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Session Overview 

• Northwestern Overview 

• Strategic Context 

• Northwestern’s Journey

• Participant Poll and Discussion 

• Critical Factors for Success 

• Wrap Up/Lessons Learned  

• Discussion 
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Northwestern Overview

3 campuses located in Evanston and Chicago IL, and Doha Qatar
50+ university research centers and institutes
$676.5 million annual research funding   



Colleges and Schools



Strategic Context 
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Student Body 
•Increasingly diverse 
undergraduate 
population 

•Students pursing 
multiple areas of study, 
double and even triple 
majors

University Priority
•Stated goal for 20%  of 
entering class student 
body to be eligible to 
receive Pell Grants by 
2020

•Poised to achieve early 

Faculty Task Force
•Proposals regarding 
academic experience 
and advising resources 

•Issues navigating 
multitude of advisers 



Coordinate interactions 
among advisers, possibly 
through a personalized 
advising site for each student 
and facilitating, coordinating, 
and managing complications 
or ambiguities that arise from 
advising across academic 
structures.
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Discussion question:

• How does this context compare to your institution? 

• Are there academic priorities that might be enabled 
through the implementation of an advising system or 
another tool for supporting student success? 



Northwestern’s Journey
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Journey Overview 

• Six undergraduate schools 

• Three with no advising 
system, three with a system 

• One homegrown system

• Two used same system 
but…separate instances 

• Asymmetrical data 
availability 

• Distinct processes  

• Universal scheduling 
challenges 

• Six schools on a single 
system 

• Additional academic 
support units also using the 
system 

• Consistent data available to 
users 

• Evolving processes and 
mechanisms for 
coordination 

From To



The Tool: AdviseStream

Access a common set of student information as a starting point 
for advising interactions

Communicate through a messaging function

View adviser availability in real time and schedule appointments

Document and share information on advising interactions 
through the notetaking function 
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754 
student emails

6 
schools

3
phases

298
advisers

16,641
appointments

115
requests for support

5
student support offices

11,350
during business hours

5,291
outside business 

hours



Poll: Where are your institutions 
today?  
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Critical Factors for Success
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Critical Success Factors 

• Assembling the right team

• Developing guiding principles

• Taking a phased approach to implementation 

• Establishing clear governance

• Managing change with intention 
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Assembling the Right Team: Cross-Functional 
Perspectives 
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• Make decisions on scope and 
resourcing 

• Resolve issues that are escalated

• Engage on system and 
process design

• Determine requirements 
• Resolve issues with peers

• Facilitate design and 
implementation

• Liaise with vendor, schools and 
other subject matter experts

• Provide platform and build tool
• Assist in integration between the 

vendor and Northwestern systems 

ResponsibilitiesRoles

Vendor (AdviseStream) 
Data Infrastructure 

Subject Matter 
Experts 

Users 

Undergraduate Schools
Undergraduate Council  
Academic Support Units Core Team

University Registrar 
Information Technology 
Office of Change 
Management

Sponsors

Office of the Provost 
University Registrar 
Information Technology
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Developing Guiding Principles 
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Scalability
Design of the advising 
platform and related 
processes should be 
scalable to accommodate 
future expansion usage to 
additional student and 
adviser populations across 
the University. 

Seamless Student Experience
Optimize student 
experience where possible, 
and accept more variability 
on elements and processes 
that are not student facing. 

Design and Process Choices 
Standardize design and 
process choices that impact 
students, when possible, in 
support of a seamless 
student experience. 

Cross-School Coordination 
Emphasize use cases that 
require coordination across 
schools or units as 
opportunities for alignment
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Taking a Phased-Approach
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+ 3 schools with an 
existing system 

• 3 Phase 1 schools
• 2 support units

+ 3 schools: no 
system; smaller 
populations

• 2 support units 

+ 6 academic 
support units

+ Qatar advisers
+ School-based 

departmental 
advisers

• 3 Phase 2 schools 
• 3 Phase 1 schools
• 2 support units 

+ Academic 
Integrity? 

+ Graduate 
Students? 

• 3 Phase 2 schools 
• 3 Phase 1 schools
• 8 support units 
• Qatar advisers 
• Departmental 

advisers 

Phase 1 

Phase 2 

Phase 3 

Phase 4?

Criteria for Phasing
• Current system usage 
• Complexity of advising structures and processes
• Size of student and adviser populations 
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Establishing Clear Governance 4

Sponsors/Steering Committee

Undergraduate Council 
Subcommittee

AdviseStream Working Group

Schools and Units 

Phase 1 Phase 2 Phase 3

•Each entity played a 
defined role in process, 
with paths of escalation

•Expectations for 
coordination across and 
“change control” were 
outlined and adhered to 



Establishing Clear Governance: Issue Resolution 
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Student 
Demographics

• Pell Grant Eligibility 

• Citizenship

Note-Sharing

• Visibility across 
schools 

• Visibility across 
adviser types

Student Visibility

• Processes inter-
school transfers

• Who can see my students? 
• What data can they see about these students? 
• Who can see my notes on my students? 
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Managing Change With Intention

• Sponsor support 

• Participant input

• Vendor management 

• Managing users’ expectations
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Discussion question: 

• Of the critical factors for success discussed here, are 
there any that stand out as particularly relevant? 

• Are there any you would add? 



Critical Success Factors 

• Assembling the right team

• Developing guiding principles

• Taking a phased approach to implementation 

• Establishing clear governance

• Managing change with intention 

27

1

2

5

4

3



Wrap Up/Lessons Learned 

• The technology is an enabler not a solution, but it can surface critical 
considerations  

• Sponsorship and clear decision authority was key 

• Clarity on our guiding principles and objectives has proven useful 
overtime—both for issue resolution and setting priorities for the future 
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Questions?
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