
Next Practices Episode 01: Boost Academic Advising Capacity & Effectiveness with Rob 
Freidhoff 

Katy Oliveira (00:07): 
Welcome to Next Prac8ces, data-informed strategies to shape the future of higher ed. In each episode, 
you'll hear from transforma8onal higher ed leaders on how they're tackling today's most pressing 
challenges to make a difference for their students and ins8tu8on. I'm your host, Katy Oliveira. 

Rob Freidhoff (00:28): 
A lot of 8mes, those students who we're talking to are not oOen the ones who most need the help. So as 
an advisor, you kind of get this framework in your mind of like, well, this is where our students are at. 
This is what all, all of our students are going through. When in reality, we've been missing a chunk of our 
student voice in our student popula8on. And so I think keeping it simple as you start and using a filter for 
a very low, low moderate, um, and then maybe star8ng around some very basic groups, whether that be 
a sta8c group or dynamic group can be a rela8vely low liO from a understanding of how to do it, but also 
then has a very high value of return 

Katy Oliveira (01:12): 
Today on the show I'm talking with Robert Friedhoff, vice president of community development at Civitas 
Learning. Rob has extensive experience in higher ed as an academic advisor, advising administrator, 
strategic enrollment manager, an educa8onal consultant focused on improving advising prac8ce and as 
an Associate Vice President for Student Success today, we're talking about improving advising 
effec8veness in our conversa8on. We cover how to use data analy8cs and intelligent case management 
technology to ease capacity constraints, why data analy8cs and inten8onal advising philosophies like 
apprecia8ve and developmental advising need each other, and where to start when implemen8ng a data 
analy8cs and intelligent case management soOware on your campus. But before we dive in, take a 
moment to subscribe to the show, to stay up to date on the latest crea8ve data informed approaches to 
student success. 

Katy Oliveira (02:12): 
Rob, welcome to Next Prac8ces. I'm so excited that you're here. Thanks for taking 8me out of your day to 
talk with me, 

Rob Freidhoff (02:18): 
Katy, thanks so much for the opportunity to be here, excited to excited to chat with you. 

Katy Oliveira (02:22): 
So here at Next Prac8ces, as you know, we explore, how do you use data informed approaches to answer 
urgent ques8ons and go beyond best prac8ces to solve today's challenges in a changing higher ed 
landscape. And today where we have a special treat in that, Rob is a highly experienced advising and 
student success leader who has recently joined the Civitas Learning team to work with our partners, to 
develop data-ac8vated effec8ve student success approaches that will improve student outcomes and 
help ins8tu8ons reach their goals. So Rob, before we dive in, I would like for you to just share, take a 
moment to share a liZle about your work in advising and student success and your new role here at 
Civitas Learning 

Rob Freidhoff (03:08): 
Again, Katy, thanks for the opportunity to be here, to chat, uh, community, very excited to, to learn and 
grow with you over the, the next several years here and enjoying so far, what we get to do here at Civitas 
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it's such meaningful work and higher ed is so near and dear to my heart. Uh, a liZle over 20 years ago, I 
actually was hired on a college campus my first day on the campus into an academic advising center. So 
first day, freshman year at college <laugh> and, uh, liZle did I know at the 8me how fortuitous that 
moment was going be, uh, have now spent 20 years of my professional life in the advising space. Uh, and 
I do joke a liZle bit that I'm a recovering pre-med advisor. Cause my first seven years in the field, I was 
pre-med dent, pharm and optometry, but then went into advising administra8on, spent 11 years at 
Grand Valley State University four and a half years at the University of Michigan in Ann Arbor and then 
four and a half at a comprehensive regional in, uh, Valdosta State University of Valdosta, Georgia. 

Rob Freidhoff (04:02): 
And, uh, I just love the spirit of advisors, academic advisors, the desire to help students, the goal to make 
an impact. And that's really what kept me in the academic advising area in higher educa8on space. Uh, 
and honestly what made me excited to come and join, uh, team Civitas was the opportunity to increase, 
impact, to move beyond one campus and be able to have opportuni8es to hold conversa8ons with 
colleagues and professionals that are really working in a tough environment, trying to best understand 
how to use data, to make sure that that data is ac8onable when it gets to the level of the people who are 
going use it, and really try to ensure that we get to the right students at the right 8me so that we can 
have meaningful conversa8ons, uh, that will hopefully change trajectories for those students, get 'em to 
persist, get 'em, to retain, get 'em to gradua8on. Um, and that's a partnership, right? And so I think for 
me, uh, I'm a rela8onship guy. That's what I love doing and having conversa8ons, uh, with people that 
get beZer. But at the end of the day, for me, the goal is really going, be working with our users to 
increase usage and to make sure that they are gecng the most out of the suite of products so that at the 
end of the day, we help more students to retain. 

Katy Oliveira (05:18): 
We know you and I both have our background and, and advising. And I think academic advising 
specifically as a student success interven8on is really near and dear to both of our hearts. And we know 
it's one of the most impaceul student support interven8ons out on a campus, but not all advising teams 
are set up to meet their full poten8al. What does it take to build a highly effec8ve advising program? I 
know that's a big ques8on so we can break it down, but I think that there is a liZle bit of a magic to it. 
There are some important ingredients that, that an advising team needs to be highly effec8ve. And I'm 
just curious to know what you feel like it takes or what your experience and, and research has shown 
you. It takes to build a highly effec8ve advising program. 

Rob Freidhoff (06:03): 
Yeah. Katy, I'm glad you're star8ng off with such a simple ques8on. <laugh> yeah. So I think we could 
probably talk about that for an hour and a half. You know, it's interes8ng. I, I get asked this ques8on a lot. 
Like if you were to come in and do one thing with an advising space, what would you, and, um, I've spent 
a liZle over a decade connected to the Apprecia8ve Advising interna8onal team as well, been on 
campuses and this ques8on, so we, and do mobilized to get the best out of our advising teams. And I 
think one of the, one of the first things that, that I think about is clear expecta8ons on what is an 
advising duty and what is not an advising duty. And it probably seems a liZle nuance and maybe, maybe 
a liZle simple, but one of the things that I've seen over the years is that academic advisors oOen get 
asked to do more than just academic advising <laugh>. 

Rob Freidhoff (06:52): 
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And so clear expecta8ons can help, especially advising center directors, advocate for their teams to stay 
centrally focused on academic advising. And so that they're seeing students and they have 
responsibili8es of a caseload poten8ally if they're doing kinda a caseload management system where 
those academic advisors, a hundred percent of their day are spent on academic advising du8es. I think if 
you go across the university and, and took a look and, and surveyed what advisors are doing, you're 
going to find in a lot of ins8tu8ons, they're not doing what most people would consider to be fully 
academic responsibili8es. They're, they're catching some stuff that other offices may not want to do, or 
because there's just a huge demand in a need for people to do work. They're gecng asked to support 
other areas. And because of that, most of those advisors are they're great people. They wanna help, they 
wanna do things to benefit the students, but they're gecng taken away from kinda their core mission. 

Rob Freidhoff (07:46): 
So I think it starts with very clear expecta8ons and, uh, while it's not super sexy, but really kind of 
star8ng with what is a job descrip8on and then what are those expecta8ons for that job descrip8on? 
And then once those expecta8ons are there, I think a lot of it comes into how do you set up the advisors 
to be trained, to make sure that they're comfortable with the job that they're gonna be doing, that they 
know their resources, that they understand the importance of referrals and those kinds of things. That's 
where, uh, a student success plaeorm like Civitas then can really take that advising experience or that 
advising opportunity to the next level. You understand what you're supposed to be doing. You've been 
trained how to do it. And now you've got a system that can signal the students who are in most need of 
help. 

Rob Freidhoff (08:29): 
So you can go aOer those students and in a 8me right now where we're at, whether it's because the 
advising load is too high or maybe you're advising load is okay, but because there's some turnover in this 
space, you're asked to work with more students, the ability for these signals to come out, to know who 
to focus on is gonna be a really big bandwidth decreaser, that's one of the things I hear, ah, there's so 
much bandwidth. I, I don't have any bandwidth leO when we know who we need to go aOer we can 
decrease the bandwidth by being smart about what students we target. 

Katy Oliveira (08:58): 
Yeah. I think that there's some hesita8on I've heard in, in my conversa8ons in advising communi8es of 
moving away from providing equal support. So every student gets the same treatment. We call all the 
students in, at certain moments during the semester, or we deliver an advising appointment in the same 
way to each and every student to a shiO, to more equitable student support. Um, not just to try to drive 
to close equity gaps, but to provide support that meets the needs of each par8cular student. And 
recognizing that there are students who are going to be able to navigate the landscape a liZle bit more 
easily versus students who maybe will need more support and trying to differen8ate approach across 
those different needs is one way of addressing some of these capacity constraints. 

Rob Freidhoff (09:53): 
It's an interes8ng idea, right? And at the end of the day for me, I always come back to by nature, 
academic advisors are helpers, right? They wanna make sure that students are helped and that the 
student gets the, the most ouZa the experience. And, and that's why I love, love the academic advising 
space. Uh, but I do think that there has been the idea of what we do for one we do for all. And I do think, 
uh, we have opportuni8es and we can see this in the data, right, Katy, that you've got some students that 
really need minimal assistance. If you, you send an email nudge at the 8me, you have a walk in hour 
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group advising that they can drop into, but they're not going to need a whole lot of help to get from 
point a to point b. What you also see is that those are oOen the students who end up ea8ng up a lot of 
your advising hours. 

Rob Freidhoff (10:39): 
And instead of spending the 8me with the students who most need it. Right. And so I do think in the 
advising space, we need to think about what you said, right? It's, it's not about equal, but it's about 
equity who needs the help, who needs the 8me with the advisor. And, and at what point do they need 
that interac8on? And so I do think one of the things with the predic8ve tools that we've got, it's really 
nice because from day one, you can know if you've got a student who is, is struggling and, and needs 
some assistance and can do the reach out. But that is a difference in frame of mine in the advising world 
is to get their heads around the idea and the concept that, Hey, um, I can focus on a par8cular group and 
in doing so, I'm gonna liO that group and help that group to come up and to be successful. 

Rob Freidhoff (11:24): 
And then again, with some strategic communica8on and 8med, outreaches, and different things like 
that, your folks who, uh, are more likely gonna make it without having interac8on are s8ll gonna be fine. 
And I saw this a lot when I was at the University of Michigan. Um, I was part of their college of 
engineering and, and compu8ng area. And, and, you know, we had students who were fourth 
genera8on, fiOh genera8on college of engineering, and they, to, to a certain extent had had advisors at 
home. Right. And then we had our students who were first genera8on, first 8me they'd ever been in Ann 
Arbor. First 8me they'd ever been to the University of Michigan, or, you know, the first in their family to 
go through school. There's a difference between those two students. Right? And I think what you're 
talking about is how do we honor and kind respect those differences and give the help to that fourth 
genera8on student that he or she needs, but also spending maybe a liZle bit more 8me with the first 
genera8on student so that that student can understand kinda the rules of engagement, uh, and learn a 
liZle bit about the ecosystem that is higher educa8on. 

Katy Oliveira (12:21): 
Yeah. It's moving from sort of a passive, like I have a calendar open come and see me for advising and 
lecng students determine how they're gonna fill that calendar to more inten8onal approach where you 
are priori8zing students who maybe are less likely to be a hand raiser or to come seek the support, or 
know what kinds of supports are available, making space for them to get in. I know oOen8mes when I 
led my advising team, my advisors would say, but my, my calendar is packed. How can I get these 
students in who aren't making appointments? They felt busy. Our lobby was full, they had full inboxes, 
but that percentage of students who was the most vulnerable was oOen not amongst the students 
popula8ng that, that lobby. 

Rob Freidhoff (13:08): 
Yeah. And I think some of the ways that we've kind of come around that to a certain extent, right? So 
let's, let's say that you've got a group of students that you want to get in, and they're not necessarily 
responding to the typical email outreach. And so they're not coming to your calendar. And you're, you're 
working with the student who is likely to persist. Anyways, we u8lize graduate assistance quite a lot, and 
also our front desk, student workers. And so we provide them a list and it would just say something like, 
Hey, here's the, you know, 50 students that we wanna invite in. And so it would be, you know, Hey, this is 
Rob from the college of engineering and, and compu8ng. Um, I'm a front desk worker and your advisor 
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would love to see you, you an email, if you could take a look at that and maybe come and see us, we'd 
love to see you and maybe answer the phone. 

Rob Freidhoff (13:49): 
Maybe they don't, but even if they don't answer the phone, they may go back in, take a look at that 
email. And there's some kinda personaliza8on, but I think some8mes the advisor feels like, well, I've 
goZa do all of it, right. I don't wanna turn over the agency so to speak to the graduate assistant or to the 
student worker. But I think because of the amount of work that's on the advisor sending, uh, a well 
thought out email makes some sense, sending a text certainly can work, but the good old telephone, 
right. And, and having somebody make calls can be a really good way to do that. And we found some 
success with our grad students, making those calls and with student workers, making the calls. And I 
think that's a way that you can not pucng it all the advisor, right. The advisor have to do all of the steps 
of the process. They can kind of lay it out, get the list and then get that over to whoever they may have 
and support of them and start trying to get more students into the center that need to be there. 

Katy Oliveira (14:38): 
Yeah. It's gecng the right students in front of you. One of the things we've talked about in a previous 
conversa8on too, is using your supports, using a community of care, gecng the right student in front of 
you. And then once you have the right student in front of, of you, it's also about how you move forward 
to support that student connect them to the right kinds of resources on your campus. Will you speak 
more to that kind of secret sauce of both being able to determine who needs help when, and then also 
connec8ng, using your human experience and your professionalism as an advisor to get the student 
connected to the right kind of care that they need to be successful. 

Rob Freidhoff (15:16): 
Yeah, that's, that's funny. I've actually had a liZle bit of a funny story with that. I was during my 8me at 
the university of Michigan, I was, uh, asked to come over and do some of the Apprecia8ve Advising 
framework philosophy with our advisors inside of the college of mechanical engineering. And so they 
had an advising team, mechanical engineering, I preZy large area. And so we went in and we did the first 
phase, which Disarm and dithe second phase, which is Discover. We were going to do these on like a 
monthly cadence. Right. And shortly aOer we did the, the second session on Discover, I got a liZle bit of a 
panic email from the person leading the advising center and said, oh my God, it's working. We don't 
know what to do now. Like, please come over and let's do these all. So we know how to have these kinda 
conversa8ons, right? 

Rob Freidhoff (15:59): 
And so I think about that a lot, Katy, with the way that our soOware works, there's a predic8ve tool, 
predic8ve analy8c to it. And that helps to signal that something's going on and helps us get that student 
into the advising seat. But then when that student shows up, the advising process has to take over. So 
when I kind of talked about crea8ng the expecta8ons and then training in those crea8ng expecta8ons in 
those training components for advisors is going to be, what's the approach that we're going to take as an 
advising team, whether it's apprecia8ve approach or a proac8ve or intrusive or developmental 
mo8va8onal interviewing all different kinds of styles that people will use to work with students that's 
really, once that student gets in front of you, that's when the secret sauce. So you were kind of talking 
about, right. It was the, Hey, we got em in the door. 

Rob Freidhoff (16:49): 
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Now we need to have a meaningful conversa8on. I was 22 years old. My first year of advising, I was 
looking at a transcript. Young lady had a wonderful fall, not very good spring, wonderful fall in 
sophomore year. And then a, not a very good, uh, semester, the following spring, I was kinda looking at it 
and the student had come in and I said, Hey, you know, you were 3.5 in the fall and then barely above a 
two. And then above a three, five the next fall and below almost near a 2.0. And she goes, well, yeah, 
that's when I was diagnosed with cancer. And that's when it came back and I'm like, oh my word. Right? 
And so when we're training and we're having conversa8ons with our advising teams, we need to help 
them be ready for those kinds of conversa8ons. Because Katy that's the reality of the world that we live 
in, especially as we're hopefully through most of the pandemic at this point, but we're gonna hear more 
and more of those kinds of challenges, challenges with mental health and wellness challenges with food 
insecurity, challenges with homelessness and those, those frameworks, those philosophical advising 
frameworks, when they're taught to advising teams, allow them to have really fruieul conversa8ons. 

Rob Freidhoff (17:57): 
And so aOer that student said to me, well, that's when I had cancer. And that's when it came back, what I 
said next maZered a lot or how I handled that conversa8on maZered a lot. And so one of the things we 
talk in the advising world is making really good referrals too. Right? So I think one of the things that if 
you're an advisor and you happen to be listening to this and you're in field please loud, and you don't to 
know all you don't you to become is expert at referrals. So sure that that student feels heard, that they 
understand that the space that they're in is a safe space, that you're thankful that they shared that kind 
of informa8on, but maybe, uh, a trip over to the counseling center would be relevant, uh, to go and 
kinda work through what that is and work on mental health and wellness. 

Rob Freidhoff (18:41): 
And they can have that part of the university suppor8ng, and then we can support with what we do on 
the advising side. But I think some8mes early in people's fields are early in their advising experience. 
They can feel like they goZa do it all instead of u8lizing those resources out on a campus. But I think 
what we need to con8nue to think about is create the expecta8on, train the expecta8on, use the 
soOware that we have to become efficient. But then remember when those students come into those 
spaces, those are human beings. And we need to make sure that we're ready to have some8mes really 
difficult conversa8ons, but that we're comfortable in the work that we're doing as advisors that we can. 
Then some of those things will be able to ourselves in advising space, but many 8mes we'll need to 
create some connec8ons to partners on our campus to, to fully support the student. 

Katy Oliveira (19:27): 
Yeah. That is a beau8ful balance between having empathy and seeing your student and then lovingly 
guiding them to the right resource in a way that helps support them. It's not passing the buck. I think 
some8mes I would have advisors feel like they were passing the buck. And I think when done well, it's an 
art, it's the art of advising. It's not, it's not passing the buck. It's connec8ng students to the broad 
community of care on a campus. That's there to help them. And it's understanding what works for 
students and what kinds of interven8ons and programming is available to help students reach their goals 
despite of a wide range of ways that they may need support and know more and more campuses are 
offering a broad range of support. 

Katy Oliveira (20:12): 
This podcast is brought to you by Civitas Learning, Civitas Learning empowers colleges and universi8es to 
achieve transforma8ve levels of student success, to reshape higher educa8on for decades to come. 
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Civitas Learning's Student Impact Plaeorm brings ins8tu8onal data together for a clearer picture of each 
student and situa8on equipping ins8tu8ons to take data informed ac8on and lead with a new purpose to 
impact student success, ready to help students succeed every day, visit civitaslearning.com to get 
started. 

Katy Oliveira (20:48): 
I wanna shiO gears a minute to the other part of the recipe, which is using data analy8cs and case 
management technology. I know that many teams have adopted wide ranges of systems to help have 
visibility into what's going on with their students and to help them beZer manage their caseloads. I'm 
curious to know what opportuni8es do you see advising teams have with data analy8cs and case 
management technology to help them make a more significant difference with their students and the 
ins8tu8on as a whole? 

Rob Freidhoff (21:20): 
I think the first thing is making sure that when that, uh, predic8ve analy8cs tool arrives on campus, that 
those advisors and those folks who are using it day in and day out, know how to use the tool. <laugh> 
that there is a, a level of, uh, trust with the tool that there's a level of understanding on how best to do 
it. I can tell you when we roll this out at Valdosta, it's such a robust tool. It's so powerful, and there's so 
many different direc8ons in which you can go, that we really needed to kind of stop for a second and 
then break it down into workflow. So how do I with what I do day in and day out, u8lize the tool in a 
meaningful way. And so for example, one of the things that we did is, Hey, listen, everybody is prepping 
for an advising appointment at some point, and typically 10 to 12 8mes a day, you're gecng ready for an 
advising appointment. 

Rob Freidhoff (22:12): 
And here's how you can actually workflow in this system. You can open up a student profile, you can look 
at a persistence predic8on. You can see whether or not the student's living on campus. If it's a first 8me 
in college, a transfer student, whether they're an athlete or not get some really good informa8on right 
off that student profile. And then from there, check and see if there's any notes in the system and then 
go into who the advisors of record are, check to see if there's any early alerts that are in or engagement 
opportuni8es. And for our soOware. What's wonderful too, is that integra8on for the learning 
management system. And that's really such a game changer for advisors to be able to have kind of 
meaningful conversa8ons with the students when they're in the space is, Hey, here's how you're kinda 
doing rela8ve to a peer of yours, or they can get that insight up of how they're doing or here's how oOen 
you're logging in and accessing the LMS. 

Rob Freidhoff (23:00): 
And you can do that in 25 seconds, 30 seconds and get this really nice overview of the student before he, 
or she walks in into the door. I think what some8mes would take three or four different systems you can 
get from within the Civitas Learning Student Impact Plaerom. And that just helps on the efficiency front. 
It helps your advisors to become more prepared. It helps them to ask beZer ques8ons when the student 
walks in the door. And then I think over 8me, too, with those persistence predic8ons, you know, they get 
an opportunity to kinda see, Hey, what, what type of student may be walking in? What types of 
ques8ons may I wanna ask? And that's kind of at the individual level, Katy of, Hey, I'm gecng ready for 
an appointment. I've got this person in front of me, but I also think that one of the secret sauce is the 
term that keeps coming out. 
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Rob Freidhoff (23:46): 
You know, one of the things that we saw and, and really liked was the ability to create groups, um, 
whether that be a sta8c group or a dynamic group, so that we could track that group in real 8me with 
upda8ng data in front of us, that would inform our advising prac8ce. And let me give you, you know, 
two, two examples here. So the first example inside of our college of educa8on, they were liOing or 
pucng sta8c into the system at the beginning of the semester and tracking. So in their world, they had a 
professional block, one and professional two and three and cohorts there's power in keeping that cohort 
together. And so what, what they were doing was loading up their advising rosters by that cohort 
professional block. And then they were able to pull open that, that group every Monday and just take a 
quick scan and see how was everybody doing from a persistence perspec8ve. 

Rob Freidhoff (24:39): 
And if there was an issue early on in the game, they could reach out and have that group come in, or 
that individual come in, or they could reach out to the person responsible in educa8on from making sure 
that students were tracking successfully through the program. So that's kinda the sta8c. And then the 
other group dynamic group is, as you're farther, along in the semester, you can create a list of students 
who have not yet ed for future semester and that's live and in real 8me. And I think if we're honest in 
the advising space, some8mes we are a liZle too reliant on a spreadsheet that comes out that the 
minute at prints is essen8ally out of date. And, and I don't know if that it's perfectly true for every 
environment, but almost every environment I've seen related to advising is, you know, somebody prints 
a spreadsheet or downloads a spreadsheet on Monday, sends it out on Tuesday. 

Rob Freidhoff (25:27): 
And by the 8me the advisor can take ac8on on it, it's now Friday or it's the next week. And that data is 
old and outdated. And so you're able to u8lize in 8me real, real 8me data to make informed decisions 
that best help the student. And, and just liZle things like thinking about that spreadsheet, right? If, if I'm 
an advisor and it was downloaded Monday sent to me on Tuesday, and I said something on Friday that 
says, Hey, Katy, I see that you're not registered yet. And guess what, Katy registered Wednesday. But that 
sheet was printed on Monday. Now. They're like, well, you're my advisor. You should know that I 
registered a couple days ago, but here is on Friday. You're telling me I need to go register. Uh, it's one of 
the things I think on the soOware that I love is that it is upda8ng in real 8me. It does let you know what 
changes have happened and allows you to be more specific and granular on what the student need is. 

Katy Oliveira (26:17): 
Yeah, it's interes8ng. I think oOen 8mes folks feel that that level of visibility can be intrusive, but it oOen 
is what students expect. 

Rob Freidhoff (26:27): 
Yeah. And I think these days, too, most of our students that are, especially those that are coming out of 
K12 systems have had Power School or some kind of a system set up where everybody and their brother, 
aunt and uncle has access to their record. Right. And so there's just kind of this assump8on, uh, that, 
especially as an advisor, that I'm gonna be able to see everything. I mean, I can't tell you how many 
8mes I would ask somebody how they're doing and, and they would be like, well, you, you can just check 
the grade book. And I'm like, well, no, actually I don't have access to your grade book. Right. But there's 
that assump8on that because I'm part of the university that I'm gonna have carte blanche access to 
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everything that that student has. I rarely to never see any kind of an issue related to, uh, students 
concerns on, well, Hey, how did you, how did you know that? 

Rob Freidhoff (27:10): 
Or what did that look like? Or, and in a lot of ways, Katy, I think, I don't think you have to even 
necessarily have a specific conversa8on about like, oh, Hey, your persistent predic8on is this in fact, I 
don't think you want to do that. I think you just wanna have a conversa8on kind of comes back to what 
we talked about earlier, which is there's a synergy between the signal that gets thrown up to no8fy that 
we, we have a student in need to get them to sit down in front of us. And I say, sit down. I mean, more 
and more these days, there's the virtual or phone call or actually in office kind of a thing, but to create a 
space where the advisor and the advisor are together. And then from that point, the advising process 
takes over that's when you go in there and you just say, Hey, Katy, how are you doing? 

Rob Freidhoff (27:50): 
Tell me about your favorite thing. That's happened so far since you arrived at the university. Right? And 
then I hear that response. And either you say, oh my God, Rob, I love this group. And that group and this 
class is going so well. And I'm just in my height or conversely, you go in and ask that ques8on, Hey, 
what's, what's the best thing that's happened to you since you came to the university and there's this 
pause and the eyes go down and you know, like I can't think of anything. Well, those are very different 
conversa8ons. And now I can have a conversa8on and say, well, Hey, you know, this is what I no8ced. 
And all the energy sucked out the room when we started talking about that and you know, what's going 
on, share with me, how can, how can I help kind a thing? And then we have that opportunity to be 
people in a space and, and then really help that student in helping that student again, whether that's 
that conversa8on and that space. And, and maybe they're just feeling completely overwhelmed. They 
dunno how to get into the LMS. And you just walk through the LMS real quick, like, oh my God. So much 
beZer. Or it's something more significant. We have an ability to impact in that moment with that 
student. 

Katy Oliveira (28:46): 
Yeah, absolutely. Well, in ins8tu8ons who are taking this kind of approach, what kinds of results, and I 
know we are all trying to retain more. Students have more students persist from term to term and, and 
graduate on 8me. But what other kinds of results are you seeing take place across advising teams when 
they approach it in this way? 

Rob Freidhoff (29:12): 
I think from a fundamental level, one of the things that I think about is how siloed universi8es can 
become and how difficult it can be to break across those silos. And so for some ins8tu8ons, when they 
implement a success soOware like this, it gives them an ability to have communica8on across divisions 
and to help students more clearly because there's one kind of defined repository for notes, so to speak, 
right? So if I go in there and put in a note as an advisor, I can share that with a faculty mentor and that 
faculty mentor understands that there was some kind of an interac8on that was going on for ins8tu8ons 
that want to use it with early alerts to cut down, you know, some of the, just misses that happen 
because ins8tu8ons can be large there's ways for those to become more streamlined communica8on, to 
become more streamlined the ability to go back and find informa8on on a student. 

Rob Freidhoff (30:04): 
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So they're not necessarily having to go into their story 15 different 8mes. Somebody can kinda look at 
that, see where they've been and pick up from whatever that conversa8on had been. So there's, there's 
kinda a level of, Hey, this can help us talk and communicate beZer. I think it also, when we were talking 
about expecta8ons, Katy right at the beginning, I think it can help. So in our world we use colors for, uh, 
likelihood to persist, right? And so if there's an expecta8on for advisors around, Hey, we're gonna spend 
our 8me going aOer very low, low, and, and moderate, uh, chance of persis8ng. Then that becomes the 
framework by which all of the advising teams are working and there's a commonality kinda component 
to it. And I think that helps, right. It helps to know, Hey, what advising team a is doing is similar to what 
advising team B is doing and C is doing so on. 

Rob Freidhoff (30:53): 
And so, and then from a more macro level, at a university perspec8ve, Florida Atlan8c University and 
South Florida University, both have just some tremendous stories related to decreasing equity gaps, 
right? And so when the soOware has a good amount of users and that usage is, then you start to see 
probably sounds too strong, but I think it's really true life-changing metrics. Uh, and I, and I do mean that 
I do, I do mean life-changing metrics and the fact that when students earn degrees, it doesn't just impact 
that individual. It impacts that individual's family and future genera8ons of family, their socioeconomic 
status, their health, all of that because they earn a degree, right? And so Florida Atlan8c University, 
South Florida, good examples of ins8tu8ons that have u8lized the soOware. And I've seen a decrease in 
equity gaps and seeing more students get to the point of gradua8on, which is incredibly exci8ng. 

Rob Freidhoff (31:50): 
I think it was Delmar if I have it right, a 30%, 34% increase in, uh, gradua8on applica8ons, uh, in the first 
year that they, they turned on the plaeorm and what it did was iden8fy some students who were ready 
to graduate and just had submiZed gradua8on applica8ons. Right. And so I think from, from the, from 
the small scale schedule or small scale side, or it may seem like small scale is the ability to communicate 
in real 8me, much more efficiently. And then you think about it from these macro levels of more people 
gecng to the point of gradua8on and ins8tu8ons that we're working with, being able to decrease equity 
gaps. Those are phenomenal outcomes. 

Katy Oliveira (32:28): 
Yeah. It really does allow visibility into where students are gecng stuck and can help both from a 
prac88oner level, provide beZer support to students. But I think from an ins8tu8onal level, provide 
visibility into where barriers are, allow itera8on on policy and program and where resources are 
allocated, so that ins8tu8ons can be nimble and agile and responsive to the needs of their par8cular 
students in a way that allows them to more efficiently and effec8vely begin to reach their ins8tu8onal 
goals, at least be able to carve out a pathway in the direc8on of those goals. 

Rob Freidhoff (33:05): 
Yeah, that's interes8ng. We were working with another university recently about that. And I mean, that 
was one of the things that we looked at and kind of had as an ini8al conversa8on, was they had just gone 
through, uh, created a new strategic plan, right. And so there was persistence goals and reten8on goals 
and different things that they had over a five year, 8me period, and really kind of thinking with them 
about, Hey, how do we have check-ins? And so we're making sure that we're on our way to that goal. 
And I do think that's one of the things that's nice with. What we're talking about here is, you know, not 
only are there signals for the students on who to go and have conversa8ons with, but it's so much more 
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robust than that. You can also track that persistence and you can track reten8on and you can track 
trends over 8me. 

Rob Freidhoff (33:47): 
And, you know, if you go up a level to the advising administrator or, or maybe even up another level to 
the execu8ve administrator, and you're talking about it, administra8ve analy8cs, and you start digging in 
at a more macro level than what we've been talking about today, we've been more focused on the 
advising side per se, than the administra8ve analy8cs side, but there's a lot of tools in a lot of different 
ways than that. You can nudge from that execu8ve level that has impacts overall too. And so I think 
that's, what's fun is it's the, uh, ability for an ins8tu8on to start to really understand their own data, to 
make informed choices, to see areas where they have opportunity and then to put some of those, uh, 
campaigns or some of those ideas into play. And then I think our really successful ins8tu8ons, Katy, what 
they're doing is they're iden8fying the opportunity. 

Rob Freidhoff (34:35): 
They're coming up with some kind of a plan with a group of, Hey, this is how we wanna tackle it. And 
then they're doing the third part, which is really important, which is all right, let's assess and figure out 
that actually work. Did that success tac8c that we just put out into the world, um, have an impact. And if 
it did, let's, let's kind rinse and repeat that. And you know, it's interes8ng too, if you look at ini8a8ve 
analysis, some8mes it's, it may look like it doesn't necessarily have a huge impact overall, but the 
ini8a8ve analysis, you can kind of drill down on that and see maybe there was a par8cular popula8on, 
first term, second term students that really, really benefited out of a success metric. And, and then we 
can get that ac8onable data to people who are doing work. Everybody say, Hey, we know that this is 
gonna give a liO of 7% for this popula8on. Let's make sure we get more of that popula8on into these, 
you know, success ini8a8ves kinda thing. So, um, I dunno if we were gonna go into <laugh> admin extra, 
I guess for the, for the podcast today, 

Katy Oliveira (35:27): 
We could do a whole nother episode on, on the power, the, the abili8es there from administra8ve level 
to impact, to impact success on the ins8tu8on. We have covered a lot of ground though. And I do wanna 
give you one chance to respond or share something that maybe I didn't ask you that you think is really 
important part of this conversa8on. 

Rob Freidhoff (35:46): 
The thing that I would say for I'm going to say two things. I'm going talk to my advising people, or maybe 
those that lead advising centers. I've always said this about advising. Advising is a very challenging career 
pathway. It's very rewarding, but it's, it's very challenging. So please give yourself grace <laugh> in that 
first year, Katy, I dunno how you felt about it, but I felt like I was under water for the first year I was an 
academic advisor. Because there's just so much to learn and to do and to know, and there's so much 
informa8on that's coming, coming at you. And so I think once, once you, as an advisor kind hit the space 
where you've seen an en8re cycle, it gets a liZle bit easier, but with all of these kind responsibili8es and 
how fast everything's coming at you, the policies and rules and procedures and all that kinda thing, you 
make a difference every day with what you're doing as an advisor. 

Rob Freidhoff (36:34): 
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So please keep doing that, make sure you give yourself grace in that, in that moment. And then I think 
for, for folks that are using our tools and are kind of just gecng started, the big thing that I would say is 
keep it as simple as possible. Katy and I have talked, I'm a big fan of the K.I.S.S. principle, right? Keep it 
super simple. And so I think there's just some really kind of straigheorward ways that you could get 
started that don't require just this crazy amount of knowledge or crazy amount of comfort with the 
soOware, but that if done can make a really significant impact. And so, for example, I men8oned it 
before, if you were to just create a dynamic list off of folks who are persistence predic8on, a very low, 
low and moderate, and you were to ask your advising teams, Hey, let's just put our focus on that group. 

Rob Freidhoff (37:21): 
Let's get as many of that group, the very low, the low, the moderate into our office as possible, or phone 
calls or text campaigns or whatever, its with that par8cular group, as you're kinda gecng, going with the 
soOware, you're going to see a very significant opportunity in front of you. I think you're going to hear 
from students that maybe you hadn't heard from before and Katy way back, you said something early on 
in the podcast about how the advising slots are filled up and how we're busy and different things like 
that. And, and I men8oned that a lot of 8mes, those students who were talking to are not oOen the ones 
who most need the help and right. And so as an advisor, you kind of get this framework in your mind of 
like, oh, this is where our students are at. Or this is what all, all of our students are going through. 

Rob Freidhoff (38:07): 
When in reality we've been missing a chunk of our student voice and our student popula8on. And so I 
think keeping it simple as you start and using a filter for a very low, low moderate, and then maybe 
star8ng around some very basic groups, whether that be a sta8c group or a dynamic group can be a 
rela8vely low liO from a understanding of how to do it. But also then has a very high value of return. 
Shiny object syndrome might, if you, you throw too much out there like, oh that's cool. That's cool. Let's 
need help. Oh my God. And all of a sudden everybody's completely overwhelmed. Really just kind of 
dis8ll it down and say, Hey, this is what we wanna do. This is how we're gonna do it. And then you set 
that expecta8on too. Right? And so then if you're an advising director, somebody like that, I used to be, 
then I could have conversa8ons and say, Hey, we set out at the beginning of the semester to do number 
one, which is filter by persistence predic8on and number two, create groups, whether dynamic or sta8c, 
tell me how you've hit that goal. 

Rob Freidhoff (39:01): 
And that's rela8vely easy, straigheorward. So star8ng with simple and then gecng some success and 
then building from that success. And then building from that success ul8mately is gonna allow you to do 
some really cool things on your campus. 

Katy Oliveira (39:13): 
Yeah. It's amazing how simple changes and taking it one step at a 8me can really start to make change 
over 8me. You don't have to have it all figured out right from the, from the get go. 

Rob Freidhoff (39:24): 
Yeah. Can I say one more thing? 

Katy Oliveira (39:26): 
Oh yeah, of course you can. 
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Rob Freidhoff (39:28): 
I'm gonna say one more thing that I think is really important. I think when, especially related to advising 
analy8cs and gecng advising on the campus in a meaningful way, especially at campuses where the 
advising is not par8cularly connected. So maybe there's advising being done all over the place by all 
different types of people. Um, I think there can be some really good success in crea8ng a training team, 
Katy, where there's representa8on from a variety of offices. One of the things we did at Valdosta was to 
create co-leads of training. And that was purposeful because again, there is some turnover that's 
happening in the advising space. So if one person ended up leaving, we'd s8ll have another person that 
had knowledge of what it is and add another co-lead. But then we, we added advisors from the different 
centers and you goZa be careful, don't be too large, right? 

Rob Freidhoff (40:16): 
You don't want it to be 14 people on a, a training team or anything like that, but probably somewhere 
between about five to seven or so, uh, people on the training team that can go out and provide training 
to the advising teams, to faculty, to administrators and different things like that. But the secrets also to 
speak in this training team is to make sure that you're gecng all voices. Don't just grab people who 
absolutely are excited and love the product. I think you want to consider, Hey, who's a person who 
maybe has a healthy dose of ques8oning on whether it's going to work or not work and what it all looks 
like and, and bring them into the fold. Because what you're gonna find is that they're gonna ask some 
really good ques8ons that are gonna get asked as you go out and do training anyways. And it'll give you 
an opportunity to kinda work through, Hey, what does this, what does the soOware do? What does it not 
do? How do we, how do we handle that from a university? What are our expecta8ons? Um, it could just 
make you a lot stronger as a training team. And so I think when you're, when you're thinking about how 
do you deploy this on the campus, being strategic with a training team and making sure that you've got a 
training team that is gonna be comfortable once it hits campus is a really strong way to make sure you 
get off to a strong start. 

Katy Oliveira (41:22): 
We've covered so much ground about how to build an effec8ve team. And I think one of the things I'm 
hearing that's really important. I just wanna put a point on is, is about being inten8onal, inten8onal 
about the students that you, you get in front of you inten8onal about the prac8ce of philosophy, how 
you interact with those students, inten8onal about how you prepare your advisors and data analy8cs 
and technology are really powerful tools to help make that kind of level of inten8onality feasible. 

Rob Freidhoff (41:51): 
Yep. Yep. And I think there's some ways to do that really well too, Katy, I know that when we started 
with, you know, scheduling soOware and then we started with some of the stuff on the Civitas side, we 
were including our student government associa8on in this work, they knew about it were aware of it. 
And, and I think there's some benefit to that, right. Of kind of saying, Hey, the teams are doing 
everything they can to work and make sure that they can best support our students, right. That student 
government on a campus is, is all about that, right. Is the student voice and making sure that students 
are taken care of. And so I think when you have abili8es to have the conversa8ons and use, use the word 
inten8onal and be inten8onal about what does this actually look like? How does it work? What what's, 
what's the goal behind it? 

Rob Freidhoff (42:31): 
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How can we make sure that more students are successful and share that story? That just reminds me of 
several 8mes on Monday, they always meet late for whatever reason, but you know, Monday, late night 
sicng, sicng in some students center space, having conversa8ons with our student government 
associa8on about this, even from a student level, right. And then conversa8ons, we had a, a group beta, 
which was our student success council, making sure that everyone's fully aware of, Hey, this is the tool. 
This is what it can do. And, and then being very inten8onal about, Hey, this is how it's gonna roll out. 
And so yeah, I like that word inten8onality and, and making sure you're gecng the most out of what this 
tool can afford the student at the university overall. 

Katy Oliveira (43:08): 
Well, we've covered a lot of ground. I think you so much for coming on Next Prac8ces, Rob. I really 
appreciate it, 

Rob Freidhoff (43:14): 
Katy, thanks for the opportunity here today. I appreciate it as well. 

Katy Oliveira (43:19): 
Next prac8ces is produced by Civitas Learning, access more next prac8ces and learn about how 
transforma8onal leaders are moving student success forward by visi8ng civitaslearning.com. And if you 
enjoyed this episode, be sure to share it with a friend and subscribe anywhere you listen to podcasts to 
say up to date on the latest data-informed approaches to student success. 
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