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What We’ll Cover TodayPresentation

Objectives • Hear the story of how City Colleges of Chicago 

empowered departments to use data within 
their teams to answer questions, take action, 

and drive change.

• Understand the institutional value of 

empowering teams with direct access to 
actionable data – and how it drives better, 

faster decision-making.

• Learning proven strategists for collaborating 

with end users, iterating based on feedback, 
and embedding documentation to ensure 

long-term adoption and success.
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Become a “student-ready” equitable institution

Build a culture of excellence

Create an exceptional student experience

Develop and strengthen pathways that are 
responsive to the economic needs of the City

Create a collaborative and connected ecosystem

Monitor and ensure financial sustainability and the 
overall health of our institution

Our work is guided by a five-year strategic framework with equity at 
its center

www.ccc.edu/strategicplan

A district-wide strategic framework and 

strategic plans for each college for 2021-25

A B O U T C I T Y C O L L E G E S  OF  C H I C A G O
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City Colleges connects Chicago communities to economic 
opportunities

Illinois’ largest community college system with 
7 colleges and 5 satellite sites across Chicago

More than 73,000 students strive to better their 
life circumstances through education.

City Colleges is among the 

largest higher education
institutions in the city of 
Chicago:

• City Colleges of Chicago credit 

population: 48,583*

• University of Illinois at 

Chicago: 36,794**

• Northwestern

University: 26,993**

• DePaul University: 24,535**

• University of Chicago: 21,578**

• Loyola University: 19,300**

W H O  W E  S E R V E

Credit

•  Preparing to transfer
•  Heading to work
• Early college high 

school students

Adult Education
•  Learning English
• Earning high 

school diploma
• Planning to 

work/transfer

Continuing education

• Building personal or 
professional skills

*FY25 credit enrollment only, as of 5/8/2025.  **Credit programs, both undergrad and grad, reflects FY23 enrollment data

64%

26%

10%

Adult Education

Credit

Cont. Ed.



Partnership Between Two 
Primary Departments 

Office of Student Experience (OSX)

Decision Support (DS)

• Supports students through co-curricular programs, leadership 

development, and campus events that enhance personal and 

academic growth. 

• Includes enrollment, advising, transfer, and career support.

• Provides data, reports, and analysis to inform planning and 

operational decisions. 

• Ensures leadership has accurate and timely information for 

resource allocation and performance tracking.



Data Collaboration Pre-2024

Powerful Data Systems Available

Zogotech (OpenBook) provided an abundance of data that could 

be harnessed by users, yet people in non-data centric roles often 

felt disconnected from the power of the systems and went 

underutilized.

Data Needs for OSX Often Fulfilled Through 
Ad Hoc, Short-Term Deliverables

Decision Support frequently addressed questions and provided 

strategic guidance to other teams in effective ways. However, 

there was an opportunity to improve efficiency and impact by 

enabling more self-service CI—shifting responsibilities, clarifying 

accountabilities, and empowering teams to drive their own 
ambitious improvements independently.



Pilot Recognizing a Need
• Academic advising is critical to student 

retention and completion.

• CCC had no unified approach or target for 
first-term advising.

• Data fragmented across Excel files, paper 
forms, and outdated portals.

• Students slipped through cracks without visibility

• The impact of advising wasn’t measurable or 
visible at scale.



Pilot Setting a Vision

• CCC set a bold target: 90% of new students 

meet with an advisor in their first term

• Created urgency and a measurable 
benchmark.

• Sparked a need for an institutional tool that 
could support tracking and outreach

2022-2023 2023-2024 Fall 2024 Goal

12% 13% 10%

90%Percent of First Term Students With a 

Recorded Advising Appointment

Advising initiative launched Spring 2024. 

Fall 2024 appointments includes appointments through Dec. 7th



Pilot Setting a Vision - Dashboard vs Static Report

Static Reports Automated Dashboards

Typically updated by data 

team.

Data refreshed using data 

pipelines/automated

Limited by nature Multiple features, meeting 

several needs

Immediately out-of-date Fresh, most actionable

One-and-done, easy to 

train on one sheet

Likely requires more 

technical expertise or 

training



What Data is Relevant 
and Actionable

• Worked with stakeholders to identify 

actionable fields
• Listen to their needs

• Understand their work

• Dashboard initially tracked:

• Advising completion %
• Advisor-level progress

• Downloadable sheet with student name, 

contact, advising status, number of credits 

enrolled, midterm grades



Organizing Ideas



Building a Pilot

• A pilot is a chance to build trust and set 

reasonable expectations

• Overwhelming users can turn them off 
from data and harm future expansions.

• Design for the least technically skilled user
• Use a mix of tables, graphs, and raw 

data
• User colors to give meaning

• Understand how users currently use data 
and build from there



Launching a Pilot

• Make yourself available — answer 

questions, offer training, and check in.

• Watch how people actually use the tool, 
not just how you designed it

• Keep an open ear for confusion, friction, 
and unexpected needs

• Acknowledge that change is hard — 

empathy builds lasting trust





Pilot Building Trust

• Addressed advisor concerns early with 

workshops and feedback

• Used role-based permissions to manage 
sensitive data

• Branded as a supportive tool, not a 
performance audit

• District staff only discussed college-level trends



Pilot Training and Culture Shift

• Embedded training into team meetings and PD 

sessions

• Created tutorials and one-pagers to build data 
literacy

• Encouraged teams to become stewards of 
their own data

• Adoption grew, and support requests dropped



Pilot Training and Culture Shift

Training videos were posted online for 
users to access 24/7, walking them 

through scenarios of how to use the 

dashboard.

An online text guide was 
created to walk through the 

objectives and explanations 

of the metrics.



Pilot
Expanding for More Impact 
After Early Wins

• Success raised deeper questions
• Can we measure impact, not just activity?
• Can the tool help shape better advising 

conversations?

• Expanded functionality
• Added data on course loads, academic/course 

progression, momentum thresholds, and 

educational intents.

• Helped advisors prepare for meetings with more 
personalized data



Pilot Tracking Lagging Indicators

Student Meets With 

Advisor
and

Sign up for 

College-Level

 English and Math

Decide What 

They Want To 

Study and/or Do 

After 

Graduation

Enroll for 

Another Term



Pilot
Learning From Mistakes and 
Hurdles

• Balancing immediacy with reliability

• High-concurrent usage among teams 
impacted stability.

• Need to prioritize certain metrics, off-load 
heavy queries.

• Some desired metrics did not exist in our 

central warehouse

• Find proxies, collaborate with IT to access 

new tables, gather student self-reported 
data



Pilot



Pilot



Pilot
Actionable Datasheet Created for Advisors



Pilot



Pilot



Recent Mass Outreach Tab Added



Pilot
Results That Sparked System 
Change

• Quantitative outcomes included:
• Nearly fivefold increase in first-term advising 

completion

• Record number of educational intent 

declarations

• Highest enrollment in college-level English and 

Math in recent years

• Qualitative outcomes included:
• More strategic, data-informed conversations 

Leadership began anchoring annual goal-

setting in dashboard metrics



Scaling and Evolving

• Additional dashboards were requested and 

developed across departments



Lessons Learned

• Frame analytics tools as empowering allies, not 

performance audits, to encourage ownership 
and adoption.

• Invest in scalable architecture and 

comprehensive training to avoid technical debt 

and sustain engagement.

• Leverage imperfect or proxy data transparently 
to unlock actionable insights and drive early 

wins.



Appendix



Update and Change Log

Weekly Email Updates and Reminders



Enrollment Dashboard



Transfer Dashboard
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