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An Exercise

 Thinking back about what led you to a career in 

education, what inspired you to enter into this 

career?

We have found that it is usually related to a 

connection you had with someone – a family 

member, a friend, an educator.

 Sharing…



Learning Expectations

 Discover what is meant by Culture 

Change 

 Understand principles of good data use

 Understand practices of good data use

 Determine what data your college 

should focus on in supporting MC’s big 

goal



Culture and Behavior

• The kiss of death…saying you are trying to 

change culture

• Culture*: the beliefs, customs, arts, etc., of 

a particular society, group, place, or time

• Behavior*: the way a person or animal acts 

or behaves

* www.merriam-webster.com/dictionary



Moving to a Culture of Evidence: 

Applying Theory to Practice

 Psychology

 Neuroscience

 Behavioral 

Economics

To Influence…

• Analytics

• Human 

judgment & 

decision-making

• Organizational 

habits



Assumptions About Culture of Evidence

Traditional Assumptions Reality

Staff are eager to engage in discussions 

about student performance

Just knowing there is a problem is 

enough to make a change

We know how to fix a certain type 

of problem

Organizations can change practices 

and policies

Staff are willing and eager to make 

improvements in student success

The expression “pulling teeth” 

comes to mind

There is often disagreement 

about the extent of a problem

If we did, we would not be in 

this room

Very difficult to do easily –

often takes years (phase-in)

Human nature is to keep things 

the same



An Exercise

Think about one piece of data that has 

made a difference in your life.

What was that data?

Sharing…





Shock and Denial

Think about how data is currently 

presented at your college.

How can you create an environment 

that sets a positive context for 

reviewing data?



IEBC’s Model

Improved Student Success
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Typical Student Tracking Outcomes: 

The Rational Side of Things



Useless Statistics – but we can’t 

seem to look away…
 Qatar has the lowest death rate in the world at 1.6 deaths for every 1,000 

persons.

 Couples who marry in January, February and March tend to have the highest 
divorce rates.

 On average, 100 people choke to death on ballpoint pens every year.

 In the United States, at any given moment, there are over two million impaired 
drivers on the road.

 Right-handed people live, on average; nine years longer than left handed 
people.

 Count the number of cricket chirps in a 15-second period, add 37 to the total, 
and your result will be very close to the actual outdoor Fahrenheit 
temperature.

Beyond mandated reporting, only report data if it needed to inform a decision



Leading and Lagging Indicators
 Borrowed from the fields of economics and business

 Leading indicators are in your control and lead to your 

hoped-for success

 Lagging indicators are affected by what you do to influence 

your leading indicators

 What is leading and what is lagging depends on where you 

stand

First 
Year

Dropout
Rate

High School Community College



Typical Data

Student Data:

 Enrollment rates

 Retention rates

 Course success rates

 Overall course success

 Persistence rates

 Credit milestone attainment

 Completion of develop. ed

 Graduation rates

 Transfer rates

Data Disaggregated by:

 Race/ethnicity

 Gender

 Pell recipient (ever)

 Entering cohort year

 Age 

Exercise: What data do you have the power to influence?



Where is the Story?

 Statistics do not matter…it is the story behind the numbers that matter
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A Quick Test

Here is a simple puzzle. Do not try to solve it 

but listen to your intuition: 

A bat and ball cost 

$1.10. The bat costs 

one dollar more than 

the ball. How much 

does the ball cost? 



A Quick Test

10¢
The distinctive mark of this easy puzzle is that it evokes an 

answer that is intuitive, appealing



A Quick Test

10¢
The distinctive mark of this easy puzzle is that it evokes an 

answer that is intuitive, appealing and wrong!



A Quick Test

5¢
The distinctive mark of this easy puzzle is that it evokes an 

answer that is intuitive, appealing, and wrong. 

If the ball costs 10¢, then the total cost will be $1.20 (10¢ 

for the ball and $1.10 for the bat), not $1.10. The correct 

answer is 5¢. 



Making a Decision

 What decisions need to be 

made by you and your 

department?

 What data helps you and your 

department make a decision?

 How does that data help?



Human Judgment & Decision Making

• Data must be easy to understand

• Messages need to be explicit - What do you 

want them to take away?

• Chart Title…



Make it Explicit

Year One Year Two Year Three

African 

American

Male 15% 17% 16%

Female 18% 20% 18%

Hispanic
Male 16% 16% 17%

Female 15% 19% 23%

Caucasian
Male 22% 25% 23%

Female 20% 19% 19%

Asian
Male 26% 24% 26%

Female 19% 22% 21%

Chemistry Enrollment by Ethnicity



Make it Explicit

Year One Year Two Year Three

African 

American

Male 15% 17% 16%

Female 18% 20% 18%

Hispanic
Male 16% 16% 17%

Female 15% 19% 23%

Caucasian
Male 22% 25% 23%

Female 20% 19% 19%

Asian
Male 26% 24% 26%

Female 19% 22% 21%

Hispanic Female Chemistry Enrollment Has Increased



The Power of One
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Habit Loop



What is a Habit?

• The Easter ham

• Emerge gradually

• Causes us to act without conscious thought
– Drilling: Lock that in…

• Difficult to change

• Keystone habits – lead to good habits

What are some of your organization’s habits 

around data?



Changing Habits: What Are Other 

Colleges Doing?
Odessa College

Reviewed data on what they can control – leading 

indicators

Course retention

 San Jacinto College

Data on course success

“Just one more” campaign



A Note on Celebration

How can you celebrate 

that you are working to 

improve student 

outcomes even though 

the data is not always 

positive?

Exercise:



Completion

Milestones

30 units, Core 
Curriculum

Persistence

Successful Course Grade 
(A,B,C)

Retained in Class

(All non-W’s)

Sample Goal: Leading and Lagging Indicators



Completion

Milestones
30 units, Core 

Curriculum

Persistence

Successful Course Grade

Retained in Class

Leading and Lagging Indicators

Completion

Progress 
Monitoring

Student support 
Intervention outcomes

Monitoring course taking 
patterns

Determination of Goals

Academic Outcomes Data Student Services Data



Suggestions on the Big Goal

“Every Student Completes”



What Changes With a Big Goal?

Pick the flowers, not the weeds

Behaviors are oriented to the goal

Does away with rationalization

Closes the achievement gap

Challenges assumptions

Changes how we view students

Changes our relationship to students

Practice for 5 minutes a day this change



How to Get There: Small Steps

 The research is clear, changes are not made by big sweeping proclamations

 Changing behavior is incremental if it is to stick

 It is really about changing habits

 Starts with a clear vision

 Must describe a specific set of goals

 Goals lead to a set of behaviors

 Outcome of the behaviors must be measured (feedback)

 Collect baseline measures

 Set targets

 Note that we talk a lot about a vision and a goal, but we need to focus on the middle: 

Project management – how to get there – specific steps

 It will be three steps forward and two steps back – don’t lose focus or hope



What Activities in Your Area Would 

Support a Focus on Completion?

 Think about the student experience

What does your department do to support student completion?

What data would help you better understand the effect of what 

you and your department does?

 How often would you need that data?

 If you had that data, what could you do to improve?

 Report out




