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Actively engage in this program that brings together colleagues across academic and 
profes s iona l dis ciplines , ins t ruct iona l contexts , and levels  of pedagogica l t ra ining with a  
beginner’s mind

Part icipa te  in ways  tha t  cha llenge  and encourage  our individua l and collect ive  growth in 
knowledge and s kills

Participating today can count towards earning a digital badge
to reflect your commitment to supporting student success

Await the Open Educational Resource (OER),
including a recording of today’s live event

We invite you to...

https://www.forbes.com/sites/forbescoachescouncil/2023/06/22/why-and-how-to-practice-the-beginners-mindset/?sh=8b90f1349831


Participation Guidelines
✓ As s ume pos it ive  intent , and take  accountability for what  you do and s ay.

✓ Be aware  of your as s umptions , expecta t ions , and judgements .

✓ Choos e  the  bes t  way to engage for yours e lf, and res pect  the  choice  that  others  make to part icipate.

✓ Commit  to curios ity over certa inty.

✓ Ident ify your lea rning edges  and pus h them.

✓ Embrace  dis comfort  and s ilence.

✓ Lis ten act ively.

✓ Monitor your t ime.

✓ Speak for yours elf from your own experience  and your own pers pect ive.

✓ What  is  s a id s tays ; What  is  lea rned leaves .
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24 Year Survey Project
6.5 million students @

1,700 4 yr. institutions

My points of view:  Higher education scholar of student 
development & success, assessment practice, quality 
improvement, and teaching & learning



Ensuring 
student 
success is a top 
priority for 
universities 
and colleges 
worldwide.



What is Student Success?
“Student success”- in its simplest form 
- is getting students into and through 

college to a degree or certificate



Historically, student 
success was viewed 
through the lens of 
retention, attrition, 
and enrollment data



21st Century Student Success Goal
More students completing the degree they start, in 
an equitable, high quality educational experience 
that prepares them for 21st century workforce.



Student 
success is an 
institutional 

responsibility

“Student 
failure” to 
succeed in 

college seen as 
a student 

shortcoming

From ---- To

Mindset Shift in 2010s



A New Culture for Student 
Success (2016)

“Student-Ready Colleges”



Emergence of 
Student Success 
Units, 
Professionalization 
of Roles

NOW HIRING!
Dean of Student Success
Student Success Coach
Student Success Advisor
Campus Coach Student Success
Success Coach for Underrepresented 
    Student Achievement
Director of Student Success
Assistant Director Student Success
Director of Student Success &    
  Assessment/Retention
Assistant VP for Student Success
Vice Chancellor of Student Success
Vice President for Student Success



Disparities in educational 
outcomes between 
different groups of 
students are not  “equity 
gaps” – rather, they are 
“institutional 
performance gaps.”

Bensimon & Spiva (2022) The End of “Equity 
Gaps” in Higher Education? Diverse Higher 
Education magazine 



Educators focus on both academic and 
personal success, and the steps being 
taken to help all students thrive.

Trend is toward more support, 
personalization, and touch points over 
the student life cycle…cultivating 
students’ sense of belonging & well-
being, while expanding resources for 
issues such as mental health, hunger, 
and homelessness.

Drive to More Holistic 
Student Support



Enduring effects of the 
pandemic (“Gen P”)
• Disconnection
• Learning loss
• Elevated anxiety
• Mental health concerns
• Dwindling help-seeking
• Emphasis on humanizing 

education & work
• Compassionate flex
• Focus on practical value



Global Student Success: Embrace the Whole

“Whole-of-institution” approach 
and a 

“Whole student” orientation

Highlights the role students play in their own 
– and their peers’ – success, honoring student 
agency with institutional responsibility

Kift, S. et al., (2021) Student retention and success in higher 
education: Institutional change for the 21st century. Palgrave



How well do these conceptions of student success 
resonate for Northwestern? 

How do you define student success?



Transformation Framework: Engaged Learning 
for Equitable Student Success

• Campus culture
• Student-first policies
• Data & analytic strategies 

Institution 

• Engaged pedagogies
• Student thriving & challenge
• Relationship-rich education
• Supporting committed educators

Student 
Experience

Engaged 
Learning 

for 
Equitable 
Student 
Success



Creating a Campus Culture for Student Success
A positive and 
supportive environment 
that fosters a sense of 
belonging, encourages 
active engagement in 
learning, provides 
access to resources, and 
promotes healthy 
student well-being, 
ultimately contributing 
to higher rates of 
student learning and 
success

Culture change requires a 
different way of thinking and 

operating 

How does my office 
or program play a 

role in ensuring our 
students have a 

successful, cohesive 
experience?

How can I 
change a 
system or 

program in my 
office so my 

department can 
be successful?

FROM TO



Culturally Engaging Campus Environment (CECE) 
Model  (Museus, 2014)

An asset-oriented approach
Uses the voices of students from culturally diverse 

backgrounds as the platform to catalyze inquiry and 
analysis of 9 defining characteristics of optimally inclusive 
& equitable environments: 
 cultural familiarity, culturally relevant knowledge, 

cultural community service, meaningful cross-cultural 
engagement, culturally validating environments, 
collectivist cultural orientations, humanized educational 
environments, proactive philosophies, and holistic support

indicators of 
college 
environment 
that can 
foster 
success



Availability of opportunities 
for students to have 

meaningful relationships 
with faculty & staff who care 
about and are committed to 

their success

Campus spaces for 
students to connect with 
faculty, staff, & peers who 
understand their cultural 
backgrounds, identities, 

and experiences.



Culture of Ecological 
Validation (Hallett et al., 2023)
 A culture of ecological validation 

focuses on how daily work is 
done by staff, faculty, and 
leaders—not building new 
programs or initiatives

 Practical approach to building a 
student-centered campus culture

 Encourages the embodiment of 
norms of ecological validation 
within the institutional context to 
create a student-centered culture





Kinzie & Kuh (2017) 

Drivers of Student Success

1. Development of a 
comprehensive, integrated 

approach to student success. 

An integrated approach requires the 
identification and elimination of 
scattershot, isolated, or boutique 

programs for student success and the 
bringing together of stakeholders and 

efforts to ensure collaboration for 
equitable student success. 

https://www.tandfonline.com/doi/figure/10.1080/00091383.2017.1321429?scroll=top&needAccess=true


The student success 
movement needs bolder, 
more radical action 
Transformation for student 
success is not about pursuing 
the latest solutions and 
implementing numerous 
initiatives. Rather, it demands 
change in the culture for 
student success.



Culture Change
Encouraging leaders at all levels to 
adopt a change mindset and 
embrace risk as a legitimate strategy 
to empower individuals to remove 
barriers and transform structures 

How to approach change:
1. Adopt a culture change model
2. Practice by fostering a unified, overarching approach to a 

specific initiative –  example: student sense of belonging
3. Enact a structural alignment of student success outcomes



Reflection on 
culture and your 
definition of student 
success
 How much does 

Northwestern’s culture 
emphasize student success?
 Response options: Very much 

(VM), Quite a bit (QAB), Some 
(S), Very little (VL)

 How well are student success 
outcomes aligned?

Image source: The Happy, Healthy Nonprofit by Beth Kanter, Aliza Sherman, Vu Le

Come to think of it, kicking off our well-being 
program with a croissant-cigars-and-cognac 
social was a bad idea.

https://learning.oreilly.com/library/view/the-happy-healthy/9781119251118/?_gl=1*9uz75m*_ga*NjMxMTExNzAwLjE3MzgyMjAxNjg.*_ga_092EL089CH*MTczODIyMDE2OC4xLjEuMTczODIyMDE4MC40OC4wLjA.


Student-first Policies
Identifying policies, procedures and barriers that 
silently thwart success through institution-wide audits

Adopting inclusive, strength 
or capacity theories like 
growth mindset, belonging, 
cultural wealth, asset vs. 
deficit paradigm– can 
breathe their perspectives 
into policies, practices

ASK: What do your 
policies and practices 
say about the culture, or 
the view of students, 
faculty, and staff’s 
abilities, relations, and 
expectations?



Student-first Policies
Identifying policies, procedures and barriers that 
silently thwart success through institution-wide audits

Simpler processes: Revising policies and practice to 
create simpler, clearer and more rational processes for 
students as they move forward in their programs

“Probation” letter reframe: Replace with “academic 
notice” describe as “a process, not a label” ; “not the only 
one”, and “hope for returning in good standing”



Data & Analytic Strategies
Rethink how we collect 
data, measure, and 
improve in a data-
informed culture

What’s your 
student 
success 

number?

“Know your numbers. No excuses. 
No exceptions. No escape.”



The Power of Student Voice
Students have an 
authentic and valuable 
voice in decisions that 
impact their educational 
experience
 Inclusive 

representation
 Partnership on 

educational efforts

What do your students 
have to say about 
student success?



Pause for reflection…What  
Northwestern student success data 
do you rely on? What do you need?



Transformation Framework: Engaged Learning 
for Equitable Student Success

• Campus culture
• Student-first policies
• Data & analytic strategies 

Institution 

• Engaged pedagogies
• Student thriving & challenge
• Relationship-rich education
• Supporting committed educators

Student 
Experience

Engaged 
Learning 

for 
Equitable 
Student 
Success



Engaged Pedagogies
Every college student should learn 
by doing – experimenting, 
discussing, building etc. –  in an 
integrated way, with purpose & 
with others



Engaging Pedagogies

 Purpose driven

 Active & 
  Experiential

 Authentic

 Collaborative learning

Woven across the curriculum, courses, co-curriculum

(program, course, assignment, co-curricular)



Moore, J. (2023) Key Practices for 
Fostering Engagement Learning

Key Practices for 
Fostering High-
Quality Engaged 
Learning in 
Higher Education



Student Thriving & Challenge
Thriving = student is fully engaged intellectually, socially 

and emotionally in the college experience (Schreiner, 2020)

5 dimensions: energized by learning; goal-directed; positive and 
able to reframe negative event into learning; socially connected; 
openness to difference



Providing a Supportive, Yet Challenging 
Learning Environment 

Rigor as Compassionate 
Challenge. A safe learning 
environment where students feel a 
sense of belonging, engage in 
practices associated with 
confronting fears, and take 
intellectual risks in meaningful 
ways– helps advance learning.

Sarah Rose Cavanagh (2023) 



Principles of Inclusive Rigor
Rigor is not hard for the sake of being hard; it 

is purposeful and transparent.
Inadequate definitions of rigor produce poorer 

learning outcomes, particularly for 
underrepresented and/or underserved students.

Rigor, when defined apart from a deficit ideology, 
is necessary to teach more inclusively.

(McGurk & Brooks, 2021)



Support and an Asset-Based, Community Cultural 
Wealth Approach

Image source: Teaching Channel

Yosso, T.J. (2005). Whose culture has capital? Race, Ethnicity and Education, 8(1), pp. 69–91.

https://www.teachingchannel.com/wp-content/uploads/2024/07/Community-Cultural-Wealth.png


Relationship-Rich Education

Relationships make higher 
education work. 
At all institutions, the simple 
act of a professor asking a 
student how they are doing 
can have a tremendous impact 
on the student's success.
    -- Felten & Lambert, 2020



Faculty and student affairs educators must be collectively 
grounded in the 4 principles of relationship-rich education:

• All students must experience genuine, 
relentless welcome and deep care

• Relationships are a powerful means to 
inspire all students to learn

• All students must develop webs of 
significant relationships

• All students need meaningful 
relationships to help them—and to 
challenge them—to explore the big 
questions of their lives

Felten & Lambert, 2020



Thinking about the Student 
Experience… 
Share one of your best 

engaging pedagogies, 
thriving & challenge 
and or relationship-
rich, practices. 

What does it mean to 
invest in support and 
rigor simultaneously? 



Supporting instructors & staff 
committed to student success

Change personnel 
processes to support 
student success – 
hire, reward, 
promote with a 
priority on student 
success



“Validating agents/ 
educators” recognize 
students’ multiple 
identities, assets, 
strengths, and innate 
capabilities for success in 
a web of coordinated 
student supports

Hallett, R.E., Kezar, A., Kitchen, J. A., Perez, R., Corwin, Z. B., & Nagbe, M. (2022). Creating a culture of 
ecological validation to improve at-promise student experiences and outcomes. 

Support Validating Agents



Partnerships to Enhance Student Success
Student Success, as a desired outcome of higher 
education, is more likely to result from 
institutional environments characterized by 
strong partnerships that link academic and 
student affairs professionals, 
faculty and students. 



Importance of teams, collaborative leadership, to 
drive holistic, cultural change 
 Teams to share and discuss data about student success

 Structure and space to facilitate a shared understanding of the 
problem and to begin to reimagine 

 Thoughtfully composed teams, those 
that involve educators and staff (& students) 
who can articulate student concerns, and the 
consideration of student outcome data, are 
needed to fully understand the problem the 
institution is trying to solve

 Support to try something and assess impact



Our rigorous yet empathetic academic environment 
provides a robust mixture of theory and practice, with an 
emphasis on top-tier research, new knowledge, creative 
expression and practical application.



Transformation Framework: Engaged Learning 
for Equitable Student Success

• Campus culture
• Student-first policies
• Data & analytic strategies 

Institution 

• Engaged pedagogies
• Student thriving & challenge
• Relationship-rich education
• Supporting committed educators

Student 
Experience

Engaged 
Learning 

for 
Equitable 
Student 
Success



Discussion about 
the Transformation 
Framework and 
student success at 
Northwestern

Which topics needs 
more attention 
right now? why?

 Are policies student-first?
 Does data help focus on student 

success?
 What engaging pedagogies do 

you use?
 What are your students 

challenges and how do you 
support them? 

 To what extent do you prioritize 
student success and are you 
supported in doing so? 



Thank you!
Dr. Jillian Kinzie, Center for Postsecondary Research, 
School of Education, Indiana University and the National
Survey of Student Engagement (NSSE)
jikinzie@indiana.edu



Post-Keynote Survey
Please complete the survey

MORE OPPORTUNITIES ON 
SUPPORTING STUDENT SUCCESS

TODAY’S RECORDING AVAILABLE SOON

PARTICIPATE IN THE PRACTICUM
2025 Winter (February) | 2025 Spring (April)

OER AVAILABLE THIS SUMMER

Questions?
Contact practicum@northwestern.edu     

Scan to register or visit
https://bit.ly/SSSP_Register




	Slide Number 1
	Slide Number 2
	Slide Number 3
	�Transforming Institutional Cultures: Holistic Approaches to Student Success
	Slide Number 5
	Slide Number 6
	What is Student Success?��
	Historically, student success was viewed through the lens of retention, attrition, and enrollment data
	21st Century Student Success Goal
	Slide Number 10
	A New Culture for Student Success (2016)
	Emergence of Student Success Units, Professionalization of Roles
	Slide Number 13
	Slide Number 14
	Slide Number 15
	Slide Number 16
	How well do these conceptions of student success resonate for Northwestern? �How do you define student success?
	Transformation Framework: Engaged Learning for Equitable Student Success
	Creating a Campus Culture for Student Success
	Culturally Engaging Campus Environment (CECE) Model  (Museus, 2014)
	Slide Number 21
	Culture of Ecological Validation (Hallett et al., 2023)
	Slide Number 23
	Slide Number 24
	Slide Number 25
	Culture Change
	Reflection on �culture and your definition of student success
	Student-first Policies
	Student-first Policies
	Data & Analytic Strategies
	Slide Number 31
	Pause for reflection…What  Northwestern student success data do you rely on? What do you need?
	Transformation Framework: Engaged Learning for Equitable Student Success
	Engaged Pedagogies
	Engaging Pedagogies
	Slide Number 36
	Student Thriving & Challenge
	Providing a Supportive, Yet Challenging Learning Environment 
	Principles of Inclusive Rigor
	Support and an Asset-Based, Community Cultural Wealth Approach
	Slide Number 41
	Slide Number 42
	Thinking about the Student Experience… 
	Supporting instructors & staff committed to student success
	Slide Number 45
	Partnerships to Enhance Student Success
	Importance of teams, collaborative leadership, to drive holistic, cultural change 
	Our rigorous yet empathetic academic environment provides a robust mixture of theory and practice, with an emphasis on top-tier research, new knowledge, creative expression and practical application.
	Transformation Framework: Engaged Learning for Equitable Student Success
	Slide Number 50
	Thank you!
	Slide Number 52
	Slide Number 53

