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Advancing Equity by Design

Collaboration

Building networked teams
for student success

» CLP's guiding principles center on equity,
collaboration, and innovation. @

» System change begins when practitioners
redesign around students, not processes. Equity

. _ : , & 8
Crafton H!||S College allgneq this model to Closing gaps through <K=
close equity gaps and simplify the student intentional design S Student-Centered
journey, creating pathways that work for @ Innovation
every learner. Redesigning systems

around learner needs
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When “Access” Isn’t Enough

« Crafton Hills College serves a diverse community of learners.
» Our counseling model was reactive, responding to crises rather than preventing them.
» We needed a proactive structure that followed students through their journey.

68% 67% 65%

Students of Part-Time Financial Aid
Color Enroliment Recipients
Majority of our student Balancing education Students navigating
population with work and life economic barriers

Critical Gap: Students lose connection between 15-45 units, where equity gaps
in transfer and completion emerge most dramatically.
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Reimagining Counseling at Crafton Hills College

We asked ourselves a transformative question: "What if support followed the student journey?" Grounded in Guided
Pathways and Student Equity principles, we launched our Unit-Based Student Success Teams in 2024. This wasn't
just a program; it was a fundamental redesign of how we connect with students.

2021 2022 2023 2024 2025
Exploration phase Design thinking Pilot testing with Full launch of Unit- Measurable impact,
begins: analyzing equity workshops with select student Based Student sharing results and
gaps and student journey ~ counselors, coaches, and cohorts and team Success Teams scaling success
data students structures
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The Unit-Based Student Success Team Framework

Our structure is built on unit groupings that mirror student milestones. Each stage has distinct needs, and

our networked teams provide coordinated support. This "Networked Single Point of Contact" approach
ensures students always know where to turn.

0-14 Units 15-29 Units
Orientation & Foundation Major & Plan Development

» Welcome & Onboarding
» Academic skill building
» Campus Connection

* Educational Planning
» Career Exploration
» Course Sequencing

30-44 Units 45-59+ Units
Transfer Preparation Graduation & Beyond
 Application Support

» Transfer Requirements
 University Partnerships

» Degree/Certificate Completion
* Graduation Checks
* Next-Step Planning

Mental health support is aligned to each student stage, recognizing that well-being needs evolve throughout the college journey.
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A Networked Team for Student Success

Our model brings together five key roles, each contributing unique expertise:

Counselors Completion Coaches Classified Staff
Academic planning, career guidance, Proactive outreach, navigation Continuity, coverage, and operational
and educational roadmap support, and milestone tracking excellence

development

Mental Health Therapists Administration
Well-being support embedded at Funding alignment, sustainability planning,
every student stage and strategic vision

Professional Learning: Bi-weekly leads meetings build shared practice, align interventions, and strengthen our
networked approach to student success.

5EC

Equitable Counseling




Turning Data into Action

We use data to anticipate needs, not react to them. Coaches launch campaigns to book
appointments early, analyzing fill-rate data to flatten "peaks and valleys" in counseling traffic.
The result? Predictable scheduling, better student access, and less burnout for staff.

. . Analyze
Strategic Planning Calendar p Patterns
Our data-driven approach includes:
« Early outreach campaigns timed to student milestones ’ La”"f’h
* Fill-rate analysis to optimize appointment availability q{g})‘. Campaigns
 Predictive modeling for high-need periods Book
- Early alert and proactive intervention triggers based on unit a=t Appointments
progress Track
: . : . o— Outcomes
This systematic approach transforms counseling from reactive %’

crisis management to proactive student support.

5EC

Equitable Counseling




Evidence of Transformation

88% 69% 90%

SEP Completion Fall->Spring Retention Course Success Rate

Up From 31% before implementation Students staying connected to their goals Students working with a coach show
higher course success rates (vs. 75%)

79% 81% 100%

UC Admission Rate Latine UC Admission Black & African American UC Admission
#1 in region 9 for University Transfer Strong Admission Rate Achieving full admission success
for three consecutive years

"Behind every data point is a student who stayed."
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What We Learned Along the Way

Challenge: Staffing Constraints Challenge: Union Concerns

Solution: Hired Professional Experts (20-30 hrs.) Solution: Built relationships with CSEA through

to provide flexible, specialized support transparent communication and collaboration

Challenge: Funding Sustainability Challenge: Counselor Hesitation

Solution: Secured $400K Kresge grant, Solution: Co-training to define roles, former

transitioned to AB19 & Equity funding skeptic now leads training
Buy-in must be earned Funding follows Function Culture before Structure
Trust comes through Demonstrate impact first, then Relationships and collaboration
transparency and shared resources will align enable systemic change

decision-making
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1.Setup (3 minutes)

Fo

3-4 people from your
campus or region

Mapping Your Student Journey

In this 15-minute activity, you'll map three key milestones in your student journey and identify one early intervention point.
Identify equity pain points and determine which roles are responsible for support at each stage. You don't need new
resources, just a new structure for collaboration.

2.Mapping (8 minutes)

3.Share-Out (4 minutes)

rm small groups of ) Identify 3 milestones, 1 early Each group shares one key
insight or "aha moment" with

Guiding Questions
What are your critical student milestones?
Where do students lose connection?
Which equity gaps are most urgent?
Who needs to collaborate at each stage

intervention, equity pain
points, and responsible roles the full room

Template Elements
Milestone Markers (0-14, 15-29, 30-44, 45+)
Intervention points
Equity pain points
Responsible roles/teams
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Building Local Solutions Together

What Surfaced? Where Does It Fit?
Key insights and patterns from your student Opportunities for unit-based support on your
journey mapping campus

How to Be Proactive?
Using data and coaching to reach students
first

Who Collaborates?
Natural partners across your institution

"Equity Begins with Design."

When we intentionally design systems around student needs, we create pathways where success is the
expectation, not the exception. Collaboration creates regional momentum for student success.
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From Connection to Completion, The Path Forward

Students need to be reached, not rescued
Proactive support honors student agency and potential

Milestone-based support builds equity
Meeting students where they are creates belonging and success

Collaboration creates momentum
Regional partnerships amplify impact across institutions

Connect for Resources: implementation guide, strategic planning calendar, and campaign examples available
for your campus.

“Completion isn't the exception, it's the expectation”
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Thank you!
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Equitable Counseling




