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About the Presentation

Merced College’'s School of Success Teams embody a comprehensive, equity-
driven approach to Guided Pathways by embedding counseling faculty,
outreach and retention specialists, library support, and instructional

leadership directly within student supports.

Through innovative partnerships, data-informed tools, and wrap-around
services—from Rising Scholars to Promise Housing—the college is reimagining

what it means for every student to belong, persist, and achieve their goals.


https://www.mccd.edu/schools-programs/

Session Learning Outcomes

Identify how embedded counseling and cross-functional teams

advance equitable student success within Guided Pathways.

Analyze how integrated career, transfer, and student service

supports create a holistic student experience.

Apply equity-minded strategies for collaboration between academic

and student services to increase student belonging and completion.

Evaluate data-informed tools and technology (EAB, Program

Mapper) that enhance proactive student support and retention.



From EOPS to Success Teams:
Scaling What Works through a
Case Management Model for

Student Success



The Vision: Scaling What Works
Embedding EOPS Principles into General Counseling

e For over 50 years, EOPS has modeled success through high-touch,
wraparound support for first-generation and low-income students.

e Students meet with counselors three times each semester to monitor
progress, build connection, and proactively address barriers.

e This intentional case management model results in higher persistence
and completion rates than the general student population.

e Thevision: extend this level of care and accountability to every Merced
College student through our general counseling redesign and Success
Teams.

“If it works for our most at-risk students—it can work for all.”



A Systems Approach to Student Achievement

Case Management Core: Counselors are assigned to “Schools Of” and
provide direct, individualized contact and monitoring through the
student lifecycle.

Structured Checkpoints:

e Appointment 1 (Weeks 1-3): Goal setting, ed plan, financial aid check, wellness
and referrals.

e Appointment 2 (Weeks 9-12): Progress review, ed plan update, registration
prep, early alerts.

e Appointment 3 (Weeks 12-18): Follow-up, petitions, graduation, transfer, final
check-ins.

Tiered Approach: Students are categorized by need (High, Medium,
Low) to ensure proportional intensity of support.

Outcome: Predictable, equitable, and proactive support for every
student journey.



Embedded Counseling:
High-Tech, High-Touch Support

e Embedded Counseling Role:
® Direct case management within each “School Of”
e Faculty collaboration on course and pathway development
® Intrusive counseling using Early Alerts to reach students before issues arise

e High-Tech Integration:
e Navigate 360 Academic Planner for education plan tracking
e Targeted messaging campaigns and workshop analytics
e FEarly Alert dashboards and progress monitoring

e High-Touch Connection:
® Personalized outreach, consistent check-ins, and wraparound referrals (FA,
tutoring, basic needs, clubs)
e Building communities of support across campus




The Evolution: From Model to Movement

e Integration with Guided Pathways: Counselors, faculty, and retention
specialists now operate within Success Teams tied to each “School Of.”

e Shared Vision:
® Embed wraparound services into every student experience.
® (Connect academic and student support through unified technology and
communication.
® Scale a culture of belonging and accountability.
® Next Steps:
® Expand Navigate 360 tools to streamline proactive alerts and campaigns.
® Finalize standardized counseling workflows by tier.
® Continue aligning counseling, instruction, and equity programs to support

access through achievement.

“We're not just redesigning counseling—we're redefining connection.”



From Concept to Campus:
The Implementation Journey

From Concept to Campus:
The Implementation Journey

Phase 1 Phase 2 Phase 3 Phase 4 Phase 5
Planning Design Integration Launch  Reimplementation




Phase 1 — Vision & Design (2022-2023):

e Recognized the need to scale EOPS-style support to Phase 1
Planning

the general student population.
e Developed tiered counseling framework and case
management structure.

e Defined counselor-to-student ratios and

appointment cadence by need (High, Medium, Low).
Planning

2018-2020

e However, the supporting technology was not yet
ready for full launch, resulting in a temporary pause

in implementation.




Phase 2 — Building Infrastructure

e Integrated Navigate 360 to manage education Phase 2
Design

plans, alerts, and proactive outreach.

e Created early alert triggers, standardized counselor

workflows, and School Of webpages.

e Trained counseling faculty and retention specialists

on case management protocols.
Design

2020-2021




Phase 3 — Implementation & Pilot:

e Embedded counselors within “School Of” Success
Teams.

e Established monthly cross-functional team
meetings with faculty, staff, and deans.

e Launched targeted student messaging

campaigns and early interventions.

Phase 3
Integration

Integration
2021-2022



Phase 4 -
Evaluation & Continuous Improvement (2024)

e Measured engagement through Navigate analytics Phase 4
Launch

and student persistence data.
e Adjusted counselor caseloads and appointment lg
timelines to ensure equity of access. U

e Continued alignment of technology, training, and

student services for full institutionalization.
2022-2025




Phase 5 — Reimplementation (2025-Present)

e Relaunching the full case management model Phase 5
with the upgraded Navigate 360 capabilities. Reimplementation

e Rebuilding the workflow integration between
counseling, instruction, and student services.

e Renewed focus on data-informed outreach,

proactive alerts, and wraparound

communication strategies. 2025-Present

“Transformation isn't a moment—it's a movement across systems,

people, and purpose.”



Success Teams at

Merced College



“School of” Success Teams

(Guided Pathways)

Merced College has implemented Student Success Teams that have counselors embedded
along with instructional faculty and in-reach support staff who meet monthly.

- Agriculture & Industrial Technology
- Allied Health & Public Safety
- Arts an ial Scien

- Athletics and Sport Sciences
- Busin Economi



https://merced.programmapper.com/academics/interest-clusters/c5be73cd-45ad-405b-bc04-4270a36d94b3
https://merced.programmapper.com/academics/interest-clusters/c5be73cd-45ad-405b-bc04-4270a36d94b3
https://merced.programmapper.com/academics/interest-clusters/b11c5a8f-8fc5-4109-9702-772de7d36d5e
https://merced.programmapper.com/academics/interest-clusters/b11c5a8f-8fc5-4109-9702-772de7d36d5e
https://merced.programmapper.com/academics/interest-clusters/52067b65-2168-4db4-88c2-85884f31ef76
https://merced.programmapper.com/academics/interest-clusters/52067b65-2168-4db4-88c2-85884f31ef76
https://merced.programmapper.com/academics/interest-clusters/083f3106-35ce-4247-8ea3-71e314968f46
https://merced.programmapper.com/academics/interest-clusters/083f3106-35ce-4247-8ea3-71e314968f46
https://merced.programmapper.com/academics/interest-clusters/98672602-dd14-4051-a529-380c531493ec
https://merced.programmapper.com/academics/interest-clusters/98672602-dd14-4051-a529-380c531493ec
https://merced.programmapper.com/academics/interest-clusters/568eec00-3026-4e20-97f4-8c39d4f7c09a
https://merced.programmapper.com/academics/interest-clusters/568eec00-3026-4e20-97f4-8c39d4f7c09a
https://merced.programmapper.com/academics/interest-clusters/88c0550b-ee86-427e-aede-16bcf6268603
https://merced.programmapper.com/academics/interest-clusters/88c0550b-ee86-427e-aede-16bcf6268603
https://merced.programmapper.com/academics/interest-clusters/3eb3efde-55b1-4f6f-8ee9-9f3c48075679
https://merced.programmapper.com/academics/interest-clusters/3eb3efde-55b1-4f6f-8ee9-9f3c48075679
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Core Functions of Counseling within the
Student Success Teams

e Students are assigned a “School Of” and related Student Success Team
based on their chosen program/major.

® Students are assigned to their respective Success Team Counselors and
Enrollment Retention Specialists via Navigate 360. This team is visible to
them when scheduling appointments.

e Students who are a part of Special Programs (i.e. EOPS, DSPS, NextUP,
etc) also have their special program counselor listed as part of their

Student Success Team.




Core Functions of Counseling within the
Student Success Teams, continued

e During the new student onboarding process, the students build their
Student Education Plan via the Navigate 360 Academic Planner.
® This creates a four-semester template based on our Program Pathway Maps
designed by instructional faculty.
e (Counseling Faculty provide case management to the students in their
assigned “School Of"
® Thisincludes probation/dismissal interventions and counseling, graduation
progress towards completion, workshops, and general support.
e Counseling Faculty are liaisons at the Student Success Team Meetings.

® Providing a connection to the Instructional Dean and Faculty that facilitates

program and course development



Leveraging Technology to Improve & Streamline

Processes for Students
Merced College uses customized journeys to assign “to-dos” for

success teams, special programs, academic probation, and

Career & Transfer Services.

Journey 3 ® Journey

=

Journeys

First Year Student Onboard- TESTING S6D-21203
Current ing

Schedule appt

Topic: Veteran Benefits

Steps in this Journey

Get Student ID & Email

New Student Orientation

Technology Set Up




Technology Supported Wrap Around Services

Students are assigned to Student Success Teams through Navigate 360.




Continued: Technology Supported Wrap Around

Services

My Appointments My Team Hegtory

Meet With Your Success Team
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Bc " _” S
- - >
o Janetiara Tores ,

Students can schedule with multiple Student Success Team members




Continued: Technology Supported Wrap

Around Services

Events

Upcoming Events

All students can see special events and Student Success
Team related messaging campaigns.




Early Alerts: Instructor Driven Connections to Wrap Around Support

Academic Tutori m
Counseling Horng

Referral

Attendance Referral ERCED

Difficulties .
OLLEGE

Research
Assistance/
Library
Services

Excellent

Not Progress

Turning in
Work

Navigate
Early Alerts

Financial Aid
Satisfactory

Progress

Assistance

5§ Basic and Technology
Financial E Training
Resources .

Registration
Assistance

. Smart Start
Basic Needs

Referral

Textbook
Program




| Need One-on- I Need One-

One on-One m

Registration Financial Aid ERCED

) . 2 L
Assistance Assistance OLLEGI

How do | Opt
Out of the Smart
Food/Housing/ Start Textbook
Childcare/ Program
Transportation
Assistance

. | Need
NaVIgate Tutoring

Student

| Need to Hand Raise
Make an Ed

Plan

| Need Help
with
Canvas/Zoom/
Office 365

Counseling | Would Like

Submit my A Needs MEEEEPPPY  [nformation

Student Ed About Personal
Plan for Counseling
Review

IWould Like:to "Hand Raise" is a student initiated
| Need to Meet with a

Change My Career/Transfer alert that is available in the
Major FeREEs) Navigate 360 student platform



EARLY ALERT
PROCESS

INTERVENTION

o Self-service resources
 On-campus/virtual resources
(i.e., tutoring, counseling,

library)

.0
eah

EARLY ALERT [V

Progress Reports
sent to faculty at
T1, T2, T3 census

OUTREACH @

o Staff/counselor

'@" OUTCOMES

e (Case outcomes

initiated outreach
e Department outreach

g@ ASSESSMENT

Assess the impact and

o (Grade/course
completion outcomes

effectiveness of early alerts
and faculty feedback
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« Students are Persisting at higher rates when receiving Early Alerts, this is
happening even more for students who have a cumulative GPA below 3.0.

» Not only are they succeeding at higher levels, but they are taking more credits
term over term.
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Re-enroliment Rate
Jr students Marked At-Risk

Fall 2025 enrollment Fall 2025 enrollment rate for
rate for students who met students who did not meet with
with a counselor a counselor

43.2%




Equky
Success Teams at

Merced College



Equity Success Teams:
DSPS, EOPS, CARE, CalWORKSs, NextUP,
Rising Scholars

Among the largest EOPS, NextUP & Rising Scholars programs in the State of CA.
Equity Programs are embedded in the students’ individual Success Teams for all
core counseling and above and beyond support: Academic, Career & Transfer
Counseling.

Wrap Around Services: Enrollment Support; Priority Registration; Textbook and
Lending Services; Direct Student Support.

Coordination with other teams (Financial Aid; Career & Transfer Center;
Admissions and Records; Equity, etc).

Proactive alerts, messaging systems, and data systems.



Rising Scholars

* Among the largest Rising Scholars programs in the state, approximately 800
students.
e Serves as a Rising Scholars Demonstration Site for the CCCCO.
* Embedded Counseling for Justice-Impacted Students at Valley State Prison,
Central California Women'’s Facility, United States Penitentiary, Atwater,
Garret Juvenile Correctional Complex and formerly incarcerated students on

campus.




Rising Scholars Wrap Around Services

Program onboarding

orientation
Grocery/Gas cards

Textbook purchase

assistance

Referrals to on- and off-

campus resources

Dedicated on-campus space
Free printing

Peer support

Loaner laptops

Workshop



Embedded Career &
Transter Supports



Embedded Career Services Support

- The Center provides:
- Career Counseling
- Career exploration assistance and support provided by Job Developers

- Career Coaching
- Hiring events, career fairs, panels, workshops, and other events

- The Career and Transfer Counselors serve on the Student

Success Teams.
- The Los Banos Campus has a Career Counselor and a Career

Coach.
- The local Workforce Investment Board-Worknet has an office at

the Los Banos Campus for the community too.




Embedded Transfer Services Support
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Embedded 4-year bridge advisors meet with hundreds of

students a semester

CSU Stanislaus has a designated office space in the Merced College Career &
Transfer Center.

Merced College and UC Merced jointly employ a Merced Promise
Advisor/Coordinator. The advisor/coordinator is housed at both institutions,
providing bridge advising for students who intend to transfer to UC Merced.

The Student Success Team Counselors develop comprehensive
education plans for their students.

Students meet with Transfer Counselors to
Incorporate transfer requirements into their ed plan
Develop transfer plan




Transter Services High-Tech & High-Touch Technology

Invitation

o . ﬂN.‘:'.':q.':.r-.:l:: STUDDNT SUCCTSS A& B [g|#
Navigate 360 Event Analytics has been a A R
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» Tracking workshop attendance for
program review and Vision Aligned
Reporting (VAR).
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Career & Transfer High-Tech/High-Touch

Technology

Canvas Shells have expanded the access and
visibility to Career and Transfer support
services.

These Canvas Shells are a significant resource
library, but also an “online hub” to facilitate
engagement.

» Connects to all registered students

» Provides Canvas Analytics to the team

» Provides early exposure to transfer/career
resources and tools

» A communication tool to notify students of
important Career and Transfer completion
activities, events, and deadlines

Welcome to your Merced College Career Hub!

Merced College Career & Transfer Center offers career readiness modules that give studen

starting point for carn jccess. Each module introduces essential steps to explore carn

tion materials, and practice professional skills

Students learn how to understand the labor

ket create ar r, prepare for career

opportunities, use job boards to apply, and demanstrate profes: sm in the workplace

These modules connect directly to the College's miss

ion of empowering students to achieve their

goals and prepare for meaningful work in the Central Valley and beyond

Everyomne

Student (13447) |




Innovative Next Steps in Transfer Technology

e Development of full transfer education plan templates based on
Program Pathway Maps and transfer requirements to service area

institutions.
® Allowing students to build during onboarding via the Navigate 360 Academic

Planner.
e Next Steps: Piloting Al-powered Course Planning Agent within
Navigate 360 Academic Planner

® Allowing counselors to create highly customized education plans for students to
address unique transfer needs.




Merced Promise Housing:
Facilitating Transfer and University Immersion

A current initiative underway to support and
incentivize completion: Merced Promise Housing.

» Dual housing project between Merced College &
UC Merced.

» Low-income housing to support intended UC
Merced transfer students who demonstrate
financial need.

» Timeline for completion: 2027, with over 400
slots combined between both campuses.

» Prioritizing students with Transfer Admission
Guarantee (TAG)

Imagine Together: UC TAG becomes more than an
admission guarantee; it becomes a housing guarantee if
students are income-eligible with interest in UC Merced.




The Next Evolution:

Empowering Through Connection
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The Future of Counseling:
Technology + Human Connection

e As technology becomes rooted in
education, counseling must

evolve—not to compete with it, but
to complement it.

e The Value of Counseling: The
counselor’s role remains grounded

in relationship, empathy, and
human insight.




Continued: The Future of Counseling:
Technology + Human Connection

The Shift:

e Automate the clerical and mechanical
functions of academic planning (education
plans, progress tracking, reminders).

e Expand capacity for intrusive counseling,
case management, and personal guidance.

® FEquip counselors to focus on empowerment,
resilience, and student agency.

“Technology can map a pathway—but only a person can light
the way.”




Next Steps:
Building the Empowered Counseling Model
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Tiered Case Management: A Human-Centered Model for the Future

Tier 2- Group and Peer Learning:
Workshops, success team sessions
and skill-building cohorts

Tier 3-Intensive Case Management
Personalized, relational counseling based on student




Continued Next Steps:
Building the Empowered Counseling Model

Counselor of the Future:

Data-informed, proactive, and
deeply connected.

Balances technology efficiency
with human empathy.

Becomes a coach, connector, and
catalyst for student
transformation.

EMPOWERMENT

CONNECTION

TECHNOLOGY




Continued Next Steps: Building the
Empowered Counseling Model

Next Steps at Merced College:

Launch pilot of the Tiered Counseling Model (Spring 2026).

On board incoming high school seniors in Spring 2026 with Ed
Plan templates created prior to first semester.

Integrate Navigate automation tools and Al-powered planning
agents.

Expand professional development on case management best
practices.
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Thank You!
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