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Leveraging Predictive Analytics in Support of Student Success

And we're back. Welcome everyone. Our next session is Leveraging Predictive Analytics in Support of Student Success. We have several presenters in that set. All the sessions are going to take place one after the other, and we'll be collecting questions throughout, and then at the end of the segment, we're going to stop for a Q&A, as we did in the last one. So, go ahead and add your questions as you think of them, and we'll be keeping track of those. 
So, joining us first in this set is Rick Sluder. Rick is vice provost for Student Success at Middle Tennessee State University. Rick, welcome to this event. We're delighted to have you join us. Please begin.

Veronica, thanks so much. It's a pleasure to be a part of the webinar today and to listen to my colleges and hear their stories as I prepare to tell our own here at Middle Tennessee State University. So, the agenda of the day is going to be brief and be focused in some specific areas, and these really include looking at our story, in terms of the context for our work, where we've been, how our model has evolved, and that last point, lessons we continue to learn. Yes, we really continue to learn every day, every step of the way as we go through this work to try to adjust and do our best to serve those students that are most in the whole process. 
First, the institution at MTSU, you know, we're a large institution with 22,000 students. 20,000 of those students are undergraduates, so we're primarily an undergraduate institution, and what I call moderately selective. Our average ACT is 22.5, and we serve students of need. 50% of students are Pell eligible. That's up from 25% just a few years ago. The number percentage continues to increase. 
About 50% of our students are first generation; 40%, as you see there, are from minority backgrounds, and I always say MTSU has a strong campus culture of support. That means a lot of things, but we've got a beautiful campus here. The beauty is really in the place, and mostly in the people, in terms of the work that we do, the support that they've evidenced, the things that have been put in place, and just the differences that have been made for the students that we serve. 
How do we start our work? Well, it comes from a lot different factors, as it does from many institutions. But the drive to 55 is our governor's initiative that, by 2025, 55% of our population in the State of Tennessee will have some college credential. So, that's been in place. It's the impetus for us to do our best. We keep hearing that in the conversations that occur across higher educational institutions in the state. So, it really is something that we set at a big target. It is something that's more than just a statement. It is something that the state's aimed at achieving. Many steps have been put into place to get that to occur. 
Performance-based funding has been in place now in Tennessee at MTSU, so it's no longer just the case that we're going to be receiving our funding based upon a head count. It really is quite a system of metrics put into place that really guides us in terms of making sure that we're doing our best for students. And, you know, one of the reasons that we're engaged in this work is that there has be a long-standing commitment to students at MTSU. And at the same time, before we really dove in, the metrics seemed to be stable. What happened was that, you know, we would improve a little bit, or our retention would increase and then decline and stay steady basically for several years. So, we really have those things as, you know, the backdrop for our work here that has taken place, just really in the past three years is what I would say. 
Now we have the quest for students' success, that's our guiding documents, and it's now being revised, and, at the same time, we look and say how do you operationalize these big initiatives? You know, so at MTSU, that quest for student success was operationalized in four ways. I'm talk more about those as we run through the presentation today, but one of those is through advising enhancements, and I'll talk more about that here in a minute, of course, redesign, which has been principle initiative on our campus to make sure that students are put into course settings that are going to be good learning environments; learner support, which has meant tutoring on our campus and last semester we offered free tutoring for more than 220 courses. We've got supplemental instruction, which is a huge part of our initiative here in the past year, that we continue to develop to serve students and make sure they're eve got the support to get through gateway courses. 
And then lastly -- I'll talk more about this here in a minute -- but a communication plan and a set of performance metrics, key performance metrics that are communicated weekly, that go across our campus, that span the spectrum in terms of the hierarchy. We try to keep people informed about where we've been, where we're at, and where we're headed. 
Technology, as you see there on the slide, is really threaded through all of these initiatives, and it's a principal part of our work, in all the things that we do, and so it's really important that those things are principal components of what we aim to do here at MTSU. Well, how about getting that technology enhance advising right. We doubled out advising staff, and this was in 2014, three years ago, by hiring 47 additional advisors. We now have 78. What that did for us was it allowed us to bring our ratio down. And before we hired those advisors, the ratio in some places was one advisor to 1,200 students, one advisor to 1,500 students, and it varied across the institution. 
The hiring of those advisors, the placement of them in particular locations has allowed us to bring the ratio down to one advisor to 260 students, an incredible difference. It allows us to make sure that we're able to connect with our students, to have a case management approach. I've heard that phrase mentioned in a previous presentation. So, it's that ownership where we're able to get it set at that level so that advisors know who they're serving and who they're responsible for in terms of supporting the work of students. 
We're in a decentralized model here at MTSU. Here's what that means. We've got eight college advising centers. Those advisors are placed out in those centers to serve those colleges and majors in those colleges. Each of those centers has an advising manager and then the advisor manager reports to the dean. Here at MTSU what happens is that we collect or we bring together those advisor managers for regular meetings to coordinate strategy, and that's the work of my office in terms of looking at implementation of analytics or advising practice process, strategy, philosophy, all those things are coordinated centrally. But, really, the reporting line is dotted to my office. The direct line is to the deans of the colleges, and there's some, you know, great things that occur as a result of that. There is some personal level of accountability at that college level. 
We started in our model, we implemented EAB, so we're an Education Advisory Board school with a student success collaborative. We brought that product up and launched it on October 29, 2014, and that product has now been in place for almost three years, and so we started in that model, and it really was the understanding when we launched that platform that we going to be all in. There wasn't an opt out. It was institution-wide. We really put a lot of focus on everybody using that, getting it as a part of workflow, insisting that it become a part of practice and that people get that into their workflow as a habit so that it would be ordinary for them to be using it. 
So, we've had that system in place now for almost three years. We're preparing to launch Degree Works, and that will be a spring 2018 launch. And, of course, from the outset, what we've also emphasized is that utilization here in our case is going to be, you know, something that's expected. 
From the beginning there's been a focus on data here at MTSU, and what that means, as I explained previously, is we've got performance metrics, we'll look at leading indicators when we're in a cycle, and a cycle to me is when we're priority registering students for that next semester. When we're in that cycle, what we do is prepare weekly reports that go to our campus leadership team all across the campus and show what percentage of students have enrolled this year as compared to last year at the same point, and the previous year as well. We won't go back farther than that. We really stick with three years so that everybody's attentive to it. We're paying attention to it, and that, you know, establishing some measure as we move forward seems particularly important to us here at MTSU. 
We encouraged innovation and development among our advisors and advisor managers when we implemented that system, and so it was about use. I mean that's always what it's going to be when you launch a new system, you know, it's about how many people are using it. Is everybody using it or are they using it regularly? And as we mature these systems, what you see is that there is, you know, a great opportunity for each area to look to see how they're best used and employed in their own case. How are they going to serve those students? So, it has been about encouraging that innovation and developments in different areas. And we've seen some amazing things that have taken place in those advising centers as we've gone through the past three years. 
We've used a phased approach in terms of implementing systems here at MTSU, and here's what that means. We've not really -- we have not really -- I shouldn't say we've not really. We've just not taken entire systems and put them into play all at once. So, even in our case of launching EAB, with the most recent product development with SSC campus, what brought that system up and brought up so that everybody is using the first components, and so that was the basic platform. And then we planned for the launch of the second component, which was the scheduling system in that platform. So, that has come up here recently. We've worked out way through each of those launches, individual separate launches, so that we understand how that product works, how people use it, and can best apply it to serve the students that are here at our school. 
The third launch will occur here with the launch of the tutoring module, and so that will happen later this fall in a pilot setting, and then we'll bring it into full force, we expect, in spring of 2018. So, we've used that phased approach to guide us in how we go about our work, and not overwhelm -- trying not to overwhelm people with a launch of multiple systems and even in the same system sometimes, overwhelming amounts of work to be reconfigured. 
And then that last bullet point I would point out is that we have used technology to change culture. We've used data to change culture. We fit put those things in place to work to serve students, and I'll talk more about that here in just a second. 
The lessons that we're learning, I mean, as I mentioned earlier, we're learning all the time here at MTSU, and so it's that ever-present need to focus on the why. I heard one of our previous presenters talk about that issue, and it's easy to get wrapped in the technology process or whatever it might be doing at the moment. And so, when we focus on that why, it changes everything. We'll go back and we say here's a reason why we're focused on getting this right and why we're using this particular product. And so, it got a lot of stories that are built into -- a lot of sub stories that are built into our story. And I think of one here recently, after three years in a conversation with a group, that group said we don't really believe in that predictive model, and so it's going back to core, understanding what we're doing and why, how we're using these tools to serve students and make a difference so that we can improve completion rates. 
What we have seen in this evolution, the lessons that we've learned is a strong evolution of talent in the advisor ranks, only these are astute professionals who have all these skills. All of you have seen this. And part of the task here is in using those advisors in the most capable ways to advance their own work, and then for our institution as well. 
One of the things that they've done is to really completely revolutionize the way we go about training and professional development for advisors, and it's been most instructive to watch them work to identify the things that they know are best for advisors to know to do their work. What types of training do they need? What types of professional development are most useful to advisors? And so, they've got their own model, and I shouldn't say it's just their model, but they developed it, and they're using it in a very, very nice way. 
Lastly, I point out that it's not only advisors who should really be using that platform, and so, now we're bringing on other parts of the university. We brought on other parts of the university. Faculty are in the system. They continue to expand their use and their application. We've got or one-stop center who is preparing to come into the system, military and veterans, we go down through the list. But there's a lot of folks who are using this platform. 
The results, we've got a lot of charts. This is just one. And so, this is what freshman -- full-time/part-time freshman retention rate has been since we've gone about the launch of the quest for student success, and so this chart was updated last night. We're at 76.4% for our one-year -- first year freshmen retention rate. And, of course, we start at 68.2. This green line shows where the quest for student success, you know, was started, and the consistent steady progress that has been made over this course of time, and so that's really, you know, one reflection of what we've done. It's a great start. The work is ever present, and it's only a start. Our work continues, and so here we are going about what we need to do to shape what's going to happen this year and next. 
Great. Thank you, Rick. Remember that we're going to go ahead and collect questions for the end, so please standby. Our next presenter is Christopher Romano. He is vice president for Enrollment Management and Student Affairs at Ramapo College of New Jersey. Christopher, we're delighted to have you join us today. Welcome, and please begin. 
Sure. Well, good afternoon everyone, and thank you for the opportunity to be with you today to talk about a topic that I love, which is predictive modelling. I am thrilled to have the opportunity to present with both Rick and Tim, two people who I follow very closely in terms of what they do on their campuses, and constantly taking nuggets away from those conversations, so happy to be here. 
I am going to start a little differently, and really start, for a second, and talk about the larger conversation of predictive analytics, big data in higher education. You know, so last January, Forbes released an article that was called, "Big Data's Coming of Age in Higher Education." And I think what the theme of that article was, was this need for colleges to become better at utilizing the data that they have. 
And so, I regularly hear people say they we, as an institution, are data rich, information poor. And so, I think, you know, what I'm going to hope to outline for you is not just how we have transitioned to become information better -- I won't call us rich yet -- information better, but also the process by which we did it, because I think sometimes, you know, we are a smaller school, which you'll see in a second. There's a perception that you need to spend hundreds of thousands of dollars in order to do this work, and at Ramapo we've taken a slightly different approach to do it on a much smaller budget, but in a way, that, I think, is as effective or more effective for institution like us. And I'm just trying to move my slide here. There we go. 
So, very quickly, a number of you probably heard from my colleague earlier about Ramapo. We are the youngest state in in New Jersey. We are also the smallest state school in New Jersey. So, we have about 6,000 students, about 5,800 undergraduate students. About 50/50 in terms of split between residential and commuter students, designated as a public liberal arts college, and as you'll will see, you know, some metrics related to our selectivity and where we are in terms of our goals of increasing diversity on our campus. 
And so, you know, what I'm going to say today really hovers on one principle, which is that I always believe that the structure that you have should always follow your strategy, and not vice versa. I think oftentimes in higher ed we try to fit strategies into existing structures and hope they work. Somebody says we need to do predictive analytics so let's try to force predictive analytics into the current situation or structure that we have. 
At Ramapo, we took a little different approach, and so I quick little just always show these two slides, because I think sometimes it's easy for us to forget how our conversations might come across when we talk to other people at our institution. Rick talked about a great point about really needing a culture of student success, and I think it's important to do that, but I think how we talk about student success also helps build that culture, and so, regularly, I will hear my staff say, you know, we over in Enrollment Management Student Affairs know exactly what we need to get done. If only we could get those faculty over in Faculty Academic Affairs to support our initiatives we could make it happen. Or on the flip side, you know, our faculty will hear us say, you know, why are we always being told what to do. We need more data. We need a commitment. We need a committee. And there's always administrators that tell us what we need to do differently to support their initiatives. 
And so, at Ramapo, in order to address the difference between those two, we really adopted what I call the "In-House Consultant Model." I provided a link at the bottom. This is actually a white paper from another enrollment manager named Jay Goff, who talked about this process. But it really outlines kind of a five-step process in which, instead of going to an outside group right away; right, how can you start to build some of the things and strategies that you need internally. And so, for us, we got into this conversation of really developing an analytic strategy for Ramapo to help us be more intentional about student success. 
You know, a little earlier, about an hour ago, my colleague, Joe O'Connell, talked about a five-year transformation that we went through in terms of going from a campus with no mandatory advisement and no centralized advisement, to a model in which students have mandatory advisement four times in their college career. And so, as an institution, we began to mature in that process, from simply not just having an advisement process and not just using a technology like Starfish, but, really, how can we take data and be more intentional about what we do to intervene or to work with students who we know are potentially at risk when they begin with us. 
And so, you know, these two graphics, I think, really began our conversation, which is, given the data that we have on our students, and I think we all, across all of our institutions, regardless of system that you utilize, we all know a tremendous amount of information about who stays and who leaves. And I think oftentimes, we just don't poll it and review it in a holistic way. And so, we began to do that data, and we realized that we really needed to get faculty buy-in into this conversation, because pulling data and having numbers is great, but if you want to talk about interventions and you want to talk about really engaging a campus around making changes, you really need buy-in from the faculty, who are going to play a key role, no matter what intervention strategies you're trying to pursue. 
And so, what we did at Ramapo is we created a faculty position that reports directly to me, as the head of enrollment, who is my faculty fellow for enrollment data and analytics. And so, he is somebody who is a skilled political scientist who does a tremendous amount of econometric modeling for voter demographic turnout to really understand why people vote the way they do, or to predict who is going to vote which way in an election. And so, you know, I think a number of us looking around our campus could find a faculty member who has that skill set, that does modeling or does econometrics, who can really help us in this conversation about really moving from what happened to what we think is going to happen. 
And so, you'll see here, I just quickly outlined, you know, what his role is; right? He is somebody who has already been involved in our enrollment plan. He's a champion of student success. He's a full professor on our campus, and so having him in this role has help today really gain some buy-in for the importance of predictive analytics. 
And so, you know, I'm going to go through these next two slides very quickly, and this, to me, begins with a conversation of what data do we have, and so, quickly, you can see over five years, we just pulled some data about who is retained and who is not retained at Ramapo College between first and second year. And, again, these are data points that I think every institution has and should be looking at on a pretty regular basis, really trying to decide where are our main differences. 
And you can see, you know, some on this page jump out, the difference between our residential retention rate for those students who are from New Jersey, and those are out of state are pretty significant, and also looking at our students that declare a major who are undeclared also had a pretty significant impact, and so we moved from this model. And, you know, I believe Kim is going to talk a little bit about this as well, but we moved from what I call descriptive analytics, saying what happened, which are the two slides I showed you, to moving towards what is called postdiction, to, ultimately, what is called prediction and sort of taking all of the demographic data and saying, since we already know what impacts retention, let's predict what's going to happen. 
And so, as I mentioned earlier, we are a Starfish user on our campus, and so what we've done -- and I've showed you a screenshot -- is we have built into our Starfish system an attribute in which we input a student's predictive risk when they enroll at Ramapo. And so, what does that mean? And so, right now, based on demographic data alone, we look at a student's likelihood of being retained from the minute they start at Ramapo, and each student is assigned a predictive score, a probability of zero to a hundred that they are going to return for their second year at Ramapo College. 
We share these not in terms of numbers, because we know that sometimes faculty and advisors are a little uncomfortable with numbers, and so we, instead, turn them to signals, so we have a green, yellow, and a red signal. And what we've done is to look at data from our Starfish flags to determine, you know, what are some things that are consistent about students that are not returning at Ramapo? 
And so, Joe mentioned earlier, you know, a big one for us is attendance, and so what we began to do is look at our students that fall into a green, yellow, and red category and outline intervention strategies that we want to do for them but also to alert them of intervention strategies we want them to complete during their first semester or first year. And so, I'll walk you through our fall 2016 information, which is, you know, for all of our green students, and these are students that have a probability of being retained at 80% or higher; right? We wanted them to access and explore Starfish, so we wanted them to be comfortable with the technology that they're going to be getting feedback from their faculty and advisors on. We wanted them to attend their October academic advisement appointments. 
And so, in starfish, if you're familiar with Starfish; right, you have the ability to create success plans for students and to-do items in which they can check off. And so, a student who is green, doesn't know they're green, but when they open their to-do items, these two items are on there. All right, for students that were yellow, we added a recommended visit to our Center for Reading and Writing, which, on our campus, is a tutoring center. And so, the reason we did that is because when we looked at flags raised and impact on student retention, we learned that one of the flags that we have is a faculty referral to our tutoring center. And so, we found that students who had a referral to our tutoring center had an increased likelihood of not being retained. And so, what we said is, okay, we want to have this be a step that any student who is yellow, we want them to take. 
And then fourth, we added to our students that were red, the ones that we were most concerned about, not just kind of advisement strategies but exploring a campus resource, and, again, this going back to Tinto's Retention Theory and all of those pieces that talk about the more connected a student is to campus the more likely they are to be retained. And so, when the student goes in, they can access lists of what those campus resources are, what are mentoring are programs available and different ways for them to connect with resources at Ramapo. 
We didn't spend a lot of time tracking in terms of what are they doing and how are they completing those to-do items. And you will see here, you know, interestingly enough for us, we found that our students that were green actually completed their tasks at a lower rate than our students who were yellow or red. And so, we just implemented this part last fall, so we just froze our file or tenth day census date, whatever you call it on your campus, on Friday, and so we're doing the data now to really see if the increase in our yellow students completing their items help to increase our overall retention rate. It looks like we are going to be seeing an increase in terms of our retention as a result of this intervention. 
I gave you the same idea in terms of what we did for green, yellow, and red in the spring semester. Of course, we rerun our data at the end of the fall, because we know that a fall GPA is the best predictor of retention on our campus, and so we rerun the model, adjust scores, and then assign to-do items to students based on their color when they get their scores placed on them after our tenth day for spring semester. 
So, our next step, really, two things that we are focused on now is to really look at analyzing the data on our to-do items, and so is our retention rate improving as a result of these items. And then secondly is really adding behavioral attitudinal questions to inform the conversation, and so I saw that my good friends from northeast Wisconsin presented earlier. We looked at a model they had about an intake survey they utilize, and so now we are building that survey in to our predictive analytics to determine do certain responses from a behavioral perspective -- I'm worried about my finance, I don't have reliable transportation to and from class -- can we merge that data do our descriptive, you know, student demographic data to really help inform those predictive analytic scores? And so that's where we are. 
Again, I think, you know, certainly Rick's last point, which is, you know, technology can help to change culture, and, for us, implementing technology and then utilizing predictive analytics has really helped to transform our culture around student success at Ramapo. 
Thanks Christopher. Really appreciate your time today, and I am collecting questions for you as well, so please stay tuned. We're now going to transition to our next session. And that session is being led by Tim Renick, who is professor and vice provost, as well as vice president for Enrollment Management and Student Services at Georgia State University. Tim, we're delighted that you're with us, welcome, and please begin. 
Thank you. It's great to be here today, and I'm honored to do clean up on this very productive afternoon session, where we've been talking about technology-enhanced advising. I think I was asked to do clean up, in part, because we were an early adopter at Georgia State. We're now five years in to using predictive analytics and technology enhanced advising every day, and so part of what I will do is talk a little less about the mechanics and a lot more about the results. 
But let me start by reminding us all why this work is so important. This is from the "New York Times." It's the percent of Americans who actually hold a Bachelor's degree. It's disaggregated by economic quartile. And if you don't think that substantive change is necessary in post-secondary education, then this chart should convince you otherwise, because what it shows is, over the last 40 years, the gap between the wealthiest and least wealthy Americans, when it comes to college attainment, has not gotten narrower, it's gotten considerably wider. In fact, it's basically doubled, and now it's almost ten times as likely that you'll hold a college degree if you're among the wealthiest Americans than the least wealthy Americans. We need to find new ways to reach students, new ways to intervene, and new ways to level the playing field. 
It's a good introduction to my home campus, Georgia State University. We're a big urban university. We have 33,000 students now on this downtown campus. That's not just a pretty picture of the Atlanta skyline. That white building on the right is our biggest academic building. We're just mixed into the downtown fabric. For much of our history, though, we were known as a commuter school. We were overshadowed by other institutions in Georgia. Georgia Tech is just a couple blocks to our north. Emory is just a few miles away. University of Georgia is the flagship up in Athens. 
Perhaps our greatest claim to fame historically is our geography. Georgia State is actually bisected by a national park service, historic district. The Martin Luther King Historic District runs through campus. The office I work in every day is about three blocks from that red brick building, Ebenezer Baptist Church, where the Reverend King was head pastor. His gravesite, his birthplace, are all walking distance to campus. So, Georgia State is located in this geography that really is infused with historical significance. But, for much of our history, we didn't live up to that legacy. We were segregated well into the 1960s. 
As recently a little over a decade ago, these were out so-called success rates. Our graduation rates across the board were around 30%, and we were a poster child for the achievement gaps. The white students would outperform the students of color every year every semester, the upper- and middle-income students would do the same, relative to the low-income students. You could set your watch too it. 
What makes Georgia State's story I think a little more interesting on the national scale is the fact that when we've tried to make changes over the last decade, we did not necessarily have a lot of external factors working in our favor. For one thing, we were becoming a lot more diverse. 15 years ago, we were over 60% white. Now, as you can see, our student body is 67% non-white. We have no majority population. Our largest single group are African American students, about 39%. Our two fastest growing populations are our Latino and our Asian American students. 
At the same time, we were also going through economic shifts. And, you know, the headline here is that our students became a lot less well economically resourced. We, in the five years surrounding the recession, basically doubled the number of Pell students we enroll at Georgia State, while moving from about 30% to 60% of the Pell population. The average Pell family in America last year came from an annual household income of about $23,000 a year. So, all of these students fall in the lowest band of that first "New York Times" chart we were looking at just a few minutes ago. They're basically the students that higher education has failed. 
And what we realized at Georgia State, as our population was shifting, is that we had to change. That if we continued to do nothing, and we continued to be a place where achievement gaps were gaping, then we were going to fail, not only the families and students who put their trust in us but we were going to fail economically as an institution. 
I should also add, over this time period, we have not gotten more rigorous in our admissions. Our SAT scores have gone down over the last decade by 33 points, and we've lost a lot of state resources. As I'm sure many of the people listening today have experienced at their home campuses, Georgia State lost tens of millions of dollars, in our case, over $40 million over a five-year period, and almost none of that funding has come back since then. 
We could have blamed the state. We could have blamed our student or K through 12 for not preparing students well enough. What we did, about ten years ago, is really take seriously a question of how were we contributing to the fact that so many of our students were underperforming, so many of our students were dropping out. What role does the institution play in these kinds of outcomes? And we began to take a lot closer look at our data, as many of the campuses that you've heard from this afternoon have done. 
One thing we found is that we were overwhelming our students with choices. So, we have, at Georgia State, over 90 undergraduate majors. Every semester on the books, this fall included, we over 3,000 courses. And in our infinite wisdom, even as our student population was changing to become predominantly low income and predominantly first generation, we came up with this plan of bringing students to campus and basically telling them to pick. Pick a major. Pick five of six courses. Hopefully it will all work out in the end. And they would pick, because that's what we told them to do, but they picked in an uninformed fashion. 
We ran our data about six years ago, and found the average Georgia State graduate was going through 2.6 majors before they graduated. Low-income students can't afford to go through 2.6 majors. Every time they switch majors, they are creating added credit hours, added time to degree, and added debt load. And for a subset of them, we knew they were dropping out. So, whose false was that? Was the students' fault who were coming to us with little knowledge of even five or six of the 90 majors we offer, or was it our fault? What we began to do is change our own processes. 
And so, I think part of what you need to think about when you think about advising is setting up the structures that allow advising to have impact upon the students. One thing we began to do is admitting all of our new freshmen into learning communities, groups of 25 students who take all of their first semester classes together, that way they build up study partnerships and friendships and begin to build bonds. 
But we began organizing all these learning communities around meta-majors, these large buckets like Business, STEM, Education, where we could identify students of interest, put them in groups with 24 other students who have the same interest, and then push programming at them all through the first year. The Business School will hold open houses in the departments. They'll run alumni panels and lecture series and so forth, so that by the end of the first year, the students actually begin to have some notion of what is the difference between these academic fields. 
Then we leveraged technology. We have this portal now that explains to students for whatever they are interested in, whatever career, whatever major, what the actual job outcomes look like for the Metro Atlanta area; how many job postings are listed this morning; what's the starting salary if you have a Bachelor's degree, if you have an associate's degree. And like Amazon or Netflix, that's been spinoff of other options, so if you like this book or movie, you might like these other things, the platform suggests to students other cognate fields that they might not be aware of. You know, everybody's aware of nursing. 
Do you know that in Atlanta, right now, there are as many positions open now in radiologic technology? I didn't know. And the starting salaries are basically comparable to the starting salaries for nurses. So, we're trying to provide students with the information so that the advising impact can be enhanced and maximized. 
And just from these changes, beginning to onboard students and learning communities that are ranged around meta-majors, and by giving them this kind of job information, as on the portal we were just looking at, we've seen a huge and very rapid turnaround. We've had a 33 -- a 32% drop in the number of students changing majors at Georgia State in their sophomore, junior, and senior years ever since we launched this particular initiative back in 2013/14. 
Another issue, and one that some of you have heard about, we were the original murky middle for those of you who have worked with EAB. So, we started working with EAB initially in 2010, about two years before they first launched the campus, or SSC, as it's sometimes known. And we came to them because we had run a data project. We wanted to do an analysis of what impact our advisors were having. And what we found is that almost a hundred percent of our advising resources were going to students whose material outcomes were not being changed by the advice of the advisors. It was not so much a criticism of the advisors. It was, again, a criticism of the institution, how we had arranged and organized things. We were understaffed with advisors, we were allowing, predominantly, students to self-identify for advising. 
And when we did this campus-wide analysis of who was actually meeting with advisors, we found that they tended to fall in two categories. The really conscientious A honor students were making their way to advisors. They were making appointments. They were sitting down and talking about their plans. But the reality is that most of these students would have graduated without the advice of the advisors. They were just wanting the confirmation that they were on the right path. 
The other students who were actually seeing our advisors about six, seven years ago were the students who, to put it bluntly, were too far gone. We were too late. Their GPAs were 1.0, 1.5. They had multiple Ds and Fs on their record, and they're reaching out, out of desperation. And the sad reality, when we looked at our data, found that most of these students we were not able to turn around, even with the help of advisors. And so back in 2011, we asked a fundamental question. What would an advising system look like at Georgia State that targeted the students in the middle, the B and C students, who, if we converted from college dropouts to college graduates, might actually improve our graduation rates, and who we might convert by contacting, intervening, and approaching at just the right times? 
The problem is we didn't know what those times were. When do we need to reach out to these students who, for the most part, sail under the radar screen and don't call attention to themselves, even when they're struggling? And that's when we contracted with EAB. We were one of the first three schools to launch with the Student Success Collaborative. Our project looked at 2.5 million Georgia State grades, 140,000 student records. 
The point of the project was very simple, the data phase of the project was to try to identify, in the historical record, student behaviors that correlated to them dropping or flunking out of the university. We thought we'd find a couple dozen. We actually found 800. And what we've been doing for the five years since then is been tracking every student every day for all of these alerts. We're tracking their maps now. So, we have these plans that students should be following to graduate on time. We'd never been following registration records to see if they're following it. Now we are. So that last year alone, we had about 2,000 instances where students, during the registration period, were identified as signing up for classes that didn't apply to their degree programs. We made the corrections. The students are in the right class before the first day of class. 
We're using predictive analytics like this. The first grade a student gets in their major is highly predictive of their chances of graduating on time. Now we're identifying these risk factors at the first sign rather than waiting for the student to go on and take upper-level coursework and collect Ds and Fs. We've had thousands of these interventions. In fact, we've had, over the last five years, the recognition that a lot of what we need to do is just deliver common sense to our students at scale. If a student is dropping or withdrawing from a course in the middle of a semester, intervene then. They paid for the course. They're registered for it. There must be something going on. See if you can identify the problems at the first sign. 
The trick is to do this at scale. Over the last 12 months alone, we've 52,000 one-on-one in-person meetings between our staff and students based on alerts coming out of the system. We have seen profound changes in student outcomes since then. We launched in 2012, summer of 2012. We almost immediately, as early as the fall, saw increases in the semester-to-semester retention rates. Our progression rates, the percent of students who are not only retained but accumulating 30 credit hours in a 12-month period have gone up 16 points over the five years since we've launched this platform. 
The average time to degree has gone down by more than half a semester a student, which translates into saving the students about $15 million a year in tuition and fees. And perhaps most surprisingly, because some faculty thought that this would be a system for moving students to the easiest majors, using analytics to advise students, we've seen great increases in the number of STEM majors graduating from Georgia State. So, these have been profound impacts. 
There have been financial gains as well, because as the retention rates have gone up, we've accumulated more revenues for the universe. This has led to collaborative projects. We're part of a five-year study with the University Innovation Alliance to track predictive analytics in an advising platform for low-income and first-generation students across all 11 universities. 
And in conclusion, I'll just mention a couple of the five-year outcomes of this approach. We're up 67% in undergraduate degrees conferred over this time period. That's fantastic. But even better, we're up even by greater amounts for all the at-risk populations that struggled the most before we launched these platforms. Our graduation rates that used to hover around 30%, they haven't gone up incrementally, they've gone up exponentially. We've more than doubled our graduation rate for black students. We've almost tripled it for Latino students. We have tripled for our black male students. And this institution, in the shadow of the Martin Luther King District that you used to be underperforming, segregated and letting down its students of color, is now graduating more African Americans with Bachelor's degrees than any other college on university in the United States. 
So, thanks for your attention. I'm very happy to answer some questions. 
Thank you, Tim. That was fantastic. Really enjoyed all that data and just listening to your story, so thank you so much for your time. So, everyone, we are going to transition to our Q&A segment, and I've got several questions that I've been saving for the team. So, let's actually -- Tim, since you were the last one, and I've got some of the stuff fresh in my mind still, let me pose a couple of questions to you. 
At the beginning of your talk you mentioned about -- actually, I'm sorry, this question is for Christopher. Christopher, you mentioned, at the beginning of the talk, that you had about a $40 million decline in funding, and I'm just curious how much of that you made up with this initiative that you've got? 
Sure. I actually think that was Tim. We are a state school, so we also had a pretty significant decline in state funding. But I think Tim is probably the better person to answer that specific question. 
Okay. Tim, go ahead. 
Yeah, I can answer quickly by saying that we did lose $40 million in a five-year period. Every year during that five-year sequence, our overall revenues increased. They increased for several factors. We were increasing research dollars at the same time. But, by any estimate, the biggest gains were due to the fact that we were holding onto, first, hundreds, and then thousands of additional students. 
As you saw in one slide that I shared, every 1% we increase our retention rate at Georgia State, it's worth about $3 million a year in continuing revenues, and as you saw from some of those late charts in my presentation, we didn't increase our rates by 1%. They've gone up by quite dramatic amounts. Not entirely due to advising. We've done other things as well. 
We had Boston consulting Group here for a several-month period, to do an ROI study, and they came to the conclusion that these kinds of interventions have more than paid for themselves at Georgia State. 
Great. And this next question from UTSA is actually for either of you, Tim or Rick. And the question is about whether or not EAB or SSC have a self-inventory for students to complete, which predicts how engaged they will be in and out of the classroom. 
Hey, Rick, do you want to take that one?

Oh, yeah. Sure. So, there is not an inventory in that platform that surveys students to collect information on those types of measures. Some of our other presenters earlier today described some measures that they're using to do that. 
Okay. And this question, I think, was for Ramapo. Do you now, or do you have plans to share some of those students' risk scores? I know you said you were converting them to kind of the colors of the yellow, red, and green. But have you thought about sharing those scores, and also progress that they're making on that in any way, either through the advising process or some other way in order to help them kind of understand what the data says about them and how they might manage that? 
Sure. That's a great question. It's actually something that we are internally debating now. There is some concern, there is some data that will tell you that, you know, telling somebody they're at risk can lead to self-fulfilling prophesies, and so that, you know, if they know they're at risk, they might start to over doubt themselves. And so, we're having some intern fall debates about what we do with that data in terms of what we know our students want to hear and how we can communicate that to them. So, it's a conversation. I don't know exactly where we're going to end up on that conversation. But it's something we are definitely considering now, especially given that we're heading into year two with the same model in place. 
Okay. And, Richard, we had a question come in from San Diego State at the beginning of your talk, about how you went about securing funding and approval to hire those additional, I think you said 47, advisors to support the initiative? 
So, I love that question. We get it a lot. And so that was all internal reallocate. There was no new money that put into the institution to accomplish that. It was a decision made by the president. It was very strategic, and it was, you know, not uncontroversial when it was made to invest that money; $4 million to put those advisors in place. And since then, it really ties into what Tim and others have discussed. Faculty senate has asked us to come over to show what the return on investment has been. Of course, it's easy to do. It really is quite simple to take a look at what gains have been made in retention rates and what the net revenue estimates are for those gains. And so, every time that we appear before them, or anybody, and just show them what the gains are versus the expense, it is an investment and it's not hard to convince other folks. Okay. 
How about the rest of you, have you gone through similar processes to support the initiatives with additional staff that may have been needed? 
Yeah, this is Tim. Absolutely so. In fact, we spent a lot of time working with Rick and his team at Middle Tennessee, and had used a model very similar to what they deployed at Middle Tennessee, where, in a short period, about a six-month period, we hired 42 additional advisors. As Rick says, this was something that was not uncontroversial on campus initially. We did it at a time that was at the depths of the recession. We were going through some of those massive budget cuts, and the faculty and staff were in the middle of a four-year period where with the State of Georgia imposed an absolute freeze on salaries, so no salary raises for any faculty or staff member. So, you would think that would not be the ideal environment to go in and suggest that we want to hire 42 new advisors over a six-month period. 
But, actually, it was, in retrospect, not only the right thing to do but something that really brought a lot of confidence to the ability of some of these areas, like advising, to help the fiscal health of the university, because we were able to show, as I indicated on some of the slides, as quickly as six months after those advisors hit the ground, along with the EAB platform, that we were seeing significant gains, three- and four-point gains in retention numbers, and that in and of itself would translate to about $10- to $11 million a year in gains. All told, what we ended up spending that first year on our advising initiative was in the range of about $2.5 million. Painful, but if you can generate the $10 million of revenue six months out, then it obviously more than pays for itself. 
Sure. Sure. Go ahead. 
I was just going to chime in. This is Chris. I was just going to chime in. From a smaller-school perspective, you know, we obviously haven't added 42 new advisors. But I think the point that Tim just made is essential, which is, you know, as long as you can -- from my perspective, as long as you can demonstrate the return on the investment. You know, we've been able to add one staff member as a result of implementing these initiatives, and so we were able to show that a 1% increase in retention rate over two years would cover the cost of that entire employee. So, I think it's all about the modeling and being able to demonstrate the investment and how quickly you can show a return on that investment. 
Okay. This next question is from UTSA, and I guess all three of you can answer. Maybe, Rick, if we could start with you, if it pertains to you. What student success initiatives are in place for readmitted or dismissed students, and do you have data that may, you know, speak to the success that they may have experienced upon returning? 
Yeah, so it's really a very important area. As we know, once a student is gone, the likelihood that they're going to come back gets smaller and smaller. And so, just recently, we had a massive initiative to call 2,600 students who left the institution without completing their degree and had accumulated more than 60 hours. And so, it was amazing going through that process and hearing the stories and then bringing back 140 students just out of that initiative in this past semester to, you know, re onboard them to the institution, to situate them in a changed advising environment, to have degree plans that would provide them with a map and then somebody to work with them closely in the event there would be things that would interfere with their ability to complete. 
Many of these are adult students. They have special needs. There's a special set of, you know, conditions that they bring into the educational environment. Having somebody to work with them and to do planning recovery, continuation, and the things that are necessary to accommodate those special needs is what's really critical. 
And this is Tim. I'll add that many of these students, one of the primary barriers keeping them from reenrolling is financial. And so, having financial counselors, but also having a pool of money -- and for Georgia State, it has to be foundation money, since we can't use state dollars for these purposes -- that can make their accounts cold, remove some of the holds that they may have for financial reasons. In some cases, even counsel them in ways that can get them out of collections, because some of them have defaulted on loans and so forth. That's all part of the process. 
But that also underlines something else I'll say is critical here, and we put a lot of energy in at Georgia State, which is preventing a student from stopping out, even for that first semester. That it's much less costly to do that than it is to try to get students back enrolled who then fall into collections or have these other layers of problems that you're trying to resolve. And some people may know that Georgia State has one of the largest micro grant programs in the country. We've given 8,000 micro grants over the last four years, that's almost entirely targeted at just this issue, of preventing mostly seniors who are running out of eligibility for their scholarships, their Pell, their loans from setting foot outside the university for even that single semester. 
I've never talked to a single senior who told me, as they were stopping out, that they're give up on their dream of getting a college degree. But the dynamics are so much against them, where they're, in the eyes of the employment world, a college dropout who, for most of our students are low income students of color, and the idea that they're going to find jobs that are both going to pay enough for them to live and to save up cash to get reenrolled at some point in the future makes that a very heavy lift. We found that with, on average, a $900 grant to our students, we can prevent many of those students from dropping out in the first place and keep them enrolled and our advisors are kind of the bellwether for that program. They help us identify the students who are at risk of stepping out, stopping out for financial reasons so that we can get them these kinds of micro grants. 
And I would just add -- this is Chris. I would just add that I think, again, to a point that Rick made earlier in his presentation about technology transforming culture, he talked about caseload management, even being able to utilize technology and those sorts of things in order to document conversations and degree plans is a tremendous advantage, for those students in particular, because we had processes where you would have to meet with three or four individual people before returning, and what would happen would be, a student would say, oh, my financial aid counselor told me X, and then made me speak with an advisor, and we would have to call the financial aid counselor. And so, being able to have all that data in the fingerprints of an advisor meeting with student, understanding what they need to take, utilizing technology to drive completion, and allowing a student to have a holistic view of their path to completion, I think, is so important for that at-risk population. 
Great. Thank you. Any last-minute closing comments as we wrap up this segment? Oh, and we got a question, too, while you're thinking about that, from Sheri Smith, about whether advisors have access to financial data. And, Christopher, I think that might be for you. 
Sure. I mean, I'll start, and then I think Tim can probably chime in with what they're doing at Georgia State. For us, they don't have access to all financial aid data. They have access to key alerts for financial aid. So, when a student drops below full-time eligibility, when a student has missed a payment deadline, when a student has not refiled their FAFSA form. So, there are key triggers that alert an academic advisor, so once a student comes in to meet about classes, they're also having conversations about indicators of persistence, not all their details about EFC and those sorts of things. 
Yeah. And at Georgia State, we've made that move, so that on every advising portal, every time an advisor calls up a student, they can now see basic financial aid advice about the students. We've work withed the EAB. That will be coming to an EAB screen in your neighborhood soon. What we found is it was just ridiculous that we had advisors trying to give students concrete advice about things like should I withdraw from this course, should I add a double major, should I change any major. But that advice hinged upon how much eligibility, how much aid the student had, whether they were at risk of falling out of compliance with SAP, with satisfactory academic progress and so forth. 
So, while, five or six years ago, the advisors at Georgia State said they never wanted to be connected with financial information because they weren't qualified, or because this would somehow be a FERPA violation and so forth, what we've done in changing the culture is having the advising staff realize they need to treat the students holistically, and part of that academic advice has to be a diagnosis of the student's financial situation. 
Great. Thank you. Well, we are actually out of time, so thanks to all of you. We're now going to go ahead and head over into our 15-minute break. And captioning is going to stop during this period while we get up to our next session. 
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