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Creating an Action Plan for Analytics
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Performance Leaps at State University

FOCUSSING ON STUDENT SUCCESS

Today’s Performance

Data/information/analytics are not optimized.
Difficult to combine data sources to create
illuminating analyses.

Selective predictive modeling performed by IR using
SAS. Identification of ‘risk factors’ using statistical
models. Difficult to combine data sources.

Selective forecasting and extrapolation performed
by IR.

Selective statistical analysis performed by IR, either in
response to an ad hoc request or to make use of a new
data set to explore research questions.

Limited capacity to alert or intervene. Interventions
are after-the-fact and are accomplished using data
extracted from standard or ad hoc reports, which are
run occasionally. Many potential end users do not
know how to access this information or that the
capacity exists.

Limited capacity to drill down to individuals based on
stand-alone/ad hoc reports. Drill down only done by
power users or by a few accomplished end-users. Many
potential end-users do not know that drilling down to
primary data is possible or what can be accomplished
with the information.

Ad hoc queries and reports can be generated by IR
and/or the Registrar’s Office as special requests. Simple
data-only queries can be done within days. More
sophisticated analyses may take weeks to complete.
Not all potential end-users (e.g., Department Chairs)
know of the capacity to run ad hoc queries.

State University uses standard reports run by IR
and/or the Registrar’s Office and made available to
authorized users. However, the focus and substance of
those reports are not particularly responsive to the
needs of users; needs analysis is seldom done. Many
end-users don’t know how to make the best use of the
data in standardized reports such as tying in
performance measures to benchmarking data found
in the Delaware Study.

Performance in the Future

State University will be able to leverage its
data/information/analytics to be able to
optimize student success.

Sophisticated predictive modeling will be a
power-user function. Simple predictive modeling
and forecasting will be available to department/
functional managers/department chairs/deans.

Standard, relatively simple forecasts and
extrapolations will be performed by executive,
staff and faculty end-users, freeing up power
users and functional experts to manage
complex, sophisticated analyses.

Data warehouse capabilities will facilitate
current and longitudinal statistical analysis by
power-users and by department/functional
managers.

Real-time, dynamic viewing and drill down can
be used to feed alerts/interventions.

Using iSS, users can drill down from dynamic
views to examine individual data.

Dynamic viewing of standard reports supported
by personalized dashboards/views will replace
routine, labor intensive ad hoc reporting,
statistical analyses and predictive modeling
requests using near-real-time data.

With implementation of the iSS student module,
many more users at State University will be able
to dynamically view student information and
manipulat time frames, variables, and
dimensions of reports in real-time. Reports for
button pushers. IR will be able to produce a
wider variety of standard reports, more easily
modify reports, and make reports more
understandable and useful. Reports will have
more explicit tie-in to State University KPls and
to other performance measures. Need to improve
visualization.
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Changes in Institutional Research’s Role in the Future
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Role of IR Tomorrow

IR will lead the drive to optimize data, info,
analytics, and visualization, in collaboration
with other executive officers.

IR will conduct more sophisticated predictive
modeling, focusing on Strategic Enrollment
Management.

IR will conduct more sophisticated forecasting
and extrapolation in conjunction with power
users from other units (Enrollment Service,
Business, Academic Units)

IR will be conducting more sophisticated
longitudinal analyses and statistical analyses
using DW.

Alerts will be handled by faculty and staff
using iSS tools. AIRR will not be involved
substantially.

Individual users can use iSS to drill down
to individual students/staff/faculty.

Ad hoc Reports can be largely handled
through dynamic viewing

IR will serve as the coordinator for external
data requests, questionnaires, and surveys
that are received by the University.

IR will serve as overall information
architect and coordinator of standard
reports capability. Reports and dynamic
views will be run by end users.

Change in Effort, Nature of Tasks

The Executive Director, IR should collaborate with
executive officers in articulating the state of
optimization, and how to improve it. The
Executive Director will be spending greater effort
in this area and participate in “raising the
analytics 1Q” of campus leadership.

Invest more effort in predictive modeling for SEM.
IR will invest a greater proportion of its energies
in these areas than today.

Invest more effort in forecasting and
extrapolation than today, including supporting
power users in other functional areas.

IR staff will increase percentage of time in these
analyses, which will expand to deal with
assessment and outcomes data to a greater
degree than today

IR will spend little time on this.

IR will spend little time on this.

IR will be spending less time on ad hoc
reports, freeing time for statistical analysis,
forecasting/modeling, predictive modeling,
and on planning for the optimization of
data, information, and analytic resources.

IR staff will be spending more time in
coordinating external data requests, surveys,
and questionnaires.

IAAR staff will be spending far less time on
conducting and distributing standard
reports, which will be easily available
through iSS. If this capability extends to
include finance, human resources, and
financial aid, this will be true across all
major data domains.
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Expeditionary Initiatives Involving Student Success Analytics

STATE UNIVERSITY

INITIATIVE

1. Implement Technology
Infrastructure

2. Plan Extensibility of ERP,
Other Applications, and
Analytics.

3. Develop Capacity of State
University Faculty, Staff,
and Leaders - “Raise
Analytics 1Q”

4. Set Scope, Role, and
Responsibilities for
Institutional Analytics,

Assessment and Research.
o Describe role for Action
Analytics

5. Embed Analytics-Based
Changes in Decision
Making in All State

University Processes

e Strategic Planning

* Process Reinvention

* Performance Review

* Budget Reallocation

e Strategic Enrollment
Management

6. Consider Next Gen
Applications

7. Evolve Reward and
Incentive Systems

%

Change State University
Culture to a Culture of
Performance
Measurement and
Improvement

iSS = i Strategy Solutions

Year 1

Implement iSS student module. Move to
full operation (SIS Module).

As part of this report, chart impact on
extending iSS modules and including other
data modules. Change sechmatic to reflect
externsions.

Use iSS implementation and operation to
engage faculty, staff, and administrative
leaders. Use excerpts from this plan to
expose them to the strategic impact and
potential of analytics.

Set new role, scope, and name for IR.
Reshape staff and relationship to other
offices. Enhance Data Stewardship/Data
Governance structures and operations.

As iSS is utilized, deploy in support of
institutional processes.

Beef up SEM, involving Admissions/
Registration.

Form a working group to consider Next
Gen applications

Begin to assess impact of incentive and
rewards on use of analytics and
performance data. Calculate how changes
in rewards and incentives could influence
use of analytics.

Use the operationalization of iSS to
demonstrate how analytics can improve
performance.

Years 2-5

Implement additional modules if decision is
made to do so. Expand scope of data that are
reflected in the Data Warehouse (FIN, HR).

Evaluate costs and value propositions for
extending analytics capabilities. When
appropriate, make extensibility decisions.

Use “teachable moments” provided by the use
of iSS to engage users and expose leaders to
the potential of analytics and the strategic
importance of optimizing institutional data,
information, and analytics resources. Use
Davenport/Harris Framework.

e Continue to execute the roles of IR.

e Enhance definition of Action Analytics in
State University context.

e Apply analytics to optimizing student
success.

e Over time, deploy analytics in support of key
institutional processes.

e Use to demonstrate how analytics can
improve the performance of each of these
processes in support of student access,
affordability, and success and other
institutional goals.

® Map seven levels of Student Success
Analytics

Over next five years, consider inflection
points for Next Gen.

Progressively reshape reward and incentive
systems to encourage the use of analytics.

e Over time, work on moving from a culture of
evidence to a culture of measurement and
improvement.

e Change behaviour of leadership, managers,
faculty, and front-line staff.
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Eight Steps to Creating Major Change

STUDENT SUCCESS ANALYTICS AT STATE UNIVERSITY

STAGE

1. Establish a sense of urgency
e Identifying market and competitive realities

* Identifying and discussing crises, potential crises,
and major opportunities

2. Forming a powerful guiding

e Assembling a group with enough power to lead the
change effort

e Encouraging the group to work together as a team

3. Creating a vision
e Creating a vision to help direct the change effort
* Developing the strategies for achieving that vision

4. Communicating the vision

e Using every vehicle possible to communicate the new

vision
e Changing systems or structures that seriously
undermine the vision

e Encouraging risk taking and nontraditional ideas,
activities, and actions

5. Empowering others to act on that vision
e Getting rid of obstacles to change

® Changing systems or structures that seriously
undermine the vision

6. Planning for and creating short-term wins
e Planning for visible performance improvements
e Creating those improvements

® Recognizing and rewarding employees involved in
these improvements

7. Consolidating improvements and producing still
more change

e Using increased credibility to change systems,
structures, and policies that don't fit the vision

e Hiring, developing, and promoting employees who
can implement this vision

® Reinvigorating the process with new projects,
themes, and change agents

8. Institutionalized new approaches
e Articulating the connections between the new
behaviors and institutional success
* Developing the means to ensure leadership
development and succession

iSS = i Strategy Solutions

PERFORMANCE

e Link importance of analytics to student access,
affordability and success — work into institutional
planning process

e Link analytics to dealing with budget shortfalls,
lifting out of recession — work intobudgeting and
resource allocation process

* Need to identify key groups to be change agents for
analytics — more than IR

® Primary Candidates: Deans, Department Chairs and
their administrative assistants

* Also, Data Stewardship/Data Governance group is
needed

® Move beyond iSS implementation, which is a detail-
oriented proposition

e Articulate clear vision for analytics that can be easily
conveyed (use graphics and visuals) — see graphic on
Performance Leaps

e Use communication of new role of IR to communicate
analytics vision

® Focus on students at risk, academic applications of
analytics

e Emphasize use of iSS rather than existing query tools
among reluctant users

e Focus on Deans, Department Chairs, and their
administrative assistants

e Get Change Management professionals involved in
professional development of users and to identify
obstacles to change

¢ Identify areas of ongoing professional development
that will be needed to advance the use of analytics

® Based on ongoing analysis, change systems and
structures that undermine the vision

* As soon as possible, go live with iSS student module
to engage people and demonstrate new capabilities

e Create short-term wins using new capabilities —
dashboarding, push-button reporting, dynamic
access to students showing at-risk behaviors

e When iSS is operational, use it to demonstrate new
levels of productivity and capacity to affect student
access, affordability, and success

® Focus on Deans, Dept Heads, and Admin Assistants
e Describe changed behaviors

® As iSS is used more broadly, identify the new uses of
analytics it is fostering and their connection with
institutional success

e Work with Executive Team using dashboards

Adapted from Kotter (1996)




