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“ We need to improve 
retention and graduation 
rates… what’s our plan?”

“ What are other universities 
doing?  What new
programs do we need?”

“ How can we get better data?  
What new systems and 
platforms do we need?”

“Why are we not improving 
faster?  Where are our 
new resources?”

Change 
Fatigue

Where does 
the student 
fit in?

The 
Challenge



• Every campus is unique; know your 
story

• Data alone is not the silver bullet

• Not all high-impact practices work 
for all students

• The best case for resources is 
effective use of existing resources

• The best way to support your 
students is to understand your 
students 

Building a Better Roadmap



DO YOU KNOW? WHY ASK?

• Why students choose your 
institution?

• Why students leave, contemplate 
leaving, or return after leaving?

• What students perceive as their 
main roadblocks and challenges?

• What programs and services are 
most effective?

• Build a case for change based on 
student needs

• Develop shared direction across 
campus

• Target programs and services 
effectively

• Prioritize limited resources



WEST VIRGINIA UNIVERSITY
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22,500+
Undergraduate Enrollment

5,200+
First-Time Entering Class

76%
Full-Time Retention

59%
Six-Year Graduation Rate

14%
Minority

28%
Pell-Eligible
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• State land-grant and 
flagship university

• Goal to improve retention 
and graduation rates

• Needed student experience 
insights to complement 
existing analytics
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UNDERSTAND THE “WHY”

• Deployed at WVU in May 2019; 1,000+ participants with 90+ credit hours
• Understand why students stay, contemplate, leave, and return
• Gain student perspective of challenges, road blocks, and programs that work
• Review of Pell-eligible students

Academic Engagement Financial

THE STAY 
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STAR FRAMEWORK

SCALE
Lower Participation, Higher Impact

• Review opportunities to scale
• Understand cost implications

ADVANCE
Higher Participation, Higher Impact

• Build on strengths 
• Invest to improve consistency and 

impact

TARGET
Lower Participation, Lower Impact

• Understand populations served
• Assess for specific impact (first-year, 

specific population)

RE-IMAGINE
Higher Participation, Lower Impact

• Evaluate current practices
• Review to adapt to current student 

needs
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Level of Participation

The STAR 
framework 
categorizes 
programs and 
services based on 
student 
perceptions.



1,085
Participants

50%
West Virginia In-State

23%
First-Generation

64%
Female

94%
Caucasian

31%
Pell-Eligible
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RESPONDENT PROFILE

THE STAY

3.5+, 
47%

3-3.49 , 
34%

2.5-2.99 
, 15%

2.0-2.49 , 4%

$150K+
14%

$125 -
$149K

8%

$100 -
$124K
14%

$75 -
$99K
14%

$25 -
$49K
9%

$50-
$74K
16%

Less than 
$25K
7%

Prefer 
not to 

Repond
18%

Self-Reported Family Income Self-Reported GPA



STUDENT INSIGHTS
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Student stayers and 
returners were 
satisfied with their 
decision to attend 
WVU and would 
likely advocate for 
the university. 

Stayers
71%

Contemplators
21%

Returners
8%

Overall Satisfaction.  I am satisfied 
with my decision to attend WVU.

4.6 3.8 4.2

Satisfaction with Choice.  I would 
choose to attend WVU if I had to do it 
over again.

4.5 3.4 4.0

Advocacy to Others.  I would 
recommend WVU to others.

4.5 3.7 4.0

Perception of Value.  West Virginia 
University provides a good value of 
education for the price

4.3 3.6 3.8

Level of agreement to the following statements
(1 star = completely disagree, 5 stars = completely agree )
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STUDENT INSIGHTS

Students leave, 
return, and 
contemplate leaving 
largely due to 
engagement 
challenges.

Leavers
Why Students Leave WVU?

(WVU Transfer Study)

Returners
Why Students Leave and Return?

Contemplators
Why Students Contemplate 

Leaving?

Reasons
Engagement
Academic 
Financial

#1 
#2
#3

#1
#3
#2

#1
#2
#3

Major
Issues

- Campus fit 
- Poor grades
- Access to major
- Mental health

- Personal crisis
- Academic dismissal
- Mental health
- Planned stop out

- Progress in major
- Academic 

adjustment
- Mental health
- Ability to pay
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WHY DO STUDENTS 
CONTEMPLATE LEAVING?

STUDENT INSIGHTS

Student Voices

Engagement Challenge
I have issues with depression and anxiety and I was able to over 
come this issues, for the most part, by utilizing the Carruth center on 
Evansdale Campus

Academic Challenge
I didn't want to do college, but my advisor helped me figure out 
what would work better for me, which was just changing around my 
major.

Financial Challenge
I was stuck between a rock and hard place when it came to 

finances. I was afraid I wasn’t going to be able to make it to the 
next day sometimes. I had to look at selling some of my valuables 
to make it through



STUDENT INSIGHTS
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60% of students felt 
academically 
prepared to enter 
WVU.  In-state, first-
generation, and out-
of-state students felt 
less prepared.

Do you believe that your high school education adequately 
prepared you for your academic success …

Agree Disagree

In-State 52% 30%

Out-of-State 67% 19%

First-Generation 47% 36%

Non-First-Generation 62% 21%

Pell Eligible 48% 37%

Non-Pell Eligible 63% 20%



STUDENT INSIGHTS
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All Pell

Context
How many students work for income?
How many support someone other than 
themselves?

61%
8%

73%
13%

Where do students work?
On-Campus 59% 82%

Off-Campus 69% 89%

How many hours?
On-Campus 11.1 12.7

Off-Campus 19.4 20.7

Over 60% of 
students work, mainly 
off-campus and with 
higher workloads for 
students with 
financial need.
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STUDENT INSIGHTS

Students identified 
advising, faculty 
mentors, and 
internships/co-ops as 
high participation and 
high impact programs.

SCALE
Lower Participation, Higher Impact

• Study Abroad
• Undergraduate Research

ADVANCE
Higher Participation, Higher Impact

• Advising
• Faculty Mentors
• Internship/Co-op

TARGET
Lower Participation, Lower Impact

• Student Success Coach
• Honors College

RE-IMAGINE
Higher Participation, Lower Impact

• Senior Capstone/ Thesis
• Career Services
• Tutoring Centers
• Service Learning
• First-Year Seminar
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Academic Programs Only
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STUDENT INSIGHTS

Pell students 
reported different 
levels of 
participation and 
impact in the 
following academic 
programs.

SCALE
Lower Participation, Higher Impact

• First-Year Seminars*

ADVANCE
Higher Participation, Higher Impact

• Faculty Mentors
• Undergraduate Research*
• Student Success Coach*

TARGET
Lower Participation, Lower Impact

• Honors College
• Tutoring Center*
• Internship*

RE-IMAGINE
Higher Participation, Lower Impact

• Study Abroad*Im
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Level of Participation

*Specific to Pell

Academic Programs Only
Pell vs. All Students



BUILD A BETTER ROADMAP

1
2
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Data -Info rmed
Pro f i l e

Roadmap for
Act ion

Resul ts

• “Case for  Change”
• Student  i n s igh t s
• I n s t i t u t ional  data

• Strategic  d i rec t ion  (3+ years )
• Campus  par tner  engagement
• Pr ior i t i ze  and focus

• Coordinated ac t ion
• Track  progres s
• “Te l l  your  s tory”

Insights can be 
used to build a 
case for change, 
prioritize your 
actions, target your 
investments, and 
improve your 
outcomes.
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I n s i g h t s

How We Work
TORCHSTAR APPROACH

• Cus tomize for  your  
campus

• Complete in  s ix  weeks
• I n tegrate wi th  analyt i c s  

and s t rategic  p lann ing
• Te l l  your  s tory to  engage 

campus  par tner s

STAY:   S tudent  I n s igh t s
P IE :  Paren t  and Fami ly  In s igh t s

R e s u l ts

• Bu i ld  a cus tom,  mu l t i -year  
roadmap  

• Focus  on  h igh- impact  areas  
for  ac t ion

• Offer  exter nal  per spec t ive 
and pro jec t  management

• Prov ide implementat ion  and 
c hange management  suppor t   

Roadmap,  Ac t ion  P lans,  and 
Implementat ion
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QUESTIONS?
CONTACT US!

Understand
Focus
Act

REGAN BRUNI REGAN.BRUNI@MAIL .WVU.EDU

SERENA MATSUNAGA SERENA@TORCHSTARED.COM

SALLY MCMILLAN SALLY@TORCHSTARED.COM


