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Zoom Features

Use icons to communicate

Leverage the Chat and Raise answers and signals to presenter
Hand features to submit

. © Zoom Meeting ID: 841-573-482 eting Host's s View Options v
questions/comments or i o e Viow —_—_—.

volunteer to speak.

(5 JN:)
I a‘
Meeting Host:
EAB Virtual Meetings Zoom Group Chat
2020
Test Participant
8 . m . 2

Select whether you want to chat
Open Participants and Chat with everyone or a specific person
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How to Use the Annotate Feature in Zoom

T v
orView 32

Step 1: View Options,

then Annotate.

Zoom Ratio > &
Request Remote Control
g Host
| Annotate
Exit Full Screen
EAB Virtual Meetings + Side-by-side mode
2020
[ RO /IR L A a ® @
Step 2: Panel with - T s O o o — "
i i G v 7 - o & @
dlfferen_t options for Select Text Draw (m) Spotlight  Eraser  Format  Unde Redo Clear Save
annotation. Please

select Stamp.
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Polling the Room

How many of you have had a Department Chair or
other faculty member come to you with questions
about APS that you were unable to answer?

React with a "“Thumbs Up”

Sign if this is true for you.

|
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End
Join Audio Stop Video Security Participants Chat Share Screen Reactions More
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Polling the Room: Which Statement(s) Apply to Your Institution?

In the appropriate spaces below, use the Annotate feature to place a stamp where the statement applies to your institution.

Statement Place Your Stamp in This Column!

We have a designated internal
APS expert on campus.

We have held internal training
sessions on the APS platform
(trainings not led by your APS
Strategic Leader).

We have an online central hub
(microsite) where faculty and
staff can go to access
resources on APS.

We have an FAQ document
for APS.

52020 by EAB. All Rights Reserved. eab.com
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Creating Infrastructure to Support APS Users

3 Levels of Support

Individual user
questions @

Self-Service

Internal Experts

External Escalation

Users reference on-demand
resources to find answers and help
on their own

Users escalate their questions or
issues to a point-person(s) on
campus

Point-person elevates the concern to
EAB for advanced troubleshooting
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Current APS Project

Roles on Campus

Can All APS Project Roles Be

Program
Sponsor

Program

Owner .

Value Leads °

Technical
Lead

Functional
Expert

Considered APS Experts?

Sets vision for APS implementation and rollout
Sets strategic plan for APS vision (including creating leadership team)
Provost, CBO

Holds institution to Program Sponsor’s vision
Provides insight into APS metrics relevant for prioritized decision-making process
Serves as local APS expert (often high level)

Vice Provost, Assistant Provost for Academic Affairs, Associate Financial Officer

Four weeks following onsite training
Partner with Executive Team to embed APS into decision-making process(es)

Dean, Department Chair from different colleges

Acts as primary point of contact throughout technical implementation and data
refreshes

Director of IT

There are two
types of
knowledge
necessary to be
an APS expert:
Conceptual and
Functional.
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Redefining What it Means to Be

Conceptual vs. Functional APS Experts

an APS Expert

Conceptual Expert

Role: Functional Expert

Role: Program Sponsor, Program Owner, Value Lead

Why did we buy APS?
Why are we using APS?

What are the methodologies of the metrics in
our APS process?

What are the expectations for APS? What are the details of our FAQ document

What are the nuances of our data due to

How do we want to embed APS into our process?
source systems?

Who will be the APS users?
How should we introduce/roll out the platform?

Do I have the understanding to take ownership
of most internal questions that arise?

v' Everyone involved in the APS project must understand the goals and aspects of APS platform.

< All APS internal experts
should have comprehensive

v' Having local, comprehensive knowledge of APS data essential for cultural buy-in.

v' It is difficult to get commitment from faculty and staff if they do not see same commitment
and understanding from internal APS leadership team.

understanding of APS.

* Functional Expert, a new
type of Value Lead, takes a
specific level of ownership.
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Identifying an APS Functional Expert

Key Characteristics

J Data Literate
» Able to consume data for knowledge

+ Open to learning new technologies
» Understands implications of data source systems
« Can present data in understandable ways

+ Understands why data is relevant for decision-
making

J Knowledgeable About APS
* Understands methodologies of APS metrics

» Has bandwidth to train on metrics and answer
configuration questions

« Familiar with FAQ guide

Areas to Look on Campus
A » Academic Affairs

‘nﬁnk * Assessment
mﬂ_m « Institutional Effectiveness
» Institutional Research

« Academic Resources and Planning

* Finance

« Faculty Data Analyst

hﬂo

» Budget Analyst
* Senior Analyst
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Worksheet

Nar

Ins ion*

Build an Infrastructure to Support Your APS Users

Three Components to Consider as You Create Support Resources

Identifying Potential APS Functional Experts on Your Campus

ith Check-Up, Faculty Line

©2020 by EAB. All Rights Reserved. eab.com

Please take 5 minutes to complete the Identifying
Potential APS Functional Experts on Your Campus
portion of the worksheet. Download the worksheet using
the link in the Chat.

We’ll convene as a group for an opportunity to share out
using either the “Raise Hand” or Chat feature.

12


https://www.eab.com/
https://www.eab.com/

Introducing the “Train the Trainer” Model

New Responsibility for Functional Expert

What is the “"Train the Trainer?” Model

The APS Strategic Leader focuses on training
internal functional experts on APS to empower
them with comprehensive knowledge to
answer functional internal questions.

Why Train the Trainer?
Cultural Buy-In
Internal Context

Institution-Specific Data Questions

Tips to Facilitate a Smooth Train the Trainer Process

o 5

Prioritize Decision-Making
Process

Program Owner clearly articulates
prioritized process to all campus
APS team (Annual Health Check,
Faculty Line Request, Course
Capacity Management, etc.)

O 3

i

APS Strategic Leader to
Train the Trainer

APS Strategic Leader to train the
Functional Expert on prioritized
metrics. Option for APS Strategic
Leader to record this session and
offer office hours session.

O s
/]
Determine APS Metrics

APS metrics to be incorporated
into determined process are
decided upon by APS leadership
team.

oL

APS Strategic Leader to
Support the Trainer

As new features are released,
virtual refresh trainings offered
by APS Strategic Leader on a
yearly basis. Continuous access
to APS Help & Training Tab, User
Guide, Videos, etc.
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Train the Trainer Process & Checklist

Training the Trainer

APS Leadership Team prioritizes APS Process (Annual
Health Check, Faculty Line Request, Course Capacity
Management)

APS Leadership Team determines APS Metrics for
process

APS Functional Expert identified

APS Strategic Leader provides training/office hours to
Functional Expert (the Trainer)

APS Strategic Leader helps Trainer determine training
session outline for users (Dates, Locations/Zoom
links, Attendees)

APS Strategic Leader provides sample APS Practice
Worksheets and sample APS Process Templates to
Trainer

Coming Soon!

Sample Training
Worksheets and
Templates

Resource: Training Preparation and

Milestone Checklist
Download it using the link in the Chat!

aining topics based on

l-out and training timeline
4 Training effectiveness assessment mechanism ta collect user feedback
Q Verify with APS Strategic Leader that all APS Users have access ta platform

Q Send confirmation of access a leamning activities to complate in the APS
platform in advance of training )

BEFORE
TRAINING

s to complete in tha APS

if applicable

ansure that you thoughtfully cover all of the
ch session

r APS platform use

DURING
TRAINING

improve training

AFTER
TRAINING

Leader and your institution’s Executive
zation, and angaing user needs

Malka a Training Plani
Work with your APS.
Strategic Lesder

a co
Team about adoption,
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Worksheet

Nar

Ins ion*

Build an Infrastructure to Support Your APS Users

Three Components to Consider as You Create Support Resources

Identifying Potential APS Functional Experts on Your Campus

ith Check-Up, Faculty Line
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Please take 5 minutes to complete the Creating a Train
the Trainer Project Plan portion of the worksheet.
Download the worksheet using the link in the Chat.

We’ll convene as a group for an opportunity to share out
using either the “Raise Hand” or Chat feature.

15
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Creating Infrastructure to Support APS Users

3 Levels of Support

Individual user
questions @

Self-Service

Internal Experts

External Escalation

Users reference on-demand
resources to find answers and help
on their own

Users escalate their questions or
issues to a point-person(s) on
campus

Point-person elevates the concern to
EAB for advanced troubleshooting
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Supporting APS Expertise on Campus With Self-Service Resources
Creating an FAQ Guide Housed in Digital Hub

FAQ Guide

Functional Expert to work with APS Strategic Leader and Technical
Leads to create institution-facing FAQ Guide after implementation.

Importance of the FAQ Guide

Focus FAQ Guide On What is Unique

Prioritize FAQs that are distinct to your institution. (If it's
standard to the platform, we have user guides, videos, and a
Help Center coming that will address these questions for you.)

Data Source Systems interact with APS differently, so we want
guide to be institution-specific

Gives academic leaders resources and on-demand assistance
to help answer faculty & staff questions

Demonstrates value in APS platform by leadership
Arms internal leaders with resources to use APS effectively

Helps newcomers become comfortable with APS more quickly

Tip: Ensure FAQ guide is easily accessible
through a dynamic, login protected microsite
on your institution’s website.

Example:

BGSU. Academics  Admissions  About  Athlstics  Alumni  Lbranies  Reseorch  Students  Intemational L]

Academic Performance Solutions FAQs

Create a Central Email/Source to Receive Questions

Use a centralized Internal APS question email address that the functional expert,
program owner, and IT technical lead can use, so questions are tracked. If IT
Help Desk already exists, IT desk can triage the email to the admin.



https://www.eab.com/

Worksheet

[ ]
&y | veveloping an FAQ Guide and Onl
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Please take 5 minutes to complete the Developing an
FAQ Guide and Online Central Resource Hub portion
of the worksheet. Download the worksheet using the link
in the Chat.

We’ll convene as a group for an opportunity to share out
using either the “Raise Hand” or Chat feature.

18
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Effective Methods for Communication & Training

Active Training Self-service Training Proactive Training

Platform Walk-Through:
Conduct formal walk-
throughs of APS. Ask
department chairs, deans,
and other main users to
attend, follow along, and ask
guestions.

Office Hours: Host informal
times when deans and
department chairs can come
into a dedicated space (in-
person or virtual) to help one
another and ask questions.

Note: Plan these training
sessions ahead of time to
establish a regular cadence;
ensure you are targeting
multiple audiences and
platform components.

Resources in Help Center:
EAB provides training guides
that we recommend you pare
down and/or customize to
share with APS users. Ensure
that these documents are
digestible and easily
accessible.

Microsites: Institutional
microsites are a great place
to announce platform
updates and store
frequently-asked-questions

Note: Ask your APS Strategic
Leader for partner examples!

Onboarding/Hiring
Training: Ensure that new
APS users are acclimated to
APS as soon as they join
your institution.

Persistent Training: Use
department chair retreats,
all-hands meetings, or
roundtable discussions to
share key functionality and
success stories within APS.

Note: Champion superusers
to share wins by highlighting
& rewarding their wins at
existing meetings. Consider
how APS can be part of
ongoing conversations to
better advising at your
institution.
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Microsites

Your Institution’s Navigate Knowledge Base

Microsites help to proactively address common questions before they are asked

P> Value Statement - “"Why are we
partnering with EAB?”

BGSU. Academics  admissions  About  Atnlstics  Alumnd  Libranies  Research  Students  Intermational ft owBesy =

Academic Performance Solutions FAQs

P> Access Information - “How do I log
into the Training and Production
environments?”

P> Resources - “How does this feature
work?”

p Training Opportunities - “"How can I
get in-person help?”

P> Product Release Updates - “What's
coming next and how will it impact
me?”
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Building a Safety Net

Systems Supporting Quick and Effective Responses

What might an end user p What could this really
say? mean?

+ User needs to set
“It doesn’t work!” something up differently

» User needs training on its
intended function

* User error
» Datais incorrect
* Product might have a bug

* User doesn’t like how
something works

How do we know the
right action step?

» Configuration
Adjustment

*  Permission Update
+ Additional Training
* Technical Support
* Bug Escalation

- Enhancement
Suggestion

e Strategic Leader
Involvement
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