
EFFICIENCY AND EFFECTIVENESS:

CROSS-INSTITUTIONAL 

COMPARISON OF WORKFLOW 

TRACKING SYSTEMS 

Jeff Marks, Cal State San Marcos

Kalin Agrawal, Cal State Los Angeles

Sunny Moon, Cal State Los Angeles

Cailifornia Association for Institutional Research
44th Annual Conference
November 6-8, 2019
Embassy Suites Seaside, Monterey California



DEVELOPMENT OF PROCESSES AND 

GOVERNANCE, 2015-PRESENT

 Decision Support Group formed (Joint IITS, IR, Enrollment 
Management and other entities) to discuss data issues and 
requests

 Data Request and Tracking process formed to develop a process 
for tracking, assigning and declining data requests

 Improving the Process of Analysis with new data warehouse and 
visualization tools, loads of SELF SERVE data available

 Data Governance Committee formed to develop, implement 
and enforce data policies and to ensure data are vetted



DECISION SUPPORT GROUP (DSG)

 Consists of key IITS, IR, Enrollment Management, Community 
Engagement professionals

 Meets bi-weekly for 1 hour

 Creates collaboration and communication, access to each 
other

 Discusses upcoming issues and events, due dates, and 
initiatives 

 HIPS, GI 2025, the infamous B-P files

 Discusses data request process, workload, who gets what 
requests

 Institutional and static reportable data to IR

 Queries and RaDAR report enhancements to IITS

 Complex queries to the Data Authority in various departments
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IMPROVING THE PROCESS OF ANALYSIS: 

SELF-SERVE REPORTS

RaDAR, our first attempt at self-service…



DATA REQUEST PROCESS DEMO

 https://www.csusm.edu/ipa/

 Student Requests need a faculty or staff sponsor

 Off campus requests (dissertation data, non-MOU school districts, 

fishers, all need an on-campus sponsor

 Web App (free): asp.net with Oracle Database behind it. Web 

form for data in, processes and sends emails as appropriate and 

stores in database for later viewing

https://www.csusm.edu/ipa/


DATA REQUEST TRACKING

 After the request is submitted it is assigned a number and informs the 

requestor it has been received

 The request is then either denied or assigned to the proper DSG 

member who receives an email- one person per request!

 Requests are able to be examined, prioritized, and updated 

according to status (e.g., Work in Progress, Stakeholder Approval, 

Complete)

 Effects: fewer unusual requests (number of homeless students, student 

gamblers, course evaluations) if name is attached



DATA GOVERNANCE

 Convened by CSUSM President

 Ensures a formalized and systematic approach 
to data and information security and 

management

 Specifies organizational data related decision-
making authority (Data Steward)

 Identifies and maintains data standards, 

policies and procedures (PS data entry, student 

groups, when and how data is updated)

Data 
Governance 
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DATA GOVERNANCE FUNCTIONS

 Establish priorities for reporting, dashboard development and analytics

 Provide cross functional oversight and prioritization for Business 

Intelligence Projects, recommend new BI and analytics capabilities

 Recommend operating policies and practices that focus on data 

standardization

 Identify required information and related data; manage metadata 

documentation

 Ensuring a common understanding and consistent interpretation of 

data; ensure data are uniquely and consistently defined



DATA GOVERNANCE FUNCTIONS (CONT.)

 Develop policies and rules for data access levels, permissions and 

confidentiality

 Mediating escalated data issues

 Identify and assign Data Stewards.  Provide guidance to ensure data 

are:

 Accurate, complete, timely, relevant, and vetted by the proper Data 

Authority

 Collected, maintained, used and disseminated in accordance with 

confidentiality and security policies

 Meet the goals of promoting access to and use of data

 Creating, maintaining and approving metadata definitions and data 

quality



INTERESTING DATA REQUEST ISSUES

Outside Requests

Campus Communications and Coordination

Grant Support Issues: Initial Consultation Needed

Vetting of Dashboards and Data Requests with 

DG structure

Adding New Helpers



Strategic 

Planning

Organized and 

Systematic Workflow



INSTITUTIONAL EFFECTIVENESS AT CAL STATE LA

Assets

 Strategic Planning initiative 

identified three priorities

 Prior interest in Tracking Systems

 Existing self-service data 

dashboards

 Existing licenses for an online task 

management tool.

Challenges

 Changes to Team Structure

 New Team Members

 Unnecessarily duplicated 
communication

 Push for more accountability

 Data Governance not yet 
established

 Different ways of getting requests



LA’S PROCESS

1. Gather information

2. Write a plan

3. Set up the technology

4. Train people to use it



GOALS FOR A TRACKING SYSTEM

Goal

Be able to report on all completed, current, and upcoming 

requests.

Notify the team of new requests.

Allow us to study how our efforts align with Strategic Plan 

Priorities.

Enable clients to enter a request themselves.

Be simple for all parties.

Allow transfer of tasks from one staff member to another.

Previous or current work must be quickly and painlessly 

findable.

Be able to repeat methodology of previous work.

Everything should be made a "deliverable".



PRINCIPLES

1. Track as little as possible, but enough to satisfy 

ourselves, our clients, and our sponsors.

2. Avoid tracking data that are used infrequently 

but that could be calculated in the future.

3. Each request gets an ID. All files, directories 

and correspondence should use that ID.

4. Track the requests and tasks, but not how they 

get done. 



LA’S PROCESS

1. Gather information

2. Write a plan

3. Set up the technology

4. Train people to use it



LIFESPAN OF A TASK

Deferred

Due / 

Do
soon Defer

until…

Assigned

Closed

Open
In 

Progress
Assigned 

Primary

Marked 

Progress

Finalized as 

“Complete” 

or “Stopped”

Finalized as 

“Complete” 

or “Stopped”
Finalized as 

“Denied”

Actions include:

 Assigning

 Marking progress

 Completing, Stopping, or Denying



WEB FORMS FOR INTAKE



OVERVIEW OF ALL CURRENT WORK



INDIVIDUAL WORK LIST



REVISITING OUR GOALS

Goal Result

Be able to report on all completed, current, and upcoming 

requests.

Yes

Notify the team of new requests. Yes

Allow us to study how our efforts align with Strategic Plan 

Priorities.

Yes

Enable clients to enter a request themselves. Yes

Be simple for all parties. Maybe

Allow transfer of tasks from one staff member to another. Untested

Previous or current work must be quickly and painlessly 

findable.

Yes

Be able to repeat methodology of previous work. No

Everything should be made a "deliverable". No



LESSONS

1. Use what is available. 

2. Get everyone on board with using the same 

tools. 

3. Commit to it by enforcing rules for all clients. 

4. Train to establish skills and culture.



CONTRASTING SYSTEMS
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Strategic Planning Self-Assessment



REMEMBER: 
WITHOUT A DATA 
REQUEST PROCESS 
GETTING DATA IS 
LIKE PULLING TEETH!
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