
DANIELA BOYKIN, ASAP ASSISTANT DIRECTOR 

LESLEY LEPPERT-McKEEVER, BMCC ASAP DIRECTOR 
 
 

CWDA CONFERENCE 
OCTOBER 4, 2012 

Presenter
Presentation Notes
Good afternoon everyone.  My name is Daniela Boykin and I’m the Assistant Director of the City University of New York’s Accelerated Study in Associate Programs also known as ASAP.Also here with me today is Lesley Leppert McKeever the ASAP Director at Borough of Manhattan Community College.



Ray A. Llanos, 2012  

Presenter
Presentation Notes
Before moving to NYC I grew up in the San Fran Bay Area and have a long history of serving communities working in both public health and education.  My friend works for the I Have a Dream foundation and is a photographer.  He posted this as his profile picture the other day and it spoke to me.  This is what excites me about education…the opportunity to impact lives through helping students overcome difficult obstacles through building capacity.  Education is a powerful resource and  can make a the difference in  creating a better quality of life today and for generations to come….but unfortunately for far too many, education doesn’t come easy…especially in NYC. 



Presenter
Presentation Notes
New York City’s Comptoller just released a report last week called Beyond High School that highlighted New York City’s education gap and the economic and social impacts.The study estimated that four out of every five NYC public high-school students, or 79% do not earn a degree w/in 12 years of entering the 9th grade.  



Mean Annual Earnings of NYC Residents,  
by Educational Attainment 

Source: 2012 ACS 1-year Public Use Microdata Samples (PLUMS), NYC residents age 21 to 65 

Presenter
Presentation Notes
Is college for everyone, no, but we know that individuals with an education are more likely to earn more and the economic returns on education over a lifetime out way the costs. Those with higher education are more likely to have a job and more likely to have a better paying job.



Unemployment Rates for New York City Residents, 2010 
By Educational Attainment and Race 

Source: 2012 ACS 1-year PLUMS, NYC residents age 21 to 65 

 

Presenter
Presentation Notes
We also see a trend of increased unemployment amongst those with the least education.  Building human capital through education has the potential to increase earnings and welfare  but  unfortunately we aren’t graduating enough students…so how do we close the gap?



HOW DO WE BEGIN TO CLOSE THE GAP… 
 
 ASAP program design and delivery of coordinated and integrated services at 6 

CUNY community college campuses 
 
 Data’s role in program management, assessment, and evaluation 

 
 Lessons learned to impact retention and graduation…at scale 

 
 Q & A 

 

Presenter
Presentation Notes
Today Lesley and I traveled all the way from New York City to share with you about our experiences working with first generation community college students in CUNY ASAP.ASAP is in the business of building capacity and we work hard to ensure our programming meets the needs of our students to ensure they are able to graduate with in 3 years or less with an associate degree to enter the workforce or go on to pursue a 4-year degree.We are all committed to working to address needs in similar populations and we’d like to share with you:Our program design and how we’ve been able to effectively deliver coordinated and integrated services at 6 campuses to serve low income, first generation community college students.The role that data plays in ASAP’s program management, assessment, and evaluationLessons learned to impact retention and graduation and our plans to go to scale 



 Just over 272,000 
degree seeking students 
across all colleges            

 11 Senior Colleges and 
7 Community Colleges  

 Community colleges 
serve just over 87,000 
degree seeking students 

66% 
Full-
Time 

34% 
Part-
Time 

Community College Degree 
Seeking Students 

CITY UNIVERSITY OF NEW YORK 

N = 87,490 

Source: CUNY Office of Institutional Research 2011 

Presenter
Presentation Notes
I’ll start by providing a little background to give you some context for ASAP’s development.The City University of New York is the nation's leading urban public university, serving more than 272,000 degree seeking students  across 11 senior colleges and 7 community colleges CUNY’s CC Serve approximately 87,000 degree seeking students at all community college campuses including the New Community College that just opened this August.Majority of CC students are enrolled full time.



SHIFTS IN CUNY COMMUNITY COLLEGE ENROLLMENTS   
BETWEEN 2007 AND 2011 

40% 

27% 

2-Year College Freshman 

2-Year College Total 

Source: CUNY Office of Institutional Research 2011 

Presenter
Presentation Notes
Interesting to note the increase we’ve seen since 2007 of students enrolling in our community colleges particularly first-time freshman.  The good news is there’s interest and students have access; however, students are enrolling with a number of challenges….



CUNY DEGREE SEEKING COMMUNITY COLLEGE STUDENTS 

65% 

15.6% 

48.4% 

29.8% 

46.2 % 

Pell Grant Recipients 

Supporting Children 

First Generation 

Work > 20 hrs/wk 

Household Income < $20K 

Source: CUNY Office of Institutional Research 2010 

Presenter
Presentation Notes
These challenges have resulted in a number of academic challenges…



CUNY COMMUNITY COLLEGE STUDENTS 

 

 

79% 

In need of remediation 

66% 

0% 0% 

Re-enroll after a year 

13% 
0% 0% 

Graduate in 3 years 

Source: CUNY Office of Institutional Research 2011  

Presenter
Presentation Notes
Clearly there’s a gap and there’s work to do and University leadership is committed to making a dent.  As the Chancellor  tells this story himself…he came up with the idea for ASAP pacing around his living room floor…contemplating the challenges of why students aren’t graduating.  



ADDRESS BARRIERS AND STREAMLINE STUDENT EXPERIENCE 

 Students are poorly prepared 
 Education is often competing 

for their time 
 Colleges are large with many 

departments , majors and 
procedures    

  

“Minimize students’ uncertainty to increase engagement.”  
     Chancellor Mathew Goldstein  

Presenter
Presentation Notes
He came up with the idea to isolate key barriers students face and develop programming to address them and streamline the student experience .We know that many students arrive poorly prepared; they may have weak study habits and few experienced family members and friends to whom they can turn for counsel.  In addition, their education is often competing for their time against their very real need to earn a living—to pay bills and support a family. We know entering college can be confusing.  Incoming community-college students find themselves in large, complex institutions with numerous departments and majors and multilayered procedures for financial aid, registration, and advising.  CUNY is committed to as our Chancellor describes minimizing student uncertainty to increase engagement.  



ASAP HISTORY 
Goal:  At least 50% of students will 

complete an Associate’s degree within 
three years 

 

2007:  
 CUNY funded by Mayor’s Center for 

Economic Opportunity (CEO) at $6.5 
million annual budget for three years 

 

 ASAP launched 1,132 fully skills 
proficient students* across six CUNY 
community colleges 
 
 

 
 

 
* 28% of fall 2007 ASAP students had some developmental needs when recruited and addressed over summer. 
 

Presenter
Presentation Notes
So he set out to develop a program that would provide comprehensive support services to students and enlisted the support of Mayor Bloomberg, in partnership with the New York City Center for Economic Opportunity.  The Center looks to target initiatives that impact young adults, the working poor, and families with young children, as recommended by the Mayor's poverty commission. These programs aim to help people break the cycle of poverty through education, employment, and health-based strategies.Since ASAP’s beginning, our goal has been to graduate at least 50% of our students within three years or less.  At the time the national graduation rates for urban community colleges was 16% in 3 years.We recruited our first cohort of students in 2007.  Just over 1,100 students who were proficient at time of entry  although 28% had developmental need when recruited the semester before and addressed those needs over the summer.



ASAP HISTORY 
Fall 2009:  

 ASAP begins to admit students with developmental 
needs  

 
Spring 2010:   
 ASAP exceeds 3-year graduation goal with fall 2007 

cohort 
 
 ASAP funding now a permanent allocation to CUNY 
 
Fall 2011:   
 Fall 2009 cohort 2-year graduation rate four times 

higher than comparison group 
 

 CUNY Chancellor announces plans to expand ASAP  
 

 

Presenter
Presentation Notes
Based on the 2-year success of our 1st cohort, we modified our criteria and began to admit students no more than 2 developmental course needs in 2009.In 2010, we exceed this goal with our 1st cohort graduating 55% of our 1st cohort w/in 3 years and ASAP’s funding was made a permanent allocation to the University.We saw 2-year success with our 2nd cohort of students that had developmental needs and the chancellor announced the Universities commitment to expand the program to serve more students at all 6 colleges.



ASAP TODAY… 
 Just completed 2012 recruitment  

1,500+ new students 
 

 Serve 2,200+ students 
 

 Expanding to 4,000+ students by 
fall 2014 
 

33% 

0 
0 In 2014 ASAP will serve:  

of first-time full-time degree seeking students 



COORDINATED EFFORT BETWEEN CENTRAL 
OFFICE AND COLLEGE PROGRAMS 

ASAP 
Central 

ASAP Bronx 
Community 

College 

ASAP BMCC 

ASAP Hostos 

ASAP 
Kingsborough 

ASAP 
LaGuardia 

ASAP 
Queensborough 

Presenter
Presentation Notes
ASAP is at 6 of CUNY’s community colleges and is administered through a coordinated effort between the ASAP central office and each college program.    Central Office is housed in CUNY’s office of Academic Affairs and under the Senior University Dean of Academic Affairs and ASAP at the colleges is housed in Academic Affairs and College Directors report to the VP of Academic Affairs.Central Office is charged with ensuring program is meeting students needs through development of policies and programming and ongoing assessment and evaluation and are in regular contact with directors.This structure allow ASAP to benefit from leveraging relationships across the University as well as at the individual colleges.With that I’ll stop there and turn things over to Lesley to share more about our programming from the college perspective….





COORDINATED & INTEGRATED SUPPORT 

 Must function as ONE of many retention 
programs on campus 
 
 Each program must understand the 

campus culture 
 
 Maintain and foster relationships with 

student support departments and 
faculty 
 
 Staff must work on behalf of the college 

and individual program 
 



ASAP COLLEGE STAFFING STRUCTURE 

Under Vice President for Academic Affairs: 
 

 College Director 
 

 3-6 Advisors 
 

 Career Employment Specialist 
 

 Administrative Assistants 
 

 Tutors 
 



ASAP APPROACH 
Support students with:  
 
1. Removing financial barriers to full time study 

 
2. Gaining and maintaining academic 

momentum 
 

3. Developing a connection to the college and 
building community 
 

4. Accessing  comprehensive and relevant 
support services 

 

  

Presenter
Presentation Notes
The 4 main components to our approach to working with students are…1. Remove financial barriers to full-time study2. We want to see students gain and maintain academic momentum.  We support them by providing a structured pathway with clear expectations…the most important being they must immediately and continuously enroll in remedial courses  with the goal of all students being proficient by the end of their second semester.3. We want to ensure students develop a connection to the college.  BY building relationships and encouraging them to get to know their peers, ASAP staff and faculty…4. And through these relationships, they will become  comfortable  and more likely to seek out relevant supports w/in ASAP and at the college.



ADMISSIONS CRITERIA (FA12) 

 Must be a New York City resident 
 

 Agree to study full-time in an ASAP-approved 
major 

 
 Continuing students must have less than 15 

credits and a GPA of 2.0 or above 
 

 Be fully skills proficient or have no more than 
two developmental course needs 

 
 Receive some need-based financial aid (Pell 

and/or TAP) 
 

 

Presenter
Presentation Notes
To be eligible for ASAP students must…



ASAP PROGRAM COMPONENTS 
ASAP Services:  
 Intensive, intrusive academic advisement 
 Academic support services 
 Career development services 
 Blocked courses 
 Priority registration 
 Leadership development 
 
Financial Incentives:  
 Tuition waivers 
 Free use of textbooks   
 Unlimited monthly MTA Metrocards  



ASAP PROGRAM PRIORITIES 

1. Early relationship building 
 

2. Structured pathway 
 

3. Supportive community 
 

 

 
 
 

 



EARLY RELATIONSHIP BUILDING 

 Recruitment in early spring 

 Information sessions 

 Conduct intake interviews to determine 
interest, needs, and fit 

 Early engagement activities with other 
students, staff and campus offices 

 Summer bridge program 

 



STRUCTURED PATHWAY 

 Required full-time study  

 Consolidated class schedule  

 Block courses  

Winter and summer course taking 

 Immediate and continuous 

developmental course enrollment 

 



 
DEVELOPMENTAL POLICIES  
 
 ALL students attempt developmental courses 

immediately and continuously  
 

 GOAL: complete all developmental 
requirements w/in their first year 

 
 Effective spring 2012, students w/ more than 

1 developmental need are required to enroll 
in Summer Immersion  
 

 Colleges block remedial courses 
 

 Tutoring is required for students w/ 
developmental need 

 



SUPPORTIVE COMMUNITY 

 ASAP Seminar and workshops 
 Career Employment Specialists 
 Additional campus supports 
 Advisement 
 

 

 

 



ASAP ADVISEMENT  
 Dedicated full-time staff with  a 1:150 

caseload 
 
 Work with advisor through graduation 

 
 Monthly contacts build relationships and 

student comfort  
 
 Assess and address academic and 

personal needs 
 
 Follow-up with faculty about attendance 

and progress 
 



Presenter
Presentation Notes
In addition to the comprehensive services and thoughtful programming, ASAP has a very robust assessment and evaluation agenda.  Data is an extremely valuable asset and we take it very seriously.  It plays a major role in our day-to-day program development and  management, program policy, and continued funding. 



INTERNAL ASSESSMENT AND EVALUATION 
College Reported  
 Retention 
 Remedial enrollment , outcomes, and 

proficiency 
 Contacts (advisement, seminar, 

career, tutoring ) 
 
Assessment 
 Annual Student Surveys 
 Annual Student Focus Groups 

 
Student-Level Data from the CUNY OIRA  

 Graduation 
 Credit accumulation 

 
 

Presenter
Presentation Notes
Central office and colleges regularly monitor data on key outcomes and we also collect data on program priority areas such as our advisement, seminar, and tutoring in order to ensure we are on track and students are engaged.



EXTERNAL EVALUATION  

Five-year Random Assignment Study (MDRC) 
 3 colleges and 900 students 
 Preliminary report shows increase full-

time enrollment, first-to-second-semester 
retention, completion of developmental 
coursework and credits earned 
 

Cost-Benefit Study  
 Average cost per 3-year ASAP graduate is 

lower than for comparison group graduates 

 

Presenter
Presentation Notes
In addition to our internal evaluation we also have a number of external evaluation projects.And a very exciting cost-benefit analysis with the center for cost-benefit studies at teacher’s college at Columbia University.  Initial results have sown that ASAP cost per graduate is less than the comparison group.  



COLLECT MONTHLY ADVISEMENT DATA  

 Document student contacts (date of 
meeting) 
 
Meeting codes (the reason/issue 

addressed during the meeting) 
 
 Action Codes (what supports took 

place on student behalf) 
 
 Faculty Contact (attendance and 

progress in courses) 
 

Presenter
Presentation Notes
I’d like to focus on 2 key areas that we believe have a significant impact on student success which are advisement and completion of developmental coursework.Ensuring that advisors maintain regular contact with students is extremely important.We collect monthly data from the colleges that details date of meetingsMeeting codes that note what was addressed during the meeting as well as action codes what support was providedAs well as faculty contacts that require follow up with studentsThis data allows for us to make sure students are being seen, monitor advisement trends     



Presenter
Presentation Notes
We generate reports each month and at the end of the semester to document trends across all colleges as well as individual reports for each college.This allows us to know who’s been seen and who hasn’t and follow-upWe also look at the top codes to note students needs and type of supports.



GRADUATING STUDENTS FALL 2011 
 ASAP Resources “Very Helpful” in college 
 

45% 

52% 

55% 

58% 

87% 

90% 

96% 

Block programming 

ASAP tutoring 

Small class size 

ASAP CES 

Early registration 

ASAP advisement 

Financial resources 

Presenter
Presentation Notes
We also conduct student surveys (both for contintuing and graduating and focus groups each year.



2-YEAR ADVISEMENT MEETINGS & GRADUATION 

9 meet 16 meet 23 meet 

1 SD = 7 meetings 

RESULT: For every standard deviation increase in advisement meetings during the 
second year, the probability of graduating in 2 years increases by 10 percentage points. 

Presenter
Presentation Notes
We also conducted a regression analysis on the variable predictors of 2-year graduation outcomes.  In the analysis, we looked at 2nd-year advisement controlling for gender and race.We found that for every standard deviation (w/c is 7 meetings) above the mean (w/c is 16 meetings), the probability of a student graduating in 2 years increased by 10% points.



DEVELOPMENTAL DATA COLLECTION 

 Developmental course enrollments 
 
 Developmental course outcomes 

 
 Proficiency level at end of semester  
 



DEVELOPMENTAL NEED REMAINING AFTER 1 YEAR 

COHORT 
 
 

Entering Cohort 
 
 

Entered ASAP With Developmental 
Need(s) 

 

Developmental Need(s)  
 
 

N N % N % 

COHORT 2 429 326 76 58 16 

COHORT 3 390 335 85 68 23 

COHORT 4 513 390 76 68 18 

COHORT 5 462 304 66 47* 11* 

*Does not include summer 2012 data 

Presenter
Presentation Notes
We have struggled our goal of all students completing developmental course work with-in their first year.  Through monitoring data closely we’ve made adjustments to our programming and policy.



SUMMER DEVELOPMENTAL ENROLLMENT BMCC 

80% 
(51) 

72%  
(64) 

51%  
(89) 

Students who became triple 
exempt 

Students who passed 

Students who took 
developmental classes in 

summer 



Source: CUNY Office of Institutional Assessment and ASAP Colleges 

Presenter
Presentation Notes
This intermediate benchmarks ultimately play a role in our end goal w/c is to graduate students.We’ve done analysis on a combined cohort or all ASAP graduates and a constructed comparison group of similar students and we see that our students graduate at higher rates both students with developmental need and fully proficient at 2, 2.5 and 3 years.Most striking is to note that at the 3-year mark the rate of graduations b/w students with developmental need and fully proficient is negligible.





ASAP EXPANSION 

$5 million in additional foundation 
funds raised to expand and 
evaluation capacity and offer 
scholarships 
 
 Random assignment study by MDRC at BMCC, 

Kingsborough, and LaGuardia 
 
 Transfer scholarship program for ASAP graduates 

at six CUNY senior colleges 
 

Expand ASAP to serve 4,000+ 
students by fall 2014 
 
 



ASAP COSTS 
 Pre-expansion annual cost per student: $6,000 

 
 Estimated annual cost per student at scale in 

2014: $3,700 

 
 ASAP students graduate at more than twice the 

rate of non-ASAP comparison group students 

 
 First part of cost benefit study of ASAP shows a 

$6,600 savings per graduate 

 
 Preliminary analysis of cost per graduate suggests 

ASAP is a wise up-front investment 
 



LESSONS LEARNED 
 Financial resources to remove barriers to full-time study 

 
 Structured degree pathways  

 
 High expectations for all students 

 
 Create a sense of community  

 
 Comprehensive support services  
 
 Examine data regularly with all stakeholders and use to 

inform program practice 

 



CUNY ASAP CENTRAL GROWING PAINS 
PLANNING 
 Central & college planning 

teams developed expansion 
plans 

 
RECRUITMENT 
 Citywide outreach & marketing 

campaign includes ASAP 
graduates 

 
DATA COLLECTION 
 Goal to move to an online 

database 



ASAP COLLEGE GROWING PAINS 

RECRUITMENT 
 Use alumni and student leaders 

 

ADVISEMENT 
 Move to need-based model 
 Group advisement, workshops, telephone, email,  

 

DATA ENTRY 
 Block time for entry 

 

SPACE! 

 



STAY TUNED… 
  ASAP Follow-Up Report 

 

MDRC Preliminary Report 
 

 Part-One Cost-Benefit Study 
 

www.cuny.edu/asap 
www.facebook.com/cunyasap 

 



56% 

44% 

28% 

23% 

15% 

7% 

3-Year 

2.5-Year 

2-Year 

Comparison N=? 
ASAP N=? 

ASAP VS. CONSTRUCTED COMPARISON GROUP 

GRADUATION RATES 

Source: CUNY Office of Institutional Research and Assessment and ASAP Colleges 
 



ASAP VS. CONSTRUCTED COMPARISON GROUP 
 
  

 

Source: CUNY Office of Institutional Research and Assessment and ASAP Colleges 
 

34 

80% 

98% 

31 

65% 

82% 

Third Semester Cummulative 
Credits (mean)* 

Retention 

Full-Time Enrollment 

Comparison N=? 
ASAP N=? 

*Students with developmental need 



NYC 2010 UNEMPLOYMENT RATE 

14.9% 

10.3% 

9.2% 

5.4% 

2.4% 

Less than a high school diploma 

High school diploma or GED 

Some college, no degree 

Associate's degree 

Professional degree 

Presenter
Presentation Notes
With the shifts in the economy capacity building through skill development and education play an important role as we know a lack of skills and an education can contribute to the cycle of poverty as we see a trend of increased unemployment amongst those with the least education.  And being low-income puts you at risk of being less likely to complete  post secondary education  which has an impact on unemployment and earning potential. 



$17K 

$22K 

$29K 

$42K 

High School Diploma 

Some College 

Associate's Degree 

Bachelor's Degree 

NYC AVERAGE ANNUAL EARNINGS AGES 25-29  

Source: Mobility Makers Report, Center for an Urban Future, 2011 

Presenter
Presentation Notes
Is college for everyone, no, but we know that individuals with an education are more likely to earn more and the economic returns on education over a lifetime out way the costs. Now more than ever, community colleges play an important role  in income mobility, but unfortunately too many students who enroll with good intentions to make a better life for themselves, drop out before graduating.
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