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Welcome to EDUCAUSE Live! everyone. This is Betsy Reinitz at EDUCAUSE, and I’ll be your moderator for today’s eLive webinar, Encores Finding from the – Encore Findings from the Enterprise IT Summit 2018.
We’d like to thank Mindtree for their sponsorship of the 2018 EDUCAUSE Live! webinars. Mindtree helps educational institutions engage constituents with richer experiences, empower educators, and optimize operations. 
You’re probably familiar with the interface for our webinar, but here are a few reminders. We hope you’ll join us in making the session interactive. Use the Chat box on the left to submit questions and share resources and comments.

If you’re tweeting, please use the tag edulive. That’s E – D – U – L – I – V – E.

If you have any audio issues, click on the link in the lower left-hand corner.

And at any time you can direct a private message to Technical Help by clicking in the top right corner of the Chat pod. A drop-down menu will appear where you can select Start Chat With and Host. 
The session recording and slides will be archived later today on the EDUCAUSE Live! website. 
Our webinar today is Encore Findings from the Enterprise IT Summit 2018. The 2018 Enterprise IT Summit was a collaboration of EDUCAUSE, NACUBO, the National Association of College and University Business Officers, and AIR, the Association for Institutional Research. Our focus was about using information to drive meaningful change in higher education and how IT leaders, IR leaders, and business officers can work together in that effort.
In this webinar, presenters from the Summit will discuss the best ideas and recommendations that emerged from the event and how you can turn those recommendations into actionable next steps at your institution.

I’d like to introduce Bill Dillon from NACUBO and Gina Johnson from AIR for a quick welcome.

Thanks, Betsy. This is Bill Dillon. And it’s been my experience that successful CPOs depend heavily on their IT and IR colleagues to create a campus culture that supports data-informed decision making. I applaud efforts like the Summit and this webinar that help institutional leaders understand how to best bring this expertise and their diverse perspectives together at one institution.
Gina, would you like to add a word or two?

Thanks so much, Bill and Betsy.

AIR is also so pleased to collaborate with our colleagues at EDUCAUSE and NACUBO on this Summit and this related webinar. We believe collaboration is key to success in analytics endeavors, and this webinar will highlight some great examples of how institutions are working together.

Thanks.

Okay. thanks, Gina and Bill.
So we’re delighted to be joined today by David Weil, Associate Vice President and Chief Information Officer, and Yuko Mulugetta, Chief Analytics Officer, both from Ithaca College. Linda Sullivan, Assistant Vice President of Institutional Knowledge Management at University of Central Florida. Brian Haugabrook, Chief Information Officer at Valdosta State University. And George Gonzalez, Director of Institutional Research and Effectiveness, at San Jacinto College District.
So thanks to our panel for joining us here today. And with that, let’s begin.

Thank you, Betsy. So this is Dave Weil from Ithaca College. And I’m here with my colleague, Dr. Mulugetta. And we talked about the power of collaboration. We were one of three presentations there that talked about the importance of collaborating across the institution. And we discussed the – the power of the CIO and the Chief Analytics Officer partnership.
And with this, we really focused on four different areas. The partnership sets the groundwork for successful key initiatives around technology. We worked on – we worked on developing a unified technical strategy. We looked at the data and how together we promote data governance, the use of data across the institution, and analytics.
We also collaboratively worked together on our organizations, both our organizational structures, our values, our approach to how we work with the institution. And probably most importantly, looking at the culture. And how we are creating a culture of transformation to build a data-informed culture together where we are proactively working to change how we think about our services and the way we go about our business. 
So it’s developing a shared vision. And trust. And really being true partners in our efforts.

Thank you, Dave. 
Dave and I believe an effective partnership between CIO and then CAO is essential to our (inaudible) and a data-informed decision-making capabilities at our institution. Successful partnership should including building trust and a (inaudible) for each other to understand what critical issues are being discussed across the campus, having frequent cross communications, and then joint planning for staff resources and funding strategies.

In summary, CIO and CAO need each other to leverage our different perspectives and the conversations across the campus, different skill sets, and in different professional networks to make long-term improvements in our decision-making culture.

So, we’ve been focusing on the collaboration between AIR and IT here at Ithaca College. But there are many other offices that we collaborate with across the campus. And we’re interested to hear from you as to what offices you interact with as you talk about analytics and data at your institution.
So we have a quick poll. 
Um, so can we make the poll visible here?

Here we go. So which stakeholders at your institution are involved in analytics efforts? 
So if you’ll just type your answers in the box, then you will see the results come up here.

Dave, I see that we have a version of this with some pre-built options, too. Would you prefer to use that?

I think we’re fine.
Sure.

So as we can see, there’s a lot of different – different organizations across the institution that are critical to having us collaborate with and to establish partners. IT is showing up there a lot, but student success, I think, is one. Enroll in management. Registrar.
So this really just gives you an idea of the different types of stakeholders that we want to make sure that we involve and collaborate with.

So I think we can move to the next slide.

After the presentations at the conference, the three presentations on collaboration, we all got together and talked with the audience about what are some, you know, key takeaways and recommendations.

I would like to recommend we all should focus on the data governance efforts because data governance is a foundation for any meaningful analytics work. At Ithaca College, in close collaboration with the CIO and the IT, IR office, our office, created the college-wide data governance system, which is fully supported by the President and cabinet. 
We have applied the bottom-up approach where data managers have the actual power to define and the governing institutional data. Our data governance system uses the newest Enterprise edition data cookbook as the main tool. Through this tool, we are integrating and standardizing data definitions across campus. And (inaudible) best data practices.

Our data governance system also addresses data ethics and privacy. And data detention issues in conjunction with our IT security office.

This aspect of the data governance work is becoming increasingly important as society embraces data regulation such as GDPR.

So, data governance is one key element to bringing people together for collaboration. Some other simple ideas are just bringing people together to develop shared goals and prioritization. Or to have people getting out of their silos by attending events such as the event that was put on my EDUCAUSE/AIR/NACUBO back in the fall – or back in the early spring.

I want to highlight one other way in which people can collaborate which Ithaca College just launched, which is a Presidential Fellowship Program that our new President just put into place. Where we actually are having two faculty, two staff, and two students get out of their normal day-to-day work for a year and work in another area on campus. 
So I actually have someone from the IT organization that is going to be joining Yuko’s organization for the next academic year and working there side by side with the analytics organization. And she’ll be bringing the knowledge of our Enterprise applications and the data and working with Yuko’s team on really understanding data analysis, data modeling, and how that data can be interpreted to help us better understand student success.

So I think there’s a lot of areas for collaboration. Hopefully we gave you a snapshot of some of the things that were discussed at the conference. Thank you.

Hello, again, everyone. This is Brian Haugabrook, and I work with Valdosta State University. I’m going to be going over some information of how we leverage data for operational success.
I’ll jump right into the slides.

Focusing on Valdosta State focuses on four really key areas when it comes to data. Number one, obviously, is student success. Again, looking at predictive modeling. Analytics. Early alert initiatives. As well as intervention plans. So really getting out in front, being proactive with your student success initiatives.

When it comes to integration frameworks, this is where a lot of the collaboration happens, not just with academic affairs, but when you start working with, or particularly when IPNIR begins working with other divisions, so finance administration, student affairs, university advancement, athletics. And how do we bring data from various systems together so that we can really build different operational metrics. And these metrics can include looking at things such as room utilization. We had one presentation at the EDUCAUSE Enterprise IT Summit that really looked at strategically building distance learning to reduce the amount of travel that students take between classes. So being very innovative with data from an operational standpoint to make the trans – the travel of students more effective, but also that make course scheduling more effective for that institution as well.

Other ways you integrate data. Looking at the maintenance and the operations within buildings. How do you measure that to be more effective, more strategic. Many institutions around the country have been losing budgets within the last few years. Funding has decreased. A number of institutions do face enrollment challenges. So being able to provide data from an operational standpoint is very important. So that is why the integration frameworks for us became so strategic.

So when we look at also outside of just the academic side, think about your ERPs, your financial systems, HR, different operational from an IT perspective. We also look at measuring the impact that IT has. IT has become such a critical part of everything an institution does, so the performance and the efficiency of IT really plays a key hand here.
When it comes to number three, the student engagement metrics, this is where it really becomes, again, more student focused, but how are students engaged? Not just in the classroom, but outside of the classroom. This comes from measuring their participation in events. Their attendance at things may come from student life, student affairs, athletics. How they engage with their advising center, career coaching. Many institutions now in best practices are related to experiential learning opportunities, whether that’s studying abroad, service hours, different community or club activities. Bringing all this data really becomes very important, not just from an operational standpoint on what things you need to offer, but everything still ties back to that number one goal which is student success.

Getting data is really the first part of it. But when you look at number four, the engagement and communication. For us this was a very key part of the strategy at Valdosta State. It wasn’t just about pulling data, collecting data, providing descriptive statistics, or analytics, or predictive models, but once you have those metrics, then how do they drive change? So, from an operational standpoint, one of the keys to success is not just gathering that data, but how does it then daily transform your institution, the culture at your institution. And this can be things such as automated communications based on metrics. So when certain events happen, who needs to get a notification so that you’re not going out looking for data. That data then becomes actionable and part of what you do to be successful operational.

Some of the keys to success. A purposeful relationship with stakeholders. This is very important, and at Valdosta State, one of the things I really help them with is it’s not just about sitting in a room at a meeting table. It’s really about those conversations that may happen before or after the meeting. The conversations you have with your stakeholders when you’re in line to get coffee, or at lunch, or after work. Really building that relationship is going to be very important, not just for sharing ideas, but being creative, and having that shared vision for success. Bringing everyone together is going to be important. But, again, those engagements need to happen, not just at a conference room at a scheduled meeting, but just daily, we’ll just do a text message, running into somebody in the parking lot.
Have an agreed understanding of agility and adaptability. What this is saying is understanding that change is going to happen. Given some of the context around higher education to improve, whether that’s success rates, or graduation rates, or just from a budgetary perspective, improving your operational efficiency, having that shared vision, but also understanding that there are going to be changes that we have to adapt to. And when the agility comes, we have to be able to react quickly to these situations.

Allowing individuals to freely be creative. It’s not just the stakeholders then administrators that are always going to come up with the ideas. Sometimes ideas may even come from your student if you have student workers, or entry-level staff. But creating an environment where people can feel free to share their ideas. To challenge the status quo. To try to set the bar even higher. This really allows a lot of progress when it comes to dealing with data. Some of the challenges that you’re going to face, particularly from an operational standpoint.

One of the challenges I’ve seen in working with a number of institutions is, it’s very easy to (inaudible) reports off of an academic. Everything is in people software. A number of institutions may use Banner. But when you start looking at data outside of that student information system, that’s where it really becomes challenging, where you’re pulling data from your engagements, student affairs, which within student affairs, every department has its own different system.
A new lens for technical staff. This is really important, particularly from my area, coming from IT, IT must make a transformation from being so much behind closed doors. IT is well known for keeping the servers going. Making sure the network is working. But technology today has become so ingrained in almost everything we do. Every software that we provide, or every solution, not only must it work on your desktop, but on mobile phones. Wireless internet is more – more important than ever now and continues to be.

So IT has to come from being behind the scenes to directly engaged in the direction that adapts is going. IT must understand the systems, whether it’s a CRM system that’s going to help Admissions do recruitment. Whether it’s understanding the financial needs, not just from the finance and administration unit, but how does those reports need to translate to a budget manager that is a dean or a department head. So a new lens for technical staff is really being more a part of the culture of campus, more a part of that direction that the campus is going, and those strategic initiatives. And, again, not just being behind closed doors. A lot of the IT staff at every institution has great ideas, are very innovative, and if you make them a part of these innovations, these initiatives, you’ll make a lot more progress there.
And we do have a short poll – a short answer poll – if everyone could do for a few minutes. What do you do at your institution to help people better understand and use data?
So if you could take a few seconds to let us know your thoughts there and what you’re doing at your institution.

Okay. And we’ll give it just a few more seconds.
Okay. Thank you everybody who submitted.

And sort of final thoughts. What we have from our operational success recommendations. 
Bringing the right people together from across the institution to agree on a vision. When it came to our operational success recommendations, this came up from a number of the attendees at the Enterprise IT Summit. And one thing we saw at the conference was having not only just IT, IR, but CBOs at the table, it really showed that it’s going to involve more than just IT and IR. one of the most important relationships that I’ve seen within higher education within the last few years is bringing IT and IR together. But moving forward, what we really saw at that conference is how do we now expand this to bring people from across the institution together. And not just once or twice, but more frequently where there’s various groups, making that common vision so that everybody knows that we’re headed in the right direction.

One thing, particularly, coming from IT, and I hear this from IR colleagues as well, is when the institution is not moving in the same direction, then, you know, IT and IR gets pulled in a million different directions. So having that common vision, bringing people together frequently, is going to be very important to being successful there.

Focusing on change management. This is another big topic in not just changing as far as what requests we get, what data definitions, data governances are very important in this strategy. But also brining people together in the context of solving those business challenges. So it’s not just about what data elements we need, but how – how is data going to help make us successful, whether you’re doing student success, operational success, trying to make more efficiencies to reduce your budget. Bringing people together to solve the business needs, again, as part of that data governance, really became a big focus and discussion point from the summit.
But thank you all for this time, and I’ll pass it over to the next presenter.

Good morning or afternoon, depending on where you are. My name is George Gonzalez, and I am the Director of Institutional Research and Effectiveness at San Jacinto College in Pasadena, Texas. 
A year ago, San Jacinto College was presented with the Aspen Institute’s 2017 Rising Star Award as a top-five community college in the nation. And we’re very proud of that distinction.

So, at the EDUCAUSE IT Summit in March, I was part of the student success presentations. And I will start by giving you a brief summary of my presentation.

At the Summit, my teammate, Michelle Calloway, and I gave a presentation on how we have been leveraging software for predictive analytics in order to help improve student success at our college.
Now, we’ve been developing predictive models since 2011. But for the first couple of years, we built logistic regression models using base SAS programming to predict first-time college student fall-to-spring persistence.

So – 

George, sorry, just a quick moment to interject. Do you mind just adjusting the placement of your microphone and speak up a little bit. The audio is having a bit of trouble broadcasting in the room.

Okay. Will do.

Hi, is this better?

That sounds like an improvement. Feel free to continue on.

Okay. Thank you.

So for any base SAS users out there, you know that SAS is a very powerful tool. But coding predictive analytic models can be very time intensive. And it doesn’t necessarily lend itself well to collaboration.

One also has to re-parameterize and re-run the code often.

So, in 2014, at the urging of our Achieving the Dream data coach, our office decided to purchase a license of SAS Enterprise Minor to facilitate our building of predictive analytic models. We started by building decision tree models to predict first-time-in-college student fall-to-spring persistence. Using the SAS Enterprise Minor software meant that we could spend less time coding and now had more time for analysis and a better understanding of the results. 
It allowed us to collaborate easily and build our models in-house as opposed to having to spend money with a third party to build our predictive analytic models for us.

And, as a higher education institution, we received a significant discount on pricing, as you can see on the screen.

So, using the results of our model, our office identified approximately 280 students who were most at risk for not persisting to the spring semester.

We then provided that list of students to our Associate Vice Chancellors of Developmental Education and Student Services. Our Developmental Education faculty could now provide additional one-on-one time with these students, after class or before class. And our counselors and advisors would be on alert for when these students visited student services.

So, what was our end result? Well, these students as a group persisted to the spring semester at a higher rate than the model predicted. And for us, this gets at the ideas of collaboration, as my fellow presenters have alluded to earlier, between departments and having a shared vision of student success across our college. 
So speaking of a shared vision of student success, we’re going to do a poll now of our webinar attendees. And we have two questions in our poll.

The first question is, does your system or institution have a shared vision for student success? You can answer yes, no, I don’t know, or in progress.

And if you answered yes, where is it represented? Is it in your strategic plan? In your institutional values? Your institutional mission? Institutional vision? Or your departmental goals. 
Okay. So it looks like roughly a little more than half of you said that yes, you have a shared vision for student success. About 57%. Very few of you are saying no. And about 20% are saying in progress. And about 18% are unsure at this point.

And for those of you who answered that you do have a shared vision for student success, it looks like about 73% of you are saying in your strategic plan. About 40% institutional values. Forty-five percent institutional vision. And 18 in your departmental goals.

Okay. I’ll give it a couple more seconds here.

Okay. I’ll share with you that at my college, our shared vision for student success is represented in all these areas. And every employee, and every department takes responsibility for student success. 
Okay. I want to thank everyone for participating in the poll.

Now I would like to talk about some practical recommendations that emerged from the student success presentations at the Summit.

The first recommendation is to develop a shared vision for student success and use it in change management efforts. So what are some examples of how we can do this? One example is to develop strong support from senior leadership in your institution and be sure that it comes from a position of knowledge and understanding.
I’ll give you an example of what we did at San Jacinto College. 
So we consist of three large campuses, each with more than 9,000 students. And for many years the campuses operated as independent institutions. And they didn’t have the same definition for student success. However, about eight years ago, our strategic leadership team, led by our new chancellor, developed the One College Vision for Student Success. The campuses now all have the same processes in place in the student services areas. And all students, regardless of the campus they attend, receive the same message, and more importantly, the same facts.
Also, cross-campus faculty teams have collaborated to create common assignments for our Gateway math, reading, and writing courses.

Another example of developing a shared vision for student success is to look for data champions among faculty that will help spread the vision. For instance, a few years ago, when my institution became part of the American Association for Community Colleges Pathways work, we purposefully invited one of the most skeptical faculty members in our college to be part of our leadership team for implementing Pathways. When that faculty member attended the first National Pathways convening, he immediately recognized the importance and the urgency of transferring the intake and entry process for students into our college. And when he returned to campus, he became a strong advocate to help move faculty to that vision as well. And now he’s out doing presentations about Pathways to faculty, helping them understand the importance of being involved in the work.

The next recommendation that emerged from the student success presentations is to foster an understanding of the role and possibilities of analytics. So, again, how do we do this?

One way is to help stakeholders understand how analytics can be used in strategic decision making. I’ll share with you what we did at my college.

My office analyzed and earned – analyzed the earned credit hour thresholds at which students were dropping out of the college. What we were finding was that a large percentage of our students stopped persisting after they had earned 24 to 27 credit hours. So, when we had calculated this data, we shared it with our counseling and advising offices. And they made a decision that during the semester in which a student is placed – will be earning the twenty-fourth to twenty-seventh credit hour, they placed a registration hold on the student. And they are required – the student is required to visit with an academic advisor before the semester is over in order to be allowed to register for the next semester. If the student hasn’t attempted to register by the end of the semester, then they are contacted and informed that they need to visit with an academic advisor.
Now, the third recommendation that emerged from the student success presentations is work to develop a culture of evidence within the institution. Data and facts, not just anecdotes. So, again, how do we do this?

One approach is to provide training and guidance on how to use data and information. Don’t just distribute the data. You need to tell folks how to look at it and how to interpret it.
A good example of this, from my experience, is what we call department chair portfolios. After the end of every semester, my office prepares a report for every department chair that has the individual course section grade distributions for every course, every section, and every faculty member in their department. The reports compare the grade distributions and course section success rates to the averages for the departments at each campus and college wide.

So then during the summers, the college hosts a two-day – a two-day department chair academy. And during the academy, I have presented a session on how to use and interpret the data in the department chair portfolios.

The goal is for the department chairs to share the individual reports with each of their faculty members, and then have conversations about what is working and what could be improved with regard to student success in that faculty member’s classroom.

So, let’s say you have a faculty member who has particularly low course success rates. The conversation could then be steered to pairing that faculty member with a senior faculty member who has high success rates. And then having conversations between the faculty members regarding pedagogical approaches that can be tweaked to help improve student success.

That’s all I have for now. I thank you for listening to my portion of the webinar.

Hi, everyone. This is Linda Sullivan from the University of Central Florida, and I’m looking forward to talking with you about the ethical use of analy – ethics of analytics today.
From our panel presentation that we had, I’m representing my colleagues that were on the panel with me, and they included Ryan Clemmons (sp), Director from Arizona State University. Don Rhodes is the VP for Administration and Finance from University of Maryland at Baltimore. And our moderator was Iris Palmer, she is Senior Policy Analyst at New America Foundation.
One of the things from our panel that we definitely presented and we are aware of is that the ethics of analytics, there are still more questions than answers. And so because of that, I would like to start my presentation with a poll. And so what I would like to have you all indicate briefly is what’s the most pressing concern at your institution around the ethics of data and analytics?

So feel free to go ahead and type in if you have concerns. Or is your institution even addressing them yet.
We’re seeing privacy, transparency, security, protection of identity. Informed consent. Who has access. Again, protection of identity. Security. Transparency. Predictive models. That was definitely a question that we discussed during our panel. And faculty. Faculty interpretation of performance of student success.
All of your questions are representing what we discussed at the panel and even more, so I’m really glad to hear and see that people are thinking about and asking the wide range of – of questions.

Starting off, I’d like to talk a little bit about how you get those discussions started on ethics at your institution. Each on of us on the panel, there was a different driver for what started the discussion. At UCF, e implemented a student advising system. And so because of those projections and the modeling in that, that started in some degree the discussion about ethics of analytics.

At Arizona State, it was the implementation of a technology. And one of the comments that Ryan shared was to make sure that technology doesn’t replace the conversations about data ethics. Sometimes we get very excited about it, but we can’t avoid that.

And at University of Maryland, Don said that they started out with researching ethics and data utilization.

We should also include everyone who deals with the data should be involved in that discussion. It should include students, and as one of the people who entered their response, faculty need to be included. Institutional research. Information technology. If they’re – if you’re going to be looking at the financial aspects of data, dealing with employees. Make sure everyone is represented at the table.

One thing that universities – that we did here at University of Central Florida is that our student development and enrollment services division imple – incorporated student focus groups as part of the discussion about the ethics of the data that was being utilized for the student advisement system that we implemented. So be sure and leave your students – don’t leave your students out, but be sure to include students that are representative of your student body. Don’t just limit it to your – those who are participating in student government.
Another piece that came out of the discussion, which is really very interesting, is that many people think of an ethics group or an ethics initiative as being part of data governance. And actually it was mentioned that we should think of the data ethics group or initiative as tangential but separate from data governance. It could actually be used as more of an auditing body to make sure the data governance initiatives at your institution are doing what – doing what they are supposed to do. So you may, as you are looking at it, you may want to keep that as being separate.

Often when you’re talking about data governance – sorry, data ethics – at your institution, you’ll find that many times the response is, well, I signed off on FIRPA. I understand FIRPA. So that’s a hurdle that you will want to think about getting over that FIRPA is not ethics – ethical use of your analytics or of your data. So don’t be surprised if that comes up as you are starting your discussions.

What I’d like to mention, also, is that I had mentioned our student development enrollment services division at UCF. They have used a publication that was produced by – out of New America Foundation where Iris is senior policy analyst. And it’s Predictive Analytics in Higher Education: Five Guiding Practices to Ethical Use. 
And that leads me into the next area. The reason our division there was utilizing that with our new advising tool is because we wanted to make sure that the product that was being delivered by the vendor was representative of our student body, and if not, what were some of the steps that we needed to take to make sure that we weren’t ignoring any – any hidden biases. And one of the examples that our division did is they used the risk level model that came with the vendor. But they were concerned that this outreach maybe wasn’t reach – was only reaching some of the students and not others based upon predetermined risk levels.

So there may be students who would not have been picked up by the – by the risk model. So consequently, their advising decided not to rely just on the technology, but they also created a high-touch program so that they were able to reach out to all first-year students regardless of the risk level that was indicated.
Another thing that you may want to think about is as you are working with vendors and deciding what you might want to – what you might want to incorporate, I do want to let you know that New America Foundation is working on a guide for institutions who are trying to use – choose a vendor in this space. And so they – be on the lookout for that, and they’ll have some suggestions to consider that – questions to ask if you’re in that position right now where you are talking about a vendor for some – for a platform that will provide you that information.

What kind of data do you plan on using with it? And – or, you may ask, how does your algorithm actually perform so that you can make sure it’s representative of your institution. 
And what kinds of data did you use for your training algorithms? 
So that is an example of some of the questions you might want to consider when you are in these discussions with – with a vendor on that.

Another item that came up during the discussion is – was the question about data – well, students that are under 18. And so that’s an important thing to make sure you are aware that laws vary by state, and so anyone who thinks about or deals with data for those dealing with underage students, make sure you are aware of your state laws. And particularly, as we all know, that sharing – data sharing with any K through 12 is – is sensitive and complicated. So we need to make sure that we are aware of that.

An interesting question that we did discuss on our panel was do we have an ethical obligation to use student data to support students. And overwhelmingly, those on the panel and those from the audience felt yes, that we do have an ethical obligation to use analytics to support the students. We have to be wise about it, but because of the value add that higher education has on a student’s life, it really over – outweighs some of the concerns. We just have to address – address the concerns about it.

An example of how UCF addressed that is we had a study, a project, where we looked at challenge course combinations. Where if the student registers for two courses in the same term, that could – that have a high DFW rate, that those students are now being alerted. They’re not being told that they can’t register for those courses, but we want to alert them and inform them of support and the academic resources that are available if – if they find themselves in trouble. 
And as we’re getting close to the end of this – end of our time period here, I do want to round up with that different messages, different messaging, impacts students differently. And you need to make sure that, as your institution is addressing ethics of analytics, that you think through the structure of the messages so that – and those people communicating with the students, and those people behind the scenes who are working with the data themselves, is that the – that the message going out to the student doesn’t discourage, or tell them that they are not college ready. Even utilizing the term “at risk” may be not the best way to communicate or approach it from your initiative.
So the important thing is to make sure you take these steps in due diligence. That you bring everybody to the table that should be involved in data ethics and the ethics of analytics. And make sure those who are communicating with the students communicate it correctly so that we’re there to support all students being successful, not just – not just certain individuals.

And with that, that’s – I’ll turn that back over.

Okay. Thanks, everybody. And thanks for the – for the great information from the Summit.

We’d like to have a question-and-answer time now, so if you have questions for any of our presenters, please put those in the Chat box now and we’ll get to them.

And in the meantime, we have a couple of questions that have come in otherwise. And the first one is for Brian. So Brian, from your perspective, how long has it taken to build a shared vision across the entire campus at your institution, and how far do you think you’ve come on that journey?

For us it started, I began helping a few years ago. So it is a journey, and it’s going to be an ongoing journey. It started with student success for us. Improving graduation rates, retention, progression, and RPG metrics. From there it really became getting the right people around the table to first understand the problem, and then develop, once you have that vision, it becomes part of the strategic plan. But then, one of the challenges is, you know, most strategic plans just collect dust. So, how do you share that and get – not just sharing it across the campus, but making sure everybody around the campus is a part of that goal. So it really becomes communication and then engagement with faculty, staff, as well as students. So one of the things we did was hold different Town Hall meetings. Have an open strategic planning process where everybody could give feedback. We frequently shared that strategic plan before it became public and got feedback from faculty, staff. Over half the campus participated and gave feedback. And all of that became a part of that strategic plan.

Once that was done, every goal – so three major goals for us, student success, student engagement, community impact. Bringing people together frequently so to solve those challenges. So from student success there is an enrollment management council. There is a data – new data governance group for the date of impact. There is a student engagement. How students get engaged in the classroom as well as outside of the classroom. So when you see the goals of the strategic plan, it can’t just collect dust. It has to be a part of what every division and department do. There was an earlier poll that showed a lot of people have it in their strategic plan, but when you looked at those who had it in the department plan, that was much lower. So everybody has to own the strategic initiatives, whatever those are.
And then having collaborative initiatives. So it can’t just be academic affairs is moving in this direction. Student affairs is going in another. There has to be shared responsibility for the different goals that’s going to make up that strategic plan. And that’s where not only is everybody sharing the vision, but everybody is collaborating, which, again, collaboration, having that shared vision, bringing people together, improving communication. All of those things is what’s going to help any institution be successful.

Thanks, Brian. And, you know, at the Summit I felt like there were so many conversations among both presenters and the attendees about data governance. And this seemed to be true across, you know, across all three of the types of analytic success you were looking at. Collaborative success, operational success, student success. It seemed like data governance was something that people were struggling with.
And what I kept hearing was that we, you know, people saying, oh, we need to start up our governance. Or we need to restart our data governance. And it seemed to be an area where people were really struggling.

So, Dave and Yuko, I wonder if you could talk a little bit about how that’s been going at Ithaca, and what advice you might have for people who are – who are just getting started in data governance. Where might they start and what are the most important things to start working on first?

So, thank you, Betsy. 
This is Yuko Mulugetta, and I am a Chief Analytical Officer at Ithaca College. And in the last ten years, Ithaca College actually tried to set up the data governance twice. And then they were not very successful. This is our third attempt, and I wanted to make sure this is not going to fail. 
The first thing I have realized was the last two attempts, we were trying to build the data governance using a top-down approach so that all the people round the table were a vice president and dean, and then they were not quite sure how the data users being actually using a very granular sense. 
So this time I wanted to have the data governance in a two-tier structure so that the bottom of the tier includes lots of data manager-type of people who use and analyze data on a daily basis. They are very familiar with the definitions in their area, how does the – they use the data and that kind of thing.

So I wanted to have this bottom part of the tier as really reflecting that the data managers analyze the type of people’s opinion. And then once that the data is being discussed, we are going to take it to the top tier part which has more like deans and faculty members, leaders of a data community, and then student representatives. They have a more wider representation of the community. And then all the recommendations coming from the bottom tier of the structure will be again discussed by this group.

And then once that there is a consensus across the campus, it is going to be taken to the present cabinet so that they can talk about it.
So I really wanted to have this different kind of tier structure. At the beginning we were not sure how to do this, so we formed the – it’s called the Data Governance Discovery Group. And we searched, we read the literature, we (inaudible) along the colleague’s opinions. So we gathered a lot of information, and then sort of developed the strategy which speaks to the culture of the institution. This is pretty important. there is no one formula which works for your institution. You have to figure it out. Some of the institutions, probably top-down approach works better than the bottom up. Some institutions really embraces the cooperation in the bottom-up approach. So you really have to match data governance structure with the culture of the organization.

And then the other thing I have realized was we have to have sort of a healthy sense of urgency to solve some kinds of institutional questions using the data. And then that motivation is going to put everybody in one room and then start talking about the most important issue: how that the data should be utilized. What is the definition? What is going to be a policy around it? So that is going to bind us as (inaudible) like members of the community.

Thank you.

Thanks, Yuko. So there was a question in the Chat window that was for George that I think could be interesting for him to expand on a little bit. He answered a little bit in the Chat. But the question is, George, how do you know that a poor faculty score is not just an aberration for that faculty member?

Right. That’s a really good question, and so let me give just a little bit of background about how we approach that.
So about six or seven years ago, a decision was made that department chairs would no longer have any teaching responsibilities. Right? So now department chairs are actually full time administrators within – within the college structure.

So one of the responsibilities that department chairs have is to look at data that relates to their department, right. So department chairs are in charge of looking at those reports that I mentioned, the department chair portfolios. They’re in charge of looking at data for program review.

So when they’re looking at the data for the faculty members, right, they have the historical data, right. They can look at, you know, a particular faculty member may have had a one-off, right? A semester in which their success rates kind of, you know, went down several percentage points, right? But if they are looking at the trend data, and they see that that faculty member had, you know, high success rates overall, pretty much, from term to term, and maybe had a one-off where the success rates went down, then that maybe wouldn’t necessarily prompt a conversation of concern. However, because they have that trend data, if you have a faculty member who consistently from term to term is struggling with a consistently low success rates, right. They may have – be in the fifties, or the forties, from term to term, and there’s no improvement, then those would be the faculty members who we would have conversations with and try to pair those faculty members with, you know, those senior faculty members who are – who have the high success rate overall.

And so, you know, here, you know, we’ve had faculty members that have struggled, you know, from term to term with consistently low success rates. But once those conversations occur and that – kind of that mentoring and, you know, in looking at the different approaches to teaching have occurred, then we’ve actually seen that most of those faculty members, you start to see their success rates going up, right. It – like I said, one one-off semester where the success rates may dip a little bit doesn’t necessarily, you know, ding that – that instructor.

Thanks, George. Excuse me. So, Linda, I have a question for you, and that is I think at the Summit, one of the things that people talked a lot about during the – during the panel conversation about the ethics of analytics was the fact that students were – students – we need to guide students through this and that there was a sort of balancing act, basically, between learning about, you know, the ethics of analytics ourselves and also helping our students, and faculty and staff, understand that.

So I’m wondering if you could speak to that a little bit, but specifically, you know, the whole idea of informed consent came up and, you know, and what that means, and how – how we would go about collecting informed consent from students. Could you talk about that for a minute or two?
Oh, absolutely. As most of you out there, you probably could go out and look at your policies. You probably have dozens of policies somehow related to student data. Yet, if the students – if the students were asked if they know or – if or how you’re using the data, they prob – their answer would probably be no. And this is where we need to be proactive in helping them understand.

There is more to having them just click. Clicking a box is really not informed consent. And, as we found out at the conference, a lot of institutions are still grappling at – at how to do this. And, in fact, we put out a call if anybody has some good suggestions on how to do that, every – I think everybody would be very interested in that.

However, in working with students, one of the things that we’re finding is that students readily assume, or have the expectation, that we are collecting data on them. However, they have concerns about how it’s going to be used. And so we do need to be proactive about – and be transparent – on how we are – and communicating with them how we are going to be using it. And if not, we – we may see a backlash on that. That’s been – that’s happened out in industry, private companies even.

So as you’re shaping your discussions at the institution, you definitely need to think outside of the box on how you might be going out, or how you might be informing students and getting their informed consent. I do know that there are some institutions that are starting to implement opt-out options for students for collection of some aspects of their data. But that’s not widely spread, and that’s – and that’s still being – still being incorporated.

The Open University in the UK has a great set of policies out online around the use of student data. And so that’s – that’s a good example to go look at and see how they have approached I t.

But this – this is the one thing that we definitely – is unique to what we are doing and that as a whole in higher education, that we definitely need to give some thought to and share best practices across – among all of us so that we can kind of be speaking from the same voice, sharing best practices and how we can approach that.

Thanks, Linda. And James – James (Inaudible) had a related question, which is, does any of this create a view that analytics are being used punitively? Could you address that, too, Linda?

I don’t think – widespread I don’t think there is a view of that. That definitely was one of the first things at our institution that we addressed. That it was not to be used punitively. Whether for students, even sometimes faculty had concerns about that, that their – the data may be used to evaluate them in a negative way. So most definitely that is at the top – at the top of the approach to analytics, and I would hope and trust that, as institutions are looking at it, they are looking at it as – from the standpoint for helping, not discriminating against or using it to negatively impact a student’s flow path through – through their educational goals.
Okay. Thanks. And I – I think we’ll draw it to a close there if there are no more questions in the Chat window. 
Before we do draw it to a close, I do want to mention that the – we’ve had such a good time doing the Analytic Summit with NACUBO and AIR as a collaboration of EDUCAUSE, so that we’ve decided to do it again next year. I want to alert you all to that now so you can get it on your calendars. We’ll be n doing a summit next year April 17th to 19th, 2019, in Long Beach, California. And more information about that, a save-the-date website will be up in the summer, and I hope you all plan to attend. We’re going to be looking – continuing our look at analytics, and probably focusing on the future promise of analytics and where it might be heading. And looking at some innovative – innovative uses of analytics by higher ed. So we’re starting to plan that already, and I hope you’ll put that on your calendars and – and consider attending.

And then, on behalf of EDUCAUSE and our speakers, this is Betsy Reinitz, and I thank all of you for joining us from around the world today for an engaging session and conversation.

Before you sign off, you’ll see that Adam has put a link to the – the evaluation link in our Chat window. So click on that, or you can also find a button on the bottom left corner of your screen. Your comments are really important to us as we plan these webinars.

This session will be archived on the EDUCAUSE Live! website, including slides and a complete replay. And please feel free to share this with your colleagues.

Finally, please join us for the next eLive webinar on June 14th at 1:00 p.m. Eastern to hear about understanding cyber insurance.

Finally, on behalf of EDUCAUSE, this is Betsy Reinitz, and thanks so much for joining us today for EDUCAUSE Live!
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