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Transforming Advising Practices as a Result of Deploying, Adopting, and Refining Early Risk-Targeting Interventions

Okay. Well, here we go. Our next session is Transforming Advising Practices as a Result of Deploying, Adopting, and Refining Early Risk-Targeting Interventions, and for that track we have several presenters. And after all of the sessions in this set are finished, we're going to pose your questions one by one to the presenters verbally during our Q&A segment at the end. So, in the meantime, please go ahead and post your questions in the chat, and I'll be collecting those and getting them ready for the very end, for the Q&A. So, joining us first today is Tiffany Mfume, who is the director of Student Success and Retention at Morgan State University. Tiffany, we're delighted to have you with us. Welcome. And please begin.
Thank you. I'm happy to be with you. I'm going to be talking with you today about the strategies that we've used with exploring technology-enabled advising at Morgan State University. I'm not able to advance my slide. I'm having technical challenges, so if someone -- there you go. Morgan State University is the largest of four historically black colleges in the State of Maryland, with just under 8,000 students and about 6,500 undergraduate students.

Some of our students are experiencing challenges, primarily we still are a low-income institution, with 60 percent of our students being Pell-eligible students, receiving the Pell Grant. We still have a primarily first-time full-time population of African American students of color. And if you ask if one of their parents have completed a college degree, we're at about a 70-, 75-percent generation, compared to if you ask if a parent attended college, then it goes down to about 55 percent. We still have about two-thirds of our students needing remediation at the time of their admission. So, by most traditional measures, many of our students in the undergraduate population do come to us with challenges. Next, please.

We have had a good run here at Morgan State University with our -- the results of our Student Success and Retention Initiatives, primarily dealing with technology-enabled advising. We started off, I think, on this technology -- the momentum that we had started in 2013 with being one of the iPASS 1 institutions, funded by the Bill and Melinda Gates Foundation. Now we have, since then, won a number of awards that we're very excited about, and it has to do with the use of certain technologies I'll speak with you about today, particularly the Education Advisory Board Student Success Collaborative, Starfish Retention Solutions, and Degree Works by Ellucian. Next.

So, several things that have led to the successes or the gains that we've had with improving our college completion rate began back in 2010 with our case management approach. That was where we really were looking at students as cases that needed to be managed by advisors, whether it was because of academic challenges or financial challenges. And then, in 2011, we started a program to reclaim our stopped-out students, students who were in our graduation cohorts, who were in good academic standing, and were not matriculating from one semester to the next. Then, in 2012, we began tracking and monitoring our students by graduation cohort. And then we were enabled, in 2013, to really take these intrusive, invasive techniques to another level with Starfish Retention Solutions, which then led to a new first-year advising model in 2014. And then we brought on our Degree Works for our comprehensive auditing and degree-planning tool in 2015. And then we joined the Education Advisory Board Student Success Collaborative in 2016. Next.

This is what I'd like to think of as our roadmap for navigating the three tools that we are using. I'd like to think of it as a visual of "stay in your lane." With three tools that we have all adopted at a campus-wide level, it's very important that we understand what tools we're using for which type of student success efforts. So, we're really seeing the EAB tool as a tool primarily for our executive leaders, our vice presidents, deans, and chairs. It is also being used by our advisors, our top advisors, our specialists in the Office of Student Success and Retention, in our Center for Academic Success and Achievement, by our program directors, and, of course, our Office of Institutional Research uses all of the wealth of data and analytics in EAB as well. We're using it for the analytics, to understand student risk, to look at our institutional reports, and to manage our student success markers.

Starfish, on the other hand, we see our primary users as advisors, both faculty advisors and professional advisors, with students being our secondary users. And then, at the more surface level, our AVPs, deans, and chairs have access to see the early alert information, the advising notes, how we are tracking appointments and attendance through Starfish. And then we're using Degree Works as our -- as you're seeing our students, as the primary users, our undergraduate students. We just started, this summer, opening it up to students to be able to see their degree audits at any time. We have several videos that have been emailed out to all students as kind of tutorials. And we want them to hold the advisors, both faculty and professional advisors, accountable for what the path is that has been identified by Degree Works and how that audit is going to see them through to graduation. We're using it for auditing, for the degree pathway, to understand course availability, and to always provide students with a registration checklist. Next.
So, for EAB, I'm not going to spend as much time on that tool today, but there's so much there and some of you are familiar with the work that Georgia State has done with EAB to really be able to think about student risk at the student level, to be able to scale up your efforts to have a coordinated care approach, and then to really measure the effectiveness of the interventions that we're doing. We're in what I would think of as stage two of our Education Advisory Board adoption. We're having a series of mandatory required workshops this semester, three hours each, with every dean and chairperson at the university, that executive leadership team, to make sure that they have a mastery of EAB. And then in the spring we will be looking to create more advisor specialists, starting at what we call Beginning Advising, Intermediate Advising, and EAB comes under Advanced Advising. Next.

But, pretty much, at the university, we have fully adopted Starfish Retention Solutions back in 2013 as a result of that iPASS grant through the Bill and Melinda Gates Foundation, where we had four goals, and those were to increase faculty-triggered alerts, to increase students' utilization of campus resources, to provide seamless, transparent and user-friendly tracking of our students in all of our cohorts, and then to have really one place where all of our faculty, staff, and students would have access to current information about how students are engaging inside and outside of the classroom. Next.

And when we're talking about Starfish at Morgan, we're using a particular workflow that relates to us having two progress surveys per semester, as well as faculty and advisors being able to use Starfish manually, without us triggering their feedback or soliciting or requesting their feedback through a progress survey. This is our workflow.

So, it begins with three primary roles, the role of instructor, the role of student, and the role of the advisor. And if you can just slowly click through these, you'll see that when the instructor raises a flag, either through a progress survey or on their own, you'll see that -- if someone would just click through. Thank you. You'll see that the flag is actually raised. A student gets an email. The faculty or professional advisor can see that that flag has been raised. We then reach out to that student additionally, in addition to the email that they've received, to offer support and to talk about strategies for addressing that flag.

If you continue to click -- thank you. And then pretty much we make some recommendations, we speak with that student, then we close the flag, which then sends a message back to the instructor that we have taken the additional steps based on the feedback that they have given us. Next. Yep, flag is closed, email sent, that's our basic Starfish workflow. Next.

So, this is just some of our data for the past several semesters, beginning with 2013 -- spring 2014 to spring 2013. We've gotten more feedback than we've ever had from faculty and advisors. We have 200,000-plus tracking items in Starfish, which includes our two automated flags, both the midterm grade flag and the final flag, as well as if a student has, at any point, a cumulative GPA less than 2.0 a flag is raised.

But mostly the flags we're most excited about the feedback are those 86,000 flags from faculty about students' performance in the classroom that are not automated, not automated through Blackboard but faculty actually noticing students' progress, whether they're missing class or missing assignments or in danger of failing, as well as the 31,000-plus kudos of positive feedback, where our faculty are giving students encouragement and letting them know that they're doing a good job. Those manually-raised flags, 11,000-plus, are outside the progress survey so at any time faculty can give us feedback during the semester. We also have faculty taking attendance records in Starfish and really using the appointments feature as well. Next.

This is the Early Alert Summary, the standard report that's available in Starfish, just to give you an idea of how our advisors and faculty are able to see how we are tracking and monitoring student progress with this tool. This is just looking for the spring 2017 semester, from January until May, and you can see where the flags are coming from, whether it's from the surveys, whether it's from manually-raised or system-raised automated flags. You see that 5,533 of our 6,500 undergraduate students had some feedback through Starfish as a tool. And you can also see, again, the difference between the usage of the positive feedback, the kudos versus the flags, the concern flags. Next.

This is just a summary of the progress surveys that we've done using the tool Starfish. If you look in the far right column, you'll see that these are the number of tracking items, both concern flags and kudos, that were raised from each progress survey. This past spring we had our highest number of tracking items created, at over 11,000 items within that one progress survey. So, it's become quite a task for our advisors to keep up with this volume of feedback coming directly from faculty. Next.
You can go all the way to the end, there are three bullets here. And this is just looking at -- this is our preliminary analysis of Starfish and how it was impacting student success. First, we found out that when Starfish was used, grades were more likely to be improved from D's and F's to grades of C or better. We also found that students who had Starfish feedback were more likely to improve their cumulative grade point average. And then we saw that we were even getting higher ratings or responses on our student satisfaction survey when it came to advising. Next.
The most exciting thing is these two tables that you're looking at now, which is our most recent Starfish analysis, from looking at grades in fall 2016. The top table is looking at midterm grades and distribution by whether or not the midterm grade had Starfish feedback that was associated with that grade. At midterm, in the bottom table, is looking at whether or not there was Starfish feedback associated with grades at final. Now, you see the final table has more grades because we have more grading options at the final grade than we do at the midterm grade. But if you just look at the top table in the top right you'll see that there were 32,037 midterm grades for fall 2016, and 28,000-plus of those grades had Starfish feedback associated with them, both flags and kudos.

3,748 grades did not have Starfish feedback, and you see that the number of D's and F's within the 3,748 was only 39 compared to the 9,772 in the 28,000-plus midterm grades. What is interesting about this, and we're excited about is we've always known that with the help of Starfish midterm grades were likely to improve by the time final grades came around,, but this is the first time that we've seen the correlation in both directions. If you look at the bottom table, those 39 D's or F's at midterm increased to more than triple, to 117 grades of D and F at final, and then those 9,272 grades of D and F with Starfish went down almost by half, to only 5,166 of D or F. So, this is the first time that we saw that with Starfish grades improved and without Starfish grades may be slipping. And we also see that we're excited that most grades have Starfish feedback associated with them. Next.
I'm going to speed through these next slides because I see I'm short on time. We're also using Degree Works, which is our degree auditing tool. Next. And we use that in concert -- next. That's just our Degree Works homepage. We basically wanted to have -- the Starfish and the Degree Works are very complimentary tools because, as you're advising students and you're getting feedback, and you're keeping your appointments and having all the progress surveys, we also need to track students in their degree programs so that they truly understand what requirements have been met and what requirements are outstanding. Next.

We've had a number of collaborations and partnerships that have come as a result of our technology-enabled advising, including partnerships with our Office of Information Technology. And we pretty much meet with them every week to go over how we're coming along with EAB, Degree Works, and Starfish. Next.

We also have had to really engage our advisors through a series of ongoing workshops, really going through the catalogue, making sure the requirements are consistent, having a way that advisors can submit questions about our tools, and we have several online forms that we can use as well. Next. 
You can keep going through these slowly. We have surveys every semester for faculty and students about the particular tools, and we use their feedback to make changes and report back those changes to faculty as well. Next.

The bottom line for us at Morgan State University is that, without these tools, technologies, and systems, we would not be as effective as we are. We've been able to track the improvement and student progress, whether it's their cumulative grade point averages or they are seeing our retention rates and graduation rates increase, but, more so, we feel that the students themselves are rating these tools as effective along with their faculty and advisors. So, we're available to speak with you if you have any questions. And thank you so much for your time.

Thank you, Tiffany. This is -- we're looking at all that data -- really interesting. And we got a lot of questions for you, and I've been tracking those, everybody, in a separate document. And I will be ready to present those to Tiffany. So, Tiffany, stay on with us for just a few minutes until we get to our next sessions.

Joining us next is Joseph Connell, who is Assistant Vice President of Student Success at Ramapo College of New Jersey. And Joe, we're delighted to have you with us. Welcome to the program. And please begin.

Thanks so much, Veronica. It's always great to hear Morgan State's story and to follow up the great information that Tiffany shares. We've had the chance to work together through iPASS and work with Hobsons and Starfish. So, it's great to be able to follow in their footsteps as we work to increase student success together. A little bit of information about Ramapo College of New Jersey. Ramapo is a public liberal arts college, so we are a public college, one of the state institutions within New Jersey, but look and feel a lot like a private. We're the smallest state school in New Jersey. We have approximately 6,000 students. You can see some of the information about what makes us a selective college up on the screen. And then particular for this presentation, I wanted to highlight at the bottom.

So, we follow a hybrid academic advisement model, and what that means is that our Center for Student Success advises all first-year and undeclared students, and then we have faculty who receive training from the Center for Student Success, advise our upper-class declared students. For the purposes of technology for this presentation, most of what I will talk about will focus on our Early Alert and Enterprise Management System for which we utilize Hobsons' Starfish technology. We do call that Connect at Ramapo. So, if I refer to Starfish or Connect, those are two interchangeable terms for the way that we work at Ramapo College.

So, jumping right into the way in which we work to increase student success at Ramapo, if we go back five, six years at Ramapo College, we really felt that our old model would be best described as we were throwing stones. So, it's like you're at a lake, you're throwing stones into them, and you're hoping that something's going to be able to skip. And so an example of that would be we had three different offices described [indiscernible], our Opportunity Program, our Office of Specialized Services that works with disability students, and our Athletics Office who would send multiple surveys at different times to faculty members. What that would mean is that, for one student, a faculty member might actually end up receiving two or three surveys about a student. It also meant, because these surveys were emailed-based or paper-and-pencil-based, that there was no closing the loop with faculty in a seamless and a streamlined fashion.

We also considered, and going to our next bullet point, that these populations were only about 30 percent of our incoming class on an annual basis. So, we weren't reaching all of our students. We were really throwing those stones into the lake. And as we looked at a college across our campus, our strategic plan called for increasing the retention rates of first-year students, transfer students, all students at Ramapo College, and moving to those to increase our four- and six-year graduation rates.

So, we really thought that what we needed to do was think in some new ways. And so we chose to really improve our old early alert system by moving towards creating a one-stop shop that would make work for seamless for faculty but also make work more seamless for those who were doing the outreach, that being the members of our advisement team in multiple offices across campus.

So, what was it that we chose to do? We really believed, as we began to implement Starfish at Ramapo College, which was in the fall of 2013, so really five academic years ago now, that what was smart for us to think about doing was let's really use achievable goals right away, let's choose some goals we knew we could achieve, begin to build momentum, share that momentum, and see how that would move us toward our college strategic plan goals and ongoing change to create a culture of student success at Ramapo College.

So, our first goal was simply to reduce the number of units sending academic progress surveys to faculty. By using a technology like Starfish, we were able to do that. All of the early alerts went to faculty, went from one system, that being Starfish. Number two, we wanted faculty to give us more information so that we could reach more students. By having less information go to faculty, it made sense that they could respond to more information about more students. And so, in our very first year of implementation, we were deliberate. We only expanded our group from our Disability Services and Opportunity and Athletics programs to add in first-year students. But by doing that, we received a lot more data back. In our very first year, the finding on the bottom left says 77 percent of faculty submitted academic progress reports, and over 56 percent of surveys had courses completed. Even for our most at-risk opportunity program, where faculty really wanted to help students, we only ever barely achieved a 40-percent response rate. Now we were reaching more students in a more streamlined fashion.

Our third goal in our first year of implementing was let's make sure all of this helps us reach out to students earlier and more often. And so the bar graph to the right here shows students who were on academic warning after their first semester, prior to implementing technology, less than 20 percent met with an academic advisor two times within the first two months of the semester before registering for the next semester. In our very first year of implementing technology for this, we knew that over -- we know that over 30 percent of students began to meet with their academic advisor twice prior to registering for courses for the next semester. We were beginning to meet with our students more. 
So, as we were looking forward, we said if we want to be successful, if we want to build momentum, the most important thing for us to do is to seek and use faculty as well as student input. So, we asked faculty to give us data. And what they asked for was they want to be able to comment on more students, which gave us the momentum to be able to add sophomores and juniors and all of our students in future years, but they wanted to not have to scroll across. We gave them eight progress items in our first survey, which you saw two slides ago, and I'm going there. But by the time that we got faculty feedback, we knew that they really only wanted to be able to have information that would come from one screenshot to see all the information. So, we minimized survey items.

Students, with our Connect and using it as an enterprise technology, had access in our first year to our Center for Student Success advisors, our athletics, their faculty, but they wanted more. They wanted to be able to see how is it that we can connect to more places on campus. So, we used their -- that input, the input from our faculty and our students, to enhance our goals for the next year.

Highlighting two of the ones on the screen, for second year of implementation, we wanted to give students a bigger success network. Let's move from a few offices to more offices. Looking at goal four here, we wanted to streamline information for faculty so that we could be getting information on even more students but more targeted on data that really made sense for us at Ramapo College. So, by learning from our stakeholders, it really helped us move forward.

What you see on this chart is an image of Ramapo Success Network today, where we can't fit the over 15 people for every single student onto one screenshot because our success network, we try to keep it manageable but now includes multiple resources, from peer leaders to faculty to academic, school-based resources, to residence life, to commuter affairs, to financial aid, and the list goes on for students. And so you'll see in our first three years of implementation, we added offices every year who wanted to be part of the student success network, because, of course, they were on our campus. We now have over 15 offices that are part of the Student Success Network. 
We also wanted to expand the students we were serving. So, the left table shows for us how we increased the student populations as we've moved throughout the years of implementing our progress surveys at Ramapo. But while we've increased the populations, we've decreased the choices in our progress surveys. Those changes are really intentional at Ramapo College and are based upon data. And the presentation that will come about an hour from now by our Vice President of Enrollment Management, he's actually going to be able to share some data as to what we've learned from our progress survey items that informs our predictive modeling and levels of risk, data that we can use to make more strategic choices about what we ask faculty for feedback on, targeted feedback, more students being our goal to increase student success.
We also, of course, wanted to be able to continue to get feedback from students and to be able to share that with our colleagues at Ramapo. So, what you see here on this particular data slide is we asked students at the end of their first semester on campus, our first-year students, we ask them if they've gotten these early alerts, which would refer them to a resource of seeing their instructor, going to a tutor, going to an academic advisor, are they following up and taking action on them? The four left bar graphs are all actions students take, and a student might take multiple actions, they might talk to their advisor as well as go see a tutor. The far right bar graph, which is just basically 20 percent of students who receive messages and took no particular action. At Ramapo, what this bar graph tells us is 80 percent of first-year students who get feedback from their faculty through our early alert survey take action to be able to improve their academic success, and we have three years of data that show that. That's a snapshot of one year.

So, where I want to move us towards in moving towards the end of this part is our four-year findings, where are we now at Ramapo College, what is the progress that we've made, and what does it mean for our future directions? So, looking at closing the loop, one of the challenges that our faculty said to us when we went back to prior to 2013 in utilizing technology was that they would give feedback on a student and nobody would ever respond and say, "Hey, we reached out to the student, we talked to the student about the academic performance." So, for us, technology gave the ability to close the loop. A flag is raised, an advisor sees it, clicks on a little plus sign, types in a comment, closes the loop, the message goes back to the faculty.

Our athletics office, over the last two spring semesters, the data we're looking at here, has been basically 100 percent of flags closed. Our EOF program, which is our opportunity program, had a huge jump last year to over 80 percent. And we can see that across almost every other office at Ramapo, as we intentionally each year try to close the loop for more and more flags, we're getting data back to faculty. What's that going to do for us? That's going to increase our faculty buy-in.

And so this data looks at the same two semesters and looks at the faculty based upon our academic schools, so ASB, CA, SSHS, and so forth, represent different academic schools at Ramapo College, for business, contemporary arts, all the way to the sciences, and it shows the percentage of progress surveys completed for each of the schools in spring 2016, which is when we were about in the mid-50-percent range, and then in spring 2017, our most recent completed semester, where we achieved over 60 percent of courses had their academic progress surveys completed. That means faculty who continue to participate at 77 percent overall are now completing the progress surveys for more and more courses, almost every course that they teach. And this past year, in both fall and spring, was the first time we went over 60 percent of progress surveys completed.

Compared to nationwide data on this, we're 20 to 30 percentage points, almost 100 percent, higher than many comparative schools who are using early alert progress surveys. And so we know that by sharing data with faculty of to what the difference flags make, closing the loop, telling them that we're taking action, that we're gaining the support of our faculty because they see that what we're doing to increase student success is effective.

The other piece that we looked at is one of our year one goals, the third goal in year one, was that we wanted to reach out to our most vulnerable, our most at-risk students. One way to look at those is those who are in academic warning after their first semester. This chart shows the last five years at Ramapo. 2013 was before we implemented technology. 2014 was the data point you saw before. And, since then, you can see our rise, not perfectly linear because we're always looking to improve our model, but we've gone significantly in increasing the number of students who we see multiple times by using technology through a feature called a Success Plan within Starfish, to be able to have a way to track and structure for a student the academic support that they need to be successful at Ramapo College.
What difference does it make? One data point that we look at was how was it reducing students who were on academic warning and reducing students who go from academic warning to probation? So, what does this top data point shows on here is students on academic warning. Prior to having our early alert surveys for all students, 11 percent of our first-year students would have a GPA below 2.0 after their first fall semester. That number has dropped to nine percent of students when we look at recent data. We've gone as low as eight percent. We've gone back up to ten percent once, but we've dropped the number of students who even end up on warning. 

For those first-year students, that nine percent who still do end up on warning, we want to make sure they're not moving forward to greater academic difficulty, staying below a 2.0 and moving to academic probation. In 2012, over half of our students who weren't doing well would continue to not do well into their second and third semester. At Ramapo now, that data has dropped below 50 percent. So, we're seeing that by structuring our outreach, we're using data, we're using plans to make a difference in student success.

We also do want to make sure that, in addition to look at quantitative numbers, we capture a qualitative story. So, these are four quotes from four key constituents at Ramapo College, our opportunity program being an EOF advisor; disability or specialized services being our OSS advisor; a student success advisor; and a member of our faculty about how they think technology has helped them. 
One of the challenges we got in implementing technology is we had a lot of people who would say that by implementing technology we were going to be hand-holding students too much and we were going to be taking away their sense of empowerment to improve their own academic success. What's been great is that, in all of our data of students taking their own action; all of our qualitative feedback, we've seen the exact opposite happen. Our advisors, if we look at number one, the EOF advisor said that the process has become more interactive in terms of advisement in the bottom line, it has given the students a better sense of ownership in terms of their own progress. The OSS advisor wrote about how students respond more proactively, just being a population who might need greater hand-holding, taking greater action.

And if we look at the faculty member, the faculty member in the bold part in blue says, "Athletics Department intervened in response to my referral." So, faculty now feel that advisors are responding to the feedback that they're giving us. So, with this data in mind, we're thinking about how is it that we move forward, how do we harness what we've done to move forward into our next steps.

So, one thing we're looking to do is we've moved success plans from being just for students on academic warning to we now have a success plan for every student at Ramapo College that encourages them to see their advisor, to get involved on campus, and to utilize their campus resources. In many of our academic schools, we also have career development pathways, which is, again, a structured way to have a success plan for students to explore majors, develop written materials like résumés, and practice interpersonal skills like doing an elevator speech or an interview. We, of course, continue to reach out to students below a 2.0 GPA.

Our success plans are informed by our predictive model, and that's the perfect segue from when you'll come back to Ramapo College for some of the information our vice president Chris Romano will talk about, how we use a predictive model to prioritize what is in our success plans and our outreach to students at Ramapo. We also use our predictive model to analyze the impact of certain flags. And then we're also moving forward at Ramapo to move from a more static degree-planning tool CAP, which comes with Banner, to we're implementing u.direct and u.achieve, which will be our new degree planner and degree audit. As we're going into next academic year we'll have both live as a way to really help students see the progress towards their overall degree at Ramapo College.
So, as we go forward, we began in year one with let's have small wins, let's take advantage and opportunity of things that we can do to really show that we're making a difference in student success. In our first -- our second, third, and fourth years, we said let's look at the trends. What are the things that we can do that show we're making progress? And then our long-term goals, we're now in our fifth year, we're looking at how are we really moving towards meeting institutional goals, and we've seen that with our persistence rates, our graduation rates, and the way in which we support our most vulnerable students at Ramapo College.

So, that's our story. If there's questions, I look forward to respond to them, the same as Tiffany. Thank you so much for joining us today.

Thank you, Joseph. That was an excellent talk, with lots of great data. Let's go ahead and transition to our next session with Kelly Casperson, who is the Early Alert System Manager at Northeast Wisconsin Technical College. Kelly, we are delighted to have you with us. Welcome and please begin.

Thanks, Veronica. And thanks Tiffany and Joe for sharing your stories. That was so great to hear how you guys are using technology and helping your students succeed. So, I'm happy to be here today as well. Like you heard, my name is Kelly Casperson. I'm the Early Alert Manager at Northeast Wisconsin Technical College, which is a two-year technical college in Green Bay, Wisconsin. And for my portion of today's session, I'd like to take you through some of NWTC's deployment history, discuss ways that we've engaged our faculty and staff throughout the process, and share some of our systemic and business practice changes that we've made along the way. 
At NWTC, we offer over 200 certificates, technical diplomas, and associate degrees. And we serve approximately 15,000 students each semester. We extend over five counties, with three campuses and five regional learning centers, all of which utilize our early alert system, Starfish by Hobsons. I should also note at this point that NWTC does have a centralized advising model, with a staff of 20 professional advisors housed within Student Services. Faculty currently do not have official advising responsibilities with students, but I'll definitely get into some of the changes we've made with that process along our way of using Starfish.

So, as we think about early alert, and for the purposes of today's discussion, I want to focus on three stages of early alert adoption, and those are going to be the deployment that we went through starting back in 2013, the engagement of our faculty and staff, and then the continual refinement we use on our campus. At NWTC, we've really found that these three stages are essential to keep moving forward and making progress on our student success goals. And not only just making our way through this life cycle, but it's also critical to not think of any stage as just one point in the system, but, instead, think of them as a continual process. As you learn new things, new functionality is released, it's really vital that you go back, redeploy those changes, making sure to communicate them clearly and train your staff to reengage, and always remembering to then seek that feedback to continually refine and enhance the system.
So, let's talk a little bit now about our deployment timeline. NWTC took an extremely rapid approach to deployment. We received an iPASS grant from the Bill and Melinda Gates Foundation back in 2013. We were able to use that grant funding to bring Starfish engineers to our campus and also hire a project manager to keep our implementation rolling at a very fast pace. We purchased and started setting up the system in June of 2013, and already had a pilot group of about 40 faculty ready to use it with all of their students in August. So, you can see when we first rolled out that phase one, we started somewhat small with only looking at using early alert, progress surveys, flags, and, at that point, we only integrated with our LMS, which is Blackboard. 

Throughout that semester, we really used that faculty group to keep learning and enhancing the system. We regularly met with that pilot group on a biweekly basis, and also got our academic advising team set up at that point to use the system as well. Then, in January of 2014, we used our non-instructional in-service faculty days to train all the rest of our 290 full-time faculty. It was definitely a crazy week training all of those groups, but we did use that pilot group of faculty as champions, and they were really the trainers for their peers.

We did have a core group of our talent development and professional development team, as well as those of us on our core Starfish team assist with that training, but we do think that it was that pilot group of faculty that really helped our other faculty get engaged and get some buy-in with the product very early on. At that point, in phase two, we included then the Connect feature of Starfish, which includes office hours, appointments, a success network. We also integrated with our people [indiscernible] system at that point, and started using one automated system raised flag, which was a six-flags flag. 

In the spring of 2014 semester, we had all 290 faculty using the system, and, again, as well as all of our 20 professional advisors, collected more data throughout that process. And then throughout the summer of 2014, really completed that initial stage of our deployment by getting all adjunct or part-time faculty onboard. This included hundreds of adjunct faculty. We used the cohort functionality at this point, released referrals for staff and faculty to raise to our student services departments, and also got the rest of our student services departments in the system and trained using referrals as well as the Connect feature.

So, as far as faculty engagement, our story is a little bit unique in this way, and we get a lot of questions about how it seems as though all of our faculty are on board with early alert, and it was somewhat easy for us. And a big piece of that, I think, was that rapid faculty training that we did with our pilot group. That was a huge component to getting faculty to buy in with one another. But we also had several other college and statewide changes that gave our faculty buy-in a little bit of a push.

And you may remember the political scene in Wisconsin back in 2014. Our state eliminated the ability for our unions to collectively bargain at that point, which created a lot of change for our faculty unions throughout the state. And at NWTC that meant that a new faculty contract was developed, which included a faculty progression structure. Within this faculty progression structure, we developed or our college developed ways for faculty to work their way up throughout the college, passing from levels one to four. And at each one of those levels, there was different actions, activities, trainings, certifications that they needed to complete to move from level one all the way through level four.

Now, because of the adoption of Starfish and the commitment we have from our executive leadership team, moving past phase one or level one of our faculty progression structure required faculty to have a demonstrated use of Starfish Early Alert and Connect. So, in order to move past that first faculty level, they needed to demonstrate their use of Starfish. So, that was a huge win for us, knowing that our faculty and our executive leadership team was on board with the use of this early alert system.

At the same time, NWTC also became a Leader College for Achieving the Dream. Leader College is a designation awarded to community colleges that commit to improving student success and closing achievement gaps. Because we're a leader college, we're responsible for showing how data-informed decisions can inform policy and practice to help our students achieve their goals. We also have experienced Achieving the Dream coaches that worked with us and helped us not only systemically change the way we operated, but also implemented key student supports that aligned with our policies and institutional systems. Starfish Early Alert was one of those systems that was deemed a "high-impact practice" by Achieving the Dream. So, because we were a leader college and a high-impact practice with Early Alert, again, that faculty buy-in and the use of the system was just part of the expectation of being employed at NWTC.
A little side note as well, when we talk about faculty engagement, the picture you see on the screen here is our cute Starfish mascot with one of our welding instructors. We purchased and use this mascot costume to assist with student marketing, but it also really helps keep a positive and fun messaging around the Starfish system, kind of just have him bop around campus and greet people with a smile helps keep the positive energy flowing with our early alert system.

Now let's just talk a little bit about our communication strategy outside of faculty. We also had a campus-wide communication plan to inform and engage our entire college community. During our implementation and deployment phases, we sent biweekly "all staff" emails to keep everyone informed about our progress. Like I said, our leadership was very much on board with us keeping everyone in the loop, and our college is very transparent when it comes to communication. So, those biweekly emails were met with many thank you's and gratitude, knowing that they could keep everyone in the loop.

This also helped all of those that weren't directly affected by early alert gain a better understanding about how and why we were using the system. Teams like facilities and HR and talent development, even finance, who don't necessarily log into our Starfish system now could understand why we were doing it and what the system really meant for our students and our overall success. We also have an internal intranet site that staff can access for just information about the system, contact information; how-to documentation, so, if any staff need to know how to do anything; as well as our data dashboards of how many flags and referrals are raised and lowered each week.

Like many of you, our college has definitely a lot of interventions and initiatives going on all at once. So, after our initial deployment of Starfish, we did not want to bombard staff with biweekly emails anymore. So, once we were implemented in 2014, we then transitioned to a monthly project management newsletter that would incorporate all of the projects going around our campus in one newsletter that was sent to all staff. That still continues now where we send a monthly update to all staff about every project that's going on on campus, and it's a great way for staff to just get a brief overview of the improvements and the changes they've made along the way.

You can also see Starfish, again, on this slide, our cute mascot. He was definitely used for our student marketing, and he was present at all of our orientation sessions. And he handed out Kudos bars to students. Since then, we've actually, just this semester, gotten an actual college mascot. We are now the NWTC Eagles. We're not sure how that's going to interact with our Starfish, but I guess we'll see as the semester goes on.

Now to talk a little bit about refinement. So, since we've deployed and trained all of our faculty, what have we done throughout the last four years to keep momentum moving, keep faculty engaged, and refinement is really how we've done that. Starfish provides enhancements and updates, and, as our faculty and staff become more experienced with the software, we're definitely able to introduce new functionality very frequently on our campus, I would say every semester there's something new that we turn on in Starfish or that we use differently within our Starfish system.

Part of our process from the very beginning was to make sure that faculty and staff and students remained actively involved in our day-to-day functionality and maintenance of the system. We have a core team of faculty and staff that meet biweekly to talk about changes, requests, updates, and data within our early alert system. This team was formed at the very start of our deployment in 2013, and has continued to meet every other week for the last four years, providing great insight and suggestions for how the system should be used.

A great example of when this collaboration really helped us was when we used our faculty on that core team, as well as students, to help write our email templates for all of our flags, kudos, to-do items, and referrals that we use within Starfish. It was a really great experience to have faculty and students sitting together around a table writing those templates. Faculty were able to share what the point they wanted to get across in those flags were, and then students were really able to share the reaction that they thought their fellow peers would have when they received that email message in their inbox.
I'm sure, as many of you also do, we also send surveys to staff and students on a yearly basis to get the pulse of how early alert is going. We also use these surveys to inform business process changes that we're considering implementing. One huge example of how we used those surveys was in regards to how students wanted to be interacted with when they received a flag. We asked students on a survey, after our first year of implementation, "When you receive a flag, who do you want to talk to?" And 85 percent of those students said they wanted to talk to their faculty member. We gave them choices of their advisor, other student services case managers, tutors, but, by and large, those students wanted to talk to their instructor.

Faculty also told us in that survey that they wanted to have more control over the flags that they raised. They didn't necessarily feel comfortable when they would raise a flag and an advisor would call a student, talking to them about, you know, "You missed an assignment in your English course" or "You're falling behind in your psychology course." When it had to do with activities happening in the classroom, our faculty really told us that they wanted to own that communication with students.

So, between those two survey responses, we made a huge business process change on our college and on our campus that I think is somewhat unique to early alert. We made the change to have faculty own their flags. What that means is that when faculty raise a flag, their responsible for also clearing that flag. They make comments on them and they clear them, and we track, on a weekly basis, how many flags are raised and lowered by our faculty members. We also made a change at that point to let our faculty see all student data, not just data of the students in their courses. So, then we required all of our faculty to get FRPA trained, and we still continue to do that when new faculty come onboard, and we allow them to see all student data just as though our advisors would.

Another change that we've made is to implement a student intake survey and to start a process called faculty mentoring to help students engage during their first semester at the college. These two initiatives were our way of moving early alert even earlier. We used the student responses to raise referrals prior to the semester even beginning. And then faculty members, during their first semester of coursework, students are required to meet with what we call a faculty mentor. And those faculty mentors use the student intake data to have those discussions with their new students. Again, like I said, faculty don't have advising responsibilities on our campus, but they are now asked to mentor those new students.

The latest change that was made within our system is just this semester, we changed our flags to having five flags down to only having three flags. Because faculty own their flags and they provide all the follow-up communications to students, it seemed a bit redundant to have five different flags that all gave students the same message of "I'm concerned about you in this class, please come and talk to me as your faculty member." So, we reduced those to having just three flags now. So, we have a "no show" flag, a flag when an instructor is concerned about a student's grade, or a flag when a faculty is concerned about a student's participation or attendance in class. So far, they've only been out there four weeks but faculty really seem to enjoy having less options when they get those progress surveys, and students seem to be responding quite well to the changes to our flags.
So, that's all I have for you today, but I am going to share my contact information here, both my phone number and email address. If you have any questions or want to follow up after today's session, I'd be happy to do so. I'm going to hand it back to Veronica.

Great. Thank you so much, Kelly. And I did collect a couple questions for you, so please stick around with us for the Q&A segment at the end. And we're now transitioning to our next session with Phil Needles. Phil is the Vice President for Student Services at Montgomery County Community College. Phil, we're delighted to have you with us. Please begin.
Thank you, Veronica. And thank you to Kelly, Joe, and Tiffany for those great overviews. With the time that we have, I wanted to share one particular portion of our institution's journey, specifically around the utilization of Starfish and the role it's played in different stages to positively help us bring faculty and advisors and success programs together in support of students. Institutionally, we are very similar to the overviews that you've heard previously, and our journey has been very similar in its thematic elements as well. For example, we, too, were fortunate to be part of the iPASS Bill and Melinda Gates Foundation programs, both in the first round as well as we're currently in our final year of the second round. We're also an ATD, Achieving the Dream, Leader Institution. And so a lot of those experiences, the connection to those fellow institutions, and the ability to build upon the great reasons and rationales for why we were seeking to improve our advising experience and our student success outcomes are very similar from Montgomery County Community College as to what you've previously heard.

Our journey particularly with Starfish as one of the many tools we use to enable the advising experience was a very important decision in that whatever one we picked up front -- and I've seen a few questions in terms of why did you pick multiple tools and what are the implications of that, and I hope we get a chance to go through that in the Q&A session. We learned very early on that we had to make the best decision that we could about investing in not only new technology and a new tool but our willingness to stick with that through the life cycle of our advising changes. And, fortunately, we have been able to manage that process positively, to the point where we have -- we are starting to fully realize the greater potential of a platform and a tool like Starfish as one element of a holistic and integrated advising experience.

To talk a little bit specifically about how that journey evolved, in the iPASS 1 grant there were a couple of main objectives, and that was fundamentally from 2012 to 2015. The institution made a decision to switch to program-of-study advising. We have approximately 25 to 27 advisor/counselor resources who had been previously accepting all students and talking them through advising protocols at a high level of a general nature, but we wanted to make sure that we could go deeper with those conversations. So, the first shift was to program-of-study advising.

And we wanted, as an objective in the iPASS 1 outcomes, to switch from transactional and registration-oriented in nature to truly building relationships and having a more case management approach with certainly the advisors and counselors and the Student Success Center, but, equally so, to build relationships from the Student Success Center and the advisors and counselors to and with the academic faculty, as well as the other types of support programs that we had in our Student Success Center, such as the Veteran's Center, the Minority Student Mentoring Initiative program that we have, ACT 101, Upward Bound, things of that type. So, it was certainly about having a greater relationship and having a tool that could allow us to enable that relationship with the advisors and the students, but we wanted to equally connect the other support programs at the college as well as create stronger bridges to and relationships with our academic colleagues.

The two mechanisms we chose to utilize to begin that journey through Starfish were early alerts and midterm reporting. We followed a very similar process that my colleagues have mentioned. We put together a steering committee and made sure it was inclusive of academic faculty and deans and other aspects of the college. We utilized them to gain input, to complete surveys, to talk with peers. And essentially we were trying to, in the first early years, help to spread the word, that communications effort that Kelly spoke about, as to what we were doing, what the benefits were intended to be, and what we were hoping to achieve by way of outcomes.

And we were very successful in getting faculty to understand, particularly through their information and with their help, that two areas could start to pretty quickly, we thought, help with increasing student success, and that would be early alerts. So, we utilized and developed, and have deployed a very similar early alert flag kudo escalation structure, infrastructure that you've seen the three presenters talk about.

We also knew that we had an opportunity around midterm reporting, and this was what -- this was an element that the college was using early on at this time as one of the status indicators relative to being on track for success or potentially having a need for greater interventions and support. We had, at the time, a developed in-house tool that required a lot of input by faculty, manual entry, adjustments, short period of time to do that. We were able to utilize, through their co-design, a survey mechanism, a survey structure in Starfish that allowed them to essentially complete the midterm reporting on an exception basis, and it significantly reduced the entry and data-sharing time needed.

So, that was a way to give a benefit to the academic faculty and our colleagues so that they could instead spend more time communicating with students than that administrative task, that very early and quickly showed them the benefits of a new platform and a new technology, particularly guided by their inclusion and their information in terms of not only helping them but helping to get more information in a timely fashion into the Student Success Center so they could continue the different interventions we were working on.

You'll see from our data that we were at about a 70- to 73-percent midterm reporting by deadline figure, and pretty quickly got well above 90, and the most recent data we have for fall is 98 percent. I think the interesting thing to note here is there are a few instances -- 73, 85 -- where it's on the lower side, although the trend is positive overall. What we realized here was the need for, as Kelly mentioned and others have mentioned, that continuous communication, education, and training. For example, in summer and in the fall where you see those lower numbers in our first runs, we hadn't contemplated that we would possibly be dealing with a different set of faculty doing teaching in those semesters and they had not fully received the same information. So, very important has been noted to include all faculty in the adoption and utilization and the training for these types of tools so that you can get a greater consistency faster in their utilization.

Another feature was basically the notes and appointment data. We do and did use Starfish for the Connect feature, for adding deeper levels of student notes, making sure that the appointments for advisors, tutoring, and other things, and testing were all being embedded. And essentially this was our effort to fully commit to having Starfish be the central repository for all of the information about a student that anybody who might need to help them, to support them, to interact to them, would be able to rely upon to get. We still had other data in Degree Works as well as Colleague, our SIS, but if you needed to know about where a student was overall from a success and an academic standpoint, this allowed us, with these three implementations, to build faculty acceptance for its utilization and, therefore, helped our advisors continue their utilization as well.

In the second wave of iPASS, we wanted to expand our goals to make sure that we had conversations, in a holistic advising perspective, around career plans, educational plans, and the financial plan. We felt like, in the next three years, if we could help students be more successful in seeing the vision and the benefits for having a plan in each of these areas, it would set them up for greater retention and persistent success towards completion. But we -- no matter what, even in adding new technologies and other tools, we continued to try to highlight Starfish as the core, central network for making sure that we captured all information in one place, and we sought to expand the utilization.

So, a couple of things that we did in the second wave, we added attendance reporting, building upon the success we had with midterm reporting and making it so much easier for the faculty with their feedback and their help and their guidance, developed the same type of survey mechanism for attendance reporting. And, as you can see, it went from a situation, 60-, 62-percent three or four years ago to being pretty consistently above 90, and most recently in the 98-percent reporting outcome percentage-wise, and that was the same number for fall.

Because Starfish, we were able to thoughtfully and inclusively manage, use, show success outcomes, and grow the value of Starfish as that central repository, one of the most interesting things we've been able to participate in lately, and Starfish has helped us with this, is we really felt like we were at a point, coming into year five, year six, as we were wrapping up in these grants, how did we do two things, how do we scale the interventions and the platform to reach every student population that we could relative to our design circles and our objectives, and how could we tailor the interventions and the opportunities at the individual student level given all this information we had been collecting.

So, we were fortunate enough to be selected by CCRC and MDRC to do a randomized control trial where we took all of the work we had done generally in our iPASS protocols, as well as with Starfish for the general student population, and we were able to carve out an intervention group of 805 students who would receive very intensive advising, including a second mandatory advising appointment, and other intervention flags and steps to basically do two things, figure out could we use Starfish as a tool, as a technology, to handle the increased volume of interactivity, of information, of feedback, of connectively, and secondly, how could we customize bringing in additional supports from our other Student Success Center programs to be and to create and to deliver essentially a customized solution towards helping that individual student be successful.

We were also able -- we are a Civitas school as well, and you're going to hear in the next session about predictive analytics, we were able to match up some of the predictive analytics information at a high level about our students with the individual data in Starfish through the randomized control trial to start identifying very specific referrals or follow-ups or interventions, be it by advisors or be it by faculty members, to help these 805 students get very tailored and very specific information from that centralized repository of data in Starfish as to what we should be offering them and what we could be doing for them to help increase their chances of retention, persistence, completion, and success.

It was very well-received. We added a special performance alert that was completed by over 75 percent of the faculty participating with these RCT students. And, in summary, we raised an additional 2,300 to-dos that helped to customize the outreach, the follow-up, and the interventions that we recommended for this group. And where we go from here is how do we take the data, the success, the commitment to the core utilization, the Starfish, but how do we scale that to our over 10,500 unduplicated students that we encounter every semester to keep them on the path towards completion and success.
Just a little bit of information about those early alert surveys, the types that were raised and the participation by faculty in doing that. So, I think we are probably close to question-and-answer time. Thank you very much for the opportunity to present our college's journey relative to technology-enabled advising improvements through Starfish and other tools. 
Thanks, Phil. We appreciate your time today. And we are indeed at the question-and-answer part of this segment. So, for the next ten minutes or so, maybe a little bit longer, we're going to go ahead and start presenting questions to the presenters that were in this set. So, participants, if you have additional questions, please go ahead and post them now and I'll be keeping an eye on that. I've collected all the ones you put out before then. So, let me start with our first question. We're going to go back to our first set of presenters at MSU, at Morgan State. First question actually is for Tiffany. Did you initially seek a single solution and then discover the need for EAB, Starfish, and Ellucian? We're interested in how you ended up with kind of a triple approach there.

Sure. I think this will answer -- I'm seeing that I had a lot of questions all clustered around using EAB, SSC, Starfish, and Degree Works in concert, at the same time. So, how did it happen? Well, like my colleagues Joseph, Kelly, and Phil have already said, we're iPASS institutions, we were funded through the Bill and Melinda Gates Foundation. That got us started in 2013. However, we were very -- our focus was very narrow at that time for the early alert system initially. Then we began to use Starfish Connect almost simultaneously for the appointments feature and really using it for our first-year advisors, and then we had a new first-year advisement model. And just kind of organically, as we grew our processes and our delivery of student services, it became clear that we had a need for the auditing and planning tool.

Now, let me say this about all of these tools EAB, Starfish to some extent, Degree Works, they have overlapping capacity and capabilities and functionalities, but my humble opinion is they're not all equal -- made equal across the board. Meaning -- this is my opinion -- EAB is a forerunner when it comes to predictive analytics, but, you know, they purchased grades first and built out an early alert that, in my opinion, is not as user-friendly and robust as Starfish. Starfish has now launched their predictive analytics, having acquired PAR Framework, but, again, I prefer -- not I, but the institution has a preference for EAB over their predictive analytics. And Degree Works has some minimal overlapping features that you can use for the advising part.

So, I think they're all offering -- many of the vendors and solution providers now are offering a one-size-fits-all, kind of one-stop shop. You can do the early alert and the advising and the attendance all in one system. The problem is when you go through the work of adopting a system and the culture change -- you heard Kelly and her mascot, and Joseph and what they had to do to get faculty feedback, and Phil, and you don't want to undo all that you've done with one tool just because a new one comes along and offers the same thing that you're already doing well. So, we didn't, on purpose, want to be working in three systems or tools, but that's just the way we've evolved. And our goal is to keep focused on why we're using the tools we're using and what outcomes we expect to get from each one when it comes to student performance.
And since we're on that question, did you have implementation or even ongoing challenges of integrating the three of them and making them work together well?

Not the challenges you would expect. Our IT, if I could marry them, I would. That's the relationship that we have now with our IT office, which I never thought I'd be saying in public, but we work so well with them to get what we need, to get each system up and running. The challenges have really more so been that every vendor is not as open to co-existing with the other vendors as some are. And I'm going to pose it as a positive, give a kudo to Starfish has always said whatever you need, we'll do; if you want us to export all of the flag data to go into EAB, we'll do it; if you want us to bring Degree Works into Starfish, we'll do it. They've been the most flexible of the vendors, and then I'll just leave it at that. That's where the challenges are. Some vendors have said -- not naming names -- we don't want other data in our system if it's not organic to our system. So, we have that type of challenge but not from within our institution. 
Got it. Got it. And is the workflow defined within Starfish, or is it external or manual?

That's their standard Starfish workflow that I showed to you, but you can customize it and personalize it, as you heard my colleagues say. I think it was at Northeast Wisconsin that they decided that their faculty would both open the flags and close the flags, which is different than the workflow I showed you where, for us at Morgan, where our faculty open the flags but then my professional team, my staff close the flags. So, that's their standard workflow, but you can customize it and do something different if you choose to.

And then tell us a little bit about how students are taught to use Degree Works, if you will.

Sure. I can share a link with you all later. Unfortunately, I'm disabled from doing anything interactive in our presenter site at the moment. But we created videos, as many other institutions have, and I'd be happy to share a link to the Degree Works homepage at our institution that has those tutorials available. 

Okay. And then UTSA had a question about if you could tell us about the individual advisor's appointments, was any of their content and information standardized based on the type of flag? Oops. Did we lose you there, Tiffany?

Oh, I thought it was for another institution. I'm so sorry.

No, no, no, that's okay. Go ahead. We had a lot of questions for you.

That's okay. I thought you said it was for -- could you repeat that? Sorry.

I was just saying that UTSA had a question about wanting to know the individual advisor's appointments and was any of their content or information standardized based on the type of flag that was issued?

Yes. Yes, we did. We went through, and I think, again, my colleagues talked about this, we have a committee of students, faculty, staff across the board, and we determined what types of messaging would be uniform and then what types of messaging would be kind of left up to the raisers of the flag or advisors to document within Starfish. So, most of our flags have a standard template that we use. Only the general concern flag and the behavior flag require individualized, personalized comments when you try to raise those flags.

For the advisor notes, which we're using the system I didn't even really talk about today, how we mandate that all first-year advisors, up until students earn 24 credits with a minimum cumulative GPA of 2.0, they have to use Starfish to document every advising engagement through the appointment system, even if it's by telephone, email, it still needs to be created as an appointment in Starfish. We did have to come up with some type of common language for how people would document those appointments because some people were writing almost like text message shorthand that was not easily interpreted by everyone who looked at that note, versus others who were writing more of a novel of types of notes. So, we tried to come up with a standard format for how advising notes should be taken, and that was determined by our campus-wide iPASS committee, which now provides oversight not just for Starfish but for EAB and Degree Works as well.
Got it. Got it. All right, I'm going to give you a little bit of a break and switch to Ramapo with Joseph. And Joe, we got a question, with regard to the early warning flags, what classifies as a general concern and a punctuality concern, and who sees that data? Secondly, if punctuality is linked to attendance, why is there an attendance criteria in addition to punctuality, and they're just asking from a data perspective they say?

So, we had -- so, punctuality is not a word that we use. We used attendance and we used participation in terms of flags. So, I'm not sure if the punctuality was for another school. And so we had coupled attendance and participation together and decoupled them at different points of times, but what we've done is we've utilized our own data research to be able to gain insight that, for us, attendance flag is really the key one to be able to know how a student's predicted academic performance is going to be. And so we have now separated participation from that. And so we separate those two things but we don't look at the punctuality piece of it related to tardiness, being late for class in any particular way. Was there another part of that, Veronica, that I missed?

No, no, I think that answers the question of how you track that with your data, but I think you responded to that pretty well. 
Okay.

The next question is for Montgomery County, for Phil. And Phil, could you please delineate the different responsibilities of your counselors and advisors briefly?

Yes. Essentially, advisors and/or counselors perform the same engagements with students, both our new students through our iPASS protocol as well as meetings with returning students, guest students, dual-enrollment students, the different student populations that we have. I use the vocabulary "advisors and counselors." Prior to me joining the institution, there was a structural set-up relative to counselors who, at the time, perhaps did more health-related or support-related feedback and services, and the advising portion was more relative to the academic plan of study or the courses to take.

Those two positons essentially came together when I mentioned that program of study advising, holistic advising, integrated advising. So, I still use the vocabulary of both because we have some individual titled advisors and some titled counselors, but they're all in our Student Success Center engaging the same roles and responsibilities and conversations with the various students, new or returning. We do have the benefit, for those with a counseling background, they help with our Student Support Referral team, which can help to support students who may be experiencing some type of crisis relative to getting them connected to resources that could be of help in that way. So, essentially, think of them as the same.

Okay, great. That helps. And another question, too, how did you manage the workload that was created by so many new alerts being generated in the process of adopting Starfish?

I think that's a great question, and probably all of my colleagues would, you know, echo something similar thematically. We were very sensitive, obviously, to what could happen by way of workload change or interaction styles, approaches, requirements. I think fundamentally, what we discovered, though, that it wasn't so much of an increase as a shift. A lot of these conversations and connection points were happening with the Student Success Center, were happening with faculty and advisors, maybe via an independent phone call, maybe via a separate email, maybe stopping to see someone in person relative to wanting to support a student.

So, the Starfish platform, we had both hoped and did come to experience, and this is that technology-enabled piece, you don't want the technology to become the essence of the interaction. Hopefully the technology makes it more meaningful, makes it occur faster, in a more timely way. So, essentially, both what we wanted to have happen and hoped would happen and we worked towards was not seeing it so much as adding to the engagement requirements or the workload requirements but shifting them so that the tool could do pieces that were taking more time previously perhaps, such that more conversation could come on the back end, realized by the technology savings. So, we, fortunately, saw that balance and realized a lot of gains in terms of how things had been previously done. So, it wasn't necessarily being experienced as an increase.

Great. Thanks. And does anybody else want to chime in on that question about managing the workload?

I think at NWTC --

I will say --

Go ahead, Tiffany.

No, you go ahead. No, you go ahead.

Okay. At NWTC, we definitely, in our first several semesters of implementation, did see an increase in workload. We had turned on a system flag for three flags as well as six flags, and I think it just -- and we were having advisors respond to a lot of the different concerns, although we did have somewhat of a business process what would happen for the different types of flags. I think someone had asked that previously as well, did you have a really laid out business process for when an attendance flag was raised versus an "in danger of failing" flag, and we definitely did but we saw a huge increase in workload that first year when our advisors were doing all of that reach out. So, throughout that process, we did decide to turn off the three flags flag and just deal with our six flags flag, and that's also when we had our faculty join kind of the process of flag response and be the ones to contact students about those flags. So, that was one of the reasons we did move forward with that change as well.

And Tiffany, were you trying to chime in there, too?


I was. I was just going to say that it has been an ongoing challenge for us to navigate the volume of flags. We're getting about 25,000 faculty flags per semester that are not automated. And our trick has been trying to work with our Office of Institutional Research to see if there is a predictive value of, for example, an "in danger of failing" flag over an attendance flag. And we're beginning to see that there are several flags that are more predictive in terms of students who need a more hands-on type of intervention versus those that maybe the first email is sufficient, but it's a work in progress.

Right now, we're just doing our best to keep up with the volume of flags. We don't want to discourage faculty from giving us the feedback. One of the things that I've asked Starfish for as an enhancement that would be very helpful is to be able to see when students have responded back to faculty about a flag. So, when a flag is raised by an instructor, the instructor gets any -- when students just reply to that message, it goes to the instructor, and advisors would not know that that has already been addressed. So, it would be helpful if we could capture either the responses or that the response has been given to the faculty member so that we can kind of prioritize students for our interventions who have not responded to those flags.

Great. Great. Thank you for all that insight. Well, we are going to go ahead to transition to our break. And we're going to be on break until 40 minutes past the hour. We're going to start on time -- as on time as we can. We have a great set of sessions coming up for you, so we're going to go quiet until then. And we will see you shortly. Thanks everybody.
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