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igher education institutions have dramatically increased their
investments in student advising as a central strategy to transform

their holistic student-support systems to not only improve
outcomes for all students but particularly to ensure equitable outcomes for
Black, Latinx, Indigenous, Asian, and Pacific Islander students and poverty-
affected students. Achieving inclusive and equitable student success in
higher education institutions has been described as a wicked problem, a
term that refers to problems that are complex, intractable, and very
difficult to solve.”

The field will greatly benefit from identifying promising practices’>—those
practices, policies, and structures of student advising redesign efforts that
research demonstrates are correlated with equitable and improved
student outcomes. We conducted a scoping review to assess the nature
and breadth of current research focused on identifying promising practices
in advising transformation.

Overall, existing research provides evidence that student advising redesign
is associated with higher rates of retention and graduation.® Some research
suggests that transformation is contingent upon changes in institutional
structures, procedures, culture, and attitudes.* The research also suggests
that institutional-level factors and individual-level factors influence
transformation success.> Other research has highlighted specific change
practices as important to student success transformation, including
student-centered missions and strategic plans, collaboration, revised
structures, sufficient resources, and the use of data to drive improvement.®

Over the past two years, EDUCAUSE has developed a theoretically
driven model of change. Our initial model was presented

in an EDUCAUSE Review article and shared by the Advising

Success Network.” This model was grounded in theory, most
predominantly ecological systems, organizational development,
network, and social support theories. The model that follows
incorporates the findings from a recently completed evaluation
of intermediary staff perspectives of the factors they perceive

to be associated with institutions’ successes and challenges in
redesigning student advising systems.8
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HOLISTIC ADVISING TRANSFORMATION CHANGE MODEL

INSTITUTIONAL

CONTEXT

Executive leaders. ..

+ Use integrative,
transformational styles

» Champion holistic advising
through language and
action (e.g., resources)

Culture and climate
are...

+ Equity centered
« Student centered
+ Data informed

Resources are adequate
and include.. ..

* People (staffing capacity,
expertise, demographic
diversity reflects student
populations)

+ Financial

» IT infrastructure
(governance, maturity,
deployment, accessibility)

e CAPACITY BUILDING AND ADVISING REDESIGN

Leadership

Vision, values,
and principles

Planning
and redesign
activities

Evaluation
and quality
improvement

+ Leaders from the middle are dedicated and empowered.
* Leaders ensure transformation is equity- and student-centered.
+ Leaders approach transformation as systemic, integrated, and iterative.

+ Advising vision and mission are clearly defined.

* Academic, financial, and career advising are envisioned as integrated.

+ Sustained, strategic, integrated, proactive, and personalized (SSIPP)
principles are embraced.

+ Differentiated developmental advising is valued.

* A pedagogy equating advising with teaching and learning is embraced.

+ All key stakeholders are engaged (e.g., advisors, faculty, IT, IR, students).

+ High-quality, disaggregated data inform decision-making, including a full
awareness of the student experience.

* The business case for advising redesign is communicated with all
stakeholders.

» Communication with stakeholders is ongoing and clear.

+ Business structures and processes are interrogated, challenges and
opportunity gaps are identified, and solutions are implemented.

+ Advising roles and responsibilities are defined and revised as needed.

* The strengths and challenges of previous technology deployments inform
planning.

* Technology enables high-quality advising, and the function, fit, integration,
and scalability of technologies are maximized.

+ Partnerships with vendor(s) are defined and well managed throughout.

* Professional development and training are prioritized and ongoing.

+ Leaders have access to and utilize external resources for capacity building
(e.g., technical assistance, peer networks, membership organizations).

* Milestones, KPIs, and outcomes are defined up front.

+ Data are disaggregated to monitor outcomes across subpopulations.
+ Evaluation findings are regularly shared with stakeholders.

+ Data are used for continuous quality improvement.

Students engage with holistic
advising supports that are
sustained, strategic, integrated,
proactive, and personalized
and are affirming of student
identities and experiences.

Students have comprehensive
social support ...

* Informational
* Instrumental
« Emotional
* Appraisal

... that supports their
development

* Learning
* Empowerment
* Agency

Improved student outcomes

« First-year credit accumulation
« First-year progress in major

+ Career exploration

* Persistence

+ Degree completion

* Employment

* Well-being

External factors: State/local economic conditions, legislative and budgetary mandates, funding structure, state board, attainment goals
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This updated change model is a visual synthesis of the research
literature that hypothesizes how advising transformation improves
student outcomes. It presents a model of change that conveys why,
how, and when changes should occur. Consistent with ecological
systems theory, it emphasizes the institutional-level factors, as well as
individual- and team-level redesign activities that research and theory
suggest are important during an institution’s capacity building and
redesign effort to improve student outcomes.

Moreover, our change model incorporates elements of both

theory of change and program logic models. Theories of change
are conceptual, show the bigger picture, cut across contexts, and
present hypothesized and theoretical mechanisms of change. The
presentation of outcomes in the figure is more aligned with theory
of change models. On the other hand, akin to a logic model, the
model includes considerably more detail under inputs and process
as our focus for the change model was to synthesize the research
literature and related theory to communicate promising practices
linked to desired student outcomes. These are the elements that can
be used by institutions in the planning, design, and implementation

of student advising redesign initiatives. In contrast, these elements
differ significantly from a program logic model in that our change
model represents a synthesis of the literature as opposed to an actual
change effort describing a specific institution’s effort. However, any
institution can take this change model as a template and develop

its own institution-specific redesign initiative and logic model. As a
change model, it is key to understand this model as a theoretical one
that can significantly inform planning and change management.

The change model presented here is intended to provide colleges,
universities, and others pursuing holistic student success and advising
redesign with an evidence-informed resource to facilitate their
strategic planning, capacity building, and implementation activities. It
can be used by an institution as a roadmap to highlight key structures,
elements, and practices in the planning to support an institution’s
change initiatives. Using this change model, institutions can develop
their own more detailed, contextually driven change model and
corresponding action plans. Finally, this change model can facilitate
consensus building in the field and enhance research collaboration
and testing of assumptions related to advising transformation.
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