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Introduction 

 
On July 30-31, 2019, Cathy Buyarski and Casey Self visited Western Michigan University (WMU) for 
a program review of student success and academic advising programs. WMU Director of Success, 
Monica Liggins-Abrams, charged us with reviewing the current student success and academic 
advising programs and services as well as making recommendations for moving forward with 
implementation of a University College model.  

 
Prior to the campus visit, the consultants were provided background information regarding WMU, 
including details on current organizational structures of the student success services and academic 
advising programs that currently exist in each academic unit. The itinerary for the WMU visit 
primarily involved meetings with key stakeholders who play a role in WMU’s academic student 
success and academic advising. The two-day schedule of meetings is included as an attachment to 
this report.  
 
The consultants’ approach to this review assumes that, whether faculty or staff, we all play an 
integral role in the success of students by inviting them to become part of the community of 
scholars that is the university, and mentoring them in their interactions with faculty members, 
administrators, staff members and peers. We help students navigate complex systems, facilitate the 
exploration of life and career goals, and challenge students to think critically about their experiences 
with the curriculum and co-curriculum. Advisors demystify the curriculum for students, explaining 
connections that are often implied, but seldom clearly explained. Advisors teach students how to ask 
and reflect on the tough questions of “What am I doing?” or “Why am I studying this subject?” Or 
even, “Do I have the right disposition or abilities for this field?” Student Success staff (broadly 
defined) provide students with opportunities to learn more about themselves and the campus, 
develop the skills and self-efficacy needed to be successful in the collegiate environment, and utilize 
the resources that will help them maximize their potential. 
 
The challenge to students is to think beyond the here and now and the support for them is the 
encouragement to move forward in the face of disappointment. It is a labor and time intensive 
activity that requires an institutional commitment to reinforce academic advising and student success 
as a priority. Successful academic and student support programs are intentionally designed, 
outcomes based, and considered integral to the student experience. This consultation report is 
presented in three main parts: 1) an overview of general observations about the current campus 
culture and views about advising and student success, 2) a review of academic advising including the 
conceptual framework utilized for the review and the strengths and challenges associated with the 
current advising structure and programs, 3) a review of student success programs and services 
including strengths and challenges associated with current operations as well as the perceived 
effectiveness of these efforts, and 4) recommendations for moving forward with a University 
College model. 

 
General Observations 

 
Our campus interviews with many individuals representing all levels of the WMU campus 
environment coupled with the review of web and print information offered both context(s) and 
information related to the student support services and academic advising community at 
WMU.  While it is common for different individuals to have different perspectives and focus on 
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different priorities, in this case, there was one common message we observed throughout the two 
days at WMU -- the belief the current student success services and academic advising programs are 
strong but could be better than they are at this time. There is a very strong, common desire to make 
changes to improve the WMU student experience. This is a key value that will play an important role 
in moving the campus toward a more centralized and impactful approach to student success and 
retention. Specifically, we found that WMU staff and administration agree upon the following:  

 
• Commitment to Student Success:  We were very impressed and comforted to meet so 

many individuals who truly love their roles and are committed to helping WMU students be 
successful. It was clear to us that everyone wants to improve the student experience and 
learn how they can make a difference.    
 

• Common Goal to Improve Student Experience:  In our meetings we heard clear 
messages from advisors, staff, administrators and others who recognize the primary 
objective of improving the WMU student experience. As one staff member noted, “We need 
to become who we are on our website.” Many ideas were shared for strategies to accomplish 
this goal from various perspectives.  

 
• Support for a Common First Year Experience:  The vast majority of individuals we spoke 

with support the notion that WMU needs to create, support, and deliver a more common 
experience for students, particularly during the first year. Many are eager to understand how 
their role can support this university priority.   

 
Although WMU has significant strengths, individuals we spoke with also indicated challenges in the 
student experience that can also be embraced as opportunities for growth and improvement.  These 
include the following: 

 
• Decentralized Structure:  Almost every individual recognized WMU’s decentralized 

organizational structure. Most acknowledged this decentralized structure does have 
challenges related to having common expectations and goals connected to the overall WMU 
student experience. In addition, staff spoke of the decentralization leading to competition 
for students to serve, student employees, and funding. 
 

• Duplication of Services:  WMU administrators and staff have already recognized the fact 
that there are a number of services duplicated on campus. 

 
• Lack of a Common Experience for New Students: All individuals we spoke with indicate 

a significant issue with a lack of consistency and commonality for all WMU new students.  
While some indicate they provide this in their own college, it was unanimous that there is a 
need to significantly improve the WMU experience for all students.   

 
• Student Swirl of Major Changers:  Data provided to us indicate there were over 2100 

students who changed their major in one academic year. Overall, 45% of WMU students 
change their major at one point, and 55% of these students change their college. The fact 
that these major changes occur is not unusual for most institutions. The issue is the need to 
be strategic in providing policies and procedures, and support services which allow students 
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to transition from one major to another with support and ease. WMU does not currently 
have a systematic approach to help these students. 

 
• Exploratory Student Identity:  Students who enter WMU as exploratory status should not 

be discouraged or discounted. Exploratory students are strong students who need support to 
determine their major and career goal options. Several comments were shared that WMU 
exploratory students are sometimes viewed as “second class citizens” at times, and are not 
supported in the same manner as students entering with declared majors. There is a lack of 
WMU identity for these students.     

 
• Student Mentors for Support Programs:  While WMU’s efforts to support special 

population students is a strength, some individuals are concerned about these support 
services overlapping too often and require that students have to learn how to manage several 
mentors at once.   

 
• Financial Issues:  Several individuals are greatly concerned about how WMU’s Financial 

Aid office is not viewed as a student friendly service and how students seeking financial 
assistance support are often left to fend for themselves. One individual stated they are aware 
of specific strategies in the financial assistance office for staff to avoid direct student 
interactions if at all possible. 

 
• Differential Tuition:  We learned about how WMU has differential tuition for juniors and 

seniors, resulting in their cost of attendance being higher than their first two years. Several 
individuals expressed how this issue is a significant hurdle for persistence and graduation 
rates at WMU. One college reported creating scholarship funds to address this issue because 
it was so significant for their students.   

 
• Sophomore Slump:  WMU does a good job providing student and academic support 

services for special populations, however many individuals expressed concern regarding how 
these same students experience the sophomore slump when less direct attention is given to 
them. We were not provided data indicating the degree to which this drop in service impacts 
retention rates and student success. 

 
• Lack of a First Semester Success Course:  Discussions surrounding existing first year 

success courses were generally positive, though it was recognized that not all freshmen 
participate in this experience. Most all individuals agree this course should be part of 
common experience for all freshmen with a collaborative syllabus addressing university and 
college issues.    

 
• Mental Health:  Academic advisors and student success staff all indicated the need for 

additional support for helping staff connect students who are experiencing mental health 
crisis with appropriate personnel.    

 
• Collaboration between Academic Units and Student Service: Some examples were 

provided where a lack of communication between academic units and student service units 
can cause undesired stresses. Two examples given were related to students who are 
struggling with finances and trying to improve their situation by changing their living 
arrangements to move off-campus. The other involved student code of conduct issues holds 
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being placed on student records.  When students seek assistance from academic advisors and 
administrators, there is a lack of common understanding on how these processes should be 
resolved and the academic units not being able to participate in resolving these issues.   

 
• Customer Service for Students:  Concern was expressed that general customer service to 

students is not a priority at WMU. One specific comment made was “WMU has turned into 
a place of cant’s instead of a place of cans,” indicating the university is not treating students 
well in general interactions and allowing students to receive the assistance they deserve.   
 

• Enrollment Management:  Discussions with advisors and advising administrators 
indicated that lack of financial resources is impacting the ability to offer enough course seats 
for students to stay on track for four-year graduation. A few units indicated that even though 
the overall student enrollment is dropping at WMU, their enrollment was up in their college, 
but additional resources to meet enrollment demands are not consistent with student 
enrollment growth.    

 
 

 
Academic Advising 

 
Framework of Academic Advising Consultants’ Visit 
It is important to clarify the consultants’ perspective on academic advising as a preface to our 
general observations and recommendations. The Global Community for Academic Advising 
(NACADA) has endorsed four documents that address the philosophy and practice of academic 
advising: NACADA Concept of Academic Advising, NACADA Statement of Core Values, NACADA Core 
Competencies, and the Council for the Advancement of Standards in Higher Education: Standards and Guidelines 
for Academic Advising. Links to each of these documents may be found on NACADA’s website. An 
additional resource, Excellence in Academic Advising, has also recently become available for 
identifying key conditions of any strong academic advising program. 
 
Advising programs that are considered “best practices” in the field will reflect the advising 
philosophy contained in these foundational documents. For the purpose of framing the context of 
the review of WMU’s advising program, the following points address major assumptions about 
successful academic advising: 

 
• Academic advising is best viewed as a form of teaching and is integral to the success of the 

teaching and learning mission of higher education institutions. As Marc Lowenstein (2005) 
observes, “an excellent advisor does the same thing for the student’s entire curriculum that 
the excellent teacher does for one course.” Advisors teach students to value the learning 
process, to apply decision-making strategies, to put the college experience into perspective, 
to set priorities and evaluate events, to develop thinking and learning skills, and to make 
informed choices. 

• The NACADA Concept of Academic Advising identifies three essential components of advising: 
curriculum (what advising deals with), pedagogy (how advising delivers the curriculum), and 
student learning outcomes (the result of academic advising). These student learning 
outcomes are based upon what we want students to know, to be able to do, and to value and 
appreciate as a result of the academic advising process.  

https://www.nacada.ksu.edu/Resources/Pillars.aspx
https://www.nacada.ksu.edu/Programs/Excellence-in-Academic-Advising.aspx
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• Best practices in advising programs consistently address three issues. First, it is critical that 
both primary role advisors and faculty advisors receive adequate training and professional 
development opportunities. Advisor training and development needs to be ongoing, not 
simply a one-time session, and it should include three major areas of concern to advisors: 
conceptual, relational and informational. Secondly, there should be appropriate rewards and 
recognition for advisors including career advancement opportunities. Thirdly, it is critical 
that the advising program includes a continuous assessment plan that goes beyond student 
satisfaction surveys in order to determine if student learning outcomes for advising are being 
achieved. 

• Finally, we are convinced that, when done well, academic advising has a significant impact 
on student success as reflected in an institution’s retention and graduation rates. 

 
Academic Advising Strengths 
 
Our meetings with academic advisors in various academic colleges were highlighted by many shared 
examples of strengths at WMU. Some of the key themes and highlights are:  

 
• Engagement with Students: Academic advisors reported their satisfaction with their level 

of engagement strategies with students. Many expressed how their daily interactions with 
students is the highlight of their work life.      

• Engagement with faculty and administrators:  Some advisors expressed their happiness 
with how they interact on a regular basis with faculty and administrators in their 
college.  These individuals indicate this interaction allows them to be more updated and 
informed for their conversations with students.    

• Implementation of Intrusive Advising/Success Tracking:  Many advisors and 
administrators expressed their satisfaction and support of implementing intrusive outreach 
strategies to engage students for many reasons including registration issues, academic 
performance issues, and monitoring student progress. Some units expressed they have 
desirable student caseloads to implement specific strategies, but acknowledged that not all 
colleges have this benefit. 

• UAAC and Directors Meetings:  Several comments were made regarding appreciation for 
the UAAC and Directors meetings, indicating their positive impact on the advising 
community, although there were also several suggestions for improvements to be made on 
the relevance of these meetings.    

• Efforts to Create New Advisor Training Modules:  We were made aware of a current 
effort to create online modules for new advisors to WMU. This is a great start to a hopefully 
more robust training and development program in the future.    

• Cohort Registration:  Some colleges shared their strategy of registering students in cohorts 
for their first semester/year. This model of creating student cohorts is a strong strategy for 
creating student communities for groups of students with similar courses or interest areas.   

• Exploratory Freshman Seminar Courses:  Academic advisors who work with exploratory 
students indicated their high satisfaction with having their students in a freshman seminar 
course and the connections and relationships they are able to build with their students 
through this strategy.   

• General Studies Degree:  We learned that WMU has created a general studies degree as a 
degree completion option. This degree can be an excellent vehicle through which students 
can earn a degree. 
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Academic Advising Challenges 
 
Academic Advising issues include: 

 
• Lack of Common Understanding or Expectations on What Academic Advising is or 

What Advisors do at WMU:  It is evident there is no clear understanding among all staff, 
faculty and administrators what academic advising is, and how academic advisors spend their 
time at WMU. It is imperative to develop this common understanding so students are 
appropriately referred to advisors or others, and students don’t get left out of critical services 
they need to succeed.    

• Who is Responsible for Academic Advising:  One critical issue is the uncertainty of who 
is ultimately responsible for academic advising at WMU. This discussion was met with much 
uncertainty and confusion when asked.    

• Mandatory Advising:  Several conversations occurred regarding the pros and cons of 
mandatory advising holds. Academic units have the ability to place holds on students, but 
some do not have the resources to meet with each student. Conversations related to how 
mandatory advising requirements might be more consistent across academic units should 
continue. Again, concerns were also expressed about non-academic units placing registration 
holds on students without appropriate communication.   

• Data on Major Changers:  When sharing the major changers data, we received with 
academic advisors, it was clear that many advisors were not aware of this information, and 
questions regarding the role of academic advisors in the major change process was 
unclear.      

• Transition Academic Advising:  An additional concern relates to academic advisors 
knowing the appropriate resources, and their specific roles in helping students transition 
from one major to another, especially when it involves moving colleges. Advisor expressed 
concerns regarding the lack of information they have access to regarding the students’ 
previous academic record.  Advisors also acknowledged their lack of understanding of other 
academic units and how students might be more successful outside of their own college.   

• Lack of Common Training and Professional Development:  A general consensus of 
advisors indicated that there is a significant lack of common training and development 
expectations at WMU. While some colleges appear to be doing well within the college, 
everyone expressed a need to have more direction and support at the university 
level.   Frustration was also expressed by some college advisors regarding their lack of access 
to any professional development funds at the same level as faculty and administrators.   

• Advising Resources to Serve Students:  WMU academic advisors are keenly aware of the 
lack of consistency related to advisor to student ratios. Concern was expressed about wait 
times for students to see advisors in units with less resources, especially during peak advising 
periods. Exploratory advisors also expressed concern about how long the wait time is in 
many colleges for exploratory students to meet with a major advisor for the first time to 
discuss major declaration.   

• Assessment of Academic Advising Learning Outcomes and Student 
Satisfaction:   Academic advisors and advising administrators indicated there are no current 
efforts to gather assessment data on advising student learning outcomes, or data on general 
student advising experiences satisfaction. Some units shared their ability to collect college 



Western Michigan University Report 

 

7 
 

data on number of student appointments, but that it was not an expectation to share this 
data outside of the college.    

• Lack of an Academic Advising Community:  There were mixed reactions to academic 
advisors feeling connected to other advisors outside of their college. Many indicated strong 
connections to colleagues within the same college, but did not feel they had any connections 
to advisors across campus. There were mixed reviews on perceptions of being able to get 
help from advisors in other colleges to assist students in transition. Advisors also 
acknowledged they are more committed to college goals than university goals due to lack of 
understanding and general knowledge of their role to meet university goals.   

• UAAC and Directors Meetings:   Most advisors recognized the opportunity to meet other 
advisors, however veteran advisors were less appreciative of attending UAAC meetings due 
to the repetitiveness of the agenda items. Directors generally expressed their satisfaction 
attending meetings with other directors, but did feel these meetings could be more 
productive and useful for the overall advising community.   

• Advisor Salaries:  There is a clear issue related to salaries advisors receive compared to 
other key student support personnel. Many comments were made regarding how advisors 
are at the same pay level as administrative assistants at WMU, even though the education 
level is higher to apply for advisor positions. This issue was a consistent concern in all 
meetings we held with advisors. The general impression is that WMU does not value 
academic advisors and their roles in supporting student success. There is a clear issue with 
advisor turnover rates at the campus level, which only intensifies advisor availability and 
preparedness issues for students. 

• Exploratory Status:  We learned that students may remain in exploratory status indefinitely 
at WMU.  Allowing students to remain without a declared major much past 60 credit hours 
promotes indecision, and accountability for helping students find an appropriate degree path 
in a timely manner to support graduation in four years.    

• Work Space: Some advisors are concerned about the work space (offices vs 
cubicles).   While there are legitimate concerns related to FERPA, etc. this is not an 
uncommon issue at other institutions. One advisor did say a primary reason given for not 
hiring more advisors was the lack of space to put people.      

• Student to Advisor Case Loads: The data provided to us prior to and during our visit 
indicated there are inconsistencies on the number of students assigned advisor 
caseloads.   NACADA literature indicates full time advisors have an ideal caseload of 300 
students.  While it appears that some unit advisors may be near this ratio, many units are not, 
and the colleges are not close to these recommended ratios. 

 
Advising Technology 

 
• Degree Works: WMU utilizes Degree Works for a degree audit system. Several concerns 

were raised that Degree Works is not used consistently, and there is no common expectation 
that it be utilized by advisors and students as the primary method for monitoring degree 
progress.   

• Advisor Notes:  There appears to be an advisor note system for documenting student 
interactions, however there is inconsistent use of a central note system. Concerns were also 
expressed that some colleges use their own system, which would not be advantageous for 
monitoring student advising contacts as students change majors and colleges.    
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• Salesforce Target X:  This system was recently implemented at WMU, however there are 
significant concerns about the training that was provided for advisors, and there is a lack of 
clarity on expectations of the purpose and use of this system.  

• Common Degree Pathways:  There is no evidence of a consistent, reliable degree pathway 
mapping tool which allows students, parents and advisors to quickly determine degree 
requirements for all WMU majors.     

• Transfer Student Articulation: Several advisors expressed frustration for the WMU 
process for having transfer courses articulated for degree applicability. It was shared that 
several offices are part of the review process, and ultimately articulation decisions are entered 
into Degree Works at times, and not at other times.      

• Faculty Mentors vs Advisors:  A few administrators expressed concern about faculty 
perceptions and support for any centralized organizational changes, specifically related to 
removing their “advising” roles per faculty union contracts.  

 
Recommendations on Areas of Focus 

 
• Teaching and Learning Advising Model:  Adopt a teaching and learning model of 

academic advising where academic advisors are educators and student learning outcomes for 
academic advising are developed and assessed. See additional information about student 
learning outcomes below. There are many approaches in academic advising that will support 
the teaching and learning model. Many of them can be found in Academic Advising Approaches: 
Strategies that Teach Students to Make the Most of College (Drake, Jordan and Miller, 2013). 

• Common Definition of Academic Advising:  A common definition of academic advising 
needs to be created for WMU. For the reasons indicated in the challenges outlined above, it 
is imperative that there be a common understanding about what academic advising is and is 
not at WMU. Once the definition has been created, the entire university should be 
informed/educated about this definition. Developing a shared approach to academic 
advising will also help WMU to create a common understanding what academic advising is at 
WMU, and what roles various individuals who provide academic advising should play. As 
WMU defines what common expectations and duties academic advisors play, faculty roles 
should be included. Since faculty generally are not responsible or accountable for monitoring 
degree progress, other roles connected to mentoring students should be considered. Having 
this common understanding will help all WMU faculty and staff promote a more consistent, 
positive experience for student success. Guidelines for developing an academic advising 
vision and mission statement, goals and outcomes can be found in Chapter 14 of Academic 
Advising: A Comprehensive Handbook” (2008) and this NACADA clearinghouse article. The 
definition should be included on the university’s advising webpage and included in advising 
publications.  

• Transactional Versus Transformational Advising Practice:  Some meetings with 
advising teams indicated WMU advisors perform many transactional processes for students, 
leaving little time for transformational advising. Instead of only performing transactions 
for/with students, advisors should move toward teaching students how to navigate the 
policies and procedures and teaching them to make informed decisions. The university 
should review the current policies and procedures to identify where they can be made more 
student friendly or streamlined. This will give advisors more time to practice 
transformational advising. 

https://www.nacada.ksu.edu/Resources/Clearinghouse/View-Articles/Academic-advising-mission-statements.aspx
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• Assessment:  The mission, goals, and outcomes will provide a launching pad for creating an 
assessment plan grounded in student learning that informs the student advising experience 
and professional development of all individuals involved (peer advisors, support staff, 
academic advisors, faculty advisors/mentors, and administrators). It is recommended that 
WMU create an Advising Assessment Committee involving a variety of campus 
representatives, including those that support advising. Having clear and concise learning 
outcomes that align with the institutional mission will assist in defining the roles and 
responsibilities of each advisor type, and at the same time, provide the goals for professional 
development needs. The goals and outcomes can be published in the WMU advising 
syllabus.   Additional advising assessment information is available on the NACADA 
clearinghouse. WMU may also consider sending an individual or team to the NACADA 
Assessment Institute. Some of WMU’s directors have participated in this experience in the 
past and mentioned they are doing some assessment based on what they learned through the 
experience.   

• Professional Development:  A comprehensive advisor training and development program 
needs to be created. There is a need, regardless of role, to focus on understanding the Pillars 
of Academic Advising. The NACADA Core Competencies will provide a strong model to 
begin planning a training and professional development plan for all advisors. Setting aside a 
campus-wide time on a monthly, perhaps as part of the UACC meetings, is a strategy to 
ensure development occurs on a regular basis. In addition, this monthly activity would send 
a clear message to the University community that academic advising is a highly valued pillar 
of the student experience. This sense of value will also be an avenue to increase morale. A 
committee or subcommittee of the UACC and Directors group could be charged with 
creating on-going assessment and improvement of the training and development 
program.   Some examples of professional development opportunities in addition to 
NACADA annual conferences are Advising Administrators’ Institute and Summer Institutes. 
These events allow advisors and administrators, as individuals or groups, to participate in 
action plan projects identified as key areas of focus for their office/campus.    

• Reward and Recognition Program for Academic Advising:  Just as it is important to 
develop a plan to assess the advising program and advisor performance, it is as equally 
important to reward and recognize outstanding academic advising practice. It was clear 
during our visit that WMU is committed to supporting student success. It is also clear that 
academic advising is viewed as an important contributor to student success. In this regard, 
the reward and recognition system for academic advising should be aligned with institutional 
beliefs and commitment. Leadership will want to consider how best to recognize and reward 
advisors in ways that will help ensure sustainability of effective practice. 
Ideas include, but are not limited to, provide funding to support professional development 
activities; allowing work hour flexibility and comp time; establishing an Advisors’ Wall of 
Fame (with photos) in a prominent location on campus; hosting a breakfast or lunch, 
particularly after extremely busy advising periods; giving verbal and written reinforcement of 
work well done; establishing an advisor of the month program; and hosting a campus-wide 
advisor appreciation week. 
 
Design an annual university-wide advising awards program to recognize individual academic 
advisors, and those who support academic advising, who are making significant 
contributions to develop and implement quality academic advising services. Winners of these 
university awards can then be nominated for NACADA’s Regional and Global Awards 
Program. 

https://www.nacada.ksu.edu/Resources/Clearinghouse/Assessment.aspx
https://www.nacada.ksu.edu/Events/Assessment-Institute.aspx
https://www.nacada.ksu.edu/Events/Assessment-Institute.aspx
https://www.nacada.ksu.edu/Resources/Pillars.aspx
https://www.nacada.ksu.edu/Resources/Pillars.aspx
https://www.nacada.ksu.edu/Resources/Pillars/CoreCompetencies.aspx
https://www.nacada.ksu.edu/Events/Administrators-Institute.aspx
https://www.nacada.ksu.edu/Events/Summer-Institutes.aspx
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There are a number of resources on the NACADA Clearinghouse that discuss the 
importance of advisor reward and recognition. The resources will be helpful in developing a 
recognition and reward system which reflects the culture and needs of WMU. 
 
Resources:  Drake, J. (2008). Recognition and reward for academic advising in theory and 
practice. In V. Gordon et al. (eds.) Academic Advising: A Comprehensive Handbook (chapter 26). 
San Francisco: Jossey-Bass. 
NACADA Global Awards Program 
NACADA Scholarships  

 
• Academic Advising Handbook: It is recommended that WMU create and maintain an 

academic advising handbook for academic advisors. The creation of an academic advising 
handbook would also be instrumental in theoretically grounding advising practice and 
promoting effective, consistent advising sessions. These handbooks promote quality 
academic advising, educate all advisors and others on important aspects of advising, facilitate 
advisor professional development, provide relevant materials and information in one place 
without duplication, and serve as a quick resource guide. An on-line manual/resource is 
recommended so the handbook is easy to disseminate and keep updated. 
 
Resources: Advisor Handbooks Examples 
Ford, J. L. (2003). Producing a comprehensive academic advising handbook for faculty 
utilization. Retrieved from the NACADA Clearinghouse of Academic Advising Resources website 
Gordon, V. N. (1992). Handbook of academic advising. Westport, CT: Greenwood Publishing 
Group, Inc. 

 
• Leadership for Academic Advising:  One key element to any strong academic advising 

experience is having at least one campus leader whose primary role is to advocate for 
academic advising on a daily basis. This individual may not have direct supervision of all 
advising units on campus, but should have the resources, support and authority to determine 
key directions and initiatives related to all academic advising programs at WMU.    

• Technology:  WMU needs to improve technology resources to support an effective 
academic advising program. Doing so will allow advisors to have more time to have 
meaningful conversations with students. Also, advisors should be required to use the 
advising technology. 

o Computer Monitors: The university needs to provide all advisors with two desktop 
monitors to use as they navigate multiple software that support academic 
advising.  Advisors should be trained on how to use the monitors in their advising 
practice. 

o Degree Works:  It is critical that an accurate, user-friendly degree audit program be 
made immediately available to students and advisors.  It is also essential that it be an 
expectation for Degree Works to be utilized by all departments, advisors, and 
students as the primary source for monitoring student degree completion. WMU 
leadership needs to set clear expectations for use of Degree Works, and ensure the 
system is accurate and operational.  

o 4-Year Interactive Degree Maps: The university needs to invest in software where 
students can electronically create their 4-year plans and make changes as 

https://www.nacada.ksu.edu/Programs/Awards.aspx
https://www.nacada.ksu.edu/Programs/Scholarships.aspx
https://www.nacada.ksu.edu/Resources/Clearinghouse/View-Articles/Advisor-Handbooks.aspx
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necessary.  There are products available where students can immediately check their 
progress toward degree completion. There should be no degree plans on paper. 

o Transfer Course Articulation:  WMU should develop processes to evaluate 
transfer courses using technology to enhance the timeline, and accuracy for making 
this process more efficient.     

• Funding and Resources:   
o Advisor Salaries: The issue related to advisor salaries is complicated. It was shared 

that recent data gathering indicated that advisor salaries at WMU are in line with 
other regional institutions. We also discussed perceptions of how WMU 
administrators and leadership value academic advisors when their salaries are in line 
with support staff roles at the institution, even though those roles have lower 
academic requirements to apply.   

o Advising Caseload:  Currently the advisor to student ratios are inconsistent across 
campus. As a new organizational structure for advising is considered, the university 
needs to add advising positions to support a ratio of no more than 300-350 students 
assigned to one professional advisor. A plan should be created to add advising 
positions over time to reach this ratio.  Advisor load resource. 

o Career Path for Advisors:  A career path or career ladder should be created for 
academic advisors at WMU.  Academic advisors at the university currently don’t 
have a career path to follow and many are stagnant in their advising career. This 
negatively affects the overall morale of academic advisors and advisor retention. 
Career paths should not only include advancing to leadership positions at the 
university.  Some individuals will make academic advising their life-long career given 
opportunities to advance in either leadership or non-leadership roles.   
 
Resources: Taylor, M.A. (2001). Career ladders and performance evaluations for 
academic advisors. In J.E. Joslin & N. L. Markee (Eds.). Academic advising 
administration: Essential knowledge and skills for the 21st century (Monograph No. 
22) (p. 133-144). Manhattan, KS. National Academic Advising Association. 

 
Thomas, A., & Cunningham, B. (2018, June). Academic advising career ladder 
development based on NACADA core competencies. Academic Advising Today, 
41(2). Retrieved from https://www.nacada.ksu.edu/Resources/Academic-Advising-
Today/View-Articles/Academic-Advising-Career-Ladder-Development-Based-on-
NACADA-Core-Competencies.aspx 

 
• Academic Advising Community:  WMU currently has two groups who meet which are 

focused on academic advising issues and topics; Advising Directors and UACC. There 
appears to be distinct, appropriate, purposes for these groups. These types of groups should 
represent all constituencies of the campus, including advisors, faculty, students, and staff. 
Such collaborations and a central focus on academic advising are necessary to design and 
implement effective communication, retention, and completion efforts. 
The Directors group should continue to serve as a central group to review academic advising 
related issues and challenges at the university level. While this group may not be a decision-
making body, the group should certainly become a primary resource for gathering insights 
on any new university initiative or strategy affecting the academic advising programs at 
WMU.  

https://www.nacada.ksu.edu/Resources/Clearinghouse/View-Articles/Advisor-to-Student-Ratio-Caseload-Resources.aspx
https://www.nacada.ksu.edu/Resources/Clearinghouse/View-Articles/Advisor-Load.aspx
https://www.nacada.ksu.edu/Resources/Clearinghouse/View-Articles/Advisor-Career-Ladders.aspx
https://www.nacada.ksu.edu/Resources/Academic-Advising-Today/View-Articles/Academic-Advising-Career-Ladder-Development-Based-on-NACADA-Core-Competencies.aspx
https://www.nacada.ksu.edu/Resources/Academic-Advising-Today/View-Articles/Academic-Advising-Career-Ladder-Development-Based-on-NACADA-Core-Competencies.aspx
https://www.nacada.ksu.edu/Resources/Academic-Advising-Today/View-Articles/Academic-Advising-Career-Ladder-Development-Based-on-NACADA-Core-Competencies.aspx
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The UACC should primarily focus on creating community and connections for all academic 
advisors at WMU. This group should be led by volunteer advisors, perhaps elected or 
appointed each year, who understand the needs and challenges of advisors, and creating 
opportunities for professional development and training, or bridging connections between 
key offices and resources supporting student success. UACC should receive financial 
resources to plan key events such as an annual best practices conference, invite national and 
local speakers to campus, and coordinate an annual advising awards program mentioned 
previously in this report. 

• Transition Advising:  WMU will benefit from identifying specific academic advisors or an 
advising office to address transition advising issues. Data reported on major changers and 
students swirling from department to department indicate there is a high need to have an 
established academic advising resource to assist students who are experiencing challenges 
with finding the appropriate major on campus. These advisors should receive specific 
training and resources for assisting students in transition, and considering alternative degree 
options. WMU needs to make data related to major changers available to all key 
stakeholders, and to normalize this process.   

• The Exploratory Student Experience:   WMU currently provides an academic advising 
office focused on exploratory students. In our meetings, several individuals expressed 
concerns regarding the perception of being exploratory at WMU, and these students do not 
have the same identity affiliation as those students starting in majors. Research on 
exploratory students indicates that they are an at-risk population for retention and eventual 
graduation unless they are provided with specialized academic advising. Simply left to their 
own devices, exploratory students tend to leave the institution often in frustration because 
they have been provided little or no advice on how to make a decision and how to maneuver 
through a complex organization. 

 
Exploratory students deserve a team of academic advisors who specialize in the major 
exploration process, and provide resources and campus partnerships to enhance the student 
experience.  Many institutions create specific major and career exploration courses students 
are required to take when they do not have declared majors. WMU currently requires all 
exploratory students to take the freshman seminar course. It was unclear if this course 
provides exploration activities to foster the major declaration process.  

 
WMU should strongly consider setting a limit on who can declare exploratory status. There 
is currently no cap on credit hours for which students can declare exploratory status. Our 
recommendation is to limit exploratory status to students who are below 45-60 credit hours. 
Students above your determined threshold should be directed to the university general 
studies program. Allowing student to maintain exploratory status beyond 60 credit hours 
communicates a message that you are not concerned about degree progress and that 
students may just hang out until they figure it out. This is not a best practice.     

 
WMU may also want to explore the meta-majors concept of having students focus on a 
general area of study rather than selecting a specific major upon admission to the university. 
There is current literature regarding some successful approaches with meta-majors, in 
particular research by Rob Johnstone, National Center for Inquiry and Improvement.  Dr. Johnstone 
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has discovered that students who have a general focus area to begin their college careers may 
be performing at better rates.   
   
Resources for working with exploratory/transitional students include: 

• NACADA Clearinghouse information 
• NACADA Undecided/Exploratory Students Advising Community 
• Exploratory Program at Arizona State University 
• Penn State University Division of Undergraduate Studies 
• IUPUI Exploratory Clusters 
• Association of Deans and Directors of University Colleges and Undergraduate 

Studies – most of these members have advising centers that focus on 
exploratory/undecided students. 

 
Student Success Programs and Services 

 
As institutions focus on enrollment, they must take seriously the commitment they are making to 
each student. Enrollment is not only about balancing or growing institutional resources; all colleges 
and universities have an ethical responsibility to support students in their pursuit of earning a college 
degree. In addition, there is a social justice imperative to ensure that degree completion is equitable 
among all student populations. Students who leave college before earning a degree are often left in a 
worse situation than when they began; these students leave the institution without the credentials 
needed to gain better employment and higher incomes while being burdened with debt from student 
loans. And, that many of the students who leave are from backgrounds that experience inequity in 
other sectors of society. Therefore, all institutions must ensure that every student has the support 
needed to complete a degree. And, that many of the students who leave are from backgrounds that 
experience inequity in other sectors of society. 
 
Student Success Programs Strengths 
 
There are many programs and services across campus that promote student success. Some of these 
services serve all students while others focus on specific populations of students. Some are offered 
in academic colleges while others operate campus-wide. Strengths of student success programs and 
services include: 

 
• Specialized programs:  Many individuals expressed a pride point being WMU’s 

commitment to programming and support to targeted student populations.  
  

• Peer Mentor Program:  While this program just completed its first year as a campus-wide 
effort, there appears to be much support for the potential of how this program will evolve to 
become more relevant for all WMU students through the use of technology. 
 

• Residence Hall Engagement:  It was shared with us that 90% of WMU’s freshmen live on 
campus. While we did not receive details, this does allow for tremendous potential for 
creating a community and having a direct connection to students through partnerships with 
academic and student support services. 

https://www.nacada.ksu.edu/Community/Advising-Communities/Undecided-Exploratory-Students/Resources.aspx
https://www.nacada.ksu.edu/Community/Advising-Communities/Undecided-Exploratory-Students.aspx
https://cisa.asu.edu/exploratory
https://dus.psu.edu/
https://acd.iupui.edu/advising/advisors-and-clusters/exploratory/index.html
http://adandd.org/
http://adandd.org/
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• Faculty Reporting Student Issues:  We were made aware of a form faculty use to report 
concerning student behavior, which would result in appropriate follow-up with the 
student.  Individuals shared their support for this process and believed it was beneficial.   
 

• Student Organizations Engagement: Administrators believed one key strategy for 
creating student communities was the availability and access to student organizations on 
campus.   

 
In addition, during our visit we found components of several programs and services that are worth 
mentioning as strengths for the campus. Please know that we are aware that there are many 
programs and services that are doing good work - these are highlighted for structural components 
that standout. We also recognize that in our short visit we were not exposed to all programs and 
services: 

 
• The College of Education and Human Development has a well-developed model of 

student success which identifies components of student success that they seek to develop 
(e.g., financial, social, physical, emotional). In addition, they have established a definition of 
an “at-risk” student and a retention goal. These program components promote targeted 
interventions and students for support thereby setting expectations for staff, focusing effort, 
and setting a framework for evaluation. 
 

• In the College of Arts and Sciences, involvement in the Gateway to Graduation initiative has 
allowed academic support services to be shaped based on course success data (DWFI 
rates) and aligned with faculty efforts to rework curricula and utilized more engaging 
pedagogies. Academic support services cannot be offered in isolation of or running parallel 
to the classroom experience; the two must be integrated and coordinated. 

 
• The College of Health and Human Services has co-located all student services to provide 

a seamless connection for students in one location from their transition to WMU, advising, 
first-year programs, student success, career services, and wellness. 

 
• The College of Engineering and Applied Sciences STEP layers student support in a 

coordinated and intrusive manner. Learning communities, early intervention, student 
success centers, and welcome programming all contribute to high levels of student 
engagement and success. 

 
• The Haworth College of Business integrates career planning into the student 

experience starting in the first-year as well as scaffolding and focusing career 
readiness expectations as the students move through the curriculum. 

 
Student Success Programs Challenges 
 
Challenges and issues related to student success programs and services include: 

 
• Specialized Programs and Services: Everyone wants to hold on to the uniqueness of their 

programs. There is wide-spread concern that in developing a common first-year experience 
for WMU students, the ability to provide specialized and focused services will be lost. Staff 
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are concerned that a common experience will end up being a compromise that provides 
students with an experience that meets the lowest common expectations. 
 

• Landscape of Student Success Programs: We did not see a complete list of all student 
support programs and services across the campus; such an inventory may exist but, if not, is 
key to identifying duplication. 

 
• Scaling for Impact: There was no talk of scaling programs that are successful. Staff appear 

to be used to operating in a manner with boutique programs that meet the needs of a small 
number of students which is in opposition to the campus goal of a common first-year 
experience. 

 
• Program Evaluation: With a few exceptions, student success programs and services seem 

to be evaluated in a very simplistic manner. For example, there was little evidence provided 
to us that accounted for student pre-entry characteristics or accounted for self-selection into 
programs. The use of matched samples or propensity score matching can assist in finding 
the true effectiveness of programs so that appropriate decisions on program scaling and 
development can be made. 

 
• Coaching: Many different campus programs are offering coaching as a student support 

service but we could not get a clear picture of what is meant by coaching leading to a 
concern that there are not consistent approaches to coaching nor any consistent way of 
evaluating the effectiveness of coaching. 

 
• Mid-Term Grades/Feedback: There appears to be a system in place for faculty to report 

student progress in the middle of the semester, however it was stated by several individuals 
that faculty use is spotty, at best. 

 
Recommendations for Student Success Programs 

 
• Journey Map: Develop a journey map of the first-year student experience at WMU (and 

possibly beyond) in order to get a complete picture of the current landscape. Be sure to 
include students in the development of this journey map (or at least vet the map with them 
for accuracy). Because of the decentralized nature of the campus, it may be necessary to have 
each college develop their own journey map and then roll elements of the map up into a 
campus version; there may be a role for maps of specific student populations as well. This 
will help identify existing common elements of the first-year experience that are being 
implemented at the college or program level that may serve as anchors for the common first-
year experience. 

• Programs Inventory: Develop an inventory of student success programs that includes the 
target student population for each program, the number of students served, program 
objectives, and outcome measures. Again, it may be beneficial for an inventory to be 
completed at the college level and then rolled into a comprehensive campus inventory. This 
will aid in identifying areas of duplication that may not have already been identified as well as 
potentially identifying underserved student populations. 

• Data-Informed Decision Making: Decisions about the continuation, elimination, 
coordination and development of student success programs and services must be based on 
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data. Right now, it appears that evaluation of programs and services is spotty and services 
are developed when staff perceive that it is needed. Use retention data, student surveys, and 
program evaluations to identify the key interventions that are working to support student 
success. Ensure these continue and/or explore ways to scale these programs to additional 
students. This may require professional development about program evaluation and 
assessment for faculty and staff.  

• Program Evaluation: Use program evaluation methodology to assess the effectiveness of 
programs and determine why programs are leading to positive outcomes. WMU’s 
Institutional Research website offers retention information on cohort-based programmatic 
interventions; this can be enhanced by using assessment to determine why and what 
components of each program are effective so that they can be replicated and/or scaled. 
Examples of the type of assessment and program evaluation that needs to be in place can be 
found at: https://irds.iupui.edu/students/due/first-year-seminars.html and 
https://irds.iupui.edu/_documents/students/due/diversity-enrichment-achievement-
program/2017%20DEAP%20Student%20Retention%20Rates.pdf 

• Student Voice: Involve students in your planning and decision-making. As one staff 
member indicated, you can develop all the student supports you want but if students won’t 
participate, it’s not worth the resources. Be sure that interventions are based on the needs 
and behaviors of today’s students (e.g., What can be offered online and what needs to be in-
person? What are the best hours of operation for students? What barriers do students face in 
accessing student success programs?). 

• Expectations for Engagement: Clearly communicate to students how and when they are 
expected to utilize student success programs. Programs and services don’t have to be 
mandatory; setting high expectations and a culture of engagement can go a long way. 
Consider which support services should be “opt out” instead of relying on students 
choosing to participate. 

• Student Success Summit: Continue the campus-wide Student Success Summits; these 
serve as a place to develop community, common language, and common goals for the 
faculty and staff involved in student success work. Use these summits as a place to continue 
educating campus constituents on retention data and best practices. 

• Faculty Involvement: Involve or expand the role of faculty in retention efforts. The 
classroom experience is key to promoting student success as seen by the improvements 
made through the Gateways to Completion project.  

• Enrollment Fee: Implement one enrollment fee for new students that covers both 
orientation and welcome week activities. Separate fees foster a “fee for service” mentality in 
students rather than a culture of students taking advantage of all programs and services 
available. 

• Coaching and Mentoring: Develop common models and approaches to peer mentoring 
and staff coaching programs. A common approach will allow students to fully understand 
why they are participating in programs and the types of support they expect to receive. In 
addition, it will allow for common program evaluation across units offering these types of 
supports. Training for mentors and coaches can be centralized. One specific suggestion was 
to help the peer mentors understand how they can assist their students with general life 
management issues.  

• Parents and Families: Consider the role of families in the success of students. Family 
members can often be partners in supporting students and getting them to graduation. 
Family members should be involved in enrollment visits, orientation, and registration. 
Family members will interact with the institution in appropriate ways if they know what is 

https://irds.iupui.edu/students/due/first-year-seminars.html
https://irds.iupui.edu/_documents/students/due/diversity-enrichment-achievement-program/2017%20DEAP%20Student%20Retention%20Rates.pdf
https://irds.iupui.edu/_documents/students/due/diversity-enrichment-achievement-program/2017%20DEAP%20Student%20Retention%20Rates.pdf
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expected and how it differs from how family engagement is defined in high school. Clearly 
communicate with family members about strategies for student success. 

• Academic Support Services: Academic support services (e.g., writing, math, tutoring) need 
to be coordinated through one office. There can be multiple locations in order to meet 
student needs but the coordination needs to be centralized in order to avoid duplication and 
provide consistent service. A centralized office will assist both students and faculty in 
interacting with the academic supports and can provide common hiring, training, and 
evaluation for student staff. 

• Approaches to Academic Support: When considering tutoring and academic support, 
consider the vast array of programmatic design. When is one-on-one tutoring appropriate 
and when are small group academic interventions most effective? Who is most appropriate 
to deliver the tutoring? One support program spoke of the need for math tutoring to be 
delivered by students in the specific academic discipline so that students know how the 
material is related to the curriculum -- issues like this speak to a lack of clarity around 
tutoring versus mentoring. Can tutoring be supplemented with discipline-based mentoring? 
A common philosophy of student academic support, based on research on learning, can help 
guide these types of decisions. 

• Early Feedback: Strong expectations on faculty and advisor participation in providing 
feedback related to academic performance to students should be put in place by the 
university administration. At minimum, faculty teaching first-year students and Gateway 
courses should be required to utilize to provide students with as much feedback as possible. 
This also has implications for supporting faculty in developing pedagogical approaches to 
creating opportunities for students to show what they have learned in order to garner early 
feedback. Finally, coordination between faculty feedback and outreach to students by 
academic support services needs to be coordinated. 

 
Finally, because of the wide array of student success programs and services, we recommend that 
Unified Student Success Services team that has been recommended as part of the One WMU 
initiative be divided into manageable areas of focus. We suggest the following teams: 1) first-year 
experience including orientation, Fall Welcome, and the first-year seminar course, 2) academic 
support (e.g., tutoring, Supplemental Instruction, writing support), and 3) peer and staff mentoring 
and coaching including Peer2Peer. 

 
 

Organizational Structure 

 
After our visit to campus, we support the idea that University College model can serve to support 
the retention and graduation of WMU students by coordinating and centrally supporting academic 
advising as well as student success programs. In addition, the unit would be well-positioned to 
develop and lead a common first-year experience as well as provide academic and career assistance 
for students who are exploring and/or transitioning between majors. We recommend the following 
functional areas listed below be housed within University College. It will be critically important for 
the Dean to ensure a strong culture of collaboration across departments, units, and functional areas 
within University College in order to leverage resources, coordinate efforts, and maximize impact. 
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Academic Advising 
• Primary administrator for academic advising 
• Advising of exploratory students and students transitioning between majors 
• Centralized advisor training and professional development 
• Coordination of Academic Advising Advisory Board 
• Placement Testing 

 
Student Success Programs and Services 

• Programs that serve targeted populations (TRIO SSP, Alpha, Military and Veterans Affairs) 
• Academic support programs (tutoring, study skills workshops, success seminars, 

Supplemental Instruction, Learning Assistants) 
• First-Year Experience from admission through the first-year, including first-year seminar and 

learning communities 
• Career and Student Employment Services 
• Office of Student Transition 
• Coordinated outreach to students including Peer2Peer Program 

 
Foundational Academic Programs 

• High enrollment, high fail course transformation support (Gateway Courses and DWFI) 
• Developmental math and writing 
• Mid-term grades and early warning system 
• General Studies degree program 
• Service Learning (this could also be relocated to Community Outreach) 

 
In creating a new organizational structure that will result in a fairly large unit with many staff 
members, it is important to build the infrastructure that will be required to ensure the success of 
University College. This will include functions such as human resources and budgeting, each of 
which needs to be addressed by either having personnel within the unit to attend to these matters or 
providing centralized support from the Provost’s Office or other unit. We highly recommend that 
WMU identify an assessment coordinator to focus on the data and evaluation needed for decision-
making about program development and effectiveness as well as resource allocation; assessment 
could be done with a staff member within University College or identifying a position in 
Institutional Research (although we caution against adding it to someone’s already full-time job).  
In order to ensure that University College in well-integrated into the campus and does not become 
one more siloed division, formal connections to the colleges and key units need to be established. 
Key campus-wide programs and services such as advising, orientation, academic support programs, 
and the first-year experience need advisory boards that include representatives from key partners 
including students. A formal role for faculty should be established to ensure that the retention and 
graduation of students does not become the sole responsibility of staff within University College. 

 
Conclusion 

   
Change is complicated and complex. It is clear that a strategic statement of the intended purpose 
and outcomes of University College need to be communicated across campus very soon to address 
current confusion and skepticism, and this will take time. Roles of key personnel who will lead the 
transition need to be established and clearly outlined to ensure that the hard work associated with 
change is attended to. Change of this magnitude takes time and all faculty, staff, and administrators, 
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as well as your Board of Trustees, will need to be patient in seeing tangible outcomes. A strategy 
document that includes a timeline for progress and measuring outcomes will be crucial to moving 
forward. 
 
While University College will initially attend to the needs of first-year students in order to impact the 
largest point of attrition, first to second year, it is important to attend to transfer students as well. 
With 40% of your incoming enrollment and one-third of graduates having earned credit outside of 
WMU, this is a very important student population.  
 
We very much enjoyed visiting the WMU campus and appreciate the warm hospitality we received. 
Clearly the university has many talented faculty, staff, and administrators who are committed to 
student success. We congratulate you on the desire to improve your academic advising and success 
programs in order to better serve your students.  
 
Our goal is to have our observations and recommendations be helpful as you make strong decisions 
in consideration of a University College model at WMU. We applaud the university’s interest in 
undertaking change on behalf of your students and we wish you great success in this endeavor.   We 
offer some additional resources (Appendix A) on managing change and hope this will be helpful as 
you move forward.  We are happy to expand on any of the topics or recommendations in writing 
and/or a follow-up telephone or online meeting. 

 
Contact Information 
Cathy Buyarski, Ph.D. 
Executive Associate Dean, University College 
Indiana University-Purdue University Indianapolis 
cbuyarsk@iupui.edu 
317-278-4722 

  
Casey Self, M.S. 
Senior Director Academic Advising 
Arizona State University 
The College of Liberal Arts and Sciences 
Casey.Self@asu.edu 
480-965-9255 

 

 

 

 

 

 

 

 

 

 

 

 
 

mailto:cbuyarsk@iupui.edu
mailto:Casey.Self@asu.edu
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Appendix A 

 Systemic Change  

 
Given our perspective that efforts to improve academic advising and academic student success 
support at WMU will require systemic change, we thought it beneficial to include a brief discussion 
of systemic change as a construct. Jenlink (1998) recommends the following principles for a 
successful change initiative: 
·        Creation of an overall image for the ideal system; 
·        Continuous engagement of knowledgeable and committed stakeholders; 
·        Recognition that all parts of the system are connected; 
·        The importance of careful planning for implementation; and 
·        The need for the system to commit resources for evaluation. 
 
As previously noted, we met with many stakeholders during our visit. There is no doubt that the 
WMU leadership and many staff are committed to continuous quality improvement through 
consideration of advising and student support as a University-wide system rather than as a single 
enterprise within one particular academic unit. It is our recommendation that the change process 
considers a systemic view by including all stakeholders of the WMU system in discussions about 
improvements. 
 
Any type of systemic change takes time and, of course, those involved want to know “how much 
time”. According to Eccles (1994), “Timely strategic change is not the same as the fastest change but 
is the ability to implement change effectively and expeditiously. It requires a talent for combining 
carefulness with speed.” He argues that the most effective change occurs when the organization: 
·        Employs reflective, information-based, analysis; 
·        Gathers comprehensive data; 
·        Debates before deciding; 
·        Embraces innovation and action; 
·        Creates a culture that is united and change-oriented; and 
·        Understands the twin needs for speed and care (p. 261-262). 
 
We are convinced that WMU is poised to work through the systemic change necessary to move 
academic advising and student success programs to their natural, next-level of effectiveness and 
indeed the administrators with whom we interacted appear to be experienced change agents. What 
matters is that the campus continue along a trajectory of timely development and management of a 
strategic plan to move forward with the recommendations for change and be prepared to invest the 
resources that may be required to support this effort. Some changes will achieve buy-in rather 
quickly, while cultural change admittedly takes years. Patience, diligence and inclusiveness of all 
stakeholders are the virtues of an effective change process. 
  
Systemic Change Timeline 

 
Systemic change walks the fine line between effectiveness and speed in the change process. The 
“Impact/Time to Change Analysis Chart” below provides a visual representation of the potential 
change process. We suggest the One WMU Design Team use this model to help prioritize specific 
actions WMU wishes to accomplish in the next few years.    
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Western Michigan University – Impact/Time to Change Analysis of Recommendations 
Examples 

 

  
High 

Impact 
  

 
• Advising Training and 

Development Program 
based on NACADA 
Core Competencies 

• Develop a model for 
coaching and 
mentoring services 
across campus 

 
• WMU common 

definition of academic 
advising 

• Implement a 
mandatory first-year 
seminar course for all 
students 

 
• WMU Team 

participates in 
NACADA Assessment 
Institute 

• Move all academic 
support services under 
one unit  

  
Medium 
Impact 

  

 

• General Studies option 
becomes common 
strategy for WMU 
degree completion 
goals  

 

• Degree Works used as 
primary degree 
completion tool by all 
departments 

  

 
• Mandate all faculty use 

of early alert system for 
freshmen level courses   

  
Low 

Impact 
  

 
• Transfer Student 

Course Articulation 
system streamlined 

• Develop a robust 
program for families 
and parents to be 
partners in student 
success 

 
• WMU Advising 

Awards program  
• One enrollment fee to 

cover all transition 
programs 

 

• Exploratory limit to 45 
or 60 credits 

• Continue hosting 
Student Success 
Summits; build a 
student success 
community 

  3-5 Years to Change 1-3 Years to Change Immediate Change 
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 Appendix B 
Web Resources to Consider 

 
 
1.  NACADA Core Values: 
https://www.nacada.ksu.edu/Resources/Pillars/CoreValues.aspx 
 
2.  NACADA Concept of Academic Advising: 
https://www.nacada.ksu.edu/Resources/Pillars/Concept.aspx 

 
3.  NACADA Academic Advising Core Competencies Model: 
https://www.nacada.ksu.edu/Resources/Pillars/CoreCompetencies.aspx 

 
4.  CAS Standards for Academic Advising: 
https://www.nacada.ksu.edu/Resources/Pillars/CASstandards.aspx 

 
5.  Excellence in Academic Advising: 
https://www.nacada.ksu.edu/Programs/Excellence-in-Academic-Advising.aspx 

 
6.  National College Learning Center Association: 
https://nclca.wildapricot.org/ 

 
7.  Association of Deans and Directors of University College and Undergraduate Divisions: 
https://www.adandd.org/ 

 
8.  Life Bound Coaching: 
https://lifebound.com/ 
 
9.  Campus Approaches to Student Success 
http://www.theuia.org/#home 
 

https://www.nacada.ksu.edu/Resources/Pillars/CoreValues.aspx
https://www.nacada.ksu.edu/Resources/Pillars/Concept.aspx
https://www.nacada.ksu.edu/Resources/Pillars/CoreCompetencies.aspx
https://www.nacada.ksu.edu/Resources/Pillars/CASstandards.aspx
https://www.nacada.ksu.edu/Programs/Excellence-in-Academic-Advising.aspx
https://nclca.wildapricot.org/
https://www.adandd.org/
https://lifebound.com/
http://www.theuia.org/#home

