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I. Executive Summary 

During summer 2014, President Eibeck, in collaboration with university leadership, determined that 

student success, particularly at the undergraduate level, should be a strategic priority for the institution 

over the next 12-24 months.  The recognition of the need to focus on this area was based on extensive 

study by Institutional Research as well as Academic Affairs and Student Life.  At the institutional level, 

student success is essential to fulfilling Pacific’s promise of a student-centered education and for the 

future of Pacific’s academic reputation and fiscal health. The data gathered indicate that University of the 

Pacific undergraduate students are underperforming along a number of measures as compared with our 

peer institutions.   

Pacific’s 4 and 6-year average graduation rates over the past five years (2004-2008) are 43% and 66%, 

respectively.  These rates are below Pacific’s targets: 

 Avg. 4 year grad rate  Avg. 6 year grad rate  

Pacific 42.9% 66.4% 

Pacific target 55% 75% 

 

Moreover, Pacific’s graduation rates are lower than our standard and aspirant peers’ rates.   

 4 year grad rate 

for 2006 cohort 
6 year grad rate 

for 2006 cohort 
Pacific 42% 63% 
Pacific target 55% 75% 
Standard Peers 57% 70% 
Aspirant Peers 67.6% 80% 

 

While our average first year retention rate in the past five years has been 87% and is comparable to our 

standard peers, Pacific has not met its persistence rate targets.  The five year (2007-2011) average 

persistence rates are listed below.   

 Avg. 2
nd

 year rate Avg. 3
rd

 year rate Avg. 4
th
 year rate 

Pacific 87% 75.2% 70.8% 
Pacific target 90% 85% 80% 

 

To understand these disappointing metrics, Institutional Research has disaggregated the higher level data 

to get a clearer picture of which groups of students are most at risk.  This more granular analysis has 

revealed a number of trends. 

1. Academically underprepared students and students struggling after their first semester 

at Pacific are at a high risk of dropping out.  Specifically students who enter university with a 

high school GPA of <3.10 and those with <2.0 GPA after the first and/or second term are at 

greater risk for failure.  Similarly, students in developmental math or writing with D/F/W/I grades 

are at much greater risk for failure.  At present the university has no systematic method or 

procedure for tracking these students and offering support when it’s immediately needed. 
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2. International students have a 6-year graduation rate considerably below the average at 54.5% 

vs. 66.4% for the total population.  Conversations with faculty and personnel in the Office of 

International Studies point to a number of factors that may be affecting this discrepancy.  At 

present, the University has very limited capacity to provide these students with the level of 

support needed for their success, particularly language instruction. 

 

3. Out-of-area students also graduate in smaller percentages than our overall population.  The 

challenge of being far from home and lacking the kinds of supports that keep a student mentally 

and emotionally nourished is no doubt at play in this finding.  Responding to this need will 

require a different kind of student support than we currently offer.   

 

4. High failure rate courses are a significant impediment to student success.  In particular, there 

are 11 STEM pre-requisite courses that have very high D/F/W/I grades.  The University has 

offered some supplemental instruction for these courses, and this instruction appears to lead to 

greater success.  However, our current resources in this area are not adequate to serve all students 

in need. 

 

5. Underrepresented Minority Students are a high-risk demographic according to our data.  In 

particular, African American students with an average 6-year graduation rate of 47% are 20 

percentage points below the average total 6-year rate.   

 

Improving persistence and graduation rates is challenging since there are often multiple and idiosyncratic 

factors that cause a student to be derailed from making progress toward degree completion.  Until now, 

academic and student life services have not been adequately prioritized, coordinated and funded since 

student success has neither been a top institutional priority and nor have there been the proper and 

coordinated administrative structures and positions to take a synoptic view to plan a fully impactful and 

integrated approach to student success.   

This administrative lacuna has been rectified by the recent creation of a presidential commissioned 

Student Success Committee composed of all of the key stakeholders and led by the Vice President for 

Planning, an Assistant Provost of Student Academic Support and Retention position, an Early Alert 

project team, and reorganization within the Division of Student Life grounded in student success 

emphases. These groups and persons have been aided by several internal and external reports in the past 

year that have identified student success gaps and proposed recommendations based on national best 

practices. Most importantly, the Student Success Committee will make it possible to create institutional 

alignment among the key student success support services—academic, student life, financial aid, student 

accounts, registrar, and athletics.   

This proposal identifies four foundational areas where there are existing gaps in student support services: 

(1) referral and case management process, (2) advising, (3) tutoring and (4) developmental skills.  

This proposal will accomplish the following:  

 Improve persistence and graduation rates 

 Establish more efficient and coordinated student referral and case management 

 Improve advising tools and processes for advisors and students  

 Lower F/D/W rates in gateway courses 

 Better coordinate and assess tutoring services 
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It is estimated that $782,514 base and $245,584 one-time funding is necessary to establish the 

components that will have a significant impact on improving student success. Of this amount, the 

Academic Division will contribute the $245,584 one-time funding plus $21,775 base. The total request 

from SIF will be $760,739.  

II. Student Success—Current Practices and Gaps  

 

The Student Success Committee is currently establishing an official university definition of ‘student 

success’ at Pacific in order to create a common understanding and awareness of the essential elements.  

The multi-elemental definition will likely include persistence and degree attainment, acquisition of 

learning skills and competencies, career planning and post college performance, community (on/off 

campus) engagement, and satisfaction with the educational experience.  The most essential elements can 

be represented hierarchically in terms of their priority of institutional support and intervention. 

 

The focus of this proposal is on the bottom level—supporting on-track degree progress.  This is the 

foundation of student success. Graduation rates are the most common metric nationally for student 

success and affect an institution’s reputation for prospective students.  On-track degree progress promotes 

the attainment of higher level aspects such as the acquisition of learning outcomes and postgraduate 

success, and it leads to students’ main educational objective—degree attainment. 

 

In the past year, a number of reports were completed that create a holistic and specific vision to improve 

student success: the Provost and Vice President for Student Life-commissioned Academic and Career 

Advising Planning Committee report (issued in October 2013); ESL Task Force reports (spring 2013 and 

spring 2014); the Scannell and Kurz “Retention Analysis and Best Practice” report (issued in February 

2014); the 2013-14 academic and administrative program review reports; and the Review of Retention, 

Persistence, and Inclusion Programs and Services (summer 2014).  

 

Moreover, in summer 2014, the Provost and Vice President of Student Life assembled an ‘early alert’ 

team to develop a comprehensive and integrated approach to intervene early with at-risk students, and a 

university-wide Student Success Committee was formally charged by President Eibeck (September 2014) 

to collect and analyze student success data, understand effective practices and identify gaps, and  make 
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recommendations for actions and interventions.  In light of the reports and the planning between these 

new groups, the student support landscape and gaps have been identified.  

 

Student Support Service   Gaps 

 

Referral and Case 

Management 

 Inadequate staff to handle volume and depth of student 

referral and case management needs 

 Manual process to handle, track, report, and assess  

 Inadequate staff to support African-American/Black 

students in equity programs throughout duration of 

study 

 

 

Advising 

 Need for earlier monitoring and intervention with at-risk 

populations 

 Self-service degree progress software is not user 

friendly, does not display important off-track 

indicators, and cannot display degree program maps 

(academic and career) 

 

 

Tutoring 

 Insufficient funding for supplemental instruction in 

gateway courses  

 No full-time tutoring coordinator to manage, plan, and 

assess tutoring across campus 

 

Developmental Skills  

 Limited English Language support 

 Inadequate staffing for developmental writing program 

 

III. Recommended Components of a Comprehensive Student Success Improvement Plan 

Referral and Case Management  

          Staffing  

Request: 3.0 FTE to implement Pacific’s early alert mechanism (tool), respond to student needs (case 

management), and strengthen institutional support for African-American/Black students. 

Cost: $210,600 

Current Practice and Gaps: Student Academic Support Services (SASS) collaborates with academic and 

administrative departments to provide support for new student transition and serves as a hub for 

addressing at-risk student needs through the Referral Center, peer-to-peer outreach, and direct 

interventions. Faculty have come to rely upon SASS for coordinating and responding to students in crisis.  

Annual assessment of Referral Center support reveals a higher persistence rate among referred students 

than the general Pacific undergraduate population.  In fall 2013, Referral Center caseload (~200 general 

or triage-level referrals/year) was integrated into the ~125 escalated or severe referrals routed directly to 

the Associate Dean of Students (in collaboration with Associate Deans from each academic unit) to 

provide a holistic view and prioritization of referrals and responses to students in need.  The Associate 
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Dean of Students and one Graduate Assistant (20 hours/week during fall and spring term only; temporary 

funding allocation) comprise Pacific’s existing “case management” support for managing and responding 

to referrals, demand which far exceeds existing staff capacity in SASS.  2.0 FTE will support the 

deployment of the forthcoming “early alert” or Case Management System (workflow mapping, 

faculty/staff training, coordination among support service providers, and reporting) and provide first-

responder and ongoing case management support to students identified as at-risk through the system.   

 

A related gap in Pacific’s current capacity to support at-risk students concerns providing high-quality 

support to African-American/Black students.  Currently, no institutionalized resources at Pacific are 

devoted to serving African-American/Black students, a population identified as severely at-risk of not 

enrolling, persisting, or graduating at Pacific.  While successful respective to a narrowly defined purpose, 

the Students Emerging as Pacificans (STEPs) Program pilot (initiated in 2011, targeting first-year 

students only) is inadequate and under staffed (using existing and overextended Educational Equity 

Programs staff) to fulfill Pacific’s commitment to equitable student success outcomes.  This 1.0 FTE in 

Multicultural Affairs will expand retention services to all African-American/Black students spanning 

from recruitment through graduation as recommended by the June 2012 Diversity & Inclusive Excellence 

Task Force. 

 

Assessment:  frequency and types of needs reported, identified, and interventions provided; faculty/staff 

referrers and support service providers’ satisfaction and use of case management system; institutional 

improvements in persistence, retention, and graduation rates (and related retention of students on 

academic probation); satisfaction, retention and graduation rates of participants compared with average 

student population and national higher education trends for African-American/Black students.  

 

     Case Management System  

Request: Purchase a case management system that allows faculty/staff to raise alerts in real time, 

communicate the issue to students and relevant faculty/staff, coordinate appropriate support services, 

record actions taken, allow for integrated case management functionality, and provide documentation 

and reporting on all of the activities.  

Cost: $74,925 

Current Practice and Gaps:  Pacific currently uses manual and separate processes to identify student 

problems and connect students with support services. Using email and personal connections, individual 

faculty and staff provide information to students for accessing support services (such as tutoring, mental 

and physical health, career services, etc.).  Feedback to faculty/staff regarding support is also provided 

using email and personal connections.  There is no centralized collection and documentation of 

identification, communication, or actions taken.  This request is to purchase a case management solution 

that allows frontline university personnel (such as: instructors, advisors, housing staff) to raise alerts in 

real time, communicate the issue to students and relevant faculty or staff, coordinate the appropriate 

support services, document actions taken, allow for integrated case management functionality, and 

generate reports on all of the activities.  In addition to general referrals and triage, the system will provide 

ADA, HIPPA, and FERPA compliant routing of accommodation needs for serving students with 

disabilities, coordinating support for Students of Concern, monitoring students in select cohorts (i.e.; 

student-athletes, educational equity programs) as well as investigating and responding to potential bias 

and violations of Pacific’s Honor Code and Tiger Lore.   

 

Assessment: Same assessment as noted above under staffing.  
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Advising 

     Degree Advising and Audit Solution (Degree Works)   

Request: Purchase and implement a system for advising students of degree requirements, degree 

progress, and degree program roadmaps. Replaces existing CAPP program. 

Cost: $244,850 

Current Practice and Gaps:  Pacific currently employs a self-service advising and degree audit solution, 

CAPP, which informs students and advisors of completed and outstanding degree requirements. However, 

CAPP is not user friendly, and it lacks the functionality to serve as an early alert for off-track degree 

progress.  For example, CAPP does not have a dashboard view of students’ progress toward degree, does 

not highlight essential degree progress milestones, and does not display financial aid status, all of which 

can then be reported on in order to make earlier interventions.  CAPP does not allow the display of course 

of study, career planning, and experiential learning maps for all degree programs.   And it does not allow 

for prospective transfer students to know how their courses could be applied toward any degree at Pacific.  

Assessment: advising efficiencies, utilization reports, faculty/staff/student user feedback 

     Course Schedule Optimizer  

Request: Software that optimizes student schedule options to improve advising and credit efficiency. 

Purchased by Office of Provost in spring 2014 and already in use. 

Cost: $15,000 

Current Practice and Gaps:  Advisors and students often consume a large amount of time in their advising 

sessions to figure out how a student’s schedule can fit together with competing course times and out-of-

class commitments, e.g., athletics or work. This logistical work leaves less time for advisors to focus on 

the higher, developmental aspects of advising, and sometimes, due to scheduling complexity, optimal 

schedules are not figured out, which can slow down on-time graduation.  Moreover, the scheduling 

process for new students, who are conveniently block scheduled into their courses in the first semester, 

takes an advising team, composed of representatives from all of the undergraduate units and non-

academic divisions, a full three weeks to complete during the summer. This is inefficient and costly.   

Assessment: Utilization rates, student satisfaction 

 

Tutoring 

     Supplemental Instruction  

Request: Increase funding to cover all sections of the most impactful gateway courses: three courses in 

biology, five in mathematics, three in developmental math, and two in economics.  

Cost: $43,039  

Current Practice and Gaps: Supplemental instruction (SI) is additional instruction that is offered to 

students in so-called “gateway” courses, which are required for certain majors but are difficult for 

students to complete. Most of the students in these courses are non-majors, e.g., pre-pharmacy students 

who take biology, chemistry, or math courses, or business students who take economics and math 

courses.  Supplemental instructors are students, typically undergraduate, who have taken and excelled in 
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these courses and are required to sit in on them again when they tutor. Pacific currently offers 

supplemental instruction in only half of its gateway courses, which are also currently under funded.  

 

Assessment:  Comparative study of students in the 11 STEM classes who participate in supplemental 

instruction compared with those who don’t use supplemental instruction.  Track D/W/F grades in the 11 

courses over time 

     Supplemental Instruction/General Tutoring Coordinator  

Request: Replace the current nine-month, Graduate Assistant coordinator model with a full-time 

coordinator. 

Cost: $54,600 

Current Practice and Gaps: The management and coordination of supplemental instruction and general 

tutoring (non-gateway) services has been done by graduate students.  This staffing model  has significant 

shortcomings. The model is unstable since there is no guarantee that there are interested and capable 

graduate students to perform the duties; there is turnover each year; there is no coverage in the summer 

months; and since graduate assistants can only work a maximum of twenty hours per week, they cannot 

devote the time to plan, coordinate, and assess tutoring services in an optimal way.    

 

Assessment: Track participation/utilization rates and retention of participants 

 

Developmental Skills 

     ESL Program  

Request: Provide a full immersion Intensive English Program (IEP) during the academic year, and 

possibly during the summer, for both matriculated and non-matriculated students to develop English 

language competency. This immersion program would consist of an advanced level of ESL composed of 

four different courses: reading, writing, listening, and speaking.  

Cost: $63,100 

Current Practice and Gaps: There is currently no English Language Program at Pacific; rather, there are a 

few ESL courses that international students can take to improve their English ability. In the past two 

years, additional ESL tutoring has been delivered as a last minute remedy to support students in ESL and 

developmental writing courses. There has never been a dedicated ESL budget, and there has not been a 

dedicated English Language programs manager with the qualifications to manage and assess the program, 

help determine and reassess writing placement thresholds, and track student success.  These functions 

have been performed by others with their own primary responsibilities.  

Assessment: Track persistence and graduation rates and grades of ESL students  

     University Writing Programs Director  

Request: Establish a full-time Writing Programs Director in wake of a three-year pilot with a full-time 

Director.  

Cost: $41,600 

Current Practice and Gaps: The current full-time, eleven month University Writing Program Director 

position is in the last year of a three-year pilot project. Hitherto, there was a half-time Director. The 
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Office of the Provost has supplied the funding for the Director pilot. The University Writing Programs 

Director directs and manages the Student Writing Center, the University-wide Writing in the Disciplines 

program, the developmental writing program, and teaches in the Pacific Seminar program. The Director 

works with units across the tri-city campus to strengthen the teaching, learning, and assessment of writing 

in the disciplines and across the curriculum.   

Assessment:  Track participation, retention of participants 

Developmental Writing Instructor  

Request: Fund the second developmental writing instructor position to attract high quality faculty to help 

students attain university-level writing proficiency.   

Cost: $34,800 

Current Practice and Gaps: The developmental or ‘remedial’ writing program currently employs two full-

time instructors to teach in the program.  However, one of the instructors will be retiring this year, and 

this person is only paid $18,000 to teach seventeen units each year.  

Assessment: Completion rates of students taking developmental writing; successful completion of 

university-level writing course (PACS 1) 
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Appendix 1 Summary of Graduation and Retention Rates by Ethnicity 
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Appendix 2  Summary of Requested Components & Current and Future States  

 

Component  Current State Future State 

Referral & Case 

Management Staffing 
 Inadequate staffing to handle 

volume and depth of Student 

Academic Support Services referral 

needs; Limited documentation of 

student identification and 

intervention history 

 Staffing for services targeting 

African-American/Black students 

provided by over-extended (CIP 

Director and SUCCESS Assistant 

Director).   

 Automated, integrated identification and 

communication process; documentation of 

identification and intervention history; reporting 

functionality; improved quality and efficiency of 

service delivery/response to needs  

 Aligned and expanded case management capacity; 

increased support for students at-risk Holistic focus 

on African-American/Black students 

(outreach/recruitment, persistence, retention, alumni 

engagement); increased satisfaction, retention and 

graduation rates  

Case Management 

Solution 
 Manual, siloed flagging & 

communication process 

 No documentation of student flagging 

& intervention history 

     Inadequate staffing to handle referrals 

 Automated, integrated flagging & communication 

process 

 Documentation of student flagging & intervention 

history; reporting functionality 

 Improved quality and response time for service 

delivery 

 

Degree Audit & Advising 

Solution 
 Not user friendly 

 Limited functionality for student & 

advisor 

 Siloed 

 Clear display of degree progress 

 Integration of multiple student risk elements 

 Reporting functionality 

Course Schedule 

Optimizer 
 Too much time spent on logistics of 

schedule creation and not higher level 

advising needs 

 Mistakes in creating schedules to 

maximize credits and speed of degree 

completion 

 Optimized course schedule every term to maximize 

credit hours and increase on-time graduation 

Supplemental Instruction  Limited instructional support in half 

of the gateway courses 

 Full supplemental instruction in all gateway courses 

Tutoring Coordinator  Part-time graduate assistant 

coordinator with annual turnover 

 No capacity to lead assessment  

 No coverage in summer 

 

 Reliable program management 

 Capacity to plan and collect assessment 

 Summer coverage 

 

Intensive English 

Language Program 
 Limited ESL offerings 

 No immersion program 

 No qualified ELS coordinator 

 Full Intensive English Program for matriculated & 

non-matriculated students 

 Funnel for larger and more qualified International 

student enrollment 

University Writing Center  End of pilot program with a full-time 

Director 

 No salary line for full-time 

developmental writing faculty 

 

 Full-time Director 

 Improved developmental writing instruction 
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Appendix 3 Phase I Student Success Roadmap  

Spring 2015 

Component Month Action Responsible 

Referral and Case 

Management Staffing 

Feb – April Hire 3 FTEs Associate Dean of Students 

Referral & Case Management 

Mapping 

February Tool Selection and work flow 

mapping 

Early Alert Project Team 

Intensive Language (ESL) 

Coordinator/Instructor 

February Hire 1 FTE  IPS Director 

Tutoring Coordinator May Complete Hiring Asst. Provost of Student Support  

↓ 

↓ 

↓ 

Summer 2015 

Component Month Action Responsible 

Supplemental Instruction May – August Funding for gateway courses  Department Chairs 

DegreeWorks July – August Hire 1 FTE and initial planning Registrar 

Fall 2015  

Component Month Action Responsible 

Intensive English Program August Full Implementation IPS Director & ESL Coordinator 

Supplemental Instruction August Full funding for gateway courses Dept. Chairs & Tutoring Coordinator 

Referral & Case Management 

Solution 

Aug - Dec Initial Pilot Early Alert Team  

DegreeWorks Aug – Dec Beginning of 12 month 

implementation 

Registrar 

University Writing Programs 

Director and Developmental 

Writing Instructor 

August Permanent positions established Asst. Provost of Student Support 

Spring 2016 

Component Month Action Responsible 

DegreeWorks  Jan - May Continued implementation Registrar 

Referral & Case Management  Jan - May Phased implementation of tool Associate Dean of Students 
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