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• Setting the stage

• Thinking differently about student success

• What we are learning about implementing whole-
college redesign

• Using leading indicators to measure and motivate 
whole-college reform

• Early adopters

• The predictive power of leading indicators
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NY 12 Month Enrollment by Sector, 1997-2015
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NY Fall Enrollment by Sector, 1997-2017
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New CC Business Environment

 State funding cuts  Students and families pay more

 Performance funding

 Traditional high school population declining

 Tight labor markets in many parts of the country

 Developmental education enrollment sharply declining

 Declining returns to skills training only; growing demand 
for degrees + skills + experience + contacts

 Increased competition (public 4-years, privates, online 
providers)



New CC Business Model

From: Cheap, accessible college courses for 
gen ed transfer or technical training

To: Affordable programs leading to degrees + 
skills + experience + contacts needed 
for livable wage, career-path employment



 Which programs would be a good fit for me?

 What jobs that interest me can I get from your 
college?

 What credentials do I need for those jobs?

 What courses will I need to take?

 How long will it take and how much will it 
cost?

 Who can I speak with to learn about careers 
and programs of interest to me?

New Students Want To Know



 Education paths to degrees, careers, and transfer are unclear

 Intake process discourages many students from enrolling

 New students not helped to explore options/interests, develop a 
plan

 Prerequisite dev ed sorts out students; fails to prepare for 
success in college-level courses

 Students’ progress not monitored

 Colleges fail to schedule courses students need, when they 
need them

 Too few students experience active learning; instructors not 
helped systematically to adopt high-impact practices

 Students not helped to gain program-relevant experience

But, Institutions Drive Students Away



Guided Pathways:
Thinking Differently About 
Student Success



Guided pathways mindset shifts

Cafeteria College

Guided Pathways 
College



From low-cost 
courses…

…to affordable 
programs, aligned 
with career-path jobs 
and further education



From alphabetical 
program lists…

…to academic 
and career 
communities



From course distribution lists…

…to program maps with 
designated course sequences, 
critical courses and milestones.



…to career/transfer 
exploration and planning 
for all students from the 
start.

From job/transfer 
support for near 
completers…



From standardized tests to assess whether students 
are college-ready or not

…to holistic, multiple measures assessment of strengths/ 
needs for all new students



…to support for major 
decisions along the path

From information dump 
at orientation…



…to advisors monitor progress, 
must approve changes to the plan

From students self-advise during registration each semester…



From teaching individual classes…

…to teaching knowledge & skills across programs 
and providing real-world experience toward further 
education/work



What we are learning about 
implementing whole-college 
redesign



Guided Pathways Essential Practices

• Early career/transfer exploration
• Academic and financial plan
• Integrated & contextualized 

academic support

Help students get 
on a path

• Meta-majors
• Program maps
• Career + transfer information
• Math pathways

Clarify paths to 
student end goals

• Field-specific learning outcomes
• Active learning throughout
• Field-relevant experiential 

learning

Ensure students are 
learning

• Monitoring progress on plan
• Intrusive support
• Frequent feedback
• Predictable scheduling

Keep students   
on path





Timeline of Guided Pathways Implementation 
Activities at Wallace State Community College



SUGGEST ADDING 1-2 TIMELINES FROM THE AACC STUDY:  MAYBE WALLACE AND CUYAHOGA

Timeline of Guided Pathways Implementation 
Activities at Community College of Philadelphia



What
(essential practices)

How
(change process)

Note: Student program pathways 
should not resemble this figure.

our understanding of guided pathways 
implementation has become more complex.

As our research focus has evolved,



Timeline and Strategies for Leading 
Guided Pathways Redesigns



 Redesigning colleges on guided pathways model is a big technical 
challenge, but even bigger cultural one

 Effective leaders lay the groundwork: a) engage stakeholders across 
college in examining barriers the college creates to student success, b) 
develop vision and goals for improving experience for all students; c) 
empower teams to plan and design innovations at scale 

 Critical importance to implementation of well-managed cross-functional 
teams

 Critical importance to redesign of broad engagement in program and 
student experience mapping (status quo and desired) 

 Challenge: creating time and resources for reflection, design, planning, 
professional development and evaluation

 Challenge: sustaining and institutionalizing innovation in face of 
turnover, uncertain policy/fiscal environment; exhaustion

Lessons on Leading College Redesign



Inquiry and 
Student 
voice

Data 
disaggregation 

and Equity

Engagement 
and planning 

Implementation



Report and case studies available here: https://ccrc.tc.columbia.edu/publications/redesigning-your-college-guided-pathways.html



Using leading indicators to 
measure and motivate whole-
college reform



Lagging Indicators

Summative Assessment

Not measurable in a short time period

Primary Goal: Accountability (External)

Captures ultimate goals and outcomes

Student outcomes
• Transfer and credential completion
• Cost and time to degree
• Labor market outcomes

Leading Indicators

Formative Assessment

Measurable in a short time period

Primary Goal: Improvement (Internal)

Predictive of longer-term outcomes

First year student momentum
• Credit accumulation
• Gateway course completion 
• Course completion and persistence 

through the first year
• Program Momentum



a) Credit momentum:
1. Earned 6+ credits in 1st term
2. Earned 12+ credits in 1st term
3. Earned 15+ credits in Year 1
4. Earned 24+ credits in Year 1
5. Earned 30+ credits in Year 1

b) Gateway Course momentum:
6. Passed college English in year 1
7. Passed college math in year 1
8. Passed college English & math in year 1

c) Program momentum – Percent of students who pass at least 9 
college-credit hours in the their field of study in the first year

d) Persistence and College Course Completion EMMs
9. Persisted from term 1 to term 2
10. Total college credits attempted 
11. Total college credits completed
12. Credit pass rate

GP Leading Indicators: Early Momentum



Credit momentum:
• From full-time vs. part-time to “on-plan” vs. “off-plan”

Math and English gateway momentum:
• From academic assessment to holistic assessment
• From prerequisite remediation to corequisite support

Program gateway momentum:
• From job/transfer help for near completers to career exploration 

and planning from the start
• From gen ed to meta-majors
• From algebra and English gateways to critical program courses

Persistence:
• From next term schedule to full program plan
• From scheduling available courses to scheduling plan courses

Early Momentum Mindsets



Early Adopters
Alamo College District



Pathways - AlamoINSTITUTES

Goal: Every student seeking a 
baccalaureate degree will be 
successful. 

Strategy:

 Students choose a pathway

 A customized pathway is 
created for each student 
based on the pre-major and 
requirements at the 
university of choice









27%

Earned 15+ college credits in 
year 1

49%
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Earned 30+ college credits in year
1

Earned 24+ college credits in year
1
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1
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term

3-year Completion Rate, Any Credential

Alamo Colleges 3-year 
Completion Rates by EMM 

Status
Met EMM Did not meet EMM

Note. Trends in Alamo Colleges Credit Momentum EMMs are shown in the left panel. The right panel shows completion rates for fall 2014 FTEIC 
entrants at Alamo Colleges who completed any college credential (from any institution) within three years, disaggregated by whether or not 
students met the particular EMM definition in their first year. 



11%

Completed both college math 
and English in year 1

29%

37%

Completed college 
english in year 1

62%
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Completed college 
math in year 1
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Alamo Colleges 3-year 
Completion Rates by EMM 

Status
Met EMM Did not meet EMM

Note. Trends in Alamo Colleges Gateway Math and English EMMcs are shown in the left panel. The right panel shows completion rates for fall 
2014 FTEIC entrants at Alamo Colleges who completed any college credential (from any institution) within three years, disaggregated by whether 
or not students met the particular EMM definition in their first year. 



Early Adopters
Tennessee Community Colleges





a) Map all programs to career outcomes; include the “right” 
math on each map

b) Redesign intake experience to help students explore, 
choose a major or focus area, develop full-program plan

c) Require students with ACT of 13-18 to take “corequisite” 
math (aligned with math pathway), writing and/or reading 

d) Require students with ACT below 13 to develop learning 
plan and give them intensive support

e) Increase exposure of all students to high-impact teaching 
practices

Tennessee Completion Practices



Source: CCRC Analysis of TBR Data

TN CCs: First Term Credit Momentum KPIs



Source: CCRC Analysis of TBR Data

TN CCs: First-Year Gateway Course Completion
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TBR CCs: Passed college English in year 1, by Age Groups and Race
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• What are your college’s leading indicators?

• Who sees these indicators and how regularly? How are 
they used to drive improvement?

• Does the college use the leading indicators to track 
whether or not you are closing equity gaps in the near 
term?

• Are there student populations being excluded (part-time 
non-credit, dual enrollment, etc.)?

• Does the college have targets for leading and lagging 
outcomes? Are they reasonable (too ambitious or not 
ambitious enough)?

Considerations for leading indicators



The predictive power 
of leading indicators



How accurately can we predict whether or not a student 
completes, based on their first-year momentum?

78.5%
74.7%

78.8%
76.0%

0%

20%

40%

60%

80%

100%

True Positive Rate True Negative Rate

Predicting 6-year Completion Rates in Two State CC Systems: 
Logistic Regression Results

Model 1: Only Early
Momentum Metrics

Model 2: Early
Momentum Metrics &
Student
Demographics

True Positive: Student is predicted 
to complete and actually completes

True Negative: Student is predicted 
to not complete and actually does 
not complete

Data on FTEIC students from two state community college systems. Yanagiura, T. (Forthcoming). Using Machine Learning To Assess the 
Predictive Power of Academic Momentum Model at Community College



First-Year Momentum Outcomes across 3 
Community College Systems

35%

14%

10%

39%

13%

62%

28%

15%

9%

43%

18%

15%

42%

13%

76%

32%

12%

3%

31%

14%

8%

44%

27%

68%

35%

16%

9%

English Y1

Math Y1

English & Math Y1

6 Credits S1

12 Credits S1

Persist S1 S2

15 Credits Y1

24 Credits Y1

30 Credits Y1

System X System Y System Z

Completed college English in the first year

Completed college math in the first year

Completed both college English & math in the first year

Completed 6+ college credits in the first term

Completed 12+ college credits in the first term

Persisted from term 1 to term 2

Completed 15+ college credits in the first year

Completed 24+ college credits in the first year

Completed 30+ college credits in the first year



Adjusted success rates
control for student 
characteristics.

Six-Year Award Rate by EMM Status
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For example, controlling for 
student characteristics, 61% 

of students who completed 15 
CL credits in year 1 

completed any credential 
(compared to the baseline of 

32%) in System X
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Adjusted success rates
control for student 
characteristics.

Adjusted Six-Year Award Rate by EMM 
Status | Black & Hispanic Students

For example, controlling for 
student characteristics, 44% of 
Black and Hispanic students 

who completed 15 CL credits in 
year 1 completed any credential 

(compared to the baseline of 
19%) in System X
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For example, the rate of credential completion 
in 6-years is predicted to increase 6 

percentage points in System Y if 50% more 
students completed 15 CL credits in year 1



• First-year momentum strongly predicts student 
success in subsequent years

• Students who achieve Early Momentum Metrics 
(EMMs) do better, regardless of race or gender or 
socio-economic status

• Key issue is equity gap in the rate at which students 
gain momentum in first year

• Award rates increase 1-6 percentage points if 50% 
more students meet each EMM

• 10 percentage point increase in completion requires 
doubling of EMM attainment 

Takeaways



• Does every program lead to: a) a livable-wage job (with clear paths to 
further education), or b) transfer with junior standing in the student’s 
field of interest?

• How do we help all entering students explore interests, choose a 
program that is a good fit, and develop a full-program plan?

• How do we ensure that every entering student has a “light the fire” 
learning experience in term 1?

• How can we (and students themselves) monitor students’ progress to 
make sure they stay on plan?

• How can we schedule classes so that students can take the courses 
they need to advance on their plans when they need them?

• How do we ensure that all students gain program-relevant experience?

• How can we enable more underrepresented students to enroll and 
complete programs leading to higher-opportunity outcomes? 

Guided Pathways Guiding Questions



Thank you!
Hana Lahr
lahr@tc.columbia.edu


