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HISTORY

 INTENTIONAL RETENTION EFFORTS LAUNCHED 

IN 2012 (STARFISH & OILER SUCCESS CENTER)

 STANDALONE IR&A ESTABLISHED IN 2021

 AMBITIOUS DESIRE TO CENTRALIZE DATA FOR 

IMPROVED DECISION-MAKING

 ENTHUSIASTIC COMMITMENT TO 

COLLABORATION TO SOLVE PROBLEMS



ASPIRATIONS
 TRACK STUDENT EXPERIENCES AND PERCEPTIONS, CREATING A 

MORE AUTHENTIC PICTURE OF THE FIRST YEAR AT UF

 FOCUS ON A POSITIVE, STRENGTHS-BASED VIEW OF 

ENGAGEMENT AND RETENTION TO STRENGTHEN STUDENTS’ 

CONNECTION TO UF

 OFFER ADDITIONAL OUTREACH

 PROVIDE FOR YEAR-OVER-YEAR COMPARISONS 

 ENSURE ACTION AND CLOSING THE LOOP



GROWTH MINDSET & DATA-INFORMED

*Use Data as One of the Tools 
in the Toolbox
*Focus on all the Pieces of the 
Puzzle
*Approach Students 
Holistically
*Commit to Continuous 
Improvement
*Prepare for Tough Questions
*Pack for the Long Haul

*Challenges = Opportunities
*Embrace Diverse Input and 
Feedback
*Focus on the Process not 
Only the Result
*Use Success as Inspiration
*Step Out of the Comfort 
Zone
*Believe that Students are 
Ever-Improving



HEDS (Higher Education Data Sharing Consortium)



INITIATIVE #1



OVERALL SURVEY PLAN

New 
Student 
Survey

Microsurvey Microsurvey Microsurvey Microsruvey Microsurvey

Returning 
Student 
Survey



SURVEY RESPONSE RATES
NEW STUDENT SURVEY

• 2022 54%

• 2023 56%

• 2024 32%

RETURNING STUDENT SURVEY

• 2023 29%

• 2024 6%

MICROSURVEYS

YEAR ONE 2022-2023*
• #3: 39%
• #4: 49%
• #5: 42%
YEAR TWO 2023-2024**
• #1: 38%
• #2: 39%
• #3: 30%
YEAR THREE 2024-2025
• #1: 36%
• #2: 41%
• #3: 45%
• #4: 39%
• #5: 31%



OUTCOMES EXAMPLE: Encouragement

✓ Continue to challenge me

✓ Challenges keep me going and allow me to learn a lot about 
myself

✓ Keep pushing me to do my best

✓ UF faculty and staff will keep challenging me in my courses to 
help me learn everything it takes to become a physical therapist

✓ Encourage me to keep going



HOW TO SUPPORT STUDENTS 2024
▪Understanding and 

compassion

▪Clear communication and 
guidance

▪Supportive and encouraging 
environment

▪Accessibility and availability

▪Personalized support and 
flexibility

▪Career and internship 
opportunities

▪Academic assistance and 
tutoring

▪Create a positive learning 
environment

▪Regular check-ins and support

▪Encouragement to challenge 
themselves



DATA SNAPSHOTS

New Student Survey 



DATA SNAPSHOTS

Returning Student Survey 



DATA SNAPSHOTS



MORE OUTCOMES EXAMPLES
➢ DEVELOPED A MARKETING TOOL FOR FACULTY

➢ PEOPLE ARE TALKING ABOUT RETENTION

➢ INDIVIDUALS ACROSS CAMPUS LOOK FORWARD TO NEW DATA

➢ RAISE AWARENESS AND EDUCATE FOR ASSESSMENT PROCESSES 
LIKE ACADEMIC PROGRAM REVIEW AND NON-INSTRUCTIONAL 
ASSESSMENT

➢ PROVIDED EVIDENCE TO RETAIN FIRST-YEAR COURSE FUNDING 
AMIDST BUDGET CUTS

➢ CORROBORATED THE IMPORTANCE OF ADDING A THIRD 
CENTRALIZED ADVISOR

➢ STICKY FACTOR: RELATIONSHIPS



INITIATIVE #2



PREP GAP MEETING: May 2023
LET’S START THE DISCUSSION

• Response to a Facul ty Member Waving a Red Flag

• Ref lect on Student Retent ion and Highl ight 
Urgency

• Open Discussion

• What Are We Experiencing? 

• What’s Going On? 

• What Can We Control?

• What Can We Do?

• Chart ing Next Steps



PREP GAP MEETING: June 2023
FYE LEARNING GOALS & EXECUTIVE 
FUNCTIONING 

• Review FYE Goals and Standardize Across 
Courses

• Mini  Workshops: Pandemic Impact,  High School  
Prep Data, Execut ive Funct ioning Ski l l  Bui ld ing, 
In-Course Strategies for  Ski l l -Bui ld ing

• Brainstorm Individual  In i t iat ives that Spot l ight 
Execut ive Funct ioning Ski l ls  development

• Data Review: New Student Survey, Or ientat ion 
Student Mentor Feedback, Advis ing Surveys



PREP GAP MEETING: August 2023
COURSE SPECIFIC INITIATIVES

• Ref lect on Data: Nat ional  Enrol lment Stat is t ics

• Deep Dive into Data: CHEM 130 Success Rates

• Brainstorm Individual Initiatives within Department

• Brainstorm Individual Initiatives across Departments

• Placement Test ing Discussion

• Starf ish “Train ing”



PREP GAP MEETING: November 2023
SCALING UP

• Review Successful  In i t iat ives: Course - level  
Changes 

• Brainstorm how to Scale Up to Department /  
Divis ion

• Ref lect on Data: HEDS New Student Survey; 
HEDS Academic Readiness Module; Star f ish 
Midterm Progress; Star f ish Student Responses



PREP GAP: Spring 2024
INDIVIDUAL DEPARTMENT MEETINGS

• Smal l  Representat ive Group of Prep Gap 
Committee Met Indiv idual ly wi th Departments

• Report  on Success

• Chart  New Direct ions

• Engl ish: Scaffold the Student Port fo l io Process

• Biology: Inst i tute Open Hours and Enhanced 
Tutor ing



PREP GAP MEETING: October 2024
MOVING FROM COURSE-LEVEL TO WHOLE 
STUDENT SUPPORT

• Review Successful  In i t iat ives: Pr ime the Pump 
was our First  Success

• Ref lect on Data: 3 -Year DFW Rates; 
Microsurveys; Student Retent ion %

• Brainstorm a Student Or ientat ion Redesign

• Brainstorm an accelerated Summer Program



OUTCOMES
➢ “OFFICE HOURS” ➔ “OPEN HOURS”

➢ CENTRALIZED BIOLOGY, CHEMISTRY, AND MATH 
TUTORING IN THE LIBRARY

➢ FOSTERED CROSS-DEPARTMENTAL IDEA SHARING

➢ OILER EARLY ADVANTAGE PROGRAM (online course 
package at reduced cost)

➢ ESTABLISHED AN EFFECTIVE TASKFORCE / WORKING 
GROUP MODEL OF INITIATIVE DEVELOPMENT

➢ NOW ➔ TRANSFORMATIONAL TEAM



CLOSING THE LOOP



CLOSING THE LOOP

WEEKLY DATA INSIGHT

 DATA COMFORT



QUESTIONS


