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About Achieving the Dream

———
§ Achieving the Dreum leuds u growing hetwork of more than 220 community
‘ colleyges dedicuted to helping their students, particularly low-income students
' ' und students of color, uchieve their gouls for acudemic success, personaul growth,
AChleVI ng und economic opportunity. Achieving the Dreum is muking progress in closing
-I-he DreOm m  ucudemic uchievement gups und ucceleruting student success through u unigque
chunye process thut builds colleyes’ institutional cupucities in seven criticul areus.
ATD, ulony with heurly 75 experienced couches und udvisors, works closely with
Network colleges in 41 stutes und the District of Columbiu to reach more than 4
million community college students.
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INTRODUCTION

Over the pust 15 yeurs, the national harrative in higher educdation has shifted

from one focused on uccess to u duul focus on uccess und completion. As

institutions have implemented initiutives to increuse student success, completion of

postsecondary educution has slowly incredased, with 47 percent of Americans auged

25 to 64 holding u credentiul beyond high school, up hine percentuye points since

2008." Yet, some yroups of students ure seeiny far greuter gains than others.

In the United Stutes, the income of one’s purents
remuins one of the top predictors of whether one

will muke it into the middle cluss? und whether one
will uttend college.? Two-thirds of the 6.9 million
students who uttend community colleges quulify us
low-income, cominy from fuamilies earning less than
$50,000 per yeur, und more thun one-third live below
the poverty line. Most work either full or part fime.*
They look to educutional institutions us un ufforduble
stepping-stone to finuncidl stubility and d better life.

Further, gups ulony racidl lines remuin stubbornly wide
with six-yeur completion rates for Asian students (68.9
percent) und White students (66.1 percent), fur higher
than those for Hispanic students (48.6 percent), for
Americun Indiaun/Aluska Nuative students (41 percent)
und Bluck students (39.5 percent). In fuct, Black
students represent the only group more likely to stop
out or discontinue enrollment thun to complete a
credentiul within six yeurs.®

The array of challenyges awuiting lower-income or first-
ygenerution students and other historicully under-served
students cun be us unexpected us they dre duunting.
Mauny students, particularly those uttending community
colleye, fuce u duily strugyle to puy for food, housing,
child cure, heulth cure, und trunsportution ulony with
tuition and fees. These “indirect costs” amount to 60-80
percent of the totul cost to uttend colleye.®

In addition to these finunciul obstacles to success,
muny students enter colleyge to find thut haviguting
the colleyge’s processes, policies, and culture
formiduble. Over the last severdl yeurs, Achieving

the Dream (ATD) hus engaged in severdl initiatives

to help two-yeur and four-year institutions build their
cupucity to ensure that more students cun reach their
educution und career gouls. Through the efforts of
the 19 community colleyes in the Working Students
Success Network’ (WSSN) und the 36 two-yeur und
four-yeur institutions in the Infeyruted Plunniny

und Advising for Student Success® (iPASS) learning
initiatives, we have come to see thut enhuncing

und inteygrating student supports is central to student
success. Helping more students uchieve their

dreums involves identifying a wider set of student
needs—including finunciul chaullenyes und family
responsibilities—und offering redesigned support
services to meet them holistically. This holistic student
supports upprouch emphusizes the need for colleyes
to redefine the way they understand, design, integrate
with academics, and deliver the services that are
criticul for the success of every student.

The goul of this toolkit is to guide institutions in
redesigyhing student supports in un inteyruted,
colluborutive, und holistic way that enables students to
progress ulony their educutional and cureer puthways.

1 A stronger nation: Leurning beyond high school builds American
talent: http://strongernution.luminafounddation.ory/report/2018/#nution

2 Getting uheud or losing yround: Economic mobility in Americu:
https://www.brookinygs.edu/reseurch/getting-aheud-or-losing-
ground-economic-mobility-in-americu/

3 Guins und yups: Chunyginyg ineyudlity in U.S. colleye entry und
completion: http://www.nber.org/pupers/w17633

4 2011-12 Nutionul Postsecondury Student Aid Study (NPSAS:12) Dutu
File Documentation (NCES 2014-182): http://nces.ed.gov/pubseurch.

5 Completing colleye: A nationul view of student completion rutes —
Full 2011 cohort (signuture report no. 14): https://nscreseurchcenter.
ory/sighuturereport14/

6 Exploring the Topic of Indirect Costs to Toduy’s Higher Educution
Students: http://www.ucenet.edu/news-room/Documents/Quick-
Hits-Indirect-Costs.pdf

~

Learn more ubout the WSSN at http://www.uchievingthedreum.
ory/resources/initiutives/working-students-success-network

8 Leurn more ubout the iPASS efforts ut www.AchievingtheDreum.
ory/iPASS
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OVERVIEW OF THE TOOLKIT

Over the pust 15 yeurs, Achieving the Dreum hus focused oh supporting students

to be more successful. Over the yeurs, we have leurned u lot ubout what is
necessury—for example, interventions that are not comprehensive, integrated, or
sculed do hot drive improvements in outcomes. Through initiatives such as WSSN
and iPASS, we have worked to further develop best practices in this aredu, We
ucknowledye institutions ure in very different stugyes of redesigning their student
supports and their institutional context differ greatly. One uhiversal lesson from edch
cumpus—regygurdless of the size, locution, deygree-ygranting status, or demoyrauphics—
is the importunce of cureful plunninyg up front to consider how holistic student
supports address student heeds, fit with the college’s mission, align with institutional
priorities, und shift institutionul culture.

This toolkit provides evidence-bused, practitioner- uchieving their gouls. It churts u deep dive into the
tested tools, tips, und guides that help un institution essentiul elements that ure relevant for dll colleges
from initiul exploration of their needs through to to consider und use. To ensure the toolkit is useful in
successful evaluation und refinement. It aids institutions  practice, we recommend that it be reud aund used in
in their plunning and execution of u More personal, chronological order. However, euch chupter cun be
seumless, und comprehensive support experience reud us u stund-ulone yuide if your college is focused
that fully eguips students to leurn und to succeed in oh u purticular uspect of student supports.
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Here is a summary of what you will find in each chapter:

Chapter Value Description

CHAPTER 1: Understanding
Holistic Student Supports

CHAPTER 2: Setting u Vision
for the Student Experience

CHAPTER 3: Self-Assessment
and Improving Reudiness
CHAPTER 4: The Discovery

Process: Know Your Student
Experience

CHAPTER 5: Plunning for
Action

CHAPTER 6: Crafting a
Communicution Strategy

CHAPTER 7: Tracking
Progress and Impuct

CHAPTER 8: Getting the
Right Datu into the Right
Hands

CHAPTER 9: Developing u
Training und Professional
Development Strategy

CHAPTER 10: Building
Meuninyful External
Partherships

CONCLUSION

APPENDIX A: Struteyies for
Groundinyg Your Redesign
in Equity

APPENDIX B: HSS in Action

APPENDIX C: Student-
Centered Desigh Process

APPENDIX D: Cuse
Muhaugement und Eurly
Alert Techhology Evaludtion
APPENDIX E: Degree
Planning Technholoygy
Evaluation

APPENDIX F: Predictive
Anulytics Technoloyy
Evaluation

APPENDIX G: Sculing
Success Themes

APPENDIX H: Identifyiny
Student Needs Early
Through an Intake Survey

Provides u comprehensive overview of holistic student supports in theory und
practice. Will help orient tfeam members and senior leuders to the work aund inform
communhnicution to the campus community.

Offers guidance and tips for developing d high-level student-focused vision fo
guide your redesigh and engage stakeholders. This begins by developing a deep
understanding of your students, so tools ure provided to support this effort on campus.

Introduces u readiness ussessment for holistic student supports und u guide for tuking
and reflecting on these results fo translate them info auction und d refined vision.

Infroduces comprehensive tools und tips fo ground the teum in u deep, common
uhderstanding of the existing advising und student support model. Provides an approach
for identifying service gups und ureus of focus for the student support redesign.

Offers tips, femplautes, and uctivities thut you cun use to structure a plunninyg period
that will result in @ strony plun of action, guided by your student-focused vision.

Provides templates and u guide to focus your discussions und prompt consideration of
all variubles in developing u communicution strateyy.

Provides practicul worksheets, instructions, and examples to help institutions plan
and execute onyoiny, effective performance fracking of your holistic student
support upprouch.

Provides yuidunce on how institutions can democrautize data on their campus in an
inclusive, practicul, and relevunt way for key stakeholders.

Offers tips and femplates to guide the creation of a plan for the training and
professional development of stuff, faculty, and students hecessuary for the successful

adoption of your holistic student supports redesign.

Looks ut how to utilize externul partherships to help provide services und connect your
college more deeply with the community und state agencies that serve your students.

Ties all chupters together and provides ways to get additiondl support and resources to
further the implementation of your holistic student support redesign.

Offers four practical strategies for ensuring your redesigh is built with equity in mind.

Provides u deeper look at what holistic student supports can look like in practice
through the experience of one WSSN institution.

Outlines u creutive, solutions-focused process thut ensures u cleur understunding of the
current student experience und centers on student perspectives, needs, and wants.

Provides yuidunce und tips for the selection und implementution of cuse
manhuygement/early alert fechnoloyies.

Provides guidunce and ftips for the selection und implementution of deyree plunning
technoloyies.

Provides gyuidunce and tips for the selection und implementation of predictive
anulytics fechnoloyies.

Offers discussion yuestions und tips for sculing your student support redesign.

Provides exumples of two student intake surveys used to ussess student support needs.
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A TYPICAL REDESIGN JOURNEY IN
FOUR STAGES

Holistic student supports redesign involves u strateyic, iterative process with four
stuges. These stuyes correspond 1o subseyuent chupters in the toolkit but are
presented here 1o highlight recommended action steps in each phuse. These uction
steps ure iterative, und these phuses should be revisited us new decisions ure mude
and until the institution hus achieved their gouls.

1. Discovery and design: Becoming familiar with current student heeds und
institutionul capucities und processes. Includes development of vision und
initial planning.

oco=3] 2. Early implementation: Implementution of eurly pluns, dutu collection, und
' xfo plan refinement. Includes communicuting for buy-in und culture chanye.

A 3. Mature implementation: Reygulur professionul development/training

of dll involved employees to reinforce changing roles/responsibilities.

H Involves continued communicution und sharing of dutu to reinforce
O vulue of the work.

[0 o==] 4. Institutionalization and sustainability: Scaling the work across the

’I""m"""’ institution to serve ull students in ull ureus. Involves continued refinement,

) communicution, fruining, und celebrution of wins to reinforce the work
und keep the momentum yoiny.
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What Next?

Each chapter provides tips (noted by d lightbulb icon ), tools, downlouduble

templates,” guidelines, und resources (nhoted by u thumbtack icon !) to promote

the infusion of promisiny pructices und pluns to surmount common chuallenyes.

Throughout, we feuture experienced voices from the field to illustrate how instfitutions

have successfully pursued redesign and what they have learned dlong the way.

A NOTE ABOUT LANGUAGE AND DEFINITIONS

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

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

Holistic student supports: An approauch desighed
to provide dll students with the type and intensity

of support they heed to identify und select the best
puthway to achieve their educational and career
gouls. A holistic upprouch meets students where
they ure, addresses their individudl needs, leverages
their strengths, und focuses on student development
and ledrning.

Equity: A concept grounded in the principle

of fairness. In higher educution, equity reguires
institutions to identify structural barriers facing
uhder-served students. Colleges heed to eliminute
such burriers by investing in equity-minded policies,
practices, und behaviors that lead o student
success through the intentionul desigh of the colleye
experience.'”

Opportunity gap: An alterhative to the phrase
“uchievement gup” that recoynizes the inequality
of opportunity in educdation, or “educution debt,”
characterized by d long history of discriminatory
gups in educutional inputs such as a school’s

humber of teuchers, the yudlity of its fucilities, and
the avdilability of textbooks."

Historically underserved students: The category
of types of stfudents not considered when U.S.
educution systems were originally desighed.
Examples include students of first-yeneraution
immigrants; from low-income families; of adult status;
of color; of muryginulized gender identities; from
second-lunguuyge backyrounds; of undocumented
status; with military service; with disubilities; with
dependents; in foster cure; or with records of
incarceration.

Student success: The outcome of u persondal,
rigorous, und enrichinyg leurning experience
that culminates in the achievement of students’
acudemic gouls in u timely munner aund fully
prepures them to redlize their cureer uspirations.

Student-focused institution: A college or university
that deeply believes u) in the dbility of each aund
every student it serves to leurn and b) in fulfilling its
role to provide the conditions enubling ull students
to uchieve their educutional und cureer gouls.
Student-focused institutions work o ensure ho
decision, ut uny level, is made without considering
the impauct on students.

9 All edituble templutes referred to in this toolkit cun be uccessed by visiting www.achievingthedreum.ory/hss.

10 For the full text of ATD’s equity stutement, visit http://www.achievingthedreum.org/about-us

11 From the Achievement Gup to the Educution Debt: Understunding Achievement in U.S. Schools: http://ed618.pbworks.com/f/From%20

Achievement%20Gup%20to%20Educution%20Debt.pdf
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UNDERSTANDING HOLISTIC
STUDENT SUPPORIS

mmmm  NsTitutions are increusingly reemphusizing the vitdl role of u seumiless,

persondlized student experience that holisticully connects students 1o the supports
they need 1o reuch their educutional and career gouls, However, in the typicul student
support experience, students offen encounter disconnected services und technoloyies
und ure bounced uround when seeking the supports they need. For many students,
navigating the enrollment, financidl did, and reyistration processes cun be formidable,
especiully when facing financidl instability and life challenges (e.y., food, housing,
child cure, hedlth cure, fransportation, aund tuition). Improving postsecondary
attainment and economic opportunity reguires colleges to systematically address the
multitude of fuctors thut undermine student persistence und completion.

STUDENT
FINANCIAL
CAREER HEALTH
PLANNING
AND
SERVICES

Fuced with competing initiatives, resource constraints, To promote equity gouls, colleyes ure focusing more
and status yuo structures and processes designed und more oh redesigning the student experience
for transactional interactions rather than relational to combine dispurute initiutives und disconnected
enhygyuyement with students, practitioners have lony services und depurttments intfo u cohesive strutegy

souyht u more holistic upprouch. A student experience  individuulized for euch student.
in which there is "no wrony door” und the student

is seumlessly connected to essential resources hus

become the “holy gruil” of student support redesign.

Especidlly importunt is fostering un institutionul culture
that levels the playing field for low-income working
students, first-yeneraution students, und students of color.
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Holistic Student Supports

Achieving the Dreum hus found thut colleges see the
greutest guins in eyuity outcomes when they promote
u persondlized experience in which dll students:

e Are supported in achievinhyg their gouls through
intentionul und eurly development of ucudemic,
cureer, und finunciul pluns.

Equity and Campus Culture

Fully embrucing und sustuining the shift to u holistic
student supports upprouch often requires deep und
broud chunges to an institution’s culture. Embedded
within the upprouch is u profound commitment to

closing the opportunity gup (see puye 7) in ucudemic,

cureer, und finunciul outcomes for students.

Some institutions have dlready made this commitment
and incorporuted it into the cumpus culture. Others
are still holding conversations in this regard. This toolkit
contuins strateyies designed to move your institution
toward u culture of eyuity. We firmly believe thut the
mujority of people who work in higher educution have
d pussion for helping students achieve their dreams
and wuant to support efforts that muke this more likely.
However, individuuls come to the tuble with different
unhderstundings of or beliefs ubout:

e The current student experience ut their institution.

o Whut defines u yood student experience of
supfport services.

o Huve to tell their “story” only once und ure not
runniny from office to office to yet unswers.

o Are prouctively connected with supports targeted
to their individual heeds so they entfer the clussroom
best prepured to leurn.

e Feel confident that faculty, staff, and administrators
are invested in their success.

e The extent und scule of student heeds und the
impact this hus on their academic success.

e The colleye’s role in supporting students outside
direct ucudemic needs.

e How the institution’s limited resources should be
best dllocuted.

Cumpus leudership und the teum churged with
leudiny the holistic student supports redesiyn should
keep these differences in mind us they leveruye their
communicution strateyy (Chapter 6), dutu collection
and sharing (Chupters 7 und 8), und professional
development opportunities (Chupter 9) to dlign the
colleyge culture with its holistic student supports vision.

We encouruge dll institutions to ground their redesign
work in u set of strateyies desiyned to move towurd, or
sustain, u culture dedicuted to closing the opportunity
gup. Appendix A provides practicul struteyies to
ensure your holistic student supports efforts are
desighed with equity in mind in u sustainuble way.
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Key Components of Holistic Student Supports

Now that you have begun to think ubout the

eyuity und college culture considerations for
beyinning holistic redesign work, let’s explore the

key components of holistic student supports. These
compohents form the busis of the structural and
process redesign hecessary to implement un inclusive
and sculuble plan for student success. Colleyes
should puy close uttention these dreus us the
practical aupplication of holistic interventions depends
onh coordinuting mauny elements within u collegye
ecosystem.

Intentional Focus on Services, Delivery,
and Connections

Achieving the Dreum defines “supports” us the
cohesive suite of services that help students address the
ucudemic und hohucudemic factors vital to success.
Traditionally, greut effort hus been mude to identify und
enhhance discrete services or interventions for different
uspects of u student’s experience or to address un
isoluted need. By contrust, holistic student supports
embody un infentionul focus on the types of services
(not just yuuntity), the ways in which those services ure
delivered, und how students connect to the services.

Services

Services must be dligned with student needs, so un
institution Must understand who its students are, their
responsibilities outside the classroom, the life factors they
are juyyling, und the strengths they bring to their colleye
experience. Key services ure ucudemic udvising und
planning, fransfer advising, student-focused scheduling,
cureer couching und plunniny, workforce training,
finunciul couching and planning, benefits uccess, und
tfransportation und child cure ussistunce. But u diverse
array of services is, in itself, insufficient.

Delivery

A one-size-fits-ull upprouch to delivering supports does
not ucknowledyge the diversity of students’ needs,
experiences, strengths, and personulities. Colleyes
must employ u blend of methods that fall into two
cuteyories. High-touch services ure offered in intensive
ohe-onh-ohe udvising, couchiny, or counseling sessions

that provide a specific service or support fo u targeted
set of students, often in conjunction with short- und
long-term youl setting.

Low-touch services ure core supports thut reuch

u wider runye of students, typicully throuyh large-
scule orientutions, first-yeur student success courses,
or technoloyy upplicutions. They ure meunt to
operute in concert with one unother. Low-touch
services cun help identify students in heed of high-
touch services. For exumple, u student success
course with financiul content could include a self-
ussessment to identify u student’s possible need for
more intensive financial couching.

Connections

Students’ heed for some services is ulmost universal,
und colleges cun meet it broudly und systemically—
for example, through mandatory orientations or
financiul educution courses und workshops. Other
services dre u criticul heed for u subset of students,
such us one-on-one finunciul couchiny or uccess

to emergency did. The essence of u holistic student
supports upprouch is u culture shift in which collegyes
intentionully design und offer services both broudly
und strateyicdlly to equitably, so that students can
uccess euch service when they heed it most.

Connectinhy students to short-term services, such

us food puntries, can have d significant immediate
impuct. They ulso ure entry points: A food puntry
stuff member, fruined in heeds ussessment, cun
intfroduce students to other short-term services, such
us fransportation vouchers und child care subsidies—
und to lony-term services—like public benefits
referrals, financiadl literacy clusses, and finuncial
couching—thut could help them persist, complete,
und uchieve financial stubility.

Consideriny the integration und inferaction of short-
term und lony-term services is important in making
sure that they do hot add burdens to their ulready
complex lives. The upprouch recoynizes thut students
often do not know whut they need, yet with timely
educution und couchiny, they can build lasting
confidence in their life skills.
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CORE DESIGN PRINCIPLES: SSIPP

Reseurch into the student support redesign efforts
of two-yedur und four-yeur institutions'? identified
five underlyinyg principles. While there is ho one
model of holistic student supports, these principles
provide stundurds und u guideline for design

that cun be upplied uccording euch institution’s
structure and culture.

Sustained: Students are supported throughout
their full journey at an institution, particularly at
key momentum points. This typicully involves un
informative intuke process to ensure knowledye from
the outset of u student’s heeds (both ucademic and
nonucudemic), onyoiny interaction with the student
particularly at key momentum points and monitoring
to ensure eurly awareness of u student who is fucing
some purticulurly significant buarriers to success.

Examples of principle in action: Assighed advisors; long-
ferm couching; manddatory advising at key momentum
points; regular monitoring of students” progress in
following aucademic, cureer, und finuncial pluns.

Strategic: Students ure connected to the specific
supports they need, when they heed them, und

in the delivery mode thut is most effective and
efficient. Through research und experience, colleyes
know the key points ut which students” heeds arise in
their educutionul cureers und strateyicully aullocute
time, eneryy, und resources to meet those needs

in ways students are most likely to use. In addition,
colleyges provide more resource-intensive supjport to
especidlly under-served students.

Examples of principle in action: Use of analytics

to customize outreuch, use of yroup udvising und
tfechholoyy for routine tusks, intake tritge, oversight
and administrative home for core services with
cleurly defined leudership.

Integrated: Students ure seumlessly conhected

to information, resources, und services without

beiny bounced uround. Services function us
inferconnected tools rather than us stund-ulone
inferventions und, when used together, create a
strony support structure. Colleges knock down siloes
and build bridges connhecting dispurate departments

und services to promote more eyuituble und stable
college experiences. Critical fo desighing infegrated
services is to operute with the student perspective us
yguide, rather thun stuff perceptions.

Examples of principle in action: Shared case hotes
or student profiles, estublished protocols und
communication flows between offices, shared
owhership of student success, referrul procedures
to move students seumlessly between departments
and services, stronyg external partnerships to
conhhect students to udditionudl services.

Proactive: Students are connected to supports at the
first sigh of trouble, hot ufter a situation builds to a crisis
point. Key to beihy uble to intervene is an institution’s
dutu systems, designed to cupture information for

the student support system. This allows stuff to monitor
student progress and know when to target specific,
just-in-fime supports to students in tactical ways.

Examples of principle in action: Strategic datu use
to identify supports for specific students; eurly alert
systems; udvisors, stuff, and faculty empowered

to reach out to students; stuff trained to have
developmentul or couching-bused interactions with
students rather than transitional.

Personalized: Based on the insights emerging

from meauningful staff-student relationships, euch
student receives the type und infensity of support
dppropriate fo his or her unigue und diverse heeds.
This requires staff and faculty to have a deep
understunding of who their students are, particularly
those students who come tfo campus with needs
that might be considered honucademic, but that
have significunt impuct on ucudemic performunce.

Examples of principle in action: Assighed or
embedded udvisors und/or couches, shared cuse
notes, customized outreuch to connect students to
supports by someone they know, stuff and advisors
enhyuyged in u teuching relationship with students.

To effectively utilize these five desigh principles, there
are severdl key institutional practices that ensure an
institution will be successful in their holistic student
supports redesign.

12 Whut We Know About Nonucudemic Student Supports: https://ccrc.tc.columbiu.edu/publications/whut-we-know-student-supports.html

O
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Key Institutional Practices for Holistic Student Supports

Redesiyniny the student experience through u holistic
student supports upprouch reqyuires transformative
institutionul change, rather than piecemedl
enhuncement, to significantly and sustainably
improve outcomes. The Community College Reseurch
Center (CCRC) hotes that such chunge depends

on orgunizational growth und development that
combines hew structures, processes, und uttitudes.™

A Structural change occurs when policies, structures,
und procedures creute u frumework for new
behuaviors that improve the student experiences
throughout the institution. Within a holistic
upproach, this might yield orgunizational redesign
or policy chunyes that encouruyge lonyg-term
relationships between students und udvisors.

A Process change dlfers how people do their job and
is fransformative when enouygh individuuls chunge
their practices to ensure that lurge humbers of

students encounter new student support interactions.

A holistic upprouch might involve u) perceiving
advising us u function of teuching und b) drawinyg

on cuse mMunuygement principles to support students.

A Attitudinal change occurs when individuuls
uhderstund their work und view work processes
in hew ways. Attitudinal change is evident
when ucudemic und hoh-ucudemic supports
dare nuturully and commonly understood fo be
ohe interconnected process und essentiul for
the effectiveness of the colleye’s teuching und
learning functions.

Structural und process chunge cun sometimes be
eusier to implement, but uttitudinul chanye hus the
most profound impuct. Muny core practices must be in
place for holistic student supports to take root.

As Achievinyg the Dreum works with instfitutions
implementing holistic student supports, we focus

on the followiny pructitioner-bused institutionul
practices. These pructices estublish the underlying
institutional conditions hecessary for success in
transforming the student experience. This toolkit is
desighed to help institutions enguye in uctivities
that will promote such practices, which we list below,
ulony with ussociuted toolkit chupters und exumples
of the pructice in uction.

13 Adopting New Techholoyies for Student Success: A Reudiness Frumework: http://ccrc.tc.columbiu.edu/publicutions/adopting-new-

technoloyies-for-student-success.html
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O Q Establishing Shared Responsibility:
@ Personal and institutional
“q, responsibility for collective success
Credting u culture und shured understunding of
everyonhe’s role in und commitment to supporting

students holistically reyuires:

o All stuff and faculty members understand their role in
enhuncinyg the student experience.

e |nstitutions ure committed to culturdl und sociul
eyuity und supporting the wide range of diverse
needs und experiences of individuul students.

o All stuff and faculty members can respond directly or
refer students to the uppropriate office.

e Job descriptions include lunguaye that ensure stuff
und faculty members have clear roles in providing
student supports.

e Struteyic uctions for offering und monitoring holistic
supports are included in the institution’s strategic plan.

Toolkit Chapters 2 (Setting a Vision for the Student
Experience), 6 (Crufting a Communicaution Strategy),
9 (Professionul Development uand Trdining)

College Example: Creuting u Culture of Shared Responsibility und Understunding

Clark College’s, u mid-size college locuted

in Washington, guiding institutional theme is
fransformation. So, u priority has been creating a
cumpus environment in which students see the college
us u comprehensive resource to help them achieve
their academic, career, and life aspirations. Clark
re-envisioned its student services us less “siloed,” more
intentionally colluborative, und designed o reach
significantly more students, particularly low-income
working students, student parents, and students

from historicully under-served groups. Achieving this
would take sighificunt educution of and buy-in from

faculty und staff, Therefore, the college implemented
an unnuayl fraining for stuff to introduce u variety of
student services topics, such us understunding barriers
to student success. In uddition, Clark provides college-
wide trdining on the redlities of poverty to help stuff
and faculty better recoynize the lived experiences of
their students. That equips fuculty and stuff to know
when support is heeded und how to connect students
with services. Breuking down service silos led to g more
colluborative approuch to serving students.

To reud more ubout Clark College’s redesign efforts,
see Appendix B.
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Q Building Meaningful Relationships

The success of holistic student supports is
rooted in deep und onyoiny uttention to
relational interactions both with students
und umony stuff and fuculty so thut:

o Students positively identify with at least one person
who will support und encourage them.

o Students feel like they belony on cumpus.

e Personnel colluborute ucross functionul ureus to ensure
students’ heeds ure addressed in u tfimely manner.

e Supports ure delivered uccording to u developmentadl,
couching upprouch to euch interaction with students
that focuses oh understanding what they heed o be
successful und ucyuire self-efficacy.

e The institution cultivates external purtnerships built on
u shured purpose to provide und deliver services.

Toolkit Chapters 2 (Setting a Vision for the Student
Experience), 3 (Self-Assessment and Improving
Reudiness), 10 (Building Meuningful External Partherships),
Appendix C (Student-Centered Desigh Process)

College Example: Movinhy from Transuctionul to Intentional Support

The University of Hawai’i (UH) System dims to become
comprehensively student-centered. For UH and its
seven community colleges, that medns prouctively
empowering students to successfully complete their
ucudemic journey through intentional connections
with faculty, student services, und acudemic support
programs, supported by technology. To this end,

UH has leveraged STAR, a deyree planning und
reyistration system bused on yuided puthways
developed in-house. Using STAR, students see optimal
deyree puthways und cunh muke informed decisions

ocoo——=| Monitoring Student Progress
4 To connect ull students effectively und
Q efficiently to the supports they heed

when they heed them in u customized
und sustuined manner, institutions Must implement
practices that enuble:

e Fregyuent und consistent checks on student progress
to ensure they ure connected to supports before
they reuch u crisis point.

e Onhyoiny ussessment of services offered und unmet
need ureus,

about which courses they register for and when. With
STAR supporting transactional and informational
intferactions, students ure empowered to tuke charge
of their own educutional decisions und success. As u
result, ucudemic counselors ure uble to spend more
time mentoriny students ubout youls, aucudemic
chdllenges, und steps to success, leading to stronger
relationships und u greuter connection to the
cumpus. As d result, students take fewer off-program
courses und graduute faster with fewer excess credits.

e Stuff und faculty engaging with students through
ohyoiny counseling und couchiny check-ins rather
than transuctional interactions.

o Stuff und faculty to regularly check in on referrals
und use of services.

Toolkit Chupters 4 (The Discovery Process: Khow Your
Student Experience), 8 (Getting the Right Dutu in the
Right Hunds), Appendices D, E, und F (Technology
Considerdtions)

College Example: Starting with Education, Cureer, and Finuncial Plunning

Montgomery County Community College’s vision

of d holistic student supports upprouch is for “every
deygree-seeking student to create u cureer, financial,
and educuational plan.” All students complete a career
interest ussessment during their first semester, then
work with their advisor to refine u cureer plan and

develop un ucudemic plan und u finuncial plun that
will prepure them to uchieve their career gouls. These
dligned pluns guide students throughout their chosen
educution puth und enuble advisors to support
them in a persondlized, ohygoiny, und holistic way in
colluboration with faculty and other support stuff.
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Using Targeted Data and
Technology Across the Institution

9

As institutions determine how to
o | ) .
—— == struteyicully use resources thut will ensure
seumless communicution flow und u cohesive student
experience, key practices for the use of duta aund

technoloyy include:

e Broud, routine use of dutu und technholoyy by
faculty, stuff, and students to monitor students’
progress towurd their gouls.

e Fuculty und stuff leveruyging tfechnoloyy to identify
students’ heeds und connhect them to uppropriute
services.

e Technoloyy connecting students with supports
(includiny public services) und tracking how und
when students use these services.

e Technoloyy deployed to empower students to
complete routine tusks und uccess certuin services
electronicdlly.

e Dutu widely shared umony stukeholders (while
protecting confidentiulity) to foster continuous
improvement of the college’s holistic student
supports approach.

Toolkit Chapters 4 (The Discovery Process: Know Your
Student Experience), 7 (Tracking Progress and Impact),
8 (Getting the Right Dutau in the Right Hands),

College Example: Leveruying Dutu und Technoloyy for Transformation

Northeast Wisconsin Technical College (NWTC)
sought fo combine different data sources und
processes into their new integrated advising model.
Intfegrated udvising blends faculty mentoring with
professionul advising to support students und build
success networks eurly in u student’s cureer. The new
common dataset is beiny designed to help bridge
communicution und colluboration umony dll of

the student support services und fuculty mentors.
NWTC is pulling data from its early alert system and
new student infake survey and combining that with
the implementation of an analytics platform that will

be live this fall. With that information, the college is
developing u comprehensive, institution-wide student
success mutrix of inferventions supported through
holistic couching training. As < result, relationships
between fuculty aund stuff are becominy stronger
and more colluborative as NWTC leverages data

to identify student heeds und targeted resources

to uchieve the best results personulized for euch
student. Findlly, eusy access to relevunt datu helped
faculty mentors and ucademic adyvisors to make more
meaningful conhections with students, particularly
around issues outside of the formal clussroom.
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.~ Reimagining Policy and Practice

_,f\'/ \_ To truly impuct the student experience,

§ institutions must be prepured to reimagine,
implement, und provide uccountability for hew
fpolicies und pructices including:

e Policies thut ensure services ure delivered prouctively
und seumlessly, rather than expecting students to
find services when they heed them.

e Policies thut ure routinely reviewed so they fucilitute
the desired student experience und do nhot
froduce unintended burriers for students.

e Profocols that ensure faculty and staff awareness of which

supports euch student receives and any outcomes.

e Student learning outcomes that clearly define the
vulue und purpose of euch support.

¢ Hiring und promotion policies that provide
uccountubility und demonstrate the value of
personnel having u role in student success.

Toolkit Chupters 5 (Plunhing for Action), 6 (Crufting a
Communication Strategy), 9 (Developing d Training
ahd Professiondl Development Strategy), Apfehdix G
(Sculing Success Themes)

College Example: Reimuyininy Policies und Pructices to Nurture Culture Chunge

North Arkansas College (Northark) adopted the
slogun of “Northurk Cures,” reflecting its commitment
to weauving hew services into every uspect of the
institution’s standurd operations und creute u culture
of caring focused on helpiny euch student succeed
in the classroom und beyond. Efforts to chunge the
culture ranged from retraining faculty and stuff for
more personhulized advising and instituting mandatory
success courses, to collecting und using better datu
to creute u food puntry und ussociuted interventions
to ensure students’ financiul strugyles come to light
and ure uddressed. Fundamental to implementing

Northark'’s redesign wus to reimagine policies to ensure
the work wus hot just one depurtment'’s responsibility
or seen us “the next new thing” that would soon
disuppedar. For example, Northark frained its advisors
and finuncial did officers, admissions and reyistrar
staff, as well as others to provide financial and career
couchiny, to help students upply for benefits, and to
coordinate referrdls to other services. In addition, the
college implemented u "Go-To Person Cumjpuign”
where fuculty and stuff were ussighed several students
who, bused on their needs ussessments, were deemed
at high risk of dropping out.

Leverauying Dutu und Technoloyy for Holistic Student Supports

By leveraging the power of fechnology us part of a
redesigned udvising und support model, institutions
use student information und duta that u) boost
student efficacy und ownership over their college
experience, b) empower faculty and staff fo access
sufficient information and time to build strong
relationships with students, and ¢) generate additionul
dutu to inform strutegic decisions aund the refinement
of policies und pructices (such us student-focused
scheduling). Idedlly, technology enhances service
delivery and frees stuff time by automating routine,
ohe-wdy information-ygiving fransactions so personnel
cun enguge in student support relationships that:

e Deliver student supports as a feaching and
learning function.

e Benefit students on u regular busis.

e Connect students to the information and services
they need, when they heed them, to keep them on
track for graduution.

However, it is importunt to emphausize that, despite
whut many believe,'® u hew fechnoloyy is hot the
solution; it will not fransform the student experience
or improve student outcomes without underlying
business process redesign that defines roles und
responsibilities for supporting students. Moreover,
techholoyy selection, implementation, und
adoption should not be solely the purview of the IT
department. It must be collaborative and come after
the institution has established the vision and gouls for
their idedl student-focused support structure.

14 How Colleyes Use Integrated Plunning und Advising for Student Success (iPASS) to Transform Student Support: https://ccrc.tc.columbiu.edu/
mediu/k2/uttachments/how-colleyges-use-ipuss-trunsform-student-support.pdf

15 Usiny Technoloyy to Reform Advising: Insights From Colleyes: http://ccrc.tc.columbiu.edu/mediu/k2/attachments/UsingTech-Insights-WEB.pdf
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A Foundation for Pathways Implementation

Increusingly colleges ure using
the puthwuys frumework to effect
student-centric design.'® In u
puthways upprouch, colleyes

Student Success &
Development

help students succeed in yutewauy
und foundutionul courses.

Comprehensive intuke procedures
dre hecessury to identify students’

intentionally design u student
experience thut helps students
clarify their end gyouls, choose

the most direct path to achieving
those gouls, und devise prouctive
interventions to keep students on
tfrack to completion. Moreover, they

Clarify the Paths

= ——
Holistic Student Supports

ucudemic und hon-ucudemic
needs eurly.

Ensure Learning

KEEP STUDENTS ON A PATH:
Helping them stay on track
and complete

Stay on Their Path

As students, fuculty, und stuff

provide intentionul evaluation of

programs and services to ensure students ure leurning.”
The foundution of u holistic upprouch is to support

the structures und processes that enable students to
progress from connection with the college through

to the completion of u valudble credential. Holistic
student supports inherently bolster the fundamentals of
u successful puthways model. Holistic student supports
und puthways complement und leveruyge euch other.

CLARIFY THE PATHS: Building educational
pathways that develop skills and talent to help
students achieve their goals

For ull students to creute cureer, finunciul, and
ucudemic pluns eurly in their journey, educutional
pathways must be clear, well-defined, and uligned
with strony lubor market or transfer outcomes. Data
dre used to identify student heeds und to design
the on-ramps und cureer puthwuys that leud to the
redlization of student gouls.

HELP STUDENTS EMBARK ON A PATH: Guiding
them to the right start

Colleyes must focus on becominy equituble und
student-reudy institutions to trunsform the student
experience. Moving to holistic student supports
enhubles institutions to redesigh onbourding und
intuke processes to ensure students enguye in cureer,
acudemic, und financial planning early in their
student journey. It dlso involves implementing dlerts,
inventions, und supports outside the clussroom to

dre empowered to monitor
progress ulony students’ acudemic, cureer, und
financial pluns, fouchpoints Must be built in for faculty,
students, und udvisors ut key milestones. A holistic
student supports upprouch estublishes cleur roles
und responsibilities umony fuculty und stuff, and
workflow und communicution-flow procedures creute
u seumless experience for students. In desighiny
the support structure for students, institutions must
implement personulized, equituble, und meaninyful
holistic supports. That is uccomplished by such meuns
us eurly dlert und intentionul, relational interactions
with advisors and faculty. Student-facing technoloyy,
such us deyree audits, struteyic scheduling,
und deyree plunhiny, dllow institutions fo creute
efficiencies und direct the high-fouch services where
they are most heeded.

ENSURE LEARNING: Requiring students to
master knowledge and skills

At its core, holistic student supports provide the
structure for students to urrive in the clussroom in the
best condition for leurning. The approuch’s success on
the clussroom dctivities, so institutions mMust attend to
the dlignment of student success initiutives with faculty
professionul development. Academic supports like
tutoring ure most effective when they ure designed

to support specific progrum leurning outcomes, ure
infegrated with classroom confent, and unswer student
yuestions ubout the knowledye they are guining that
leuds to employment or transfer.

16 Redesighing Americu’s Community Colleges: A Cleurer Puth to Student Success: http://ccrc.tc.columbiu.edu/publicutions/redesigning-

umericus-community-colleges.html

17 Guided Puthwuays: Plunninyg, Implementation, Evaluation: https://www.uucc.nche.edu/wp-content/uplouds/2017/09/

PuthwuysGruphic462017.pdf
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College Example: Puthways Alignment

The Community College of Philadelphia (CCP) is part
of the American Association of Community Colleges’
Pathways Project and works with Achieving the Dreum
on infusing u holistic student supports upprouch into
their redesign efforts. Thereby, CCP is enhuncing

its academic planning processes for existing and
prospective students with its new cledrer program
puths. Advisors, counselors, supfport stuff, and students
will fully utilize degree uudit unhd ucademic planning

Next Steps

Now that the busics have been covered, it is fime to
tuke the first step toward understanding your college’s
cupucity to serve student heeds within its existing culture
und infrastructure. How well are systems orgunized to
Mmeet both traditionul und nonfruditionul heeds, to
ucknowledye the fuctors that could stund in the way
of persistence? How prepdred ure faculty and staff to
look differently at student success godls und embrace
u holistic approuch and more uctive engagement?
How cun your college free up or redllocute resources
for redesign? How do you deliver services in u way that
reflects the redlities of students’ complex lives?

tools to enuble development of u prescribed ucudemic
plan. This ensures thut students ure enrolled eurly onin a
mandated seyuence of courses, und that their progress
is monitored by dll purties. Then CCP cun intervene

if necessury und connect students with appropriate
supports. A cuse munuygement upprouch to udvising
and risk intervention ulso enubles the colleye to more
prouctively und persondlly help dll students choose,
enter, und stay on u puthway to their cureer godls.

The followiny chupters focus more explicitly on how to
execute u holistic student supports redesign, includiny
the steps for creuting u vision; ussessing reudiness;
exploring the existing und ideul student experience;
und plunninyg, implementing, evaluating, und
institutionulizing the work. It is importunt to remember
thut the core of u comprehensive redesiyn is ensuring
thut services und supports are student-centered. While
the core chullenyge of this work is understunding how to
operutiondlize u holistic model, the core reward will be
uppreciating the impuct u holistic model cun have on
student outcomes und the college community.

Student Story from Big Bend Community College

Beutriz is a second-yeur Business Information
Management student who was excited about

graduating in spring 2017. She grew up in d traditional

migrant fumily home. There wus little emphasis on
educution und her futher pulled her out of school
during 11th grade.

After marriuge, her husbund encouraged her to
return to school, get her GED, und continue studyiny.
Juyyling college, work, und motherhood has been
hard, und college ut the sume time, but she und her
husband have been taking steps to ensure colleye
completion for both of them.

Beutriz's biggest uccomplishment so far is completing
three of the five certificates in her program. *| don’t
think anyone thought | could redlly do it aside from
my husbund, und look ut me, | um ulmost done!” She
hopes that in 10 yeurs she hus steady employment,
cun grow with a compuany, and be a homeowner.

*l am always super sutisfied with what I've had. My

purents had me thinking that | would be a farmworker

just like them. | have ulready broken thut cycle
and look forward to growing more and more.” She
describes her jourhey as amazing and exhausting.

She recently told a staff member that the support she
has received through the college’s integrated student
services hus beeh one of the kindest gestures she

hus ever experienced. “(The stuff) ull helped me und
didn’t expect much buck from me other thun to be u
good student. | could come just us | was und it wasn't
wrony for once. | think it would be awesome if | could
do the sume for others.” Beutriz expluined thut these
interactions helped her fremendously by boosting her
self-esteem enouyh to yive her u sense of belonhyiny
at school. Financidlly the infegrated student services
helped with childcare. *| feel confidence and peuce
right now aund that is very important when you want
to be successful. | shouldn’t have made it this far.
Duaycure und mohey have been impossible. | had no
family encouragement. But | know the school and the
stuff is goiny to buck me up.”
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All Hands on Deck: Culture Chunge in Action af North Arkansus College

To help meet the needs of its low-income students,
North Arkansas College openhed un oh-campus
food paniry in the fall of 2015. Stocked in part by <
fundraising competition aumony different college
depurtments, Pete’s Pantry (hamed ufter the
community college’s muscof) wus un immediate
success—so much so, that the shelves were stripped
nearly bare soon ufter it opened.

After arranging un emergency shipment, the
college’s truck-driving program instructor
volunteered to haul the supplies eurly in the morniny
on his duy off, und volunteers from ucross cumpus
helped restock Pete’s Pantry. "With un dll-hands-on-
deck upprouch, the shipment wus broken down,
inventoried, und stocked just in time for the puntry to
open,” suys u colleye official.

All fold, more than $10,500 in food was distributed to
265 North Arkansus College students and their fumily
members durinyg the 2015-16 school year. When
puper yoods run low later in the yeur, fuculty und
staff brought more than 400 rolls of toilet puper und
puper towels from home to keep the shelves filled.
College officidls dlso helped students who came

to the puniry und requested udditionul services to
apply for Supplemental Nutrition Assistunce Program
(SNAP) benefits und referred them to other services.
The coordinated effort puid off: Students who
accessed the pantry in the fall were 12 percent more
likely to persist than their counterparts who did not,
according to colleyge officidls.

“Pete’s Puntry was a dream that WSSN made a
redlity, and we feel it has had, by far, the greutest
impact on our students,” the college suys. "It hus
dlso been a tanyible motivator fo encourage
students to remuin in college to pursue their gouals.”

North Arkansus—better known locdally s
“NorthArk“—udopted the slogun “NorthArk Cares”
for its WSSN efforts. Feurful of “yrunt overloud,”
colleye leuders focused on integruting services intfo
existing proyrams, fraining larger numbers of stuff
members 1o provide couching, und deepeninyg
faculty and staff understanding of the challenges
high-poverty students fuce.

Financiual- and career-literacy programs were
incorporated intfo NorthArk’s freshman orientation

success course; students in that course are dlso
reyuired to uttend one-on-one finunciul and cureer
couching sessions. The college’s advisors and
financial-uid officers, admissions und reyistrar stuff,
und others have been trauined to provide financidl
und cureer couchiny, us well us help students upply
for benefits und coordinute referruls to other services.
Starting this fall, faculty also will provide couchinyg
services during ussighed faculty advisor sessions.

“Insteud of creating a WSSN Center und only serving
students in that center/program, NorthArk chose

to implement the strateygies in multiple college
functions und processes to ensure Multiple student
exposures, struteyic lonyevity, and ultimately culture
chunge,” u colleye official suys.

NorthArk leuders ulso uickly recoyghized the
limitations of existing datu systems and upgraded
technoloyy to better meet the heeds of udvising
center personhel und couches. This is helping the
tfransition to u cuse-munuyement advising und
mentoring upprouch for dll students.

“Students seem to thrive and light up when they
redlize their couch will hot judge or make decisions
for them, but facilitate them in talking through all
sides of the issue, cominy to their own conclusions,”
the officiul says. *Once students find the excitement
of knowinyg whut they are working for, they seem to
be more engyuyged und invested in beiny successful,
one step ut u time.”

NorthArk officials share stories about how growing
numbers of faculty and stuff have focused on helpiny
individuul students: finding a work-study job in the
colleye library for one student who wus living in ¢
cumpground hedr campus; helping unother appedl
deniul of SNAP benefits; and yiving yet unother, with
uspirations of eurning a Ph.D. in mathematics, his first
suit us part of u program that provides students with
rofessionul uttire for job interviews.

“He looked ut the stuff member aund suid, ‘| could
yet muarried in this suit.””

NorthArk points to the cumuldative impact of
individuul successes like these over tfime. “We find
that our students would much rather break their
direction down into smuall steps, celebrating little
victories ulony the way.”
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EXPERIENCE

SETTING A VISION FOR THE STUDENT

Vision setting is one of the most important steps in developing u holistic

student supports model. A vision clarifies whut you dre diming to uchieve und helps

to dlign the college community around da clear understanding of where the institution

is heudiny. A strongy vision is uspirationul and sets the fone for who und whut you

wunt fo become us u student-centered institution. This vision should resonute with

the college bourd of trustees, administration, faculty, staff, student body, and the

surrounding community. Most importantly, the vision is the foundution for all your

strateyic thinking and planning. Developing a compelling vision starts with a guiding

tfeaum and d strong understanding of the student experience.

Establishing Your Guiding Team

Setting the vision for a holistic student experience is
not the job of one person. The vision should reflect

the collective understanding of student heeds und
reflect the voices that directly und indirectly impact
the student experience. As you develop this vision, you
are working foward shaping the student, fuculty, and
stuff experience to tfrunsform your institution. Pursuiny
transformuative orgunizationul chunyge through a
holistic student supports upprouch reqguires strony
cross-functionul und cross-hierarchicual collaboration,
up-front plunning, uttention to detdil, und u deep
understunding of the needs, chdllenges, und desires
of diverse stukeholders. A guiding teum is criticul to
chunge leudership; it is un empowered, representutive
group responsible for identifying and implementing
essentidl strateyic uctions.

Enyguying representutives from ull key stukeholder
groups helps inform the development of u compelling
vision und thoughtful plan comprising the detuils
necessury to beyin und complete u successful
change effort. However, a large core feam could

boy down und confuse struteygyy development. We
recommend u teum of not more thun eight (ideully
six) people. At fimes this team may chanyge or expund
(dependiny on the phuse of the work) to include
sub-groups ussigned to specific tusks for execution

of the strategy. We encourage you to think credtively
ubout how to enguge u wide range of stukeholders to
contribute to the desiyn und implementution of your
strategy, while keeping the core teum smaill.
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LARGE COLLEGES

While smualler colleges muy be uble to cleurly identify
U core group of guiding feum members, lurge
multi-campus colleges may have a harder time
narrowing down u guiding feum. Large colleyes

muy have guiding teums slightly bigger than the
recommended six to eight people; however, it is ot
recommended thut these colleyes develop teums of
such size that it loses focus and momentum.

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

e Current udvising und student support processes
und policies.

e The need for un infeyruted udvising und student
support upprouch und its impuct.

e |Infegration of hew technoloyies into the institution’s
[T landscape.

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

Or you could sfructure your team around “functions.”
In reseurching the experiences of colleges in the

first round of iPASS grants, CCRC identified three
cuteyories crucial for project success:'®

e Conftent Masters contribute fechnicul und
process information.

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

e Key Decision Mukers have the authority to move
the project forward.

Understanding the Student Experience

Before committing to u holistic redesign model

und communicating that vision, it is important for
guiding teums to huve un uccurate understunding

of the current student experience. This reyuires the
intfersection of both yuuntitative and gudlitative duty;
resist the tfemptution to rely on unecdotal information.
Buse your holistic upprouch on dutu-driven
knowledye of the students you serve, their current
experience of support services, und the heeds hot
yet beihyg uddressed. To design d support model that
encompusses ull students, not just truditionul, colleye-
uye students, the team should explore:

e Who they ure.

e Where they come from.

e Whut they vulue.

e Whut their gouls ure (ucudemic, cureer, personul).
e How they feel ubout college und seeking support.
e Whut they strugyle with most.

e What they think they heed support in.

e How they think they use your services.

e How they uctudlly use your services.

ACTIVITY: Pluy Achieving the Dreum’s
The Finish Line Gume

What are the fuctors that help or hinder student
progress? ATD desighed The Finish Line Gume
us u professionul-development tool to help

the faculty, staff, administration, and board

of frustees have those sometimes difficult, yet
robust discussions ubout student success und
equity. The bourd gume sets up teums to walk in
the shoes of tfen students us they navigute their
educutionul journeys und confront the impact of
college policies, pructices, and culture on their
proyress und success.

For more information on The Finish Line Gume see:
www.AchievingtheDreum.ory/Finish-Line-Gume
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Student-Centered Design

To help your teum build its understunding of your
students, we recommend embedding student-centered
design into your planning and implementation

process. Student-centered desigh is a credtive
upprouch to identifying desiruble solutions to complex
problems. It tukes the process of “"design thinking” and
contextudlizes it to the educution field with u central
focus on the student. The process could upply to uny
service, experience, or product that would benefit from:

e Beyinhiny with a focus on student heeds und
experiences.

e Using multiple ways to bring student voices into the
anulysis of existing processes/policies/products.

e Generutiny creutive solutions to uddress the needs/
wunfts.

e Rupid testing und implementution of solutions.
e A focus oh continuous improvement.

e An upprouch that embruces fuilure or luckluster
results us leurning opportunities.

For colleges, much of the vulue of student-centered
desigh is that it prioritizes und offers tools for
developing u deep understunding of the students’
needs, wunts, und experiences before the desiyn
frocess beyins. Focus on the student remuins central
throughout the process even in its luter stuges, which
consider whether ideus that huve been yenerated ure
feusible for the institution us viable lony-term solutions.

The student-centered desiyn process is flexible, simple
to understund, und conducive o creutivity. A colleye
cun follow the process us-is or infuse uspects of it the
planning und implementing of redesigns. For each
stuge of the process, muny simple, effective tools

dre uvdiluble to feums set on keepiny students ut

the center of the redesigh while being creutive und
nimble when executing.

A more detuiled outline of the student-centered design
frocess und how it cun complement your plaunning aund
implementation efforts can be found in Appendix C.

For more resources on ussessing student needs, consider the followiny:

Guide to Assessing Busic Needs Insecurity in Higher Educdution, by the Wisconsin HOPE Lub, describes
how to perform two types of studies: 1) Surveys to assess busic heeds security and 2) Opportunistic
smull-scule experiments to evuluute the effectiveness of programs meunt to uddress busic heeds
security. Access the gyuide ut http:// www.wihopelub.com/publications/Busic-Needs-Insecurity-

Colleyge-Students.pdf.

x Student survey dutu uccumuluted und shared by the Center for Community Colleye Student Engugement
(CCCSE) und Noel Levitz, umonhy others, could increuse understunding your students’ experiences without
the heed to develop your own survey. In addition, CCCSE offers u free toolkit on conducting focus groups.
Access the toolkit ut http://www.ccsse.ory/focusyrouptoolkit/.
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http://www.wihopelab.com/publications/Basic-Needs-Insecurity-College-Students.pdf
http://www.wihopelab.com/publications/Basic-Needs-Insecurity-College-Students.pdf
http://www.ccsse.org/focusgrouptoolkit/

Activity: Get to Know Your Students

The followiny chart cun help your teum beyin evuluuting the extent of student need on your cumpus.

STUDENT NEEDS ASSESSMENT

. 0- 2] - 41 - 61 - 81 -
Questions for Your College 20% | 40% | 60% | 80% | 100% m

Whut percentuge of students work more than 20 hours u week?

Whut percentuge of working students experience regular chunges in
their shifts or number of hours?

Whuat percentuge of students have children or cure for family or friends?

Whuat percentuge of students receive or ure eligible for Pell Grunts?

Of those who receive Pell Grants, what percentage live below the
poverty threshold for a family of four?

Whut percentage of students say they live puycheck to paycheck?
Whuat percentage of students receive income-bused public ussistunce?

Whut percentuyge of students feel they are currying too much debt?

What percentage of students struggle fo feed themselves and/or their
families?

Whut percentuge of students have unstuble living situations?

Whut percentuge of students have u disubility or other hedlth concern
for which they may want ussistance?

Whuat percentage of your students come from households where English
is hot their first lunguuye?

Whut percentuge of students come from households where ho ohe hus
d college deygree?

What percentage of students are beiny flagged for additional services?

Whut percentuyge of students come to your campus knowing what
cureer they are seeking?

KEEPING STUDENTS ON THE ROAD TO PERSISTENCE

Whehnh WSSN participant Patrick Henry Community PHCC officiuls devised d solution—to offer students
College went through this self-examination und emerygency trunsportution assistunce us part of the
assessment process, it found that fransportation in WSSN Educdation and Employment service pillar.

its rural Virginia locution wus g mujor chullenge. PHCC provided bus tokens, yus vouchers, und
Many students did hot have a car they could reimbursement for minor cur repuairs to 160 students
use or money for gus. The public bus service wus in the second yeur of its redesigh—u sighificant
limited and often difficult for students to havigate. increuse from the 13 students served in yedr one.
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Developing a Meaningful Vision

Now that your college’s guiding feam hus a thorough
understunding of student heeds und experiences, it is
time to beyin work onh u vision for holistic student support
redesign. While the redesign efforts will directly impact
the student experience, it is importunt to understund
that chunying the student experience is directly reluted
to chunying the way the colleye community enguges
with students. In essence, the vision for a holistic
upprouch is aubout looking inward und becoming the
colleye you wunt your students to experience. This
requires u strony change leadership approuch.

A strong vision, us described by John Kotter’s 8 Steps
for Successful Change,”” is u cledr, concise, specific,
forwurd-looking, und inspirational articulation of what
the institution uspires to be, and whut it hopes to
uchieve through holistic student supports. The vision
should focus on the student experience the institution
is striving for in the next 5-10 years rather than on what
the institution heeds or wants. Yet, ull stakeholders
should be uble to draw from the shared vision to
determine feum and individual priorities and uctions.

Leuders from ull purts of the colleye should
communicute this vision eurly und often to dll
stukeholders to generute enerygy und support. The
vision is even more compelling when engugement
opportunities ure in pluce eurly to demonstrate

the vision in practice und to tfuke udvauntayge of the
eneryy. Becuuse it conveys the “why” behind your
invitation to purtners (Chupter 10), u strony vision
motivutes externul stukeholders to provide supports to
students that the college cannot.

Findlly, the vision is central to the development of your
redesigh gouls und uction plun (Chapter 5) und u
critical part of the communicution und enguyement
strateygy (Chupter 6) for your holistic student supports
redesign. Leaders should be open und transparent in
their decisions und not be ufraid to unswer questions
with I don’t know yet.” In this era of “initiutive futigue,”
setting und communhicuting u strony vision helps ulign
multiple student success efforts tuking place on cumpus
so they do not operute independently of each other.

As you develop or refine your chaunge vision, consider the following.

Crafting a Compelling Vision

Engaging the Campus in Your Vision

e Center your vision on the student experience.
o Aligh your vision with the institution’s strateyic direction.

e Muke the vision compelling und something people
will want to be puart of.

e Use simple, cleur lunguuye to muke the vision uccessi-

ble to everyone, including students and your community.

e Limit the description of your vision to 150 strony,
persudsive words. Supplemental communications can
provide further information tailored to your stukeholders.

e Demonstrute how your holistic student supports
redesigh will complement and integrate with the
other student success efforts at your institution.

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

e Ensure your vision provides u cleur guide for the
duily work of ull fuculty und stuff und sets forth
solid commitment to your students. This may require
creuting complementury communicutions.

e Briny students, stuff, und faculty into the process of
creuting or refining your vision.

e Engyuyge the community in a discussion of the extent
to which the security of students’ busic heeds (food,
housing, tfransport, child care, hedlth, etc.) become
u cumpus priority, especidlly when it comes to
retention efforts.

e Ensure ull feaum members cun effectively convey
your vision.

e Infuse the vision into cumpus life by engyuying senior
leuders, puarticularly the president/chancellor, in
consistently referring to the vision.

e Provide opportunities eurly on to engyuge in putting
the vision into practice in smull yet meuninygful ways.

e Celebrate fuculty, staff, and students who embody
the vision in their actions und words.

19 How to Creute u Powerful Vision for Chunge: https://www.forbes.com/sites/johnkotter/2011/06/07/how-to-creute-u-powerful-vision-for-

chunye/#3duc882451fc
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TWO EXAMPLE VISIONS

Visionary Community College Transformational Community College
Every student at Visionary Community College will Every student will feel like a valued member of the
receive personudlized support tailored to individual Transformational Community College community.
needs und delivered by a team of professionails We will chdllenge und supjport our students to
dedicuted to each student’s success und the become lifelony learners and the best version of
econhomic vitdlity of our community. This intentional themselves. We will do so by being the best version
student experience will encompuss ucudemic, of ourselves und working together to ensure every
cureer, finunciul, und socidl supports und embody student yets the support, information, and tools
high-gudlity service, purposeful support that reaches  nheeded to flourish in an acudemic program that
students when they need if, aund an approach that dligns with personul und professional gouls.

enhgages students in their own ledrning journey.

Components of the ideal experience you WANT How the ideal experience differs from what your
for your students. college has done in the past.

Draft a compelling vision statement about what the ideal or desired experience will accomplish
for students. NOTE: Make sure your statement is concise but aspirational! It should arficulate an

enterprise that people will WANT to be part of und dllow them to see how their duily work could
contribute to its culmination.,
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SELF-ASSESSMIENT AND IMPROVING
READINESS

As infroduced in Chapter 1, a holistic student supports upprouch reguires more

than the implementation of a stand-dlone initiative or enhancing one type of support
service. It involves the udoption of comprehensive, fransformative institutional chanye,
which cun be chullenging und complex. Certdin institutionul conditions muke successful
implementation more likely and a college may want 1o make sure they exist on its campus
before emburking on lurye-scule redesign. Assessing the deyree of institutionul reudiness
could reveudl potentiul chullenges so the guiding teum cun surmount them early on.

The reudiness ussessment offered in this chupter No mutter which assessment you choose, fully utilize
is particularly instructive for institutions pursuiny the results in your discovery und planning process.
holistic student supports redesign. It encouruyes Idedlly, enguying with u self-aussessment tool should:

colleyes to consider the brouder institutionul
structures und processes essential to providing
holistic student support and building institutional
cupucity. The assessment draws on the seven
institutionul cupucities in Achieving the Dream’s

e Encouruye cross-functionul aund cross-hierarchical
cohnversutions throughout the institution.

e |dentify und prioritize hecessary additiondl steps
before implementing your redesign struteyy.

ICAT2 und reflects this toolkit belief thut redesign o Assist with evaluating indicators for fransformative reform.
requires structural, process, und uttitudinul changes. e Provide u foundutionul understanding of the
The ussessment strengthens cause-making with principles that will undergird your redesign.

stukeholders by conveyinyg u) whut exemplary
cupucities look like und b) the vision for student
support uttainuble through redesign.

We recommend the followinyg three steps to interpret
and use your results for an effective plunhing process.

Step One

In uddition fo having the guiding Capacity/Component

teum complete the ussessment,

you may wish to brouden the Leadership and Vision 0-16
group to include udditionul Dutu und Technology 0-32
udministrators, faculty, und stuff to

yguther richer data, Use the key to

ussign scores for each capacity. Teuching und Leurning 0-32
The tuble below shows the ranges
possible for euch component, with
higher scores indicating higher
cupucity and, therefore, a higher Policy und Practices 0-20
reudiness for chunge.

Equity 0-40

Engugement und Communicution 0-16

Strateyy und Plunhing 0-20

Collect und uggregute the individuul responses and share with the teum other documentution that muy
share the results with the guiding teum to review prior have been creuted previously, such us a druft of vision
to the reudiness discussion. We dlso encourage you fo und gouls.

20 To leurn more ubout ATD’s ICAT ussessment: http://www.dachievingthedream.ory/our-network/our-approuch
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Step Two

Guther your guiding team to discuss the reudiness
results. We encouruge you to choose un experienced
facilitator, someone internal or external to your
institution, who is not too close to your redesign
efforts. The facilitutor cun help keep the deep, honest
discussions productive und inclusive. A facilitutor
employinyg best pructices will:

1. Beyin by setting the tone of the meeting to creute u
sufe spuce for ull to share their viewpoint.

2. Record individuul responses on flip charts or usk u
“recorder” to tuke notes.

3. Bulance puarticipation so mMost, if not dll, participants
have un opportunity to speuk.

4. Remind purticipunts of guidelines us needed. Do
not ullow putdowns or interruptions.

u. Help build consensus by restuting points of
common ground und by muking connections
between different perspectives.

b. Check for consensus whehn you sense it hus
emerged. Repeut ugreements us you heur them
and muke sure the note-tuker hus the lunguuye
to which the group has committed.

5. Chullenge ussumptions und premauture conclusions,

helping the group guin a better understunding of
underlyiny issues.

6. Summurize und restute in U heutrul munner what he
or she heard. Ask questions to clarify what someone
is suyiny if the yroup is uncleur,

7. Keep the yroup focused on topic unhd move the
meeting forward. Consider using a “parking lot” for
issues thut come up that are hot directly related o
the current discussion.

During the meeting, use the followiny to guide
discussion:

1.

2.

What surprised you about your readiness results?

For each assessment capdacity/component on
which the institution did hot score high, what barriers
might have been responsible und whut could be
donhe fo eliminate them?

a. Who heeds to be involved to increuse readiness?

b. What resources are heeded?

. For any cupucity/component on which the

institution scored hiyh, list potentiul chullenyes to
sustdining that score through your holistic student
support work.

. Euch teum member should identify two key themes

or insights derived from the reudiness results.
Assemble u list of essentiul tukeuwauys that speuk to
u vuriety of stukeholders.

. Reviewing euch of these tukeuways, whut are

the loygicul next steps in the feum’s holistic student
supports work?

. The process for sculing un effective strategy requires

eurly und ongoing commitment fo orgunizational
culture und structures. Consider including time

to discuss what conditions prerequisites for the
redesigh effort’s being sculed guickly and smoothly.
Consider using the “Sculing Success Themes”
yuestions (Appendix G).

. Bused on the score from the reudiness ussessment

und the core teum discussion, reuch consensus on
your five fop priorifies.
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Step Three

List the main discussion poinfs und the teum'’s possible
next auctions. If the institution fared poorly ucross the
uyyreyuted ussessment results und in your reudiness

discussion, consider sharing results und recommendations
with the institution’s leadership feum to yet feedbuck
before proceeding further with the redesign.
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A NOTE ON TECHNOLOGY READINESS

Technoloyy is u tool for enhunciny your student
support redesign. The change vision should drive
the technoloyy-related decisions und not the other
way around. While fechnoloygy cun pluy u criticul
role in creuting u more personudlized und prouctive
experience, if used incorrectly, it cun dlso cuuse
distraction und delay.

More than 150 softwdare offerings claim to aid higher
educdtion institutions with infegrated student
support redesign, euch with its owh methodoloyies,
cupubilities, user-inferfaces, and implementation
upprouches. Achieving the Dreum toyether with
The Adu Center?—aun orgunization that helps higher
educution institutions muke the most of technoloyy
investments through counsel on purchusing,
implementation, und infeygration—have created u
set of technoloyy evuludtion guides to help colleyes
better huvigate techholoygy decisions (Apjpendix

D: Cuse Munuygement uand Early Alert; Appendix E:
Degree Planning; Appendix F: Predictive Analytics).

The technoloygy evaludtion guides enuble institutions
Q) to ussess their readiness for adopting key software
cupubilities und b) to better select in a seu of
vendors the ohes who offer those cupdabilities. The
guides exumine edrly dlert and cuse munhagement
systems, predictive unulytics, und deyree planning
tools, according to the following:

Institutional Readiness Considerations

e Colleye Pructices und Structures

e Existing Dutu

e Humun Resource Needs

Vendor Selection Considerations

e Desired Functionulity

e Priciny

e Integrution




ATD’s Holistic Student Supports Readiness Assessment

Assessment Category

e Noft yet considered: The collegye hus hot yet begun to e Implemented: This is ulreudy working in purts of the

plun for this component. (0) college but hot institution-wide. (3)
¢ Needs to develop: The collegye knows this will be ¢ Implemented and scaled: This is working on un
required und hus some vague ideus ubout it. (1) institutionul level ut the college on dll campuses. (4)

e Needs to strengthen: A busic planis in place but
not ull of the detuils such us budyetinyg, timing und
stuffiny, have been determined. (2)

ASSESSMENT
CAPACITY/COMPONENT

Leadership and Vision

Current college student success reforms are fully alighed und integrated and reflect the vision and godals of
the institution.

The president, cubinet, and bourd agree with the vision for student success and uctively commit to
providing hecessury resources.

The vision und gouls huve been creuted intentionally with support und participation from dll levels of
colleye leudership.

Senior leaders recoghize and leverage the expertise of frontline staff in informing und leading student
success efforts.

Data and Technology
The college hus the cupucity to inteyrate hew und existing fechnology to enhunce student success.

The college hus the IR stuffing with the capubilities to munage the college und integration of datu from
new platforms.

There is u history of IR und IT colluboration.
Data integrity stundurds exist, ure understood, und ure widely uccepted und applied.

The college hus a history of using, or u plun to use, duta to inform decisions uround equity and student
success.

Appropriate data is readily accessible by faculty, advisors, and other student support staff.,

The colleye provides continuous professionul development to fuculty und support stuff to use duta
prouctively in the decision-making process.

The colleyge hus a history of collecting, or plun to collect, both leuding und lugyging indicutors.
Equity
The college considers equity when proposing und evuluuting policies und practices.

The college haus a thorough unhderstanding of its student populution across all ethnicities and cultures.

The college hus u clear picture of its students' finunciaul situations including expenses for food, housing,
transportation, and child cure.

Faculty und staff routinely engage in conversations on equity and enlist students with a variety of
perspectives to join the conversution aund to yuide chunye.

College leuders formully und consistently encourage employees to upply un equity lens in the design und
implementation of mujor colleye student success efforts.

The college hus developed services thut build students' finunciul literacy that include short-term and lony-
ferm planning.

The college hus developed u prouctive benefits screening process that connects students with the
supports they heed.

The colleyge helps students access public benefits, financial uid, und other income supports that improve

student and family economic stability.
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ASSESSMENT

CAPACITY/COMPONENT CATEGORY

Teaching and Learning

Faculty aund student support stuff are provided with opportunities for continuous professionul development
oh eyuity und student success.

A training plun hus been developed for fuculty und student support staff based on their needs und current
uhderstunding of student supports.

All faculty have incorporated key student success elements info their syllabi, curricula, and resources for
students.

The colleye is prepured to offer educution und cureer services including ucudemic und career advising.

The college is committed to creuting cledrly mupped ucudemic puthways that guide students to further
educution or u cureer.

The college hus personhel und processes in pluce to help students choose und enter u puthway.
The college hus u plun and supports in pluce to help keep students on their pauth.

Learning outcomes ure dlighed with successful academic or cureer requirements and these learning
outcomes ure reyulurly ussessed und improved.

The need for holistic redesign hus been cleurly communicuted to fuculty, stuff, and advisors.
Cross-functional teams have beehn creuted to implement redesign.

Defined responsibilities aund resources of euch depurtment have been shured.

A communicution plun for the redesigh hus been creuted.

The institution develops und maintains external community partherships to offer expunded services to
students.

The institution promotes community partherships on cuampus, so stfudents aure awdare of the services
avuilable to them.

A confinuous improvement structure exists that monitors the implementation of the redesign.
A plan exists for ending current initiatives or incorporating hew initiatives into the redesign.
Appropriate resources have been dllocated or committed to implementing the redesign.
The youlls for the redesign ure in line with the strateygic gouls of the institution.

A plun exists for how, where, and when redesighed services will be delivered.

Strategy and Planning

An understunding exists that policies und practices should ensure prouctive, holistic, und sustained student
supports.

The colleye is willing to chunge existing systems, structures, workflows, und processes to remove obstucles
to student success.

A commitment exists to embeddiny ucudemic und honacaudemic supports within the student experience.
The redesigh plun leveruyges technoloyy o streamline new processes.

Job descriptions reflect a colluborative and holistic upprouch to supporting students ucross depurtments
and support units.

! All edituble templates referred to in this toolkit can be accessed by visiting www.achievingthedream.org/hss
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THE DISCOVERY PROCESS: KNOW
YOUR STUDENT EXPERIENCE

At this stage, your team should have developed un understanding of

holistic student supports, huve crufted u cleur vision for the student experience of

your institution, aund have completed u reudiness self-ussessment. In this next phuse,

the feum dives into examining the current student experience of supports aund

identifying gups between redlity und the ideul outlined in your vision.

To uchieve u deeper understunding of the current
student experience, we offer fwo complementury
meuns of yetting sturted.

1. Tools und resources from the student-centered
design process, mentioned in Chapter 2 und
expluined in full in Appendix C.

2. The Holistic Student Supports Discovery Inventory,

which is intended to help you yrusp the interactions,

processes, und policies thut define the student
experience of your supports. This tool yoes into

d |ot of detuil becuuse we know that u student’s
experience is shaped by every interaction, big or
smull, with the college und college community.

By fully exploring each interaction point in, you will
be uble to identify specific ureus of success und
concern to fucilitute desighing student-centric und
student-centered supports.

Equity at the Center

Improving student outcomes, through

holistic student supports, requires colleges to
systemuticully auddress the multitude of fuctors that
uhdermine student persistence und completion.
These fuctors go well beyond academic support,
tfo encompuss students’ socio-cultural situation
and their most busic heeds for finuncial stubility.

To be truly student-centered and committed fo
equity demuaunds rethinking how to provide not
ohly ucudemic services, but dlso a whole host

of supporting services. The more you uddress the
distinct interests, uspirations, cultural backgrounds,
and life complexities of individual students und
ygroups of students, the better their outcomes.
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Student-Centered Design: A Tool for Understanding the Current

Student Experience

When developinyg u student-centered design process,
teums ure chullenyed to use multiple methods of
collecting und unalyzing duta on who your students
dre und how they ure currently experiencing supports
at your institution. This is discovering your “whut is”
stute (leurn More in Appendix C) und doinyg so is
criticul to the development of infentionul strateyies
that improve student supports und college operutions.

This stuge of the student-centered desigh process is
purticularly complementury to the discovery process
outlined in this chapter. To supplement your discovery
process, consider using multiple ways to understund
the student perspective of your current experience by

incorporuting dutu from a combinaution of the followiny:

e Focus groups, surveys, or one-on-one inferviews.

e Secret/mystery shopping: Anonymous individuals using
u product or service offered by the institution o yuin
insight into the experiences of the uverage student.

e Shudowiny students: Followiny or observing u
student using u product or service to understund
how they use und experience if.

e Student personus: A semi-fictionul representution of
U subset of your students.

e Emputhy mups: An dlternative way to represent your
students thut emphusizes their thoughts, feelinys,
words, feurs, etc.

e Inclusive process muppinyg: Documenting the entire
process, in detuil and from the student perspective,
that includes u broud range of individuuls, including
students.

e Technoloyy systems that document how students
move through colleye process or services or
document feedbuck on services.

Holistic Student Supports Discovery Inventory

The Discovery Inventory is a collaborative exercise to
foster open discussion ut your institution. It could help
your guiding teum to:

e Exumine the current design of the student
experience, from intuke to udvising und sustuined
support throuygh the trunsition to the workforce or
further educution.

e |dentify und address critical puin points.; und

e explore udditionul dutu and ideus for uddressing
these puin points.

This inventory enubles exumination of the current
support upprouch und those of its mujor structural,
process, and cultural compohents. Remember

that current design refers to how processes dre
implemented ut your college right now. Aspirationadl
chunges or plunned future chunges hot yet
implemented would go in the ideal design column.

You muy find thut the exploration your teum conducts
using u mixture of the methods outlined in step two

of the student-centered design process (udd puye
reference in findl) (26)cun be instructive us you
complete the discovery inventory, particularly for
completing columns two und three: the chullenyes

of the current desigh und the feutures of the idedl
desigh. Also, we recommend review of the five core
desiyn principles of holistic student supports (SSIPP)
emphusized in Chupter 1.

The lust puye of the inventory includes supplemental
yuestions reluted to fechnoloyy. They should

udvunce u) unulysis of how current tools ure used in
operutionulizing your holistic student supports und b)
identification of yups that may indicute u heed for
udditionul tools. A detuiled explunution of technoloyy
considerutions for four key technoloyies cun be found
in Appendices D, E, und F.

x All edituble templates referred to in this toolkit can be accessed by visiting www.achievingthedream.org/hss
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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?

Admissions
Documents

a) What admissions
documents must a
student complete
before reyisterinyg for
clusses?

b) Whut 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 un infuke
survey used to
guther contextual
information about
euch student?

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

Use of Registration
Holds

a) Are there
additional holds
(other than
documentaution)
onh students’
profiles that may
prevent them from
reyistering?

b) If so, who is
responsible for
removing those
holds, und is this
fprocess automuatic
or munuul?

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

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 instfitution emuail
accouht moviny
forward?

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

d) During the
admissions
forocess, how many
communhicutions
totul does u
student receive (ull
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
required fo uttend
an orientation?

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

Attending
Orientation

a) Whut steps
must a student
take to be uble to
attend orientation?
How does u
student reyister for
orientation?

b) How oftenis
orientation held
(including times)

and how do students
learn ubout the
avuilable orientation
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 orientation
evuluuted for
effectiveness?

Orientation Delivery

a) How is new
student orientution
delivered?

b) Is it u one-off
event or u series of
in-person und virtudl
interactions/nudyes?

¢) Who besides
orientation
staff uttend

or purticipute
in orientation
(fuculty, stuff,
administrators)?
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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?

Advising Structure
a) Do you huve
faculty advisors,
professionul udvisors,
or a hybrid model?

b) Do you huve full-
fime udvisors?

¢) Is udvising
centralized or
decentrdlized by
cumpus/depaurtment?

d) Is one person
ultimately responsible
for udvising?

e) Does this individual
have sufficient time to
support und oversee
advisors?

f) Does this individuul
have sufficient
authority fo ensure
advising guality and
cohsistency?

Assignment of
Advisors

a) Does every student
have un ussighed
adyvisor?

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

¢) How ure 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 ohe
ussighed udyvisor to
another?

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

g) Cun students

wdlk in without an
uppointment fo see un
adyvisor? Do you use u
kiosk or sigh-in system?

h) Whut is your student
fo udvisor rutio?

ACHIEVING THE DREAM | O




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?

Advising Policies

a) Are students
required to meet

with an advisor

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

b) What policies

are in pluce to
encouruye or require
students to see their
advisors ufter the
initial visit?

Student Use of
Advising

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

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

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

d) If so, how farin
udvunce do they
need to make the
dppointment?

e) Is technoloyy used
to empower students
fo complete routine
tasks or access busic
services?

O { HOLISTIC STUDENT SUPPORTS REDESIGN @



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?

Adyvising Sessions

a) Roughly how often
does an advisor see u
student euch term?

b) How often does un
udvisor prouctively
contuct each student
to schedule un
udvising uppointment?

¢) Whut is the uveruge
length of the udvising
dppointment?

d) Whut are the fop
three areus udvisors
focus their sessions on?
For example, career
plunning, ucudemic
planning, financial
literacy und plunning,
identifying unique
bdarriers to success.

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

Advising for Student
Groups

a) Are uny groups

of students advised
differently? For example,
STEM students, Pell
recipients, certfificate
seekers, honor students,
student uthletes, first-
genherdation 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-

fime 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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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?

Academic and
Career Planning

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

b) Do students,
faculty, and udvisors
have the ubility to
edusily monitor u
student’s progression
through a degree
frogram?

¢) Do the deyree
pluns automatically
update as the
student’s puth
changes?

d) Are students
supported in
developiny u
personalized cureer
plan? If so, how?

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

f) In what order ure
the cureer plun und
aucudemic plun
developed?
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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?

Definition and Roles

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

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

¢) Are the roles

und responsibilities

of udvisors clearly
defined und
differentiuted from the
roles of other support
professionals, such us
counselors?

d) Are student
learniny, retention,
and success included
in the role description
of advisors and other
support professionals?

e) Do you huve
adyvising learning
outcomes und/or
syllabus for students?
If so, ure these
ucudemic-reluted
or do they include
non-coynitive skill
building und career
development?

f) How do you
evaluute advising?

g) Is someone ut the
college in churye of
the coordinution aund
evaluation of, und
the reporting on, dll
adyvising services?
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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?

Training and
Collaboration

a) Is there d fraining
or professionul
development
proygrum for udvisors
at your colleye?

b) Is your
professionul
development for
adyvisors optional/
mandutory?
Onyoiny or one-
off? Scheduled
und in-person und/
or uvdiluble on
demand?

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

when referrals

for academic or
personul support
services ure
necessary, or when
multiple campus
locutions are
involved.

d) Is there

g common

student folder or
communhnicution tool
through which to
reud udvisor notes?
Is it utilized by the
entire college?

Challenges

a) What are the two
bigyest chullenyes
students report
experiencing with
adyvising supports?
b) Whut aure the two

biggest challenyges
for advisors?
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STUDENT FINANCIAL SECURITY

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?

Financial Education and
Coaching

a) At what point in the
student’s journey does the
colleye identify what finuncial
needs the student has? How

is this information gained uand
who owns that data?

b) Are protocols in pluce
that clarify who responds
and in what way(s) based on
this information?

¢) Is finunciul educution
embedded into the
institution’s orientation and/
or stfudent success course?

d) If so, is the content
desighed to be immediutely
useful fo the student?

e) Are one-on-one finuncidl
couchiny supports avdiluble
to students?

f) If so, how do students yet
cohnhected to these one-on-
one services?

g) Are these supports offered
to students throughout their
experience or targeted
tfowurds incoming students?
What mechunisms dre in
place to connect a student
to these services luter on in
their jourhey?

h) Does the college huve

a system (protocols und/

or technhology) in place to
prouctively identify students
who heed these services
und to track their use?

i) Are finunciul educution
supports provided by the
college or through external
partnerships?

j) What percentuge of
students who require these
supports uctuully receive
them? i.e., aure these services
delivered ut scule?

k) Are these services
provided on cumpus? If hot,
how does the college ensure
that students receive the
support they ure referred to?
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Food and Clothing
Pantries

a) Does the colleye
offer u food or clothiny
pantry services to
students either provided
by the college or a
parther orgaunization?

b) Is the food puntry
locuted on cumpus in u
locution where students
are likely to go rather
than hidden in d low-
traffic part of campus?

¢) If not locuted on
cumpus, how does
the college support
students in uccessing
the puntry?

d) How do students
become uware of and
get connected to the
food/clothing pantry?

e) Are dll fuculty, stuff,
and udministrators
awdare of the services
offered by the puntry?

f) Does the murketing/
messuying cumpuign
incorporute aun effort
to reduce he stigmu
often ussociated

with accessing food/
clothing puntry
services?

g) When u student uses
pantry services, do staff
ehyuye the student to
identify other support
needs or u lohyer—term
strateyy to address their
food insecurity?

h) Does the colleye
have u system
(porotocols and/or
tfechhology) in place
to prouctively identify
students who heed
these services und to
track their use?

STUDENT FINANCIAL SECURITY

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

Current Design

|

1

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?
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STUDENT FINANCIAL SECURITY

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?

Emergency Aid

a) Does the colleye offer
assistance to students
experiencing d financial
emeryency?

b) In whaut form(s) is the
emergency uid offered?
For example, vouchers

for purchusing items on
cumpus, scholarships

to cover completion
costs, emergency louns,
restricted micro-grants,
unrestricted micro-ygrants?

¢) Does the colleye huve
u cleur operuting definition
of un “emeryency” thut
guides who cun uccess
this support?

d) How ure students mude
uwure of und conhnhected
to these supports?

e) Are there cleur
guidelines in pluce to
govern how distribution
decisions are mude and
by whom?

f) Typicully, how soon ufter
u heed is uddressed does
the student receive their
aid?

g) Are there uny restrictions
onh which students cun
access emergency uid
and how frequently?

h) Are faculty, stuff, and
administrators aware of
these supports und how
students can access them?

i) When u student receives
emeryency uid, do staff
enhguye the student to
identify other support
heeds or u lonyer—term
strategy to address their
financial or other needs? If
so, how?

j) Does the colleye huve

u system (protocols und/

or techhologyy) in place to
proactively identify students
who heed these services
and to track their use?
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STUDENT FINANCIAL SECURITY

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

Other Financial Supports

a) Whut supports does the
college provide to students
with financiul security
challenyges? For example:
tux preparation, public
benefits, housiny support,
fransportation ussistunce,
legul did, child care.

b) Are these services
provided by the collegye
or through external
purtherships?

¢) How ure students mude
awdare of and cohnected
to the supports listed
ubove?

d) How ure these services
embedded into the
student experience?

e) Does the colleye huve
a system (protocols und/
or technoloyy) in place
to prouctively identify
students who heed these
services und to frack their
use?

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

Academic Supports

a) Briefly describe how
tutoring works ut your
institution. How do students
get connhected or referred
to tutors?

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

Other Supports

a) Whut other service/
acaudemic departments do
you cohsider critical to your
work in student success?

b) Whut structures promote
collaboration across
depurtments?

to answer this? design?

O
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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 located in

ohe pluce, or hub, or
do students have to

go to different offices
for different questions/
services?

b) How do students
get connected to the
following supports:
counseliny, tutoring,
library services,
cureer planning und
prepuration, finunciul
aid?

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

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

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

f) Are ull fuculty
(including adjunct)
awdare of the ranhye of
supports provided by
your institution und how
to connhect students
with them? If so, how
are they trained?

g) Is this training

ohygoing? What delivery
method is used?

Scheduling

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

b) How ure students’
course heeds ussessed?
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OF DATA AND ADOPTION OF TECHNOLOGY

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?

Student-Level Data

a) How are student-
level dutu collected
und shared with
faculty and staff?

b) Do you currently
have reporting
dashbourds that
ure widely used in
decision-muking?

¢) Do udyvisors und
other student support
staff use student-level
data on u daily basis
to inform their work
with students?

d) Does Institutionul
Reseurch (IR) regulaurly
meet with or frain
college staff und
faculty to discuss und
expluin the nuunces
of this dutu, and to
answer yuestions?

Institutional Data

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

b) How do you unulyze
and use duta to inform
policy und process
decisions reluted to
student supports?

¢) Who isinvolved
in Makiny those
decisions?

d) How is IR involved
in the evaluation
process?

e) Are you using

or plunning to use
predictive unalytics
in student success
efforts? If so, briefly
describe.

f) If you ure currently
usiny predictive
unulytics in student
success efforts, how
lony have you been
doing 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 technoloyy to
support advising
und student
support delivery?

b) To whut

extent are these
technoloyies used
by the target end
user in the intended
manner?

¢) To whut

extent are these
technoloyies
inteyrated with one
another?

d) Are there uny
functionualities
avdiluble to you
with your existing
technoloyies

that you are not
currently using? If
so, why ure they not
being used?
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Supplemental Tool: Technology Inventory

The tuble below may be useful to your team in identifying current or planned technoloyies thut support your

holistic student support upprouch.

TECHNOLOGY

Phase and Scale of
Adoption Among
Target End Users

Extent of Integration

Where multiple systems
collect similar data,
what system will be the
source of truth?

Student Information
System

Customer Relationship
Management

Learning Management
System

Early Alert System

Degree Planning System

Career Exploration/
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 and Advising
Tool(s)

Resource Connection
Tool(s)

May take the form of socidl
networks, portals, campus
forums, individudlized
webpuages, text messages,
or emuils.

Other Relevant
Technologies

|
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PLANNING FOR ACTION

Evidence-informed plunning is essentiul fo implementing u successful
holistic student supports model. Your college should be guided by d clear

vision, un understunding of your institutionul readiness for chunye, und

the informution guined ubout your students viu the student-centered design process

or tools. Thorough prepuration helps you ussemble the best tfeum, with memibers

in accord concerning vision aund gouls und their redlization. It dlso endbles you to

identify chullenges und fo brainstorm ways to minimize or uvoid them.

While euch institution’s planning period may look
different, u well-defined plun should include the
followiny outputs:

e A compelliny vision und umbitious youls.

e Detdiled work plans with timelines, roles/responsibilities
specified, und reyuired resources identified.

e A detuiled communicution strategy und work plun
(Chupter 6).

e A plun for providing professionul development and
training to faculty, stuff, administrators, and students
(Chupter 9).

e A plun for frucking progress throughout the
execution of the redesiyn strateyy, ultering the
redesign us the fracking indicates, and prepuring u
summautive evuluution closer to the completion of
execution (Chupters 7 und 8).

e A plun for refining und sustuining the hew upprouch.

This chupter provides tips, templates, and uctivities to
guide your feam in planning for action.

Value of an Action Plan

Moving un institution foward transformative change
includes intentionully addressing institutional structures,
frocesses, und uttitudes. This work—colluborutive,
chdllenging, und rewarding—reqyuires long-term
commitment. Plunning helps establish well-defined
tasks (constituting un outline of individuul und feum
responsibilities) and ensures that all members of the
teum dre uwure, enguged, und uccountuble.

It is importunt to note thut u deep plunning process
should not be egyuuted with inaction. The plunning
period is criticul fo communicating with core groups
ubout what is beihyg plunned, why the gyouls mutter,
aund who is involved. It is also time to gather input
und ideus from a broad range of stukeholders with
diverse perspectives, experiences, und skillsefts.
Creutiny feedbuck loops ullows people to contribute
ut specific intervuls, or whenever they have un ided,
und presents opportunities to engyuyge more directly in
planning activities.
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Important Planning Practices and Decision Points

e Beyin with the student in mind.

Your teum should how huve u thorough
understundiny of the students you serve und the
way they experience your support services.

e Keep eyuity ut the center.

As purt of un eyuity ugendu, the goul is to remove
obstucles known to put low-resource students ut u
disudvantage, so they cun achieve their gouils.

Integrate services into every student’s experience
to destigmatize holistic delivery.

Customize und bundle services for individuul
situutions.

e Strategicully combine low-touch und high-touch
services.

Consider u cuse munhugement approuch
includiny student success couches or mentors to
ensure comprehensive service delivery without
duplicution und to minimize the chunce that
students will fall intfo service gaps.

Consider using fechnoloyy to collect student datu
SO services cun be trucked und offered where they
dre heeded.

e When plunhing for data collection and utilization
be sure to use common definitions, lunguuye, und
codiny of services.

e Find committed chumpions to leud your holistic
student support work.

Equity und student support services heeds
uh udministrative home und clearly defined
leudership.

e Bulunce student need with redlistic institutional
cupubilities.
Will services be offered through d physical hub or a
distributed model?

Which services will be opt-in and opt-out for the
student?

How will you ideully sequence services for students,
so they receive support when they ure reudy for it?

How will you prepdare your fuculty und stuff to be
referral points for student supports so students cun
receive direction from unyonhe oh camipus ut uny
time (the “ho wrony door” approuch)?

Be awure of und udvocute for stute sufety het
proyrums that can help meet students’ busic heeds.

The uction plun provided in this chupter is u femplute
for achievinyg your redesign vision and gouls. As d living
document, it should be reviewed and refined on un
onygoiny busis to guide teum members und support
planning deliverables.

Remember: The holistic student supports upprouch is
meaunt fo be transformative, so construct your uction
plan with scdle, sustainability, and equity in mind from
the beyinnhing.

A Note on the Timeline

Colleyes should look uheud at leust three yedars,
bused on our experience—and ohn the research,?
which shows that multiple years of planning,
execution, und refinement are required o plan
and implement an integrated student support
approuch that significantly transforms the student
experience. However, institutions that have
implemented some student support changes
recently may find their redesigh takes less tfime
than that of an institution that has not. Therefore,
we strongly encouruyge institutions to split their
plan into phuses, us sugyested below, to make the
work more munhuygeuble und less daunting.

21 Advising Redesign us u Foundution for Trunsformative Chunge: http://ccre.tc.columbiu.edu/mediu/k2/uttuchments/advising-redesign-

foundution-trunsformative-chunyge.pdf
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Completing the Action Plan

STEP ONE: Revisit your vision and the key take-aways from your institutional

assessments

As you refine the chanye vision that you developed in
Chapter 2, you would do well to:

e Aligh your vision with the institution’s strateyic direction.

e Connect your vision to the student experience.

e Demonstrate how your holistic student support
dpprouch will complement und inteyrate 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 duily
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. Supplemental communicutions
cun provide further information tuilored to your
stukeholders.

Examples of Overarching Goals

e Implementution of u cuse munuyement model
for ull students.

e Credtion of a cumpus-wide commuhicatfion plan.

e Creution of u dutu plun for collection,
inferpretation, and communication of important
redesigh data,

e Inclusion of equity in all structural und process
chanyges on campus.

Once you uyree oh your vision, identify und
describe three to five overurching gouls that will
ensure its uchievement. Euch of these overurchiny
youls serve us murkers of proyress und should be
specific, uttuinuble yet bold, inclusive of u timeline,
und meusuruble.

STEP TWO: Identify changes in critical behaviors and anticipate how you will
engage stakeholders in making these changes

Mdap buckwurds from your vision und gouls to specify
the chunges in criticul behaviors (of administrators,
faculty members, staff members, und students)
necessury to reaching your desired student supports
model. For instance, perhups you wunt all hew
students to develop un ucudemic aund cureer plun

in their first semester. This will require altered behavior

from advisors, counselors, students, und faculty
(whether intimately involved in supporting students
in their plunning or not). Review Chupter 7 for more
detdil; describes the relationship between leuding
and lagying indicutors, us well as key evaluation
terms that will be useful ut this stuye.
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STEP THREE: Identify your phases

Guther the feum und bruinstorm the major milestones
und uctivities that constitute your vision und gouls. Then
orgunize those milestones/activities into phauses by:

e Timefrumes: Yeur 1, Yeur 2... or Semester 1, Semester 2...

e Plunning und implementation stages, such us those
discussed in this toolkit’s infroduction (Discovery und
Desiygn, Eurly Implementation, Mature Implementation,
Institutiondlization, and Sustainability).

e Support-model components you plun to redesign.
For example, some institutions in the iPASS grant
beyun by implementing un eurly ulert process with
u complementary tfechnology tool, then moved to
ucudemic plunning and cureer exploration. This
made progress toward u brouder student support
redesigh more munugeuble given their resources.
Other colleges use the estublishment of a food puntry
us un entry point fo connect students to other criticul
services. See "Plunniny in Action” exumple below.

Reyurdless of how you define your phuses, euch will
comprise Multiple strands: for exumple, policy und
process redesign, setup and rollout of tfechnoloyy,
communicution ubout the work, und redesighiny the
roles und responsibilities of fuculty und stuff, Euch
phase may involve one master plaun und severdl
complementary pluns, us luid out in the rest of the
toolkit. This chupter will help you develop u muster
plan for each phuse. The following chapters will focus
on developiny plans for other components, such

us commuhication und engugement, professiondl
development, proygress tracking und evauluation, and
refinement und sustuinability.

Muke sure to include communicution,
enhguygement, training, and proyress fracking

A\l

youls in ull phuses.

Remember to celebrute your wins ulong the way.

A\t

RECOMMENDED ACTIVITY: Visuulizing the Student Experience

Your vision and gouls are essential to your
communhication strategy aund should be well
uhderstood und regularly revisited by your feam.
For the benefit of stukeholders beyond the feam,
consider desighing u visuul representution of your
vision. This should be inspirational, vividly illustrating

the student experience you are aspiring to. It may
dllude to the connections to other student success
efforts at your institution and demonstrate the core
work involved in uchieving the vision. This would
help connect the lofty ambition with the changes
stakeholders are or will be seeing on u duily busis.

STEP FOUR: Brainstorm barriers and potential solutions

Burriers can come in many forms. Guidinyg G colleye
community through d transformative change is both a
chadllenge und an opportunity for growth and progress.
While your teum is encouraged to think about all the
wuays your implementution cun be successful, it’s ulso
important to intentiondlly identify barriers that may
impede proyress und culture chunge.

We recommend thut you guther your feum for u two-
or three-hour session 1o:

e Brainstorm Barriers: This should be short and well
facilitated within a “safe” environment in which team
members cun voice their concerns or fears without
repercussion. Remember to be specific; that will help
in the hext portion of the meeting. For example, do
not just say “buy-in,” but identify the groups most

likely to resist or strugyle with the change. It may

be helpful to discuss whut’s behind euch baurrier by
asking “Why is this u barrier?” or *What’s causing
this barrier?” Getting to root causes usudlly points fo
actionuble solutions to uddress buarriers.

Prioritize Barriers: Here the teum will identify the tfop
five buarriers, the ones most likely to uppeur und to
have significunt impuct on the progress towurd und
the timeliness of your redesign.

e Brainstorm Solutions: Focus primarily on potentidl
solutions to the five burriers. These bruinstormed
ideus should determine your uction plun tusks. Euch
of the prioritized barriers will correspond to tusks that
could yield solutions. Use the tuble below to capture
your ideus.
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STEP FIVE: Complete the Work Plan for Each Phase

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

All edituble templutes referred to in this foolkit can
be accessed by visiting www.achievingthedream.
org/hss

PHASE ONE WORK PLAN

Name and brief description of phase

Related major goals

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

Major Milestone/ Lead Staff Resources
Activity Key Steps Start Date End Date Member(s)

_ Things to Consider:

e Use dutu to support the narrative that
faculty und stuff ulreudy “know” to
help creute urgency.

e To help with buy-in, include muin
stukeholders on your guiding teum.

e Plun your president’s involvement
und have u process for getting senior
leudership approval on large chanyes
such us structural ones.

e Have u storyteller on your feaum to
enguge people uround the colleye
and unify them in a powerful codlition.

Planning in Action

Muany institutions have started to uaddress issues of student
financial instability and food insecurity with the planning and
implementution of food puntries on cumpus. As discussed in
Chupter 1, a campus food pantry can provide a key entry point
for colleges to enguye students. This resource creutes u sufe
spuce to uddress un immediute heed und to enguye students
in addressing other chullenges that caun impede successful
completion of un educutional goul or program. For more
informaution on how other colleyes ATD hus worked with set up
food puntries und entry points to deeper finunciul supports,
review Achieving the Dream’s Addressing Food Ihsecurity

onh Campus publication at http://www.achievingthedream.
ory/resource/17232/addressing-food-insecurity-on-campus-
establishing-food-puntries-at-community-colleges-and-
conhnecting-students-to-wider-services
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CRAFTING A COMMUNICATION

SIRAIEGY

Given the importance of strong communication to generate buy-in for

successful institutional fransformation, what follows is a resource for your teum to use in

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

vaurious uudiences. Additionally, administrators will use various communicution struteyies

to market the hew student supports to the college community. Specifically, the collegye

will want to be sure that students know what support services are avdiluble, how 1o

uccess the services, und why the college believes that these supports are important 1o

euch student’s success. This chupter, a complement to the action plan in Chapter 5,

prompts you to consider dll variables us the feum develops u communicution/outreuch

strateyy. It dlso offers u templute. We encourage you to consider how this strateyy fits

info your institution’s overdll student success communicution.

Steps to Developing a Strong Communication Strategy

STEP ONE: Revisit your change vision and your identified goals

The vision statement you drafted at the start of your
plunning process is your teum’s north star, guiding
members us they strive duily and individually foward
the sume youls. It is dlso central fo your communication
strateyy us it informs the messuyes turgeted at various
staukeholders. Therefore, before crafting the strateyy,
the teum would do well to refresh its understanding of
the vision. Teum members, individudlly then us u group,
should reflect on the following yuestions and consider
jpossible edits to the vision.

e Does the vision still resonate with you? If not, does the
teum believe u hew vision is hecessury?

e Do your vision und ygouls clearly define what you are
trying to uchieve?

e |s it inclusive of ull stukeholders—thut is, written so it is
cleur und relevunt to hon-team members?

e |s it focused on your students?
e |s it ambitious?
e [s it inspirational?

e Whaut ubout your chunge vision heeds to be
commuhicuted to brouder stukeholders? How and
when should that happen?
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STEP TWO: Analyze stakeholders and barriers

Conduct un unulysis of your student support work
with u focus on stukeholders und burriers. Consider
the followiny:

e Who should you speudk to first? Conhsider mapping your
audiences by their influence on uchieving your gouls
and their proximity to the reforms (i.e., how much their

day-to-duy will be uffected by the chunyes).

Putting your audiences into cateyories bused on
these criteriu will help you to prioritize your efforts

and to gauge the right frequency and complexity of

commuhicution for euch group.

e Which stakeholders need to feel u sense of urgency
for the redesigh to succeed?

e What barriers or other issues muy keep that from
occurring?

>

Frequent
communication on
strategy and detail

Semi-frequent

communication on
strategy

Frequent
communication on
detail

Infrequent
communication on

strategy

Influence on Redesiyn Gouls

Proximity to Redesign Impucts

e How cun you leveruge key stukeholders to yenerute
excitement und buy-in?

e Whut role cun communicution play in overcominy
barriers?

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

Your strategy should focus on driving uttitudinul und
cultural chunye us it relates to your holistic student
supports upprouch und on its inteygration with

your institution’s other student success efforts und
gouls. Communicution is hot an end but g meuns to
fransformutive change.

Once you have determined your purpose, set
= specific and meusurable communication gouls
that dlign with those for the student success redesign
und with institutional gouls. Limit the humber o three:
more risks dilution.

If you identify more thun ohe goul, complete steps four
to hine with d sepurdte template for each.

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

You will have different audiences that you will
communicute with concerninyg your holistic student

supports work. Profile specific uudiences (stukeholders)

you ure turgeting with your communicution efforts.
These will be the students und other groups most
directly uffected by your chunyges (those who will be
usked fo ulter their duily behavior or utfitude/values).

Other uudiences ure people who have some uuthority

over the chunyes (such us senior leuders, the bourd

of directors, the colleye foundution) und who ure only

indirectly uffected by the changes (such us external
partners). The core messuyes that you develop

should be consistent ucross ull audiences, but ulso
customized to speuk to their different interests.

Profile informution could include: un uudience’s
knowledye, uttitudes, und behuaviors us they relute to
student support work; obstucles to this audience’s fully
supporting or partficiputing in proygress tfoward your
gouls; und churucteristics such us values, concerns,
und motivations.

Next cruft two or three compelling messuyes that
speuk to euch group. The tuble below cun help you
cruft different messuyes for different audiences.
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Key Messages: What They Need to Know

» The colleye is interested not just in helping our students succeed ucudemicully, but
dlso in connhectiny their educutionul gouls o their caureer gouls.

o We ure committed to working with students to find income and work supports to tide
them over when life gets complicuted.

Students

e We ulso wunt to link students to finunciul services und usset buildiny for u solid und
stable finuncial future.

e The work of fuculty und stuff—to tfeach, counsel, advise, und fully support our
students—remuins at the center of our endeavors.
e This hew effort is un opportunity to build on our successes by helpiny students see
the connhection between ucudemic success und financial stubility during and ufter
Faculty and Staff college.
e Your knowledyge und expertise will be central to our working with students to identify
their needs—ucudemic und finunciul—und providing them with reguired supporfts.

e We are ulwuys asked to do more with less, which is why we dare reachinhg out fo the
community to pool more resources to help our students.

e Our hew effort is ubout helpiny students succeed ucaudemicully und become
financially stable, which will benefit our community and our state.,

State and e Through coordination with the college, this effort will help community and state
Community ugencies more eusily reuch students who heed their help.
Agencies

o Your purthership is critical to the success of this initiative.

e The colleyge is committed to working with our community aund state purtners to help
students creute u more vibrant community and improve our economy.

e The college is enguyed in un effort to mauke better use of existing resources ut the
college und in community und stute agencies to help more students succeed
ucudemicully and uchieve finunciul stability.

e The infent in using un integrated student support services approuch is to help more students

Policymakers succeed, which will have a direct impuct on the stute’s socioeconomic well-being.

e Stute policymakers are critical fo the college’s efforts, by making it easier to knit
together public resources ucross agencies und scule up comprehensive service
delivery, und by setting policies that make helping community colleges expund und
infegrate services u key state priority.

Consider testing the messuyes with representutives of these uudiences through focus groups, interviews, or
= Juh ud hoc advisory committee.
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STEP FIVE: Develop key messages

Now that you understund your audiences, whut do
your audiences heed to know ubout the holistic
student supports upprouch to yenerute buy-in and/
or who heeds to know your definitions, rationule, und
tactics? For euch audience, identify what matters
most to them in their role, the bigyest obstucles they
face in uchieving their aims, how your student support
redesigh cun get them closer to their ideul, and what
your purpose for communicuting with them is (i.e., is

it informative only or to yenerute buy-in fo chanye
behuaviors). Whether they ure concerned ubout uccess
to more tuilored und timely student informution,
more fulfilling role in supporting students, or u reduced
workloud, your communicution plun should be
detdiled und informed by evidence ubout their gouls
und chullenyges. Messuyges heed to speuk directly to
these uudiences, connect with their lived experiences,
und show how the student support upprouch hus
vdlue to them, to their students, und to the cumipus
community und the community ut-lurge.

ACTIVITY: Creuting un Elevator Pitch

When you have only a short aumount of fime to
convey the essence und the importance of your
work, un elevutor pitch cun help you focus the key
components of your messuge. You cun cruft a pitch
for euch key audience you wunt to reach. The key is
to imayine that you have a very short time period (like
dride in an elevator) to communicute your messuge.
Building Your Pitch

The typicul pitch includes the following components:
e Problem Statement

¢ Vdlue Statement (the big ideu)

e How We Do It

e Proof Points (evidence of success)

e Exumples or Stories

e Enguying Question

Make sure your communicution strateygy unswers
the guestions: Why? Why how? Why will we
succeed? Keep in mind that the “why” needs to
uppedl to both the head and the heart (logic
and emotions).

‘W

For some stukeholders (for exumple, advisors,
counselors, tutors, students), there may be u
life cycle of communicution, from problem-
setting to vision-shuriny to informution-shuriny
to behaviordl-change inducement. Consider
this as you craft your messages and plan your
communicution timeline.

‘W

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
upcominy communicutions?

Step 1: In a sentence, describe the problem your
audience fuces und would like to solve.

Step 2: Describe in u few short sentences the most
sighificant value of the colleye’s hew effort und
whdat it chaunyes.

Step 3: Write a few sentences describing how your hew
approuch works, making clear what it accomplishes.

Step 4: Provide evidence of the benefits.

Step 5: Tell a brief story fo illustrate the benefit.
Step 6: State whut you wunt to huppehn hext.

Step 7: Creute an attention-getting hook.

Step 8: Put it all fogether, beginning with the hook.

Step 9: Review, tighten, rework, read uloud.
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ACTIVITY: Creuting un Elevator Pitch, continued

Shaping and Sharpening Your Pitch

As you work on your pitch, keep in mind the followiny to muke sure it is us focused us possible.

Shaping Your Pitch

Clarify the problem

Use numbers wisely

Make it about people

Make it relevant

Anticipate the obvious objections
Use simple language

Be truthful

Sharpening Your Pitch

Remove hot air

Mdatch aguinst models
Try different hooks

Test through speech
Simplify

Practice

Muake it hatural and in your own voice

STEP SIX: Identify the communication media

Just us different audiences muy nheed customized
messuyes, different audiences muy ulso respond
better to different communicution vehicles, including
the messenyer. Determine the most effective wuy to
reuch your turgyet uudience(s), such us spokesperson,
sociul mediu, website, emuil, newsletter, meetiny,
speech, posters, intranet, video, or printed mauteriuls.

We encouruge you to identify multiple sources to
ensure that u) you are reuching different stukeholders
favorinyg different chunye styles und b) your core
messuges ure tailored to the mediu chosen.

Note the communicution options open to you,
= then mup them to your uudiences und messuyes.

ACTIVITY: Mutching Audience, Vehicle, und Messenyer

Creute a table that identifies the audiences you want to reach, what communhication vehicles you think
will be most strategic for euch audience, und who dre the best messengers. Try to identify us many discrete

audiences us possible.

Communication Vehicle Messenger(s)
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STEP SEVEN: Identify evaluation metrics

Evaluating your communicution strateyy is essential Develop SMART evaluation metrics (specific,
to the effective use of time und resources. Oh-goiny, = mMmeusuruble, uctionuble, relevant, timely).
rather thun summuative, evaluation enubles you to make

mid-course corrections und uchieve muximum impuct.

Establish turgets and milestones for each meusure.,

Conduct u pre-communication strategy
ussessment for each metric so you can accurately
frack your success.

A\l

STEP EIGHT: Develop a work plan

A communicution work plun is u detuiled timeline

of the dctivities you will undertake us part of your
communicution plan. Closely duligned with (or even
meryged with) your existing uction plan (Chupter 5), it

overurching communicutions strategy mauximizes
cooperution umony initiatives, so that stukeholders
ure enthusiustic ubout participating.

should provide more detdil to identify:

e Resources—including partherships, stuff,
students, und money—nheeded to complete your
commuhnicution activity.

e The lead person for dll thinys related o a specific
communicution uctivity/event/product, us well us

This is un idedl time to think about making other
initiatives on cumpus your puartners, who could
share funds, expertise, joint marketing, or other
resources.

For importunt messuyes, consider using multiple
und unhconventionul mediu und uctivities. For
example, your students might, through d short

other key people involved. play, communicute the ways your project will

. benefit faculty and advisors.
e Activities that memorubly convey your messuge to
the intended audience. Euch communicution uctivity should focus on

) ) o = achievinhy your identified gouls.
e Timeline for euch uctivity.

Anticipute celebrating your successes.
Transformative changes like this can tuke yeurs
to reuch fruition; communicuting the smaller wins
dlony the way helps muintain momentum.

It is critical that your communications strategy ulign
with that for euch of the other student success
initiatives now or soon to be in pluce. Muny Achieving
the Dreum colleyes find that developing one

A\t

STEP NINE: Evaluate and adjust as necessary

At regular intervals, determine the strengths and Explore how you cun leveruyge your
weuknesses of your plun, identify obstucles, and muke — communicution successes to yenerute more
improvements. excitement ubout the work.

\
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Communication Strategy and Work Plan Templates

Communication Strategy Template

Limit your strateyy description to one puye thut cleurly demonstrates the links umonyg components. The document
will guide your decisions und shupe explanations of your activities to team members and others who dre invested
in the success of the student support redesign. Below is u template that could benefit strategy development.

Insert the vision for your holistic student support redesign here.

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

Communication GlEEE Core Frequency of Evaluation

Goal Rggzﬂgn U Message(s) e s Communication Metric(s)

Key Activities/
Events/
Products

Communication Work Plan Template

To implement a communication plun, you heed many fools for organizing the time, resources, und stuff. This
templute muy prove useful.

AL Due il =Tolo| Resources | Evaluation pedicd

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

Product Messages Goal

x All edituble templutes referred to in this toolkit cun be uccessed by visiting www.achievingthedream.org/hss
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TRACKING PROGRRESS AND IMPACT

Reyular und thoughtful tracking of implementaution proyress und impact is
essentidl to your holistic student supports upprouch. From the beyinning of

the work, institutions should: 1) identify the metrics or meusures you will frack,
2) creute u dutu collection plun that detuils how the information will be guthered
und who hus primary responsibility for duta collection, 3) develop strateyies for
disseminution of dutu findings, und 4) use the dutu to inform confinuous improvement
of redesign efforts. This process helps your tfeam make refinements to ensure you
achieve your uction plun gouls (Chapter 5) en route 1o your student success vision.

This chupter focuses on the types of metrics to The next chupter contuins u deeper dive on dutu
tfrack und is infended to help you plan und execute dissemination and utilization. Worksheets, instructions,
effective evuluution of your student support redesign. und exumples ure provided throughout.

Continuous Program Improvement Cycle

Continuous progruam improvement is the primary importunt to think this process through completely
reuson institutions should track implementution ut the beyinniny of your colleye’s holistic student
proygress und student outcomes. Reliuble duta supports work. You muy need to udjust your plan to
collection will inform timely program improvements speed progress towurds your gyouls. However, solid
necessdry to reuch your gouls. The continuous desigyn up front will muke the work of collecting und
program improvement cycle diagrammed below tracking data much more efficient from the start,

is based on u comprehensive tracking system. It is

Program Goals o

}

Measure Goals

Achieve Goals Do Not Achieve Goals

y y

Refine or Scale Program Make Program Changes

;

Compare Goals against Measures
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Tracking Implementation Progress

While typicully more activity-based

than outcome-bused, tracking your
implementation progress will help you
determine the udjustments hecessury to
strengtheniny your redesign efforts for
ultimate uchievement of student success
ygouls. Activity-bused metrics meusure
things like purticipution rates, stukeholder
utilization, structural chunges, und process
chunyes. They tend o be more descriptive
in nature than results oriented. Activity-
bused metrics tend to answer the guestion:
“How much have we accomplished?” Within
u traditionul evaluation framework, activity-
bused metrics ure compurable to outputs
that measure the number of things done.

Let’s suppose you dre implementing a
new eurly ulert system. You huve selected
the product und/or vendor und ure reudy
to roll out ¢ training program. Within the first ferm of
implementution, you track fuculty purticipution and
find that 65 percent of full-tfime faculty and 23 percent
of udjunct faculty took part in the training. A likely
interpretation of this dutu is that more fuculty heed to
be enyuyed in the truining, particularly adjuncts, to
ensure mMuximum use of the edrly dlert system.

Parficipation in fraining progrums is uctivity-bused.
This data does hot help you understand the impact

Types of Metrics
for Tracking
Implementation
Progress

Structural

Change

Process
Change

the dlert system is huving on student
persistence und completion, which are
outcome meusures. Using the eurly dlert
exumple, un outcome-bused metric
might be the percentuyge of students
who persist from term to term as a result
of this intervention. Outcome-bused
metrics dre uddressed in the hext section
of this chupter.

There ure multiple types of uctivity-bused
meusures institutions can consider when
monitoring implementution proyress.

First, us part of student support redesign
efforts, many institutions are implementing
new fechnoloyy plutforms. Technoloyy
use medusures typicully describe levels

of technoloyy udoption umony key
stukeholder groups.

Technoloyy use metrics should be used to inform
program improvements in many ways. Most important,
they will identify ureus requiring udditionul uction

by the institution. For example, muny institutions are
requiring students to build cureer, ucademic, und
financiul pluns us purt of holistic student supports
efforts. In this cuse, it is important that institutions track
uccess und utilization of plans viu a platform shared by
students, fuculty, und stuff so that those with limited/no
uccess or under-utilization cun be uddressed.

EXAMPLES OF TECHNOLOGY USE MEASURES

e Totul humber of career, ucudemic, and finunciul
plans built by students and advisors.

e Percentuge of fuculty, stuff, and students using
(@nd nhot using) deyree plunning tools.

e Percentuye of full-fime fuculty, adjunct faculty, and
staff raising warhing flags or giving students kudos.

e The hature of fluy dlerts posted (for financial aid,
acudemic probutions, ubsences, fuiled or missing
homework, or poor academic performance).

e Percentage of students with multiple warnings or
dlerts by student group.

* Percentuye of dlerts thut ure closed, within a
specific fime fraume, und by whom.

e The huture und humber of notes recorded by
faculty und stuff to fucilitate information sharing
ubout student heeds or guidance provided(39).
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Chupter 1 described the importance of structural and is moviny toward holistic change. Structural chanyge
process chunye. During the redesign rollout, institutions  meusures emphusize the extent to which systems aund
should tfrack und monitor the extent und nhuture of business practices ure chanying.

these activities fo determine whether the institution

EXAMPLES OF STRUCTURAL CHANGE MEASURES

e Extent fo which advising practices shift to proactive, staff fransition fo hew practices. Consider fracking the
personulized, und infegrated student support. For number of trainings/tools that are offered/generated
instunce, chunges in job descriptions, participution und purticipution rates by stukeholder group.
in professionul development, aund use of incentives « Percentuge of deyree programs that could be
and accountubility tactics caun be monitored. completed by u full-time student, on time, bused

e Number und type of policies und procedures on schedule.
chunged from optionul fo mundutory (€.9., « Percentuye of ussociute deyree progrums
educutionul plan reqguired of ull students in first comprising 60 credits und percentuge of
semester, mundutory udvising, mundutory student buchelor’s degrees comprising 120 credits.

success course, mundatory orientation). ) ) »
o Number and percentuge of stuckuble certificute

e Extent to which the student intake process collects programs creuted or redesigned.
necessury informution from students, including

» e Reorgunization of institutionul units und
nhon-coynitive fuctors.

leadership, like the merging of career services
e Extent to which resources and training have been with enroliment services.

developed to help full-time und adjunct faculty and

If institutions learn from their fracking efforts that very experience course but did hot muke the service

few changes in systems und business practices have mundatory for new students through formal policy
occurred in support of redesiyn efforts, this should chunge. Without this chunye in business practices,
signul u need to enhunce or brouden structural only a smull percentuge of new students are likely to
chunges. For exumple, consider un institution that attend. It is important to regularly monitor the structural
spent sighificunt time und resources on the redesign chunges thut are (or aure not) in pluce in support of

of u hew student orientation or a new first year redesign efforts.
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Process change meusures ure similar to those for
structural change; however, they focus, hot on
business practices, but on individuul engagement and
interpersonul inferuction with new or modified systems
und pructices. Like technoloygy use und structural
chunhye meusures, process chunye medusures cun
sighul u heed for progrum modificution. For example,
you might emburk on udvising redesign und ledrn
eurly info implementation that advisors continue to
spend u mujority of their time reyistering students,

are hot using student risk ussessment fools, have nhot
increused the guulity und yuuntity of fime spent
with students, or are not working collubordatively with
faculty fo help students progress, despite chunges in
business practices. This cun signul un urgent need for
udditionul truining/professionul development, new
uccountubility protocols, or other improvements.

If such informution is hot trucked und ohyoiny
refinements ure not mude, the likelihood of udvisiny
redesign’s beiny successful is greutly diminished.

EXAMPLES OF PROCESS CHANGE MEASURES

e Percentaye of hew students enrolling in orientution
frior to the sturt of the first term.

e Percentuye of hew students provided cureer
orientation, ussessment, and counseling.

o Number und percentage of students with academic
plans by program/mujor by the end of the first ferm.

e Number und percentuye of deviutions from
acudemic pluns or shifts in Myjors (outside Metu-
majors).

o Number und percentuye of students who review
ucudemic uudit information prior to reyistering, or
review degree planning tool to ussess the impuct
of chunyiny mujor or program ohn cost, time, und
cureer.

e Extent to which advisors use students’ risk
assessments.

The technoloyy use, structurul chunye, und

frocess chunyge meusures provided ubove dure not
exhaustive; they ure designed to stimulute your
thinking. You may huave ideus for other meusures that

e Totdl humber of appointments Made by students
and udvisors und/or the average time of
advisinyg sessions.

o Number und percentuyge of students participuting
in group udvisiny, if offered.

o Student utilization of colleye resources und
support services.

e Number und percentage of full-time und adjunct
faculty who, throughout the term, record uttendunce
und grudes uccessible by the early dlert system.

e Extent to which faculty und stuff follow protocol for
closing dlerts.

e Percentuye of students who follow through on
dlerts (yo to tutoring, see udvisor, etc.).

e Level of cross-functionul use of udvising, tutoring,
and instructor notes/reports regurding students.

will better suit your needs.. Include in your plan only
the most criticul fracking metrics. This will keep the
workloud munugeduble und the undlysis focused on
implementution progress.
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Tracking Impact

In addition fo fracking implementation
froyress, meusures should be curefully
designed to ussess end results or impuct
of redesign efforts. Impuct meusures ure
very different from outputs or uctivity-
based meusures.

Impact

Let’s suy your institution incorporuted
intensive cureer services for ull hew
students into your action plun. A reluted
uctivity-bused metric is the number und
percentuge of new students provided
cureer services (Cureer uwareness,
uptitude ussessment, and counseling). In
contrust, a reluted outcome-bused metric
would be the percentuye of new students
concentrating in a mujor field of study eurly
in their acaudemic experience (nhine credits
of core course work within their second,
third, or fourth acudemic terms). Another reluted
ouftcome-bused metric might be the percentuye of
students chunyging mujors throughout their ucademic
experience. In this cuse, one would expect u reduction
in the number und percentayge of students chanyginy
mujors us u result of eurly caureer uwareness und
counseling services. Similarly, another outcome-bused
meusure is the uverage number of excess credits ut

the point of gradudtion. If students are provided cureer
services on the front end, concentrate in u muijor field of
study, und do hot chunye muijors, then institutions might
loyicully expect that the uveruge number of excess
credits ut the point of ygradudution are reduced. These
Mmetrics ussess the results of redesign implementaution.

Student success outcomes cun be broken into three
overdll cutegories: 1) changes in attitude, knowledge,

or skill, 2) changes in behavior, und 3) end results or
ultimate impact on student success. A good exumple of
attitudinal chunge might be the percentage of students
who identify career counseling, degree plunning/audits,

Types of Metrics
for Tracking

Attitudinal
Change

Behavioral

Change

Student
Outcomes

ucudemic planhing/advising, or finuncidl
uid udvising us “very” importunt to their
ucudemic success. Similarly, un increuse

in knowledye of lubor market conditions
might be expected of hew students who
dre provided infensive cureer ussessment
und counseling services. A ygood exumple
of behavioral change is the extent to which
udvisors huve shiffed from reyistration clerks
to advisor-teuchers. Whereus, an example
of u student success meusure is the extent
to which student learning outcomes ure
uchieved for orientation, or d first-year
experience course, or advising sessions und
subseyuently term-to-term or yeaur-to-yeur
jpersistence.

Chunyes in uttitude, knowledye, skill, and
behavior tend to help us unswer “How well
have we done?” Metrics that focus on ultimate impact or
end results tend to help us unswer “Is anyone better off?”

To provide the cleurest, fullest picture of your redesign
progress, it is importunt not only to frack uctivity-
bused metrics und outcome-bused metrics, but

ulso fo employ both quantitative and qudlitative
techniyues—and to disugyregute the duta

you collect to unulyze implementation progress

und impuct for different student groups. Our
comprehensive trucking upprouch provides onyoiny
feedbuck on how implementation is progressing

and offers u busis for tuking immediute action to
improve your redesign, us well as quuntifying your
intended impuct eurly on. This dutu cun ulso inform
your commuhicuation plan and help you identify
short-term wins that cun be celebrated, thereby
generuting excitement ucross the institution. While
implementation trucking und impuct ussessment ure
both criticdl o success, they should be developed us
unh dlighed plun ygiven the overlup in purpose.

BALANCING LEADING AND LAGGING INDICATORS

Leadinyg indicutors provide reul time, formative
feedbuck to inform immediute uctions necessary to
produce intended outcomes. Leuding indicators are
precursors to your infended results und are typically
meusured on u weekly busis, within the first few
weeks of a term, or at midfterm.

In contrust, lagging indicutors are results or

end outcomes that medusure the impact of un
intervention or u series of inferventions. Luyyiny
indicutors meusure important changes that happen
over time und ure recorded utf the end of u term oru
yedr, or over severdl years,
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Use of Predictive Analytics

Predictive undlytics cun be un important way to
identify metrics that matter most for your colleye und
your students. Some institutions have d solid datu
foundution—or extensive cupucity for cohort-bused
lonygitudinal fracking, disagygregution of duta, and
other quuntitutive und yuulitative indicators—that

is comprehensively used to improve the student
experience und overull student outcomes. For them,
u promising hext step would involve shifting from
historical data to data that can be both predictive
and prescriptive. Predictive analytics help institutions
move beyond whut hus huppened in the pust to
what is likely fo happen in the future. The intent of
predictive unulytics is to identify probuble student
ouftcomes so thut heyutive or undesirable behaviors
und outcomes cun be uvoided before they occur. In
essence, predictive unaulytics help institutions move
from hindsight to foresight.

Such unalytics, bused on historicul putterns, cun help
institutions:

e Predict student behaviors from duy one insteud of
monitorinyg student behuviors ufter the fuct (i.e.,
ut the end of u term or acudemic yeur, or ufter
students huve ulreudy derdiled or struyed off puth).

e |dentify the charucteristics, behaviors, or other
factors that matter the most (i.e., are most predictive
of future student failure or success at un institution).
For exumple, is it high school GPA or un ussessment
test score thut is most predictive of remediul course
completion? (The factors that matter most can vary
by college und by student groups.)

e Determine “tipping points” for the institution (i.e., the
points ut which many students are less likely to persist
or ygruduute) that can signal u heed to chanyge or
dlter business practices.

e |dentify specific yroups of students leust likely to
fersist or gradudte so outreuch and interventions
cun be tuilored uccordingly.

If possible, institutions should consider metrics that ure
indicutive of future student fuilure or success.

Remember: When predictive models ure developed,
they inherently incorporate biuses from the context
(culturdl, individual, und institutional) in which they
are creuted. Take cure to ensure that the model does
not reinforce, or umplify, these biuses, both when
developiny your own predictive model or purchusing
u technoloyy thut produces u predictive model.

Tools for Selecting and Collecting Your Data

To effectively develop u performunce trucking plun,
we provide two uids for use in tundem.

Tool #1 is the Measurement Selection Worksheet, which
will help your teum think through the meusurements
necessury to unswer these yuestions: How much did
we do? How well did we do it? Is anyone better off?

Tool #2 is the Data Collection Plan, which identifies
the sources of the heeded dutu und how they will be

unulyzed, und specifies responsibilities, due dutes,
and furgets.

On the hext puge you will find both tools with
instructions on how to use them und exumples of how
to complete the worksheet.

All edituble templutes referred 1o in this
toolkit cun be uccessed by visiting www.
uchievingthedream.org/hss
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Tool #1: Data Collection Worksheet with Example

CAREER PLANNING

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

Activity-Based
Measures (fo track
implementation

progress)

Changes in Attitude,
Knowledge, Skill (initial
impuct outcomes)

Students are more
knowledgeuble about
cureer options und mujor
fields of study best suited
for them (types of jobs
within career fields, hature
of job responsibilities, likely
eurninygs upoh graduution)

# and % of hew
students provided
cureer ussessment
and counseliny
services

# und % of udvisors Advisors ure more

provided fraining knowledygeuble ubout

on labor murket labor market conditions
information and cureer ussociuted with specific
ussessment tools cureers/mujor fields of study tools

To start, list the redesign focus ureu ut the top of the
worksheet. You should prepare a Measurement Selection
Worksheet for each focus area of your work. For example,
if your redesign incorporutes both cuse munagement
und cureer plunhing emphuses, you would have
worksheet for each, with the focus stuted ut the top.

STEP ONE: Start with results or intended impact
(column 4, then columns 2-3)

Beyin completing the worksheet by identifying

the ultimute result you ure striving for (your student
success outcome meusures) in column four. Using the
second column und third column, brainstorm chunges
in attitude, knowledye, skill, or behavior you think are
necessury to uchievinyg your infended end results.

STEP TWO: Develop activity-based metrics
(column 1)

In the first column, list the uctivities you will need
to monitor o ensure that implementution stays on

Changes in Behavior
(infermediary impuct
outcomes)

Increuse in number
of hew students with
U cureer/ucudemic
plaun prior to cluss
reyistration

Increuse in # of
advisors using labor
murket duta und
cdareer ussessment

Performance Targets
Results: Student Success
Outcomes

10% increuse in % of
students concentrating
in a mujor field of study
by the end of their 3rd
tferm

More students
conhcenfrate in o mujor
field of study in their
2nd, 4th, terms

40% decreuse in % of
students chanyiny
majors by May 2020

Decreuse in # of
students chanying
mujors throughout their
acudemic experience

track. Refer to tfechnoloyy use, structural chunge,
und process chunyge metrics based on your action
plan. These dare the uctivities or products that huve
been completed und should loyicully be reluted to
the outcomes (columns two und three) und results
(column four).

STEP THREE: Set performance targets
(column 5)

Once ull metrics ure identified, desighute some
performunce turgets. Institutions often strugyle with
the best way to establish targets. Instead of pulling a
percentage chanyge out of the uir (like 5 percent or
10 percent chunye), we encouruge you to exumine
baseline dutu, then determine the humber of
people who would heed to be uffected to uchieve
u certuin percentuge chunye. This will help you set
reulistic taryets.
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Tool #2: Data Collection Worksheet with Example

CAREER

Measures

(initial and intermediary Data Collection Sources
outcomes from meusurement & Procedures
selection worksheet)

Students ure more knowledygyeuble Brief questionnuire
about cureer options und Mujor administered to hew
fields of study best suited for them  students prior to the
(types of jobs within cureer fields,  start of the term
nature of job responsibilities, likely

edrnings upoh gradudtion)

Adyvisors ure more knowledyeuble Puarticipution rates of
about lubor murket conditions adyvisors in LMI training
associated with specific careers/

mujor fields of study

Increuse in humber of new Date career/ acaudemic
students with a cureer/ acudemic plun is creuted
plan prior to cluss reyistration compured to dute of

reyistration by students

Increuse in number of udvisors Brief survey or flush
administering career ussessments  focus yroup of advisors
and using labor market datu to fo ussess knowledye
guide students to a major field of  und use of LMI

study

STEP ONE

In the first column, list ull identified meusures from Tool
#1 Meusurement Selection Worksheet,

STEP TWO

Identify the dutu collection plun (dutu sources, dutu
collection methods, timelines, etc.) for euch of the
meusures.

Additional Tips for Success

Disugygreygution of dutu is crificul for student success
— Mmetrics in order to unswer guestions such as “Did
we do well for all students or only some?” und “Who did
we help most and who needs more support?” Typical
vuriubles to disugygreyute include ruce/ethnic group,
gender, uye, purt-time/full-time status, and Pell status.

Your evaluation should include both quuntitutive

— und yuulitutive meusurements. Multiple sources
(including surveys, focus groups, interviews, and
student records) ure essentiul tools to help you identify
why your redesign effort is or is hot working and how
you cuhn refine it to increuse chunces of successful
implementation and adoption. Qualitative data
is purticularly valuuble to inform the refinement,
Collecting yudlitative dutu does hot have to occur in
one lurge effort. Periodic release of short two- or three-
guestion surveys cun ulso provide fruitful information

PLANNING

Analysis Methods

Quuntitutive
anulysis

Descriptive duta
anulysis

Descriptive duta
unalysis

Compurutive
anulysis (fo former
knowledge und
behaviors of
faculty)

O]
Responsible for
Collection &
Analysis

IR Office collects,
guidihg team
analyzes

Advising supervisor
collects, guiding
teum unulyzes

Advising supervisor
and IR Office
collect, guidiny
teum aunalyzes

Advising supervisor
and IR Office
collect, guiding
tfeum analyses

Due Dates

Every term, results
due by week 4

End of full tferm,
monitor ut the
beyinning, middle,
und end of euch term

Spring, monitor
weekly each term

Fall 2017, monitor
weekly euch term

oh which fo auct. Remember to survey ull stakeholders
participuting in or uffected by your redesign effort to
yet u holistic view.

For those leudinyg indicutors you track, consider in

— udvunce the types of corrective action you could
take to improve performunce. 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 leudinyg indicator feedbuck suggests
this is hecessury. This will help you expedite testing of
improvement ideus during the rollout.

Monitor performunce during the rollout und

— tuke improvement uctions us uppropriate. In
fparticular, the impuct evaluation component of your
Tracking Progress and Impact Plun will be un inteyral
purt of the refinement und sculing discussions. The
evdluution meusures und leuding indicutors you track
cun inform your reflection on the corrective actions
thut ure heeded to reuch your gouls.

Reud more ubout evuluuting student success

efforts, particularly using u logic model, through

Evdluuting Student Success Inferventions:
Principles und Practices of Student Success at
http://www.dachievingthedreum.ory/resource/177/
evuluuting-student-success-interventions-principles-

und-pructices-of-student-success.

O
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GETTING THE RIGHT DATA INTO THE
RIGHT HANDS

e _SVeruying dutd is u criticul component of un effective holistic student

supports upprouch. Interpreting data und empowering faculty aund stuff to utilize
duta to identify momentum and loss points, und to improve the student experience, is
essentiul to creuting u student-centered cumipus culture. While many institutions use
duta to track stute, federal, and uccreditation metrics, colleges ucross the country
dre how starting to deepen their understanding of the value of a dutu-informed and
datu-rich culture in support of feuching und leurning und student success. Moving
towdrds u student-centric datu rich culture requires institutions to put duta in the
hands of teaching faculty, student support professiondls, and college operations

stuff to help them understund the state of what is, what could be, und how their roles
impuct u holistic student experience. While transparency is criticdl, it is dlso important
to ensure faculty and staff are not inundated with data that they do not understand,
but are provided with support to muke correct inferences. By rethinking the reldtionship
between dutu und the college community, institutions cun enguye und empower
stakeholders und bolster the ideu of shared responsibility for student success.

Democrutizing dutu is vitul becuuse it cun: e Improve trunspdurency ut un institution.
e Inform stakeholders of proyress. e Help secure buy-in from ull areus of the college.

o Communicute “smull wins” fo Mauintuin urgency und e Bring new ideus to the tuble to improve the work us

momentum. you yo forwurd.

e Help employees do their jobs better und improve As you cohsider sharing datu across your institution,
uccountubility. the following yuestions muy help you pluan und

o Improve relutionships with students. prioritize.

Key Considerations for Distributing Your Data Distribution
CONSIDERATION ONE: Who needs access to what data?

To beyin with, the guidiny teum should discuss which e Advisors
of your holistic student supports stukeholders could
benefit from exposure to dutd, They could include:

e Munhuyers

o [Institutionul Technoloyy

o Fuculty (full-time aund purt-time) Leudership Teum

Student S T Stuff (financial did, reyistrar,
e Stude upport Staff (financial aid, registrar « Students

admissions, counseliny, etc.)
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Once you determine who heeds uccess to the duty,
determine which metrics heed to be shared so
stukeholders cun do their jobs better. This will most
likely be different for different stukeholders us few
people heed to see dll the dutu dll the time. So be sure

to have diverse representation on the leudership, dutyu,

or communhnicution teum that is responsible for sharing
metrics. This group should then consider:

e What is the role of euch stakeholder group in your
redesigh effort?

e Whut gyouls do you have for these stukeholders?
For exuample, are they beiny usked to chunge the
processes they follow or how they do their job?

e Bused on role und gouls, what datau points (whether

ulreudy beiny collected or not) would be most useful
to this group in:

Inspiring them to make the chunye?

Empowering them to track their proyress in makiny
the chunge

Holding them uccountuble for the change?

Endbling them to see the impuct of the change?

IDENTIFYING APPROPRIATE METRICS

One uspect of a college’s a holistic student supports
redesign is focused on udvising. The college is Q)
movihy toward u case munugement upprouch
to enuble advisors to build relationships with their
students and b) repurposing intfernal resources to
reduce the cuseloud for euch advisor by hiring
two hew advisors. The college’s goul is for advising
to become more meuninygful und a function of
tedaching und leurniny. Advisors ure expected

to move uwuy from reyistering students for cluss
und to focus more on cureer exploration und
developmentul conversations with advisees.

By discussing the guestions in Consideration One
ubove, the guiding teum should be uble to identify
the right metrics to empower udvisors to muke this
chunge. Such metrics could include:

e Agyygreyute Dutu
Percentuyge of students who enguge in u cureer

exploration discussion (or who complete online
cureer ussessments), fracked euch week.

Percentuge of students who select un ureu of
study or u major, tracked euch week.

Course success und retention rates for students
who select u major in the first semester vs. the
rates for students who do not.

Satisfaction with advising services us reported by
students.

All the ubove duta should be disuyyreyuted
by cuseload assignment, race/ethnicity, Pell
eligibility, yender, uye, und feeder school/zip
code, umony others.

e Student-Level Dutu: For euch of their students, it

could help advisors to see duta on:

Student characteristics, such s race/ethnicity,
age, Pell stutus, other aid information.

Career und/or academic gouls, program of
study, current schedule, course grades (including
ussignment grades throughout the semester/
term), etc.

Student responsibilities, such as work
commitments, family or personal tusks,
transportation heeds, high school transcripts, etc.

Student engugement, such us completion of
cureer explorution activities, use of other support
services on or off cumpus, purticipution in
cumpus/student life uctivities, etc.
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Consideration Two: How will the data be distributed and how often?

When sharing data with stakeholders it is important
to do so in u cleun, simple, und concise munner
and viu u modulity that fits into their duily work life,
sO us to muximize use of the dutu, For exumple, do
not emuil u spreudsheet of figures to students; they
are unlikely to engugye in dutu presented that way.
Insteud, consider posting proyress on u bunner in
the student union to keep the chunye front und
center. Dependinyg on the metrics involved, dutu
cun be distributed weekly, monthly, at the end of
the tferm/semester, or ut the end of the ucudemic
yedr. An effective way to share dutu with employees
is through data dushbourds, which cun be creuted
using many different types of fechnoloyy ulreudy
avuiluble to the colleye.

Data Dashboards

Datu dushbourds cun be un empowering option for
making duta avdilable to your institution. By creating
u tool thut dllows fuculty und stuff to filter duta und
collect only whut they need, they ure equipped to
monitor their own progress und udjust us hecessury.
With Excel dlohe, even resource-strapped institutions
could produce dushbourds. The diugram below shows
a course success dushbourd shared with faculty
and staff, Stakeholders cun examine student success
bused on the term, the division, the depurtment,

the course, and the classification of faculty. This

type of tool puts useful informaution in the hands of
frontline faculty und stuff without overburdening the
institutionul reseurch depurtment of the colleye.

Multi-term Course Success Rates by Division

Term = % Division = % Department = % e = FI/PT = X
2015 Summer & [ AH-Health Sciences l & DIS-Diagnostic and Imaging Services [ AHS-104 ] " [ T ]
@ AR-Aeronautical Studies | DNg Dental services | | paT-114 | et |
2016 Spring BT-Business Technology PCS-Patient Care Services
2016 Summer CF-Community,Family and Child Studies RHS-Rehabilitative Services
EV-Film,Media and Visual Arts
2017 Spring HC-Culinary Institute of Charleston
2017 Summer HS-Humanities and Social Sciences
2018 Spring o IE-Industrial and Engineering Technology " .
——

Success Rates

2016 Fall 2017 Fall Grand Total

-/ DNS-Dental Services 88.1%) 86.3%| 87.3%)|
=l AHS-104 81.6%)| 85.0% 83.2%
FT 79.2% 85.6% 82.5%

PI 84.0% 83.9% 84.0%
EDAT-114 100.0% 90.0% 96.2%
FT 100.0% 90.0%| 96.2%
EDAT-115 100.0% 87.5% 95.6%
FT 100.0% 87.5%)| 95.6%
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Consideration Three: What will they do with the data?

The dutu, even thouyh its utilization will vary uccording
to stukeholder role, will benefit everyone providing
student services. Appendix G offers multiple examples
of student intuke surveys that can be used to provide
data that an institution can use to reach out fo students
to offer services und inform relationship building. Data
provide critical feedbuck thut directs us us we modify
our structures und ulfer our processes, so they ure more
student-centered und eyuity-minded. The gyoul is to
support the student eurly and seumlessly and dllow for
relationul interactions with the support stuff, For example:

e A fuculty member udjusts course content, structure,
und/or teuching upprouch bused on gyutekeeper
success rute dutu,

e The financiul uid office beyins to offer FAFSA help
sessions bused on FAFSA completion dautu,

THE ROLE OF FACULTY

Faculty, both full-time und udjunct, play u pivotul
role in your holistic student supports work. Not only
cun they use dutu to improve course structure,
pedugoyy, und content, but they are ulso one of
the few people oh your campus who have d regular
(often lony-term) relationship with students. Through
this relationship, us well us conversutions driven by
late orincomplete ussignments or missed clusses,
faculty often have the ubility to spot student heeds
eurly on. When eqyuipped with information aubout the
avdailability of support services and how to access

e The Leudership Teum may reullocute resources
bused on service frucking duta,

e The deun of student engyugement opens u food
foantry based on student intfuke survey datu,

e Advisors change how they enguge with students
bused on student satisfaction dutu.,

e Students commit to their own success when they see
success stories.

e Couhseling beyins to offer more sessions on stress
munuygement ufter seeinyg service tracking duta,

e [T creutes u "Did You Know” cumpuigh to offer
regular tips und support on the technoloyy platform
ufter seeing technoloyy utilization data. This datu is
monitored weekly throughout the semester und in
dlignment with the support campdaign.

them, faculty cun refer students to heeded supports
before u crisis point is reached. Additionally, since
faculty see students the most, they cun serve us an
excellent vehicle for delivering key informution to
students that may enhance their holistic experience
outside the classroom. For example, if faculty are
aware that food puntry ufilization is up (@n importaunt
duta metric), it cun be u helpful prompt for them to
remind students in class that this service is offered
oh cumpus und tie udeyuute hutrition to improved
acudemic success in a hon-stigmatizing way.
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A Note on Traininy

In the sume way many students don’t see themselves
us u “muth person,” many stuff and faculty may hot be
comfortable trying, or equipped, to effectively interpret
the datu they receive. It's important for the institution

o provide udequate training and support fo ensure
data is hot misinterpreted, us this could have neyutive
conseyuences. For exumple, dutu showing that
progress towards gouls is occurring, but at a rate slower
than some stuff or faculty may have expected, cun
result in low mMordle or provide fuel fo those opposed to
chunyge. Worse still, incorrect interpretation of student
data could result in support needs beiny missed.
Effective training of existing und hew faculty cun help
prevent these conseyuences und does hot have o be
resource intensive. ATD institutions, particularly those
with smdller institutional research (IR) departments,

Data Distribution Strategy Worksheet

often enguye muath faculty and other faculty/staff
with strong datd interpretation skills to support the IR
department in offering training and ongoinyg suppport.

Ongoing support fo faculty and stuff to facilitate
their role in the redesigh cun help in providing
prompts/nudyges und reminders of the behuvior you
wunt faculty and staff to enact. Just us we caun’t
expect students to remember everything from
four-hour orientution workshop, we cun’t expect
faculty und staff fo become duta pro’s ufter one or
two training sessions. Employing a growth mindset
approuch to the training of employees in using duta
should help reinforce the ideu that onygoiny support
is likely to be heeded und is beneficial to their
continued leurning und skill buildinyg in this areu,

The tuble below cun be used us u resource to help institutions plaun their dutu distribution strateyy.

Data Required Who Owns Data e B How Frequently | How Will Data Be Used WEIL
Be Displayed Requued

Example: Cureer und Student services Student profile Updutes To inform faculty-
Faculty acudemic gouls of provided student discussions und
their students monthly course contextuulization

Support service Institutional

utilization for their resedrch

students profile
Gutekeeper Institutional

course puss rates, resedrch

disuygyreyguted

Duta dushboard Weekly
and student

Duta dushboard Euch

To ensure their students  Yes
yget heeded support
outside the classroom

To udjust content and ~ No
semester/term structure

! All edituble templates referred to in this toolkit can be accessed by visiting www.dchievingthedream.org/hss

Dutu in the hands of stukeholders is u tool criticul

to ensuring the colleye community has the right
information to support a holistic student supports
ypprouch. This creutes u spuce for institutionul reseurch
teums to bolster the teuching und leurning of fuculty
and staff by providing the foundution for content and
context in the interpretution of dutu. By encouruying

the sharing of dutu und enyguying in meuninyful
discussions on the current student experience und the
idedl student experience ut your institution, faculty and
stuff become purthers in your holistic student supports
work. When the entire college community is informed
und empowered, they dre in better position to see
opportunities for improving the student experience.
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SIRATEGY

DEVELOPING A TRAINING AND
PROFESSIONAL DEVELOPMENT

As your college explores structures, workflows, and business processes to support your
holistic student supports redesign, you will heed to ensure that faculty and staff have
the necessury truining und professionul development to understund, implement, und
sustain this work. This may include changes in roles, accountubility medasures, using

new technoloyies, using datd to inform continuous improvement, implementing new
colleye business practices, policy changes, program upddautes, chaunge leudership,

und effective communication practices.

This chupter explores the creution of u strateyy for

the technicudl training und professionul development
necessury for the successful udoption of your holistic
student supports approuch. Training refers to learning
ussociuted with ucquiring specific khnowledye or skills
reyuired for u specific job or tusk. For exumple, leurniny
how to ruise and lower flags in un early dlert system, or to
use u deyree plunning tool. Professionul development
focuses onh the continuous growth of skills, knowledyge,
und ubilities that contribute o professiondl und persondl
growth. For exumple, udvisors coming to see themselves
us yuides of students’ leurning experiences, or full-time

Creating an Effective Plan

und udjunct faculty und stuff learning hew technigues
for supporting students holistically. Training is usuully

u short-term, eusily meusured uctivity—professional
development is continuous und cumulutive.,

Towurds the end of the chupter, we present templutes
to complement your brouder action plan (Chupter

5). We encouruyge you to consider how your strategy
cun complement and integrate with the insfitution’s
overdll professionul development offerings,
particulurly those related to student success efforts.
Ultimautely, your use of this chupter will depend on the
overdll shupe of your project.

STEP ONE: Determine your professional development and training audience(s)

and their needs

Who will feel the impact of your redesigh und in what
ways? What hew technologies or processes will be
cualled for? Whut new skills or upprouches will different
stukeholders heed? Depending on the specifics of your
redesiyn, the uudience muay include the followiny:

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

e Advisors, includinyg both professionul udvisors und
depurtmentul fuculty who udyvise students.

e Student support staff who work directly with students,
such us counselors, finunciul uid und cureer services
foersonnel, librariuns, tutors, und student life stuff,

e Colleye employees who support the operution of
the college but do hot hecessarily work directly with
students.

e Full-time und audjunct instructors/faculty.
e Technoloyy und institutionul reseurch stuff.
e Students.

Remember these five key points:

1. Euch audience will have different perspectives,
different expectutions, und different needs, und
would benefit from u customized training strategy
comprising multiple trauinings, plans, und timelines.
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2. Concentrate on the structurdl, process, and attitudinal
chunges essentiul fo u holistic student supports
upprouch. To thut end, full-time aund udjunct faculty
und stuff muy heed u comprehensive strateyy for
fruining und professionul development that provides
more than one-fime trainings on tools or new processes.

3. Itis importunt thut dll colleye faculty und stuff have a
working knowledye of the chunhyges tuking place und
the expectutions of other yroups. For exumple, udvisors
will need to understund how their role connects to that
of the fuculty—who in tfurh must understund the roles
of the various supjport service stuff,

4. Even employees in technicul ureus, such us IR und IT,
need to understand the “why” behind the redesign
us the sustuinubility of your redesign efforts requires
the enthusiasm and inclusion of dll colleye student
and operational support areus. At many institutions
using fechnoloyy to enhance their student supports,
IT stuff co-leud to bridye the communicution gup
between those working with students duily and those
ensuring the technoloyy works efficiently for dill.

5. Professionul development idedlly inspires u
willingness umony full-time aund adjunct fuculty to
become uctive purtners in the change process.
Aim for programs that will unify various groups.

As employees leurn new skills, processes, und
upprouches, they will ulso develop stronger bonds
across your institution’s units or divisions.

! For more informution ubout enguying fuculty in

student success, see Achieving the Dreum http://
www.dachievingthedreum.ory/resource/121/
cutting-edye-series-1-engayinyg-adjunct-and-full-
time-fuculty-in-student-success-innovation; und
Public Ayendu’s Enguying Adjunct and Full-tfime
Faculty in Student Success Innovation http://www.
uchievingthedreum.oryg/resource/13810/enguyiny-
faculty-und-stuff-in-the-student-success-ayendu-
cuse-studies-from-the-walmart-foundation-press-
for-completion-grant-program.

Refer to the tuble below to ussess the cupucities/

skills required fo begin to deliver student services in

u holistic way from un equitable lens. In the second
column indicute who dlready has that skill and in the
third column indicute who heeds that skill but is lacking.
Finally, in the fourth column indicate if cupucities/skills
dre connected (for exumple, cureer couching skills may
be connected to finunciul couching). This tuble will
yuickly help you deftermine where the gyups dre in skills
und will help inform you of professionul development/
training audiences und the skills they require.

STAFF CAPACITIES ASSESSMENT

Current Capacity
(Stuff thut possess the | heed the capacity but

Capacities/Skills

cupubilities)

Connectivity with Other
Capacities/Skills (Identify
connections that heed to be

Gap Analysis (Staff that

are lacking those

Education & Career Services
Academic Advising
Cureer Couchinyg

Job Trdininy

Employment Specidlists
Income & Work Supports
Finauncial Aid Plunning
Public Benefits Advising
Transportution Assistunce
Food Puntry

Child Care Assistance
Housiny Assistance

Tax Prepuration/Assistance

Financial Services & Asset Building
Finaunciul Literacy Educution

Finunciul Couchiny

Financial Product Assistunce

Technology Utilization

Ruising eurly ulerts

Creuting academic plans

Appropriate messuying through technoloyy

built and/or strengthened)
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STEP TWO: 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. i.e. Whut gups in information, knowledye,
or skills exist that could prevent different stakeholders in
moviny to the new behaviors und processes you wunt
them to implement? For euch audience you identified
in Step One, develop youls und objectives.

Goul: A broud stutement of the expected impuct of
the strateygy overdll. Whut behaviors (these cun be

technicdal) and/or attitudes do you hope to see? Why is
this important? What impuact will these chaunges have?

Leurning Objectives: Specific statements describing the
knowledye, skills, and abilities that participants should
possess ufter various sessions. Equip euch objective
with a verb embodying u meusuruble und observauble
uction. Two or three objectives per session ure
sufficient; euch objective will encompuss multiple skills.

STEP THREE: Decide on frequency and delivery mode

Frequency: Neither the technicdl training nor the
professionul development component will be d one-
time offering. On the technical end, skills will often heed
to be refreshed or upduted us hew cupubilities emerye;
und u subset of users will need more frequent support.
Anticiputing the “whut” und “how” of the onyoiny
support will speed udoption of the tool und euse its
implementution. As for professionul development,
provide multi-session, long-term engugements that
enuble full-time und adjunct fuculty und stuff to guin
maustery of the new processes und behaviors.

Delivery mode: Initidl in-person technical traininys
could be more effective in building confidence in
usiny the tool, but much of the onyoiny support could
be virtual. Could unswers to common yuestions und
remedies for common errors be automuted? If so, the
training session could cover that. Consider the most
uppropriate format for the session, including:

¢ Lenyth of tfime heeded for sutisfuctory engugement
with the content, short of overwhelming the participants.

e Most effective yroup size.

o Mix of presentution, group activities or discussion,
und individudl reflection.

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

For sessions focused on truining to use tools, consider
= whether your fechnology vendor(s) have d fraining
forogram und existing training materidls in place. If
SO, you muy wunt to usk the vendor representutive(s)
to “frain the frainer,” offering their program(s) to u
few key individudls ut your institution, who cun then
frain others or lead the development of your fraining
frogram. (These ure often useful for truining, but
insufficient for professionul development.)

Is tfraining expertise uvdilable at your institution?
Perhaps people in your humaun resources
depurtment, us well us fuculty skilled in
instructionul design, could co-creute u program.
Their involvement will strengthen the training und
model colluboration across your institution’s units
or divisions.

‘W

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

W\

TRAINING STAFF TO BUILD FINANCIAL SKILLS

Porterville College in Cudliforniu hus invested
sighificantly in the professionul development of
staff who provide WSSN integrated services. In the
spring of 2017, 14 counselors und stuff memibers
puarticipated in d five-duy fraining on finuncial
topics, including u financiul-heulth model, income
generdtion, spending plans, debt dllevidtion, credit

buildiny, investing, retirement, und estute planning.
Training ulso included the COACH model, with

such fopics us creuting u collegye-goiny culture,
developmentul-level supports, und college-success
strateyies; leurning couchingy skills; und helping
students generute income, save for college, and
budget around financial did, credit, and investing.

22 https://www.nacudu.ksu.edu/

O
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STEP FOUR: Design the session agenda

Breduk the Step Two objectives into specific skills, bodies
of knowledyge, und competencies to creute u loyicul
seyuence of uyendu topics for the session.

Bused on objectives, uyendu, und uudience,
= identify the individuul(s) who will most effectively
deliver this fraining to attain your overull goul,

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

Evaluation: This consists of two purts: purticipants’
feedbuck on the effectiveness of the session Q) in
prepuring them to tuke on u new role or use U hew
technoloyy, und b) in making u positive impauct on u
change of process or behavior (or the adoption of u
new technoloyy). Decide whether, und how, to collect
buseline dutu to meusure these chunyes.

Account for how und when the fraining will be
offered to those who may not be present ut the
regulurly scheduled session, such us adjunct
faculty or purt-time stuff,

W

Remember that most people will absorb
informution—aund feel more comfortuble usiny

W

the khowledye und skills ufferwurds—when
they enguge with it throughout the session in
meuningful ways,

Reinforciny the rationule of the work is essential.
— Asking open-ended yuestions that beyin with
“why,” “*how,” or “what,” rather than simply usking
"Do you understund?” will help puarticipants
articulute your vision in ways that resonute with
them and encourage buy-in from others. Likewise:
*What questions do you have?” is preferable
to "Do you huve uny yuestions?” This sets un
expectution that everyone should be enguyinyg
deeply enouyh to formulute questions—which
should be the nhorm in the ledrhing process.

Plan for and deliver “just-in-time” refresher training

= unhd/or communicution of where resources ure
uvdiluble to support eurly adoption. For example,
when asking faculty to, suy, raise an ulert or
complete u survey, offer links to short training
videos on those tusks.

Idedlly fruining strategies include longer-term
professionul development activities. Consider
how you might include ledrning circles, cuse
studies, or weekly cuse discussions. The gyoul is
to enhunce the training structure with practical
methods for internalizing behavioral chunge.

‘W

STEP FIVE: Evaluate and adjust as necessary

It will be importunt for the guiding teum to monitor
the success of the truining und professiondl
development offerings. That will ullow improvements
to the overdll training strategy or remedies for any
knowledye or skills gups. Monitoring, frequent ut the
start of the implementation und sculing processes,

cuh occur less often ufterwaurd. Institutions have
found it necessury to revisit their truining heeds und
designh ut leust once u yeur. This will also help the
teum understund where und when full-time und
udjunct fuculty und staff want to yo deeper on
specific topics.

ACHIEVING THE DREAM |



Professional Development Session Plan Template
Presenter

Audience

Training Topics

Pre-Work/Handouts

Learning Outcomes

Metrics to Ensure Outcomes Are Met

Session Structure

Modality

Frequency

! All edituble templutes referred to in this toolkit cun be uccessed by visiting www.uchievingthedreum.oryg/hss

o
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College Example: Leveruyging u Peer-to-Peer Truining Model ut Montgomery

County Community College

Supporting students to develop a comprehensive
cureer, finuncial, und educationul plan during their
first semester was the focus of Montgomery County
Community College’s (MCCC) second round of
reform through the iPASS grant mentioned in the
infroduction to this toolkit. The collegye brought on

u completely hew technoloygy to help students
explore their career interests aund develop a career
plan. That produced the most sighificant demand
for training.

Advisors were the first to be frained. At a professionul
development duy before use of the ool wus
required for students, two advisors led d training
session with their peers. Criticdlly, the training
covered not only the huts und bolts of usiny the tool,
but dlso the philosophy und research behind it, to
build buy-in und excitement. A few months ldater,
during the first semester of usiny the tool, u professor
who taught career development led unother
session, with u philosophicul upprouch to cureer
counseling. Luter truining opportunities, scheduled
mohnthly, addressed hew advising processes that
blended cureer und ucademic advising.

MCCC chose the peer-to-peer approuch
becuuse it had proved successful in prior projects.
Such u significunt change for udvisors required
sessions effective in building not only skill, but also
confidence in und support for the new processes
and tool. As reinforcement, the executive director
of institutionul reseurch regularly emphausized the
tool’s reliubility and validity.

Measuring Success

A positive indicator wus that all students in the
colleyge’s turget yroup successfully completed their
cureer interest survey und developed u cureer
plan us a requirement ulony the puthway o their
second semester.

Feedbuck from advisors ulso indicuted success. Muny
enhcouruyged students outside the pilot group to use the
tool; und u core yroup of advisors beyun to use it in
their own coursework und us purt of u lunch und leurn
series. Additiondlly, 87 percent of first-semester students
who completed their MyCareerPlan assessment
fersisted to the spring semester, compured to only

26 percent of students who did not complete it. And
over 1,000 returning students who were not reqyuired to
complete it dlso took advantage of the tool.

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

Institutionalized Change

Stefanie Crouse, ussistunt professor/academic
udvisor und iPASS core teaum member, notes:

*Our iPASS work has become part of the onygoinyg
diglogue at MCCC.” This manifests during biweekly
Mmeetinys us cross-functional discussions ubout the
ways that iPASS is changing the student experience.
In monthly advising meetings, changes in protocol
und student engugement ure discussed. As the
college heuds toward more intensive chunges
surrounding the use of their learning manaugement
system, advisors pdarticipute in weekly check-ins
where colleagues share experiences.

Reflecting on the five years of their holistic student
supports upprouch, Crouse says: “Our eurly work

in this spuce focused on educution plunning und
eurly dlerts, which luid the foundution for the hext
level: career plunning through advising. Prior to
this, advising wus a fransuctional experience,
focused on semester-by-semester experiences. Our
dpprouch now empowers udvisors und students

to see advisinyg us creuting a pathway for students
from start o completion.”




|
four-yeuar institutions, and Minority serving institutions—are umony mMuny entities

BUILDING MEANINGFUL EXTERNAL
PARTNERSHIPS

Higher educution institutions—particularly community colleges, public

committed to tackling sociul problems, enhauncing economic opportunity, and

improving yuulity of life for individuuls. Neurly every colleye is in u town, city, or

county that is home to community purtners. Many of their services ulign with the

mission of our colleyes, und some puartnerships dlready exist, especidlly in areus

related to workforce development, in which the heeds und opportunities for both

sides of the purthership are clear, Building u holistic student supports upprouch thut

ygoes beyond the typicul ucudemic supports und includes cureer und finunciul

SuppoOrts reqyuires orgunizing und leverayging hew pdrtherships to brouden the scope

of services und boost results for dll parties involved.

Traditiondlly, colleges huve not seen u heed

to enter service ureus thaut ure in the sphere of
sociul or community ugencies. However, with the
recoyhition that increusing numbers of our students
fuce serious und competing demunds thut directly
uffect their ubility to focus on their studies, working
with community partners ullows colleges to provide
cureer, finunciul, und ucudemic supports to
students aund creute a student-centered educution
experience thut leuds to success und completion.

Leveruyging purtnership opportunities ullows

the institution to More efficiently provide holistic
services to students, strefch limited budyets, reduce
redunduncies, strenygthen colleye relutions, und
improve persistence und completion.

This chapter discusses the importunce of identifying
community parthers bused on interests und mission,
framing written work ugreements, clarifying expectutions
und gouls onh both sides, countering interndl resistunce,
and muintuining onyoing enguygement to ygrow and
pivot when circumstunces chunye.
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STEP ONE: Identify where you need a pariner

To beyin work on this uspect of expundiny und cun wssist you in thinking through key questions for
infegrating your student support services, it will be developinyg such purtnerships.

helpful to first ussess your current and potentidl
purtnerships, us well us your processes for nurturing
these relationships. If your college does not have
community parthers on cumpus, the ussessment

Note: This stefp assumes you have dlreudy developed u
sfronyg uhderstunding of your students” heeds, outlined
in Chupters 2 und 4. The Student Needs Assessment in
Chapter 2 should prove particularly useful for this step.

EXTERNAL PARTNERSHIPS NEEDS ASSESSMENT

Is this in line with the
Service institution’s vision for the
student experience?

Is it provided effectively by the Do we need to identify a
college or an existing partner? partner?

Example: Housing ussistance Yes Sometimes informally by staff  Yes
but nhot systematic

Prouctive support in
gpplication and intuke
processes

Acudemic udvising

Cureer udvising

Job sedrch aund plucement

assistunce, including resumes
and interview skills

Mentoring

Counseling Services
Finuncial educution/literacy
Individudlized financial
couchiny

Financial uid ussistunce
Emergency uid ussistunce
Benefits screening und
application

Access to child care

Access to reliuble
fransportation

Access to nutritious food, often
via u food puntry or food bunk

Access to sufe housing

Access to mental and physical
hedlth services

Access to cleun, professionul
clothing

Tax preparation assistance
Legul ussistance

Other

ACHIEVING THE DREAM } O



How Three Colleges Leveraged Community Relationships

Highline College (WA) has developed u stronyg
purthership with the United Way of King County.

In the fall of 2016, United Way began piloting the
Housing Reudy Cirisis Resilient program to test new
strateyies to reduce homelessnhess by increusing
low-income county residents” uaccess to emergency
financial ussistance, income supports, and financial
products. United Way saw Highline College us an
idedl campus for the pilot “because of the work the
college hus dlreudy done to uddress homelesshess
and poverty through the WSSN, Welcome Buck
Center, und other campus-wide efforts.” This
purtnership addresses u runge of services including:

¢ Direct enrollment in or referrals to programs
reluted to housing assistance, food ussistance,
tfransportation, FAFSA, and tux prepuration,

e Educution und uwureness of the Working Students
Success Center, scholarships, financial aid, child
cure, und other programs.

e Workshops oh finanhcial empowerment and dsset
building.
e Direct finunciul couchiny for students.

e Hosting events on cumpus.

e Free tux-prepuration services for college students
und eligible faculty.

e Commitment to work with stfudents und school
leaders o design effective interventions.

Danville Community College (VA) [aunched u
partnership with Virginia 529, u state program

to promote colleyge suvinygs. DCC’s Greuter
Opportunities for Achievement in Leurhing (GOAL)
Center is purthering with Virginiu 529 to kick

off a hew “Two Generation” effort. Through this
partnership, students cun attend financial workshops
and receive finuncial advice on college suvings, hot
only for themselves, but also for their children.

College of the Ouachitas (AR) hus developed a
purtnership with the Central Arkansus Development
Council, a private honprofit community-action
program that provides u wide array of resources.
One is the Individuul Development Account
program, desighed to help people become more
financidlly stable. Council representatives visit the
cumpus to conduct workshops on the program and
are avuiluble to follow up with students und help
them develop u better understunding of finauncial
management and asset building.
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STEP TWO: Identify what you desire in an ideal pariner

For the services you identified in Step One us heediny
u purtner to deliver, the teum should discuss und
document what they desire in a parther. There are
mauny considerations ut this sfage. At minimum, keep in
mind the following when completing the tuble below:

e The extent of ulignment you want between your
gouls and the gouls of a parther. Typicdally, high
dlignment is ideul.

e The levels of dutu-sharing you wunt to have with your
partner und what metrics are critical vs. idedl.

e The cupucity of the purther to serve your students.
Are you looking for u purther that cun serve students
in multiple ways or just one? Do you heed u purther
that cun serve 50 or thousunds of students?

e The specifics uround the service you ure looking for
the purther to provide. For exumple, does the service
need to be in-person or virtuul? Appointment-bused
or drop-in? Locuted on cumpus, hear campus, or
aunywhere in your service aredu? Are evehing and
weekend hours heeded to serve working students?

e The potential for the parthership to help open
other doors or leud to udditionul opportunities
downhn the road.

Once you huve completed the tuble, consider
turning your idedl partner characteristics into
u checklist to facilitute completion of Step 4:
Evaluate Partners and Make Selection.

W

Service

Exumple: Housing ussistance

Ideal Partner Characteristics

(includes dll the Minimum characteristics)

e Dedicated to the ucademic and
cureer success of those they serve us
part of the roud to self-sufficiency.

o Caupucity to provide support to 500
students.

e Holistic upprouch to housing that
includes uccess to tfrunsport, heulth
cure, und counseling.

Minimum Acceptable Characteristics

e Proven track record in supporting
homeless individuuls/families to
become self-sufficient.

o Cupucity to provide support fo 100
students.

o Willing to shure dutu on whether our
students received housiny assistunce.

o Offers services in the evening aund on

o Willing to share dll datu relating to our weekends.

students who use their services.
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STEP THREE: Brainstorm potential partners

Next, the teum should spend time identifying the humes
of orgunizations (locul, stute, or nutional) that could

be purtners. At this stuge, the teum should not venture
toward evaluuting the parthers, but should focus

onh identifying u broud ranye of possibilities. As you
brainstorm (in-person in u formal session or virtuadlly via <
shared document or emuil), consider the followiny:

e Be creative. Consider purtherships with local
businesses with expertise or services your students
could benefit from, such as local banks providing
financiul educution or lower-priced services, or locul
entrepreneurs providing mentor opportunities for
students seekiny to open their own business.

e Build on existing relationships. External partnerships
cun grow out of various formul and informal
conhnections. Consider checking with your
institutionul foundution or bourd of trustees, or
interviewiny fuculty aund stuff to find out where
relationships already exist in any form and look for
wuays to expund or strengthen them.

e Research which organizations other colleges partner
with. Looking ut other institutions” choices cun
brouden your perspective on which orgunizations
cun support your gouls.

STEP FOUR: Evaluate potential partners and select

This will require the teum to conduct reseurch info
euch purther orgunization. It muay tuke some time but
is criticul to ensuring the best fit for your needs. The

INSERT SERVICE NAME:

teum should hominute one or two people to conduct
the reseurch, puying uttention to the uspects hoted in
the tuble below.

Potential Partner Partner’s Strat_eglc Goals/ | Partner’s Ma_jor Projects/ Sample of Partner’s Pariner’s Strengths
Mission Services Outcomes

After completing this tuble, the teum needs to evaluute
with the goudl of identifyiny the idedl parther or harrowing
the possibilities. The two key yuestions to uddress ure:

1. How close are they to your ideal partner
characteristics identified in Step Two? If you turned
your idedl characteristics into a checklist, use it to
facilitate discussion.

2. What is the potential for impact on students’ lives
and their progression along a pathway?
Also, you may want to uddress the following:

e What are the risks with potential partners? Consider
the risks both of paurthering und of hot purtnering
with them (what would you miss out on?).

O

e Are these orgunizations you would be proud to be
ussociuted with? Do they huve u good reputation in
the community?

e |s there unother institution that has partnered with
any of these orgunizations, one you could contact
for informution?

e How much time und whut resources would it tuke
to set up u partnership with this organization? Is
the potentiaul impuct on student experience und
outcomes worth this investment or could those
resources yield a higher return elsewhere?
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Decide on Your Partner(s)

Bused oh your discussion, you should have at least
shortened your list of potential parthers. You may want
to initiute discussions with the remuining possibilities

to yuuye how willing und uble they ure to fulfill the
components of the ideul partnership.

When muking the finul decision, consider the
followiny:

e Keep it manageable for your staff. Too many parthers
cun be d lof to munuye, particularly if they are
partners in the sume urey, such us working with
multiple food bunks in different purts of your service

areus. Where this is the cuse, consistency in the
partnership ugreement is importunt to the efficiency
und consistency of the students’ support experience.

¢ Take a holistic approach to external supports, not just
college-provided supports. Where multiple purtners
are working on issues that are tightly connected,
your college should dlignh gouls, data sharing, aund
other uspects of purthership to uvoid creuting
new support siloes for the student to havigute. For
exumple, u sighificunt proportion of students who
require public benefits ussistunce are dlso likely to
guin from food bunks/pantries, emergency uid, und
finuncial couching.

Leveraging a Partnership for Multiple Effects

When u student ut Canudu College (CA) run info u
problem attempting to cash his financial aid check,
he dpprouched u finunciul couch on cumpus.

The couch used her relationship with a local credit
uhion to put the student in fouch with the right
person to help. More than just cashing the check,
the credit union wus duble o set up the student with

free checking und savinygs accounts, consolidate his
debt from u previous cur loun, and lower his inferest
rate. The student had begun with only one request;
his savvy couch leveraged a college parthership to
help him build u financial infrustructure to leud to
gredter success over fime.

STEP FIVE: Begin partnership discussions and develop a strong written agreement

When first reuching out to u potential parther, nominute
u relationship manager to be the key contact for
discussions. This muy hot end up beiny the sume person
who executes the purthership once it is ugreed on.
Often, ut preliminary stages, the reldtionship manager
at this stuye is higher in the colleye’s hierarchy to
demonstrate commitment, has a broud institutional
view, und holds uuthority to make purtnership decisions.

As you enter talks, you will heed fo:

e Speak their language. Demonstruting you cure
ubout their gouls und heeds beiny met through
the parthership will get the relationship off on a
positive note.

e Be aware of institutional differences. Divergence in
culture und culendar should be recognhized. When
nohucudemic institution parthers with an academic
institution, busy fimes—aund priorities during such—
will not ulwuys coincide.

e Effective partnerships must be win-win. When both
sides feel sutisfuction in truly making a difference in
people’s lives, u purthership flourishes. This meuns
ledrning ubout one unother’s youls und developiny
u shared vision. For example, establish reciprocdl
relations with your locul workforce development
center; offer on-site help with resume and job
prepuration in exchunge for updutes on locul lubor
tfrends useful to your cureer center.

Be prepared to be flexible. Partherships take fime to set
up und ure often Made with orgunizations with limited
cupucity, so it's essentidl o be putient und keep
communicution frequent und open. Purtners need to
welcome change us the service delivery evolves.

Keep students at the center. Purtherships should
support u holistic upprouch to serviny students und
their fumilies, so students uchieve ucudemic success
and finuncidl stability.
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Setting Up a Written Agreement or Memorandum of Understanding

Whether the parthership is formal or informal, jointly
developing u mutudlly beneficiul agreement will
clarify roles und expectutions und provide reminders
of essentidl information, such us the gouls of the
partnership, how you meusure success, und how

the purtnership works in practice for students. This
should keep the parthership on track, especidlly when
inevituble staffing fransitions occur.

Writing u Memorundum of Understunding will clarify,
umony other things:

e The purpose und gouls of the parthership. Goduls
should be cleur, meusuruble, und focused on both
the student impuct und experience.

e How that purpose is linked to a partners’ mission.

e Expectutions und the roles und responsibilities of the
purtner.

e How students will be connected to the service und
what you wunt that experience to look like. To plun
this in detdil und from the students’ perspective, so
you may want to use tools offered in the student-
centered desiyn process. For example, you could
work with your parther to develop  mentul model?®
of the students’ experience of beiny referred to
und receivind the service. Then, perhups, creute
U process mMup that specifies the uctions tuken by
euch purtner und the communicaution that occurs.

How will you identify which students need the
service?

Does the support need to be provided on cumpus,

or could you refer students to your purtner’s
services? How will referruls be mude?

If the service is nhot provided on caumpus, will the
colleyge or parther provide transportution support
to students who need it?

Whut feedbuck loops cun be set up to ensure the
college knows the service hus been received und
its outcomes?

e Communicution und decision-mukinyg protocols,
both day-to-duy und lonyg-ranyge. Muintuining
regular, open communicution with your parther(s)

is essential to keepiny the relationship strony,
identifying and addressing process errors quickly,
und udjusting when student heeds or the externul
environment—such us locul, stute, or federul policy—
chunyes.

How resources will be shared.

Duta to be collected und reported on both sides.
Creute u mechunism to unulyze duta that revedl
whether gouls ure being met. A continuous feedbuck
loop could identify which programs and services
dre—und ure hot—helpiny students reach their gouls.

Whut procedure should be followed if one or both
puarties wish to end the parthership. Keep up with
your students’ heeds und your colleyge’s limitations.
As hew heeds arise, develop hew purtnerships to
respond. Don’t be ufruid to end purtnerships that are
no lonyer working for your students.

The Memorundum of Understanding will help establish
the processes for how the college will work with

the purther und ensure thut students remuin the

top priority. Such ugreements luy u foundution of
trust, which is essential for working through common
purtnership chullenges such us:

e Resistance to change. Some on the college side muy
feel that bringing honucudemic services to students
is not a hecessary college function; on the other
side, u community-bused orgunization may feel
the partnership threatens its budget or role. Staff on
both sides may worry about increused workloud und
demunds on their limited time.

Database problems. Colleyes und their community-
bused parthers muy have outdated or incomputible
datubuse systems. In fact, this is likely becuuse these
entities muke do with scunt resources, which could
limit the parthership’s ability to collect informution on
services provided.

Culture clashes. The missions or work styles of the
partners may collide. A well-urticuluted ugreement
on common gouls und outcomes is the best
guuruntee of u mutudlly beneficial parthership.

23 https://www.nhgroup.com/articles/mentul-models/
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Considerations for Data Collection and Partnership Evaluation

Your institution hus severdl options for the collection of dutu und the evaluution of u

partnership. Here dre two.

CONSIDERATION ONE: Create a neutral or
equitable evaluation team

We strongly recommend thut u colleye estublish

u partner leudership team. It would comprise
representatives from active intfernal und external partners
und ussighed the primary responsibility to facilitute:

e A coordinuted und inteygrated service system for
employers und job seekers.

e Customer sutisfaction and continuous uuality
improvement processes to yuther und use customer
feedbuck for program improvement. All staff must
share committment to and implementation of
Customer Service Standurds.

e An open communicution process with regular
meetings and consensus decision-making.

e Where possible, open input for site-bused decisions,
und u conflict-resolution process for purther disputes.

e The development of site-bused policies und
forocedures us heeded, to enhunce customer services,
uccountability, and the inteyration of services.

e Production of u yuurterly operutions report to be
shared with dll purthers und stukeholders.

e The development of u policy regurding the lenygth
of ferms und u rotution policy for the purther
leudership team.

e Determination of appropriate dlignment of purtners
to ensure that dll parthers deliver services und
supports within the scope of the colleye’s mission
and strateyic vision.

CONSIDERATION TWO: Assemble a holistic
student services data system advisory
commitiee

A college could uccomplish this by followiny five steps:

1. Identify members

Select them from the wide set of constituents
representing both those who will desigh/muaintain the
dutu system und those who will use it: for instunce, IT stuff,
senior and mid-level munagyers, faculty (both full- and
purt-time), and student services stuff who will be working
with students. Include uny key external partners who will
be involved in service delivery and duta sharing.

2. Hold planning meetings

Determine the tusks of the committee und the gouls

of your program, us well us who is being served, whaut
services dre yoiny to be provided, und who will provide
them. Next, put fogether u plan for system development
und un outline of key dutu elements for review.

3. Design the data system

Convene u series of meetinygs to work through the
desiynh of the system, the elements to be collected
und frucked, und the types of reports to yenerute to
ensure thut the system meets the heeds of the colleye.

4. Test for usability

Once the system is desighed, fake ample fime to fest it
und confirm that users ure comfortauble with the system
interface, und identify uny problems that users are
having with datu collection, entry, und use.

5. Design ongoing evaluation and seek feedback
Then hold regulur meetinys of the committee to
evdluute the system'’s effectiveness, frouble-shoot
problems, und muke adjustments.

The muin concerns ure to ensure thut the partnerships
effectively serve the students und to guther the
feedbuck vitdl to the continuous improvement process.
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Data review timelines and continuous improvement guidelines

Institutions need u reliuble system to collect buseline
data and must creute timelines for thoroughly
reviewiny the dutu—and the purtherships—on u
regular busis. It is essentiul, for external accountubility
und internul growth und sustainubility, to document
service use und impuct, und to unalyze what is und
is not working in terms of students” achieving their
youls. Good dutu, widely shared umongy relevant
stukeholders (while protecting confidentidlity), foster
progress towurd persistence und uttuinment gouls.

Articuluting improvement guidelines on outcome
gouls powers u continuous feedbuck loop. Dutdu on

services requested und provided ure yeneruted; the
numbers ure mMatched aguinst those in the guidelines.
If the college is on frack to muintain steady proyress,
excellent. If not, automuaticully generated is a process
of devising and implementing adjustments, which
themselves generate duta.,

Through those fimelines und guidelines, u holistic
support upprouch cun hone service delivery to help
more und more low-income und other underserved
students uchieve their ucademic youls und improve
their financiul hedlth. That, in turn, cun benefit u wider
set of sfudents—and the college us u whole.

A NOTE ON THE IMPACT OF POLICY ON HOLISTIC STUDENT SUPPORTS

As your college moves into hew dreus to support
students, federal, stute, und locul policy decisions
outside higher educution beyin to uffect your work in
hew ways. For exumple, food pantries ure becominyg
more prevalent on campuses ucross the country to
address students’ immediate food insecurity issues.
When setting up such puntries, identifying which
items will be most useful to students depends to some
extent on whut items ure und ure not covered by
SNAP benefits. In fact, food puntries tend to expund
beyond providihy food to offer some essential items
not covered by public benefits, such as toilet puper,
sodp, clednsers, and feminine hygiene products.

Therefore, to help your college better serve
students more holisticully, you may take a more

active role in trying to shape discussions on

locul, stute, und federadl policy. Consider using

the Integrated Student Support Services Policy
Assessment tool, which provides guidunce on, for
example, the Supplemental Nutrition Assistunce
Program; Temporury Assistunce for Needy Fumilies;
Workforce Training; Financial Aid und Educution;
Access to Benefits; and Child Care and Housing,
Transportation, and Food.

x Dowhloud Achieving the Dream’s
Infegrated Student Support Services:
Stute Policy Considerations ut http://www.
achievingthedreum.org/resource/17438/
integrated-student-support-services-stute-
policy-considerations.
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CONCLUSION

Holistic student supports provides a framework for institutions committed to desighing
u student-focused culture that delivers u seumless, personulized, und collaborative
experience for students. This toolkit offers u starting point for institutions lookiny

to improve acudemic performance, life outcomes, and equity for students who,
historicully, have not been well-served by higher educution.

Yet chaunge on this scule presents significant challenges for institutions. It demands
the campus community work together more closely than ever before to examine
the impact of policies, processes, structures, und culture on their students and

muke sighificaunt changes where hecessary. No single resource cun provide dll

the yuidunce und unswers institutions need to muke these tough decisions und
implement their changes. Achieving the Dreum offers this toolkit us d free, publicly
avuiluble resource to help institutions muke informed decisions und execute
effectively dlony the redesign journey. For institutions that seek mMore comprehensive
guidunce, we offer additiondl support through various couching und training tools,
resources, und peer learning opportunities.

For more informution on these, contuct Dr. Mei-Yen Ireland at
Mirelund@uchievingthedreum.ory.
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Appendix

STRATEGY ONE: Develop a campus-wide
definition of student success and equity

All too often in higher educution, words or phruses
that dllude to complex concepts ure used with an
ussumption that everyone hearing und using those
words understunds them in the sume wuy. Yet, tfukiny
the time fo consider, we know this is hot the cuse.

Definitions ure vitul to building u common understunding
of gouls, chullenges, solutions, und the purpose of
holistic redesign. Delineution of concepts that ure
complex, subjective, und fluid provides clarity that shows
dll stukeholders the direction in which they should heud.

For holistic student supports, it is particularly important to
elucidute the key concepts or beliefs that underpin your
efforts. At minimum, we encourdage institutions to develop
cumpus-wide definitions of terms like: “student success,”
which is subjective und vague; “equity,” which is
complex und often misunderstood; und “holistic student
supports” or whatever compurable phrase you choose.
Cumpus enguygement cun help personulize definitions
to your institution and legitimize them, us the community
sees itself in the final wording. This is particularly important
for ferms thut refer to students. Bringing students info
defining “student success,” for instunce, provides u depth
und leyitimucy that cun’t be auchieved otherwise.

For definitions of some key words, refer to the intfroduction
to this toolkit. You may dlso find Achieving the Dreum’s
eyuity stutement could contribute to your own definition
of equity for students. View the equity stutement at
http://www.dchievingthedreum.org/ubout-us.

STRATEGY TWO: Make your commitment to
culture change public

Publicly stuting your gouls and your commitment to
them is u critical purt of executing your strategy. It
increuses expectutions thut the institution will hold itself
accountable to achieving culture chaunyge. Moreover,
it can inspire your community to pitch in, generate
interest in new purtnerships to support students, und
thereby energize the feam leadinyg the effort.

SIRATEGIES FOR GROUNDING YOUR
m— JCDESIGN IN EQUITY

[t’s importunt, in buildinyg trust and enthusiasm, for
students, fuculty, und stuff to understund the values
inherent in the course your college sets. When you
communicute your commitment to change, it can
help de-stigmutize the use of colleye services such

us food puntries, emergency uid, und finaunciadl
couching. You will have demonstrated the prevalence
of the need for those services und their impuct on u
student’s ubility to progress.

STRATEGY THREE: Embed an equity lens into
your decision-making processes

Culture chunye is hot simply un ulteration in policy
thut trickles down into practice. It requires ongoiny
udjustments to the duy-to-day operations of the
college. This is purticularly true when that change is

u pivot towdrd a greuter emphasis on eqyuity, a word
that has as many definitions us there are stukeholders.

Once you have crafted a widely agreed on
understundiny of what equity comprises, the guidinyg
teum members cun embed it in their deliberations
oh desighing u hew student support upprouch.

For exumple, the teaum could explore the following
guestions in every strateyic decision they muke:

¢ Who yuins most from the options we ure
cohsidering? Who stunds to lose, if unyone?

e Teums could use tools from the student-centered design
process (Appendix C) to think through the potentidl
impuct on students with different gouls, heeds, und
responsibilities, such us student personus. Even better,
yetting input from students directly about how the
decision could impuct them cun be informutive.,

e How does this impuct contribute to achieving our
definition of equity and our redesigh gouls?

e What is the source of uny inequituble impact identified?

o Whut steps heed to be tuken or whut heeds to chunhye
to make sure this decision supports students equitably?
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STRATEGY FOUR: Expand your definition of
sustainability

Sustuinability is the uctive process of estublishiny

the chunyes und outcomes of your holistic student
supports redesign efforts us u lusting part of your
institution’s structures, policies/behuviors, und culture/
uftitudes. When Achieving the Dreum talks ubout
planning for sustainability, we do not meun finding
funds und other resources to continue the redesign
project "usis.” Insteud, the ideu is fo sustain the
successful chunyes that your efforts have produced,
to continue workinyg towards the gouls you huve not
yet uchieved, und/or to keep identifying hew gouls.

We encouruge you to consider u more complex definition
of sustuinubility thut includes the following dimensions:

¢ Actively building on the successes you huve
uchieved. Continue to leveruyge the knowledge,
skills, resources, und relutionships you developed
through the grant, for instance, to inform the steady
improvement of your audvising, planninyg, and other
student support services. Explore how to upply these
resources to other initiatives taking place on campus
und share them with the colleagues involved.

Ensuring your efforts are, and continue to be, in
pursuit of eliminuting uchievement gups und
effecting eyuity for current und future yenerutions.

Working towards un achievable level of ayility that
will enable you to continue to refine und improve
your work over the lonyer term us the gouls, heeds,
chdllenges, und strengths of the students and
communities you serve evolve. Agility?* requires both
the ubility to be himble/responsive to u chunyinyg
environment, us well us muintuining u stuble core
that anchors the constant chanyge to your mission.

To help your feam pursue this expunded understunding
of sustuinubility, we offer the followiny discussion
questions.

Review/Reflect on Your Progress

1. What are the gouls of your student support redesign?

2. What have you uccomplished so far?

a) What hus been the impuct of your work? What
dutd informs your response?

b) Do you have the momentum heeded to uchieve
a chunge?

3. Whut gouls have not been reached? Whut
chullenyes huve not been uddressed?

a) Be sure tfo consider student outcomes in
uggregute and for different student populutions.
Is your work impucting ull students und closiny
uchievement yups?

Sustaining the Changes

1. What has been done or heeds to be done o
institutionulize the successes of your redesign, so
they become u permunent purt of the colleye
culture? (For exumple, policy chunges, cross-
tfraining other stuff, budyet ullocution, restructuring,
udjustments to job descriptions, hew protocols und
procedures, updutes to performunce evaluution/
expectutions, professionul development.)

2. Whut resources ure heeded to sustuin the work?
(Consider resources such us time from existiny
faculty, stuff, administrators, new positions,
eyuipment, spuce, und finunces, etc.)

3. What obstacles might you encounter as you work
tfowdard sustainubility? How will you address them? For
example, do you have a plan for succession of key
team members und senior institutionul leudership?

4. What partners, outside your institution, could be

helpful in sustaining your work?

24 Buluncing Acting und Reuctiny: Ayility in Toduy’s Higher Ed Environment: https://evolllution.com/munayging-institution/operations_efficiency/
bulauncing-ucting-und-reacting-agility-in-todays-higher-ed-environment/
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Building on Your Successes

1. Whut's your vision for the next iteration of holistic
student supports redesign ut your institution? For
exumple, if you focused on ucudemic supports,
have you considered how to inteyrute services such
us finunciul supports, finunciul uid, tutoriny, library
services, or child cure services into u more holistic
dpproauch?

2. Do you huve the right people on the teum und
proper teum structure to redlize your hew vision?
Are other efforts taking pluce on cumpus that you
should work with more colluborutively?

3. What parthers, outside your institution, could be
helpful in the next phuse of your work?

Sustainability as a Concept of Equity

1. Whut structuradl, process, und uttitudinul chunhyes
from your student support redesigh dure most
impuctful for your historically underserved
populutions??®

a) Whut evidence informs your response?

b) Huve these chanyes been institutionulized to
ensure they ure sustained?

c) What more needs to be done to ensure eyuity for
uhderserved populutions?

2. Whut structures ure—or heed to be—in pluce
to collect ongoiny student input fo inform the

continuous improvement und evolution of your work?

Sustainability as Agility

1. How could you guin u stronger understundinyg of
future higher educution needs und gouls in your
service ureu und inteyrute this knowledye into
current decisions or future planning?

a) Are these efforts systematic or one-off?

2. In what ways does your institution provide the
structure, spuce, und culture heeded to promote
continued improvement?

a) Are fuculty, stuff, und students uble to propose
solutions to challenyes or puin points and feel
confident thut their proposuls will be considered
sincerely und fuirly? Is the bureuucracy kept ut u
reusonuble level??

b) How does this play out in your holistic student
supports work? How can your redesign team
muke the time und spuce to propose und work
oh hew ideus?

25 Exumples of historicully underrepresented students include but are not limited fo: first-gyenerution, low-income, students of color; udult
students; murginulized orientations, yender identities, und intersex students; students with second-lunguuge buckgrounds; undocumented
students; veteruns; students with disubilities; students with dependents; foster cure youth; und formerly und currently incurcerated students.

26 https://evolllution.com/opinions/achieving-ugility-higher-educution-criticul-transformutions/
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HSS IN ACTION

Making the institutional changes to implement d holistic student supports
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dpprouch is no small task. It must be u deliberate, concerted, und institution-
|

wide effort that involves leudership, stuff, faculty, and ultimately the students
themselves. However, that does not meun that this work is done in a vacuum. Institutions
cun often connect holistic supjports fo other efforts ulreaudy occurring on cumpus—for
instaunce, implementing guided puthways, revamping un institution’s strateygic plan,
responding to u system- or state-wide initiative on improving student success, prepdring
for un uccreditution review, or beiny involved in unother grant-funded initiative.

The followiny cuse study looks ut Clurk College in Wushington and provides insight
into its extensive work to address equity gups through intentionul student-centered
desigh und the dlignment of institutional practices. As you review this case study, you
will be dble to identify design principles und practices described in Chapter 1 of this
toolkit. Collegye teums ure encouruged to use this cuse study us u starting point for
discussion ubout how their institution can mauke these types of chaunyges to better help
students uchieve their ucademic, cureer, und life gouls.

CREATING OPPORTUNITIES:
Transforming Student Services at Clark College

| don’t know that | have ever been unywhere where | felt like somebody’s on my
teum so much. Like, you want success for me us much as | want success for me und
that was un amuzing feeling.

—Terra, Nursing student and single mother at Clark College

Clark College’s guiding theme as un institution is (WSSN), Clark set out fo re-envision their student
transformuation. Central to that theme hus been services in u wuy that was less “siloed,” more
creuting u cumpus environment in which students see infentionully collaborative, und designed to reuch
the colleye us u comprehensive resource to help them  significantly more students, particularly low-income,

achieve their ucademic, cureer, und life uspirations. working students, student purents, und students from
Clark supports those uspirations with holistic und historicully underserved groups. The WSSN'’s focus on
integrated student support services. intentionul combinautions of supports for euch student

dlighed with the colleye’s vision und strateyic plun for
integrating student services und provided the colleye
with the opportunity to infuse resources into that work.
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Specifically, Clark aimed to:

e Strengthen the intfegration of career exploration und
couchiny info every uspect of the colleye’s wrup-
around support services.

e Expund the Workforce Educution Services stuff to
forovide more infensive, one-on-one support for
students.

e Develop u finuncidl literacy progyruam to support
student knowledge und skills fo make informed
finunciul munuyement decisions.

e Normulize uccess to public benefits us u tool
that students cun use to be successful in their
educutionul und professional gouls.

Clark’s efforts to redesigh its student services were
systematic and uimed ut a lonyg-term fransformation
thut would increuse student completion rutes. It
beyun by forminy u cross-functional leudership tfeum
that included the high-level leadership of the vice
president of student uffuirs, the director of workforce
educution progrums, the director of cureer services,
und the decision support specidlist for continuous
improvement und unalytics. The makeup of this feum
ensured that u variety of perspectives gyuided the
work and that the effort to strengthen aund integrate
the college’s student services wus u colluborutive
cumpus-wide initiutive.

Individualizing and Integrating Support

One of Clark’s first decisions wus to use some
initiative funds o hire four resource couches to leud
the implementution of More integrated services ut
the colleye und provide students with the focused
services they heeded in different program dareus. The
new personnel included

o Workforce Education Services (WES) Coach, working
directly with students enrolled in WES for retention
und student support purposes.

e Transitional Studies Coach, working directly with
students enrolled in Trunsitionul Studies, u program
for students advancing to credit bedring coursework
for retention und support purposes.

e Financial Literacy Coach, providing individudil
financial couching for students, assisting them with
developing short- und long-term financial godls,

budgeting, munaging credit, muking loan repayment
plans, and asset building. The couch dlso developed
und implemented financial literacy workshops.

e Retention/Cureer Couch, providing individuul
ussistunce with cureer goul-setting, plunning,
resedrch to select a mujor, career prepuration, und
developinyg student success pluns.

The couches ure how u permunent purt of the
colleye’s stuff. They work directly with students in each
of the four ureus to provide one-on-one couchiny
und support, fo refer students to other resources—both
internul und externul to the collegye—und to provide
intensive follow-up to Make sure students yet the
services they heed to be successful. For Clark, u key
purt of the desiyn wus to promote u high deyree of
colluborution umony the couches through regular
meetings und cuse munhuygement note-shuring,

so they would routinely exchunyge knowledye und
coordinute service delivery. *We were trying to
eliminute the situution where students were having to
tell their stories ayuin und uguin to different people

in different offices,” suys Armettu Burney, director of
workforce educution services.

Another ureu of focus for Clark wus to desigh multiple
wuys to conhect with students, identify their needs,
und refer them to the uppropriute services. Those
innovutions have endured. For exumple:

e The college embedded informution ubout u wide
vdriety of services, including financidl literacy und
munhuyement skills, cureer educution, und uccess
to public benefits, into their College 101: Colleye
Essentiuls course (required of, but hot limited to, dll
tfransfer students).

e Students in Workforce Educution Services—
which serves those who dre pursuing vocutional,
professional, and tfechnicul hon-trunsfer deyree
forograms und certificates—yo through an intensive
intake process und have uccess to un urray of
ucudemic und hohucudemic supports. These
include ussistunce with tuition, fees, und books, us
well us help in auccessing other supports that include
public benefits such us Busic Food, Employment, und
Training (BFET). These supports ure important o help
low-income students succeed.

{ HOLISTIC STUDENT SUPPORTS REDESIGN



e To muke strategic use of their limited resources, the
college developed some more turyeted programs
to uid low-ihcome students surmount short-term
obstucles—aund ultimately connect with longer-term
solutions. For instunce, the college’s Emergency
Grunt Program benefits students who encounter
extraordinary events or circumstaunces that could
hinder their ability to continue their education. The
newly launched food puntry uddresses immediate
food insecurity issues und connects students to
udditionul benefits. In addition, these students
receive couchinyg from the financiul literacy couch
to build longer-term financial management skills.

Clark redesigned its student entry und ohbourding
process to include u comprehensive intuke survey every
student must tfuke to be dable to register for clusses.

This survey usks students questions ubout ucudemic
reudiness und the need for student support services,
such us child cure, tfransport or food ussistunce,
finuncidl literacy or couching, or technoloyy ussistunce.
Their responses leud to direct follow-up from relevant
depurtments to ensure students huve the resources
they heed from duy one of their college experience.

To support students as they enroll at Clark, the college
uses internal funds to hire enrollment navigautors

who will serve us the main connection point for new
students. These navigutors will ussist students with

the enrollment process und help connect them

to resources uddressing heeds yleuned from their
student survey unswers. Students are then ussighed

to the udvising services office, which uses u cuseloud
model. This upprouch gives advisors the ability to build
meduningful relationships with their aussigned students
that will ultimately result in students’ being served in u
more holistic und personul Munner.

Underpinning the ubove is u robust data system.
Clark wus dlready capturing student utilization of
services through franscripts, u fracking system, und
notes; however, the college did not have d cuseloud
maunagement or referral system. As purt of its work, Clark
expunded its use of AdvisorTruc to ullow enhunced
tracking of und communicution ubout student heeds
und proyress, provide edrly dlerts on student needs,
und ullow for effective referrdls between the four
couches ut the college. These hew cupubilities have
enhubled the colleye to scule this more personalized
und sustuined upprouch to support every student.

Seeing Student Services as a Path to Success

To fruly achieve its youl of frunsformation, Clark

did severul things o ensure that its new upprouch
becume u centrul purt of the colleye’s culture. First, it
recoyhized that credting u leadership teaum and hiring
the couches wusn’t enouyh to transform the colleye. In
practice, it would tuke significunt education und buy-in
from faculty and stuff to muke the upprouch work.

To uddress this heed, the college implemented d two-
day training for stuff ut the end of the summer term,
during which the college is closed to the public. During
these unnudl trainingys, stuff are infroduced to u variety of
student services topics, including understunding buarriers
to student success. Devoting work time to these mutters
und setfting cleur purticipution expectations emphusizes
the importance of helpinyg students succeed und conveys
the priority of student service to the college’s mission.

In addition, Clurk provides college-wide training on
understundinyg poverty to help staff und fuculty better
recoyhize the lived experiences of their students. Beiny
uble to see certuin student issues through a different
lens helps faculty und stuff feel better equipped to
recoyhize when support is needed und to step in to
connect students with services. The trainings prepure
them to usk students the kind of questions thut cun
leud to yetting them the right help, rather than making
ussumptions ubout the reusons for behuviors such us
beinyg lute or fulling usleep in cluss.

These meusures huve helped to breuk downh service
silos und led to u more collubordative approuch to
serving students. "One of the strongest outcomes

of this work hus been the colluboration ucross
depurtments that had not previously worked togyether
closely,” notes Willium Belden, vice president of
student uffairs. “Cross-departmental work has now
become the regulur way we do business.”

Just as important to working with faculty aund stuff to
prepure them to better address student needs wus
yetting students to view utilization of student services
und uccess to benefits as a hormal part of colleye life—
to destigmatize the uct of seekiny these services and
benefits that some see us u sigh of weukness or fuilure
oh the student’s purt. To do this, Clark creuted un online
cumpdigh using sociul media to promote uccess to
benefits. Specificdlly, Clurk produced u powerful set of
videos with students spedaking sincerely about their own
lives, the help they heeded, und how Clark was able to
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provide them with the services und uccess to benefits
that helped them succeed in colleye.

Overcominy heyutive perceptions wus crificul, uccording
to Julie Robertson, decision support specidlist for
continuous improvement & unalytics. “We surveyed one-
third of our students to gain u better understunding of the
chdllenges they were facing und found that ut least a
yuarter of our students were routinely dedling with both
food insecurity und housing insecurity. It was important
for students to see that their individual challenges were
shared by many of their peers.” The online campuign,
furticulurly where students could heur from other
students, was central in getting that messuge out.

At the same fime, Clark worked fo make sure that the
services were duvdilable to address these issues when

it becume cleur thut they were barriers to student
success. Key to being uble to respond wus the college’s
purtnerships with other externul agencies. The college
purtnered with a locul housing ugency to refer homeless
students directly to housiny services to supplement the
housing resource huvigution it wus ulreudy providing
through the resource couches. It worked with the
Depurtment of Sociul and Heulth Services to become

Questions for Reflection

The following questions are to help you think

ubout whaut lessons to learn from the Clark Colleye
experience that could inform how your institution
could move to u more holistic student support model.

1. Clurk initidlly targeted certain programmutic
and student service ureus to connect with low-
income students. Cun you identify similar areus
at your college where you would have significant
opportunities to intervene in students’ lives und
refer them to services and access to benefits?

2. A key to Clark’s success was an infentional effort to
educute, truin, und enygyuge the stuff and faculty
at the colleye. Specificdlly, it tackled the issue
of poverty directly. Does your institution’s culture
promote that type of cumpus-wide involvement
and discussions ubout fouygh issues such us
poverty und the chullenges that low-income
students face? If not, how do you think your
institution could move in that direction?

an ussisting agency, which has dllowed the college stuff
to complete public benefit upplicutions on behulf of
students. And it estublished the Pehyuin Food Pantry on
cumpus to help uddress student food insecurity.

Ultimately, Clark transformed its campus info u hub

of services, both ucudemic und honucudemic, und
normulized dll services us u regulur part of the colleye-
yoiny experience.

Conclusion

Like muny colleges, Clark College hus been deeply
involved in the implementation of guided pathways.,
Moving to u holistic student supports upprouch

dlony with that work hus dllowed Clurk to fransform

in such u way that it is now poised to fruly meet the

full rainge of heeds of euch of its students. "It cun feel
overwhelminy,” says Belden, “but we are committed

to thinking differently ubout how we serve students to
ensure we dre yiving them the best chunce to succeed
ut our institution, in our community und beyond.” Early
evidence is sugyyesting positive results us students who
have infensive und integrated inferactions with student
services are much more likely to persist from term to term.

3. Clark has ultimately designed an ambitious
student service model infended to cupture holistic
information about the heeds of edach student,
from the minute he or she steps on campus, with
on-going monitoring und follow-up throughout
that student’s college cuareer. Does your institution
have the orgunizationul und techholoyicul
cupucity to deliver, support, und track student
services in this sustained way?

4. Clark used student survey duta to identify key heeds
of its students und respond with the uppropriate
services. Whut do you believe are the most pressing
issues for your students outside the classroom thut
your institution could address? How do you know?

5. What wus the most valuable lesson you ledarhed
from the Clark College experience?

6. Whut do you believe would not translate to your
institution us you think about strengthening your
student services and why?
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STUDENT-CENTERED DESIGN PROCESS

This appendix provides a full overview of the student-centered design
processes thut cun help institutions ensure their holistic student supports

redesign is informed by the nheeds und waunts of its students. Due to the

heavy focus on guthering student perspectives und datd, the process helps institutions

desigh un upprouch to deliver equity in the student experience of support services.

Purpose of Student-Centered Design

To help your teum build its understunding of your
students, we recommend embeddinyg the process

of student-centered desigh info your planning und
implementation process. Student-centered design is

u creutive upprouch to identifying desirable solutions
to complex problems. It fukes the process of “desigh
thinking” und contextuadlizes it to the educution field
with a central focus on the student. The process cun
be applied to uny service, experience, or product that
would benefit from the followiny:

e Beyinning with a focus on student needs und
experiences.

o Using multiple ways to bring student voices into
the unalysis of existing processes, policies, and/or
services.

e Generutiny creutive solutions to uddress the need/
want,

e Rupid testing und implementution of solutions.
e A focus oh contfinuous improvement.

e An upprouch that embruces fuilure us u learning
opfportunity.

For colleges, much of the value of student-centered
design is that it prioritizes und offers muny tools for
developinyg u deep understundiny of the students’
needs, wunts, und experiences before the design
process beyins. This focus on the student remains
central throughout the process even us luter stuyes
of the process bring in the hotion of whether ideus
yeneruted are feusible for the institution und a viable
long-term solution to the need.

Desirability

o Will this solufion meet u student heed?
o Will it fit into our students’ lives?
e Will it appedal to our students?

e s it something our students actudlly want?

Feasibility

e Do we have (or huve the resources to ucqyuire) the
technology we heed to execute the solution?

e Do we have the time
necessury to execute

the solution? Desirability . Feasibility

e Cun we uctuully make
it happen with the
resources within our

Viability
reach?

Viability
o Will the solutfion ulign with our vision and mission?
e Does this solution honor student budygets?

e Whut will the return on the investment look like?

A second reuson thut colleyges find value in the
student-centered design process is that it is flexible,
simple to understund, und creutive. The process cun
be followed us-is or the college cun infuse uspects of
the process into its current upprouch to planning und
implementing redesigns. For euch stuge of the process
there ure muny simple, effective tools avdiluble to
support teams in keepiny students ut the center while
beiny creutive und himble when executing.
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The Process

While there dure u vuriety of
visuuls und descriptions of the
desigh thinking, or student-
centered desiyn, process out
there, they dll follow essentiully
the sume puttern. For the
purposes of this infroduction, we
present a combinution of the
Darden School of Business at the
University of Virginia and the IDEO
descriptions of designh thinking.?

Note: While the steps ure listed in
d linear sequence, wheh they are
used in u redesign project, there
likely will be looping buck und
forth between the steps.

DESIGN TEAM

A desigh feum leuds the design project. The feum
should have five fo seven members und include
members from the service being redesighed as well
us others whose khowledye und experience thut

What and When? — This is the Design Brief, which
outlines the purpose, scope, und key considerations
for the desigh project.

What Is? — |dentification of the current situation and
student perspectives on the ideul experience bused on
un emputhetic understanding of current experiences.

What Wows? — Selection of the option(s) that are
impactful and “wowing” for students and are within
the college’s resources und cupubilities.

will be helpful to the design process. The process
frovides multiple opportunities to enguye u wide
range of students, stuff, fuculty, und udministrative
leuders in the redesign.

The ‘What and When?’ Step — The Design Brief

The start of the process should be developing u

desiygn brief that provides the design teum with

critical informution on their charge. It should include

u brief project description, followed by information on
scope, constraints, turget users, exploration yuestions,
und expected outcomes und success metrics.?® The
sponsor for the design project, typicully o member of
the college’s executive leudership teum, develops the
design brief in consultution with the executive leudership
team and members of the design teum. The executive
leadership feam should approve the brief, as it can dlso
be thought of us u churter for the design feum.

Importance of a Balanced Design Brief

To be effective, the design brief must provide
sufficient information to foster creutivity while not
beiny overly restrictive. Understunding thut there
dre finunciul und cupubility constraints, ulony with
technoloyy considerutions, encouruyges credutivity,
becuuse hew wuys of doing things ure necessury for
the redesign to fulfill the purpose und objectives. If
the constraints und considerations are not specified
in the brief, it is more likely thut the redesign will be
less innovutive und will focus more on just expunding
upoh what is ulready being done.

27 The Designinyg for Growth Field Book: https://cup.columbiu.edu/book/the-desighing-for-growth-field-book/9780231164672

28 The Designhiny for Growth Field Book: https://cup.columbiu.edu/book/the-designing-for-yrowth-field-book/9780231164672

{ HOLISTIC STUDENT SUPPORTS REDESIGN



Your design brief should include the followiny
components:

1. Project Description — A brief stutement of the
purpose or issue to be uddressed by the project.

2. Scope - The bounduries of the project; whut
functions ure—und ure hot—considered purt the
redesign, und whuat inferactions between functions
inside and outside the scope have to be considered.

3. Constraints — Limitations and expectations that must
be met if the project is o be successful. Cuteyories
include resource avdilability, capubility, fechnoloygy
considerutions, relevant policies und due dutes.

4. Intended Users — Who will be the primary user of the
new experience, fechnholoyy, or service?

5. Exploration Questions — Key questions thut have to
be answered to ensure un effective desigh. These
will often be ubout students und nhew technology
that may be avdiluble.

6. Expected Outcomes und Success Metrics — What
results should the redesigh uchieve? How will we
know if the redesign hus been successful?

The ‘What Is?’ Step - Current Situation and
Ideal Experience

This step includes:

e Understanding the current experience und
identifying obstucles, chullenyes, or yups; leuds to
the development of u problem statement.

e Seekihy student perspectives on their current
experience, heeds, und wunfs.

e Developing design criteriu that will be used to help you
identify which ideus you want to move forward with.

Identifying the Challenges

The discovery process outlined in Chapter 4 of this toolkit
encouruyges two upjprouches to defining the current
situation and identifying problems und challenyes.

Part One: Dutu collection and exploration focuses on
d review of uvdiluble quuntitative und yuudlitative datu
us u starting point for discussion of the current model’s

impuct on students. The review should consider
information, relevant to the scope of the project, that
may be avdilable from focus groups, CCSSE, Noel-
Levitz, the student informution system und the leurning
munuygement system, and other sources.

Part Two: Completing the first fwo columns of the
Student Experience Discovery Inventory cun help focus
more on the process und policy side thut helps define
the student experience.

Two supplementary tools can be used to udd depth
— tfoyour unulysis of the existing student experience:

1. An uffinity diugram? is u greut way to generate,
orgunize, und consolidute informution reluted to
u complex issue or to unulyze survey or interview
datu, The diagram consists of orgunizing ideds,
or findinys, uccording to their similarity.

2. A process mup is a workflow diagram to bring
forth a cledrer understanding of u process or
series of purdllel processes.

Bused oh the outcomes of these efforts, the teum then
develops un overdll problem stutement summarizing
the identified problems und chullenyes of the current
situation. The problem statement will likely be severul
puragraphs in length.

Seeking Students’ Perspectives

To fully understaund the current student experience
ut your institution, it is essential to use a variety of
technigues. Consider a combination of the followiny:

e Student understundinyg of their needs/experience:
One-on-one interviews, focus groups, surveys,
student journuls.

o Third-purty perspective of student needs/experience:
Shadowing or observiny, secret shopper, student
mentul models (e.y. u student’s understundinyg of
how udvising works).

e Development of student personus from this information.

e Students’ purticiputing with tools like process
mupping to identify every step in the student
experience of cureer exploration und counseling.

29 http://usy.ory/leurn-ubout-guality/ideu-credution-tools/overview/dffinity. htmi
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Developing Design Criteria

The lust part of the "Whut [s?” step is the development
of u set of desiyn criteriu. This builds on the design brief
(which should be considered us u source of criteriu) to
incorporute components of your problem statement
und the findings from the collection of student
perspectives. Some exumples of desigh criteria that
are taken from u problem statement und student
perspectives ure below.

e Provide ull students with online access to inferest
inventories und cureer exploration software.

e Provide ull sfudents, especidlly first-generation in
college students und underserved populutions,
with the career und ucudemic planning support
necessury to be successful in colleye.

e Ensure thut dll students know someone who listens to
them and on whom they cun rely.

e Ensure that students don’t have to keep repeuting
their story when getting cureer counseling und
ucudemic udvising.

e Ensure that the process uccommoduates students
who ure not uble to be ut the college during
duy time due to their work schedules, childcure
responsibilities, or other reusons.

The ‘What If?’ Step

This is infended to foster credtive thinking o generate
options for sutisfying the design criteriu developed ut
the end of the "Whuat Is?” step. It generdlly munifests us
u brainstorming session thut is focused on generuting
u large humber of ideus bused on the design brief.

This can be a difficult step. There is a femptaution to
jump straight into solving u problem, lutch onto u
preferred ideu before considering severdl options, or
evdluuting ideus us they are sugyested. Below dre
some ftips for how to run un effective bruinstorminy
session within the student-centered design process.

e |dentify u facilitutor who is not on the design feum to
enuble them to remuin focused on their fucilitation role
rather than shift between fucilitution und purticipution.

e Set rules for those parficipating to set the tone for the
session. For exumple:

Defer judyement or evauluution of the ideus.
Encouruyge bold ideus.

Build on the ideus of others—use the phrase “yes
aund.”

Stay focused on the topic—use your design brief to
help with this.

One conversution ut u time.
Be visuul.

Share the spuce—don’t dllow the more vocul
purticipunts to dominute or derdil the conversution.

e |Invite U broud yroup of stukeholders to purticipute in
the session to yenerate more, und more credtive, ideus,

e Curefully design the session to fit your heeds.
Consider the following outline:

Beyin by outlining the problem aydin and huavinyg
purtficipunts expluin the problem to u paurtherin
their own words.

Then, provide time for individuul ideu generation
und reflection.

Next, have individuuls share their ideus with the rest
of the group.

Group the ideus by theme/similarity.

Have dll purticipunts vote for their fop two or three
ideus, then identify the ideus with the most votes.

Finally, it's important to note thut the options developed
during the brainstorming session ure usuully more in

un outline form und reyuire further detuil before they
cun be evuluuted during the "What Wows” step. Once
the brainstorming process has been completed, the
outlined options heed to be reviewed und u handful of
the best options selected to undergo further detdiling.
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The ‘What Wows?’ Step

The purpose of this step is to harrow the options to fwo
or three thut are most likely fo have the biggest impuact,
or to “wow” your students. The ideus should be those
that are most desirable to the student, but also fulfil the
feusibility and viubility criteria outflined ut the beyinning
of this chupter. The exuct criteriu you use 1o select the
ideus will be derived from your design brief, problem
stutement, und informution ubout student experience
und need garhered from the work on your “What [s?”

This step should ulso include identification of the duta
that will be used for rupid testing of prototypes.

It is possible to identify so muny criteria and so

— much reyuired dutu thut the selection process
becomes very difficult. Exercise cure to ensure
that the criteria and the datu required are those
most essentiul to the success of the redesign.

It is best to huve ut leust two options to test viu

= rupid prototypiny in the *"Whut Works?” step. If
there ure hot two thut meet your criteriu, consider
loopiny buck through the “Whut I[f?” step to refine
ohe or more options to end up with fwo to three
options, or consider if you cun ulter components
of your design brief to provide more flexibility.

The ‘What Works?’ Step

This is your finul step of the student-centered design
frocess und is often the leust fumiliar to institutions of
higher educution. Specificdlly, the process of “rapid
prototyping” is hew to muny in higher educuation.
Rupid profotyping consists of developing u prototype,
testing it to yet feedbuck (including ideus for
improvement), then refining it bused on this feedbuck.
The process is repeuted until you conclude either that
the prototype will not work or that it does work aund is
reudy for finul desigh und implementation.

Many colleyes find this stuge to be most duunting yiven
the chdllenyes reluted to developinyg und testing u
prototype yuickly within the college environment, us
well us the concerns reluted to the impuct of muking
mistakes. However, the prototyping process is infended
to be u sufe way to test your ideus while limiting the
impact of any mistakes because it is quick (therefore not
wusting time) und cheup (therefore not wusting money),
und u demonstration rather than implementution

(therefore not cuusing harm to students). This section
forovides exumples und tips for prototyping und getting
useful feedbuck to inform your refinement.

Methods of Rapid Prototyping

The following dre just some exumples of how you can
genherute prototypes to test with your stukeholders.

[t’s importunt to curefully consider which option(s) will
most effectively convey the reudlity of your ideu us well
us which options you have the capacity to develop.
You cuh dlso consider using multiple methods to
prototype und test your ideus.

e A step-by-step mMup of your hew process/service.

e A storybouard that illustrates the steps of your new
service/experience. Under euch visudl, there is a
written explunation of what is happening.

e A video recording or live role-play.

e A puper or virtuul mock-up of computer screens for u
new technoloyy tool/process.

e A physicul model (smull or large) that demonstrates
U hew product or spuce layout.

e A rough or pilot version of u hew software, tool,
experience, or service.

[t’s importunt to remember thut your prototype does
not heed to be perfect und should be uble to be
developed in u short period of time. When prototypiny,
keep these things in mind:

1. Don’t overthink it. If you're not sure where to start or
whut you are trying to uchieve, just yet somethinyg
started und iterate on that, Having something to
work on, or reject, is eusier than trying to creute the
perfect prototype on your first try.

2. Don’t spend too mMuch time developing your prototype.

3. Remember the purpose of u prototype is to
demonstrate your ideu for feedbuck. Try not to yet
uttuched to your ideu or you will not be uble to
receive und inferpret feedbuck objectively.

4. Build with the student behavior anhd heeds in mind—
use the information collected in the “Whut Is?” step
to help with this.

5. Look for the gups thut your prototype doesn’t fill, hot
just the feedbuck on whut it does.
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e Be sure to have u method of receiving feedbuck that
enhubles the fucilitutor to focus on uctive listening—for
exumple, by having un additionul person uvdiluble
to tuke notes or u device to record the discussion.

Tips for Receiving Useful Feedback

e While stuff, faculty, and administrative feedbuack
dare importunt, student feedbuck is paramount,
If the redesign doesn’t work for students, it is
unucceptuble, und unother option heeds to be
prototyped und tested.

For u relutively complex design or redesign of u
fprocess, consider breuking the process info mujor
or key steps und rupid prototype euch individudlly.
Coordinution of the results will be necessary to
ensure the overdll process will work us intended.

‘W

e Consider how best to communicute your ideu—who
is your uudience aund whut dre your gouls.

e Welcome constructive criticism und dig deeper to

identify the root cuuses of uny critique. Selecting the Final Design

After multiple rounds of prototypiny, feedbuck, und
refinement, the design teum should use the design
criteriu developed in the “What Wows?” step to select
the desigh solution to move forward with. Remember,
this should be the one thut is most desiruble to the
student but dlso fulfills the feasibility and vidability
criteriu outlined dt the beyinninyg of this chupter.

e Don’t fry to sell or defend your ideu.
e Pay uttention to honverbdl reuctions.

e Focus on feedbuck ubout the "why” und the “heed”
the prototype is helpinyg you uddress, hot the more
cosmetic feedbuck points.

How to Incorporate This Process into Your Discovery and Planning Effort

There ure multiple ways your teaum cun upprouch
its discovery und plunning efforts in a way that
incorporutes u student-centered design process. A
couple of exumples ure below.

1. Follow this process in tundem with completing
the first two columns of the Discovery Inventory in
Chupter 4. The inventory cun help shed light on the
current student experience, or the “Whuat [s?” step,
by identifying obstucles, challenges, or gujps within
the current experience und processes.

2. Use the process ut multiple stages where you heed
to yenerate credtive ideus for a service, process,
froduct/tool, or experience. For exumple, colleges
that decide to implement un early ulert system
may choose to employ this process d) fo help them

identify the right technoloyy solution to meet their
ideul usuye nheeds und b) uguin, once the selection
hus been mude, to design the processes und
protocols that ensure effective use of the technoloyy.

. Use the process to enguyge d brouder yroup of

stukeholders, including students, in the creution of
the solution to yenerute more, und more creutive,
ideus und to boost excitement for your work.

x To uccess exuamples of this process in uction,

including sumple design briefs, effective
intferviewiny tips, design selection criteriu, and
methods for brainstorming, or to leurn how

ATD cun help fucilitute this process with your
team, contact Dr. Mei-Yenh Ireland at mireland@
achievingthedreum.ory.
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Cuse munugement und eurly ulert tools enuble
faculty, stfudent services staff, and udvisors to monitor
student proyress und coordinute inferactions with
students. Of dll the student success technoloyies
uvuilable toduy, this category of software is the

most developed. Several dozen vendors offer case
munuygement und eurly dlert tools, euch with
variances in capubilities, user-interfuce, und workflow.

The most robust cuse management and edarly dlert
tools ure desighed to munuyge und coordinate dll
student inteructions ucross the colleye. The tools
incrementally build profiles of each enrolled student
und loy students’ interactions with stuff, participution
in cumpus uctivities, und performunce in the
clussroom. More sophisticuted tools creute automutic
noftifications for stuff when a student is deemed “ut
risk” of droppiny out. Muny of these fools ulso include
built-in communicutions(60) mechanisms that enable
stuff to send turgeted communicutions to students
who could benefit from outreuch.

Technicully, cuse munuygement und eurly ulert tools
ure the eusiest student success software cuteyory to
implement. Practically, they are some of the hardest for
colleges to muke the most of—these systems are only
us yood us the informution beiny put into them and
the orgunizationul framework surrounding them. Early
dlert capubilities, in particular, require the college to
develop u frumework for cutegorizing und responding
to students’ heeds und obstucles us they urise.

While no guide cun determine if, when, und whut
type of cuse munugement und eurly ulert software

is right for your college, this resource will provide an
overview of institutional readiness considerations

und vendor selection considerautions for colleges

that are evaluating cuse maunugement and edrly
dlert software. If you ure looking for additiondl
yguidunce, pleuse reuch out to Sarah Zauuner ut sarah@
theuducenter.ory or Dr. Mei-Yen Ireland at mireland@
uchievingthedreum.ory.
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Institutional Readiness Considerations
e Colleye Pructices und Structures
e Existing Dutu

e Humun Resource Needs

Vendor Selection Considerations
e Desired Functionality
e Priciny

e Inteyrution

Institutional Readiness Considerations
College Practices and Structures

Cuse munugement soffwure not only requires that
faculty und stuff loy interactions with students; it

dlso reyuires the colleyge to determine when und
how fo respond to student behaviors und attributes
ussociuted with dropout risk. While software vendors
may sugyest what constitutes an “at-risk” student,
ultimute responsibility lies with the college to prioritize
u set of risk fuctors und ussociuted responses. These
collective decisions ubout munaying student support
ure often culled a “cuse maunuygement framework.”
Before movinyg forwurd with eurly dlert und cuse
munuygement software, it’s important to uddress
these structural questions ubout how your college will
configure und munaugye this hew softwure tool.

e Do we have a sense of the student attributes and
behuaviors thut are correluted with success und
aftrition at our institution? If we have to prioritize,
which dre the top priorities for our colleye to uddress?

e Do we have the cupucity to ussign faculty and staff
members to the sorting, respondinyg, und tracking of
ulerts raised ubout students?

e Who will be responsible for munuying euch type of
dlert ruised ubout u student?

o What will the follow-up step be for each type of ulert?
If that follow-up doesn’t work, what happens next?
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e How much information ubout individual students do
we want each stuff and faculty member to be uble
to uccess?

e As we build out our cuse munugement framework,
how cun we ensure that our system is configured to
minimize ineqyuities in the student experience?

Existing Data

Cuse munuygement und early dlert tools can be
implemented with minimal existing duta. In some
cuses, the system needs only busic uccess to your
colleye student informution system. More robust eurly
dlert und cuse munugement soffwure hus the ubility
to inteygrate with other sources of student duta, such
us d leurner manugement system or a predictive
unulytics model (discussed in Appendix F).

e Which dutu ure most importunt for determining if
student is in heed of un intervention? Where is euch
piece of dutu going to come from?

e How cun we minimize the humber of uniyue
technoloyies thut fuculty und stuff must access on u
regulur busis, while avoiding costly integration ucross
technoloyies? (Note: By requiring thut all critical
student dutu be stored in the student information
system, your college cun minimize the complexity und
cost of infegration with other technology systems.)

Human Resource Needs

For cuse manugement and edarly dlert software to
succeed, the desired end users (e.y., student services
staff, advisors, faculty) must commit to embeddinyg the
softwdare in their routines. Advisors will heed to loy dll
inferactions with students in the software, und faculty will
need to reyulurly input information ubout the students in
their courses. Further, the colleye will heed to uppoint u
set of individuuls to munuye und respond to information
collected ubout students. Most colleges thut successfully
implement comprehensive case munagement and edrly
dlert systems find they must modify their advising model.

e Does college leudership have the cupacity to help
guide the necessary process und structural chunges
ussociuted with adopting u cuse munagement und
eurly ulert tool?

e s the colleye prepured to dedicute stuff cupucity to
monitoring student “dlerts,” friuging those dlerts, und
interveniny with students who heed extru support?
(Nofte: Increusingly colleges are hiring or re-dllocating at
leust .5 FTE of u senior udvisor to triuge dll student dlerts.)

e |s the colleye prepured to luunch u lony-term
communicution und truining cumpuign with faculty
und stuff on the hew software?

Vendor Selection Considerations
Desired Functionality

Colleyes interested in cuse munugement software
will find no shortuge of choice. Several dozen vendors
offer software with case munagement and eurly dlert
cupubilities. These products range from very limited
student progress monitoring functionulity designed for
u specific depurtment, to u robust set of monitoring,
unalytical, and communicution capubilities tuilored
for stuff, fuculty, und leudership throughout the
college. The more robust the system, the higher the
price tug. It's recommended thut colleyes guther
feedbuck from frontline stuff to help creute u
prioritized list of desired cupubilities. More so thun with
other technologies, colleyes should be very mindful of
the softwdre user interfuce—this should be d tool thut
faculty und stuff cun use with minimal burden.

e Do we huve u prioritized list of *Must-have” und
“hice-to-have” feuture requirements?

e Does the current iterution of the softwure tool meet
all of our must-have feature heeds? (Note: Most
vendors show demos with plunned cupubilities us
well as current capubilities.)

e How closely does the softwaure workflow mup to our
idedl processes?

e Are frontline stuff generdlly excited by the new
resource? Do they find the user experience intuitive?

e Have we met with dt least three vendors and ranked
their products uccording to cost, cupubilities, user
interface, und implementation support?
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Pricing

Early dlert and cuse manugement software pricing
typicully includes a minimaul one-time implementution
fee und d recurring unnuul fee. Pricing is defermined
bused on breudth und depth of softwaure functionality,
colleyge size, und mauturity of the product. You cun
expect vendor pricing to range from $25,000 to
$80,000 unhuully. Most cuse munagement systems
priced ut the low end of the spectrum ure desiyned
for a specific depurtment (e.y., tutoring) rather than us
u holistic system for the college. Cuse manugement
tools may dlso be sold us part of u laryer software
puckuye.

e Huve we received demos und yuotes from ut leust
three soffwure vendors?

e Do we wunt to purther with g hew vendor us un
dlphu or u beta purtner (for u discounted price),
or do we wunt to purther with a more estublished
vendor with a proven track record?

e Cun we estimute the unticiputed “return-on-
investment” for the tool in terms of student success?

e Huve we culculuted the comprehensive cost of the
tool (beyond the vendor yuote), including the cost of
stuff baundwidth to implement the tool?

Integration

Unlike other student success software cuteyories,
cuse munhugement and early dlert systems

cun be implemented effectively with relutively
minimual integration requirements. Some cuse
munhugement systems only require intfegration with the
student informution system. Other cuse munuygement
und eurly dlert tools will offer infegration with the
leurning munuygement system, predictive anulytics
tools, und depurtment-specific cuse munagement
tools (e.g., tutoring, athletics). The primary datu for
these cuse manugement and early alert tools comes
from recorded interactions with faculty und stuff,

e Do we huve u dutu specifications chart that detuils:
The dutu the softwaure will heed to uccess?
The direction(s) of the dutu flow?

How fregquently these dutu systems will need to be
uccessed?

e Does our CIO feel confident that the infegration plan
outlined with the vendor is feusible?

e Does the vendor have d proven inteygration frack
record? Huve we discussed contfingencies with the
venhdor should we run info integrution chullenyes?

e If we ure purchusing u tool whose cupubilities
overlup those of softwure we ulreudy own, which
system will be the system of record for those
cupubilities? When will this fransition occur? (Note:
Most colleges huve uhigyue cuse munuyement
systems und/or manudl processes ucross
depurtments. To increase coordindtion across
depurtments, it's beneficiul to gradudlly move us
mauny depdartments as possible onfo d single case
munagement software.)
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Deyree plunning tools enuble students und their
udvisors to plun for und track student proyress toward
fulfilling gradudation and transfer requirements. While
deygree audit softwure—un uadministrative technoloygy
that stores program requirements und performs
student "yraduution checks”—is used by heurly dll
institutions, degree plunning tools ure u relutively hnew
uddition to the field.

Guided Puthways® reform efforts drove the
development of myriud degree plunning technoloyies,
such us tools with the ubility to help students understund
how college programs of study mup to employment
opportunities und further educution. All deyree plunning
tools enuble the colleye to build semester-by-semester
recommended course mups for students, monitor
student proyression, und notify stuff when students

veer off puth. Increusinyly, deyree plunning tools ulso
help educute students ubout post-yruduute outcomes
ussociuted with u program of study und enuble students
to more eusily reyister for u desired cluss schedule.

Even ut colleges thut have developed recommended
course mups, deyree planning tools require u
sighificant effort to successfully implement. Compared
to other student success technologies, the chunge
maunuygement, infegration, and datu vetting needs
are extensive. Colleges that have implemented
degdree plunning tools often cite the implementution
us u cutulyst for reviewing their course offerings und
student udvising structures.

While no guide cun determine if, when, and what type

of deyree plunniny softwure is right for your college, this
resource will provide un overview of institutionul reudiness
conhsiderations und vendor selection considerations for
colleges thut ure evuluuting deyree plunning software.

If you are looking for audditionul guidunce, pleuse reuch
out to Surah Zauner at surah@theuduacenter.org or Dr.
Mei-Yen Irelund ut mirelund@uchievingthedreum.ory.
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Institutional Readiness Considerations

e Colleye Pructices und Structures
e Existing Dutu

e Humun Resource Needs

Vendor Selection Considerations

e Desired Functionulity
e Priciny

e |Infeyrution

Institutional Readiness Considerations
College Practices and Structures

Implementing degree plunhinyg software requires

the colleye to creute und regularly maintain
recommended course seyuences for each program
of study. The college will ulso heed to develop policies
that account for a variety of "whuat if” scenarios with
those course sequences, such us student scheduling
conflicts, lack of course avdilability, and differing
student gouls.

e Hus your colleye creuted recommended course
sequences or mups for euch program of study?

e |s there u structure in place to regularly review und
updute these course sequences?

e |s there u yood uwureness of the post-yraduute
outcomes—including employment, trunsfer putterns,
und frunsfer requirements—ussociuted with euch
frogram of study?

e Do udvisors have the hecessury information fo fuilor
course mups to meet student heeds?

e |s the colleye moviny towurd u student-centered
scheduling upprouch, udjusting course avdilability
bused on projected student need und demund?

30 A frumework for a more cohesive student experience that includes (1) clurifying the puth to student end youls; (2) helping students choose
and enter u puth; (3) helping students stuy on the puth; and (4) ensuring that students ure learning.
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Existing Data

Deyree plunning software requires uccess to colleye
deyree rules, typicdlly stored in u deygree audit, und
uccess to the college course schedule und cutdlogue,
typicdlly stored in the student information system. For
more extensive capubilities, degree planning tools
reqyuire uccess to current tfrunsfer requirements und

the linking of Iabor market duta to programs of study.
Ensuring that the ubove dutu sources ure accessible und
accurute is U prerequisite to u successful implementation.

e Has your colleye recently conducted d review of
your deyree uudit, removiny duplicutive entries,
cleurly codiny courses, und ensuring the overdll
uccurucy of content?

e |s the duta within your deygree audit and transfer
reyuirement dutubuse uccessible to your preferred
vendor? (Note: Always inguire about duta acquisition
options with your preferred vendor. Occuasionally you
will heed to dllocute u portion of your IT/dutu systems
stuff capacity to help a vendor trunslate information.)

Human Resource Needs

Implementing and maintaining a degree planning

tool reyuires extensive coordination within and ucross
departments. Colleges that historically have had

more decentrulized decision-making processes find
they must miygrate toward more centrdlized processes
upon udoption of u deyree plunniny tool. Advising,
ucudemic depurtment chuirs, cureer services, the
reygistrar (und college schedulen), IT, und institutionul
reseurch will dll find signhificant changes to their workflow.

e |s the colleye prepured to lony-term commit
faculty and advisor cupacity to regularly upduting
course seyuences und ensuring the post-graduute
information ussociated with a program of study is
uccurute?

e Does the colleye huve the infrustructure to monitor
student progression ulony course segyuences,
infervening with students who heed extru support?

¢ |s the college prepured for the initial dutu vetting
and not insignificunt IT liff required to implement a
deyree plunhing tool?

e Does colleye leudership huve the cupuacity to help
yguide the necessury process und structural chunges
ussociated with adopting a degree planning tool?

Vendor Selection Considerations
Desired Functionality

Given the reldtive hewness und complexity of deyree
planning tools, us of 2017 there are only half u dozen
deyree plunninyg softwure puckuyges on the market.
Most of these tools offer u similar set of cupubilities:
colleyes cun pre-populute recommended course
sequences for students, students can leurn ubout
the post-gradudution outcomes ussociuted with u
program of study und customize u course sequence,
und stuff can monitor student proyression on that
seyuence. Despite these superficial similurities

in vendor cupubilities, there ure substuntive
differences in user interface, workflow, dutu sourcing,
implementution processes, und intfeyration strateyies
ucross vendors. In addition, some vendors offer more
intensive cureer plunning resources for students,
wrdp-duround student service hudyes in uddition to
ucudemic yuidunce, und the ubility for students to
creute u schedule und reyister directly within the
tool. It's recommended thut colleges view product
demos for ut leust three deyree plunning tools before
movinyg forward with du preferred vendor.

e Do we huve u prioritized list of *Must-have” and
“hice-to-have” feuture requirements?

e Does the current iteration of the software tool meet
dll of our must-have feature needs? (Note: Most
vendors show demos with plunned cupubilities us
well us current capubilities.)

e How closely does the softwure workflow mup to our
idedul processes?

e Are frontline stuff generdlly excited by the hew
resource? Do they find the user experience intuitive?
(Note: Some colleyes have found it helpful to
include u student voice in decisions ubout student
deyree plunning tools.)

Pricing

Degree plunhiny software pricing typicually includes
both u one-time implementution fee und u recurring
unnhuul fee. Priciny is determined bused on breudth
und depth of soffware functiondality, college size,
und muaturity of the product. You cun expect vendor
pricing to ranyge from $60,000 to $120,000 unnuully;
however, degree planniny tools ure often part of a
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much brouder softwure bundle such us u module
within a comprehensive student information system or
cuse munuygement system.

e Huve we received demos und yuotes from ut leust
three softwure vendors?

e Do we wunt to purther with g hew vendor us un
dlpha or u betu partner (for u discounted price),
or do we wunt to parther with a more estublished
vendor with < proven track record?

e Cun we estimate the unticipated “return-on-
investment” for the tool in terms of student success?

e Huve we culculuted the comprehensive cost of the
tool (beyond the vendor yuote), including the cost
of stuff bandwidth to implement the tool, possible
tfranscribing fees, or supplementul integration costs?

Integration

More so than for other softwure offerinygs, degree
plunning tools reyuire extensive integration with

other duta systems, most importantly your student
information system und deyree uudit. For these
systems to function smoothly, there will need to be two-
way communhication with your degree planning tool
und your student information system. This is culled bi-
directionul intfegration. Further, some deyree plunniny
cupubilities require thut informaution exchange or
transfer occur in redl fime. For exumple, if students
reyister for a course within a degree planning tool,
that information heeds to be immediutely reflected in

your reyistration system of record to ensure the course
doesn’t become overbooked. Other informaution can
be frunsmitted ut night, or ut less reyulur intervals,
Before finulizing a vendor contract, be sure that you
cleurly understaund the vendor’s plun for inteygration
with your dutu systems, und requirements that you
und the vendor must meet for infegration to happen.
It is important that this information is articulated in
layman’s terms us well us technicul terms.

e Do we huve u datu specifications chart that detuils:

* The dutu systems the deyree plunninyg tools will
need to uccess?

* The direction(s) of the dutu flow?

* How fregyuently these datu systems will heed to be
accessed?

e Huve we mude customizations to our source
duta systems that could leud to data access und
interpretution challenyes?

e Does our CIO feel confident thut the integration plun
outlined with the vendor is feusible?

e Does the vendor have a proven inteyration track
record? Have we discussed confingencies with the
vendor should we run into integrution chullenyes?

e If we are purchusing u tool whose capabilities
overlup those of softwure we ulreudy own, which
system will be the system of record for those
cupubilities? When will this fransition occur?
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Across the lust severdl yeurs, predictive unalytics has
become one of the buzziest terms in higher education.
Muny software products lubeled us “predictive
unulytics” ure in fuct a combinution of three types of
big datu analytics:

1. Descriptive unalytics summarizes whut hus
happened ut the colleye.

2. Predictive unulytics sugygests whut could huppen in
the future bused on previous trends und putterns.

3. Prescriptive unalytics suggests what a college
should do inh u specific scenurio.

These three types of biy dutu analytics are euch
vuluuble for informed decision-muking ucross the
colleye.

For the purposes of this yuide, we'll specificully
exumine predictive unulytics us it relates to holistic
student support redesign. That is, we won't be covering
predictive leurner unalytics that underpin many

online leurning technoloyies, hor will we be examining
predictive enrollment unalytics used to turget
prospective students. Insteud, we'll focus on predictive
unulytics models thut offer insight on how to tuilor
student supports und interventions.

Predictive success unaulytics cun sugygest u) which
students ure most likely to drop out or strugyle, b) which
interventions will be most impactful for different types of
students, und ¢) which ucudemic puthways will optimize
u student’s chunce of yraduution. Toduy’s predictive
unalytics vendors deploy different methodoloyies for
arriving ut these suggestions, und it’s importunt for your
colleye to curefully probe these methodoloyies.

Vendors who sell predictive unulytics typicully offer
other softwure cupubilities. Most commonly, predictive
analytics vendors offer case munugement tools

that embed their predictive model in un eurly dlert
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Equity and Predictive Analytics

Predictive unulytics tools aure most useful to
colleyes thut have u) u cleur list of questions
they're hopinyg to help answer with a predictive
model und b) d cleur direction for how they
plan to apply the insight. Most colleges that
successfully deploy u predictive unalytics tool
marry insight from the model with other methods
of understandinhy the student experience—for
exumple: student focus yroups, secret-shoppiny
activities, und in-depth inferviews with frontline
staff and faculty. While predictive analytics
tools can be useful, it’s importaunt to ensure your
institution understands how to use this type of
duta, In addition, colleges ure encouruged to
think about the intent for these tools to avoid
their intentionally exacerbating equity gaps and
umplifying unhintentionul bius.

frumework. Before purchusing un unulytics tool, your
colleye should evuluute which of the three types of
big datu analytics would be most impuctful fo your
college, und which types of unulytics you'd like to
keep in-house.

For more informution on the use of predictive
unalytics, reud Chupter 6 of Achieving the
Dreum’s Dutu Discovery Guide ut www.
achievingthedreum.ory/dutu-discovery.

While no guide cun determine if, when, and whut type
of predictive unulytics tool is right for your college,

this resource will provide un overview of institutional
readiness considerations and vendor selection
considerations for colleyges thut are evuluuting
predictive unulytics software, For udditionul guidunce,
pledse reuch out to Saruh Zauner ut sarah@
theuducenter.ory or Dr. Mei-Yen Ireland at mireland@
uchievingthedreum.ory.
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Institutional Readiness Considerations
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e Existing Dutu

e Humun Resource Needs

Vendor Selection Considerations
e Desired Functionality
e Priciny

e Inteyrution

Institutional Readiness Considerations
College Practices and Structures

Predictive unulytics tools are most useful fo colleyes
that know what questions they hope to unswer with
the help of u predictive model und how they plun
to upply the insight. Most colleyes that successfully
deploy u predictive unulytics tool murry insight from
the model with other methods of understanding the
student experience—for example: student focus
groups, secret-shoppinyg uctivities, und in-depth
interviews with frontline staff and faculty.

e How will we complement insight supplied by u
predictive model with other sources of informution
on the student experience, such us secret-shoppiny,
focus groups, und process mupping uctivities?

e Do we huve u structure in place to ensure that
information supplied by u predictive model is used to
lessen rather thun deepen ineyuities in the student
experience?

e How will informution supplied by u predictive model
(und other sources) inform our cuse munugement
framework?

e How will informuation supplied by a predictive model
(und other sources) inform how we resource student
success interventions?

Existing Data

Predictive unulytics models offer u unigue
methodology for understandinyg the student
experience. Dutu uccess heeds vury bused on the
model, with some tools requiring auccess to upwards
of 10 uniyue dutu systems and others requiring
uccess only to dutu in your student informaution und
cuse munugement systems. Many vendors offer to

O

“cleun” the dutu in your source systems us purt of
implementing u predictive model. It’s worth noting
that, while the vendor may help organize your duta
and highlight errors, missing dutu fields ultimately
need to be completed by colleye stuff who know the
informution, Dutu codiny uhiyue to the colleye will
ulso need to be decoded for the vendor.

e Hus your colleye identified the source dutu believed
to be most importunt for understunding student
success putterns and trends?

e Has your colleye cleuned the source duta in
those systems (e.y., removing outduted duta fields,
completing missiny information)?

Human Resource Needs

More so than for other tools, predictive unalytics
softfware requires sighificant enguagement with
institutionul reseurch (IR) und the staff that maintain
your mujor dutu systems. To understund the time
commitment reyuired from these individudls, it’s
helpful fo take stock of the duta quuality within the
dutu systems the predictive model must uccess. Dutu
systems with lots of customizution, outduted duty,
und missing fields will require college stuff to dedicute
sighificant time to cleuninyg und expluining the dutu,
Further, to leveruye the dutu from the predictive
model, the college leudership teum will need to
commit to reviewing und ucting on dutu from the
model (und other sources of student experience dutu).

e |s the colleye prepured for the initiul dutu vetting
reyuired fo implement d predictive analytics model?

e Does college leudership have the cupacity to review
insight from the predictive model (und other sources)
und determine how it should be used to improve the
student experience?

e Does the colleye have the IR cupucity to help train
und provide onhyoinyg support to stuff, fuculty, and
administrators on how to use the dutu?

e Does IT huve the cupucity to purtner with the vendor
und creute un inteyration plan for the predictive
analytics tool?

e |s the colleye prepured to commit stuff to other
methods of cupturing the student experience
to complement the information supplied by u
predictive model?
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Vendor Selection Considerations

Desired Functionality

When evuluauting predictive unalytics cupuabilities, it's
importunt to evuluute both the methodoloyy of the
model und how the model cun be upplied. Muny
predictive unalytics vendors offer tools for upplying
the insight from their predictive model. Increusingly
predictive unalytics tools are sold alongside cuse
munagement und eurly dlert systems that embed the
predictive unulytics model, with the option to add-on
deyree plunning cupubilities as well. If a vendor sells
softwdare capubilities beyond their predictive unalytics
tool (e.y., cuse munugement), it is unlikely that they
will support strony integration with other vendors who
offer those sume software cupubilities (e.y., other
cuse munuygement vendors). As u result, selecting

u predictive unulytics vendor should hot occur in
isolation. The choice hus ramifications for current und
future software cupubilities.

e Do uny of the vendors we currently work with offer
u predictive tool thut would heyute the heed for
infegration with our other tools? If hot, does our
student information system or leurning munugement
system have a parther ugreement with any vendors
offering u predictive unulytics tool?

Huve we evuluuted the vendor methodoloyy,
consideriny how it uligns with our interndl hypotheses
ubout the student experience, eyuity values, und
student success vision?

e Do we understand and agree with how the vendor
defines a successful student outcome for the
purposes of its model? (Note: This is u very important
yuestion for community colleges to understund, us
muny predictive models were originally built for four-
yeur institutions.)

Does the current iteration of the software tool meet
dll of our must-have feuture needs? (Note: Most
vehdors show demos with planned cupuabilities us
well us current capabilities.)

e Are institutional research stuff generally excited by
the hew resource?

e Are we comfortuble with the vendor strateyy for
how we cun upply the predictive unalytics model,
such us through cuse maunugement or degree
plunning systems?

e Have we thoroughly examined the vendor’s datu
security und ownership policies? Do honh-technicul
stuff at the college have d full understanding of
whut these policies meun, practically?

Pricing

Predictive unulytics software pricing typicully includes
u signhificant one-time implementation fee und a
recurring unnual fee. You cun expect vendor pricing
to range from $30,000 to $100,000 annually, with
ohe-time implementution fee sometimes upprouching
§75,000. The leust expensive unulytics softwure
offerinygs ure typicully not specific to higher educution
und reyuire u greuter implementution effort from the
college. More expensive predictive unulytics offerings
dre specific to higher educution und ure often one
piece of u greuter set of technoloyies cupubilities.

e Huve we received demos und yuotes from ut leust
three softwure vendors?

e Huve we exumined the pricing difference of u stund-
dlone predictive unulytics tfechnoloyy vs. g more
comprehensive set of capubilities?

e Do we wunt to purther with g hew vendor us un
dlpha or u betu partner (for u discounted price),
or do we wunt to purtner with a more established
vendor with a proven track record?

e Cun we estimute the unticiputed “returh-on-
investment” for the tool in terms of student success?

e Huve we culculuted the comprehensive cost of
the tool (beyond the vendor yuote), including the
cost of stuff bandwidth to implement the tool und
supplemental integration costs?
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Integration

Dutu system inteyration needs und strateyies vary
sighificantly across predictive unulytics technologies.
For predictive models that include u more extensive
set of datu inputs from the college, integration will
ulso be extensive. For models that include only a few
inputs, infeyration will be minimul. Some vendors have
un intfeyration strateyy that relies on the colleye’s
first adopting their other software tools to yenerute
dutu for the predictive model. This upprouch limits
infegration requirements, but meuns the predictive
unalytics insight tukes time to yenerute. Other
predictive models limit intfegration requirements by

drawing dutu insight from a wider hetwork of colleyes.

Your institution should evuluute ut leust three different
methodoloyies (euch with different infegration
strateyies) before choosing u vendor.

e Do we huve u dutu specificutions churt that detuils:

e The duta systems the predictive anulytics model will
need to uccess to implement the tool?

e The dutu systems the predictive model would ideully
uccess to implement the tool?

e How frequently these duta systems will need to be
accessed und how often the model is upduted?

e Huve we mude customizations to our source
duta systems that could leud to data access und
interpretution chuallenyes?

e Does our CIO feel confident thut the integration plun
outlined with the vendor is feusible?

e Does the vendor have a proven inteyration track
record? Have we discussed confingencies with the
vendor should we run into integrution chullenyes?

e If we are purchusing u tool whose capabilities
overlup those of softwure we ulreudy own, which
system will be the system of record for those
cupubilities? When will this fransition occur?
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SCALING SUCCESS THEMIES

The process of sculing un effective strateyy is u common chuallenye
for higher educution orgunizations due to the eurly and ongoiny

commitment fo chanhying orgunizationul culture und structures (udministrative,

power, und budyetary structures) us well us the heed for broud-bused buy-in. Each

institution will upprouch sculing efforts differently, due to variunces in institutional

structure and culture; however, there ure common themes ucross successful sculiny

efforts.®' Below we orgunize these themes into four areus und provide yuestions to

ponder us you consider your institutional reudiness to undertuke and scule holistic

student support redesign.

Visionary Leadership
Success Themes

e Holistic student support redesiyn leuders have u
strony understundiny of the cultural context in which
the redesign will be sculed.

e Leudership of ull key divisions und depdartments ure
dligned in the redesign vision.

e This vision has been clearly and regularly
communicuted to dll institutionul stukeholders, ulony
with data indicating the short-term wins that show
forogress towdrds uchieving it.

e Redesign efforts are cleurly und publicly linked to the
institution’s overaurching student success struteyy und
gouls, us well us the institution’s accreditation und
planning processes.

Questions to Consider

1. Is the vision for the redesign ulignhed at dll levels of the
institution? Does the yuiding teum huve the support
und resources to implement your sculing plan?

2. What uspects of your vision are resonating with
key stakeholders? What does this mean for your
communicution efforts us you scule?

3. What obstacles do you anticipute fucing in
your sculing efforts? Consider cuteygorizing your
chullenges by the type of chunye euch represents:

» Structurdl chunye (the design of systems und
business pructices).

* Process chaunyge (individual engugement and
intferpersonal interactions with systems and
business pructices).

4. Attitudinul chaunge (core underlying uttitudes,
vulues, und beliefs). What institutionul strengths
should you leverage to overcome these obstacles?

Engagement and Communication
Success Themes

e Those who will execute the chunyes on u duily busis
dre heuvily involved in the design und upproval of
necessury policy und practice chanyes that impuct
their duily work.

e Redesiyn leuders presented the pilot und sculiny
plun to stukeholder groups to elicit multiple
perspectives, identify potential obstucles, and refine
the plan before implementation.

31 Adupted from Cutulyst Fund Evaluation: Cuse-Informed Lessons for Sculing Innovation at Community und Technicul Colleyes by DVP Pruxis
und Eyudl Meusure: http://www.uchievingthedreum.ory/resource/14804/cutulyst-fund-evaluution-cuse-informed-lessons-for-sculing-
inhovution-ut-community-and-technical-colleges and More to Most: Sculing Up Effective Community College Practices by MDC, Inc.: http://
www.uchievingthedreum.org/resource/1905/more-to-most-sculing-up-effective-community-colleye-pructices und Cutting Edge Series #2:
Sculing Community Colleyge Interventions by Achievinyg the Dreum und Public Agendu: http://www.uchievingthedreum.org/resource/227/

cutting-edye-series-2-sculing-community-college-interventions
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Questions to Consider

1. As support for your holistic student support work haus
grown, have you leveruged dll supporters to build
momentum und buy-in?

2. Review John Kotter’s theory of urgency.32 Bused
on this understunding, whut would you say is the
current level of urgency on cumpus for your student
supfport redesign: frue urgency, fulse urgency, or
complucency? What barriers may be preventing
the cumpus community from feeling truly urgent
ubout udopt the udvising redesign?

3. If you believe u sighificunt proportion of the
populution is feeling fruly urgent ubout this change,
what ure some specific strateyies or steps the teum
should take to sustain and leverage the urgency?

4. How dre you using your short-term wins and other
evidence of success to continue to build excitement
uround the work of reuching more students?

5. Whut does your duta tell you ubout the
effectiveness of your communication plun? What
course corrections ure heeded?

Support Structures/Resource Allocation
Success Themes

> Staukeholders involved on the ground in sculing the
redesign ure supported in muking the hecessury
chuanges through the dllocution of udequute decision-
muking power, training und support, staffing, and
finunciul resources to fucilitute scule.

> Leudership hus committed the necessury resources
to developing the expertise hecessury to support high-
yudlity implementation of un expunded strategyy.

Questions to Consider

1. Hus there been adeyuute consideration of
additionul demunds on key staukeholders
implementing this work onh the ground? Is there G
likely source of reyuired resources?

2. Do your training und support mechunisms huve the
cupducity to support scule?

3. How hus your dutu been used to inform your training
and supports?

4. How do you meusure institutional learning to ensure
the effectiveness of truining und supports?

5. Are there uny student success efforts that
have fallen short of expectations und could be
discontinued? Cun these resources be reullocuted
fo your infegrated student support approach?

Data/Evidence of Progress
Success Themes

e Stukeholders have access to, und the tfraining to
interpret, dutu reluted to student support redesign
to inform their work and monitor the proyress of their
sculing efforts.

e Redesign performance datu is contextuulized
within the gouls of the institution und needs of its
community.

Questions to Consider

1. Is your dutu disugyreyuted by ruce/ethnicity,
income (or u proxy such us Pell grant status), yender,
enrollment status, etc.?

2. What economies of scule do you expect from
sculing your redesign to dll students? What is the
cost per student?

3. Have you humunized the humbers when sharing
them with the brouder community? Have you
considered furning the percentuges info numbers
und the numbers into students/people?

4. How will you ussess the effectiveness of your sculiny
effort? What metrics define success?

5. Are you linking your evaluution and communication
plans so thut eurly outcomes ure being communicuted
and uny issues uddressed transpurently?
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IDENTIFYING STUDENT NEEDS EARLY ON
THROUGH AN INTAKE SURVEY

mmmmmmm /S YOU fuke steps to better understund the students you will be serving and

their needes, it is criticul to identify the population you intend to reach und how they

mMight fit info cohorts—demographicdally, socioeconomicudlly, first-generation, ESL, und

so on. Muny colleges huve embedded un intuke survey into their application process,

first-yeur experience course, orientation, or other support service to identify u wide

array of heeds und connhect euch student to the supports they need edrly on in their

college journhey. Some examples of these intake surveys are below.

Welcome Intake
Form from Skyline
College

ACHIEVING THE DREAM
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e SPARKPOINT"
WELCOME FORM

Please print carefully. This information is used to serve you more effectively, and is only used for SparkPaint
programs. To learn more, please see a SparkPoint staff member. All information is confidential.

Personal Information

First Mame: M __ Last Name:

Date af Birth: _f__f___ Gender O Female O Male O Do not identify

Address: Apt #
City: State: Zip Code:

Home Phones (___J - Cell Phome: () -

Work Phone: ( J Email:
What is the best way to contact you? O Phane O Email O Text [Carriar,

Are you an active military personnel? O Yez O Mo
Are you a veteran? U Yes O No
Marital Status: U Single I Living with a partner O Married
O Widowed W DivaorcedfSeparated O Registered Domestic Partnership
Ethnicity: O African American O African O Asian O Caucasian O Latine O Mative HawaiianP acific tslander
A Mative American O Middle-Eastern/Arab O Multi-radal O Decline ta State O Other;
Primary Language Spoken At Home:
Haow did you hear about the SparkPoint Center?
2211  Workshop i Flyer/brachure 0O MNonprofit agencyfstaff O Local business
O Ewent [ Friend/family O TW/news/finternet 0 Walk-in

If referrad, what is the name of the person, workshop or agency?

Education and Financial Information
What is your highest level of education completed? (Chack ONE)

O Eighth grade or less d Some college  Trade/vocational certification
J Some high school I Two-year degree d Graduate/Professional degree
QO High school diploma/GED A Faur-year degree

What is your estimated yearly household income before taxes?

o 50-9,599 0 415,000 - 19,999 0 530,000 — 39,799 O £50,000 - 59,799 O Orer $70,000
Q851000014999 O 8$20,000-2959F  O540,000 - 45,579 (1 $50,000 - &9,599
What is your estimated debt?

50999 0 $2,000-2,959 11 54,000-4,999 1 $5,000-%,999

1 §1,000-1,999 0 43,000-3,999 0 55,000-5,999 0 Over $10,000

What is your current estimated savings?

O 50459 O $1,000-1,459 0152,000-2,599

O $500-959 0 $1,500-1,959 O Over $3,000

Interests and Goals

Check all that apply. (Speak with a staff mambser 10 5@ which sarices are availabla at your cantar or visit waw.sparkpointcantars. ang)

0 Affordable housing 0 Enrolling in collagefschonl 0 Getting job training 0 Opening a bank account
O Broadbandfinternet access U ESL support O Healthcare enroliment U Owning a home

U Buying a car U Finding a job/career O Improving credit O Public benefits

1 Child development O Food assistance 0 Leaming to budget 0 Reducing debt

L Computer literacy O Foredosure prevention O Leaming to save O Starting a business

J Emergency rental assistance U Free tax preparation O Maoney for school O Tenant counseling

Please rank the top 3 areas of interast, in order of choice:

% 2 3

Far Sparkpaint Staff Only ETO Dats Entry: Initials Date,

I



Student Information Intake Form from East Arkansas Community College

SUCCESS NETWORK COACHES’ STUDENT SURVEY

We need your help! The Success Network Couches (SNC) progrum ut EACC helps students with educuational,
cureer, und finuncial planning. This survey will help us better meet the heeds of students. Survey responses
are strictly confidentiul. Responses will be used only in agygregute form for statisticul reseurch. Tuking the
survey is voluntury und students may stop ut any time. Demographic information will be used in u hon-
discriminatory munner, consistent with applicable Civil Rights Laws.

EDUCATIONAL INFORMATION

1. What type of degree do you plan to earn from EACC? (select one)
u. Associute’s deyree
b. Cerfificute
c. Certificute und Associute’s deyree
d. Nohe of the ubove
e. Undecided

2. Do you currently uttend EACC: (select one)
d. Full fime (4 or more clusses per semester)
b. Part time (1 to 3 clusses per semester)

3. What is your mujor or program? (select one)
d. Allied Heulth such as Nursing, Rud Tech, Medicul Codiny, etc.
b. Law Enforcement or Criminal Justice
c. Teucher Educution
d. Generul Educution Transfer to u four-yeur colleye or university
e. Undecided or other

4, Upon eurning your degree or certificate from EACC, do you plun to: (select one)
u. Attend u 4-yeur colleye/university full-time
b. Work full fime
c. Work while uttending u 4-yeur college/university
d. None of the ubove
e. Undecided

5. If you plun to complete u 4-yeur buchelor’s degree, whut school(s) ure you interested in fransferring to
(select dll that apply):
u. Arkansus State University — Jonesboro
b. University of Arkansas Pine Bluff
c. University of Arkansus at Fayetteville
d. un online colleyge such us Phoenix, SNHU, Strayer, or other
e. other college or university not listed here

6. Have you previously uttended uny colleges or universities other than EACC? (select one)
a. Yes
b. No
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7. If you previously uttended a colleye other thun EACC, what school(s) did you attend (select dll that apply;
skip this question if you have not previously attended unother college or university):

u. Arkansus State University — Jonesboro

b. University of Arkunsus ut Fuyetteville

c. Another community college in Arkunsus

d. un online colleye such us Phoenix, ITT, SNHU, Strayer, or other

e. other college or university not listed here

8. Do uny of the followinyg upply to you? (select all that apply)
u. First semester in college
b. Undecided colleye muijor
c. Undecided cureer pluns
d. Fdiling grade(s) in previous college coursework
e. No school for five or more yeurs

DEMOGRAPHIC INFORMATION

9. What is your ethnic background? (select one)
u. Africun Americun
b. Caucusian/White
C. Hispunic or Lutino
d. Nutive Americun or Asiun/Pucific Islunder
e. Other

10. Are you currently employed: (select one)
a. Full time
b. Part time
c. Seusonul
d. Unemployed
e. Other/not sure

11. Do you yuulify for Pell? (select ohe)
a, Yes
b. No

12. Do you receive Pell or other Finunciul Aid? (select one)
q, Pell
b. Loun
c. Other finunciul uid
d. Combinution of the aubove
e. |l receive ho finunciul uid

13. If you uulify for Pell or other did, but do hot receive it, why? (select one)
d. Acudemic Probution
b. Acudemic Suspension
c. Other
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14. How many dependents (children or adults) do you support? (select one)
d. None
b. 1
c.2
d.3
e. 4 ormore

15. Do uny of the following apply o you? (select dll that apply)
a. SNAP recipient
b. Medicuid recipient
c. Current TEA
d. Former TEA
e. WorkPays

16. Did either of your purents (or custodiul or legul guurdiuns):
d. Eurn aun Associute’s degree
b. Eurn u Buchelor’s deyree
c. Earn a Muster’s deyree or higher
d. Attend colleyge but hot eurn u degree

NEEDS NOT BEING MET

17. Do you face any of the followiny obstucle(s) or challenge(s) in completing your acudemic or career gouls?
(select all that apply)
d. Locuting reliuble childcure
b. Puyingy for reliuble childcure
c. Child support problems
d. Other single purent issues
e. None of the ubove

18. Do you fuce uny of the following obstucle(s) or chullenge(s) in completing your ucudemic or cureer
gouls? (select dll that apply)
d. Physical hedlth issues relating to yourself
b. Mental heulth issues reluted to yourself
c. Physicul hedlth issues reluting to a child or other dependent
d. Mentul hedlth issues related to a child or other dependent
e. None of the dbove

19. Do you fauce uny of the following obstacle(s) or challenye(s) in completing your ucademic or cureer
gouls? (select all that apply)
d. Locuting reliuble trunsportution to school
b. Payiny for reliuble transportation to school
c. Housiny/living environment that is unsufe
d. Housing/living environment hot conducive to good study or work hubits
e. None of the ubove

20. Are you chullenged by inudeyuute finunces in auny of the following ureus? (select dll that apply)
d. Food
b. Housiny
c. Transportution
d. Dependent expenses
e. None of the ubove
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HELP OR ASSISTANCE OPPORTUNITIES

1. I could use help in the followiny ureus: (select dll that apply)
d. Reudiny Skills
b. Muth Skills
c. Writing Skills
d. Science Skills
e. None of the above

2. | could use help in the following areus: (select all that apply)
u. Choosing u Mujor
b. Choosing u Cureer
C. Assistunce uccessing Public Benefits
d. Assistunce in finding u job
e. None of the ubove

3. | could use help in the following areas: (select all that apply)
d. Time Munhugement
b. Stress Munagement
c. Goul Setting
d. Parenting Skills
e. None of the ubove

4. | could use help in the followinyg ureus: (select ull that apply)
u. Debt Reduction
b. Financiul Munagement
c. Creuting u Budyet
d. Exploring sularies of different careers
e. None of the ubove

5. 1 could use help in the following ureus: (select all that apply)
u, Motivution
b. Muth Anxiety
c. Test Anxiety
d. Self-Esteem
e. None of the ubove

6. | could use help in the following areus: (select ull that apply)
a. Test Taking Skills
b. Note Tukiny Skills
c. Study Skills
d. Attendunce Issues
e. None of the ubove

We wunt to help! Is there aunything else that a mentor or couch could ussist you with in order to help you
complete your educutional, finuncial, or career gouls? Pleuse contact...

ACHIEVING THE DREAM |



Student Information Intake Form from Northeast Wisconsin Technical College

Inspire students to fulfill
their drems by engaging

=% Northeast npersonizedsicss

Wisconsin Technical College pathway credentials.

Data has shown that successful students are those who know where they need help and take advantage of the
resources offered. Your honest responses to these questions will help us provide you with early support. This survey
will only take approximately 3-5 minutes to complete. Your responses will only by shared with appropriate NWTC staff
who may contact you to provide assistance and resources.

Where do you plan to take most of your classes this Do you provide frequent care for individuals other than
semester? yourself (e.g., children, siblings, parents, etc.)?
O Green Bay O Yes
O Marinette O No
O Sturgeon Bay ) .
What is the primary language that you speak?
O Shawano
O Oconto Falls
O Crivitz

How would you rate your past experience in Math?
O Luxemburg

O Niagara/Aurora
O Online

O Not challenging at all
O Slightly challenging

O Moderately challenging
How certain are you about your career goals? O Very challenging

O Very certain

O Moderately certain
O Slightly certain

O Not certain at all

How would you rate your past experience in Reading?
O Not challenging at all

O Slightly challenging

O Moderately challenging

How certain are you about your program choice? O Very challenging

O Very certain

O Moderately certain
O Slightly certain

O Not certain at all

How would you rate your past experience in Writing?
O Not challenging at all

O Slightly challenging

O Moderately challenging

How many hours per week do you plan to work while O Very challenging

enrolled in classes? ) . .
How would you rate your past experience in Science?

0
8 1-9 O Not challenging at all
O 10-19 O Slightly challenging
O 20-29 O Moderately challenging
O 30-39 O Very challenging
O 40+
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Wisconsin Technical College pathway credentials.

How confident are you in your ability to use a computer Which of the following services would you like information
to complete assignments? about before you begin classes at NWTC?
O Very confident (Select all that apply)

O Moderately confident

O Slightly confident
O Not confident at all [0 Accommodations/Disability Services

[0 Academic Coaching/Tutoring

. . [J Computer tutorial — Academic (e.g., navigating NWTC
How confident are you that you will have access to the .
. ) ) systems, using classroom software, etc.)
internet when you need it to complete assignments?

O Very confident O Computer tutorial — General (e.g., email, file/folder
O Moderately confident

O Slightly confident [ Childcare/Parenting resources and activities

organization, saving documents, etc.)

O Not confident at all [0 Community Resources (e.g., housing, food share,

How are you planning to pay for college? social service agency information, or referrals)

O Self-funded (job, savings, etc.) or Parents [0 Extracurricular activities (e.g., student organizations,
QO Financial Aid / FAFSA (grants, loans, work study) student government, intramural athletics, etc.)
O Veterans Education Benefits

[ Financial coaching and budgeting
O Unsure

[ iRespect! (e.g., events, Diversity Team, iRespect!
QO Other (i.e., Employer Funding, Scholarships, etc.) P ©g y P

pledge, etc.)

When you have to go to campus for class, how will you ] Mentoring
typically get there? (Select all that appl

ypiealy’g . ( PRY) [0 Navigating Campus/Campus Tours
O My own vehicle

O Bus [0 On-Campus Employment

O Ride with family or friends [0 On-Campus Housing

O Walk/Bicycle [ Personal Counseling (e.g., anxiety, depression,
O Taxior Uber/Lyft AHDH, etc.)

O | am taking online classes . .
) . [ Purchasing Textbooks/NWTC Supplies
O Unsure/l do not have reliable transportation

O Other [0 Study Abroad

. . [ Veterans’ Services
How much flexibility do you have in your schedule to

increase your study time if needed? [0 Wellness/Campus Healthcare Options
O A lot of flexibility [0 Other (please specify)

O A moderate amount of flexibility
QO Only a little flexibility

O No flexibility at all

I know | will succeed in college because:

@ ACHIEVING THE DREAM } O
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Achieving the Dream™

Community Colleges Count

FOR MORE INFORMATION ABOUT ACHIEVING THE DREAM:
Visit www.AchievingtheDreum.ory
or contact us at info@AchievingtheDreum.oryg or cull (240) 450-0075
Follow us on Twitter @AchieveTheDreum



