
Institutional Description 
	  
Texas State University is the fourth largest institution in the State of Texas and located in a growing 
community of 58,000 people in the San Marcos Hill Country. In the past decade, the institution has 
achieved milestones such as reaching Hispanic Serving Institution status in 2010 and becoming an 
Emerging Research University in 2012. Our students come from around the globe, and our student 
body is diverse. Forty-eight percent of Texas State students are ethnic minorities. Texas State ranks 
13th in the nation for total bachelor’s degrees awarded to Hispanic students.  
 
As a result of these changes, our first year student population has dramatically increased and 
prompted the need to re-evaluate services provided to first-year students. This proposal will 
highlight strategic planning for an innovative and more personalized first-year experience.  

 

Program Development 
	  
In 2011, the University began implementing its Quality Enhancement Plan (QEP) - Personalized 
Academic and Career Exploration (PACE) - a Focus on First-year.	  PACE was developed to help 
students clarify their career goals and to assist students in developing and implementing an 
educational plan. In 2012, PACE Advising opened its doors to a cohort of 4,360 students. Its design 
allows students to explore all undergraduate degree programs, while focusing on engaging students 
in educational planning. The intent of PACE Advising is to promote academic, personal, and 
professional development, while considering the diverse interests, abilities, and goals of our students. 
 
Challenges 
	  
Since launching in 2012, PACE Advising experienced challenges in regard to staffing, integrating in 
the campus community, and identifying our student population. 
 
Due to the demands of student enrollment, staffing and space proved to be an issue. Discussions 
about PACE Advising’s student enrollment was projected to be around 3,000 students, which 
resulted in the hiring of 12 staff members for the first year. However, the university exceeded its 
projection, leading to an advisor-student ratio that was unsustainable. PACE Advising leadership 
requested and granted additional staffing to meet the demand. Due to the increase in staffing, PACE 
Advising leadership was able to focus on creating an environment that fosters professional 
development, maintains advising accuracy, and nurtures staff sustainability.  
 
 
 
 
 
 
 
 



 
As a new center in the campus community, PACE Advising had to communicate its’ function to the 
campus community as well as its first-year population. Additionally, PACE Advising had to create all 
of its’ components for operational purposes including, but not limited to: NSO documents, advising 
documents, programs, office policies and procedures, etc. To educate stakeholders and to create the 
office, PACE Advising had to collaborate with relevant departments on campus, review best 
practices for large advising centers for first-year students, and maintain clear and open channels of 
communication throughout campus.  
 
An additional challenge that was encountered was being able to correctly identify and code PACE 
students. PACE students are students who have completed zero to fifteen hours of college credit 
after graduating from high school and before enrolling at Texas State. Due to normal admissions 
procedures (final high school transcripts and college transcripts receiving) students can be 
misidentified and filtered to wrong advising centers.  
 
Budget 
	  
The budget pool for PACE Advising is shared with the other PACE components (PACE 
Leadership, Mentoring/Academic Coaching, Career Counseling etc.). The following outlines the 
PACE Advising components that were funded through this pool.  
 
2014-2015 PACE Advising Estimated Budget 
Staff $618,697.92 
Benefits $201,695.52 
Student Worker and Intern  $51,120.00 
M&O $98,702.91 
Travel $12,417.62 
Total: $982,633.97 
 
Practical Considerations 
	  
There were a number of considerations that PACE Advising had to examine early in its 
implementation.  
 
Training: As a center that advises for 97 undergraduate degree programs, a comprehensive advisor-
training program had to be developed that included liaisons to each college advising center, advisor 
learning outcomes, trainee mentorship, and a period of observation and shadowing. In addition to 
training, structured templates were developed to compile the breadth and depth of information of 
our academic programs into easily accessible and trainable resources (electronic PDF).  
 
Student Learning Outcomes: Student learning outcomes direct staff to empower first-year 
students to participate in the “advising as teaching” process. Considering the limited time (one year 
cohort model) students meet with PACE before transitioning to their graduating college advising 
centers, PACE Advising developed seasonal student learning outcomes that created a common 
advising curriculum for the center.  
 
Student Staff: The rapid growth of our student population necessitated an increase in PACE staff. 
This growth included additional advisors, but also graduate assistants (GA’s), interns, and student 



workers. The inclusion of part-time, non-professional staff helped to maintain the operational 
demands of the center.  
 
Team Building: Team building is essential for a large and diverse staff. Professional development 
that focuses on communication (styles, conflict resolution, etc.), staff morale, and community 
outreach is encouraged as part of a larger philosophy of support that is promoted through 
leadership.  
 
Assessment: Texas State had to review its campus-wide academic advising assessment standards 
and measurements to include a first-year model, which focuses on personalized and intrusive 
advising. 

Goals and Objectives 
	  
The mission of PACE Advising is to provide comprehensive and proactive academic advising and 
programs to first-year students at Texas State University. We are committed to: partnering with 
Academic colleges and campus departments; fostering a collaborative environment that engages 
students in their educational journeys; understanding and honoring the diverse needs of our 
students; promoting student empowerment and self-advocacy. 
 
PACE Advising Student Learning Outcomes (SLO’s): Due to the limited amount of time that 
PACE Advising has with its’ first year students, it was essential to develop timely and strategic 
student learning outcomes that would empower our students to become active members in their 
advising and create a cohesive advising curriculum amongst a large staff.  
 
Building upon previous semester objectives, in addition to properly advised coursework, PACE 
students will leave with knowledge about: 
 

Summer SLO’s:  
• How to prepare for their next advising appointments 
• How to contact PACE Advising and/or a PACE advisor 
• PACE Advising appointment policies 
• When to schedule their next appointment with PACE Advising 

 
Fall SLO’s: 

• Where to find degree information 
• Where to find academic policies 
• How to register for courses 

 
Spring SLO’s:  

• How to contact their new advising center in the fall 
 

Probation Program SLO’s 
• Knowledge of academic probation policies  
• Knowledge of campus resources applicable to the goals set during their appointment 
• An understanding of how to calculate their GPA 



Program Description 
	  
The PACE Center - is a one-stop shop for academic advising, career counseling, and 
mentoring/academic coaching for first year students. PACE Advising is with first-year students 
every step of the way. Beginning in New Student Orientation (NSO) and through the course of 8-
weeks, more than 5,000 students engage in a one-on-one advising appointment in order to offer the 
most welcoming and personalized experience possible.  
 
Throughout their 1st year, PACE Advising provides its’ students with the resources and tools to 
become advocates for their personal and academic success. Knowledgeable advising staff allow 
PACE students the ability to maintain choice of their academic advisor and varied methods of 
communication keep students informed and engaged.  
 
Upon leaving PACE Advising, students are prepared to be advocates for their personal and 
academic success as they transition to their graduating colleges. 
 
PACE Advising currently maintains the following staffing model:  
 

(1) Director: Manages daily operations of PACE Advising. 
(1) Academic Advisor II: Assists the Director, advises students, serves as a liaison member 

to the various college departments, and is a member of the Planning & Development 
team.  

(3) Student Development Specialist: Advises students, serves as a liaison member to the 
various college departments, and are members of the Planning & Development team.  

(13) Academic Advisor I: Advises students and serves as a liaison member to the various 
college departments. 

(2) Graduate Assistant: Advises students part time and assists with office needs. 
	  
PACE Advising Internal Pillars 
	  
The innovative programming produced by PACE Advising is a reflection of the PACE Advising 
internal pillars. These pillars are coordinated by PACE Advising staff and allow for professional 
development at all levels of the office. 
 
Planning and Development: The Planning and Development Team provides strategic planning, 
leadership, and direction for PACE Advising as well as guidance and support of staff professional 
development. 
 
Assessment Team: Aims to enhance the quality of PACE Advising and programs through the 
assessment of student learning outcomes and evaluation of student data gathered via survey 
feedback. 
 
Academic Probation Programming Team: The Resiliency program is sponsored by PACE 
Advising for students on academic probation. Utilizing an intrusive and personal contact-advising 
model, our goal is to help students succeed academically and personally.  
 



Book Club: The book club provides an open forum in which participants may exchange ideas 
and/or opinions during bi-monthly meetings and expands participant’s literacy experience by 
reading books from many different genres and authors. Encourages a positive personal connection 
to the workplace that supports growth and enjoyment. 
 
Community Development Team (CDT): CDT enhances the sense of community amongst 
PACE students, staff, Texas State Advising, and the Central Texas area, through community service, 
the camaraderie of social events and interoffice collaboration. 
 
Graduate Assistant and Intern Team (GAIT): GAIT was created in order to help students 
prepare for and gain knowledge about Academic Advising as a profession. The team accomplishes 
this goal by hiring interns who assist with New Student Orientation and special projects during the 
summer, and Graduate Assistants who undergo thorough training in order to take on part-time 
advising during the academic year.  
 
Public Relations & Technology (PRT): PRT promotes PACE and other educational initiatives 
through our website and social media (Facebook, Twitter, Pinterest, and Instagram). PRT researches 
and implements relevant uses of technology in advising such as text reminders and video tutorials. 
 
Liaison Teams: Are developed to provide continuous communication between graduating colleges 
and PACE Advising to ensure up to date information is being communicated to first-year students.  
 
 

Procedures Used in Program Evaluation 
 

The following charts outline PACE Advising student cohort numbers, contact data, results and 
outcomes. PACE Advising pulls data regularly from its appointment scheduling software (SARS). 
 
PACE Advising Student Cohorts 
Year Number of Students Number of Full Time Advising Staff  
2012-2013 4,360 12.5 
2013-2014 5,314 14.5 
2014-2015 5,234 15.5 
2015-2016 5,727 16.5 
 
 
PACE Advising Student Contact Data (05/31/2012-03/14/2016) 
Advising Appointments (30min. 1on1 appts.) 32,916 
NSO (15 min. 1on1 appts.) 19,213 
Probation Programming Appointments (30-60 min 1on1 appts.) 2,231 
On-Call Assistance (In-Person & Phone) 10,803 
PACE Advising Main Email (Does not include individual staff email numbers) 9,978 
Total Contacts: 75,141  

Results & Outcomes 
	  
PACE Advisors solicit student survey feedback via email. The survey assesses student learning in 
addition to student satisfaction. PACE Advising regularly receives positive reviews which are 
outlined in Student Impact and Student Learning Outcome Results. 



	  
Student Impact  
	  
Below is a sample of student impressions of advising from New Student Orientation and Fall and 
Spring Advising.  
 
PACE Advising NSO Student Survey Written Feedback (sample) 
Adviser was very friendly and informative about things that I'll be going through this upcoming school year. Very nice and made me 
feel welcomed here at Texas State! 
My advisor gave me the best outlook on my major I could of had. She explained everything in detail, and gave me the best schedule 
to suit my time here at Texas State University. 
As an incoming freshman I've yet to meet a plethora of staff, however if those I meet are even half the character of my advisor then 
my experience here at Texas State will be stupendous. He was incredibly efficient and made resounding sense with every ounce of 
instruction he gave. He satiated all of my questions and interests and I will almost certainly be seeking him as my P.A.C.E. adviser. 
At this moment in time I have no suggestions as my experience with him was as ideal as it could be. 
My advisor is an amazing! I can really tell that he has a good deal of experience and absolutely loves what he does here at Texas 
State University.  He really has me excited about the year to come!  I look forward to working with him this year as my PACE 
advisor.   
My adviser was AMAZING and very helpful! He informed me on so much about my major and made me feel comfortable for starting 
my classes this Fall. 
I honestly felt lost before speaking with my advisor, now I feel confident, and excited about beginning my college experience! 
PACE Advising Fall Student Survey Written Feedback (sample) 
My advisor was very kind and understanding. He was patient with me and helped me think through logical choices to benefit my 
career plan. 
I really think I found the major I want to pursue! I also believe my schedule next semester will be better organized! 
My advisor explained everything thoroughly and all my questions were answered with great detail so that was very helpful. He set 
up all my classes for next semester and got me back on track to become successful at this school.  
My advisor was really nice and helpful. She has been the most helpful advisor I have had so far at Texas State. She showed me not 
only what I needed to do, but how I could do it myself and where I could find everything we talked about. I loved that she helped me 
choose my best options. It seemed like there was no question that she didn't know the answer to! 
PACE Advising Spring Student Survey Written Feedback (sample) 
My advisor was super personable and helpful. He even remembered me from orientation which is great 
My advisor was really engaging in conversation, and continuously asked if I had any questions or concerns so that he would be able 
to address them. He also explained everything thoroughly. 
My advisor was so helpful and interested in what was best for me during my next year at Texas State. 
My advisor cared a lot about my future and education, and gave me a lot of important information about what was best for me. Along 
with that spent a great amount of time discussing the best options for me for my upcoming classes, schedules and semesters as 
well as giving me multiple options that I could do to go about my future (all were great options that were the best for me). All in all 
mainly just guided me in the right direction and cared. 
 
	  
	  
Institutional Impact  
	  
In addition to student impacts, PACE Advising has also influenced multiple institutional offices and 
outcomes. 
 
Undergraduate Admissions has been able to market the benefits of PACE Advising to potential 
Texas State University Students as part of the larger PACE one-stop-shop for first-year services. 
 
Retention & Enrollment Management has seen rates of retentions from fall to spring and fall to 
fall remain stable through out the implementation of PACE, which considering the rapid increase in 
the number of freshman from the baseline year to this year is a remarkable achievement. PACE 
Advising provided the planning, management, and communication necessary to accommodate the 
increase demands of enrollment while still providing quality advising. Additionally, students are 



enrolling and earning on average an additional credit hour (1 credit hour extra), due to PACE’s 
emphasis on 15+ hours a semester to achieve a timely 4-year graduation rate.  
 
PACE Student Retention Rates Percentages 
Baseline 1st Year (2012-2013) 2nd Year (2013-2014) 3rd Year (2014-2015) 
Fall to Spring: 91.4% Fall to Spring: 91.6% Fall to Spring: 91.9% Fall to Spring: 91.7% 
Fall to Fall: 76.4% Fall to Fall: 77.1% Fall to Fall: 76.0% Fall to Fall: 78.1% 
 
 
PACE Student Academic Progress (Average Credit Hours Enrolled) 
Baseline 1st Year (2012-2013) 2nd Year (2013-2014) 3rd Year (2014-2015) 
Fall: 13.6 Fall: 13.8 Fall: 14.4 Fall: 14.4 
Spring: 12.3 Spring: 12.3 Spring: 12.5 Spring: 12.6 
 
 
Curriculum Changes though frequent in the first year student population saw significant decreases 
once the students started their sophomore years due to the PACE focus on major and career 
exploration.  
 
Cohort Curriculum Change Rates 
 1st Year (PACE) 2nd Year  
Baseline 840 876 
2012-2013 Cohort 1393 589 
2013-2014 Cohort 1187 878 
2014-2015 Cohort 1334 N/A 
 
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  



Student Learning Outcome Results 
	  

	  
 
 

 



	  
	  
 
PACE Advising Contributions and Outcomes 
 
The following chart highlights PACE Advising’s contributions to the advising profession through 
our participation in local, state, regional and national events. 
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PACE Advising Awards, Recognitions & Leadership 
Year/Area Local  State Regional National 

06/2012-05/2013 

Neal Idais: Texas State 
Advising Awareness 
Chair 

Claudia L. Treviño: 
TEXAAN Outstanding 
Advisor of the Year 
Award 
 
Ashley Ransom: 
TEXAAN Central Texas 
Region Representative  

  

06/2013-05/2014 

Ashley Ransom: Texas 
State Advisor Training & 
Development Chair  
 
Claudia L. Treviño: 
Texas State Advising 
Awareness Chair 

Angelica M. Barrera: 
TEXAAN Central Texas 
Region Representative  
 
 

Jaimie R. Haider, 
Lindsay, Stadler, & 
JaCorey Mosely: 
NACADA Region 7 Best 
in Region presentation, 
'Facebook is for old 
people" **Invited to 
present at the 2015 
NACADA International 
Conference in 
Melbourne, Australia.    

 

06/2014-05/2015  
Chanell Goodright: 
Texas State Advisor 
Training & Development 
Chair  
 
 
Jeanette Pacheco: 
Texas State Advisor of 
the Month December 
2014 
 
Taylor Jones: Texas 
State Advisor of the 
Month June 2015 
 

Angelica M. Barrera: 
TEXAAN Central Texas 
Region Representative  
 
Claudia L. Treviño: 
TEXAAN Secretary 
Elected February 2015 
 
Jeanette Pacheco & 
Marc Jimenez: TEXAAN 
Best in State 
presentation, “The 
Millennial Experience” 
 
Staci Strauch: TEXAAN 
Outstanding Advisor of 
the Year Award 

 
Terrance McClain: 
NACADA Region 7 Best 
in Region presentation, 
“Advising African 
American Males” 
 

 

06/2015-05/2016 Angelica M. Barrera: 
Texas State Advising 
Student Athletes Chair 
 
Chuck Lamar: Texas 
State Technology Chair 
 
Margaret Garry: Texas 
State Technology 
Secretary 
 
Georgeann Calzada: 
Texas State 
Achievement & 
Recognition Chair 
 
Lauren Fairley: Texas 
State Advising Diverse 
Populations Chair 
 
Jeanette Pacheco: 
Texas State Advisor 
Training & Development 
Chair 

Angelica M. Barrera: 
TEXAAN Central Texas 
Region Representative  
 
Claudia L. Treviño: 
TEXAAN Secretary 
 
Staci Strauch: 2016 
TEXAAN Conference 
Co-Chair 
 
Terrance McClain & 
Lauren Fairley: 
TEXAAN Best in State 
presentation, “Get Turnt” 
 
Angelica M. Barrera: 
TEXAAN Central Texas 
Region Representative 

 
 

Angelica M. Barrera: 
Membership Committee 
Representative  
 
Angelica M. Barrera: 
Liaison to the Diversity 
Committee  
 
Jeanette Pacheco: 
NACADA Certificate of 
Merit of Outstanding 
Advising Award 
 
 

 



Potential for Adaptation by Other Institutions 
	  
Personalized Approach, Student Learning Objectives (SLO), and Internal Teams 
	  
Institutions should initially consider the size of their first-year population. Larger institutions, with a 
first-year cohort of 4,000-6,000+ students may be able to benefit and draw direct equivalencies from 
adapting components of PACE Advising to their centers. Additionally, institutions with smaller 
first-year populations may also benefit from the model of PACE Advising with some modifications 
such as staff size and space availability. 
 
First-year centers who are interested in implementing a personalized advising model need to assess 
their points of contacts with students from New Student Orientation (NSO) through their 
transitions to their graduating advising centers. PACE Advising, for example, has one-on-one 
advising sessions during NSO, personalized follow-up emails from our advising staff, multiple social 
media options for students to utilize, and the ability to change their academic advisor at any time.     
 
First-year advising centers need to assess their student outreach methods to develop effective and 
timely student learning outcomes. SLO’s not only empower student learning but also create a 
common advising curriculum for staff to follow and assess.  
 
Advising leadership should take into consideration structuring internal teams to manage various 
programs within the center. This allows for consistent innovation from the advising staff and also 
provides opportunity for professional and leadership development within the center. Thus enabling 
the director to focus on larger scale planning and development outside of the advising center. The 
successes of PACE Advising outline a great model to be implemented by other institutions.  
 
 
 
 


