










 
honors accounting system, any low grades transfers may have had while in community colleges or 
elsewhere are not utilized. If, between their previous school and Western, transfers matured 
academically, learned how study, etc., they may have benefited by such an accounting system. On 
the other hand, natives have all of their Western academic scores, lower and upper division, 
included in the honors formula. If they haven't "found themselves" academically early on, it could 
be that early grades hold them back from having higher Western GPA's. 

By some standards the information and results presented in the previous section may be 
viewed as extensive and/or excessive. The eight subsections indeed contain findings that reflect 
Western's interest and concern about degree progress, persistence, and graduation. The results, 
however, provide insights into other areas of the academic sphere of the University and therefore 
aid in policy formation and decision making. Assessment and evaluation findings serve that 
function at Western. Identifying the characteristics of our students' degree progress is essential to 
the planning process. Consequently, at the risk of detracting from the central theme of this report, 
we decided to illustrate the comprehensive relationship between data acquisition and analysis and 
the planning process. The plans presented in the next section will, in most cases, lead to the 
accumulation of more data, since the plans themselves must be evaluated to assess their presumed 
effectiveness and efficiency. 

Strategic Management Plans to Improve Time-to-Degree and Graduation Rates 

As stated earlier, Western devotes a considerable amount of time, energy, and resources to 
effectively and efficiently manage all facets of student enrollment patterns. In 1991, Western's 
Strategic Planning Committee identified enrollment management activities as one of its major 
action strategies; a formal group was established at that time to follow through on the 
recommendation. Before Western's Strategic Action Plan went into effect, however, the 
University, through several programs and offices, devoted time and resources to the students' 
learning experiences--especially persistence, degree progress, and graduation rates. 

Over the past three years, and even before, several specific enrollment management policies 
and procedures were recommended and sent forward to appropriate committees for debate and 
decision. Some of the recommendations were accepted in whole or part, and subsequently 
implemented. Others were rejected and sent back to the Enrollment Management Group (EMG) 
or committee of origin. For those that were implemented, evaluation and assessment plans and 
strategies were also implemented to track and evaluate impacts. For certain recommendations 
referred back to the EMG, additional information was requested and reflected against the problem 
and the proposed solution. 

Enrollment management activities are an integral component of Western's shared governance 
system. The activities also are grounded in institutional assessment and research findings. 
Similarly, decisions and policies flow from the findings but are reflected against existing and 
projected resources. Because of budget constraints and projected state revenues, many plausible 
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and conceivably practical enrollment management decisions cannot be implemented--doing so 
might lead to the elimination of other programs whose worth and value is deemed more important 
to the University's mission. Hence, decisions are weighed carefully and examined in the context 
of the total operation of the University. 

Western's current and projected plans to improve time-to-degree and graduation rates are 
presented below. Descriptions, rationale, and timelines follow each plan or activity. Plans are 
ordered along four categories as recommended by staff at the Higher Education Coordinating 
Board. Procedures and activities to evaluate and assess the activities follow the presentation of 
the plans. A summary timeline graph for all planning activities completes the section and the 
report. 

Increase Information: Institutional and Student Characteristics 

Western is committed to the concept and practice of institutional assessment and research. 
Much of the activity occurs through the OIAT and the Office of Survey Research. In identifying 
and organizing its research and program evaluation activities the OIAT, in consultation with the 
Provost and Vice President for Academic Affairs, strives to obtain data and information 
continuously to provide answers to the following questions: 1) What do we look like as an 
institution and how can we improve the quality and efficiency of the academic and sociocultural 
experience and climate? 2) What factors contribute to general and specific changes in Western's 
student development, attitudes, knowledge and skills? 3) How can we enrich classroom and 
instructional experiences to advance and promote effective learning? 4) How successful is each 
component of the curriculum and program activities and what changes are produced from the 
implementation of recommended changes? 5) What are we like as an institution and what is the 
effect of administrative decisions on policy, the overall climate, faculty, students, parents, alumni, 
boards, and agencies? To obtain information for these important questions, the OIAT organizes 
its assessment and program evaluation activities according to a holistic framework. 

In the course of its five year formal existence, the OIAT has produced and distributed over 30 
technical reports and numerous data memoranda. Given existing and forecasted resources, 
Western, through the OIAT, plans to sustain and advance its activities to provide information 
about our student and institutional characteristics, and to continue to devise and implement 
evaluation strategies to build our profile concerning the five questions listed above. Specifically, 
the Student-Tracking System and related studies of student progress, annual alumni and former 
student surveys, longitudinal assessment of student outcomes and perceptions, and surveys of 
admitted but not enrolled students will continue to form and drive Western's OIAT activities.' 

Along with the various on-going activities of the OIAT, Western plans to initiate the 
following activities that will enhance our knowledge of the factors that influence degree progress, 
persistence and graduation rates. 

7 cf. Trimble, J.E. (1994, April). Institutional Assessment at Western Washington University for 1993-95 
Biennium, 1994 Semi-Annual Report. Bellingham, WA: Western Washington University, Office of Institutional 
Assessment and Testing. 
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On-line Interactive Curricular Tracking System 

Description: 

To assist students curricular choices, which could effectively and efficiently advance their 
progress toward a degree, Western plans to put into service a student-centered on-line degree 
progress tracking system. The system would assist students' academic advisors and students and 
advisors at community colleges and other state colleges and universities. With the system in 
place, student degree progress could be monitored and up-dated daily--progress, remaining 
prerequisites, course requirements, and grade point averages would be readily available. 

The system also will provide Internet access for community college students, advisors, and 
administrators to such on-line information as baccalaureate program requirements, transfer 
equivalents, and admissions criteria for majors. 

Rationale: 

In a 1992 survey of Western's graduates a portion of the alumni respondents strongly 
indicated that their normal course of study was hampered by: 1) problems with the availability of 
courses; 2) the number of credits required to complete certain majors; 3) poor advising or the lack 
of advising; 4) uncertainty about their educational goals and therefore took courses they did not 
need; and 5) lack of support and direction when making the transition to Western. About 30% of 
the respondents indicated that more advising, support, and guidance concerning career goals 
would have made their progress somewhat more efficient. 

Other findings compiled from assessment related survey findings of former students and 
alumni indicate that: 

• Transfers are slowed in their progress towards a degree by taking time out before 
attending Western and by losing transfer credits. 

• People who wait too long to declare a major are delayed. The delay from waiting until the 
senior year to declare can add as much one-half a quarter on average. 

• Students lose time waiting to enroll in required courses. The delay can be attributed, in 
part, to poor planning and the absence of advising. 

• Uncertainty about career goals can add 3 to 4 credits on average at graduation for about 
20% of the seniors. 

Analysis of survey findings that affect course access problems and timely progress to a degree 
suggest that an on-line curricular tracking system could significantly improve the progress for 
about 30% of Western's students. The impact of the system would vary. Overall, an analysis of 
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the assessment data indicates that an on-line curricular tracking system could improve efficiency 
of time-to-degree by between .08 and 1.5 quarters per graduate. About half of that projection 
would be reflected in credits earned and the other half in the time taken to earn a given number of 
credits. 

Timeline: 

It is estimated that the system will require about three years to develop, install and implement. 
Development will begin in May, 1995, will full implementation scheduled to occur in September, 
1998. 

Curriculum Assessment Service (CAS) 

Description: 

The Curriculum Assessment Service (CAS) is a comprehensive software package developed 
jointly by the Association of American Colleges and the Institute for Research on Higher 
Education, University of Pennsylvania. The CAS program provides an analytic framework for 
exploring the scope and structure of the coursework chosen by undergraduates and makes it 
available on a relatively user-friendly PC format. Copies of the CAS containing complete and up- 
to-date enrollment patterns can be made available to advisors, departmental chairs, and related 
staff and administrators. Individual student degree progress can be monitored and tracked. 
Faculty and administrators can analyze student course selection patterns at the individual, group, 
department, and college levels. 

While similar to the curricular degree audit system, the CAS is limited by the amount and 
kinds of information that can be embedded in the computer disk. Also, the analytic capabilities 
are limited due to the limitations built in the core program. Finally, the user can only monitor past 
curriculum patterns and not those in which a student is currently enrolled. 

Rationale: 

Use of the CAS will enable Western to respond in part to the survey findings in the previous 
activity. After devoting over a year to reviewing and testing the CAS, it can be implemented 
much sooner than the curricular tracking system. 

Timeline: 

Downloading student courses will occur during October, 1994. The CAS will be available for 
use in January, 1995. 
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Explore Characteristics of Students with Excessive Credit Accumulations 

Description: 

An extensive analysis of students who have not graduated and accumulated more than 240 
credits will be conducted. Currently, slightly more than 10% of Western's students fall into this 
category. Using the SIDS and appropriate data files contained in the OIAT's central file, two of 
Western's faculty will explore and examine more than 300 variables in a effort to better 
understand the factors and conditions that contribute to the phenomenon. Results will be used to 
identify problem areas and identify, develop, and recommend policies and procedures to mitigate 
the conditions. 

Rationale: 

As indicated above, some 10% of Western's enrolled students have accumulated 240 or more 
credits and have not yet graduated. Such excesses can be influenced by a number of factors, 
including course unavailability, dual major concentration, changing a major during the senior year, 
and an indecisiveness about career goals. Currently, we know very little about the characteristics 
and enrollment patterns of these students. 

While premature, if our understanding of the variables that influence the credit accumulation 
are close to those generated from the alumni survey findings, then we can with some discretion 
make some predictions. If Western institutes certain policies that bear on high credit 
accumulation (and therefore delay graduation) we can expect an average reduction of 3.37 
quarters needed for a degree for about 10% of Western's students. 

Timeline: 

Data analysis will begin during Summer Quarter, 1994, and extend to about November, 1994. 
Findings and recommendations will be made to the Enrollment Management Group at that time. 
Refined recommendations will be forwarded to the appropriate committee about February, 
1995. 

Number of Credits in the Major 

Description: 

The number of credits required to major in Western's academic units varies considerably. 
Students seeking a B. S. degree typically are required to take more credits than those aspiring for a 
B.A. degree. (Data and discussion concerning this pattern was presented earlier in this report.) 
The techniques and analytic procedures initially developed to examine the major credits factor will 
be expanded, revised, and tested to confirm their efficacy and validity. 
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leave school. Other OIAT findings indicate that drug and alcohol use effects student academic 
development and progress. 

Timeline: 

Initial activities began in Fall Quarter, 1993. Activities will be expanded in Fall, 1994, and 
continue. 

On-line computer interactive university catalog 

Description: 

Western's general catalog will be installed on one of the interactive mainframe computer 
system files. The campus community will have direct access to all of the information contained in 
the catalog for advising and informational purposes. Future plans call for making the catalog file 
available through the Internet and Ethernet systems, thereby making it available to all who have 
access to these systems. 

Rationale: 

Students and graduates both point out in survey responses that Western should provide more 
access to course requirements and descriptions and courses of study. While the catalog is readily 
available to everyone, moving it to a computer on-line interactive file will broaden its accessibility 
and availability. 

Timeline: 

Programming and file organization activities will begin in October, 1994. The catalog access 
system should be fully operational by June, 1995. 

Expanding advising, counseling, and faculty relations in the university residences 

Description: 

Often it is too easy to overlook the impact of contemporary student residence theory on the 
efficiency of time-to-degree. Nowadays, the offices of Residence Life at Western offer a variety 
of academic-related programs, including: How to Pick a Major, Study Skills, Time Management, 
Math Anxiety, and Test Taking Skills. Moreover, staff are required to sponsor faculty 
interactions programs each quarter based on Astin's studies indicating that students who are 
connected to faculty outside the classroom are more likely to achieve better grades and complete 
their degree program. In the 1993-1994 academic year, more than 80 faculty members 
participated in programs within the residential communities. Additionally, the Faculty in 
Residence program hosts a foreign visiting professor and involves that faculty member in 
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programs throughout the Residence Life system. This program fulfills faculty involvement goals 
as well as cultural programming goals. 

Other programs offered through Residence Life educate, explore, challenge, support, confront 
and sanction behavior related to abuse of alcohol and other substances. As OIAT survey findings 
have revealed, many students' educational goals are not achieved because of alcohol and drug 
misuse. A great deal of time and energy is invested in assisting students in learning how alcohol 
and drugs may interfere with their studies. 

The offices of Residence Life plan to continue and expand their academic-based activities. In 
addition, the residence staff continue to rely on survey and evaluation information to improve the 
quality of their activities and services. 

Rationale: 

Findings from national student and alumni studies, as well as those generated by OIAT 
surveys, strongly indicate that a students' retention chances are increased if they live in a campus 
residence hall during their freshmen year. The chances increase even more if the staff and 
advisors provide academic-oriented programs and workshops, and promote close relationships 
with faculty. Many of the activities mirror those sponsored by other units and offices on 
Western's campus. Residence hall programming and advising provides full coverage and assures 
that every means is taken to meet students' academic needs and concerns. 

Timeline: 

Planning usually occurs during the summer months and continues on a reduced scale 
throughout the academic year. Residence hall staff will identify and devote time to programs and 
activities that will promote persistence and timely degree progress. 

Expanded and enhanced faculty mentoring opportunities 

Description: 

For nearly fifteen years Western promoted a faculty mentoring program. The Office of 
Student Affairs provided opportunities for fostering mentoring relations between selected faculty 
and students. In the early years of the service, emphasis was placed on promoting ethnic minority 
student connections. Plans are to expand the opportunities to involve more faculty and students. 
Relations and connections will begin during Freshmen Orientation and continue throughout the 
students' enrollment at Western--hopefully right through to graduation 

Rationale: 

With an increasing enrollment and a gradual decline in the number of faculty, Western believes 
that it is essential to promote and build close academic relations between students and faculty. 
Studies show that institutions that offer a personalized approach to education tend to graduate 
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more native students in a timely manner than those who don't. Mentoring adds yet another 
dimension, outlet, and resource to that array of services available to students. 

Timeline: 

Procedures and interested faculty will be developed and reviewed during Summer Quarter, 
1994, and the expanded service will be put into effect at the beginning of Fall Quarter, 1994. 

Increase System Integrity: Clarifying System Standards and Procedures 

Western is firmly committed to maintaining and strengthening the solidity and integrity of its 
systemwide relations and agreements with state-supported agencies and academic institutions. 
Over and above this commitment, the University recognizes the importance of identifying and 
removing barriers and obstacles that interfere with or otherwise impede collaborative and 
concatenated agreements with the CTC's and baccalaureate degree institutions. To this end, 
many of Western's plans and procedures presented in the three previous sections will improve the 
relations and agreements, and support the existing and projected plans and procedures that 
represent Western's perspective on system integrity and the clarifying thereof. Moreover, 
opportunities must be made available to other institutions to participate in identifying and unifying 
standard systemwide procedures that can impact time-to-degree and graduation rates. To 
accomplish this task, Western plans to engage in the following activities. 

Establish partnership with assessment coordinators at Whatcom and Skagit Community Colleges 

Description: 

Whatcom and Skagit Community College non-degree and AA-degree transfers comprise the 
largest segment of Western's transfer student population. While the University has a strong 
articulation agreement with the two institutions, little is known about their students and their 
degree progress after they transfer. Western's OIAT will establish a partnership with the 
assessment coordinators at Whatcom and Skagit to collect comparable student baseline 
information (i.e., CIRP and CSS) and develop a tracking system that will provide detailed 
information on student academic performance and degree persistence. In addition, many of the 
plans listed previously will include the participation of the assessment coordinators--especially in 
compiling outcome and impact effectiveness findings. 

Rationale: 

The development of Western's interactive on-line computer system permits the distribution 
and sharing of a multitude of evaluation, assessment, and institutional research findings. Transfer 
student degree progress, as noted earlier, requires about three years. The time could be shortened 
by promoting and advancing a close working partnership principally with the assessment 
coordinators and related program and administrative staff. 
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Timeline: 

In June, 1994, the assessment coordinators at Western Washington University and Whatcom 
and Skagit Community Colleges will meet to discuss and review common projects, themes, and 
activities. Plans to collaborate will be discussed and, if agreed, actuated in Fall Quarter, 1994. 
During the 1994-1995 academic year, the coordinators will continue to meet to review findings, 
generate new procedures and discuss joint ventures. 

Secondary school partnerships and collaboration 

Description: 

Western plans to establish close partnerships and strong collaborative relations with local and 
regional secondary schools to share and advance articulation agreements concerning curriculum 
development and pending reforms. Emphasis will be placed on sharing findings on their 
respective graduates' development and progress while enrolled at Western. Information obtained 
and compiled by the OIAT will be made available to school district administrators and interested 
faculty (e.g., writing proficiencies, math placement, etc.). In addition, committees will be formed 
to discuss shared educational goals and future developments and their impact on Western's 
current curriculum and educational experiences. 

Rationale: 

On March 21, 1994, the U.S. Congress passed Goals 2000: Educate America Act to improve 
nationwide educational standards and policies. The act, through several titles, calls for the 
development of national standards, state and community planning for all students, and the 
identification and development of appropriate tools and measures to assess and evaluate student 
competencies, program and curriculum relevance and comprehensiveness, and achievement of 
planning goals. Washington State, in a number of school districts, already has responded to the 
act by developing learning communities and performance-based evaluation criteria and 
procedures, amount other undertakings. Western, and every other baccalaureate degree granting 
institution, must be prepared to accommodate the changes spawned by the act and those already 
occurring at the state level. For example, within the next few years, high school graduates who 
enroll in higher educational institutions will be accustomed to performance-based grading and 
evaluation procedures; Western, for instance, must be ready to employ similar procedures for no 
other reason than to assume a smooth transition between schools. Degree programs and 
persistence, too, may be affected if Western's faculty have not developed similar evaluation 
procedures. 

Timeline: 

School district administrators will be identified and contacted in October, 1994, and invited to 
collaborate on the sharing of student characteristics and outcomes findings. Western will follow- 
up with inquires and discussions about forming Goals 2000 partnerships to explore academic and 
curriculum reform. The activity is planned to occur over the next four to six years. 
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Assessment and Evaluation of Plans and Procedures 

In forming the foundation of Western's Strategic Action Plan, the Strategic Planning 
Committee and subsequently the Board of Trustees firmly maintained that "on-going assessment 
of the student experience must be undertaken to assist in student success. . .(and) to effectively 
gauge programmatic success." Well before the adoption of the strategic plan, in 1991, Western 
had been actively gathering and compiling assessment and evaluation data on student and program 
success. From when it began formally in 1988, assessment and evaluation has continued and 
accelerated to the level it has reached today. Appropriations from the state legislature enabled the 
University to gather, analyze, and apply outcomes without taking resources away from its 
academic and institutional mission. 

Each of the enrollment management and degree progress plans presented will be subject to 
close study and observation. The OIAT and selected faculty will devise data collection 
procedures to evaluate the effectiveness and impact of each plan. Survey research procedures 
involving questionnaires and telephone and personal interviews will be used. Data and outcomes 
will be merged within Western's Student Tracking System through the Student Information Data 
System. As a consequence, Western and the OIAT can expect to have information on student, 
faculty, and administrator satisfaction and perceived effectiveness of its time-to-degree plans. In 
addition, the OIAT will have degree progress and persistence results that will be reflected in 
studies on graduation rates. 

Indeed, the addition of Western's plans to effectively and efficiently manage time-to-degree 
. plans intensifies the current workload of the OIAT and the Office of Institutional Research, both 

of which are stretched to the maximum. To effectively support the added responsibilities of 
evaluating and assessing time-to-degree and enrollment management activities, the state 
legislature and the Higher Education Coordinating Board must seriously consider extending its 
commitment to institutional assessment and research and to providing additional resources to 
cover rapidly growing demands. Evaluation and assessment outcome research procedures can 
and do strongly influence and direct the management of student degree progress and persistence-- 
gathering and compiling data is significantly more cost effective than convening faculty, 
administrators, and state representative to debate the efficacy of a proposed plan, policy, or 
reform. Additionally, assessment studies can provide substantial information that will bolster 
accountability measures. 

Summary Time Table of Time-to-Degree and Persistence Plans and Procedures 

Figure 17 (overleaf) contains a summary list of all of Western's procedures and activities to 
effectively and efficiently manage time-to-degree and persistence progress. The activities for each 
procedure are illustrated according to its respective status. 
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