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Presenter
Presentation Notes
In 2016, Randy Swing and Leah Ewing Ross published their call for a New Vision for Institutional Research. They shared a vision for a changing role for Institutional Research: moving from “one source of the truth” to one in which Institutional Researchers coach a wide array of campus data consumers. In many ways, this vision puts words to the planning and action that the members of this panel have undertaken over the past few years. We’re here today to share stories of success and lessons learned from 3 largely independent programs at 3 Cal State campuses. Each of these programs sought to create and foster communities of informed, collaborative, and active data-users. I’m Roy Stripling, Director of Student Success Dashboard Research Initiatives at the CSU’s Office of the Chancellor. I’ll start off this session by quickly introducing each of our panelist, and by providing just a little context into the climate across the CSU that led to the inception of these programs. Then I’ll let the panelists tell their stories, we’ll reflect on some shared themes and open the mic for questions from the audience. Today’s panelists are:Lizzet Rojas, Student Success Analyst in the College of Liberal Arts at California State University, Long Beach and Co-coordinator  of the Long Beach Data Fellows ProgramJeanne Stronach, Director, Analytic Studies & Institutional Research at San Diego State UniversityKristy Michaud, Director, Office of Student Success Innovations, Professor, Department of Political Science, California State University, Northridge



Learning Outcomes

Participants in this session will identify key components of Data Champions 
Program development, logistics, and outcomes.

Expanding the network...

Presenter
Presentation Notes
By the end of this session, we expect you’ll be able to identify key components for developing a data champions program and managing its logistics. You should also have a sense of what outcomes to expect. Another benefit of this session is the opportunity to build the network of people working in this area.



Systemwide Overview and Context
● Graduation Initiative 2025

○ Administrative Barriers, 
○ Academic preparation and 

related policies
○ Financial Aid policies and 

practices
○ Creating a culture of inquiry

■ Data access
■ Meaning-making capacity
■ Collaborative problem 

solving
■ Data-informed decision 

making

Presenter
Presentation Notes
First, let me speak briefly about the climate and context in which the programs you are about to hear about were created.In the California State University system, over the past 10 years, we’ve undertaken a host of efforts that seek to change traditional practices and break down silos and barriers, so that we may all better serve our students.  Student success and graduation have always been areas of importance to the CSU, but over the past 10 years, we’ve become very intentional about this. Graduation Initiative 2025 is the current formalization of this effort. It was preceded by a smaller pilot effort that focused on increasing 6-year grad rates for the 2009 incoming freshmen cohort. Building on the successes and lessons learned from that effort, Grad Initiative 2025 seeks to raise 4 and 6-year grad rates for both freshmen and transfer students, and eliminate 6-year graduation gaps between historically underserved students and their counterparts. Through these efforts, we’ve come to recognize that there are a myriad of policies and practices that, while existing to serve an intended purpose, can have unintended consequences on our students’ progress.We’ve also come to recognize that to make more than incremental changes we need to change our system and campus cultures. Much as Swing and Ross describe, we need to democratize data access, build capacity in meaning-making with institutional data. We need to empower everyone to participate in data-informed decision making. *Click to change images*At the system office, we began this process with the development of the Student Success Dashboard - a set of data visualizations, analyses, and interactive reports built with the help of our campus and central office IR departments. This tool makes campus, college, department, major, and some course data available to faculty, staff, and administrators across all 23 campuses. This was a critical step in democratizing data access. However, as with any democracy, and informed and educated population is necessary for success. In today’s panel session, you’re going to hear about several campus efforts that are moving us from data access towards a true culture of inquiry and data-informed decision making.



CSULB Faculty & Staff

Data Fellows for Student Success

Lizzet Rojas
Student Success Data Analyst, College of Liberal Arts

California State University, Long Beach

www.csulb.edu/data-fellows

Presenter
Presentation Notes
The Data Fellows Program was founded at CSULB in Fall 2015 to address an academic need for data and from the get-go was led by the Provost Office. These two things were critical to the success of the program and the reason why it is still going strong into its fourth year. From its foundation, the driving force was the academic need to understand how we could improve our graduation rates, reduce attrition, and reduce achievement gaps. This helped us build a stronger foundation that got support from across the campus, including from deans, associate deans, faculty, and staff, and leaders from other units. In addition, because it was spear-headed by the Provost Office, together with associate deans representing colleges with real academic needs, we were able to generate support and mandate participation from all the colleges. The purpose of the program was to foster a culture of ownership of data and solutions that drive change at the university and college levels in order to meet our academic goals. The program has now entered its fourth year, and as you will hear, every year the program has continued to expand and evolve to adapt to the needs of our campus and our efforts to address important institutional questions.

http://www.csulb.edu/data-fellows


Purpose of Data Fellows
• Empower Data Fellows to access institutional data and to 

cultivate a broader understanding and application of available 
data within colleges and units

• Deepen shared understanding of institutional questions
• Foster a culture of ownership of data and solutions
• Positively impact student success across the university
• Facilitate interactions so that teams can leverage skills and 

experiences

Presenter
Presentation Notes
Data Fellows was created to empower a wide array of data users across the university to access institutional student success data and to cultivate a broader understanding and application of this data within their colleges and units. As part of this program, Data Fellows were empowered to use a wide range of data sources available throughout the campus and the CSU Chancellor’s Office to develop a better understanding of key institutional questions– including time to degree, graduation and retention rates, and achievement gaps. By empowering “users of data”, the intent was to foster a culture of ownership of data and solutions to drive change necessary to bring us closer to our academic goals at both the university and college levels. Furthermore, the Data Fellows environment has also allowed teams to leverage skills and experiences not only across participants within their own teams, but across teams as well.------------------------------------------(Additional info if there’s questions): Institutional QuestionsWhat can we do to understand and increase CSULB’s 4-year First-Time Freshmen and 2-year Transfer graduation rates in the context of best practices and policies at the national and state level?What accounts for the persistent opportunity gaps and how can we eliminate those gaps?How can we better understand attrition on the degree progress pathway, especially in Years 1 and 2? Who leaves? When and why?How do we expand our definitions of student success beyond graduation rates?How can we optimize course placement for freshmen in a way that maximizes success?How can we optimize admissions while improving student success?How can we better understand the paths students take after initial entry to CSULB? What are the patterns of major switching and migration in and out of colleges and how do they relate to time to degree?



Data Fellows Participants
Teams
• Year 1: 9 teams

• 7 college teams (made up of 1 faculty, 1 staff or advisor, and 1 associate dean) and 
2 unit teams (Undergraduate Advising and Student Affairs, each with 3 participants)

• Year 4: 14 teams (including teams for each college as well as additional units)

Coordination and Staffing
• Vice Provost for Academic Planning
• 2 Associate Deans
• Associate Director for Student Success Analytics in Institutional Research
• 2 Staff (Student Success Data Analyst & Project Specialist)

Presenter
Presentation Notes
When first introduced, the Data Fellows program started with 9 teams of about 3 members each. This included a team for every college made up of a faculty member, a staff or advisor, and an associate dean, as well as two unit-specific teams for the Undergraduate Center for Undergraduate Advising and Student Affairs. Currently in it’s fourth year, Data Fellows now has 14 teams, including teams from each college, but also including teams from additional units on campus that play a key role in student success. These still include Undergraduate Advising and Student Affairs, but now also include additional teams from other units on campus as well as a new university Survey Team. Participants have varied from year to year, with many members returning, but also the introduction of new members or even new teams. As you will hear, this has created an additional challenge as we try to meet the needs of members that are at a wide range of levels in terms of their understanding of data, and you will hear about how the program has adapted to meet these wide array of needs.If any questions:College teams now range from 3 participants to 7 participants (including more faculty and department chairs)Teams from other units for year 4: Includes Academic Senate, Student Affairs, University Honors, Graduate Studies, Center for International Education, Undergraduate Advising, and a Survey Team



Data Fellows Structure
• Data Fellows bi-monthly meetings in an active learning classroom

• Sessions include data presentations, guided practice, discussion, 
and teamwork time

• Enhanced role for interactions between Institutional Research and 
data consumers

• Reporting in the form of team presentations, symposiums, and 
annual reports on research projects

• Introduction of Champion Data User meetings to create data 
experts 

Presenter
Presentation Notes
The basic structure of Data Fellows was for teams to come together from across the university for bi-monthly meetings throughout the academic year. Meetings are held in an active learning classroom and participants bring their laptops in order to ensure that these meetings allow for participant engagement and create opportunities for active learning through guided practices. Sessions include data presentations on a range of sources, time for guided practice and discussion, and time for teams to discuss their projects and collaborate across teams.It is important to note that in our current year, we have shifted away from an approach of helping everyone become data experts. Instead, we are helping everyone to be able to access and understand the data, but then focusing on a specific Champion Data User of each team to become the data expert or super user of data. So why is there a move away from making everyone a data expert? We’ve learned that not everyone has to be an expert on knowing the ins and outs of all the data available and knowing how to use Tableau and other sources of data to its full potential, and that in fact trying to make everyone a data expert can lead to data overload and less time for teams to focus on other important aspects – such as learning how to ask good questions. By moving towards training Champion Data Users, the goal is to develop a resource for each Data Fellows team to turn to, while also freeing up time of other members to focus on asking good questions, develop research methodologies that fit the questions they are asking, carry out the research and data analysis needed, and then use this to implement data-driven change to improve student success.



Expanding Beyond Data Fellows 
(Years 3-4)

Accessing 
Campus Data

Data Action 
Groups -

Colleges, Units

Data Fellows & 
Champion Data Users

Predictive 
Analytics Team

Predictive Analytics Teams:

Impact of Class Scheduling at CSULB on 4- and 2-
year Graduation Rates 
by Burkhard Englert (COE) and Chung-min Lee 
(CNSM)

Shooting for a Better, Fast, and More Efficient 
System: A Study on Students' Timely Progress to 
Graduation 
by Xuemei (Sherry) Su (CBA), Ming Chen (CBA), 
and Hongyu Chen (CBA)

Rising Tides & Changing Trends: Utilizing Survival 
Analysis and Qualitative Inquiry to Examine 
Challenges to Freshman Timely Degree Progress 
by Avery Olson (CEEE), Erika Baldwin (CEd), and 
Don Haviland (CEd)

Presenter
Presentation Notes
Over the last few years, the program has expanded outward beyond Data Fellows to facilitate the creation of college- or unit-specific data teams that meet outside of Data Fellows meetings, open data workshops for the campus, and predictive analytics teams that use a variety of quantitative and qualitative research designs . This year the program also has an expanded it’s potential impact within Data Fellows by helping teams ask good questions, facilitating interactions across teams, and facilitating project progress by ensuring they have access to any resources they need.



Exploring Available Data Sets
Year 1:
• Chancellor’s Office Dashboard
• Institutional Research Website
• EAB – Data Analytics
• CS Link – Live data reports
• ”Local” data – college data collection

Years 2-4:
• Continuing with above data sets, but also introduced Institutional Research’s 

Dashboards on Tableau Platform
• New “Clean Sheet” design – “Drive the race car!”



“Clean Sheet” Design

Presenter
Presentation Notes
The clean sheet design clearly shows the importance of an open IR that is receptive to sharing data with Data Fellows users. All Data Fellows go through FERPA trainings before getting access to data, but then are able to “see behind the data curtain” so to say. This has allowed each Data Fellows to go deeper into the data to explore their specific issues.



Complicating the Questions: 
One College’s Journey

Year 1 Projects

1. Investigate the various pathways to 
completing the GE Written 
Communication (A1) requirement, 
including the role that programs and 
practices such as the Early Start 
Writing Program play in the process.

2. Create a data toolbox for CLA 
Department Chairs

Year 2 Projects

1. Evaluate the effectiveness of early start 
writing

2. Evaluate the factors contributing to 
retention and time to degree in the 
Economics Department

3. What promotes or impedes graduation for 
Cohort 2013?

Presenter
Presentation Notes
In year one, focused primarily on data exploration, and a more specific project investigating pathways for GE written communication requirements. They also started to evaluate data toolboxes that might be beneficial to department chairs.In year two, the college took on three projects. The first built off the first year’s project, and evaluated the effectiveness of early start writing. In addition, the college started two new projects to look at factors that promoted or impeding graduation for Fall 2013 first-time freshmen cohort. In order to carry out the project, the college obtained data from Institutional Research, obtained IRB approval to carry out the research and eventually publish, then conducted an online survey and focus group.Research Questions:4-year graduation rates by entry college?What factors affect the probability of graduating within 4 years?Which factors predict CSULB GPA?Identifying subgroups using Latent Fact AnalysisIdentifying the class of students with highest and lowest probability of graduating in 4 years.



Complicating the Questions: 
One College’s Journey

Year 3
1. Develop a culture of data among 

department chairs
2. Research Study: Identifying Factors that 

Facilitate and Impede 4-year graduation, 
with emphasis on understanding how 
migration patterns are related to student 
success

3. CLA Internship Analyses (are we serving a 
representative population of our students 
with internships?)

Year 4
1. Evaluate major switching patterns among 

first-time freshmen
2. Creating a culture of data use and an 

infrastructure in which CLA 
department chairs can ask and answer 
data-driven questions specific to their 
programs, students, and curricula. 

Presenter
Presentation Notes
In year three, continued off the research done in the previous spring regarding the Fall 2013 cohort of first-time freshmen. The team carried out regression analyses, path analyses, and latent class analysis. Following these analyses, the team presented their findings to various stakeholders across the campus, published their findings in peer-reviewed journals, conducted additional analyses, and implemented data-informed practices and programming.Manuscript published 2018: Bolkan, S., Pedersen, W. C., Stormes, K. N., & Manke, B. (in press). Predicting four-year graduation: Using social cognitive career theory to model the impact of prescriptive advising, unit load, and students’ self-efficacy. Journal of College Student Retention: Research, Theory & Practice.In addition, in year three, the team also held department chair data workshops to introduce department chairs to the expanding set of data resources available, ways to discuss ways of thinking about data resources for solving problems or understanding our programmatic needs at the department level.In year 4, the team has developed a plan to identify patterns of major switching within and between colleges. In addition, plan to re-evaluate how we can encourage department chairs to approach data. Project 1 Questions (for reference)Can we identify patterns of major switching within and between colleges? When and to where do undeclared students migrate?Are some students more likely to change their majors? What student characteristics predict major switching?Are specific trajectories of major switching related to a greater probability of dropping out or graduating (graduating in 4 years)? Are there "sweet spots" for migrating if a student is to maximize his/her choices and use of completed coursework?Project 2 Questions (for reference)How are GE courses and enrollments distributed by category across the university, across time?How has an individual program contributed to the education of the entire university within these categories?What data tools are available for measuring student success by category offering?How can this information be used to contribute to meaningful assessment and self-studies?



San Diego State University 
Data Champion Program 



Data Champion Program Development
3rd CSU DC Program
● ASIR Website Remodel (2015-16)
● Student Success Exploration and Analytics 

Dashboard Development (2016-17)
● Data Champion Program (2017-18 & 2018-19)

5 Funding Partners
● CSU Chancellor’s Office 
● SDSU: Academic Affairs, Student Affairs, 

Learning Analytics Working Group
● NSF Big Data Grant

$75,000 in funding

Presenter
Presentation Notes
Leveraged the lessons learned from CSU Northridge and Long Beach to jump start our program.  Secured funding from the CO and across campus including the Student Success Working Group and Learning Analytics Working Group. Spirit of cross-divisional collaboration from funding, to program leadership (IR, DUS, Student Affairs, ITS) and among Data Champions teams.  However, while there may be widespread support of the program, there needs to a dedicated staff who is accountable for the details.  The leadership team and coaches meet weekly to discuss the projects and map the content for each workshop.  Ensuring that all details are ready has largely fallen on IR.  



Data Champion Teams

11 Teams | 38 Champions|14 Coaches 
● All Seven Colleges
● Student Affairs
● Library Administration
● Housing Administration & Residential Education
● Graduate and Research Affairs
● Eight (8) Primary Coaches

○ 4 - Institutional Research
○ 2 - Student Affairs Research and Assessment 
○ 1 - Student Information Systems Analyst, ITS

● Seven (7) Subject Area Experts Data 
Coaches

Presenter
Presentation Notes
Secured buy-in for the program through informal outreach with associate deans first and presentation at Academic Deans Council.  Deans affectionately labeled the program as the first ‘funded un-mandate’ since the program is voluntary but participants received an incentive. The key difference in our program from CSUN and Long Beach is the assignment of Data Coaches to each team.  These coaches are staff from ASIR, SARA, ESIT and ITS and receive a participation bonus as well.  This has been a great professional development opportunity for IR staff as they boost their contextual understanding of issues at the college,  department and student level and have a better understanding of how to organize data to best answer questions.  



Data Champion Data Resources

Data Resources
● ASIR Website
● SDSU Student Success (SSEA) Dashboards
● CO Student Success Dashboards
● NEW: Comprehensive Longitudinal Data Set

○ NEW: Self-Service Tableau Dashboard
● NEW: Supplemental Data Sets

Data Governance
● FERPA & Data Security/Privacy Training (CSU Skillport)
● Confidentiality Agreement

Guide to Being a Data Champ. Available at https://asir.sdsu.edu/data-
champions-program/

Presenter
Presentation Notes
The program aimed at promoting data literacy and familiarity of the data resources available and we also developed a comprehensive de-identified cohort data set that we customized as teams collected additional information from surveys, focus groups and additional fields from SIMSR.  We summarized the resources in a handy 1-pager that organizes the resources by the questions they can answer and type of data provided (aggregate, student record level etc.).  We took advantage of some the online training available through CSU Skillport on Data Security/Privacy and FERPA.  

https://asir.sdsu.edu/data-champions-program/


Data Champion Program Outcomes
Actionable Project Examples
Team Research Question Finding(s) Recommendation(s)

College of 
Education

Why are Juniors being delayed in Pre-
Major Status?

Juniors delayed in pre-major status take longer to 
graduate; Large proportion of Juniors delayed in 
Pre-major status identified as New Transfer 
students from two feeder community colleges.

Expand CC outreach, communication, 
and recruitment strategies; Create 
New Transfer Student Student 
Success Coordinator 

College of 
Health and 
Human 
Services

What proportion of Kinesiology majors 
repeat at least one key science course 
and how does course repetition impact 
major change and timely graduation?

26% repeat at least one key course; repeating key 
course associated with lower likelihood of changing 
majors; repeating key course on average resulted in 
one extra term to degree

Implement supplemental instruction 
model in key science courses; target 
at-risk students for participation in SI

Presenter
Presentation Notes
Throughout the program we emphasize the focus on action-research.  The projects ranged in sophistication.  Some teams with research faculty conducted multivariate analysis, focus groups and surveys while others explored existing data resources for clues about their students and how to help them succeed.  College of Education made an interesting discovery about Liberal Studies students in pre-major status at junior level.  Through their exploration of the data they were able to determine an issue in course articulation with one local community college.  Through this effort they have been in communication to identify how to improve curriculum at this CC so that these students are better prepared for success upon transferring to SDSU.  Many groups relied on in-depth exploration and descriptives to identify ways to take action in support of student success.



Data Champion Lessons Learned

Presenter
Presentation Notes
Post-program survey results suggested that we needed to adopt more flexible incentive options (bonus, professional development, course release) and that we pair teams with Data Coaches earlier to get a jump start on projects during the fall.  A poster session will be the most significant deliverable where DCs can showcase their findings and intended actions for leadership.  Finally, similar to CSULB, the focus of the program in the second year is to train one Data Champion to be the data expert on the larger College Student Success Teams.





California State University, Northridge’s Data Champions Program

Program Objectives

● Promote data literacy among faculty
● Build capacity in using data for decision 

making
● Develop faculty leaders in student success 

efforts
● Engage faculty expertise in examining 

program-specific student data



Presenter
Presentation Notes
Sample projects§qualitative study of experiences of students in high failure-rate classes§quantitative predictors of success in high failure-rate classes§curricular barriers to success in major§variability in success of students in CHEM 100 by majorWhich courses in a Department exhibit the largest opportunity gap? What proportion of variance in opportunity gaps can be explained by personal factors (e.g., SES, distance to school, number of dependents)? For students in a particular major, do grades in lower-division bottleneck courses (in other Departments) predict their success in upper-division core courses?



Presenter
Presentation Notes
§Collaboration:§Institutional Research§Undergraduate Studies§Student Success Innovations§§Input / insights from:§Faculty Development§College deans and associate deans§Department chairs§Previous year’s data champions





Suggestions 
for DC 

programs

▪ Faculty…
▪ Need ample support (e.g., sufficient training in data tools, 

feedback about projects, access to any additional 
resources)

▪ Collaboration with others desirable

▪ Projects…

▪ Should align with faculty’s skills & interests 

▪ Should align with college’s questions/goals re: student 
success 

▪ Early communication with administration about project 
objectives and methods is very important

▪ Should be narrow in scope

▪ …but have the potential to lead to additional lines of inquiry

▪ Make it clear faculty are not expected to solve all student 
success & retention issues! 



Additional 
suggestions

▪ Select faculty that will be good ambassadors of the 
program and proponents of the data tools, not just good 
researchers

▪ Bigger picture: Create a climate of inquiry among all 
faculty

▪ A positive DC experience → continued buy-in, more 
meaningful research and greater enthusiasm 

▪ When disseminating findings, avoid “the wall”

▪ Many faculty are interested in data tools and want to use 
them to inform their teaching…but, if the information is 
framed in an accusatory way, they will stop listening

▪ Offer suggestions for enhancing their strengths

▪ Encourage them to challenge their assumptions



Reflection and Shared Themes

- Establishing a culture of inquiry, allowing us to be more critical in our understanding of problems -
it’s not the student, it’s us (moving from deficit approach) - the power of data to move mindsets

- Increasing faculty sense of ownership of the data - it’s not someone from admin telling faculty 
what’s going on, but it’s a personal responsibility, something to help with; staff and faculty as 
decision makers

- Challenges assumptions about why students aren’t doing well - not relying on what we assume to 
be true;

- Iterative process: one set of data leads to more questions, the wish for more data and tools; 
- Revealing gaps as questions keep coming up unanswered; Allows us to develop context for what’s 

going; 
- Building Capacity: Fellows/Champions learn how to focus their questions and topics, creating a 

menu of questions, modeling question-asking, and how to make sense of complex data;

Presenter
Presentation Notes
Thank you, Kristy, and thank you to all of our panelists.Before taking questions from the audience, let me quickly review a few cross-cutting themes that I heard today.There was a conscious focus on building a culture of inquiry on each campus... One that recognizes that faculty, staff, and administrators must work together to create the conditions for student success. One that recognizes that when given access to data and the opportunity to build meaning from that data, that faculty, staff, and administrators can and should have agency to ask questions, challenge assumptions, and pursue answers to questions about which policies, practices, and programs serve our students in all the ways that they should. That the pursuit of answers is iterative. Especially in early rounds of exploration, you’re more likely to discover more questions - hopefully better questions - through your process of inquiry than you are to find the answer you’re ready to implement. You’re also likely to discover the limitations of the data that we already have in hand - creating a demand for more and better data, and deeper and more nuanced studies.  



Thank you!

San Diego State University

● Jeanne Stronach: jstronac@sdsu.edu

California State University, Northridge

● Kristy Michaud: kristy.michaud@csun.edu

California State University, Long Beach

● Lizzet Rojas: lizzet.rojas@csulb.edu

Chancellor’s Office, California State University

● Roy Stripling: rstripling@calstate.edu
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