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Executive Summary
The goal of the Columbia College (CC)-Lake Tahoe Community College (LTCC) cooperative project is to "Improve Institutional
Effectiveness and Student Retention through Increased Engagement in Data-informed Decision-making." The project's activity
"Enhance student communications and increase access and usage of data for informed decision-making" includes five components:

1) Develop financial aid text messaging system
2) Develop comprehensive data warehouse & reporting capacity
3) Increase access to information for enhanced decision-making
4) Train staff, faculty & administrators to use new resources effectively
5) Develop a culture of inquiry by integrating the use of data into all decision-making processes

Start-up and implementation activities over the first six months included: 

1. Provided an updated project organizational chart after forming the "Oversight Committee" (CC) and the "Steering Committee"
(LTCC). The Oversight Committee began regular monthly meetings starting in early November 2017, but due to unusually intense
winter snowfall and campus closures, the LTCC Steering Committee met informally and on an ad hoc basis throughout the first
six months of their project. The LTCC Steering Committee plans to begin scheduled meetings beginning May 2017. 

2. Worked with District Grants Officer to provide both sites a comprehensive kick off meeting that included the CC Oversight
Committee, the LTCC Steering Committee, the YCCD Grants Office and the grant's external evaluator. This included training in
the YCCD and USDE budgeting and tracking procedures and guidelines, the USDE's allowable expenses, the procedures for
time and effort reporting, and the communication structure to be used between the two campuses. 
--Worked with YCCD Fiscal Services to write the MOU expectations and deliverables for both LTCC and CC,
--Worked with LTCC and Fiscal Services to finalize and submit the MOU

3. Purchased a project management tool for tracking both site's project activities, timelines and expenditure tracking. The service
is online and available 24/7 for both campuses simultaneously. As of March 30, the site had been populated with the project's
documentation, and the forms required for project tracking and reporting objectives for both sites.

4. Held three organizational meetings with the Project Director(CC) and the project liaison with LTCC, the Director of Institutional
Effectiveness. 

5. Provided support for a pilot of the eLumen system to house CC’s online student learning outcomes (SLOs), assessments and
continuous improvement reporting. The eLumen tool was selected to assist the College in meeting accreditation standards and to
efficiently manage all its course, program, and institutional learning outcomes and assessments within one system. The eLumen
product will be fully implemented in Fall 2017 for CC and will begin the configuration process for LTCC beginning summer, 2017.

6. Both institutions have hired project Assistants during the first six months of the project. 
--An Administrative Specialist for CC was hired in mid-March 2017 and was well into her training by the end of March. 
--An Office Assistant for LTCC was hired shortly after the project training was complete in January and has been providing direct
support services for the LTCC project.

7. Both institutions were in the process of selecting new hires for Systems and Programming Analysts. The Systems and
Programming Analysts will provide key data support services for the project's components.
--CC’s System and Programming Analyst will be tasked with building the data base, the data warehouse that provide the
foundation for the interactive, user-driven reports and report the queries needed for the business intelligence dashboards that will
serve the entire college. The hire date for the CC Systems and Programming Analyst is expected for summer 2017. 
--LTCC hired a temporary consultant to begin building their first college dashboards and will also fill an analyst position by mid
summer. The "LTCC Reports" will be the repository for their business intelligence reports that will be accessible to the college. 

8. Both institutions are recruiting additional technical staff who will be tasked with assisting in the project's research activities,
data requests and in coordinating college strategic planning. 
--CC will select a Research Analyst for its Title III Institutional Effectiveness Coordinator. The recruiting process for CC’s Research
Analyst will close on 5/5/2017. Once hired, he/she will report directly to the Project Director with the support of the Oversight
Committee Chairperson. The analyst will be working alongside a newly formed college-wide "Institutional Effectiveness Committee."
--LTCC will also hire a part-time Research Analyst when finalized through the Classified Employee Union process which was still
in progress by March 30, 2017. The position is expected to be filled by mid-summer 2017.

9. Both campuses were planning for, or have started the configuration of, comprehensive data warehouses. Implementation for
both are expected mid to late 2017-2018. 
--CC is planning for its first data/dashboard deliveries in 2017-2018 with full implementation and operation of comprehensive,
user-driven data reports by 2018-2019. The data warehouse will be the foundation that will underpin all of the enhanced reporting
capabilities and business intelligence tools for strategic planning for CC. 
--With the assistance of a paid consultant, LTCC integrated several of its campus databases and has configured its first college
dashboards (to be installed next fall on the “LTCC Reports”).

II. Progress made toward first year Activity Objectives:
1.1 Text messaging systems for “Financial Aid Nudges,” are being explored, or are being tested: 
--CC has identified two systems that are robust and promise full integration with the campus Colleague Student Information
System (SIS). Both require expensive annual subscriptions however, thus this decision is being weighed very carefully.
Implementation expected: Fall 2017.
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--Due to poor phone service and reception in the Lake Tahoe basin, LTCC has opted to experiment with a “Live Messaging”
service. Though in its early days, the college appears to be responding favorably to this service.

1.2 Fall-to-fall student retention rates will increase by 5% starting with a baseline average of 69%.
After the text messaging “nudging” system is fully operational, it will be at least two terms before its effect can be measured for
student retention rates (baseline 69%). 

2. "Comprehensive Data Warehouse" 
2.1 Implement the first data warehouses on each campus.
--The CC Systems and Programming Analyst will build the comprehensive data warehouse, or “universe” from which data sets
will be systematically refreshed and business intelligence reports will be based. 
--LTCC began bringing its disparate databases into an integrated data warehouse in spring 2017. 
2.2 Web-based interactive reports, searchable by the end-users, will be supported by the data warehouse. 
--This is not expected to be available to CC end-users until 2018; however, a manually-configured CC dashboard (business
intelligence) was piloted in late 2016 and indicated interest in, if not value for the college though the pilot is unsustainable without
the data warehouse. 
--LTCC is experimenting with its first interactive reports through the contracted services of a consultant and Tableau for its LTCC
Reports. Work will continue through 2017-2018.

3. "Increase Access to Information" 
--At present, only one CC web-based, interactive report is available on the www Institutional Research webpage as a pilot.
Though manually configured and not sustainable, the interface did show an indication of college-wide interest in such a format.
--LTCC has developed Tableau-driven reports though they were not available to the public as of March 2017 on the LTCC www
site. 
--With a baseline of "0" in terms of staff awareness of key institutional effectiveness indicators are being established, tracked and
monitored on both campuses: 
a) CC recently vetted several key college indicators, “Institution-set Standards” in 2016-2017 and immediately followed up with a
spring 2017 survey to staff. Less than 30% of the faculty and staff indicated any familiarity with these newly adopted
Institutional-set standard measures (though they are mandated by the accrediting commission, ACCJC-WASC).
b) LTCC posts the "Institutional Effectiveness Partnership Initiative" measures on its Institutional Effectiveness (public) website. 

4. "Train Staff, faculty and staff to use new resources effectively" 
4.1 "80% of faculty, staff and administrators will participate in training and demonstrate competency." 
--Web-based access to tools has become more of the norm for the faculty and staff at CC via the campus use of Office 365 and
its documentation tools. The recent accreditation self-study and 2017 pilot of the eLumen system was fairly well received as of
March 2017. Approximately 15% of the staff had been mentored through the eLumen pilot and thisis expected to increase to 30%
in 2017-2018 as the new Data Wizards begin offering services.
4.2 "Web-based interactive reports will be used to generate 200 unique reports. 
--The ability to capture usage of web-based tools is currently under development with one analytic tool identified for the CC
SharePoint sites. A tool to track the public internet sites is being explored.

5. "Develop a culture of inquiry by integrating the use of data into all decision-making processes"
5.1 "100% of Data Wizards provide at least 8 hours of mentoring or one-on-one assistance." 
--Three Data Wizards have been identified for CC and will begin offering mentoring and training in 2017-2018. 
--Two Data Wizards have been identified for LTCC and will begin services in 2017-2018.
5.2 "100 data-informed decisions will be documented per year." 
Methods for determining and collecting these decisions are disjointed at present but could change if the decision process
becomes better linked with strategic planning and program review. This activity may need to be reworded.
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Section A: Performance Objectives
 

Project Objective: 1 Develop Financial Aid Text Messaging System

Number Performance Measure 
Measure

Type 
Quantitative Data

1.1

By September 2021, 95% of financial aid- eligible students
will receive text "nudges" from text messaging system.
(From a baseline of 0, text message 50% of eligible
students by year 2, 70% in year 3, 80% year 4 and 95%
by year 5.) 

Project

Target Actual Performance
Data

Raw
Number Ratio % Raw

Number Ratio %

 /   999 / 999 100

1.2

By September 2021,fall-to-fall student retention rates will
increased by 5% compared to five-year baseline average
of 69%. (Baseline of 69%,69% in years 1 and 2, 70% in
year 3, 71% in year 4 and 72% in year 5)

Project

Target Actual Performance
Data

Raw
Number Ratio % Raw

Number Ratio %

 /   999 / 999 100

Explanation of Progress (Include qualitative data and data collection information)
Over the five years, text messaging will increase by approximately 20% per year from a baseline of 0. For this report, the
software is nearing a decision for purchase which is expected to be completed by October 2017.

Due to the time needed to increase retention (2 to 3 terms), a base cohort has been identified and will be retained for
comparative analysis for the years to come; however, there may not be measurable data reflected until Fall 2018. That said, the
effect of financial aid "nudges" will be available and measured from the very first semester of implementation. Though the first
and second years may not show any change of increase in student retention effect, the students' response to the messaging
texts will, as will the number of successful financial aid applications processed. This, according to the What Works Clearinghouse
evidence, will show an increase in subsequent retention for students and will be expected in years 3,4 and 5 of the project.
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Project Objective: 2 Develop Comprehensive Data Warehouse & Reporting Capacity

Number Performance Measure 
Measure

Type 
Quantitative Data

2.1

By September 2021, five disparate data sources will be
transitioned into the data warehouse. (From a baseline of
zero, beginning in year 2 of the grant, one to two data
sources will be transitioned into a data warehouse.

Project

Target Actual Performance
Data

Raw
Number Ratio % Raw

Number Ratio %

 5 /   999 / 999 100

2.2

By September 2021, 40 web-based interactive reports,
searchable by end users, are developed. (Starting with a
baseline of 0 in 2014, 3 will be available in year 1 of the
grant followed by 7 in year 2, and an additional 10 in each
of the years 3, 4, and 5.) 

Project

Target Actual Performance
Data

Raw
Number Ratio % Raw

Number Ratio %

 40 /   999 / 999 100

2.3
10 gaps in data collection are identified and addressed.
(Starting with the baseline of 0 in 2014, 2 data collection
gaps will be identified per year to 2021.)

Project

Target Actual Performance
Data

Raw
Number Ratio % Raw

Number Ratio %

 10 /   6 /  

Explanation of Progress (Include qualitative data and data collection information)
Data streamlining (incorporating the stand alone "disparate" databases) has begun for Lake Tahoe with the help of a contracted
consultant. Columbia's database aggregation will begin as one of the first tasks of the Systems and Programming Analyst once
hired (expected June/July 2017). 

The first six gaps in the available and accessible data have been quickly identified during the first six months of the project. For
Columbia, one gap has been vetted and is first to be incorporated in the new business intelligence reports, institution-set
standards. Others include, continuously updated enrollment, student semester/course needs based on educational plans, FTES
productivity measures by term, departments, courses and divisions, assessment summaries of student learning and institutional
outcomes, external factors for the college, etc. Many more are anticipated as the reports and dashboards are implemented and
begin to be used. 

Identifying the gaps in 2.3 may be met very soon in the project timeline; however, addressing them and providing the solutions to
track, monitor and strategically inform users, may take considerably more time to get right.
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Project Objective: 3 Increase Access to Information for Enhanced Decision-making

Number Performance Measure 
Measure

Type 
Quantitative Data

3.1

By September 2021, an online dashboard of five to
seven key indicators of institutional effectiveness is
created, updated annually and continuously available to
students, staff and the general public. (From a baseline
of 0, 1 or more key indicators will be identified each of
the five grant years.

Project

Target Actual Performance
Data

Raw
Number Ratio % Raw

Number Ratio %

 5 /   0 /  

3.2

By September 2021, 80% of full-time faculty, staff and
administrators can cite (without prompting) key
indicators of success. (baseline proficiency data will be
collected in year 1, 35% proficiency expected in year 2,
45% in year 3,60% proficiency in year 4,and 80%
proficiency in year 5) 

Project

Target Actual Performance
Data

Raw
Number Ratio % Raw

Number Ratio %

 80 / 100 80  999 / 999 100

3.3

By September 2021, 100% of full-time employees will
have access to Title III created web-based interactive
reports. (From 0% to 20% in year 1, 40% access in year
2, 60% in year 3, 80% in year 4, and 100% in year 5.) 

Project

Target Actual Performance
Data

Raw
Number Ratio % Raw

Number Ratio %

 20 / 100 20  999 / 999 100

Explanation of Progress (Include qualitative data and data collection information)
3.1 In 2016-2017, a protype business intelligence dashboard was created using a manually configured data set as a means to
test a website analytics tool and analyze the number of views and instances by users. The results indicate there may be quick
adoption of this type of data delivery at both colleges along with a capacity for growth over the life of the project and the future.

3.2 In Spring 2017 a staff survey indicated that less than 30% of the Columbia College staff agreed to "the College assesses its
strengths from [...list of projects, e.g., program reviews, slo assessments, etc.]. On another question, only 32% indicated they
were familiar with recently adopted Institution-set Standards and only 12% said they could explain them to others. This indicates
more training will be targeted in 2017-2018 followed by additional training as more dashboards and business intelligence reports
are made available.
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Project Objective: 4 Train Staff, Faculty & Administrators to Use New Resources Effectively

Number Performance Measure 
Measure

Type 
Quantitative Data

4.1

By September 2021, 80% of initially-identified faculty,
staff and administrators will participate in training with
70% proficiency utilizing Title III data tools. (10% in year
1, 30% in year 2, 45% in year 3, 60% in year 4, 80% in
year 5).

Project

Target Actual Performance
Data

Raw
Number Ratio % Raw

Number Ratio %

 80 / 100 80  10 / 100 10

4.2

By September 2021, Title III newly developed interactive
reports are used by end users to generate 200 unique
reports. (40 reports generated in year 1, 60 in year 2, 80
in year 3, 120 in year 4, and 200 in year 5.)

Project

Target Actual Performance
Data

Raw
Number Ratio % Raw

Number Ratio %

 40 40 / 200 20  1 /  

Explanation of Progress (Include qualitative data and data collection information)
4.1 The online, data-driven tool being implemented at both campuses, the eLumen SLO and assessment tracking system has to
date, seen 10% of the CC staff introduced to, if not trained on the system. For LTCC, the system will be configured during the
summer, 2017, and implemented over the 2017-2018 academic year. 

Both campuses will want to provide training to the college and to monitor and track that training to increase and intensify users
access to training should additional modules for strategic planning and resource requests be purchased and added.

4.2 A prototype online interactive report was configured for the CC college website and is being monitored for number of access
views and referrals. The first six months indicate there is a high probability of early adoption by the college users for filtering and
creating their unique views of the reports.
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Project Objective: 5 Develop a Culture of Inquiry by Integrating the Use of Data into all Decision-making Processes.

Number Performance Measure 
Measure

Type 
Quantitative Data

5.1

By 2021, 100% of faculty or administrators trained as Title
III "Data Wizards" will have provided at least 8 hours of
one-on-one or group mentoring to other faculty and/or staff
in terms of the application and interpretation of data. (Each
year an average of 8 hours will be provided by each Data
Wizard per year.)

Project

Target Actual Performance
Data

Raw
Number Ratio % Raw

Number Ratio %

 8 /   999 / 999 100

5.2

By 2021, 100 of data-informed decisions will be
documented per year. (40 data-informed decisions in year
1, 55 in year 2, 70 in year 3, 85 in year four, and 100 in
year 5.)

Project

Target Actual Performance
Data

Raw
Number Ratio % Raw

Number Ratio %

 40 /   /  

Explanation of Progress (Include qualitative data and data collection information)
5.1 Three faculty members have been identified as "Data Wizard" for Columbia College, and two faculty positions have been
earmarked for stipends provided through the Title III monies beginning 2017-2018. These faculty mentors will be standing
members of the CC SLO Subcommittee which will be incorporated into the CC Institutional Effectiveness Committee. The faculty
mentors at LTCC will be members of 

5.2 Data from the eLumen pilot is being collected now and will be summarized in late October. Early results are encouraging, but
incomplete as it will take another semester or two to collect enough assessment data to be meaningful. Additionally, requests for
resources from the program review process are being investigated for transfer into the eLumen system. This promises to be a
great improvement once implemented (to be determined in 2017-2018) via the ability to follow the trail back to decisions made via
the assessment data and analyses.
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Section B: Budget Information
a) During the first six months of the Title III CC-LTCC Cooperative Grant, software has been purchased, or has been explored.
These include:

--The eLumen SLO system that CC explored and piloted over 2016-2017 academic year ($6,084). Columbia subscription will
begin July 1, 2017. Full implementation will continue through 2017-2018 with a possible second module for curriculum
management to be explored for purchase ($10,000) in 2017-2018.

--A subscription was purchased for an online labor market and employment service, Economic Modeling Specialists ($6,500).
This service provides local and regional employment data, job/hiring densities by region, hiring trends and projections, and other
reports that can be called by user preference. With data reports that can be downloaded for presentations or further manipulation
in spreadsheets, these data are valuable to the Career Technical Education (CTE) programs, deans and administrators, for career
path planning and program analysis. Many of the features of this service have never been available to the colleges prior to this
purchase. 
--CC had a satisfactory demonstration of a text messaging system, BlackBoard Connect-"Outreach" that will be installed in
2017-2018 for an annual subscription fee ($13,808.25). 
--LTCC was piloting the Oohlala push mobile messaging system as of March 30, 2017 with good results.

b) Supplies were purchased that included an online project management service for simultaneous monitoring and tracking from
either campus ($484.57 for an annual subscription fee and some office supplies.

c) Due to delays in hiring processes in the first six months, the highest budget items, personnel and contract services, have
incurred only minimal costs for CC, and salaries and consultant fees for LTCC. 
--CC's first hire, a part-time administrative specialist was hired in mid-March ($357.61) for two weeks at 47.5% part-time for this
report by March 30, 2017.
--LTCC contracted a systems analyst to consolidate some of their databases in the first six months of the project ($7,851), an
office assistant to provide support service for the project ($4,464), and a consultant to build dashboards for the "LTCC Reports"
($31,700). 

Endowment match:
A commitment to CC was given for the Summer of 2017 from a major donor for an endowment. If met, the planned endowment
match will meet the project's objective for FY 2018.
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Section C: Additional Information
This is a cooperative grant operating with Lake Tahoe Community College (LTCC) located in South Lake Tahoe, California and
Columbia College in Sonora, California. The one-way travel distance between the two campuses is 131 miles and 3 hours over
mountainous terrain. With a heavy snowfall and impassable highways during the winter of 2017, meetings were held via online
conferencing software in lieu of face-to-face. Travel may be limited between the two sites to the months that don't experience
dangerous travel conditions.

It was an oversight in writing this grant's proposal in not including a budget for equipment. With the hiring of several new staff, the
colleges have had difficulty securing the needed computers and is still without some office furnishings. We may also need to
purchase a server to house the data warehouse for the project. Likewise, the LTCC has a need to purchase office furnishings and
computers for their new staff.

An unanticipated outcome from this project may be the discovery that CC's sister college, Modesto Junior College (MJC)--part of
CC's Yosemite Community College District (YCCD), could draw from the same data warehouse. The data universes will, by
default, contain the data for both colleges and will use the same data elements and table structure as found in the YCCD
Colleague system. MJC then, may be an indirect beneficiary of this project given they write their own queries and write their own
reports from it.

In addition, the text messaging system will utilize the same SIS platform as is consistent across the YCCD District. Once installed,
there would be no additional expense or installation needed if used by either CC or MJC should they choose to use it.
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