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Retention Task Force Report 

March 15, 2016 

Submitted by Peter Kanelos, Chair 

 

This report will recommend various ways for Valparaiso University to improve and coordinate 

its retention efforts.  As per the charge of Provost Biermann to increase our retention rate from 

82% to 87%, the Retention Task Force (RTF) has evaluated our current practices and policies 

regarding retention, with emphasis placed on retention from freshman to sophomore year, and 

has researched best practices across higher education.  As a result, the RTF recommends a 

collaborative and structured approach to the issue of retention, leveraging resources already in 

place, while adding new elements as appropriate.  The core of our new retention strategy will 

focus on four interlocking committees, each tasked with a particular component of retention, as 

well as the appointment of an Executive Director of Student Success (EDSS), who will 

spearhead our retention efforts.  Additionally, this report will recommend certain targeted 

initiatives (some already approved by the Provost, others for his consideration) and will also 

address the issue of technology and software in relation to retention and student success.  See 

Appendix 0 for a summary of costs associated with committee recommendations.  

 

Our Retention Picture 

Data comparisons with peer institutions (see Appendix 1) indicate both strengths and weaknesses 

in our retention efforts.  While our retention rate has fallen to the bottom quarter among our 

peers, this alone does not mean our retention efforts are entirely unsuccessful.   

Our data indicates that we retain students with high academic achievement at a rate consistent 

with our peers.  However, our peers with retention rates at or above 90% typically have an 

overall profile of students with significantly higher academic achievements.   There is at least 

one peer institution with an academic profile similar to ours, Providence College, which has a 

retention rate of 91% (though 98% of its freshmen live on campus).  However, Providence 

College’s rate, along with a historically higher rate of retention than 82% at Valparaiso 

University, gives reason to believe that it is not altogether impossible to raise our retention rate 

with our current academic profile. 

 

Responses to Our Picture 

One important factor relating to retention is the decision of an institution regarding the college 

preparedness of those students who are admitted.  There are, of course, many factors to take into 

account regarding admissions, but if we are going to take the issue of retention seriously, 

discussions about admission should always include considerations of retention—how 
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academically, socially, and emotionally prepared the students are so that an institution can 

anticipate what types of academic, social, emotional, and financial support admitted students 

need while enrolled. 

Another important factor relating to retention is that communication is essential for retention.  

Faculty, staff, and administrators must be knowledgeable about student demographics and 

expectations placed on the faculty as a result of those demographics.   

In light of our decision to maintain the current academic profile of our students and increase in 

size, our retention efforts must provide avenues for academic and social support that are more 

effective at retaining a body of students with our current profile.  The rest of our report will focus 

on this strategy. 

Organizational Structure 

The first step in implementing this strategy is to make sure our organizational structure will 

appropriately facilitate the necessary communication and coordination across the campus.  To 

that end, the committee proposes a structure comprised of the following elements, each of which 

have clear, distinct, and complementary tasks. 

The four committees we recommend establishing are (see Appendix 5 for group make up and 

structure): COMPASS, CODASC, COFYE, & RAB. 

 

COMPASS - Committee on Motivation, Persistence, and Student Success.  

This committee receives information about students in crisis from various constituencies on 

campus.  COMPASS meets regularly and frequently to discuss each at-risk student as an 

individual case and to coordinate an action plan to address the student’s issues.  Faculty and staff 

who have concerns about an individual student (academic, social, medical, etc.) will have a clear 

point of contact for referral.  (COMPASS is already up and running, with the authorization of the 

Provost). 

 

CODASC - Council of Directors of Academic Support Centers  

CODASC manages the academic support needed to support students by coordinating the efforts 

of our academic support centers on campus.  It will also review and evaluate the efficacy of our 

academic support efforts and communicate trends, staffing needs, and measures of effectiveness 

to the Executive Director of Student Success and the Retention Advisory Board. The council 

receives pertinent demographic information about incoming students from the EDSS, the 

Committee on First-Year Experience, and elsewhere, and receives information regarding 

students needing help from faculty/students/staff.  (CODASC is already up and running, with the 

authorization of the Provost). 
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COFYE – Committee on First-Year Experience 

The committee receives pertinent demographic information and develops and implements 

programming for the first year in light of demographic and cultural changes.  COFYE will also 

develop a long-term first-year strategy to ensure that best practices are in place at VU. See 

Appendix 4 for further details. (COFYE is already up and running, with the authorization of the 

Provost). 

 

RAB -- Retention Advisory Board 

The function of the Retention Advisory Board is to oversee our retention efforts and to develop 

long-term university strategies and attendant policies to reach our retention goals. The board 

receives information from each of the committees from the EDSS, who sits on each of the above 

committees.  The board is key to the success of retention efforts.  It disseminates specific 

demographic information about students to each of the College Deans, who can in turn 

disseminate it to college personnel.  Detailed information about the size, academic preparation of 

each quintile of admitted students (rather than an overall average) including facility with English 

as a first or second language, quantitative, and writing competence are critical for faculty to 

receive prior to the start of each semester.  The RAB is also the place that deans can bring data 

percolating up from faculty, advisors, and staff to the attention of others.  The RAB, serving as 

the oversight body for retention, will report regularly to the Provost’s Council and the 

President’s Council. 

In addition to the four committees above, the RTF is recommending the appointment of an 

Executive Director for Student Success:   

 

Executive Director for Student Success  

In order for a university-wide initiative to succeed, it is critical that it has a primary advocate or 

“champion,” as per the Strategic Planning Committee Retreat of 2015.   Valparaiso University is 

already working in good faith on the issue of retention in many different quarters; yet a lack of 

coordination and collaboration has hampered our efforts.  The RTF recommends, therefore, the 

creation of a new position, Executive Director of Students Success (EDSS), who will develop, 

coordinate, facilitate and evaluate the retention efforts of Valparaiso University (see Appendix 

2).  In fact, this position is the keystone of the organizational structure that the RTF has 

developed to improve our rate of retention; therefore we view this position as an essential 

element in meeting our identified retention targets.  Moreover, we believe that the EDSS will not 

only advance our retention goals, but will also be in a position to take the lead on broader issues 

of persistence and completion.  Thus, looking ahead to further opportunities to fulfill our mission 

as a university, the EDSS will play an evolving role in our overall goals for student success; it is 

for this reason that we suggest that the title for this position be Executive Director of Student 

Success, rather than Executive Director of “Retention,” which would imply a narrowly limited 
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scope of responsibility, when in reality issues of retention, persistence and completion are 

inevitably overlapping and interrelated.   

Reporting to the Provost, the EDSS will serve on all four of the core retention committees: the 

Retention Advisory Board (RAB), COMPASS (the Committee for Persistence and Student 

Success), CODASC (Council of Directors of Academic Support Centers) and COFYE 

(Committee on the First-Year Experience).  The EDSS will also work with our IT experts in 

support of student retention.  

 

Faculty, Students, and Staff  

In addition to the formal retention structure, it is vital that we engage faculty students and staff in 

our retention efforts. They need to be aware of their part in retention efforts—from the positive 

effect they can have on student experiences as part of their daily work, to their role in alerting 

other parties when a student needs extra intervention.  Ease of communication is critical for the 

success of their efforts.  One of the key constituencies in this process will be those charged with 

advising students, both professional advisors and faculty and staff who serve in this role.  The 

RTF is planning to lead a session on retention at the Spring 2016 Faculty Workshop to facilitate 

this process; such efforts should be on-going, led by the EDSS and the retention committees. 
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The following graphic shows the interconnecting relationships among the various relevant 

groups at VU.  
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Targeted Retention Initiatives 

Initiatives approved by the Provost in December 2015 

In addition to the formal retention structure proposed above, the RTF has further 

recommendations for targeted retention initiatives: 

1. Increase professional advisor effectiveness (A&S Asst Dean Nancy Scannell and Council 

of Academic Advisors): 

 Develop Academic Advising webpage (no cost). 

 Establish a timeline of registration reminders (no cost). 

 Create systematic messages to send to students (no cost). 

 Ensure that professional advisors understand each student's course of study and aid in 

long-term planning; properly facilitate student needs by guiding them to the appropriate 

campus offices to resolve both personal and financial issues; act as a 'front-line' resource 

for retention by alerting the appropriate committees to student crises. 

2. The Retention Task Force recommends developing a robust campus-wide Exploratory 

Program for undeclared A&S and COB students, Pre-Engineers, students dismissed from 

programs, and students who opt to change majors. EnVision will entail collaboration among 

the Exploratory Program (discovery), the Career Center (decisions), the Institute for 

Leadership and Service and the Center for Civic Engagement (destiny) to help students 

discern their vocations and to positively impact student engagement and retention.  (see 

Appendix 7).  

3. Create the following four focus groups of first-year students in high-risk groups ($400     

refreshments):       

 

 Latino/Latina (Stacy Hoult-Saros, Byron Martin and Luis Ramos)  

 Pre-Engineering (Laura Sanders)  

 Commuter (Bonnie Goebbert) 

 Exploratory (Nancy Scannell) 

 

4. Share “Valpo HighLights,” our points of pride, congruent to help reinforce the Valpo 

decision and commitment to degrees.  Deans will also send e-mails to parents and students 

with the Valpo message.   The EDSS will coordinate the dissemination of student success. 

5. Create a marketing brochure to package and advertise Valpo’s four learning centers.  

The brochure will include a campus map with locations of centers, contact information and 

descriptions of each center’s core services/programs.  Every year, distribute the map to all 

freshmen, international, and transfer students at the start of their first semester and include 

information in the Student Guide to University Life ($500). Eric Johnson (COE) and Tricia 

White. 

6.  Direct the Council of Deans to enforce compliance of existing “early alert” procedures 

and technology.  Ensure that procedures are aligned with university goals. COMPASS will 

ensure that early alerts are in line with University goals. Only 48% percent of Fall 2015 

midterm grade reports (for freshman and athletes) were submitted by faculty in accordance 
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with the Office of the Registrar’s deadline.  Professional academic advisers and assistant 

deans use midterm grades to identify at-risk freshmen during the most critical time of their 

adjustment to Valpo.  Without these early identifiers, advisers are unable to take proactive 

measures to help students while there is still plenty of time for interventions to be effective.  

Additionally, the Unsatisfactory Academic Performance tool in DataVU is the primary “early 

alert” system that advisers use to identify at-risk students from freshman to senior year.   

Increased UAP reporting within the first six weeks of classes would provide advisers with 

adequate notice to contact and meet with students prior to the withdraw deadline. 

7. Conduct a review of all gateway courses that have had an average DFW rate of 25% or 

higher over the 2012-2015 time period to determine whether possible changes to 

curriculum design, instructional methods, and/or academic support resources could increase 

student success.  Department chairs and deans. The DFW rate for a course is the percentage 

of enrolled students who earn a D or F final grade or who “Withdraw” from the course.  If 

the institution can identify gateway courses with high DFW rates, then particular courses can 

be examined to determine if changes or interventions are needed.  For example, 2012-2015 

data show high overall DFW rates for MATH 110 (27%) and MATH 114 (35.2%).  See 

2012-2015 DFW report created by Melizza Zygmunt (Office of Institutional Effectiveness). 

8.  Provide funding for Engineering  probation recovery programs.  Currently the College 

of Engineering has a probation recovery program in place for all students which requires 

funding for Spring 2016 at a cost of $5, 600.   

9. Implement ALEKS as the new mathematics placement test at a cost of $10,000 

annually.  This item should be reviewed after a year to assess initial effectiveness and 

whether some of the costs can pass through for students using the software in their math 

classes.  (See Appendix 10). 

 

Further Initiatives Endorsed by the Retention Task Force 

1. Implement necessary technology and software to facilitate retention. IT is critical to the 

process of retention.  Tracy Fronk will serve as IT liaison responsible for coordinating 

software needs with communication and retention needs.  Complementing the groups on 

campus is retention software that facilitates the communication among and within the groups.  

It makes it easy for faculty and staff to alert those on COMPASS, makes it easy for special 

committee members to share information about students in an appropriately secure 

environment, and facilitates student efforts to gain the help they need:  academic, financial, 

emotional, social, spiritual, and medical.  The software also provides continuing analytical 

information about the effectiveness of the programs we have in place.  The committee 

recommends retention software.  We estimate the cost for such software to be $54,000 in 

start-up costs and $40,000/year in maintenance costs (see Appendix 3). 

2. The university does not have a comprehensive academic support system for students 

struggling in mathematics.  The committee recommends the creation of a Math Tutoring 

Center (see Appendix 6) with start-up costs of $10,000 and annual maintenance costs of 

$12,000/year. 
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3. Continue funding for Persistence and Success Program (PSP) at a cost of $19,300 a 

portion of which (approximately $5,400) to be offset by Lilly grant Indiana Initiative funding 

(see Appendix 8). 

4. Review and revise curriculum.  Student interaction with administrative aspects of 

university life needs to be seamless and straightforward.  Currently, we know that students 

face some difficulties relating to planning their programs of study.  It is clear that a 

significant partial cause of this problem is the growing complexity of a curriculum that 

accompanied a growing undergraduate population and the addition of a significant graduate 

student population to Valpo.  The procedures for revising the curriculum and necessary 

considerations of automation were inadvertently left out of discussions of curricular 

modification.  Faculty desires to offer an innovative and flexible curriculum have thus 

collided unnecessarily with efforts to automate student academic planning and progress 

software.  Faculty, members of IT, and the Registrar’s Office should convene to make sure 

that our curriculum is clear and easy to navigate for students while remaining flexible and 

responsive to changing curricular trends and practices.  The registrar’s office should hire 

support staff at a cost of approximately $32,000 plus benefits (see Appendix 9) to provide 

increased student satisfaction with registration, degree completion, etc. 

5. Continue funding for Engineering and Arts and Sciences probation recovery programs.   

Arts and Sciences will be implementing a probationary program in AY 2016-2017 at an 

annual cost of $10,874.  Continuing funding will also be required for the College of 

Engineering’s program at a cost of $11,200.  See Appendix 12 for details. 

 

Special Areas of Concern  

Outside the Time-Frame and Purview of the Current Committee 

 

The committee has identified some areas of special concern that need immediate attention.  

However, these areas will take more time and concentrated effort than are currently available to 

the Retention Task Force given its March deadline.  Below we offer an overview of those 

problems, indicating which group would have oversight of them. 

1. It is recommended that the Retention Advisory Board initiate a review of the current 

housing policy related to freshmen students commuting to campus versus living on-

campus. Currently, freshmen students living within 50 miles or a one-hour commute to 

campus, whichever is less, are allowed automatic exemption from the on-campus housing 

policy if they live at home with their parents. Valparaiso University currently has the lowest 

percentage of freshmen living on campus at 82% compared to its peers at 87-99%. The 

percentage difference is especially evident when comparing Valpo with its peers with a 

90%+ retention rate. These peers have 94-99% of their freshmen living on campus. Financial 

issues are often cited as the reason students choose to live at home and commute to campus. 

However, Valpo has the third highest percentage of met financial need for freshmen at 89% 
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compared to its peers which average 81.8%. Given that level of met financial need, financial 

constraint may not be a valid reason to continue allowing so many students automatic 

exemption from living on-campus. 

Retention research continually supports the fact that students who live on campus retain at a 

higher rate and persist to graduation at a higher rate. These rates are reflected in Valpo’s 

commuter versus on-campus resident freshmen retention rates. While the retention 

percentage between commuting students and on-campus residents at Valpo is close, there 

remains a difference of approximately 3-5% per year. When retention is broken down by 

commuting distance, the attrition rate dramatically increases as the commute lengthens 

beyond 15-20 miles (20-30 minutes) to campus. There are likely a number of reasons why 

this is the case. One reason most evident at the time of this publication comes from 

COMPASS, the newly formed student triage team. Although COMPASS has been meeting 

for a short period of time, the team has already run into a number of situations where it 

cannot do any further follow up with students who are known to be struggling because these 

students do not live on campus. These students cannot be helped via in-person wellness 

checks and intervention in the residence halls.  COMPASS has to rely on e-mail and phone 

calls that go unanswered. Students who live on campus feel more connected to campus, have 

more exposure to campus thus developing social support networks faster, work less hours, 

spend more time on academic pursuits, and are able to get support via in-person intervention. 

2. The professional colleges have historically had progression requirements as well as GPA 

requirements higher than necessary for university graduation.  Students failing to meet 

those requirements have historically moved to The College of Arts and Sciences to finish 

their degrees.  Fifteen years ago, only one program in A&S had similar GPA requirements or 

grade requirements for progressing in the major.  In the past five years, that number has 

begun to increase rather alarmingly.  More than six of twenty-three departments now have 

such requirements including Chemistry, Education, and CIS.  Increasingly departments, such 

as Sociology, are instituting these requirements in response to perceived inadequate writing 

skills.   These changes are occurring despite increased expenditure on academic success 

programs and on their obvious success in many individual cases.  On the one hand, this trend 

indicates a laudable desire on the part of the faculty to ensure high quality programs and 

degrees.  On the other, it might indicate a frustration or inability to adequately cope with a 

higher proportion of students entering VU with weaker quantitative, writing, and critical 

reading skills, and, subsequently, our ineffectiveness at quickly helping those students catch 

up.  We recommend further research into faculty perceptions of new student weakness and 

the resources perceived as necessary to help students achieve standards consistent with VU’s 

high academic standards.  

 

3. The committee recommends further review of a proposal for a new coordinator position to 

serve the Academic Success Center (ASC).   See Appendix 11.  With an ASC Coordinator 

managing program logistics, conducting daily business operations and providing 

administrative assistance, the ASC Director would improve the ASC’s ability to increase 

retention, persistence and graduation by ensuring that staff contribute time and attention to 1) 
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monitoring student progress using current and future intervention alert systems, and 2) 

conducting direct outreach to students in a variety of at-risk cohorts including those in the 

“murky middle” and those with historically higher attrition rates, i.e., students in gateway 

courses, exploratory students, commuters, state aid recipients, first-generation, first-quintile, 

Latino/Latina, pre-engineering, etc.  This position will further ensure that the Academic 

Success Center 1) adapts and meets the academic support needs of an increasingly diverse 

and expanding student population, 2) provides an array of quality services and programs that 

meet the learning support needs of students experiencing academic difficulties, and 3) 

implements best practices to achieve similar benchmarks seen at our peer institutions with 

high retention rates. 

 

4. CODASC should take up the question of whether there is a central location on campus at 

which all student support can take place.  It might make sense for there to be one location for 

students needing any type of academic support, but such a change would also have 

ramifications on our current delivery of academic support.  CODASC would be an ideal 

venue to consider the benefits and challenges of moving all academic support to one 

centralized location. 

 

5. Several interesting proposals have come to the committee that would best be addressed by 

the COFYE.  There is interest in bridge-type programs among several people and groups on 

campus including the ASC, Stan Zygmunt (for STEM), the Math department, as well as 

others.  Beth Gingerich also has several ideas for first year experiences.  The committee 

should contact her for further details. 
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Appendix 0 

 

Costs associated with Committee Recommendations  

 

Organizational Structure Initiatives 

Establishment of COMPASS, CODASC, COFYE, RAB $3, 000 

Executive Director for Student Success $70,000-80,000 

Faculty, Students, and Staff (Retention Session, Spring 

2016 Faculty Workshop)   

Provost’s office  

 

Retention Initiatives: December 2015 

Increase Professional Advisor Effectiveness -- 

Campus-Wide Exploratory Program $1,000 

First Year Student , High Risk Groups Focus Group $400 

Valpo HighLights -- 

Learning Center Brochure $500 

Enforce Early Alert Procedure Compliance -- 

Review Gateway Courses -- 

Engineering Probation Recovery Program Spring 2016 $5,600 

ALEKs Implementation $10,000 annually  

 

Retention Initiatives: March 2016 

Technology/Software Needs $54,000 initial 

$40,000 annual maintenance 

Math Tutoring Center $10,000 initial 

$12,000 annual maintenance 

PSP Continued Funding $18, 800 ($5,050 offset by Lilly 

grant) 

Review/Revise Curriculum/Registrar position $32,000 

Implement A&S/Renew Engineering Probation 

Recovery 

$22,074 

 

Special Areas of Concern 

Review of Freshman Housing Policy -- 

Review of Progression/GPA Requirements -- 

New ASC Coordinator Position Cost TBD 

CODASC Consideration of Centralization of Student 

Support 

-- 

COFYE Consideration of Further Proposals -- 

 

Total recurring costs $219,774 

 



 
 

12 
 

Appendix 1 

Peer retention data: 

  

Peer Institution

Total Enroll-

ment

Undergrad 

Enrollment

Graduate 

Enrollment

Female/ 

Male 

Ratio (%)

Student/Fac

ulty Ratio

Acceptance 

Rate (%) ACT Ave.

Middle 

50% ACT

Ave. SAT 

Reading & 

Math

H.S. GPA 

Ave.

Domestic 

Minority/ 

Int'l Students 

(%)

AHANA-

African, 

Hispanic, 

Asian and 

Native 

American 

descent Inter-national

Ave. % of 

met 

need

Freshmen 

Students in 

Housing

Freshman 

Sorority/ 

Fraternity 

Affliation % 

2011-2013 3-

Year Ave. 

Retention Rate 

(%) 4 Yr Grad Rate 6 Yr Grad Rate

Baldwin Wallace 

University 4544 3628 916 55/45 13/1 64 23 20-25 1100 3.43 19.8 18.4 1.4 88 88 19/12 81 56 71

Bradley University 5458 5000 700 50/50 .12/1 64 26 23-28 1136 3.6 35.9 34.8 1.1 72 92 42/32 87 n/a n/a

Butler University 4848 4062 786 60/40 .12/1 68 27 25-30 1179 3.81 17.2 14.9 2.3 68 94 37/29 91 62 78

Creighton University 8236 4065 4171 58/42 .11/1 74 27 24-29 1182 3.76 27.4 24.8 2.6 85 94 46/28 91 71 78

Drake University 5000 3300 1700 57/43 13/1 69 27 25-30 1060 3.7 20.9 13.6 7.3 76 96 28/33 88 70 78

Elon University 6661 5903 758 60/40 .12/1 54 27 25-29 1225 3.98 17.7 15.9 1.8 57 99 39/22 90 77 80.6

Fairfield University 5138 3970 1168 59/41 .11/1 72 26 25-29 1177 3.45 24.8 22.5 2.3 87 94 n/a 88 77 80

Gonzaga University 6960 5000 1960 54/46 11.5/1 68 27 25-29 1199 3.7 27.5 25.9 1.6 81 98 10% both 93 74.3 82.7

Hamline University 4469 2242 2227 58/42 13/1 71 24 21-27 1082 3.37 29.3 26.8 1.5 85 87 15/18 82 60 63

Ithaca College 6560 6100 460 57/43 .11/1 59 26 23-28 1193 3.57 29.4 27.7 1.7 90 99 1% both 86 71 78.2

John Carroll 

University 3700 3125 575 47/53 14/1 83 25 22-27 1101 3.51 15 12.5 2.4 83 87 23/11 87 66 75

Loyola University 

(Maryland) 5967 4084 1883 58/42 .12/1 58 27 25-29 1184 3.45 22.4 21.9 0.5 94 98 n/a 87 77 81

Mercer University 6828 4667 2161 49/51 20/1 67 26 25-29 1191 3.75 52.4 49.3 3.1 87 92 21/19 81 51 64.4

Providence College 4533 4022 511 57/43 .12/1 60 25 23-28 1143 3.38 23.2 21.3 1.9 86 98 n/a 91 84 85

Quinnipiac 

University 9656 6982 2672 60/40 16/1 66 24 22-27 1090 3.4 24.7 22.3 2.5 68 95 20/25 85 n/a n/a

Saint Joseph's 

University 8039 4805 3234 54/46 14/1 85 25 23-27 1128 3.46 23.3 19.1 4.2 76 96 22/6 89 n/a n/a

Samford University 5206 3168 2038 65/35 13/1 82 26 23-29 1115 3.6 19 19 3 69 96 49/36 87 59 74

Santa Clara 

University 8856 5486 3370 50/50 .12/1 49 30 27-32 1285 3.67 51.5 48.4 3.1 81 96 n/a 95 78 85.2

Seattle University 6515 4511 2004 59/41 13/1 73 26 24-29 1170 3.58 55 45 11 67 92 n/a 87 61 78

Stetson University 4333 3084 1249 57/42 .12/1 61 26 23-28 1175 3.79 35.5 30.5 5 79 90 27/28 79 57 61

University of 

Evansville 2097 55/45 13/1 83 26 23.-28 1126 3.6 25 10 15 85 77 27/29 85 n/a n/a

University of Portand 4338 3770 568 58/42 14/1 63 26 23-28 1195 3.6 40 37 3 71 97 n/a 90 71 78.2

University of 

Redlands 5147 3551 1596 55/45 16/1 67 25 23-27 1140 3.66 44.5 43 1.5 87 92 13/10 89 65 73

University of 

Scranton 5589 3998 1591 58/42 .11/1 77 25 22-27 1125 3.38 19 18 1 68 88 n/a 89 74 80

Valparaiso 

University 4508 3628 916 51/49 13/1 80 26.2 23-29 1109 3.66 34.6 18.6 16 89 82 20/20 86 60 67

Villanova University 9376 6390 2986 53/47 .12/1 49 29.5 28-31 1310 3.87 24.5 22.5 2 81 98 33/19 94 86 90

Xavier University 6325 4464 1861 54/46 .12/1 73 25 22-27 1097 3.52 28.6 25.6 3 74 90 n/a 83 68 71

St. Olaf College 3035 3035 - 58/42 .12/1 51 29 26-32 1264 3.62 25 17 8 99 100 n/a 92 86 89

Muhlenberg College 2200 2200 - 60/40 53 28 25-31 1224 3.28 23 93 99 20/20 91 n/a n/a

Gettysburg College 2451 2451 - 53/47 .10/1 45 28 nr 1285 3.78 21 17 4 90 100 31/31 90 81 84

Gustavus Adolphus 

College 2456 2456 - 54/46 .12/1 61 27 24-30 1230 3.63 18 15 3 92 100 25/25 90 81 82

Luther College 2337 2337 - 56/44 .12/1 71 26 23.3 1117 3.71 18 11 7 89 99 <3% 85 69 82

Concordia College - 

Moorhead 2077 2162 15 60/40 64 26 22-29 1277 3.59 11 8 3 92 94 n/a 83 n/a n/a

Augustana - Rock 

Island 2478 2478 - 58/42 .12/1 54 26 23.3 1174 3.29 25 21 4 84 95 36/23 83 71 n/a

Wittenberg 

University 1948 1948 - 57/43 13/1 91 25 22-28 1123 3.42 21 18 3 83 92 33/26 80 65 69

Wartburg College 1537 1537 - 52/48 .11/1 79 24 21-27 1045 3.5 24 84 98 n/a 74 89 n/a

Top 150 Liberal Arts Colleges that identify as Lutheran
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Appendix 2 

Executive Director of Student Success 

Responsible for shaping and executing the retention strategy of the university, the EDSS will: 

Identify best practices in higher education, conducting research that is national in scope, yet is 

attentive to the needs of our particular institution; identify opportunities to improve our practices 

on campus or to initiate new practices that will help us to meet our retention goals; and identify 

allies across campus who can provide insight, resources and assistance in our retention efforts. 

Advocate for a culture of student success at Valparaiso University, focused initially on the 

theme of retention, but expanding into persistence and completion, communicating across 

campus to all constituencies the critical nature of these issues and the need for broad 

participation in our efforts from the campus community. 

Collaborate with those working on issues of retention in various capacities, while increasing the 

levels of collaboration between and across these individuals and initiatives. 

Implement the practices and policies necessary to reach our retention goals in the short-term, 

while strategizing for long-term sustainability and even greater improvement in our levels of 

retention. 

Review our practices and policies, both initially and at regular intervals, to ensure that our 

strategies are in alignment with our goals, and enabling us to make necessary amendments and 

adjustments to our policies and procedures. 

Report regularly to the Retention Advisory Board, Provost’s Council and President’s Council on 

the effectiveness of our retention strategy and on attendant issues regarding persistence and 

completion. 

 

As a point of reference, the RTF views this position as analogous in scope and level of 

responsibility to that of the Executive Director of Institutional Effectiveness.  Our 

suggestion for salary range is $70,000-$80,000, plus benefits.   

Given that the EDSS will play a critical role in launching our new retention efforts, we believe 

that it would be a great benefit to our retention efforts if this position could be filled as soon as 

possible, preferably by the beginning of FY17 (July 1, 2016), so that the EDSS will be directly 

engaged in crafting and implementing our new retention support structure.  
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Appendix 3 

 

Student Retention Initiatives – Student Retention Data Management Process / System 

Proposal: 

Identify and implement student retention data management software to collect, analyze, and 

share critical retention data with key constituents in order to more effectively identify and 

support at risk students earlier in the semester.  The software would support the new structure 

proposed by the Student Retention Task Force, specifically the Executive Director of Student 

Success, COMPASS and CODASC.  It would also regularly by used by Student Affairs, 

professional advisors, faculty/staff and students. 

Purpose: 

Valparaiso University does not have a comprehensive student retention data management 

system.  Although Valparaiso University has a large amount of useful data that may be used to 

identify at risk students, it is not centralized or accessible to those who may need the 

information.  Individuals who may otherwise be meeting with students are wasting time 

searching for data in multiple locations, including Colleague, Blackboard, TutorTrac, Excel 

spreadsheets, and Gmail.  Information about at risk students is generally shared by e-mail, and 

the process for identifying and supporting those students is often reactive vs. proactive. 

System Requirements: 

The following requirements will be refined during the system evaluation process.  At least three 

systems will be evaluated in order to identify the system that meets these requirements at the 

most competitive price. 

 

Category Requirement Description 

Ease of Use 

Simple Interfaces are simple and intuitive 

Fast System responsiveness is nearly instantaneous 

Searchable Information / students are easy to find through 

intuitive and/or keyword search capability 

Scalable System may be scaled to include more users 

without an unreasonable increase in the cost of 

hardware or software 

Accessible System is accessible to people with disabilities 

Security 

Secure data 

transfers  

Communications to/from servers use secure 

protocols according to best practices 

FERPA Access to information can be managed by role and 

relationship to students 

Integration 

Communication 

Integrates with 

Student Information 

System 

System is able to receive student information from 

Colleague - Unidata on a nightly basis 
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Category Requirement Description 

Integrates with 

Learning 

Management 

System 

System is able to integrate data, such as 

attendance, from Blackboard Learn or another 

attendance tracking system 

Ability to 

incorporate faculty 

recommendations 

Faculty are able to provide recommended 

remediation actions for at risk students 

Ability to 

communicate with 

individual or 

groups of students 

Simple, intuitive interface which allows faculty, 

advisors, as well as students to communicate via e-

mail and/or text message 

Automatic 

notifications 
Ability to send automatic and/or on‐demand 

notifications to various user groups 

Analytics 

Identifies at risk 

students 

System can automatically flag at risk students 

based on smart algorithms 

Uses surveys Able to administer surveys to students or integrate 

with an external survey tool 

Actionable and 

timely reports 

All users may view appropriate, accurate and 

actionable reports 

 

Potential Systems: 

1. Starfish EARLY ALERT & CONNECT 

Over 150 institutions work with Starfish for retention and persistence automation. 

Students enrolled in Starfish not only immediately know when their school is concerned 

about their performance; they can also easily make appointments with tutors, teachers 

and financial aid advisors thanks to the program suite. Motivational messages also come 

in via text, email or private Facebook reminders. 

2. MAP-Works by Skyfactor 

This platform combines sharp research to determine at-risk students with a robust 

management tool that measures the outcomes of staff effort to work one-on-one with 

students. The Director of First-Year Experience and Special Projects for Academic 

Affairs at Central Michigan University reported that MAP-Works led to a 4 percent jump 

in first-to-second-year retention. 

3. Ellucian Pilot 

Provides a holistic view of the students, their risk levels, and the intervention strategies 

and related activities that have been employed to impact those risk levels.  Allows users 

to collaborate across departments to create successful strategies.  Users spend less time 

searching for information from multiple sources. 
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Evaluation & Implementation: 

The IT Office of Continuous Improvement will lead the software evaluation and implementation 

with a core team representing departments and users who will support, own and utilize the 

software.  The team, which will be approved by the Provost, will include faculty and staff from 

the various colleges and departments, such as Student Affairs, Student Support Services, DSS 

and Professional Advising.  A core user, outside of IT, will need to be identified as the 

administrator of the system.  IT will provide software support and maintenance as with all other 

software systems on campus. 

Estimated Cost: 

 Estimated Start-up Costs: 

o Software = $50,000 

o Person-hours = 200 hours x $20/hr = $4,000 

o Total  = $54,000 

 Estimated Annual Maintenance Costs = $40,000 

Initial start-up costs would be funded by this project as deemed appropriate by the Office of the 

Provost.  IT would manage the software contract and pay the annual maintenance costs 

beginning in Fiscal Year 2018, as long as funds are included in the software maintenance general 

ledger account for IT.  Demos will not be scheduled until funding for this software has been 

included in the FY17 budget and approved for maintenance in IT’s budget for FY18 and beyond. 

Timeline: 

 Software demos = May 2016 (with approved funding) 

 System selection = July 2016 

 Kick-off implementation = August 2016 

 Pilot = January 2017 

 Full campus implementation = August 2017 
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Appendix 4 

 

Committee on the First Year Experience (COFYE) 

Valpo has many excellent and important First Year Experience pieces, but they currently 

function as sole entities. The charge of the Committee on the First Year Experience is to 

umbrella these disparate programs under a comprehensive First Year Experience to create fluid, 

seamless curricular and co-curricular learning experiences in and outside of the classroom. In 

addition, the committee is charged with overseeing the evolution of the Valpo First Year 

Experience and its components as the demographics, curricular, and co-curricular needs of first 

year students continue to evolve. 

How COFYE Affects Retention: 

COFYE affects retention via continual review and evolution of programs directly impacting the 

first-year student experience from enrollment through second year census. Key players around 

the table are able to work together to build and strengthen a seamless learning environment in 

and outside of the classroom.  This group is also able to review retention data from year to year 

to see which populations are most at risk for attrition, then look at the plethora of first-year 

programming and support offered to spot gaps and opportunities for programmatic evolution 

over time.  Finally, members of this group bring expertise regarding the latest best practices in 

retention programming and support in and outside of the classroom in order to regularly review 

how Valpo’s programs align with research on retention in higher education.  

Current Valpo First Year Experience Components: 

Enrollment 

Orientation Programs 

Academic Placement 

Academic Advising 

Residential Life Placement 

Persistence & Success Program (grant funded – cannot continue to 2016-17 without funding) 

SMART Connections (Office of Multicultural Programs) 

Student Conduct System 

CORE 110/115 

CC Freshman Program 

GS100 

Residential General Curriculum 

First Year Residential Theme Communities & Curriculum 

First Year Communication & Programs (Dean of Students Office) 

4-Week Progress Reports 

Midterm Progress Reports 

Unsatisfactory Academic Progress Reports 
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Student Monitoring & Intervention (Dean’s Offices, COMPASS, Res Life, Commuter, CAA) 

EnVision exploratory program – being developed now 

Academic Probation recovery program – being developed now 

Other Common First Year Experience Components Not Currently Done at Valpo: 

Intentional engagement in their college in the first year (CC model  adapted to some extent in 

each college; additional structured yet informal faculty/student interaction like PSP mentoring 

program) 

Life Skills Curriculum (e.g. financial wellness, coping with stress) 

Parents as partners on-going parent communication 

Kick-off to sophomore year – getting students excited and prepared to and through sophomore 

year census 

Reporting: 

COFYE will report to the staff member overseeing retention efforts. It will produce an annual 

report of activities including: 1) what COFYE has been working on throughout the year, and 2) 

an update on COFYE’s strategic goals. This report can then be shared with other arms of the 

retention model including the Retention Advisory Board (RAB) for future programmatic and 

strategic recommendations. 

 

Funding Outline: 

Committee on First Year Experience  - transparent cost 

Persistence & Success Faculty/Peer Mentoring Program for First Generation/Low Income 

Students – see appendix 8 

Exploratory Program – see appendix 7 

Academic Probation Recovery Program – see appendix 12 

Engagement in the Colleges – $500-$2000 per college based on college size to support 

intentional faculty/student out-of-class interaction in the first months of the school year each year 

Life Skills Curriculum – likely a transparent cost – could be folded into existing seminars or 

could be taught by existing staff as a GS390-type course 

Parents as Partners Communication – transparent cost for electronic communication and staff 

time 

Sophomore Year Kick-Off – $1000 programming money to welcome second year students back 

to campus 
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Appendix 5 

 

Committee on First Year Experience - committee to coordinate first year social, academic, and extra-

curricular activities.   

Membership: 

COFYE membership will consist of faculty and staff representatives across the programmatic areas of the 

First Year Experience and across all colleges. Initial membership should include: 

Orientation, Academic Placement, Commuter Programs, First Year Programs – Bonnie Dahlke Goebbert 

– Student Affairs 

Residential Life, Student Conduct – Ryan Blevins – Residential Life 

Persistence & Success Program, Council of Academic Advisors – Anna Stewart/Nancy Scannell– College 

of Arts & Sciences Dean’s Office 

SMART Connections, Multicultural Programming – Assistant Director – Office of Multicultural 

Programs 

CORE – Ted Armstrong – Director of CORE 

Christ College Freshman Program – Julien Smith – CC Freshman Program Director 

Enrollment, GS100 – Nicole Martinez – Associate Director of Admission, GS100 Instructor 

Faculty-At-Large Committee Appointment – Faculty Member – College of Arts & Sciences 

Faculty-At-Large Committee Appointment – Faculty Member – College of Business 

Faculty-At-Large Committee Appointment – Faculty Member – College of Engineering 

Faculty-At-Large Committee Appointment – Faculty Member – College of Nursing & Health Professions 

Campus Ministries – Campus Pastor – Chapel of the Resurrection 

 

RAB - Retention Advisory Board – will include the Executive Director of Student Success and others, as 

appointed by the Provost.  

 

COMPASS - Committee on Motivation, Persistence, and Student Success.  

Dept of Athletics - Traci Young - Assoc. Athletic Director of Student Success  

Registrar’s Office - Stephanie Martin, University Registrar 

Academic Success - Tricia White, Director of the Academic Success Center 

Student Affairs - Tim Jenkins, Dean, and Bonnie Goebbert, Assistant Dean  

Financial Aid - Karen Klimczyk, Director of Financial Aid 

Disability Support Services - Zebadiah Hall, Coordinator 

Office of Multi-Cultural Programs - Byron Martin, Director 

International Programs-Joe Frake, Assistant Director of International Programs 

Counseling Services - Stewart Cooper, Director of Counseling Services  

College Representatives: Anna Stewart (A&S), Assistant Professor Chris Kurtz (CONHP), Associate  

Professor of Business Law Beth Gingerich (COB),  

Hesse Center, Laura Sanders 

 

CODASC - Council of Directors of Academic Support Centers:   

Tricia White (Academic Success Center)  

Laura Sanders (Hesse Learning Resource Center, Math Tutoring Center)  

Selena Anderson (Writing Center)  

Carol Goss (Language Resource Center)  

Zebadiah Hall (Disability Support Services)    
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Appendix 6 

 

Guidelines for Development of an Expanded Math Tutoring Center 

(Also see recent proposal for implementation of ALEKS math placement & course software 

system for further justification – Appendix 10) 

Tutoring sessions for math classes are currently dispersed between the Hesse Center in the 

College of Engineering, and various classrooms in Gellersen, on an ad-hoc, semester-by-

semester basis.  A centralized location with consistent availability and staffing by student tutors 

and faculty would aid in visibility of and access to our support services.  (This has already been 

noted in requests for space to the Campus Planning and Space Allocation Committee, most 

recently in Spring 2015).  Students needing more intervention through regular individual tutoring 

would be referred to the Academic Success Center, per current procedures.  This overhaul will 

bring us more in line with practices at our peer institutions.  Budgetary items for consideration 

are the following: 

Central location (“math center”) for group help sessions / walk in tutoring. 

Tables / seating 

8 laptops for student use; charging stations 

Workspace for director or co-director 

An actual proposed central location is not yet identified and should be discussed by all concerned 

parties.  Presuming some furniture could be obtained from storage at first, start-up costs would 

mostly come from providing several (est. 8) laptops (minimal functionality, like Chromebooks) 

for use by students working on remediation modules in our new placement & courseware system 

ALEKS (used in Math 110, 114, and the new 115, taken based on placement before calculus 

readiness).  Estimated conversion / equipment / furniture costs:  $10,000. 

This math center should have more continuous availability than the current scattered sessions.  A 

proposed calendar would be: 

Weekdays 9am – noon, 2pm – 5pm, 7pm – 10pm 

Saturday: closed except by appointment 

Sunday: 6pm – 10pm 

This is a total of (about) 50 hours.  We expect that based on traffic, some of those hours can be 

single-staffed and some will need to be (at least) double staffed. Let’s start with an estimate that 

75 person-hours will be needed altogether.  MST currently runs about 20 hours per week of math 

help sessions, paid for out the exiting student aid budget.  The Hesse Center can contribute about 

25 hours per week.  Also, as part of the proposal for our new math placement & remediation 

system, faculty assigned to Math 110, 114, 115 would hold hours in this new math center as part 

of their TLCs; let’s guess 6 faculty hours per week total.  The expanded hours of availability of 
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this math center would then require an additional 25 hours per week of staffing by student tutors 

(est. $8 - $10 per hour): Estimated annual cost: $7000. 

A director (or co-directors) of this center should be named and included in the recently created 

Council of Directors of Academic Support Centers.  Currently, Laura Sanders is director of the 

Hesse Center, and Prof. Allison Cath is the MST Department coordinator of student support, 

with 2 TLCs allocated per term in that role. At first, if these two are named co-directors we 

should be able to launch as-is.  Otherwise, Prof. Cath should be increased to 3 TLCs to account 

for the extra load due to expanded math center availability and oversight. Estimated Possible 

Cost:  1 additional faculty TLC. 

Required training & on-going development for student tutors would be required;  this can be 

modelled after the existing Hesse Center training as well as 1 credit course for MSEED students, 

“Math 290: Tutoring in STEM.”  A stipend of $1000 per semester should be provided to the 

faculty member providing this training and development.  Assuming 5 required meetings per 

term for student tutors (who would be paid for their time, and let’s assume 25 student tutors are 

hired per term), as well as operating costs for the activity (such as printing, supplies, 

refreshments for student participants).  Estimated annual cost:  $4000.  

 

Total estimated Y1 costs:  $21,000 with a possible additional 1 faculty TLC beyond what’s 

already allocated.  After Y1 when item (1) is addressed, but including continued technical 

updates, this should drop by $9,000 (maintenance only). 
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Appendix 7 

To: Retention Task Force 

From: Asst. Dean Nancy Scannell 

Date:  9 March 2016 

Re: EnVision 

 

“EnVision” encompasses the collaboration of the Exploratory Program, the Career Center, the Institute 

for Leadership and Service, and the Center for Civic Engagement as separate entities under one common 

brand as developed by IMC. IMC is working on the concept and may recommend another title.   

 

The creation of the EnVision concept is in response to Valparaiso University’s data identifying the 

approximate 79.2% retention rate of A & S Exploratory students and COB Undeclared students. Our goal 

is to support students desiring a clearer sense of purpose and directions, some of whom come to campus 

without a major and many who switch out of majors and are unsure where to turn to for directions.   

 

We recommend that the two-credit GS 150: Exploratory Studies course be recommended to all Valpo 

students in search of their vocations, but that A & S Exploratory (present practice) and COB Undeclared 

students be advised at June and August Focus to take the course. Two large sections (35 cap) will be 

offered in the fall, and for the first time, the course will also be offered in the spring beginning in 2017. 

Following best practices at other institutions and recommendations by NACADA, the National Academic 

Advisor Association, students who are still Exploratory will be advised take an additional one-credit 

Career Exploration course as a follow-up to GS 150.  

 

Participation in Career Center, ILAS, and IN_Advance events will be required in both courses as well as 

completion and reflection on self-assessments such as the Strong Interest Inventory. 

 

The collaboration will enable the directors of the programs to steer students toward valuable substantive 

activities that lead to increased campus engagement, sense of belonging, direction, leadership, and 

service. Pooling our resources such as student discussion facilitators, guest presentations, and mentoring 

opportunities will enable us to not only know our students better, but to serve them better. Making 

connections and introductions as well as modeling campus navigation will help students succeed in their 

quests to find their callings. The cross promotion of activities will also keep students informed and 

hopefully motivated to participate in valuable high-impact practices on campus.  

 

EnVision will also direct students toward IN_Advance, a new concept as part of the Lilly Grant, that will 

help promote careers in Indiana.  

 

The three pillars of the three programs follow: Discover (Exploratory), Decisions (Career Center), and 

Destiny (Institute for Leadership and Service and the Center for Civic Engagement). 

 

The estimated funds needed for the branding include a brochure at Focus and IMC costs for marketing 

materials (approximately $1000). Catherine Harvey will update the website that will direct students to the 

various centers. We hope that this will also serve as a recruitment tool, and we hope it fosters a greater 

sense of the Lutheran concept of vocation on campus.   
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Appendix 8 

To: Retention Task Force 

From: Asst Dean Nancy Scannell 

Date:  9 March 2016 

Re: Persistence and Success Program Continuation 

 

On March 1, 2015, Valparaiso University was awarded $149, 109 from the ICHE “Supporting Student 

Persistence” grant. The funds had to be spent by Aug. 13, 2015, as start-up costs for the 2015-16 program. 

The PSP supports the academic success of Indiana financial aid recipients (21st Century Scholars and 

Frank O’Bannon) and is grounded in best practices drawn from research in four areas of support:  

1. Transition to college – sense of belonging with assigned peer mentor and faculty/staff mentor 

2. Academic support – enrollment in GS 100: Strategies for Academic Success 

3. Career preparation – attendance with mentor at Career Center activities and participation in 

Gallup’s Strengths Finder self-assessment 

4. Financial literacy – meetings with financial aid counselors each semester, assurance of 

completion of FAFSA and exploration of other aid opportunities 

 

Key campus leaders included in the 2015-16 PSP include the following people: 

 College of Arts and Sciences – Asst. Dean Nancy Scannell (Grant Principal Investigator) 

 Academic Success Center – Director, Tricia White (Grant Coordinator) 

 Career Center – Holly Simpson 

 Office of Multicultural Programs (SMART Connections) – Byron Martin and Samuel Payan  

 Dean of Students Office – Bonnie Dahlke Goebbert 

 Office of Financial Aid and Student Accounts – Karen Klimczyk 

 Admissions – Nicole Martinez 

 

Our goal was to increase retention rates of this particular demographic of students from 80% to 85%. The 

retention rate for those who enrolled and participated in the PSP from fall to spring (2015-16) is 98.6% 

 

For 2016-17, the peer mentors will be recruited from our 2015-16 Persistence Scholars instead of mentors 

from the SMART Connections program. This will create cohorts of PSP students at Valpo.   

  



 
 

24 
 

 

  

Proposed Annual Budget for Sustainability of PSP through Lilly Grant Funds 

Recruitment Postcards   $300 

August Kick-Off Buffet:  $1000 (could be an IN_Advance Event) 

November Thanksgiving Gathering:  $1000 (could be an IN_Advance Event) 

Gallop Poll Strengths Finder Codes:  $10 each x 75 = $750  

January Strengths Finder Event Meals: $1000 (could be an IN_Advance Event) 

April Persistence Party:   $1000 (could be an IN_Advance Event) 

     $5,050 funded by Lilly Grant 

      

Faculty/Staff stipends:    $200 x 50 mentors = $10,000 

Peer Mentor One Card stipends:  $50 x 50 peer mentors = $2500 

Mentor workshop breakfast:  $1000 (peer and faculty/staff mentors attend)   

GS 100 Faculty workshop meal:  $250 

     $13,750 funded by Retention Task Force   

           

     $18,800 approx. Annual Cost of PSP 
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Appendix 9 

 

Rationale for new line related to retention in the registrar’s office. 

Currently, the process is based on a triage model and degree audit changes and updates to student 

plans are generally only done when a student is getting ready to graduate.  This makes it difficult 

for students and advisers to use degree audits as tools in students’ academic planning.  This 

increases student and adviser frustration as well as invites crises since students frequently find 

out about unmet requirements only in their senior year. 

Due to the nature of the curriculum at Valparaiso University, every students’ degree audit 

requires manual manipulation.  Many general education requirements are not programmable, and 

many departments have individual uncatalogued lists of courses for major electives that are not 

programmable.  This is compounded by a reliance on topics courses to satisfy major and minor 

electives.  Additionally, it is likely that changes to the Graduate School will cause an influx of 

individually programmed degree audits as it begins to market more flexible early entry programs. 

Curricular review will take several years to complete, so any time savings resulting from a more 

programmable curriculum will quickly be eaten up by a greater student body size. 

The new position should have a salary range of $30,000 – 35,000 plus benefits. 
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Appendix 10 

 

To: Provost Mark Biermann, Dean Jon Kilpinen 

From: Ken Luther, Chair – Mathematics and Statistics 

Re: Math Placement System 

 

Summary: 

 

A summary of the following discussion is that the Department of Mathematics and Statistics 

recommends that we adopt the platform ALEKS as our math placement system beginning in 

Summer 2016.  We expect ALEKS will have a strong positive effect on success and retention 

during the crucial freshmen year.  

 

Math Placement Committee Initial Findings: 

 

ALEKS: 

Adaptive test. 

Based on their test results students have access to customized learning modules for 6 months 

(remediation). 

Has a much more refined placement scale than we currently need, but those multiple levels can 

be bundled to match ours, and we can consider future increases in flexibility.  

Approx. $25 per student. 

PROS: allows on-line testing, has multi-level placement structure, access to student remediation 

modules, greater opportunities to synchronize placement with our practices in lower level 

courses, possibility for students to better prepare for a more successful placement, possibility for 

self-remediation by students during the summer which might increase speed of graduation, could 

be integrated with ongoing plans for restructuring remedial mathematics courses 

CONS: more expensive cost (would be somewhat, possibly completely offset by savings from 

restructuring instruction as detailed below) 

Recommendation & Associated Costs 

It is the recommendation of this committee that we implement the ALEKS placement system.  

Because of the combination of more refined placement levels and the option for remedial work 

given to the students, this has the most potential to increase student satisfaction and retention, 

and to allow us to reconsider the structure of our introductory mathematics courses, which will 

also allow for more efficient use of faculty teaching load credits. By our proposal (below) we 

would incorporate ALEKS into a more streamlined curriculum equivalent to the current Math 

110 and Math 114. 

ALEKS is the more expensive of the options under consideration, but it also has the most 

potential benefits.  The charge is $25 per student for use of the program, which includes 

placement testing and follow up remediation for a six-month period.  The maximum possible 

cost would come from simply requiring all incoming students to take the placement test, as in the 

past; since we generally have 900 – 1000 students at FOCUS (and when all students were 

required to take the placement test, we would test over 900 students), the maximum possible cost 

would be around $25,000 per year.   
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A more realistic cost estimate is based on recent placement test activity.  Under the current 

system that uses preliminary placements, we had about 400 students taking the placement test in 

2014-15, and about 300 students in 2015-16.   Similar numbers would thus incur costs of about 

$10,000 per year.   

Effectiveness of ALEKS 

 There are several studies available showing the impact of ALEKS at other institutions, ranging 

from community colleges to large universities, in terms of increased pass rates and improved 

retention.  Two of the most relevant are: 

Missouri Western State University (~ 6,000 undergraduate students) implemented ALEKS in a 

manner similar to what we envision.  They called it an “Emporium” model, in which students 

make progress through remedial (below calculus) mathematics in a setting that mixes three hours 

per week of instruction with many open hours of computer time in a math center / computer lab 

environment. Like us, they used preliminary placements based on ACT scores.  A study in 2007-

2008 [1] showed that there was a 74% course pass rate for students who entered math classes via 

the developmental program using ALEKS, whereas there was a 66% pass rate for students who 

entered classes directly based on ACT placement.  Additionally, they showed a 78% course 

completion rate in developmental classes themselves, as compared to their “normal” rate of 40-

50%.  When failure due to poor attendance (i.e. low effort) is removed from the mix, the 

“ALEKS success rate” was 96%. 

 

The University of Illinois, while of course many times larger than Valpo, went from using ACT 

Math scores exclusively to placement testing with ALEKS.  Their rationale, like ours, was that, 

“The remediation component of ALEKS complements the use of an assessment as a placement 

exam by allowing students to self-remediate before courses begin … Moreover, the 

responsibility for review of prerequisite material is shifted from the instructors and course to the 

students.”  Some of their findings are pertinent to us: “Departmental changes due to the use of 

ALEKS also include a reduction in advising staff in the mathematics department and increases in 

enrollment (perhaps because of the limited temporal validity of the assessments). Lower 

withdrawal percentages yield more stable rosters, which may allow for more effective course 

planning and management of instructional resources. The success of the placement program at 

the University of Illinois has led to several other institutions adopting similar placement 

mechanisms, including the University of Arizona, Arizona State, the University of Colorado, the 

University of Missouri, and others.”  [2] Incidentally, the presentation by University of Illinois 

math faculty at a recent mathematics conference was a main factor in drawing our attention to 

ALEKS.   

 

A third, but not yet published, study is from Harper College (Illinois) and Vanderbilt University 

[3].  Like us, Harper was going to move from ACT Compass to ALEKS.  In Summer 2014, they 

split their students into three groups: students still using the ACT Compass system, students 

using ALEKS with no required (but optional) remediation activity before retesting (two testings 

allowed), and students using ALEKS with required follow-up remediation activity before 

retesting (five retestings allowed).  They noted about the same number of students (roughly two-

thirds of each group) attempted a re-test.  Of the students participating in the Prep & Learning 

Modules, 82% tested into a higher level upon retesting, and increased by 10% the probability of 

passing their first math course.  About twice as many students placed directly to Calculus using 

these remediation modules than those who did not.  This makes us confident that the remediation 
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modules are effective, and that many of our students will be motivated to take advantage of self-

remediation over the summer to improve their math placement.  As an overall aggregate, with 

and without remediation, Harper’s placement rates went up 7-9% under ALEKS, and course 

success rate (defined as grades of A,B,C in the course of placement) went up 19%. 

   

Proposed Implementation  

 

While ALEKS comes with significantly increased costs, there are ways to justify that cost 

through more efficient faculty workload.  Also please note that this initiative is well timed with – 

and in fact presumes - the creation (growth) of mathematics tutoring services via a math lab & 

center (i.e. expanded Hesse Center?).  There would be costs arising from that different initiative 

which are not accounted for here (such as staffing of an expanded math lab / help center).  

 

Over the last few years, we have been running 4-6 sections of Math 110 and 5-8 sections of Math 

114 each year.  The year 2013-14, with the enrollment surge, had the largest number of sections 

(6 of Math 110 and 8 of Math 114), and this current year has the smallest number of sections (4 

of Math 110 and 5 of Math 114).  Each course comes with 4 TLCs for the instructors, so in 2013-

14, these classes together used 56 TLCs and in this current year, they use 36 TLCs (which is 

strangely low).   

Our proposed implementation would replace the courses Math 110 and Math 114 with 

supervised remediation (allowing for a variety of interventions ranging from individual to hands-

off) in the form of  (1) “Math 110: Quantitative Reasoning I (2 Cr)”, (2) “Math 111: Quantitative 

Reasoning II (2 Cr)”, and (3) “Math 115: Trigonometry and Functions”.  Each package will 

consists of supervised instruction and practice 2-3 days per week along with open computer lab 

access in a math center for individual remediation.  Course QR I contains topics akin to the 

current Math 110, i.e. Beginning and Intermediate Algebra.  Course QR II contains topics 

contained in the current first half of Math 114 (Intermediate and College Algebra).  Course “Trig 

and Functions” contains topics contained in the current second half of Math 114. We anticipate 

running the following numbers of sections of each course during the year, give or take actual 

enrollment: 

# sections per term FB1 FB2 SB1 SB2 Sec/ 

TLC 

MATH 110: 2 1 1 1 5/10 

MATH 111: 2 2 1 1 6/12 

MATH 115: 0 2 1 1 4/8 

Total: 4 5 3 3 15 / 30 

 

The number of sections is smaller because we anticipate that motivated students will take 

advantage of the opportunity to do individual remediation / placement modules on their own over 

the summer.  Also note that in these courses, we have fewer classroom meeting times than the 

current versions.  Some TLCs would be directed to longer access times outside the classroom 

rather than grading, and each instructor would be expected to take on supervisory hours in the 

math center each week. 

With the courses set in 7-week units, a motivated student could climb two levels in one semester, 

which is not possible right now for the 110 / 114 combination.  On the other hand, a student who 

needs more time could spend one semester in each unit. 
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Thus, current loads of 36 to 56 TLCs at the Math 110 and 114 level would reduce to 30 TLCs 

per year (give or take enrollment fluctuations).     

In addition to the above, Math 122: Applied Calculus will be re-introduced as an exit point 

(terminal course) for students who do not need the trig-based “STEM” calculus Math 131 (such 

as B.A. students, gen ed students, Business students).  In AY2015-16, a census of Math 131 

rosters shows that there were about 30 students in Math 131 for whom Math 122 would have 

been a bit more efficient.  A trade of one section of Math 131 (4.5 TLC) for Math 122 (4 TLC) 

only saves half a credit hour, but should increase student satisfaction.   

And finally, note that we are able to reduce Math 110 from the current 4 credits to 2 by changing 

the learning objectives for this course to focus solely on mathematical topics directly related to 

math placement; the other components of this course as it currently stands (group work, 

emphasis on writing and communication of results, and topics like voting methods, 

apportionment, etc.) will be moved into Math 120 - which would stay at 3 Cr, but be renamed 

from “Mathematical Ideas” to “Mathematics in Modern Society”, and continue to act as a course 

that can fulfill the general education quantitative analysis requirement for B.A. degrees.  In this 

way, B.S. and STEM-type students have a more streamlined path to Calculus, while students 

who can benefit from a broader exploration of quantitative literacy can explore that in Math 120.  

A much more detailed display of the specific placement and exit paths through the curriculum is 

given on the last page of this document. 

Summary of Proposed Curriculum Changes 

A severely abbreviated summary of items of interest in this implementation is: 

Current Math 110 (4 Cr) is replaced with Math 110 (2 Cr) and Math 111 (2 Cr), with some 

inclusion from Math 114. 

Current Math 114: Precalculus (4 Cr) is dispersed into Math 111 and also Math 115: 

Trigonometry & Functions (2 Cr) 

Math 122 (4 Cr) is reactivated for students who do not need the trig-based “STEM” calculus 

Math 131   

 

Proposed Timeline 

 

Between now and May 2016, implement ALEKS and have it tailored to VU (branding, linking 

with student record system, etc.)  Have students in Spring semesters of Math 110, 114, and 131 

take mock exams in the system to help test it out. 

Summer 2016: Do placement as we always have, except now using ALEKS.  That is, assign 

preliminary placements with option for testing as usual; align placement levels available in 

ALEKS to our current three-tiered placement system.  Do not allow on-line testing before arrival 

at FOCUS.  Find some clever incentive for students pre-placed appropriately to still take the 

placement test, to help us get data on pre-placements versus performance in ALEKS.  (To 

remove any jeopardy for students taking the test to help our process, preliminary placements 

would override performance on placement test in the event a student tests lower). 

AY 2016-17:  Prepare the new lower level curriculum and get the necessary paperwork through 

the committee structures for implementation in AY 2017-18.  Locate, design, and build the 

necessary expanded mathematics computer lab / math center.  

Summer 2017:  Implement the new placement architecture, and allow students to test on-line 

before arrival on campus (with potential self-directed remediation to higher placement levels).  

Students will register for classes at FOCUS based on their current placement levels, but would 
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then have the remainder of the summer available for more self-remediation and possible changes 

in schedule before arrival on campus in August.  

Fall 2017: Begin instruction in the new course structure. Study the heck out of student progress 

and performance.   

Summer 2018: By now, the new placement architecture and follow up course structure should be 

humming along nicely.  

 

 

Respectfully Submitted, 

 

Ken Luther 

On Behalf of the Math Placement Committee 
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Appendix 11 

Proposal for Full-time Academic Success Center Coordinator Position 

March 8, 2016 

Prepared by Tricia White, Director of the Academic Success Center 

 

Overview of the Academic Success Center 

The mission of the Academic Success Center (ASC) is to promote academic achievement by connecting 

students with opportunities to enhance their learning, boost their performance, and develop new study 

skills.  The ASC began as a retention initiative in the fall of 2009 with one part-time coordinator position 

that later became a full-time director position in August 2010.  Over the last six years, ASC operations 

have expanded in many areas including 1) space for tutoring and reception, 2) scope of services and 

programs, and 3) number of student employees and student participants.  The ASC employs up to 60 

student workers and provides approximately 2,000 course-specific peer tutoring visits to students (mostly 

in STEM subjects), 460-492 Supplemental Instruction sessions (for gateway biology and chemistry 

courses) and 327 Nursing Help Sessions during an academic year (fall and spring).  The ASC has become 

a visible unit on campus that delivers the kind of academic support services and program expected by 

students and parents.  Moreover, the ASC fulfills a vital function within and serves as a key contributor to 

the university’s overall retention system.   The chart below is snapshot view of ASC operations: 
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2015-2016 Overview of Academic Success Center Services & Programs 

Services Programs 

 

Academic Support & Resource Directory 

(A portal on the ASC website.) 

 

Clearinghouse 

(For the collection and distribution of information 

about campus-wide academic support resources.) 

 

Referral Services for Students 

(via email, website, phone, drop-in visits) 

 

 

Academic Success Consultations 

(Individual meetings with students to provide 

referrals and materials on GS-100 topics.) 

 

Academic Success Plans for Students 

(A student’s support team may include parents, 

DSS, deans, advisers and/or other support 

providers.) 

 

Presentations for Student Groups 

(Study skill topics from GS-100 presented to 

student organizations and RA Living-Learning 

Community.) 

 

 

Peer Tutoring Program 

(A student-tutor match program for weekly 

course-specific tutoring at the 100-200 level.) 

 

Supplemental Instruction Program 

BIO 151/152, BIO 171/172 

CHEM 111, CHEM 121/122 

(Structured review of course material in a peer-

led collaborative learning environment. There 

are 4-8 weekly SI sessions for each class.) 

   

GS-100: Strategies for Academic Success 

(A 1-credit academic skills course that promotes 

successful transitioning to Valpo for first-year 

students.) 

 

Nursing 200-level Weekly Help Sessions 

Nursing 300-level Weekly Help Sessions 

 

CHEM 222 Weekly Help Sessions 

 

Peer Learning Assistants Program (CHEM 

121) 

(In-class peer modeling and a weekly peer-led 

collaborative learning session.) 

 

Persistence & Success Program 

(ASC coordinates efforts with other campus units 

to deliver grant-funded first-year transition 

program to Persistence Scholars that includes 

GS-100.) 

 

  

The ASC Director fulfills all administration, coordination, management and supervisory tasks required for 

the effective delivery of all ASC services and programs with some help from student receptionists who 

perform general office tasks to support daily workflow.  Valpo’s ASC is understaffed compared to similar 

centers at peer institutions.  During the 2009-2010 academic year Tricia White met with her counterparts 

at Butler University.  At that time, Butler University’s Learning Resource Center (LRC) was staffed with 

three full-time positions (one director and two coordinators) and one shared administrative assistant.  

Butler’s LRC now has eight positions including some new advising positions.  Creighton University’s 

Center for Academic Innovation has three positions (one director, one assistant director and one academic 

coach).    

How will the ASC Coordinator position bolster the ASC Director’s involvement with university 

retention efforts? 

A new ASC Coordinator position will support the continued growth and sustainability of the ASC and 

impact the Center’s capacity to adapt and meet the academic support needs of an increasingly diverse and 



 
 

33 
 

expanding student population.  The Academic Success Center Coordinator will serve as the primary 

administrator for coordinating and managing logistics of ASC programs and services and will provide 

assistance to the ASC Director to conduct business operations and implement a variety of student success 

initiatives.  With an ASC Coordinator fulfilling these responsibilities, the scope of the ASC Director 

position will be bolstered to include enhanced responsibilities in the following areas:     

1. Intervention, Outreach and Advocacy 

The ASC Director will be able to track student progress with current (UAPs, midterm grades) and 

future intervention alert systems.  This may involve monitoring a variety of student cohorts 

including those in the “murky middle” and those with historically higher attrition rates, i.e., 

students in gateway courses (biology majors), exploratory students, commuters, state aid 

recipients, first-generation, first-quintile, Latino/Latina, pre-engineering, etc.  The director will be 

able to partner with the Office of First-Year Students & Commuter Programs (Bonnie Goebbert), 

professional advisers and college deans to construct an outreach system using early alert data 

whereby students in the “murky middle” and those experiencing academic difficulty will be 

directly informed about academic support opportunities, such as peer tutoring.  This will improve 

student awareness, increase access, and promote usage of key services on campus.  

 

2. Program Research, Development and Implementation 

The director will be able to expand and adapt the offering of academic support programs and 

services to students using institutional data and best practice research.  This will include filling 

gaps in existing programs to ensure sufficient subject-specific tutoring, especially in STEM 

courses, along with designing and implementing innovative and adaptive student success 

initiatives.  

 

New programs may include: 

Probation Recovery Program 

The ASC Director could partner with the deans in the College of Arts & Sciences (and 

possibly the CON and COB) to design a multi-dimensional probation recovery program 

(similar to the COE program).  If funded, the new program would present a more defined 

path for first-time probationary students and provide them with frequent access to support 

resources, academic advisement, and academic skills development.  The three main 

components of the envisioned program are 1) Peer Academic Success Coaching, 2) 

Academic & Vocational Advisement, and 3) GS-100:  Strategies for Academic Success. 

 

Peer Academic Success Coaching/Mentoring 

With the implementation of this new program, students in need of academic skills 

development and peer mentoring (whether on probation or not) could be referred to the 

ASC to be matched with a Peer Coach for a regular weekly one-on-one coaching session.  

The ASC Director would recruit, hire, manage, and supervise the peer coaches.  The ASC 

Director would also develop and facilitate training workshops to prepare the peer coaches 

for mentoring and working with students on particular GS-100 topics, i.e., time 

management, effective learning strategies (note-taking, active reading, memorizing 

techniques), etc.  

 

Professional Academic Success Coaching & Academic Skills Assessment 
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Students experiencing academic difficulty or in need of academic skills development 

could be referred to the ASC to meet with the director for one-on-one professional 

coaching sessions to develop an individual action plan and discuss the full array of GS-

100 topics, i.e., motivation, strengths, goal setting, time management, effective learning 

strategies, test preparation, test taking strategies, etc.   Professional coaching sessions 

could include a standardized academic skills assessment instrument (such as LASSI-

Learning and Study Strategies Inventory). The student would complete the assessment 

and receive a report to guide coaching sessions in areas of skill deficiencies.   

 

RA Living-Learning Communities (LLC) & GS-100 

Beginning in the Fall 2015 semester, Residential Life offered a new Academic Success 

LLC for freshmen.  The ASC Director partnered with the RLC of this LLC to give three 

presentations on academic skills (GS-100 topics).  In best practice research, students in a 

LLC register for the same class(es) and content from class is brought into LLC 

discussions.  This “learning” component of the new LLC is not yet in place, but it could 

be accomplished by coordinating sections of GS-100 for LLC students to take together.    

 

Persistence & Success Program (with GS-100) 

To sustain this ICHE grant-funded program beyond the current one year cycle, ASC staff 

time will be needed to coordinate logistics involving the GS-100 component of the 

program.  This program serves Indiana state aid recipients (50% of whom are first-

generation students) and the course serves as a first-year transition-to-college experience.  

The grant provided funds in the summer of 2015 for a graduate assistant to help the ASC 

Director with coordination tasks involving promotion, communication, scheduling, and 

student enrollment into the course.  In the Fall 2015 semester, enrollment of PSP students 

required three additional sections of the course to be added to the schedule.   

 

Adaptation and expansion of existing programs may include: 

 Adding a drop-in/by-appointment dimension for subject-specific peer tutoring inside 

the ASC tutoring space.  This would create a new option for students to sign up for 

“one time” or “as needed” tutoring for high-need subjects.  This delivery option does 

not currently exist. 

 Adding additional courses to be served by the Supplemental Instruction Program, 

Peer Learning Assistant Program and/or Help Session Program. 

 

3. GS-100 Curriculum Design, Teaching and Faculty Mentoring 

In partnership with the College of Arts & Sciences, the ASC Director teaches, designs curriculum 

and leads a faculty cohort to deliver GS-100.  Over the last few years, enrollment in the course 

has increased due to growing interest among incoming students (and their parents) in 

opportunities to learn academic skills.  Moreover, strategic promotion is aimed at incoming 

students on the Office of Admission’s “first quintile list” because institutional research shows that 

students in this cohort have a higher rate of attrition due in part to academic skills and college 

preparation.  In the Fall 2015 semester, there were over 200 students registered in 11 sections of 

the course taught by 6 different instructors.  With an ASC Coordinator overseeing logistics, the 

ASC Director will have sufficient time to devote to course innovation and curriculum adaptation 

to keep the course relevant to students by integrating mobile apps, video learning, tablets, and 
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other technologies. Beyond curriculum redesign, the director will be able to dedicate time to other 

GS-100 management tasks including 1) preparation for faculty workshop, 2) hiring, preparing and 

mentoring new instructors, 3) scheduling sections and faculty, etc.  The ASC Director will also be 

able to respond to a growing interest in the course that may involve partnering with Residential 

Life, CORE, Persistence & Success Program (or another future grant-funded program), probation 

recovery programs, and/or a future bridge or extended orientation program. 

 

4. Leadership and Committee Membership 

The ASC Director will be able to increase involvement and leadership within university 

committees that contribute to retention and strategic planning efforts. 

 As a member of the newly formed COMPASS (Committee on Motivation, Persistence, 

and Student Success), the director will be able to respond directly to individual student 

cases, take appropriate action, advocate on behalf of students, and communicate with 

other student support providers to align resources. 

 As a member and coordinator of the newly formed CODASC (Council of Directors of 

Academic Support Centers), the director will have ongoing collaboration and 

coordination with other directors to leverage existing resources and bring innovation to 

building new academic support initiatives.  

 

5. Innovation and Technology for Academic Support 

The ASC Director will be able to research and keep informed about innovations in the field of 

academic support, including options for online tutoring, distance academic support, hybrid 

program models, etc.   

 

6. Program Evaluation and Assessment 

The ASC Director will be able to implement more indirect and direct assessments of ASC 

program outcomes to measure impact on student performance and retention.  

 

7. Peer Educator Training and Leadership Development  

The ASC Director will be able to design and implement peer educator training that meets 

professional certification criteria.  The ASC Director could partner with other learning centers to 

deliver a common training curriculum to ensure competencies among peer educators working in 

different areas on campus.  In any given semester, the ASC has 50-60 student employees on staff.   

 

8. Communication, Marketing and Promotion 

The ASC Director will be able to use technology platforms, like YouTube and social media, to 

increase awareness of the ASC and promote its programs to new and returning students.   

9. Presenting and Building Collaborative Partnerships Across Campus 

The ASC Director will be able to give more presentations to groups of students, faculty and staff 

throughout the year.  Also, the director could conduct student focus groups and make regular 

contact with faculty (during department meetings) and advisers (along with other student support 

personnel) to stay informed about the academic support needs of students and work to adapt 

ASC programming as needed.  

 

Given the strategic plan to increase and diversify Valpo’s student population, the new ASC Coordinator 

position and the expansion of the ASC Director position will allow for innovation and implementation of 
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new student success initiatives that contribute to both retention and recruitment.  Moreover, the addition 

of a Coordinator position to the ASC staff will prepare for succession of leadership and ensure the quality 

of the Center’s academic support programs and services.  These advancements will support the ASC’s 

sustainability and leverage the ASC to perform an even greater role in student success at Valpo.   
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Appendix 12 

 

Probation Recovery Program for Engineering Students 

 

Pre-Engineering and Engineering students on probation are asked to participate in a program where they 

are assigned to a Hesse Scholar for individual academic success coaching.  These probationary students 

meet with their academic success coach for one hour per week over thirteen weeks. The coaches are 

trained using the appreciative advising model and work with students on study strategies and stress 

management as well as course-specific tutoring when needed.  To provide this component of the COE 

probation recovery program, Hesse Scholars are recruited to serve in this role; however, this reduces their 

tutoring hours in the Hesse Learning Resource Center where they provide walk-in tutoring for math, 

physics and engineering courses.  To maintain sufficient tutoring staff and hours in the center, funds are 

needed to pay and train Peer Academic Success Coaches.  The estimated cost to provide 45 students with 

1 hour weekly coaching sessions over 13 weeks is $5,600.  This budget would pay 9 new Peer Coaches at 

a rate of $9/hour to provide 585 hours in coaching sessions, plus pay for training.  If implemented in 

spring 2016, the COE model for probation recovery will serve as a pilot program for A & S to emulate in 

fall 2016.   

 

 

 

Proposal for Probation Recovery Program for College of Arts & Sciences 

March 9, 2016 

Prepared by:  Tricia A. White (ASC Director) & 

Anna Stewart (A&S Assistant Dean) 

 

Plans are in development for the Academic Success Center (ASC) to partner with the College of 

Arts & Sciences (A&S) to design a Probation Recovery Program with a peer coaching 

component (similar to the COE /Hesse Center program).  Currently, the A&S does not offer a 

structured program or path to success for its probationary students.   When an A&S student 

meets probation criteria, he or she is emailed a letter with instructions that include meeting once 

with the assistant dean and successfully completing a 1-credit course (GS-100: Strategies for 

Academic Success).  An average of 38 students is on probation each semester in the A&S, with 

17% of them undecided majors.  Some of these students are dismissed from other colleges and 

their first semester on probation marks their entrance into the Exploratory Program.  An A&S 

Probation Recovery Program will present a more defined path to these students and provide them 

with frequent access to support resources, academic advisement, and academic skills 

development.  The following items describe the main components of the program which will 

provide weekly opportunities for student engagement and support:  

 

1. Peer Academic Success Coaching: 

Each student will be matched with a Peer Coach for academic skills development and 

mentoring.  The pair will meet once a week for a 1-hour coaching session throughout the 

first probationary semester.  (If funded, the ASC will deliver this portion of the program.) 
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2. Academic & Vocational Advisement:  

Each student will meet every other week with either an A&S assistant dean or an 

academic adviser.  Prior to the first meeting, the student will be asked to complete an 

academic success plan in which s/he identifies underlying issues leading to probation 

while also articulating how s/he plans to address these issues moving forward.  This 

document will provide a starting point for meetings with the advisor or assistant dean. At 

these meetings, the student will receive intrusive and appreciative advising that will 

provide the student opportunities to a) define long-term and short-term goals, b) create an 

action plan to achieve academic standards, c) map out a curriculum success plan for 

degree completion, and d) engage in vocational discernment and career decision-making 

conversations. 

 

3. GS-100:  Strategies for Academic Success: 

Students on probation will be instructed to enroll in this 1-credit learning strategies and 

study skills course.  There will be a new initiative to gain students’ buy-in during the first 

week of classes.  The ASC will invite students to attend a group introductory session 

where they can learn more about GS-100 course topics and learning outcomes.  The 

session will include firsthand accounts of positive learning outcomes from previous GS-

100 students (via video testimonials or in-person). 

 

The effectiveness of this program will be measured by comparing student performance 

outcomes.   The student cohort treated with the new intervention will be compared to previous 

cohorts that did not receive the intervention.  Matrices will include 1) the rate at which students 

achieve academic standards at the end of their first semester on probation, 2) pre and post GPAs, 

and 3) the rate of attrition.  

 

Administrators in the ASC and the A&S are in the early stages of designing this program and 

collaborating with partners in the COE to share ideas and resources. Stakeholders plan to work 

on designing the program throughout the Spring 2016 semester, which will involve the recruiting 

and hiring of 9 Peer Coaches.  The targeted timeline for full implementation is August 2016. 

 

The ASC will need funding to start the Peer Academic Success Coaching program, which would 

be a new addition to the Center’s program lineup.  Estimated costs for this component of the 

overall probation recovery program will include Peer Coach wages for time spent on coaching 

students during the semester, attending a training workshop in August and attending bi-weekly 

team meetings with the ASC supervisor.  The estimated cost to provide an average of 38 students 

with 1-hour weekly coaching sessions is $8,892 for both fall and spring semesters.  This assumes 

$9/hour for the Peer Coaches to provide 494 hours of coaching over 13 weeks in each semester.  
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With 9 new Peer Coaches serving 4-5 students each, the cost for training will be approximately 

$648 (for 8 hours of training each @ $9/hour).  Also, there will be 7 paid team meetings each 

semester (14 total 1-hour meetings, 9 coaches @ $9/hour=$1,134).  Other anticipated costs 

include refreshments for the GS-100 Introduction Sessions at approximately $50 per session x 4 

sessions= $200.00.  This brings the total cost for a yearlong A&S program to $10,874. 

 

The estimated cost to deliver this program is $143 per student.  There are approximately 70 

freshmen on probation each semester across the university.     

 

 

 

 


