they move through the institution may reveul issues you
would not otherwise have considered. It ulso involves
people hot on the yuiding tfeum in understunding the
“why” of the redesigh und contributes to brainstorminy
sessions on innovutive possibilities for your new
inteygrated student support upprouch.

PART TWO: Student Experience Discovery Inventory

The second purt of the discovery process is u
collubordtive, open discussion. The guiding teum
exumines the design of the student experience—from

infake through udvising und student supports—to identify
criticdl pdin points and explore ways to address them. This

inventory helps examine the current support upprouch

for major structurdl, process, and cultural components in

need of remedy to cruft the idedl redesign.

Remember the five desigh principles from Chapter 1,
that the ideul design is sustuined, strateyic, infegrated,
prouctive, und personulized.

All edituble templutes referred to in this toolkit cun
be downlouded from ATD Conhnect at connect.
achievingthedreum.ory.

ADMISSIONS AND ENTRY

What are the issues for
students, staff, or faculty
with the current design?

Current Design

Admissions
Documents

a) Whut admissions
documents must a
student complete
before reyistering for
clusses?

b) What cun be
submitted online
vs. what must be
submitted in person?

¢) Who is responsible
for obtuining these
documents from the
student?

Intake Survey

a) Is an infuke
survey used to
guther contextual
information about
euch student?

b) If so, how is this
information used to
conhnect students
fo support services
forior fo starting
cluss?

What is the ideal What changes or next
design? What additional steps are needed to
information do you need | move toward the ideal

to answer this? design?

{ INTEGRATED STUDENT SUPPORT REDESIGN @



ADMISSIONS AND ENTRY

What is the ideal What changes or next

What are the issues for
Current Design students, staff, or faculty
with the current design?

design? What additional steps are needed to
information do you need | move toward the ideal
to answer this? design?

Use of Registration
Holds

a) Are there
udditional holds
(other than
documentation)
on students’
profiles that may
prevent them from
reyistering?

b) If so, who is
responsible for
removinyg those
holds, und is this
frocess uutomutic
or munuul?

¢) How do students
know ftheir holds
have been
removed?

Admissions
Communications

a) When does

u student

start receiving
communicution
from the colleye
through their school
account?

b) Is a student
dlerted fo only use
the institution emuail
accouht moviny
forward?

¢) How ure
communhnicutions
sentf fo a student?
For example: emuil,
fphone culls, text
messuye.

d) During the
admissions
frocess, how many
communhnicutions
fotul does u
student receive (ll
depurtments)?
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ORIENTATION

What is the ideal What changes or next
design? What additional steps are needed to
information do you need | move toward the ideal

to answer this? design?

What are the issues for
Current Design students, staff, or faculty
with the current design?

Orientation Policies

a) Are ull students
reyuired to uttend
an orientation?

b) If not, who is
required to do so
and how did the
institution determine
which populutions
needed orientation?

Attending Orientation
a) Whut steps

must u student

fake fo be dble to
uttend orientation?
How does u

stfudent register for
orientution?

b) How often is
orientation held
(including times)
and how do students
leurn ubout the
avdiluble orientution
sessions?

Orientation Goals
and Topics

a) Are there student
learhinyg outcomes
for orientation?

b) List the specific
topics that ure
covered duriny
orientation.

¢) How is orientution
evuluuted for
effectiveness?

Orientation Delivery

a) How is hew
student orientation
delivered?

b) Is it u one-off
event or u series

of in-person und
virtual interactions/
nudyes?

¢) Who besides
orientution
stuff uttend

or puarticipute
in orientation
(fuculty, staff,
administrators)?
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ADVISING AND PLANNING

What is the ideal design? | What changes or next

What are the issues for
Current Design students, staff, or faculty
with the current design?

What additional steps are needed to
information do you need | move toward the ideal
to answer this? design?

Adyvising Structure

a) Do you huve
faculty advisors,
professional advisors,
or u hybrid model?

b) Do you huve
full-fime advisors?

©) Is udvising
centralized or
decentrdlized by
cumpus/department?

d) Is one person
ultimutely responsible
for udvising?

e) Does this individuul
have sufficient time to
support and oversee
advisors?

f) Does this individuul
have sufficient
authority fo ensure
advising uulity and
consistency?

Assignment of
Advisors

a) Does every student
have an ussigned
advisor?

b) If so, how und when
are students assighed
an advisor?

¢) How are students
infroduced to their
adyvisors?

d) Does u student
have u specific
adyvisor for the entire
ucudemic journey?

e) If not, ut whut point
does the student
move from one
assighed udyvisor to
another?

f) Whut does this
hand-off process look
like?

g) Cun students

walk in without an
dppointment to see un
adyvisor? Do you use u
kiosk or sign-in system?

h) Whut is your student
fo udvisor rutio?
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ADVISING AND PLANNING

What is the ideal What changes or next

What are the issues for
Current Design students, staff, or faculty
with the current design?

design? What additional steps are needed to
information do you need | move toward the ideal
to answer this? design?

Adyvising Policies

a) Are students
required to meet

with an advisor

prior to orientation,
reyistration, and/or
program placement?
If so, expluin the
process.

b) Whut policies

dre in pluce to
encourayge or require
students to see their
advisors ufter the
initial visit?

Student Use of
Advising

a) Where is
information reluted to
adyvising avuilable to
students?

b) Whut evidence
indicutes this
informution is eusy to
access?

¢) Are students
required fo make un
dppointment to meet
with their advisor?

d) If so, how farin
udvunce do they
heed to muke the
dppointment?

e) Is fechnoloyy used
to empower students
fo complete routine
tasks or access busic
services?
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ADVISING AND PLANNING

What is the ideal design? | What changes or next

What are the issues for
Current Design students, staff, or faculty
with the current design?

What additional steps are needed to
information do you need | move toward the ideal
to answer this? design?

Adyvising Sessions

a) Rouyhly how often
does un udvisor see u
student each term?

b) How offen does un
adyvisor prouctively
contuct euch student
to schedule un udvising
dppointment?

¢) Whut is the uveruye
length of the advising
dppointment?

d) What ure the top
three ureus udvisors
focus their sessions on?
For example, career
planning, academic
plunning, finunciul
literacy und plunning,
identifying unique
barriers to success.

e) Are there uny
student surveys or
ussessments that
advisors use when
working with students?
If so, pleuse list.

Adyvising for Student
Groups

a) Are uny groups

of students advised
differently? For example,
STEM students, Pell
recipients, certificate
seekers, honor students,
student uthletes, first-
generation students,
online students, or
undecided students. If
so, briefly describe the
muain differences.

b) Are purt-time
students’ advising
experiences different
from those of full-

time students? What
evidence supports your
response?

¢) How is udvising of
noncredit students
different in design or
process? Does honcredit
advising include an
emphusis on transition
to deyree progrums?
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ADVISING AND PLANNING

What is the ideal What changes or next

What are the issues for
Current Design students, staff, or faculty
with the current design?

design? What additional steps are needed to
information do you need | move toward the ideal
to answer this? design?

Academic and
Career Planning

a) Do udvisors build/
use deyree pluns for
every student they
udvise?

b) Do students,
faculty, und advisors
have the ubility to
eusily monitor u
student’s proygression
through < degree
frogram?

¢) Do the deyree
pluns automutically
updute as the
student’s pauth
chunhyes?

d) Are students
supported in
developing u
personulized cureer
plan? If so, how?

e) Does this cureer
plun dlign with the
student’s ucudemic
plan?

f) In whut order are
the career plun und
acudemic plun
developed?
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ADVISING AND PLANNING

What is the ideal design? | What changes or next

What are the issues for
Current Design students, staff, or faculty
with the current design?

What additional steps are needed to
information do you need | move toward the ideal
to answer this? design?

Definition and Roles

a) Does your institution
have u common
definition of advising?
If so, pleuse list the
purts of the current
definition.

b) Bused on your
definition of udvising,
what skill sets are
reyuired for udvisors to
be successful?

¢) Are the roles

and responsibilities

of udvisors cleurly
defined aund
differentiated from the
roles of other support
professionuls, such us
counselors?

d) Are student
leurnhiny, retention,
and success included
in the role description
of udvisors und other
support professionals?

e) Do you huve
advising ledrning
oufcomes und/or
syllubus for students?
If so, ure these
acudemic-related
or do they include
non-coyhnitive skill
building and career
development?

f) How do you
evuluute udvising?

g) Issomeone ut the
college in charge of
the coordinution und
evualuation of, und
the reporting on, all
advising services?
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ADVISING AND PLANNING

What is the ideal What changes or next

What are the issues for
Current Design students, staff, or faculty
with the current design?

design? What additional steps are needed to
information do you need | move toward the ideal
to answer this? design?

Training and
Collaboration

a) Is there u truininy
or professiondl
development
proyram for udvisors
at your college?

b) Is your
professional
development for
advisors optionul/
manddatory?
Onygoiny or ohe-
off? Scheduled
and in-person und/
or avdiluble on
demund?

¢) How do udvisors
communicute/
colluborate with
other student service
offices or with the
acudemic divisions?
For example,

when referrals

for ucudemic or
personul support
services ure
necessaury, or when
multiple cumpus
locutions are
involved.

d) Is there

g common

student folder or
communhnicution tool
through which to
read advisor hotes?
Is it utilized by the
entire college?

Challenges

a) What are the two
bigyest chullenyes
students report
experiencing with
advising supports?

b) Whut are the two
biggest challenyges
for advisors?
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INTEGRATION OF STUDENT SUPPORTS AND SUCCESS STRATEGIES

What is the ideal design? | What changes or next

What are the issues for
Current Design students, staff, or faculty
with the current design?

What additional steps are needed to
information do you need | move toward the ideal
to answer this? design?

Academic Supports

a) Briefly describe how
tutoring works at your
institution. How do students
get connected or referred
fo tutors?

b) How do you incorporute
library services in
coursework und student
support services?

Financial Security

a) Whut supports does
the colleyge provide to
students with financial
security chullenges? For
exumple, tux preparation,
public benefits, housing
support, emergency louns,
food puntry, clothing
closet, transportution,
childcare.

b) Are these services
provided by the college
or through externul
partnerships?

¢) How ure students mude
awuare of und connhected to
the supports listed ubove?

d) Does the college have
a system (protocols and/
or technholoyy) in pluce
fo prouctively identify
students who need these
services and track their
use?

e) Whut percentuge of
students who require these
supports uctudlly receive
them? For example, are
these services delivered ut
scule?

f) Are these services
provided oh campus? If
not, how does the college
ensure that students
receive the support they
are referred to0?

Other Supports

a) Whut other service/
ucudemic depurtments
do you consider criticul
fo your work in student
success?

b) Whut structures
promote collaboration
across depurtments?
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INTEGRATION OF STUDENT SUPPORTS AND SUCCESS STRATEGIES

What are the issues | What is the ideal design? | What changes or next
for students, staff, or What additional steps are needed to
faculty with the current | information do you need | move toward the ideal
design? to answer this? design?

Current Design

Connection to Supports

a) Are cumpus-bused
supports locuted in
one place, or hub, or
do students huve to
go to different offices
for different questions/
services?

b) How do students
get connected to the
following supports:
counselinyg, tutoring,
library services,
cureer plunning und
preparation, financial
aid?

¢) Are students und
support stuff/advisors
dlerted when students
are uft risk of fulling off
their program path?
Are policies in place to
infervene to help the
student get back on
frack?

d) How ure students
“handed off” between
depurtments? Whut
technoloyy or referrdl
process is used?

e) Are dll front-line staff
frained to know whom
to refer students to for
different issues? If so,
how ure they trained?

f) Are ull fuculty
(including adjunct)
awdare of the rahye of
supports provided by
your institution and how
tfo connect students
with them? If so, how
are they trained?

g) Is this traininy
ohyoing? What delivery
method is used?

Scheduling

a) To whut extent cun
students yet the courses
they heed, conflict free,
at reyistration?

b) How ure students’
course heeds ussessed?
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What is the ideal design? | What changes or next
What additional steps are needed to
information do you need | move toward the ideal
to answer this? design?

What are the issues for

Current Design students, staff, or faculty
with the current design?

Student-Level Data

a) How ure student-
level dutu collected
and shared with
faculty und stuff?

b) Do you currently
have reporting
dashbourds that
dare widely used in
decision-mukinyg?

¢) Do udvisors und
ofher student support
stuff use student-level
dauta on u ddily busis
fo inform their work
with students?

d) Does Institutionul
Reseurch (IR) regulurly
meet with or train
college staff und
faculty to discuss und
expluin the nuunces
of this dutd, and o
answer guestions?

Institutional Data

a) How do you
evuluute the impuct
and effectiveness of
your student supports?
How often does this
occur?

b) How do you
anulyze und use dutu
to inform policy und
process decisions
related to student
supports?

¢) Who is involved
in making those
decisions?

d) How is IR involved
in the evaluation
process?

e) Are you using

or planning fo use
predictive analytics in
student success efforts?
If so, briefly describe.

f) If you ure currently
usinyg predictive
anulytics in student
success efforts, how
lony have you been
doinhy so?
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USE OF DATA AND ADOPTION OF TECHNOLOGY

What is the ideal What changes or next

What are the issues for
Current Design students, staff, or faculty
with the current design?

design? What additional steps are needed to
information do you need | move toward the ideal
to answer this? design?

Technology Use

a) How does the
college currently
use technoloygy fo
supfport advising
and student
support delivery?

b) To whut

extent are these
tfechnoloyies used
by the target end
user in the intended
maunner?

¢) To whut

extent are these
technoloyies
inteyrated with one
another?

d) Are there uny
functionulities
avuilable to you
with your existing
technoloyies

that you are not
currently using? If
so, why are they not
beiny used?
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VOICE FROM THE FIELD

Trident Technical College: Understanding Where We Are, to Decide Where to Go

Trident Technicul College (TTC) brought together
representutives from faculty, student services,
tutoring, and IR to complete the discovery activity
at the start of their student support redesigh. While
the process wus driven by the project leuder, Laurie
Fladd, Associate Dedun of Science and Muth, euch
individual found they learned d ot ubout processes
they had not been uwdare of in other depurtments.
In the words of Dr. Fladd, “ahy opportunity to break
downh siloes ahd work across the college ih the best
interest of the students is hot only a major win for the
students but for the College ds well.”

Once completed, the discovery activity buttressed
their work with their Achieving the Dream Couch iPASS
grunt couch. It ulso wus a key input for solidifying

their vision of the student experience—u vision that
would guide the teum und be the centerpiece

of its communication strategy. Reflecting on their
experience, Dr. Fludd hoted that “the questions ubout
planned changes in the discovery activity helped us
work out many of the detdils of our vision und how we
wunted advising fo look ufter our chaunges.”

As d result of the prompts in the discovery uctivity,
TTC identftified aspects of their student supports
approduch that they wanted to change, both
immediately and in un ongoing redassessment. For
example, the activity led to protracted discussion
ubout how to encouruge the students to see their

Navigators, who provide support in students’ first
semester ut the colleye, und to use the hew system
as they beyin their journey at TTC. The teum dlso
identified Muintuining u Munuyeuble cuseloud

for their Navigators as a priority fo bolster the
relationship building that is vital to their success. The
tfeaum monitors both of these us it scules the hew
model to more students.

Finally, the feum recognized the heed for thorough
advance preparation. Dr. Fladd said, "Activities like
this one redlly help you to stretch the outer corners

of your vision. They ulways say that the ‘devil is in the
detuils” and unswering detuiled, probing questions
forced us to redlly talk about what we wanted
advising to look like both inside and outside the Hub.”

TTC’s Recommendations for Colleges
Embarking on Student Supporis Redesign

1. Return to your discovery uctivity each year
aund compure where you dre to the buseline
estublished ut the start of your project.

2. Combine this with process mupping the student
experience of entering und moviny through your
college, particularly its support services. "Only
by uhderstanding where you currently stahd
cuh you make improvements for the future,”
according to Dr. Fladd.




Supplemental Tool: Technology Inventory

The tuble below muy be useful in identifying current All edituble tfemplutes referred to in this foolkit cun
or plunned technoloyies thut could strengthen your be downlouded from ATD Connect ut connect.
inteygrated student support upprouch. achievingthedreum.ory.

TECHNOLOGY
Category Technology Solution(s) Phase of Adoption Extent of Integration
Student Information System

Student Relationship
Management

Learning Management System
Early Alert System
Degree Planning System

Career Exploration and/or
Planning Tool(s)

Financial Planning/
Management Tool(s)

Student Portal
Data Warehouse
Predictive Analytics System

Dashboards/Progress
Monitoring Tool

Data Visualization Tool(s)
Academic Tutoring Tool(s)
Coaching & Advising Tool(s)

Resource Connection Tool(s)

May take the form of socidl
hetworks, portals, campus
forums, individudlized
webpuges, text messuges,
or emudils.

Other Relevant Technologies
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READINESS

ASSESSING AND IMPROVING

As infroduced in Chapter 1, un integrated student support upprouch requires

more thun the implementution of technoloyy or of u stund-ulone initiative. It involves the

udoption of holistic, transformative institutional change, which can be challenyging und

complex. There are certdin institutional conditions that make successful implementation

of the changes more likely. If these conditions dre lacking in some way, colleges may

want to improve them before embarking on large-scale redesign. Assessing institutional

reudiness cun revedl potentidl challenges eurly so the guiding teum cun surmount them.

Existing self-ussessment tools include Achieving the
Dreum’s Institutionul Cupucity Assessment Tool™”
(ICAT), CCRC's Puthwuys Scule to Adoption Self-
Assessment, CCRC und Tyton Purthers’ Advising
Rubric Self-Assessment, and CCRC's Reudiness for
Techhology Adoption Self-Assessment, which was
udupted by Achieving the Dreum. Your institution’s
choice will depend oh the emphusis of your redesignh
und its alighment with other reform efforts. We
encouruge you to contact Achieving the Dream
stuff?0 to discuss the options und get connhected to the
vdrious reudiness tools.

No mutter which ussessment you choose, muke

sure to fully ufilize the results in your discovery und
planning process. Idedlly, enguyging with d readiness
ussessment should:

e Encouruye cross-functionul and cross-hierarchicual
cohversutions ucross the institution.

e |dentify und prioritize uny hecessury udditionul steps
before implementing your redesign strateyy.

e Assist with evuluuting indicutors for transformutive
reform.

e Provide u founhdutionul understunding of the
importunt principles that will undergird your redesign.

Completing the Assessment

Complete the ussessment individudlly. In addition to
having the guiding teum complete the ussessment, you
muy wish to brouden the group to include udditionul
administrators, fuculty, and stuff to gather richer duta,
You may waunt more thun just the guiding team to take
the ussessment. Collect and aggregate the responses
und share with the guiding teum to review prior to the
reudiness discussion. We dlso encourage you to shure
other documentation with the feam that may have been
creuted previously, such us u druft vision und gouls, to
help individudls prepare to enguge fully in the meeting.

Once you huve completed un ussessment, we
recommend the followiny four steps to interpret und
use your results for un effective planning process.

Step One

Bring together your guiding feam (see Chupter 2),
smull cross-functionul and cross-hierarchical group
of infernul stakeholders, to reflect on und discuss the
reudiness results. We ulso encouruyge you to identify
un experienced facilitutor who is hot too close to
your redesign efforts for the conversution. This is
criticul becuuse the effectiveness of your reudiness
ussessment results is in the deep, honest discussion that
occurs (see Appendix A: Tips for Facilitutors). We ulso
recommend thut you identify onhe person to serve us
the “recorder” of the conversation.

19 http://www.achievingthedream.ory/about-us/our-approuch

20 Contfuct Mei-Yen Irelund, Director of Infegruted Student Support Struteyies, ut mirelund@uchievingthedreum.ory
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Step Two

During the meetiny, use the followiny questions to
yguide your discussions:

N

w

. What surprised you ubout your reudiness results?

. For euch of the ussessment components/cutegories

onh which the institution did hot score high, what
burriers cun be overcome, und what opportunities
could be pursued, to increuse your readiness?

d) Who heeds to be involved to increuse readiness?

b) What resources ure needed?

. For any component/category on which the

institution scored hiyh, list potentiul chullenyes to
sustaining the high score through your integrated

4. Individuully, identify fwo key themes or insights that

you see us beiny the most essential tfukeaways
from your institution’s reudiness results. Euch teum
member should then shure two insights to yenerute
a list of essentiul tfukeuwuys that speduk to u vuriety
of stukeholders.

. Reviewiny euch of these tukeuwuys, whaut dre its

implicutions for the tfeum’s next steps und your
redesign?

. Below aure components of u successful inteyrated

student support upprouch. The list, u supplement
to the ussessment results, will help the tfeaum reuch
consensus on five top priorities.

student support redesign.

Policies & Practice

The common understunding is that institution-wide policies and practices should ensure prouctive, holistic,
and sustuined advising und student supports.

We dre prepured to change existing systems, structures, workflows, and processes to remove obstucles to, and
forovide additional supports for, student progress and completion.

We aure committed to u holistic upproach to embedding academic and hon-academic student supports
within the student experience.

Our redesigh leverages technoloygy fo streamline support to students.

Data & Technology

We dre prepured to successfully integrate new und existing technoloyy.

We have robust IR staffing that has the capacity and skill set to manage a (potentidlly) high influx of new data
from the hew technoloyy systems.

IR and IT stuff have d history of collubordtion to optimize processes for datu use.
Duta are reudily uccessible to faculty (full fime aund adjunct), advisors, und other student support stuff,

Professionul development is provided to faculty (full time and adjunct) and staff to increase their ability to use
datu in decision-making.

Advisors, faculty (full time und udjunct), and other student support stuff use dutu prouctively to determine
which inferventions/services to provide to specific students.

Leadership & Vision

The vision und ygouls for the redesigh guide decision-making and are fully integrated with our pathways reform
or other student success reform.

o
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Strategy & Planning

We huve built a continuous improvement structure that monitors implementations issues und addresses them

as they arise.

We huve considered how this redesign supports and/or leverages other student success initiatives (guided
pathways, developmental educuation redesign, etc.) beihyg implemented or planned at our institution.

We have committed resources to strengthen functions across the institution to institutionalize the redesign.

Engagement & Communication

We have cleurly communicuted to fuculty (full fime und udjunct), advisors, und other student support stuff
the need for the redesign, how they will be affected by it, and how it will benefit them.

All stukeholders understund the heed for chaunge und how the redesign of udvising und student supjports fits

within their work on implementing the redesign at scule.

The guiding feam comprises cross-functional and cross-hierarchical representatives from across camipus.

Relevunt depurtments huve, und ure aware of, cleurly defined responsibilities and resources for the redesign.

Step Three

Compile a list of importunt discussion points to guide
the teum meeting on the next step in the plunniny
process: Action plun development (Chupter 5). If
the institution fared poorly ucross the augyreyuted

A Note on Technology Readiness

As emphusized in Chupter 1, un inteyrated student
support upprouch should reflect a vision of u holistic
student experience. That is, the chunye vision should
drive tfechnology-related decisions, hot the other
wday arouhd.

Technoloyy is u key purt of un integrated student
support upprouch. It cun fucilitute u redesign thut
utilizes efficiencies, duta, and communicution to
ensure institutions are providing u sustuined, prouctive,
und personalized upprouch to student success. CCRC
found thut, for technoloyies to fulfill their potential in this
effort, technoloyies must help restructure the student
experience und be eusy for end-users to incorporute
into duily routines.?' Focusing on udoption by end-
users und integrution into the institution’s processes
und structures is vitul, rather thun concentrating only

ussessment results und in your reudiness discussion,
cohsider sharing results and recommenddations with
the institution’s leadership team to yet feedbuck
before proceedinyg further with the redesign.

on technoloyicul implementation.?? Technoloyicul
reudiness is important in preparing for the redesign

but not sufficient. The ussessments we sugyest ut the
beyinning of this chapter (including CCRC’s Reudiness
for Technoloyy Adoption Self-Assessment?®) emphasize
the cultural, motivational, orgunizational, and other
preconditions for adoption.

During the plunning phuse, you may heed to muke
important decisions ubout fechnoloyy procurement.
Discuss und unulyze how technoloyy could help reulize
your vision; identify cruciul considerations or potential
barriers. We provide checklists for three common
technoloyies utilized in student support redesign

to help enrich your plunhing und procurement
discussions: eurly ulert (Appendix B), degree plunniny
(Appendix C), und predictive anulytics (Appendix D).

21 http://ccre.tc.columbiu.edu/mediu/k2/attuchments/evaluuting-your-colleges-reudiness-for-technoloyy-udoption.pdf

22 http://ccre.tc.columbiu.edu/mediu/k2/attachments/UsingTech-Insights-WEB. pdf

23 http://ccre.tc.columbiu.edu/mediu/k2/uttachments/evuluating-your-colleyes-reudiness-for-technology-udoption.pdf

ACHIEVING THE DREAM }

©)



PLANNING FOR ACTION

Cureful, evidence-informed plunninyg is un essentiul component of
successful fransformation of your student support model. Thorough

prepdaration helps you enlist the right people and get them on the sume puye with

regard to your vision aund gouls aund their redlization. It also endbles you to identify

chdllenges und brainstorm ways to Minimize or avoid them.

Each institution’s plunning period may look different,
but all will generate significunt outputs, including:

e A compelling vision and ambitious gouls.

e Detuiled work plans with fimelines, roles/
responsibilities specified, and resources required.

e Detuiled communicution strategy und work plan
(Chapter 6).

e A plun for providiny professionul development and
training to faculty, stuff, administrators, and students
(Chupter 7).

o A plan for tracking proyress throughout the execution
of the redesign strateyy, dltering the redesign as
the fracking indicutes, und prepuring u summutive
evdluution closer to the completion of execution
(Chapters 8 und 9).

SUGGESTED ACTIVITY:

e A plun for refining und sustuining the hew upproach
(Chupter 9).

This chupter provides tips, templates, and activities in
service to such accomplishments.

Pleuse note: Do not equute this plunning process with
inaction. It is u criticul time to beyin commMmunicutiny
with core yroups ubout whut is beiny plunned, why
the goudls mautter, and who is involved. It is also time
to guther input und ideus from d broad range of
stukeholders with diverse perspectives, experiences,
and skillsets. Creating feedback loops dllows people
to contribute at specific intervals or whenever they
have un ideu, und presents opportunities to enyuye
more directly in planninyg uctivities.

RE-CENTERING FOCUS ON THE STUDENT EXPERIENCE

As u team, review und discuss the following with a focus
oh understunding your students, their experience of your
student supports, und the impuct on their outcomes:

e Your completed discovery activity (Chupter 3) and
notes from your reudiness discussion (Chupter 4).

e Core student success dutu, disuyyregyuted by
race/ethnicity, Pell stutus, gender, program of
study, campus, und any other relevant metric for
your institution.

e Quulitative data you collect on the student
experience, via surveys (such as the Community
Colleyge Survey of Student Enguygement), focus
groups, interviews, and secret shopper uctivities.
If you do hot have such dutu, we strongly
urge you to yuther some. The Community
Colleyge Survey of Student Engugement offers u
comprehensive focus group toolkit.?

24 http://www.ccsse.org/center/initiutives/iss/focusyrouptoolkit.cfm.
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Value of an Action Plan

Successful plunning for student support redesigyn beyins
with the student in mind. Your feam should how have u
thorouyh understunding of the students you serve und
their current experience of your support services.

The Action Plun provided in this chapter is a template for
uchievinyg your redesign vision und gouls. It cun guide
teaum members in the fulfillment of their individual respon-
sibilities. As such, it should be d living document, reviewed
und refined on unh onhygoing busis. Craft it to help existing
und hew team members grasp aund fake inspiration from
your vision und embrace their role in achieving it

Remember: The infegruted student support upprouch
is meunt to be transformative, so construct your Action
Plan with scule, sustuinability, und equity in mind from
the beyinning.

A Note on the Timeline

Colleges should look uhead ut leust three years based
oh our experience, und the reseurch,?® which shows that
multiple yeurs of plunning, execution, und refinement are
required fo plan und implement un integrated student
support upprouch that significantly transforms the stu-
dent experience. However, institutions that have imple-
mented some student support chunyges recently may find
their redesign tukes less time thun that of un institution
that hus not. Therefore, we strongly encourage institutions
to split their plan into phuses, us sugyested below, to
make the work more munugedble und less duunting.

Completing the Action Plan

STEP ONE: Develop Your Change Vision and Goals
A strong vision, us described by John Kotter’s 8 Steps for
Successful Chahge,® is u cledr, concise, specific, forward
looking, und inspirationul articulation of what the institution
uspires to become, und whut it hopes to uchieve through
un integrated student support upprouch. All stukeholders
cun draw from it to set priorities und guide uctions.

As you develop or refine your change vision, consider
the followiny:

o Align your vision with the institution’s strateyic direction.
e Connect your vision to the student experience.

e Demonstrate how your infegrated student support
upprouch will complement and integrate with the
other student success efforts at your institution.

e Ensure ull feum mMembers ure eusily uble to convey
your vision.

e Ensure your vision provides u cleur guide for the daily
work of ull fuculty und stuff und sets forth u solid
commitment to your students.

e Leuve no doubt thut supporting students is the
collective responsibility of everyone ut the institution.

e Limit the description of your vision to 150 strony,
persuusive words. Supplementul communicutions cun
provide further information tdilored to your stukeholders.

Once you have agreement on your vision, identify

und describe three to five gouls that will ensure its
uchievement. These overurching gyouls, maurkers of
fprogress towaurd the vision, should be specific, attuinable
yet bold, inclusive of u timeline, und meusuruble.

EXAMPLES OF VISIONS

Visionary Community College

Every student at Visionary Community College will
receive persondlized support tdilored to individuail
heeds und delivered by a teum of professiondals
dedicuted fo euch student’s success und the
econhomic vitdlity of our community. This infentional
student experience will encompuss ucademic,
cureer, finunciul, und socidl supports und embody
high-gudlity service, purposeful support that reaches
students when they need it, and an upprouch that
enyguges the student in their own ledrning journey.

Transformational Community College

Every student will feel like a valued puart of the
Transformationul Community College family.

We will chdllenge und support our students to
become lifelony learners and the best version of
themselves. We will do so by beihy the best version
of ourselves und working together to ensure every
student gets the support, information, and tools
needed to flourish in un acudemic program that
dlighs with personul und professionul gouls.

25 http://ccre.tc.columbiu.edu/mediu/k2/uttuchments/udvising-

redesign-foundation-fransformative-chunge.pdf

26 https://www.forbes.com/sites/johnkotter/2011/06/07/how-to-

creute-u-powerful-vision-for-chunye/#3duc882451fc
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NOTE: As discussed in Chupter 1, technoloyy is un essential component of this work us it provides udditional
tools und dutu, us well us the ability to free up personnel time to rededicute to deeper relutionship building.
We encouruge you to puuse ufter developing your vision, gouls, und chunyes in critical behaviors to reflect
oh the capubilities of your existing technoloygy before identifying uny hew technoloyies you may wish to
procure. Use the Technology Inventory worksheet in Chapter 3 to help map your existing fechnoloyies but
dlso to explore some of the existing tools’” capubilities that you may not yet be using.

STEP TWO: Identify the Changes in Critical
Behaviors and Anticipate How You Will Effect Them

Map backwdards from your vision und gouls to identify
the changes in crificul behaviors (of fuculty, stuff,

und student) necessury to reaching these gouls.

For instunce, perhaps you want dll hew students

to develop un ucudemic und cureer plun in their

first semester. This will require ultered behavior from
udvisors, counselors, students, und faculty (whether
infimately involved in supporting students in their
plunning or not). So plunning to chunyge und track
thuat behavior would be essentiul. Review Chupter

8 for more detuil, particulurly the Outputs to Results
Continuum, which describes the relationship between
leudinyg und lugyinyg indicators, us well us key
evdluution terms that will be useful at this stage.

Once you huve identified the hecessary chunhyges
in crifical behaviors, enguye your duta feam, IR
depurtment, und/or muth faculty in choosing the
best ways to track und evaluate these chunges.

W

STEP THREE: Identify Your Phases

To identify your phuses, gather the team und
brainstorm the mujor milestones und activities that
constitute your vision und gouls. Then orgunize those
Mmilestones/uctivities intfo phuses by:

e Timeframes: Year 1, Year 2... or Semester 1, Semester 2...

e Planning und implementation stages, such us those
discussed in this toolkit’s intfroduction.

e Support model components you plan to redesign.
For exumple, some institutions in the iPASS grant
beyun by implementing un eurly dlert process with
u complementury technoloyy tool, then moved to
ucudemic plunning und cureer exploration. This
mude proygress toward a brouder student support
redesigh more munugeuble given their resources.

No mutter how you define your phuses, each will
comprise multiple strands: for exumple, policy und
rocess redesign, setup und rollout of technoloyy,
communicution ubout the work, und redesighing the
roles und responsibilities of fuculty und stuff, Euch phuse
mauy involve one muster und severul complementary
plans, us laid out in the rest of the toolkit. This chupter

will help you develop u mauster plun for euch phuse. The
followinyg chaupters will focus on developing plans for other
components, such us communicution und engugement,
fprofessional development, progress fracking and
evdluution, und refinement und sustainability.

Mdake sure to include communicution,
= engugement, truining, and proyress tracking
gouls in ull phuses.

Remember to celebrute your wins ulony the wuy.

RECOMMENDED ACTIVITY:
VISUALIZING THE STUDENT
EXPERIENCE

Your visioh anhd godls are essential to your
communication strategy and should be well
uhderstood und regularly revisited by your team.
For the benefit of stukeholders beyond the team,
consider desighing u visudl representution of your
vision. This should be inspirational, vividly illustrating
the student experience you dre aspiring to. It may
dllude fo the conhections to other student success
efforts at your institution and demonstrate the core
work involved in uchievinhy the vision. This would
help connect the lofty ambition with the chaunyges
stakeholders are or will be seeing on a duily busis.
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STEP FOUR: Brainstorm Barriers and
Potential Solutions

Transformutive chunye brings u host of potentidl
chdllenges thut cun derdil progress. Some muy be
clear immediutely, such us finuncing the purchuse
of new technoloyy. However, most barriers are
unforeseen or underestimuted.

We recommend that you gather your feam for u two-
or three-hour session to:

1) Brainstorm Barriers: This should be short and well
facilituted within a “sufe” environment in which team
members cun voice their concerns or feurs without
repercussion. Remember to be specific; thut will help
in the hext portion of the meetiny. For exumple, do
not just say “buy-in,” but identify the groups most
likely to resist or strugyle with the chungye.

2) Prioritize Barriers: Here the teum will identify the
top five burriers, the ones most likely to uppear and
to have significant impuct on the proyress towurd
and the timeliness of your redesign.

3) Brainstorm Solutions: Focus primurily on potentiul
solutions to the five burriers. These brainstormed
ideus should determine your uction plun tausks. Euch
of the prioritized buarriers will correspond to tusks
that could yield solutions. Use the tuble below to
cupture your ideus.

STEP FIVE: Complete the Work Plan for Each Phase

Complete u work plun for euch phuse you identified.
Consider using the work plun template showh below.

All edituble templates referred to in this toolkit can
be downlouded from ATD Connect ut connect.
uchievingthedreum.ory.

CHALLENGES WITH BUY-IN

Put yourself in the shoes of your main stukeholder
groups und consider the work from their
perspective. Your guiding teum should have

at least one person from euch group, so dllow
them time to share their thouyhts first. Try hot to
chdllenge or uttempt to persuaude them before
fully hearing them.

Consider more prouctive ways to enguge people
beyond your teum in the planning phuse through
focus groups or un udvisory group comprising
these stakeholder groups. After drafting your
Action Plun, feam members could meet with these
groups to “pressure test” it and yet feedback to
embed in u revised plun.

PHASE ONE WORK PLAN

Name and brief description of phase

Related major goals

Measurable indicators of progress by year, term, or month:
L]
L]

Maijor Milestone/ Lead Staff Resources
Activity Key Steps Start Date End Date Member(s)
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IMPLEMENTATION CHALLENGES: Lessons from iPASS Grunt Institutions

Effective Communication to Promote Buy-In
and Adoption

When pursuing tfransformative change like student
support redesign, which will impact dll aspects

of the institution, effective communication can

make or breuk the effort. Institutions that, early on,
openly communicuted their vision und welcomed
stakeholders to share their ideus und conhcerns, were
most likely to guin adherents. Additionally, successful
institutions executed un open, regular communicution
strategy throughout their redesigh and infused
celebration of edrly wins to maintain momentum.

Communication Mechanisms to Change
Student Behavior

Emdil remains the dominant way fo reach students.
However, some iPASS institutions found that students
don’t check their academic emuail account

often enouyh fo see time-sensitive messauges.
Institutions that brought the student voice into their
communicution strateyy could employ credtive
Jpprouches to yetting word to students.

Policy and Process Redesign as the Key to
Change

Often, when institutions purchuase u hew fechnology,
their focus is on procurement und implementation.

It is best to couple implementution with a deep
exuminution of current policies und processes in
need of chunge. Thut fucilitutes adoption of the
tfechnholoygy und ensures success in its connecting to
planned improvements of the student experience.

Professional Development that Equips
Faculty and Staff to Succeed

Moving to un integrated student support upprouch
requires faculty (full -time und adjunct) und stuff

to fundamentully change the way they work on

u duily busis. Providing thoughtful professionul
development that equips them with the specific
skills (beyond technoloyy use) they heed to succeed
in their hew role is crucial for changes fo stick. In

addifion, well-desighed professionul development
cun help to spun silos und hurture u colleye culture
that is inquiry based, collubordtive, and transparent.
(Reud more ubout engyuging adjunct and full-time
faculty in student success innovation at http://
achievingthedreum.ory/resource/121/cutting-edye-
series-1-enyguyinyg-uadjunct-and-full-fime-fuculty-in-
student-success-innovation.)

Planning to Mitigate Human Resource
Obstacles

It is essentiul fo enguye your humun resource
depurtment in the redesigh work ds you beyin

to discuss the ways in which people’s roles will
chunyge und whut hew roles you will creute., It

cunh be worthwhile to craft job descriptions aund
performaunce evaludtions tied to the competencies
heeded for the positions, not to specific experience.
In addition, creuting u transition plan for key leaders
of the work will mitigute chullenges reluted to
leadership furnover.

Using Data to Track and Refine the Plan

Despite best intentions, it is common for teums
implementing u student support redesign to heylect
the collection, andalysis, and use of duta to track
adoption of new tfechnoloygy und processes und the
impuct on student experience. Be sure to evuluute
metrics throughout the semester so refinements

cun be in redl time, hot at the end of the term or
acudemic yeur.

Aligning Multiple Reforms to Tackle Fatigue

Pursuing multiple student success reforms at once
often leaves faculty and staff exhausted and
overwhelmed by the scule and puce of chunge.
Many iPASS institutions frequently communicuted
how their iPASS effort uligns with other student
success reforms, to show that it is not just “busy
work”. In addition, u well-structured redesign feam
and high-quulity professionul development cun
help dlleviate redl und perceived hew burdens.
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SIRATEGY

CRAFTING A COMMUNICATION

Given the importance of strony communicution to yenerute buy-in for

successful institutional fransformation, what follows is G resource for your feum to use

in thinking through the most effective ways to expldin your student support redesign

to various audiences. This chapter is infended us a complement o the Action

Plan in Chapter 5 to prompt you to consider ull variables us the teum develops u

communicution strateyy. It dlso offers a template. We encourage you to consider

how this strategy fits into your institution’s overdll student success communicutions.

Steps to Developing a Strong Communication Strategy

STEP ONE: Refine your change vision

The vision statement you drafted at the start of
your planninyg process should uct us your tfeum’s
North Star, guiding members us they strive duily
und individuully toward the sume gouls. It is ulso
centrul to your commuhnicution strateyy as it informs
the messayges targeted at various staukeholders.
Therefore, before crufting the strategy, the teum
would do well to refresh its understanding of the
vision. Teum members, individuadlly then us a group,
should reflect on the followihg questions und
conhsider possible edits to the vision.

e Does the vision still resonate with you? If hot, does the
teum believe u new vision is necessury?

e Does it cleurly define whut you ure trying to uchieve?

e [s it inclusive of ull stukeholders—that is, written so it is
cleur und relevunt to hon-teum members?

e |s it focused on your students?
e |s it umbitious?
e s it inspirationul?

e Whut ubout your chunge vision heeds to be
commuhicuted fto brouder stukeholders? How and
when should thut happen?

STEP TWO: Analyze stakeholders and barriers

Conduct un unulysis of your student support redesign
with a focus on stukeholders and barriers. Consider
the followiny:

¢ Which stukeholders heed to feel u sense of urgency
for the redesign to succeed?

e Whut buarriers or other issues muy keep that from
occurring?

e How cun you leveruyge key stukeholders to generate
excitement und buy-in?

e Whut role cun communicution play in overcominy
barriers?

STEP THREE: Define the purpose and goals of your
communications strategy

Identify the overarching purpose of your outreuch. Your
strateyy should focus on driving uttitudinal change as
it relutes to your inteygruted student support upprouch
and on its fitting with your institution’s other student
success efforts und gouls. Communicution is hot an
end in itself, but u Meuns o frunsformutive chunye.

Once you huve determined your purpose, set
specific und meusuruble communicution gouls
that align with those for the student success
redesign und with institutionul gouls. Limit the
number to three: more risks dilution.

W
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If you identify more than one goul, complete steps four 1o hine with u separate

templute for euch.

STEP FOUR: Identify your key audiences (internal
and external)

Profile specific auudiences (stukeholders) you are
targeting with your communicution efforts. These will be
the students und other groups most directly uffected
by your chunges (those who will be asked to dlter their
duily behavior or attitude/values). Other audiences are
people who huve some uuthority over the chunges
(such us senior leuders, the bourd of directors, the
colleye foundution) und who ure only indirectly
uffected by the changes (such us stuff and faculty).

Profile information could include: un audience’s
knowledye, uttitudes, und behuaviors us they relute to
student support redesign; obstucles to this audience’s
fully supporting or participuting in proyress toward your
gouls; and churucteristics such us values, concerns,
und motivautions.

Next craft two or three compelling messuyes that
speuk to each group.

Consider testing the messages with representatives
of these uudiences through focus groups,
interviews, or un ud hoc udvisory committee.

W\

Consider mapping your auudiences by their
influence on uchieviny your youls und their
proximity to the reforms (i.e., how much their day-
to-duy will be uffected by the changes). Putting
your uudiences intfo cuteyories bused on these
criteriu will help you to prioritize your efforts und
to gauye the right frequency and complexity of
communication for euch yroup.

‘W
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STEP FIVE: Develop key messages

What do your audiences need to know dubout the
integrated student support upprouch to yenerute
buy-in und/or who heeds to know your definitions,
rationdle, und tactics? For each audience, identify
what matters most fo them in their role, the bigyest
obstucles they fuce in uchieving their dims, how your
student support redesign cun yet them closer to their
ideul, und whut your purpose for communicuting with
them is (i.e., is it informutive only or to generute buy-in
to change behuaviors?) Whether they are concerned
ubout uccess to more tuilored und timely student
information, u more fulfilling role in supporting students,
or u reduced workloud, your communication plan
should be detuiled und informed by evidence ubout
their gouls und chullenges. Messuges should be
concise und engaying.

Muke sure your commuhnicution strateygy aunswers
the yuestions: Why? Why how? Why will we
succeed? Keep in mind that the “why” needs o
appedl to both the head and the heurt (logic
und emotions).

‘W

For some stukeholders (for example, udvisors,
counselors, tutors, students) there may be a
life cycle of communication, from problem-
setffing fo vision-sharing to informuation-sharing
to behaviordl-chunge inducement. Consider

‘W

this as you craft your messages and plan your
communicution fimeline.

As you develop your messuges, consider how

— to uddress different groups. What early wins
could you pursue to build urgency und buy-
in for your redesign with euch audience? For
exumple, could your president or unother senior
officer highlight the importance of the work in dll
upcominyg communicutions?
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STEP SIX: Identify the communication media

Determine the most effective way to reuch your target
audience(s), such us sociul mediu, website, emuiil,
newsletter, meeting, speech, posters, infrunet, video, or
prinfed mMaterials, We encourage you to identify multiple
mediu to ensure thut U) you ure reuching different
stukeholders favoring different chanye styles und b)
your core messuyes dre tuilored to the mediu chosen.

Note the communicution chunnels open to you,
= then map them to your audiences und messuyes.

STEP SEVEN: Identify evaluation metrics

Evaluating your communication strategy is essential
to the effective use of time und resources. On-goiny,
rather thun summative, evaluation enubles you to
muke mid-course corrections und uchieve muximum
impact. Estublish targets and milestones for euch
meusure.

Develop SMART evuluution metrics (specific,
meusuruble, uctionuble, relevunt, timely).

‘W

Conduct u pre-communication strategy
ussessment for each metric so you cun
uccurutely tfrack your success.

‘W

STEP EIGHT: Develop a work plan

A communicution work plan is u detuiled fimeline

of the uctivities you will undertuke us purt of your
communicution plan. Closely uligned with (or even
meryged with) your existing Action Plun (Chupter 5), it
should provide more detuil to identify:

e Resources, including purtnerships, stuff, students, and
money, needed to complete your communicution
activity.

e The leud person for ull thinys related to u specific
communicution uctivity/event/product, us well us
other key people involved.

o Activities that memorubly convey your messuye to
the infended uudience.

e Timeline for euch uctivity.

It is critical that your communications strategy dlign
with that for each of the other student success
initiatives how or sooh to be in pluce. Muny Achieviny
the Dreum colleges find that developing ohe
overarching commuhnicutions strategy maximizes
cooperdution umony initiatives, so that stukeholders
dre enthusiustic ubout purticiputing.

This is un ideul time to think ubout muking other
initiatives on campus your partners, who could
share funds, expertise, joint marketing, or other
resources.

A\

For importunt messuges, consider using multiple
and unconventionul media und activities. For
example, your students might communicate the
ways your project will benefit fuculty and advisors
through d short play.

‘W

Each communications activity should focus on
achieving your identified gouls.

‘W

Anticipute celebrating your successes.
Transformutive chungyes like this cun tuke yeurs to
reuch fruition; marking the smualler wins alony the
way helps maintuin momentum.

W

STEP NINE: Evaluate and adjust as necessary

At regular infervuals, determine the strenygths and
weuknesses of your plun, identify obstucles, und
muke improvements.

Explore how you cun leverage your
= commuhnicution successes to yenerute more
excitement ubout the work.
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Communications Strategy and Work Plan Templates

All edituble templates referred to in this toolkit can be downloaded from ATD Conhnect at conhect.
achievingthedreum.ory.

Communications Strategy Template

Limit your struteyy description 1o one puye thut cleurly demonstrates the links umony components. The document
will guide your decisions and shape explanations of your activities to feam members and others who are invested
in the success of the student support redesign. Below is u template thut could benefit strategy development.

Insert the vision for your integrated student support redesign here.

Insert the overarching purpose or objective of your internal or external communication efforts here.

Communication Gl Core Frequency of Evaluation

Goal Rce_;gzﬂgn U Message(s) e Communication Metric(s)

Key Activities/
Events/
Products

Communication Work Plan Template

There ure many tools for orgunizing the time, resources, und staff you heed to implement a communication plan,
This template is one that may prove useful.

(I Due CESHIEET Lead Resources | Evaluation ez

/ Event / Status Including Key | Audience | Medium/a . Communications
Date Person Needed Metric(s)

Product Messages Goal
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VOICE FROM THE FIELD

University of Texas at San Antonio: Inclusive Communication Planning Yields Success

University of Texus at Sun Antonio’s (UTSA) iPASS project sought to enhance student
success by empowering students, in collaboration with stuff and faculty, to build a
deyree plun using u hew technoloyy system with the goul of strengthening support
inferactions from orientution to ygraduation. Recoynizing that communicution with

dll stukeholders wus vitul to udoption, the core UTSA iPASS commitfee—comprising
representutives from the Provost’s Office, Acudemic Advising, Institutional Resedurch,

und Information Technologyy—crafted a communicution strateygy that responded to the
broud range of perspectives of their uudiences. The committee ulso ussembled du group
of students, fuculty, stuff, and institutional leaders to contribute o strateyy development.

audience—potentiul chumpions who could
communicate the importance of the work, tie
it in with the other student success programs
oh cumpus, und foster collaboration to meet
student heeds.

- [ P e The university’s leuders were the final target
*“,:.,l I E . ' | i :
o

Executing the Strategy

Two offices—Acudemic Advising und the Office of
Information Technholoygyy Customer Relations and
CommMmunicuations—teamed up to put the plan intfo
effect. They employed digitul marketing (videos,
website, digitul signage, emuils), print marketing
(T-shirts, pens, banners, flyers, elevator posters), und
e Students were the primury audience und the cumpus outreach (information sessions, fubling).
goul wus to foster inferest in and the desire to
use hew tools to speed their academic journey.
UTSA developed short, entertaining promotional
videos (uvdiluble to view at https://vimeopro.
com/utsuvideoproduction/utsu-degree-works)
ehcouruying students fo set up their degree plan
using the tool.

Target Audiences

e Faculty and student support stuff were essentidl
seconhdury audiences in the drive to secure
adoption of the new tool.
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The teum tried to be fransparent and inclusive
throughout the planning und implementation and
fo respond promptly to all questions. Especially
important to their success wus emphusizing how
the project would support other student success
initiatives and sharing success stories of other
institutions enguyged in similar projects.

now liors
will affect your
degree progress!

DEGREEWORKS

Measuring Communication Success

The UTSA tfeum evaluuted the success of the
communhnicution struteyy by leveruyging new und
existing mechunisms to get feedbuck from key
uudiences.

e Student feedbuack wus guthered through
regular focus groups und the Office of
Information Technoloyy’s (OIT) Student
Innovution Coulition—u monthly open forum
where students ure invited to learn aubout
products und services uvuiluble to them and
are freuted to luhch.

e Faculty feedbuck was gathered through
the existing yuarterly OIT Faculty Advisory
Committee meetings, where committee
members were dlso tusked with contributing to

the communicution endeuvor.

e Metrics related to user udoption of tfechnology
were ulso purt of the evuluation. For exumple,
in spring 2016 only 14 percent of students hud
deygree pluns locked in on the institution’s
technology platform. By early spring 2017, this
humber had risen to 80 percent.

Most Effective Communication Methods

UTSA hus u large population of commuter students
who uttend class online or on cumpus, but spend
limited time there.

e The most effective communicution was digital,
leveraging high-traffic student webpuges and
digitul bourds locuted on cumpus, combined
with targeted emuiils, particularly focused on
incominy students.

= —cnaane |

Stay on track
for on-time
graduation with

¢ Flyers were the leust effective meuns of
communhication method, usudlly uppedring on
crowded bulletin boards.

e The tfeum pluns to udd communicution options:
for instance, un ad for the deyree planning tool in
the “Orientation Plunner,” u brochure distributed
to dll incominy students.
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SIRATEGY

DEVELOPING A TRAINING &
PROFESSIONAL DEVELOPMENT

This chupter explores the credution of u struteyy for the technical fraining und holistic

professionul development necessary for the successful adoption of your infegrated student

support upprouch. Training refers to learning ussociuted with acyuiring specific khnowledye

or skills reguired for u specific job or tusk: For example, learning how to rdise und lower

flags in an early dlert system, or to use u deyree plunning tool. Professionul development

focuses on the continuous growth of skills, knowledye, und dbilities thut conftribute to

professiondul und personul growth: For example, udvisors coming to see themselves us

yuides of sfudents’ leurning experiences, or full-fime und udjunct fuculty und stuff leurning

new techniyues for supporting the whole student. Training is usudlly a short-term, eusily

Meusured uctivity—professionul development, continuous und cumulative.

Towurds the end of the chupter, we present templutes

to complement your brouder action plan (Chupter
5). We encouruye you to consider how your struteyy
cunh complement und infegrate with the institution’s
overull professionul development offerings,
purticulurly those reluted to student success efforts.
Ultimately, your use of this chupter will depend on the
overdll shupe of your project.

Steps to Developing a Strong Professional
Development and Training Plan

STEP ONE: Review adult learning principles
and determine the type of learning in which to
engage full-time and adjunct faculty or staff

Beyin by reviewing busic adult learning principles,
first identified in 1970 by Malcolm Knowles, who
noted that adults:

¢ Need to know why they need to leurn something;
e Need 1o leurn through experience;

e Approuch leurning us problem-solvinyg; und

e Leurn best when the topic is of immediute value.

His concepts huve been adupted in u wide ranye of
training und educutionul contexts, both professional

training development und instructionul design ut the
secondury und postsecondary levels.

! For information about Knowles” “Theory of
Andragogy,” review the online primer.?

! As Knowles would The Golden Circle

recommend, sturt

with *why” und gear WHAT
your sessions to supporting HOW
your transformation. In
his TED tulk “How Greut WHY

Leuders Inspire Action,”%

Simon Sinek discusses his

concept of the “golden

circle,” where “Why?” is at

the center of uny endeuvor’s success.

Consider whether you hope to enguye audiences in
training or professionul development opportunity.

Concentrate on the structurdl, process, und
attitudinal changes essentiul to un inteyrated
student support approach. To that end, full-

time and adjunct fuculty and staff may heed a
comprehensive strateyy for fraining und professional
development that provides more than one-time
tfrainings on tools or hew processes.

27 http://www.instructionaldesign.org/theories/andragoyy.html

28 https://www.ted.com/talks/simon_sinek_how_greut_leuders_
inspire_uction?lunguuye=en
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STEP TWO: Determine your professional
development and training audience(s) and
their needs

Who will feel the impuct of your redesign und in whut
ways? What hew techholoyies or processes will be
culled for? Whaut new skills or aupprouches will different
stukeholders heed? Depending on the specifics of your
redesign, the uudience may include the followiny:

e Senior udministrators, such us provosts, deuns, und
depurtment chuirs.

e Advisors, including both professionul udvisors und
depurtmental fuculty who udyvise students.

e Student support staff who work directly with students,

such us counselors, financiul uid und cureer services
personnel, librariuns, tutors, student life stuff,

e Full-time und udjunct instructors/faculty.
e Technoloyy und institutionul research stuff,

e Students.

Remember these four key points:

1. Euch yudience will huve different perspectives,
different expectutions, und different needs, und
would benefit from u customized truining strateyy
comprising mulfiple truinings, pluns, und fimelines.

2. Itis important to inform educh group, to un
uppropriute deyree, of the knowledye und
expectutions of other yroups. For exumple, udvisors
will need to understund how their role connects to
that of the fuculty—who in furn must understand
the roles of the various support service stuff, If
processes vary from one depdrtment to another,
the session should cover them.

3. Even employees in fechhical areus, such as IR and [T,
need to understaund the “"why” behind the redesign.
At muny iPASS grantee institutions, IT staff co-leud
on bridying the communicution gup between those
working with students on a ddily busis and those
ehsuring the technholoygy works efficiently for ull.

4, Professionul development idedlly inspires u
willingness umony full-time und udjunct fuculty to
become uctive partners in the difficult and often
uncomfortable chunyge process. Aim for programs that
will unify various groups. As employees leurn hew skills,
processes, und upprouches, they will ulso develop
stronyger bonds ucross your institution’s units or divisions.

For more informution ubout enguaying faculty in

student success, see the publication by Achieving

the Dreum und Public Agendu, “"Enguying Adjunct
und Full-time Fuculty in Student Success Innovution.??”

STEP THREE: Determine the goals and objectives
of the overall strategy

The key to u successful training strateyy is khnowiny
whuat the participunts need to understund und be
uble to do. For euch audience you identified in Step
Two, develop youls und objectives.

Goal: A broud stutement of the expected impuct of
the strategy overdll. What behaviors (these cun be
technical) und/or uttitudes do you hope to see? Why is
this important? What impact will these chunges have?

Learning Objectives: Specific stutements describing the
knowledye, skills, aund ubilities that participunts should
fpossess ufter various sessions. Eyuip euch objective

with u verb embodying a meusurable and observable
uction. Two or three objectives per session ure sufficient;
euch objective will encompuss multiple skills.

29 https://www.publicugendu.ory/mediu/enguying-adjunct-und-fulltime-fuculty-in-student-success-innovation
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STEP FOUR: Decide on frequency and
delivery mode

Frequency: Neither the technicul training nor the
professionul development component will be u one-
time offering. On the technical end, skills will often
need to be refreshed or updated us hew cupubilities
emerye; und u subset of users will heed more frequent
support. Anficiputing the whut und how of the ohygoiny
support will speed udoption of the tool und euse its
implementation. As for professional development,
provide multi-session, lonyg-term enyuygements that
enuble full-time und udjunct faculty und staff to effect
maustery of the hew processes und behaviors.

Delivery mode: Initiul in-person technicdl truinings
could be more effective in building confidence in
usiny the tool, but much of the onygoiny support could
be virtual. Could unswers o common yuestions und
remedies for common errors be uutomauted? If so, the
training session could cover that, Consider the most
dppropriute format for the session, including the:

e Lenyth of time heeded for sutisfuctory enguyement
with the content, short of overwhelming participunts.

o Most effective yroup size.

e Mix of presentution, group uctivities or discussion,
and individual reflection.

e Best messenyer of the content, bused on authority
exercised und respect communded, us well us on
skill aund knowledye.

For sessions focused on fruining to use tools,
consider whether your fechnoloygy vendor(s) have
a training program in place. If so, you may want
to usk the vendor representutive(s) to “truin the
trainer,” offering their program(s) to a few key
individuuls at your institution, who cun then train
others or leud the development of your training
program. (These ure often useful for truining but
insufficient for professional development.)

‘W

Have your technoloygy vendor(s) ulready developed
training materidls? If so, speuk to your vendor
representutive(s) ubout uccessing them, to
determine their suitability for your use. Customizing
these muteriuls should include inserting the workflows
for your institution, clearly describing the “why” or
rationale for the redesign, and summarizing how the
forogram will work for your institution as a whole.

W

Is fraining expertise avdilable at your institution?
Perhaps people in your human resources
depurtment, us well us fuculty skilled in instructional
design, could co-creute a program. Their
involvement will strengthen the training und model
colluboration across your institution’s units or divisions.

‘W

Which professionul ussociutions or other
oryguhizutions could lend u hand in this ureu? For
exumple, NACADA?® excels ut udvising-specific
trainings und professional development.

A\l

STEP FIVE: Design the session agenda

First, breuk Step Three objectives into specific skills,
knowledyge, und competencies to creute u loyicul
seyuence of uyendu topics for the session.

Bused on objectives, ugendu, und audience, identify
the individuul(s) who will most effectively deliver this
training to uttain your overdll goul.

Determine where und when the series of sessions will
tuke pluce, who will leud them, how invitations will be
issued, und whether uny pre-work or materiuls will go
to participunts in udvance.

Evaluation: This should consist of two puarts:
purticipunts’ feedbuck on the effectiveness of the
session in prepuring them to tuke on U hew role or use
u hew technoloygy, und in making a positive impact
on u chanye of process or behavior (or the udoption
of u hew technology). Decide whether, und how, to
collect buseline dutu to meusure these chunges.

Account for how und when the training will be
offered to those who muay not be present ut
the regulurly scheduled session: for instunce,
adjunct faculty.

W

Remember that most people will absorb
information—aund feel more comfortauble usiny

W

the knowledye und skills ufterwards—when
they enguge with it throughout the session in
meuninyful ways.,

Reinforcing the rationdle of the work is essentidl.
Asking open-ended yuestions thut beyin with
“why,” “how,” or “what,” rather than simply asking
"Do you understand?” will help participunts
drticulute your vision in wuys thut resonute with

W

30 https://www.nacudu.ksu.edu/
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them und encouruge buy-in from others. Likewise
*"What gquestions do you have?” is preferuble

to "Do you have uny yuestions?” This sets un
expectution thut everyone should be enguying
deeply enouyh to formulute yuestions—which
should be the horm in the ledrniny process.

Plan for and deliver “just-in-time” refresher traininy
— und/or communicution of where resources ure

avdilable to support eurly adoption. For example,

in communicutions usking faculty to, say, ruise

un dlert or complete a survey, offer links to short

fraining video on those tusks.

Idedlly truining strateyies include lonyer-term

— professionul development activities. Consider
how you might include leurning circles, cuse
studies, or weekly cuse discussions. The goul is
to enhance the training structure with practical
methods for internalizing behavioral chunge.

STEP SIX: Evaluate and adjust as necessary

It will be importunt for the guiding team to monitor the
success of the tfruining and professionul development
offerings. Thut will dllow improvements to the overall
training strategy or remedies for any knowledge or
skills gaps. Monitoring, frequent at the sturt of the
implementution und sculing processes, cun occur less
often ufterward. Institutions have found it hecessury
to revisit their fruining heeds und designh ut leust once
u yeur, This will also help the teum understund where
und when full-fime und udjunct fuculty aund stuff want
to yo deeper on specific topics.

Professional Development Strategy and Session Plan Templates
! All edituble templates referred to in this toolkit can be downloaded from ATD Conhnect at conhect.

achievingthedreum.ory.

Professional Development Strategy Template

Insert the vision for your integrated student support redesign here.

Related
Redesign
Goal(s)

Professional
Development/
Training Goal

Learning

Audience(s) Outcomes

Professional Development Session Plan Template

Audience

Training Topics

Pre-Work/Handouts

Learning Outcomes

Metrics to Ensure Outcomes Are Met

Session Structure

Essential
Topic(s) to
Cover

Delivery
Mode(s)

Delivery
Frequency
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VOICE FROM THE FIELD

Montgomery County Community College: Leveraging a Peer-to-Peer Training Model

Supporting students to develop u comprehensive
cureer, finuncidl, and educutiondl plan during their
first semester was the focus of Mohtgomery County
Community College’s (MCCC) second round of reform
through the iPASS grant. The college brought oh a
completely hew technology to help students explore
their career inferests und develop u career plun. That
produced the most significant demand for fraining.

Advisors were the first to be trained. At u professionul
development duy before use of the tool wus
required for students, two advisors led u fraininy
session with their peers. Criticdlly, the training
covered not only the nuts und bolts of using the tool,
but also the philosophy und research behind it, to
build buy-in und excitement. A few months later,
during the first semester of using the tool, u professor
who taught career development led unother
session, with a philosophicul upprouch to cureer
couhseling. Later fruining opportunities, scheduled
monthly, addressed hew udvising processes that
blended career und ucudemic udvising.

MCCC chose the peer-to-peer upproach
because it had proved successful in prior projects.
Such u significant chunge for advisors required
sessions effective in building hot only skill, but also
confidence in und support for the hew processes
und tool. As reinforcement, the executive director
of institutionul research regularly emphasized the
tool’s reliubility and validity.

Measuring Success

A positive indicator was that all students in the
colleye’s turyet group successfully completed
their career interest survey and developed a
cureer plun us u requirement ulony the pathway
to their second semester.

Feedbuck from advisors dlso indicuted success.
Mauny encouruged students outside the pilot group

to use the tool; und u core yroup of udvisors begun
to use it in their own coursework and us part of a
lunch und leurn series. Additionally, 87 percent

of first-semester students who completed their
MyCuareerPlan ussessment persisted to the spring
semester, compured to only 26 percent of students
who did hot complete it. Ahd over 1,000 returniny
students who were not reguired to complete it also
took udvantuge of the tool.

For muny counselors und advisors, cureer udvising
is ut the heuart of acaudemic advising. Thus, the
tool itself, with its ability to collect information from
vdarious sources, wus very well received.

Institutionalized Change

Stefunie Crouse, Assistant Professor/Academic
Advisor and iPASS core feam member, hotes

that “our iPASS work has become part of the
ohygoinyg dialogue at MCCC.” This manifests during
biweekly meetings us cross-functional discussions
ubout the ways that iPASS is chaunyging the student
experience. In monthly advising meetings,
chunyes in protocol und student engugement
are discussed. As the college heads foward

more intensive changes surrounding the use of
their learhing management system, advisors
participute in weekly check-ins where colleagues
share’ experiences.

Reflecting on the five years of their integrated
student supports upprouch, Crouse suys “our edrly
work in this space focused oh educdtion planhhing
und early dlerts, which laid the foundation for the
nhext level: career planhing through aavising. Prior
to this, advising was a fransactiondl experience,
focused oh semester-by-semester experiences. Our
dpprodch how empowers aadvisors und students

to see advising us credting d pathway for students
from start fo completion.”




TRACKING PERFORMANCE & IMPACT

Regular, thoughtful fracking of your performance/progress and indicators
of your impuct is essentiul to your inteyruted student support upprouch.

From the beyinning of the redesign effort, collect evidence und informaution

that dllows you to understund if changes are taking root (performance or proygress

fracking), us well us quuntitutive und yudlitutive duta reluted to meusuring the impuct

of your redesign on students, faculty, stuff, and the institution (evaluation). It helps your

teum introduce refinements to ensure you uchieve your Action Plun gouls (Chupter 5)

en route to your student success vision.

To choose umony uvuiluble metrics usk:

e How do we define und meusure successful
implementation and impuact?

e How should we collect the dutu?

e Who is responsible for collecting und disseminauting
the dutu?

e Who should have uccess to the dutu und how
should we provide uccess?

o Whaut process will we use to unulyze the dutu on un
ohyoiny busis?

Tracking Performance and Impact Metrics

While performunce fracking und evaluution of impact are both
criticul to success, they should ulso be developed us un ulighed
plun given the overlup in purpose. We encouruge institutions

to develop u plun that tfracks datu in the five essential buckets
identified in Figure 1. This comprehensive upprouch provides
ohyoiny feedbuck on how the implementution is proygressing
und offers u busis for taking immediate actions to improve your
redesign, us well us quuntifying your infended impuct eurly on.
This dutau cun dlso inform your communication plun, identifying

After putting your metrics in pluce, you will be duble to
unswer the followiny:

e How well is our implementution goinyg?

e How do we communicute our progress beyond the
yuidinyg teum?

e What impuact is our redesign work having on the
student experience and student outcomes?

e What proyress ure we making towards our student
success vision und gyouls?

This chupter provides worksheets, instructions, und
examples to help you plan and execute ongoing,
effective performance tracking and evualuation of
your student support redesign. The outcomes will be
invaluuble in refining und enhuncinyg your work.

Integrated Student

Support Redesign

Attitudin

short-term wins you cun celebrate und more broudly generuting Me

excitement ucross the institution.

Figure 1
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Evaludtion is built upon the three types of essentiul
chunge discussed in Chupter 1. structuradl, process, und
attitudinal, During the redesign rollout, institutions must
tfrack und monitor o see whether the institution is moving
holisticully foward achieving chunge ut dll three levels.

Given the importance of fechnology adoption, it is dlso
necessary to frack technology use medusures, precursors
to successful structurdl, process, und attitudinul chunge.
Institutions will likely identify these with technology
vendors, us they ure contingent on the project focus
und techhology that edch institution is deploying.

Findlly, your institution may need to employ some key
student success metrics that provide comprehensive
evuluation of the redesiyn’s impucts on student
outcomes. Pleuse note thut it will tuke time for impuct
to be reflected in student success metrics, so it is
criticul to fruck other cuteyories thut demonstrute
success more yuickly und provide u picture of whether
you ure on track to impuct student outcome dutu,

The definitions below should help identify the metrics you
will prioritize in tracking and analyzing in each category.
Exumples of metrics appeur later in the chupter.

Technoloyy Use Measures

Structural Change Meusures
have chunged.

Process Chunye Meusures

Show the extent of technology udoption umong key stakeholder groups.

Show the extent to which systems and businhess practices are changing or

Show the extent fo which chunges in individuul engaugement und

interpersonal inferactions with systems and business practices ure chunging

or huve chunyed.

Attitudinul Chanye Meusures

Show the extent to which core underlying uttitudes, values, und beliefs are

chunginy or huve chunged. The underlying attitudes, values, und beliefs
relate to the systems, business practices, und individuul engugement und
interpersonal inferactions.

Student Success Meusures

To provide the cleurest, fullest picture of your redesign
progress, it is importunt to employ both quuntitative
und yuulitutive evuluution und to disuyygreyute the
datu you collect to unulyze the impuct on various
student populautions und the causes of this impauct.

In uddition to ensuring you ure trucking metrics in euch
of the five categories, it is importunt to ensure you
tfrack both leading und lagging indicutors. Leading
indicutors truck uctions—such us the percentuye of
students reyistering for clusses in their ucademic und
cureer puthwuy or creuting ucudemic und finuncial
plans—that institutions have control over aund that cun
mauke a difference in achieving desired outcomes.
These ure specific levers that institutions cun pull in
dreus of uction reluted to technholoyy use, structural
chunye, process chunye, und uttitudinul chunye that
ure likely to leud to improved student success.

Show the student outcome results achieved.

Lagging indicutors measure important changes that
uccrue over time that demonstrute the institution

is making proyress. For example, these might
include fracking proyress in ruising the percentuye
of students completing gutekeeper courses und
total courses completed in their mujor or students
completing deyrees without having to eurn extru
credits beyond those required. It might ulso include
exploring reductions in students changing muajors
and similar behaviors ussociated with tauking longer
to eurn u deyree.

The Outputs to Results Continuum describes the
relutionship between leuding und luygying indicutors
us well us key evaluation terms thut will be useful in
the development of your meusurement selection
und dutu collection plun.
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Tools for Selecting and Collecting Your Data

Outputs to Results Continuum

(lugying indicators).

Definition: Leading Indicators

Leudiny indicutors are precursors or inputs to
your intended results or impuct und are typicully
meusured on u duily or weekly busis. Leudinyg
indicutors provide redl time formutive feedbuck
needed to inform immediute uctions thut ure
needed to produce improved end outcomes

Definition: Lagging
Indicators

In contrast, results or end outcomes
that meusure the final impuct

of the intervention (typicully
medusured ut the end of u
semester, u yeur, or severul yeurs)
dre cdlled lagyging indicutors.

Initial Outcomes:
Changes in

Outputs >

Ouftputs are numbers or
umounts of thinys done.
For example, uctivities,
events, messuyes sent,
students udvised, etfc.

Outputs provide the
answer to the yuestion:
“How much did we do?”

Qutputs leud to initidl
outcomes.

Y

Intermediate
Outcomes:

Y

Results

Attitudes,
Knowledge,
and Skills

Changes
in Critical
Behaviors

Changes in uttitudes,
knowledge, und skills ure
initiul outcomes. They dure
dlso LEADING indicutors.

Attitudes, knowledyge,
and skills help provide

the answer the yuestion:
“How well did we do it?”

Changyes in attitudes,
knowledye, and skills
leud to intermediute

ouftcomes.

FREQUENTLY USED TERMS

Changes in criticadl
behaviors aure intermediute
outcomes. They ure dlso
LEADING indicutors.

Crificul behaviors ulso
help provide the unswer
to the question: “How
well did we do it?”

Chunyes in criticul
behaviors leud to results.

Results ure the end outcomes
and which are typicually
expressed us student success
meusures. They ure ulso
LAGGING indicutors.

Results provide the unswer
to the question: “Is anyone
better off?”

Formative Measurement — The use of leading
indicutors (both yuulitative and quauntitative data)
for feedbuck on proyress in implementation of un
intervention for the purpose of identifying actions
that cun be tuken to improve the intervention

and likely results. Formative medsurement may
not be just leadiny indicutors—cun also be thinys
like focus groups. The key is that it is used to muke
redl time adjustment. The indicators may not

even be ubout outcomes—they could be about
dpprouches thut are muking people mud or
confronting unexpected chullenyes.

Summative Measurement — The use of lagging
indicators or end results (quuntitative and
sometimes yuulitutive informution) to determine if
the impuct or benefits justify the continuation und/
or sculing of the infervention.
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! All edituble templutes referred to in this foolkit cun questions: How much did we do? How well did we
be downlouded from ATD Connect ut connect. do it? Is unyone better off?

uchievingthedreum.ory.
Y Y 2. Tool #2 is the Data Collection Plan, which identifies

To effectively develop u performunce tracking plan, the sources of the heeded dutu, how they will be
we provide two tools that should be used in tandem. anulyzed, responsibilities, due dutes, und targets.

1. Tool #1 is the Measurement Selection Worksheet, Below you will find both tools with instructions on how
which will help your team think through the to use them und exuamples of how to complete the
Mmedusurements necessury fo answer these worksheet.

Tool #1: Measurement Selection Worksheet with Example

CAREER PLANNING

Kev Questions How much have we How well did we do it? Is anvone better off?
Y done? (Leading Indicators) ¥ :

Changes in attitude,

Categories Outputs: Number or knowledge, or skill Changes in behavior Results: Student
amount of things done " i (Intermediury Outcomes) success measures
(Initial Outcomes)
#und % of hew Students aure more Increuse in number of new More students
students provided knowledyeuble ubout students with a cureer/ concentrute in a
cureer services (i.e., cureer options und mujor acudemic plun prior to class mujor field of study
cureer uwdreness, fields of study best suited reyistration in their 2nd, 3rd, 4th
aptitude ussessment, for them (types of jobs terms
und counseling) within career fields, hature
of job responsibilities, likely
edrnings upon gyraduution)
Advisors ure more Increuse in humiber of Decreuse in humber
knowledygeuble about advisors administering career  of students chunging
labor market conditions assessments aund using labor mujors throughout
ussociuted with specific market data to guide students  their academic
careers/muijor fields of study to a mdajor field of study experience

Decreuse in excess
credits ut point of
graduation

Step One In such cuses, the leuding indicutors help provide d
basis for making judgments on the contribution of
euch focus ureu to the chunges in student success.

List the redesign focus ureu at the top of the worksheet
und then brainstorm ways to medsure how much
your college hus uccomplished to dute. You should

prepure u Meusurement Selection Worksheet for euch Step Two

focus area of your work. For example, if your redesign Beyin completing the worksheet by identifying
incorporates both eurly ulert and degree planning the ultimate result you dre striving for (your student
emphuses, you would have u worksheet for euch, with success meusures) in column four, ulso known us
the focus stated ut the top of each worksheet. the luygyging indicutors. Refer to example medusures

o o ) provided ut the end of this chapter.
Quuntitutive meusures und quulitutive information

would be provided for trucking the proyress of ull of
your focus areus. Some of the result metrics—student
success meusures—Mmuy be the sume for euch areu.

Step Three

In the second column und third column, brainstorm
infended leuding indicutors. Refer to exumples of
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meusures provided ut the end of this chupter. These
could be technoloygy uptake, uttitudinal chanyge,
structural change, process change meadsurements, or
yuulitutive dutu extracted from surveys or focus groups.
Focus on leudiny performaunce meusures for your
college to frack proyress fowards your intended results
(column four) in redl fime.

Be sure to identify meusures that the tfeaum considers to
be the most criticul und feusible.

e The most importunt leuding indicutors ure those
that, during the redesiygn rollout, will provide the
best feedbuck on how well the rollout is goiny und
inform the need for uction to improve performunce,
and therefore contribute to und guide your
refinement efforts.

e Feusibility is u function of the teum’s ubility to
reusonubly obtuin dutu on the leuding indicutor. This
means that, if some hew duta collection procedures
dre hecessury, they dre not unduly burdensome
compured with their value to inform decisions on
how well thinys ure proygressing und the heed for
improvement. It ulso meauns that the full list of leudiny
indicutors is not unduly burdensome to collect und
unulyze when considered in totul.

Step Four

In the first column, list the outputs for the focus areu
baused on your uction plun. These are the uctivities or
products that have been completed und should be
loygicully reluted to the outcomes (columns two und
three) and results (column foun).

Tool #2: Data Collection Worksheet with Example

CAREER PLANNING

Measures
(Initial and
Intermediary
Outcomes from
Measurement
Selection Worksheet

Data Collection
Sources & Procedures

Person(s)
Responsible for
Collection &
Analysis

Analysis

Methods Due Dates

Students ure more 85% of hew Brief yuestionnaire Quuntitative IR Office collects, Every term,

knowledgeuble aubout students are more administered to hew  analysis guiding tfeum results due by

cureer options und knowledyeuble students prior to the anulyses week 4

mujor fields of study about cureer options  start of the tferm

best suited for them und mujor fields of

(types of jobs within study best suited for

cureer fields, hature them

of job responsibilities,

likely eurnings upon

graduution)

Adyvisors ure more 100% of udvisors Participution rates Descriptive Advising supervisor  Ehd of full

knowledyeuble dare knowledgeuble of udvisors in LMI data analysis collects, guidiny 2017 term,

ubout lubor market ubout labor market fraining feam analyses monitor ut the

conditions ussociuted  conditions ussociuted beginning,

with specific careers/ with specific mujor middle, und

major fields of study fields of study end of each
term

Increuse in humber 100% of new students Date career/ Descriptive Advising supervisor  Spring 2018,

of hew students with have u career / acudemic plan is data analysis and IR Office monitor

g cdreer / ucudemic academic plan prior  created compared to collect, guiding weekly each

plun prior to cluss to cluss reyistration dute of reyistration by teum unulyses term

registration students

Increuse in number of 100% of udvisors Brief survey or flush Compurdtive Advising supervisor  Fall 2017,

adyvisors administering administer career focus group of analysis and IR Office monitor

cureer ussessments und  ussessments und use  advisors to ussess (fo former collect, yuidiny weekly each

using lubor market data  |ubor market dutato  khowledye und use knowledye tfeum analyses term

to guide students to u guide students to a of LMI and behaviors

muajor field of study major field of study of faculty)
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Step One

List all identified meusures from Tool #1 Meusurement
Selection Worksheet in the first column.

Step Two

Identify the data collection plan (i.e., duta sources,
dutu collection methods, timelines, etc.) for each of
the medusures.

Step Three

Be sure to guther buseline datu to determine how
well you ure doiny. Muke sure you ure involving your
institutionul reseurch and/or information technoloygy
office(s) und, if you ure in the Achieving the Dreum
Network, your Achieving the Dreum Dutu Teum,

Step Four

Use buseline dutu to set performunce turgets.
Monitor progress toward performunce turgets. Use
performaunce outcomes to inform improvements.

Disugyreyution of dutu is criticul for student
success metrics in order to unswer guestions such
us "Did we do well for dll students or only some?”
und “"Who did we help most and who heeds
more support?” Typicdal variables to disagygregute
include race/ethnic group, gender, uyge, part-
time/full-time status, und Pell stutus.

"\

Your evaluation should include both quantitative
_ unhd yudlitutive meusurements. Multiple sources,

including surveys, focus groups, interviews,

und student records ure essentiul tools to help

you identify why your redesign effort is or is hot

working und how you cun refine it fo increase

W

W

successful implementation und adoption.
Quullitative duta is particularly valuable to inform
the refinement. Collecting yudlitative duta does
not have to occur in onhe lurge effort. Periodic
releuse of short two- or three- question surveys
cun ulso provide fruitful information on which to
act, Remember to survey dll of the stakeholders
participuting in or uffected by your redesign
effort to yet u holistic view.

For those leudiny indicutors you track, consider
in udvunce the types of corrective uction that
could be tuken to improve performaunce. By
thinking through these options, how they would
work, und the training reyuired in udvunce

of their use, it would be possible to test them

if leading indicutor feedback sugyests this is
necessary. This will help you expedite testing of
improvement ideus during the rollout.

Monitor performunce during the rollout und

tuke improvement uctions us uppropriute. In
particular, the impuct evaluution component of
your muster Tracking Progress und Impuact Plan will
be an infegral purt of the refinement and sculiny
discussions. The evuluution meusures und leudiny
indicutors you track cun inform your reflection on
the corrective uctions that are heeded to reuch
your gouls.

Reud more ubout evuluuting student success
efforts, particularly using u logic model, through the
Evaluating Student Success Inferventions: Principles
unhd Practices of Student Success document.®!

31 http://www.uchievingthedreum.oryg/resource/177/evaluating-student-success-interventions-principles-and-pructices-of-student-success
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Example Measures by Category

The followiny section presents meusurements for your feam to consider tracking. The

list is certdinly not exhaustive und you likely have ideus for other medusures that will

better suit your needs. The list is designed to yive you u starting point und stimulate

discussion ubout possible meusures to track. Keep in mind that you should include in

your plan only the most critical metrics to track to keep the workload manageuble

und the unulysis focused on your proygress und infended impJct,

Technology Use Measures

e Number of warning flays raised for:
e Finunciul uid und ucudemic probutions.
* Absences.
¢ Fdiled or missing homework.

* Poor performunce.

e Number of positive flugs (kudos) raised for:
* Strony performaunce or improvements,
* Students muking up Missing work.

e Students receiviny tutoring.

e Percentuye of students receiving:
¢ One to three warning fluys.
e Four or more wurhinyg fluys.

* Kudos.
e Percentuye of ruised fluys closed.

e Percentuye of full-time fuculty und udjunct fuculty
using eurly ulert system to:
¢ Ruise wurhing flays.
* Give students kudos.

e Percentuye of full-time faculty and adjunct faculty
who record uttendunce.

e Percentuge of full-time faculty and adjunct faculty
who record mid-term ygrades.

e Totul fluys ruised for x number of students.

e Totul number of uppointments being mMude by
students and udvisors.

e Percentuye of students using deyree plunniny tools
by purpose (deyree plunniny, deyree uuditing,
reyistration, etc.).

e Totul number of hotes thaut stuff record in the system.

e Percentuyge of udvisors (staff and faculty) and
student support stuff using deyree planninyg tool in
the desired munner,

e Totul number of deyree pluns built by students and/
or udvisors.

Structural Change Measures

Leadinyg indicutors of structural change show the
extent to which there has been chunge in systems und
business practices. Note thut some of the examples
dre complex und muy heed to be trucked over u
much longer tfime than others, such as creation of
metu-mujors or puthways.

e Extent to which udvising und student support
systems und pructices have moved from u focus
onh enrollment und regyistration to u focus on
sustuined, struteyic, infeyruted und prouctive und
personadlized advising und student support. For
exumple, consider tracking the number of chunyes
to policy, stuffing structures/roles, professional
development, etc.

e Number and type of policies und procedures
chunged from optionul to required (e.y.,
educutionul plun reyuired of dll students in first
semester, mundutory udvising, mundutory student
success course, mundutory orientation).
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e Extent to which the student infuke process collects
informution from students, including hon-coyhnitive
factors, which can be used o identify ut-risk students.

e Extent to which tools ure used to ussess students’
non-coynhnitive skills us part of risk ussessment.

e Extent to which resources und truining have been
developed to help full-fime faculty und adjunct
faculty und staff fransition to the new practices.
Consider tracking the humber of fruinings/tools that
are offered/generated and the uttendunce at or
use of euch.

e Extent to which ucudemic plunning softwure
supfports ucudemic puthways (guided pauthways).

e Protocols estublished for closing ulerts und included
in fraining for faculty and stuff,

e Number of student support und udvising policies
und pructices redesighed.

e Redesighed student infake process, such us chanyes
to related policies, processes, stuffing, etc.

e Redesiyned student orientution, including un
infroduction of these tools und instruction on their
use.

e Creution of metu-mujors/educutional und career
puthways,

e Percentuye of deyree programs that could be
completed by u full-time student on time bused on
schedule.

e Associute’s Deyrees: Percentuye of deyree
programs comprising 60 credifs.

e Bachelor’s Deyrees: Percentuge of deyree programs
comprising 120 credits.

e Number und percentuge of stackuble certificate
foroyrams creauted or redesighed.

e Reoryunization of institutional units and leadership.

e Credtion of new positions und or titles in support of
this work.

e Number of high-impuct pructices® beiny offered
throughout the curriculum to help increuse student
ehyuyement,

Process Change Measures

Leudiny indicutors of process chunyge show the
extent to which there has been change in individudl
engugement und inferpersonal inferactions with
systems und business practices. Note that some of the
examples ure complex und muy heed to be tracked
over u much longer time than others, such us shifts in
adyvisor functioning.

e Extent to which adyvisors shift from functioning us
reyistration clerks to upprouching udvising us teuching.

e Extent to which udvisors huve uccess to und use
student’s risk ussessment.

e Extent to which advisors have access to und use
periodic ussessments of student’s risk levels und
udvise student uccordingly.

e Number und percentaye of high-risk,
intermediute-risk, und low-risk students (us defined
by the institution) thut receive prouctive udvising
and inferventions.

e Number und percentuye of students purticiputing
in group udvisiny, if offered.

e Number und percentuge of full-fime faculty and
udjunct fuculty using eurly ulert system.

e Number und percentuye of course sections where
edurly dlert is used.

e Number und percentuge of new cohort students
usiny deygree plunning tool.

e Student utilizution rates of resources und services.

e Averuge time of udvising session for high-risk
students, mid-risk students, und low-risk students.

e Extent to which student learning outcomes for
advising sessions ure uchieved with high-risk
students, mid-risk students, und low-risk students.

e Number und percentuyge of full-fime faculty and
udjunct fuculty who record uttendunce uccessible
by early dlert system.

e Number and percentuge of full-fime faculty and
udjunct fuculty who record grudes throughout the
term thut ure uccessible by un eurly dlert system.

32 Leurn more ubout high-impuct practices ut https://www.uucu.org/leup/hips und http://www.ccsse.ory/docs/Mautter_of_Deyrees_3.pdf
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e Extent to which fuculty und stuff follow protocol for
closing ulerts.

e Number und percentage of students who follow
through on dlerts (go to tutoriny, see advisor, etc.).

e Number und percentuye of situutions where
students do not follow through on eaurly dlerts which
dre responded to throuygh colluborutive cross-
functional follow-up by fuculty und stuff.

e Level of cross-functionul use of udvisiny, tutoring,
and instructor notes/reports regaurding students
(creution of notes und reports und review of hotes
und reports).

e Number und percentage of students with academic
pluns by program/mujor.

e Number und percentayge of deviutions from
aucudemic pluns hot upproved by advisor.

e Number und percentage of advisors who monitor
their students’ progress und reuch out to the student
if concerns urise (finunciul, ucudemic, etc.)

e Number und percentage of students who review
acudemic audit information prior to reyistering or
review degree plunning tool to assess the impact of

chunginy mdjor or progrum on cost, time, und career.

Attitudinal Change Measures

Leuding indicutors of uttitudinal change show the extent
to which core underlying uttitudes, values, und beliefs
have moved from horms of efficiency aund hon-infegrated
support to horms of broud ownership of sustuined,
strateyic, infegrated, prouctive, und personalized
udvising und student support. The underlying attitudes,
values und beliefs are in regard o the systems, business
practices, und individual engugement und inferpersonal
interactions with systems and business practices.

e Chunge in responses on survey items reluted to
advising (Noel Levitz, SENSE, NSSE).

e Chunge in perceptions of advising redesigh usefulness.

e |nstitutional support for udvising redesign, purticularly
umony key stukeholders.

o Sutisfuction surveys of users (students, fuculty, stuff)—
be sure to include yuestions that uncover the wauys
in which users experience the institution und their
work differently us d result of the advising redesign.
Consider a short survey of two or three gyuestions that
could be usked periodicully to track sutisfuction, with
different versions of the survey for fuculty, for stuff,
und for students. Keep in mind that satisfaction may
decreuse ut first if there ure refinements heeded.

Use of focus yroups to truck sutisfaction und
chanying attitudes, values, und beliefs.

Extent o which full-fime and adjunct faculty and staff
believe the resources und truining huve been effective.

Extent to which tools ure used to ussess essentidl
colleye und cureer skills us purt of risk ussessment.

Extent to which full-time and adjunct faculty and
stuff understund und ure committed o the college’s
vision for the student experience bused on the
integrated udvising und student support strateyy.
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Student Success Measures

The student success metrics identified below cupture experience (Connection/Entry, Progression) are likely to
leadiny indicutors und student outcomes ucross the be your leudiny indicutors, while those identified later
trajectory of the student experience. Note thut those in the student experience are likely to be your lagging
identified duriny the eurlier phuses of the student indicutors und ultimute outcome metrics.

e |nitial enrollment
e FAFSA completion
o Completion of New Student Orientution

e Survey of Enfering Student Engugement/ Beyinning College Survey of Student
Connection / Entry Engugement (SENSE/BCSSE)

e Number und percentuge of students completing diagnostic

o Number und percentuye of students entering mujor or metu mujor
e Number und percentuye of students with academic/cureer plun
e Number and percentuyge of students with financidal plan
Progression e First-term credits successfully passed und GPA

e Affainment of credit milestones

o Fall to spriny persistence

e Full to full persistence

e Course success rutes

e Course withdrawul rates

e Credit completion ratio

e Developmentul educution course completion

e Gutewuy course completion

e Changes in survey results from Community College Survey of Student Engagement
(CCSSE); Student Sutisfaction Inventory (SSI); National Survey of Student
Engagement (NSSE)

Completion o Certificute und deyree completion rates

e Graduute sutisfaction rates

e Average length of time to credentidl

o Averuye credits to credentidl

e Cost of excess credits to credentidl
Transition/ Transfer o Trunsfer rate with award

e Trunsfer rute without uward

e Rutio of credits eurned to credits frunsferred
Transition to Workforce e Employment rates

e Mediun first-yedr earnings

e Employer sutisfaction rates
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REFINEMENT

Engaging in fransformative institutiondal change reqguires u strateyic approuch in
which the institution builds in u process for: O) leurning from the successes und

chdllenges ut euch stuge of implementation, b) redligning the implementation

with the origindl vision of tfransformation, and ¢) brainstorming the godls and next steps for

ohyoiny success. As soon us the initial planning work is finished, institutions—to regularly

ussess und improve the reform—must furn to a cadence of refinement that builds on the

sume teums, duty, structures, und procedures (Communicaution, facilitation, training, honest

feedbuck, etfc.) estublished in previous chupters of this toolkit.

Refinement is ubout building on the plunning and

implementation work (us detuiled in previous chupters),

setting up u routine for reflection, und identifying
methods for improvements. Refinement is ulso u lony-

term und continuous process. As your contextual redlity

chunges—for example, through chunging student
needs or public/institutional policy reforms—and hew
fromisiny pructices ure found, you should contfinue to
refine your inteygrated student support approuch.

Guidelines for a Strong Refinement Discussion

Who

Refinement conversutions should occur with your
guiding team (Chapter 2) und key end-users and IR

(if not dlreudy represented on the yuiding teum). It is
importunt to include end-users to ensure thut there is u
cleur understundinyg ubout how different stakeholder
groups may be responding to your redesign.

When

We strongly recommend that institutions beyin to assess
the need for refinement eurly, even during the first
semester of the initial luunch of your student support
redesign. In addition to providing the opportunity to
make redl-time course corrections, beyinning the
refinement process this early will prepare you to beyin
thinking ubout sustainability more quickly. Although you
will still be collecting performance tracking datd, as soon
us you have guthered u couple of months of duta on

the impact and udoption of the rollout we encouraye
you to schedule d refinement discussion. Analyzing early
duta may sugyest minor refinements to be implemented
immediutely or more significant chanyes for the following
semester. RemeMmber, refinement is a confinuous process
in which there is a cadence of ussessment that should
sturt during the first semester und then be institutionulized.

What

In uddition to pulling together the tfeum und using the
discussion yuestions below, there ure severdl plunning
documents you will want to refer to us you ussess
progress und refine, purticulurly your origindl vision
unhd gouls. We encourage you to have d progress
report of initial evaluution medusures, ulony with the
action plun, communicution plun, und fraining plun
thut your feum hus been using.

How

The most effective discussions will occur when the

ygroup is open und honest. In a cross-functional, cross-
hierarchical group, there are some steps you may

need 1o tuke to ensure that u sufe spuce is creuted for
this diglogue. As discussed in Chapter 4, we strongly
encouruye you to include un outside fucilitutor
(someone who is hot intimautely involved with the redesign
work) and utilize the facilitator tips in Appendix A.

We encouruge you to consider discussing euch
of the steps below und compile hotes during the
discussion. Notes ubout chullenges, ureus that
reyuire uttention, or burriers to urgency should
then be used to identify key next steps for your
action plun in your hext phuse of the work.

‘W
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STEP ONE: Review initial performance tracking
data (Chapter 8) and possible barriers

e Whut does the dutu show ubout use und udoption
of the new technology? What does the dutu show
ubout your proygress foward transformative chunye
(structurul, process, und uttitudinul)?

e Are you on track in your implementation und adoption?

e Bruinstorm potentidl barriers thut different
staukeholder groups may be faciny; hold
conversutions with representatives of those groups.
Then consider whut might be the root causes of
the burriers. Whut needs to be done to overcome
these barriers?

STEP TWO: Review your Action Plan vision
statement and timeline (Chapter 5)

e Does this vision stutement still resonute with your
aspirations for the redesign?

e Are you making progress towurd this vision und
foward transformative institutional change? What
datu support your answer?

o Whut dre key ureus thut require more uttention to
ensure they are implemented successfully?

e What milestones have been reuched und what
udditionul milestones heed to be developed to scule
the success thus fur?

e What successes have you experienced thus far?
Huave you celebrated those short-term wins? What
steps heed to be tuken to build on these successes?

STEP THREE: Check for technology updates and
new features

Most institutions recoynize thut u phused upprouch
in rolling out their fechnoloyy solutions is u best
practice. All too often, though, they stop ufter the
first phuse rather than continuing to leverage what
they huve invested in. Muke sure you tuke the time
to look at hew feutures you dre not yet using that
may support your efforts, us well us enhancements
delivered by your tfechholoyy vendor.

e Enguge end users und find out what they are and
are hot using and why. What else might they like to
be dble to do with the platform? It may be possible
that the fedature is avdiluble.

e Schedule u follow-up call with your technology
vendor for un updute on the solution. Share your
findings with them: What works, what doesn’t, what
you wish the fechnholoygy did for you?

e Review updutes/enhuncements made to the
system. You muy be surprised to discover thut
some of the issues identified by your users have
dlreaudy been solved, und that adopting these
new solutions cun be un eusy “win” to continue to
boost udoption.

¢ If heeded, enyuye with your vendor in your hext
phuse of implementing hew workflows. Remember
to leveraye their fraining muateridls and best
practices.
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STEP FOUR: Determine any steps needed for
sustainability

Bused oh whut’s working well or what may heed to be
shored up through institutionalization, determine what
Mmechunisms you heed to sustuin and move fowurd
institutionulization of the work. Consider whether you
might heed uny of the followiny:

e Policy chunges

e Cross-truining other stuff

e Budyet ullocution

e Restructuring

e Adjustments to job descriptions or performunce reviews
o Additionul funding

e Additional professionul development

e New protocols or procedures

For more resources on sustuinubility und sculing,
check out these resources:

Cuatulyst Fund Evaluation: Cuse-Informed
Lessons for Sculing Innovation at Communhity
anhd Technical Colleges by DVP Praxis and Egudl
Meusure: http://www.achievingthedreum.ory/
resource/14804/cutulyst-fund-evuluution-cuse-
informed-lessons-for-scaling-innovation-at-
community-aund-technicul-colleyes

More to Most: Sculing Up Effective Communhity
College Practices by MDC, Inc.. http://www.
uchievingthedreum.org/resource/1905/more-to-
most-sculing-up-effective-community-colleye-
practices

Cutting Edge Series #2: Sculing Community
College Interventions by Achieving the Dream und
Public Agendu: http://www.uchievingthedreum.
org/resource/227/cutting-edye-series-2-sculiny-
community-colleye-interventions

TAACCCT Sustainability Toolkit: https://taaccct.
workforceyps.ory/resources/2016/07/25/13/22/
Resource_TAACCCTSustuinubilityToolkit

Scdling Innovation in Communhity Colleges: A Guide
to Action: http://www.jff.org/publications/sculing-
innovation-community-colleges-guide-uction

STEP FIVE: Identify next steps, refine, and repeat

After reviewinyg the notes from the discussions of Steps
One through Four, revisit the following documents und
identify the next steps und refinements heeded:

e Action Plun

* Do you heed to muke any revisions to the vision
statement?

¢ Enhunce und build out the timeline.

* Whut considerations do you heed to tuke into
account fo ensure you ure infegrating this work
with other student success initiatives?

o CommMmunicution Plun aund Training Plan

¢ Build on what worked from the first phuse of the
rollout. What audjustments need to be mude to
the communicution plan to address barriers and
muintuin urgency? How dre you plunhing to
improve und sustain your training efforts?

e Trucking Proygress und Impuct

* Do the meusures you ure using cupture the datu
you heed to track the rollout und adoption of your
redesigh in u timely manner?

* Do the meusures you ure using truck leuding und
lagying indicators of the impuct of your redesign?

e Do you heed to muke uny udjustments bused on
the refinement und sculinyg discussion? Do dutu
reveul u need to slow downh, speed up, shift yeurs,
or modify certuin components?

* Whut dutu should be shared with stukeholders
to maintdin urgency und momentum needed to
scule your redesign?

e Next Touchpoint for Refinement

e |[dedlly there is u regular cadence to wheh you
will have refinement meetings. If not, be sure to
estublish whut the timeline und tfouchpoints will
be for subsequent refinement discussions. What
structures or procedures could you put in pluce to
institutionulize the refinement process?
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1. Beyin by setting the tone of the meeting to creute u
sufe spuce for dll to shure their viewpoint.

2. Record individuul responses on flip charts, or usk u
“recorder” to ussist with this as well us hote-tuking.
Some people are more visudlly oriented and heed
to see critical information as it is beiny discussed.

3. Balunce purticipution so most, if not dll, purticipunts
have un opportunity to speuk. This is particularly
importunt given that this teaum is cross-hierarchicul.
If someone is dominating the conversation,
encouruyge thut person to ygive others un
opportunity to purticipute. Ask to heur from people
who have hot yet spoken.

4. Remind purticipunts of yuidelines us heeded. Do
not ullow put downs or interruptions. This is u criticul
uspect of the fucilitutor’s role, und cun be one of
the most challenging. If well munaged, confrasting
views cun be highly valudble. It cun be a helpful
wuay to identify the areus thut heed yreuter uttention
prior to project implementation and/or identify areus
around which there may be differing messuges or
experiences dejpendiny on one’s functionul und
hierarchical locution at the institution. If conflict
arises, encourage tfeam members to discuss the ways
in which their experiences muy huve influenced their
perspective on thut component. Muke note of these
differences us they may indicute necessury steps in
developiny your Action Plun.

TIPS FOR FACILITATORS

) Help build consensus by restuting common
ground, us you heur it, und by mukiny
connections between different perspectives.

b) Check for consensus when you think the group has
had un opportunity to discuss concerns und reuch
some ugreement. Repeut agreements us you hear
them to help the group und to make sure the note-
tuker hus the lunguuyge to which the group uyrees.

. Chudllenye ussumptions und premuture conclusions,

helpinyg the yroup yuin u better understundinyg of
deeper or underlying issues.

. Use your listening skills. Summarize und restate in u

neutral Munner us heeded, or usk someone fo restute
what he or she heurd. Ask questions to clarify what
someone is suying if the group is uncleur. Listen for the
gem of wisdom or importunt nugyet in euch comment,

. Keep the group focused on the topic und move the

meeting forward. Consider using a “parking lot” for
issues that come up that are not directly relauted to
the current discussion. Muke d plan for addressing

euch tubled issue before closiny, if possible.

. Remind the team that any negdative findings

or intferactions do not meun that the institution
cunnot or should hot move forward with its work,
but help identify potentidl issues that may need
to be uddressed us the institution engages in
transformutive reform.
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TECHNOLOGY

Appendix

CHECKLST FOR EARLY ALERT

mmmmmmm 0SlOW is u compilution of questions und items for institutions fo consider us

they select, set up, und roll out un eurly dlert (EA) technoloyy.

What is known about the history of the vendor
and its performance track record and success
in implementing?

e How lony hus the vendor been in business?

e How muny uctive clients does the vendor currently
serve? Given the client list, how muny clients are: hewly

sighed, in the designh phuse, or in eurly implementation,

or ure estublished users who ure employing ull product
features? Consider reaching out to client instfitutions

to hedr ubout their experiences. If one of the client
institutions is in Achieving the Dreum (see un up-to-
dute list ut www.uchievingthedreum.ory/our-network/
colleges), contuct Mei-Yen Ireland at mirelund@
achievingthedream.org to request u connection.

Integration and Access

e How will the EA software inferfuce with the
existing student information system (SIS), leurning
munagement systems (LMS), und other systems that
support students on campus?

Will you be sendiny information from the SIS, LMS, or
other systems, to the EA system?

Does the EA system integrate with the SIS and LMS
out of the box, or do inteygrution scripts need to be
written? If scripts heed to be written, what is the
estimuted loud on IT?

e Can you munudlly upload records info the EA system?

Will you heed to send informution from the EA system
back to the SIS/LMS or uny other system you ure
using? If so, which one?

How often will you be sending SIS/LMS updautes to
the EA system?

e Cun you creute new records directly in the EA
system? If so, what other systems heed to be
updauted with this information? How often?

e Cun you updute und/or chunye existing records in
the EA system? If so, can you restrict the duta you
may update via the EA system?

e Cun you delete/sunset records thut are ho lonyer
active?

e Does the EA system dllow for single sign-on? How?

e Cun you determine/restrict access to the EA system
und certuin information bused on roles/personus?

What information/settings “come out of the
box” with the system?

e Whut do they meun? (Operationul definition)
e What are their values? (Operational definition)
e Cun they be modified?

e By whom (e.y., the vendor only, “super-user” ut the
institution, all users)?

e If by vendor, is there u churge und whuat is the timing?

What settings need to be configured and how
flexible is the system?

e Consider compliunce with:
e Federul rules (e.y., FERPA, Pell)

» State rules (e.g., excess credits, multiple course
uttempts)

e |nstitutional rules (e.y., probution, deun’s lists)

o Whut huppens to modificutions when upyrades to
the system ure delivered?

e How often is the system upyraded/modified?

{ INTEGRATED STUDENT SUPPORT REDESIGN



What triggers/generates an alert?

e Cun you munuully ruise dlerts ut uny time?

e Does the system support automutic ulerts bused on
new/chunyed dutu?

e For exumple: u GPA below d 2.00, ho reyistration as
deudline looms, hew fluys beiny ruised.

* Are these “rules” eusy to set up?

e Does the system support dlerts based on predictive
models/dutu? If so, is this function beiny used?

e |s there un eusy way to usk/promote fuculty at
specific tfimes in the semester to yive feedback? For
exumple: u survey mechanism.

e Does the system ullow you to ruise fluys for u group
of students bused on specific variables you caun
determine?

e Cun the system uyyreygute ulerts (e.y., show when
u student hus more than “x” number of ulerts und
therefore Might require immediute uttention)?

e Does the system ullow you to yive positive feedbuck
to students?

e Cun students ruise alerts on themselves? For

exumple: usk for help.

Who will be notified of an alert?

e Student, udvisor, instructors, others, or u combinution
of these?

e Cun notifications be customized by personua (i.e.
student characteristics/groups)?

e |n whut ways can you send ulert notificutions?
e Text, e-muil, lists for advisors, etc.?

e If the dlert is sent with u specific fuculty/stuff
member’s nume uttached, cun that person edit or
customize the messuye?

What actions will you take for each alert?

e Whut follow-up mechunism will be in place?
e Cun more thun one person be dssighed to an alert?

e Cun you udd u due duate to an dlert (@llowing for
follow-up by advisor or others if the date has pussed)?

e Does the system ullow you to ussigh un ulert to
someone else for follow-up?

e Does the system dllow you to note un dlert status
(e.d., "in proyress”, “closed”)?

e Cun udyvisors select students by type of dlert,
number of dlerts, und/or other criteriu, to help with
advisors” workloud? This should help support your
advising reform efforts.

o Whaut notificutions cun be sent once un dlert is
addressed?

o Whut notificutions ure sent if there is u change in the
variuble that caused the ulert?

e Cun dlerts uutomuticully be closed by the system if
the issue is resolved?

e Does the system allow you to “bulk clear” dlerts?

What kind of reports are available out of the
box with the system?

e Cun reports be run by uny user with permission or
only system administrators? Are they eusy to run,
navigute, and unalyze?

e Cun reports be customized?
e Cun the reports be downlouded?

e Cun reports be printed?

Time and effort for implementation:

e Does the system come with uny pre-delivered
supfport und/or fruining embedded in the software?

e Ask for time und effort required for implementing the
system. Consider implementing in phuses if you do
not believe you can train dll the people involved. If
u phused implementution is considered, usk your
cohsultant how best to decide how to focus und
target your Phuse 1.

Who makes decisions on choosing what
features to deploy, establishing configurations
and settings, and implementing possible
modifications and refinements to the system?

e Consider estublishing u permaunent “user group”
for this purpose und controlling in some wuy how
changes to the system cun be mude.
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Appendix

CHECKLIST FOR DEGREE
PLANNING TECHNOLOGY

mmmmmmm 0SlOW is u compilution of questions und items for institutions fo consider us

they set up und roll out u deyree plunning system.

What is known about the history of the vendor
and its performance track record and success
in implementing?

e How lony hus the vendor been in business?

e How muny uctive clients does the vendor currently
serve? Given the client list, how many clients are:
newly sighed, in the design phuse, or in edrly
implementation, or ure established users who
are employing all product features? Consider
reuching out to client institutions to hear about
their experiences. If one of the client institutions
is in Achieving the Dream (see up-fo-date list
at www.uchievingthedreum.oryg/our-network/
colleyes), contact Mei-Yen Ireland ut mirelund@
achievingthedreum.ory to request a connection.

How will the software interface/integrate with
your other systems that are critical in your
iPASS work?

o Will'it integrate with your student information system
(SIS)?

o Will it integrate with your early dlert (EA) system and your
udvising cuse munugement system if you have one?

e Does it need to inteyrute with the leurniny
munagement system (LMS)? (Usudlly not.)

e Does the deyree plunniny system reud your deyree
audit system (if you have one in pluce)?

e Does the system inteyrute with the SIS and other
systems needed out of the box, or do integration
scripts need to be written? If scripts need to be
written, what is the estimated load on IT?

e Does it infeyrate in both directions (i.e., receives dutu
und sends dutu buck)?

e How often cun you be sendiny SIS updutes to the
deyree plunning system?

o Will your deyree plunninyg system upddaute your SIS? If
5o, how often?

e |s it possible to determine/restrict uccess to certuin
information in the degree planniny system, und/or
to specific system functions, dependiny on the roles/
ppersonus of those requesting uccess?

e Cun you integrute with the SIS to trigyer reygistration
from u degree plan?

e Does the deyree planning system dllow for single
sign-on? How?

e Does the deyree plunning system huve eusy-to-
navigute student- und stuff-fucing interfuces?

e |s the system mobile app ready?

How are degree plans created/generated?

e Cun students build their own degree pluns?
e Cun deyree pluns be system yeneruted?

e Cun you bulk ussigh degree plans to groups of
students based on certuin criteria?

e Cun you creute deyree pluns for prospective
students (i.e., students who may not be in the system
ulreudy)?

e Are these pluns, once yeneruted, upduted
automatically as students progress? Do they take
info consideration the college’s scheduling for one or
more yeurs uheud when culculuting time to deyree
und recommended puth?
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Degree planning functionality
e Cun you determine the time left for completion
bused on deyree plan?

e Cun you see the finunciul impuct of deyree plun?

e Cun you do whut-if scenarios to explore other
mujors/minors und deyrees?

e Cun the system show the finuncial impuact of
chanying degrees?

e Cun you determine if students are on frack to
completing their deyree? Cun you hotify students if
they are not on frack?

e Cun you see how muny credits ure completed, how
muny credits u student hus reyistered for, und how
many credits ure heeded to complete u degree?

e Cunh you customize u deyree plan?

e Can you waive/substitute requirements? Cun you
udd notes to document these wuivers/substitutions?

e If the system ullows for hote-tuking, cun the notes
entered be shured with other offices? How will these
notes interface with other udvising system(s)?

e Cun you restrict who cun modify deygree pluns?

e Cun you cleur u student to graduute bused on
deyree plun (und possible wuivers provided)?

e Does the system tfrack who mude chanyes to
deyree plans?

e Cun the system check what sections of courses are
uvuiluble bused on the plun?

e Does the system wuarn you if student is reyistering
off plan?

What kind of reports are available out of the
box with the system?

e Cun students run und print their own deyree pluns?

e Can uny user with permission run reports, or only
system administrators?

e Can udyvisors run reports on groups/lists of students? If
SO, cunh these be downlouded und printed? Are they
eusy to run, havigate, und unalyze?

e Cun reports be customized?

e Cun the system provide course demund reports
for upcoming terms bused on student plan
requirements?

Time and effort for implementation

e Does the system come with uny pre-delivered
support und/or truining embedded in the software?

e Ask for fime und effort required for implementing
the system.

e Consider implementing in phuses: the most
common degree plans first, other degree plans
later as time allows.
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Appendix

CHECKUST FOR PREDICTIVE
ANALYTICS TECHNOLOGY

mmmmm  Solidifying Your Predictive Analytics Approach

Any institution that considers infusing predictive unalytics info their student support

mModel should beyin by discussing und deciding on the right aupprouch for their

institution’s culture, heeds, und students. We encourage you to unswer the followiny

guestions with u cross-functional, cross-hierarchicul teum of people, includiny

strony representution from those who will be using the dutu on u duily busis. We dlso

enhcouruge you to explore how 1o bring the student voice into the designh of your

predictive model und the protocols that define how the output it used.

Note: It is importunt to remember that when predictive
models ure developed, they inherently incorporate
biuses from the context (cultural, individuul, and
institutionul) in which they are created. Care should
be tuken to ensure the model does not reinforce, or
umplify, these biuses, both when developinyg your own
predictive model or purchusing u technology that
froduces u predictive model.

Questions to Consider

e What does "success” look like (i.e., the success
that the predictive model is infended to help you
uchieve)? Whut do we wunt to encouruye?

e How do we track this success? How can we optimize
this success?

e How do we meusure fuilure of the model? This cun
be both false positives (i.e., marking a student s in
need of high-touch support who is hot) und fulse
negyutives (i.e., fuiling to identify u student who
redlly does heed high-touch support). How do we
compure these types of fuilure?

e How do we creute un ecosystem to improve our
model over time? The best wuy to do this is fo hold
the score accountuble:

* How do we insert uccountubility for the score?

* How transpurent will we be ubout the design of the
model with various stukeholders?

* Whut feedbuck loop exists, or should be set up, to

yuin criticul feedbuck that will help improve the
model?

e In auny model, there will likely be some errors, or
uhinfended conseyuences (e.y., students receiving
too much, too little, or incorrect support). Start by
creuting u list of whut could yo wrony, und then
respond to the following yuestions:

* How do we frack uninfended conseqyuences?

* Whuat level of uninfended consequences ure we
willing to tolerate?

e What protocol is in pluce to address these
unhintended conseyuences when they arise?

How reudy is your institution to use predictive
unulytics dutu in u meuningful und equituble way?
Consider whut professionul development and spuce
for diulogue ure required fo ulleviute concerns

and prepare full-time and adjunct faculty, stuff,
udministrators, and students o fully understand the
output/score und tuke uction bused on if.

Considerations When Deploying a
Predictive Technology System

Below is u compilution of yuestions und items for
institutions to uddress us they emburk on considerinyg
und deploying u predictive unalytics system.

e What is known about the history of the vendor
und its performunce truck record und success in
implementing?
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e How lony hus the vendor been in business?

e How muny uctive clients does the vendor currently
serve? Given the client list, how muny clients are:
newly sighed, in the design phuse, or in edrly
implementation, or ure estublished users who
are employiny dll product features? Consider
reaching out fo client institutions to hear about their
experience. If the institution is in Achieving the Dreum
(see www.uchievingthedreaum.org/our-network/
colleges), contact Mei-Yen Irelund at mireland@
uchievingthedreum.ory o request u connection.

Whut is the plunned growth trajectory for the
vendor? How muny clients have been udded in the
fpust six months, year?

Given planned growth, does the vendor have
sufficient existing cupacity?

Whuat is the client retention rate?

e What is current utilization of the product by
the current client base? For example, are most
institutions using ull feutures of the product ucross
the institution? Or is the product typicully beiny used
by select colleyes or units ucross the institution.

e Cun the vendor provide un overview of the product
when first developed und luunched, und provide u
compuarison to show the evolution of the system?

What dre the plunned system upgrades in the hext
30, 60, 90 duys, und beyond?

Is u well-developed templute ulreudy uvuilable
that defines elements including the composition of
the leudership team, frequency of meetings, und
mujor milestones?

e Whut process does the vendor use: u dedicuted
conhsulting team or dedicuted consultant?

e Is there u remediution process for cuses in which the
client hus presented unresolved issues?

e Whut is the typical timeline from signing the contract
to launch?

o Whut technicul support is provided by the vendor
during euch of the key project phuses? This
especidlly includes product launch, und the post-
launch period where platform adjustments and
modificutions are common.

How will the software interface/integrate with
other systems that are critical in your student
support work?

o Will it infeyrute with your student information
system (SIS)?

* Out-of-the-box integration or a heed for scripts
to be written to intfeyraute this informaution? If so,
cohsider time, muintenunce, effort, und resources.

* How offen cun you send SIS updutes to the system?
And how often is it needed? (This will depend on
whut the predictive model is reading und doing.)

e Cun you force u refresh of the updautes more
frequently during critical fimes on cumpus (for
exumple, reyistration windows, just prior to drop
deudlines)?

e If the system is hosted, cun you muintuin secure dutu
connections?

e Hus the system pussed u security scun? If required by
cumpus, cun certain dutu be encrypted?

e How muny dutu sources are possible to infegrute into
the system? Can the system operate with d limited
set und grow over time? Can the institution infegrate
udditionul datu sources on its own — or will it reguire
vehdor chunyes?

e Which dutu elements ure upduted in redl time versus
in butch? Can different dutu elements be updated
on different schedules?

Will it infegrate/huarvest the duta from your early dlert
system und your udvising cuse munagement system?

Will it harvest your customer relutionship
munhugement system?

e What other systems do you have on campus that
might have important student information (for
exumple, informaution from tutoring support systems,
swipe curd systems, text messuying systems, survey
tools)? Cun this informution cun be harvested/used
in the predictive models?

Will it integrate/harvest dutu from the leurning
munugement system (LMS) used by faculty?
Consider how your institution is using the LMS
currently und its plan for the future us well. If your
institution cuptures student success data (such us
yrudes und uttendunce tracking) in the LMS, then
you should consider these dutu points us criticul.
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o Willit infegrate with other aduptive learning systems your
faculty may be using? Consider und explore how you
may leveruge these systems in your predictive models.

Cun the informution from the predictive unualysis
be displuyed/stored in another system that may
be the one you use for faculty and staff fo do
their work? If so, how often will you need to refresh
this information? Consider the time und resource
investment necessury to inteyrute the systems.

Does the system ullow for single sign-on? How?

Does the system huve eusy-to-nuvigute student- und
stuff-facing interfaces?

As un additional plutform, whut feutures ure
avuiluble that will facilitate the work of users? This
would include seurch und filter functionulity, and the
ubility to communicute from the plutform.

What information tracking feutures are avdiluble in
the platform thut dllow follow-up with students, and
utilization of the systems by stukeholders?

e |s the system mobile upp ready? How important is
this feature fo your heeds?

How is the predictive score, or other output,
generated?

e Risk prediction for individuul students cun be
presented ut multiple levels. Is there a risk prediction
indicutor or score? Are there other risk prediction
meusures that would be eusily employed by users to
dllow the idenftification of students?

e Cun you determine whut goes into (or should be
considered in) the predictive model for your students?

e |f not, is the vendor willing to share whut constitutes
their model? Do these inputs aligh with your own
knowledyge of whut predicts student success?

Do uny of these uspects huve the potential to
reinforce existing structural or attitudinal biases?

e Cun the model expund to include new duta over
time? If so, is it institution or vendor driven?

e How often cun you refine the model? Cun you
weight certuin data points higher than others?

¢ Are there methods by which institutions caun creute
wutch lists bused on dautu (gyrades, course proyress,
efc.) within the system?

What kind of reports are available out of the
box with the system?

e Cun uny user with permission run reports, or only
system administrators?

e Cun udyvisors run reports on groups/lists of students? If
S0, cun these be dowhlouded und printed? Are they
eusy to run, havigute, und unulyze?

e Cun reports be customized?
e Cun uctions/work lists be created based oh reports?

e What are the most commonly used reports und
why? How dre these reports reluted to informinyg
users und administrators ubout application of the
system strategicully?

e Cun certuin dutu (finuncial, for exumple) be
musked/hidden for certuin yroups?

Time and resource investment required for
implementation

e Does the vendor provide u “test system” to deliver
fraining and/or provide yuulity assurance? For
exumple, cun the test system allow fraining of stuff
to practice sending messauges without redlly sending
out the messuyes?

Does the system come with any pre-delivered
support und/or truining embedded in the software?

Whut time und effort are reqguired for implementing
the system? What ure the promising practices other
institutions have used to luunch the system?

Whuat is the tfime und resource investment reluted

to technicul training und holistic professionul
development for fuculty und stuff members to use
the system und receive sufficient ongoiny support?
Take into uccount the multiple layers of training,
professionul development, und support reyuired

for euch stukeholder group (full-time und adjunct
faculty, support service stuff, IR/IT stuff, students, etc.).

e |s there u user plutform that enubles institutions to
share promising practices?

Is the vendor willing fo provide benchmurks for
utilization of the system that would allow you to
ussess proyress us the system is rolled out?
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