
An Overview of University 
Support Services and 

Programs for Retention 
Work-in-Progress from ESU Gardner Study Findings to develop a Retention Plan. 
See 2025-2028 Strategic Plan, Focus Area: Student Success, Goal 1, Implement 

a retention plan that is data informed and based on the work of the Gardner 
Retention Performance Management (RPM) initiative. 
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Recap From the Gardner 
Study Findings on Retention 

• First Year, Assume N = 100 
• First to Second Year, then N = 75 
• Second to Third Year, then N = 60 
• Third to Fourth Year for completers 

only, then N = 25 
Average loss of 75 students pursuing  a 
4-year degree program in 4 years! 
Note: 6-year graduation rate is 43.8% (fall 2016 cohort) 

By the end of the 
1st year, 25% 

loss 
-------

By the end of 3rd 

year, another 
40% loss 

---------
Less than 3 in 

every 10 
students 

graduate in 4 
years 

(fall 2018 chort 
had a 25% 4-year 
graduation rate) 
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Departure Reasons 

Involuntary* 
• Top reason include academic and conduct 

dismissals. 
• Approximately 2.5 % of students were 

Academic Dismissed, typical by the end 
of their 2nd year. Between 20-25% 
successfully appeal and must complete a 
success plan with remediation 
requirements. 

• Less than 1% of students were separated 
for a conduct issue. 

Voluntary** 
• Top reasons include personal, 

finances/affordability, medical/family, and 
transfer to another institution. 

• Approximately 43% of students leave after year 
2 who had at least a 2.0 CGPA. 

• Approximately 10% of students with a CGPA of 
at least 3.0 left in their 1st year. 

• Approximately another 18.5% of students with 
a CGPA of at least 3.0 leave in their 2nd year. 

Possible diagnose according to varying group characteristics and treat with specific 
university support service. HOW? 

* Fall 2023 for recent trend 
** Fall 2016 for 6-year completion study 
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Domain Committee: Retention Action Team 
Problem Statement 

How can we better identify factors that impede student success and 
deploy supports strategically? 

Theoretical Framework: Astin I-E-O 

"factors" are determinants or characteristics 
students possess. 

The I in Astin's I-E-O: "impede student success" are 
challenges students face. Discovered four broad 
categories for students’ challenges impacting 
retention/degree completion progress at ESU as (1) 
finances/affordability, (2) academic performance, (3) no fit 
and (4) medical. 
The E in Astin's I-E-O: Retention programs or interventions 
at ESU. Which are strategic deployments? Which are 
operational deployments? 
The O in Astin's I-E-O: Why are we concerned? See 
Framework for Measuring Student Success for (1) the 
Student and (2) for the Institution based on types such as 
performance, efficiency and equity and looking at value 
such as access, progression, completion, cost and use of 
credential. 
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Domain Committee: Retention Action Team 
Goals 

1. Develop a coordinated support plan for 
at-risk students 

2. Leverage current systems and resources 
3. Increase Fall to Spring progression 
4. Increase Fall to Fall retention 
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Domain Committee: 
Retention Action 
Team Deliverable 

Predictive model that 
could also 

accommodate targeted 
interventions 

The University already has a 
student success tool with 

predictive and intervention 
features. EAB's Starfish 

branded as WarriorFish for 
ESU. 

Input 

* 7 categories with 60 factors assigned over 4 retention challenge areas at ESU. 
7 categories are At Entry, Academic Performance and History, Financial, 

Program/Major, Time-based, Term Information, No    Factor Identified, and Other. 
4 Retention Challenge Areas are Academic Performance, Financial/Affordability, 

Medical, and No Fit. 
* Note: Previously, factors only reviewed for 2016-2021 student cohort. No influence 
of categories or retention challenge. Not all of the previously identified top 10 
factors remain relevant. 

Environment 

* Began inventory of retention programs and need to determine strategic versus 
operational deployment. 
* To complete Starfish Strategic Analytics setup, review with Action Team. The 
Strategic Analytics setup looks at our environmental conditions, that is, courses and 
student populations that are influencing retention/graduation rates and show us 
how we can  support specific themes such as belonging/inclusion, re-enrollment, 
and other strategic institutional efforts. 

NEED: Retention Program Inventory to be arranged for stepped cared approach 

Output 

* Creation of a Strategic Analytics Dashboard. 
* Decrease of students identified as High Return Risk and Moderate Return Risk. 
Increase of students identified as Low Return Risk. All categories still require some 
level of intervention. 
* Completion of Foundational English and Math courses in first year. 

NEED: Remodel of Operational Analytics to focus on new cohort of students (2021-
2024). Repurpose Retention Scores, training on use, and reporting and tracking 
frequency. Requires IT resources that are already committed to OneSIS 
implementation. Possible delayed until after OneSIS implementation. (delayed) 

Do 
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Retention Program Inventory: 
University Support Services and Programs 

1. 32 services and programs identified 
2. Inventory maintained to track as follows: 

• Institution-specific name for program/intervention 
• Is program/intervention required or not required? 
• Program Purpose or Learning Outcomes 
• Accountable Unit/Department 
• Challenge Category Addressing 
• Stepped Care Alignment 
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lnstit ut ion~specific name for program/intervent ion E Required/Not Required F Program Purpose or Learning Outoom e(.s) F Accountable Unit F 
Challenge category 

F St epped care Alignment F Addressing 

Provide an ind ivi dual detailed approach to helping 

students f ully underst and t hei r academic program, 

Academic Advis.ing Req ui red 
engage in opportun it ies for in•depth learn ing 

Faculty 
exp er iences insi de and outside of the cl assroom, 

underst and the outcomes and results of the degrees 

and get sit uated in a path after degr,ee completi on. 

Provides services for students with documented 

disabil it ies, and/ or med ica l cond it ions on a case by 

case basis, coordinates academic and housing 

Ac cessible Services for Ind ividualized Students (OASIS) Req ui red 
acc ommodations, and connects st udents with 

Coordinator, OASIS 
appropriate resourc,es both on and off campus. In 

add it ion, OASIS strives to educate the un iversity 

community, encourages self advocacy, and promotes 

equal access to educati onal opportun it ies at ESU. 

Compet it ive team sports that bui l d collaboration, 

Athlet i cs 
Req ui red, if part of NCAA and/ or commitment, and physica l cond it ioning in an 

Athletics 
PSAC organized act ivity. Provi des focused educat ional 

support for degree complet ion. 

•l o review information from fac ulty, staff, students, 

and/ or community members, in order to assess and 

determine appropr iate responses. 

•l o provide support to st udents displaying varying 

levels of disruptive, o r distressed behaviors, in a 

t imely manner. 

Campus Advocacy and Resource EngagementTeam (CARE) Not Requ i red 
•fo follow-up and ensur,e t hat servi c,es, support, and 

resources are deployed effectively. 
Dean of Students 

•l o uti li2'e a struct ured protocol for communication, 

review, and response. 

•fo adhere to FERPA, HIPAA confi dentialities, and 

counselor privileges, while ma intaining adherenc,es 

to all professional counseling guidelines and all 

ap,pli cable federal, st ate and l ocal laws. 
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Instit ution-specific name for program/intervent i.on 

Math Quest ion Center 

Men of Color Alliance (MOCA) 

Midterm Progress Check - WarriorFish 

E Req1Jired/Not Req1Jired E 
Not Requi red 

Not Requi red 

Not Requi red 

Program Purpose or Leaming Outoomels) E 
The Math Quest ion Center (MOC) helps st udents at 

all levels bu ild thei r understand ing of math and their 

math sk ill s for sp ec ifi c courses. 

•Strengthen t he secondary-to-higher education 

pipeline to enable many more men of color to attend 

college; 

• Increase t he admission and graduation rates for 

men of color at East Stroudsburg Un iversity; 

•Work with fac ulty and st aff to educate, prep-are and 

address the needs of t he men of color ac ross 

campus; 

• Improve the person and professional p,r,eparation of 

participants prior t o graduat ion; 

•Redu ce the attrition rate of men of color at East 

Stroudsburg Un iversity; 

•Est ablish benchmarks and hold t he ca mpus 

accountable for addr,essing t he needs of men of 

color; and 

•Develop strong campus lea dership on t he 

challenges fa cing black youth and men from the 

envi ronments from which we rec ru it and engage 

t hrough t he st ate of PA. 

Establish a mid~semester progress check-in on cl ass 

attendance and p,arti cipat ionfor st udent lea rn ing 

and success . Accounts for enrollment reporting and 

fi nancial aid trac king only to students who have 

conf i rmed t hei r enrollment. 

• fo ac quaint each st udent w ith East Stroudsburg 

Un iversity- its structure, services, and personalit ies. 

• fo provide s.upport t o instructors teaching Fi rst Year 

Exper ience. 

• fo help, new students connect wit h other peers and 

at least one upper-cl ass student in a meaningfu l, 

Acoountable Unit F 
Challenge Ca,tegory 

Addres;5:ing F Stepped Care Alignment [ 

Math Faculty 

Mult icult ure and Inclusive Ex cellence 

Registrar 

Student Success 



EAST 
STROUDSBURG 
UNIVERSITY 

lnst itut ion--specific name for progra1111/intervent ion 

Roster Verifi cat i on - W arri orFish 

St udent Employment 

St udent Success Coaches 

Tutor ing 

Veterans Genter 

W arrior Induct i on 

E Re<iuired/Not Required E 
Requ ired for federal and state 

reporting; academic related 

activity 

CBA a c kn ow ledges faculty to 

report on st udents academic 

perform ance 

Not Required 

Not Requi red 

Not Required 

Required 

Not Requi red (m) 

Program Purp.ose or Learning Outoome(s) E 
Est ab,lish proper cl ass attendance and p•arti cipat ion 

process for st udent lea rn ing and success. Accounts 

tor enrollment reporting and fi nancial aid 

dishursements only t o st udents who have conf i rm ed 

thei r enrollment. 

Gives st udents a wok-b,ased lea rn ing opportun ity in 

an onsite/ campus locat i on 

Helps st udents navigate t hei r college experience 

inside and outs i de of the cl assroom; committed to 

working wit h st udents to develop academic 

strategies and form supportive relat i onships t hat 

assist st udents wit h persisting to ac qu i re thei r 

college degree. 

The mission of t he Un iversity-W ide Tutori al Program 

is to provide academic support t hrough tutoring and 

lea rn ing assistant 5ervices t o ai d students in 

adapt ing to t he academic envi ronment of college, 

improving t hei r grades, and enhance the quality of 

thei r scholarly work. 

Provides quality service to Veterans, Guard, Reservist 

and milita ry affili ated st udents and serves as a one-

s.top shop where st udents can receive inform at ion 

from admission to graduat i on. Also houses the 

School Certifying Official (SCO) to assist with VA 

Educat i on Benefits . 

culminat ing event prior to the st art of Fall semester 

cl asses to get new st udents connected to resources 

on campus and fi nali :!!e t hei r transit ion to college 

life. 

Accountable Unit E 
Challenge ca,tegory 

E St epped care Alignment ~ Addres.s:ing 

Faculty 

Enrollment Management 

Inst it ut i onal Research 

St udent Success 

Aca demic Affai rs (coursework) 

HR 

Ca reer and W orkforce Development 

Various Departments 

St udent Success 

Lihrary / Instruct i onal Support 

Regist rar 

Dean of St udents 

Enrollment Management 

St udent Act ivit ies Assoc iat i on 

St udent Success 



Follow-Up Activities and Impact 
(model behavior and practices that we would like to see holistically in use) 

• Student Success Coaching has developed a coordinated support 
plan aka SSC Academic Year Activities and Critical Milestone 
Touchpoints. 

• Student Success Coaching is using Retention Scores for triage 
support. 

• Student Success Coaching and Student Life (Dean of Students and   
Case Manager) working on creating a Culture of Care. 

• Impact monitoring for 2024-2025 with Fall to Spring Continuing 
Students Registration (as of 1/28/25, 8th semester day comparison): 

•    fall 2023 to spring 2024 = 3,928 
• fall 2024 to spring 2025 = 4,231 
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