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Transformation Lab Change Package: CSU Northridge

Project Title: “Improving the diversity of the CSUN teacher-candidate pipeline”
Project Team: Shari Tarver-Behring (Dean), Tina Torres, Jaclyn Kietzman, Ian Carroll, Amy Hanreddy, Alex Hollett, Pete
Goldschmidt, Josh Einhorn, Julie Gainsburg
Project Aim: By Fall 2023, increase rates of Black and Latinx applicants to 5% and 55% of total applicant pool

Introduction
The CSUN Team joined CTEPP in Fall 2021 as a direct consequence of our participation in the Chancellor’s Office Learning Lab for
Improvement in AY 2019-20 and 2020-21. One motivation for participating in the Learning Lab was that our college had been focused
on recruitment for its educator-preparation programs (EPPs) for years. Joining the Learning Lab promised theoretical and logistical
assistance, coaching, and networking to support our goals, in particular, the recruitment of more Black and Latinx teacher candidates.
For maximum impact, our Learning Lab Team included many college leaders: the Dean, the Director of the Credential Office, the
Recruitment Specialist, the Grants Officer, the Webmaster, and the Chair of the Department of Secondary Education (who led the
team). At the time of our proposal to join the Learning Lab, there were few structured initiatives in our college to diversify our EPPs. A
notable one was the CSUN-led Future Male Minority Teachers of California (F2MTC) project (2016-19), funded by the Kellogg
Foundation. Aimed at increasing the number of males of color in elementary teaching, the F2MTC leveraged the
networked-community aspect of improvement science by including and convening 5 other CSUs. Another prior effort was the
NGEI-funded Diverse Teacher Advocacy Project (2018-19), to examine how the use of data for continuous improvement could
increase recruitment and retention of males of color in our college.
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When we were invited to join CTEPP, our positive experiences with the Learning Lab encouraged us to seize the opportunity. CTEPP
funding allowed us to expand our team by adding two more “department leads”: faculty members from the Departments of
Elementary and Secondary Education (the latter of whom is now Department Chair).

We took as our problem the gap between the proportions of teacher candidates we prepare who are BIPOC and the demographics of
the communities they serve. We set our aim as follows:

● By Fall 2022, increase rates of Black and Latinx applicants to 4.5% and 50% of total.
● By Fall 2023, increase rates of Black and Latinx applicants to 5% and 55% of total

These aims matched the proportions of Black and Latinx undergraduates at CSUN, as CSUN undergraduates have historically been
our main source for recruitment.

Our system investigation included examining “pipeline” data from application to program completion, the creation of a process
diagram for the pipeline and a “fishbone” diagram to investigate problem causes, and empathy interviews. We confirmed that
recruitment was the most critical focal point in the pipeline; there was little leakage in the pipeline after application. We realized how
complicated the application process was for applicants;with a wide range of ways to learn about our program and enter the pipeline.
We also learned that the application process requires support and follow-up.

An important contextual factor was the onset of the pandemic, which impacted applications in ways that overwhelmed any effects of
our change efforts.

Theory of Improvement
Using what we learned in our system investigation, we set our aim and developed a theory of improvement for how to reach our goal
as illustrated in the driver diagram below:
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Change Ideas
We highlight 6 change activities in the charts below. These activities aligned most closely to our theory in the area of generation of
applications from focal populations.

Our first tested change idea was our effort to increase our EPPs’ social-media presence in a way that would particularly attract
potential BIPOC candidates. This activity was motivated by a sense that our EPPs did not have enough social-media presence in a
time when potential applicants increasingly learned about EPPs this way. While we did not have the capacity to target BIPOC
candidates directly, we created an infographic that explained aspects of our EPPs that research has shown to attract BIPOC to
teaching, such as flexible programming, and dispelled common myths about the profession, such as poor compensation. We posted
the infographic on social media (Appendix A).

Second was an activity inspired by other campuses who had achieved success in recruiting BIPOC candidates through “high touch”
recruitment strategies. Another motivation was the finding, from our system investigation, that the credential-application process
could be complicated and daunting. This change idea was to make phone calls to potential applicants, to offer assistance and answer
questions. Over 6 semesters, we experimented with different ways to identify potential applicants for calling, while our protocol
remained the same (Appendix B).

A key source for identification of potential applicants is our Credential Office’s Information Sessions, which are open to and strongly
recommended (but not required) for anyone interested in our EPPs. These Information Sessions have been held in various formats
for the past few years, including in person, by Zoom, and as an asynchronous slideshow, and they focus on admissions requirements
and procedures (rather than program content). Many people engage in these Information Sessions but do not ultimately complete an
application; we do not know why. Our phone calls, in most of the 6 semesters, targeted participants in synchronous Information
Sessions who had not yet started or completed an application, in hopes that our call could help the participant over any application
hurdles, provide missing information, or simply encourage them with a friendly, caring voice. A corollary outcome was that the
Credential Office began to collect data on Information Session participation more systematically, including participant race and
intended application semester. While in our first semester, we limited our calling to potential single-subject applicants,we later
expanded our target groups to include the other two programs (multiple subject and education specialist). We plan to continue with
these phone calls because they have proven impactful–each semester, groups that received the calls had higher application rates
than groups who did not (Appendix C and D), while the time commitment is manageable.
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The third change idea we tested was an event, nicknamed “Black Teachers Matter,” that was jointly organized by our college’s
Recruitment Specialist and CSUN’s Department of Africana Studies and the Black House (Appendix E). This event was motivated by
the idea that recruitment efforts needed to begin further upstream than efforts targeting folks who had already indicated an interest in
teaching (e.g., those identified for our phone calls). This event was promoted to CSUN undergraduates and aimed to inspire Black
students and other students of color to become teachers. It featured an inspirational speaker who was a Black teacher. Feedback
collected in a post-event survey was very positive (Appendix F).

Fourth, in an effort to reach even further upstream and to partner with K-12, our Recruitment Specialist hosted campus visits for
students, teachers, and counselors from teaching-career programs in four local high schools that enroll nearly all Latinx students,
each school visiting on a different day (Appendix G). Visits included a campus tour, lunch, and information about our EPPs and how
to prepare to enter them. For the four remaining local schools with teaching-career programs, our Recruitment Specialist will visit
their campuses with similar information. It will be a few years before we understand the impact of these recruitment activities on
application rates, but we plan to continue with these activities because of their important intermediate outcomes: better-informed
high-school advisors and increased student interest in CSUN and teaching. These intermediate outcomes were evident in
follow-up-survey results from participating students (Appendix H) and follow-up-interview results from participating teachers and
counselors (Appendix I). In addition to the impact on awareness, we anticipate that these early connections will contribute to a sense
of welcome and belonging at CSUN that our team is also working to develop.

The final two change activities are categorized as “promising practices,” in the first case because the change was unsuccessful and
due to be significantly modified, and in the second case because the change is in an early stage of implementation. Empathy
interviews had suggested a desire by current Black and Latinx EPP candidates for designated spaces to come together, share
stories, and gain specialized support. In response, we implemented two affinity groups, one for Black and one for Latinx candidates.
For each group, we identified two student leaders and a race-alike “mentor” who was a K-12 teacher in a local school. Both student
leaders and mentors received leadership training in Summer 2022, and groups began in Fall 2022. Unfortunately, neither group
garnered many participants. Through empathy interviews, we will investigate other ways to support and connect our Black and Latinx
candidates without requiring them to meet at specific times–the feature of our affinity groups that we suspect suppressed
participation.

Finally, we have partnered with one district and one school, separately, to create pipelines for their classified employees to move into
our EPP and become teachers for their employing school/district. Grants help defray tuition fees, and CSUN departments have flexed
some of their student-teacher-placement policies to allow participants to student teach at their employment site. These two
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partnerships are currently recruiting their first cohorts. We hope to develop similar partnerships with other districts, with the
expectation that participants are likelier to be BIPOC than are our current set of applicants.

Progress Towards Aim

We have seen significant progress towards our aim of bringing the proportion of the Latinx applicants to our EPPs into parity with the
proportion of Latinx undergraduates at CSUN (55%). Elevating the proportion of Black EPP applicants (aiming for 5%) has proven
more challenging.

We take as a baseline our combined EPP applications for the 4 years prior to our participation in the Learning Lab (2016-2019). The
chart below shows the application numbers and proportions for that baseline and for the following 3 fall semesters, when we
participated in the Learning Lab and then CTEPP.

Period Total Applicants Latinx Applicants (% of All Applicants) Black Applicants (% of All Applicants)

2016-2019 NA (37%) (3%)

Fall 2020 608 267 (44%) 27 (4%)

Fall 2021 397 182 (46%) 11 (3%)

Fall 2022 397 198 (50%) 8 (2%)
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Testing Process

Change Ideas Tested to Increase rates of Black and Latinx EPP applications

Description Evidence Collected Testing Process

1. Social media campaigns

Paid advertisement via Facebook with use of Ads
adapted from CSUN’s Teaching Inspires campaign.
One-time funding by CSUN University Advancement.
Ad category: “Get More Leads,” which gave an option
to respond with contact information.

● Garnered 90 “leads”
(responses)

● This was a higher
number than we had
seen from unpaid
advertisements

● One cycle.
● Gathered number of responses over

the 2-week ad period.
● Future adoption pending funding

2. Infographic/Flyer that promoted EPP features
known to attract BIPOC teacher candidates

● Prototyped and
reviewed for
impact by BIPOC
students via
survey

● Cycle 1: Prototype review
● Cycle 2: Uploaded to website and

distributed via social media
● Cycle 3: Adapted with second

page to include list of credential
requirements and programs for
in-person events

● Adopted.
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3. Phone calls from Recruitment Specialist and
Department Chair to potential applicants

Used a protocol to phone potential applicants prior to
each application deadline, to offer assistance and
answer questions.

● Notes about calls
made, students
reached (170/290),
questions fielded

● Time spent by callers
(~10 calls/hr.)

● Application “yield” data
(yield %s always
higher than yield from
uncalled potential
applicants)

● Survey of new admits
(asked about personal
impact of phone call)

● Cycle 1 (Fall 2020 admissions):
Called all Single Subject program
participants from 2 Info Sessions.
Realized the need to collect
demographic data at sessions.

● Cycle 2 (Spring 2021): Demographic
data collected at sessions. Called
Single Subject, Black & Latinx
participants from 2 Info Sessions. Also
expanded to call Black & Latinx
incomplete applicants from Fall 2020.

● Cycles 3 & 4 (Fall 2021 & Spring
2022): Called Single Subject Black &
Latinx incomplete applicants.

● Cycle 5 (Fall 2022): Due to decline in
applications, scaled up calls to include
applicants for all 3 EPPs, of all race
groups, with incomplete applications 2
weeks prior to due date.

● Cycle 6 (Spring 2023): Called all
participants from 3 Info Sessions who
indicated a Fall 2023 start date.

● In sum, the most effective targeting
strategy seems to be calling Info
Session participants who intend to
apply in the current cycle and, closer
to the due date, incomplete
applicants.
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● Adopted

4. “Black Teachers Matter” event

Teacher-recruitment event jointly organized by our
Recruitment Specialist and Dept. of Africana Studies

● 12 participants
● Participant surveys
● No cost

● Held one time
● Gathered participation data
● Surveyed participants
● TBD: Adaptations for future

partnership activities

5. School visits to/from CSUN

Recruitment Specialist hosted students, teachers, and
counselors from 4 local teaching-career high-school
programs, to learn about our campus and EPPs.

● Participation data: 120
● Surveys of students

(showed increase in
interest in CSUN and
knowledge about our
EPPs): in folder

● Interviews with
counselors/teachers
(showed increase in
knowledge about our
EPPs and interest in
future visits) in folder

● Time/$ spent: 40
hours $4,659.33

● Cycle 1 (Fall 2022): 4 visits to CSUN
● Cycle 2 (Fall 2023): Adapting model

for community colleges.
● Adopted: District invited Recruitment

Specialist to maintain partnership
activities into the future.
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Promising Practices to Increase rates of Black and Latinx EPP applications

Description Evidence of Progress Testing Process

1. Affinity groups

Initiation of two affinity groups, one for Black and one for Latinx EPP
candidates. Summer training for student leaders and K-12
teacher-mentors. Format likely to change in AY 2023-24.

● Participation data
● Surveys/interviews
● Time/$ spent
● #s of pre-credential

participants applying later

● Cycle 1: Empathy interviews
about belonging inspired AGs

● Cycle 2: Implementation Fall
2022

● Cycle 3: Modifications for
Spring 2023 (e.g., adding
pre-credential students)

● Cycle 4: Format change for
AY 2023-24 away from
small-group meetings

2. Classified-employee pipelines

Grant-funded partnership with local schools/districts to recruit and fund
classified employees to complete BAs and EPPs.

● Participation data
(disaggregated by race)

● Credentials earned
● Cost

● Formative surveys about
participants’ experience, to
inform possible changes over
the three years of the grant
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Summary of Experience and Recommendations
From our efforts to increase the recruitment of Black and Latinx applicants to our EPPs, we take away a few key learnings about
process and practice. Regarding process, we have benefited from collaborating on a cross-college, representative, cross-role team of
faculty, staff, and administrators. We have learned much about each other’s units and the work each other does (as well as about
some units across campus). Including college leaders on the team helped ensure that decisions could be made and new practices
implemented relatively quickly. We also recognize the necessity of a structure for our work, such as that provided by TLab, and of
connections to a broader community for this transformation work. This recognition is now shaping our college’s planning for
whole-college DEI work. We have also learned that our team structure should be flexible; as our work evolves, so should our team
membership and meeting configuration.

As for practice, we have learned the importance of personalized, high-touch recruitment actions, in particular ones that help potential
applicants navigate the complicated admissions process. Our increased contact with potential applicants, through the phone calls
and also new surveys, has revealed the importance of clear, straightforward, and consistent webpages; efforts are now underway to
revise department and Credential Office websites. We have also learned that high-touch efforts to help identified applicants, while
effective, are insufficient, in that they reach only a narrow band of potential recruits: those who have already taken application steps.
We must complement these efforts with activities aiming further upstream, at middle-school, high-school, and community-college
students.

It is important to note critical factors impacting our program and recruitment from beyond the university. The pandemic and resulting
economic downturn have greatly impacted our EPP applications. In Fall 2020, applications to our EPPs nearly doubled compared to
the few years prior. A survey of Fall 2020 admits indicated that the primary reasons for this increase were that our courses had
moved online and that the Subject Matter and Basic Skills Requirements had been shifted from admissions requirements to exit
requirements. (These reasons were more salient than employment issues and the suspension of the early field-experience
requirement.) Of interest to CTEPP, the proportion of applicants who were Latinx swelled from 37% (average from 2016-19) to 43%
in Fall 2020.

Future Work
On the broadest level, the college is discussing ways to expand our CTEPP work to include our three remaining departments
(Educational Psychology & Counseling, Educational Leadership & Policy Studies, and Deaf Studies). If this involves an expanded
“central” team, it will be even more critical to determine new structures for collaboration, most likely with units, subcommittees, and
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task forces working on separate change activities. We will need to establish the role of the central team to ensure common goals and
the sharing of ideas and resources.

We will continue to participate in the CTEPP network through 2026 and to continue with many of our change activities and data
collection. As we revise and refine our activities, we will seek ways to better consolidate and streamline our data collection and
analysis.

It should also be mentioned that our CTEPP team has identified a second problem: the culture, curriculum, and processes of our
EPPs are not consistently justice-oriented and do not consistently prepare candidates to enact justice-oriented education.We have
been working on this problem in parallel with our recruitment problem. Affinity groups were, in fact, intended as a direct solution to
this second problem and only indirectly a recruitment strategy. Other change activities aimed at this second problem include
collegewide professional development for faculty and staff related to justice-oriented educator preparation; surveys and interviews of
candidates related to their sense of belongingness, their preparation to serve diverse pupils and disrupt racism in schools, and their
perception of justice-oriented efforts in the college; the creation of “welcome videos” for newly admitted EPP candidates that feature
current candidates of color; and multipronged work at the department level on curriculum revision.

Conclusion
We believe a key component of any successes we experienced was the inclusion of college leaders on the team. This enabled us to
act with immediacy, without having to obtain approval or buy-in from college leaders. (Of course, various change activities sometimes
needed buy-in from faculty and staff.) That said, we have learned that it is important to ensure that all team members have roles in
the initiative that take advantage of their expertise.

It is also important to recognize, consider, and adjust for significant social, political, and economic contextual factors that may impact
the university or program.

For more information about this project, contact Dr. Julie Gainsburg (julie.gainsburg@csun.edu).

mailto:julie.gainsburg@csun.edu
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Appendix A: Infographic
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Appendix B: Protocol for Phone Calls

Script for Calls:
Hello, this is Julie Gainsburg. I’m Chair of the Department of Secondary Education at Cal State Northridge. I know you recently
attended an Information Session with our Credential Office, but I don’t think you have completed the application for Spring 2023. So
I’m calling to see if I can help you progress with your application or answer any questions you might have about the program itself.

[If voice mail] I’ll follow up with an email, and I’ll try again later, but you can also reply to my email or call me back at (818)
677-2580. I look forward to speaking with you!

[possible prompts if the conversation wanes]
● Are you planning to apply? Are you aware of the deadline?
● I know this is a big decision. Are there things you still want to know about before you decide?
● Are you clear about the pathways? Did you have any questions about those?

Emails

Subject: Follow-Up on CSUN Credential Application
Hello, XXXX!
I just left a message on your voicemail. I’m hoping to speak with you to see if I can answer any questions about our Credential
Program or the application process. I’ll try your phone again later, but feel free to email or call me. I look forward to connecting with
you!

Hi, XXXX!
It was nice to speak with you just now. Here's my email address. Feel free to reach out if you have questions about the program or the
application.

The application is due December 1, but that is really late, so please try to complete it much sooner. I hope to see you in the spring!
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Appendix C: Phone Call Data Summary

Fall 20202 Spring 20213 Fall 20214 Spring 20224 Fall 20225 Spring 20236

# potential applicants called1 38 21 63 18 112 38

# reached by phone 21 12 40 12 59 26

Completed-application rate of those called 49% 75% 33% 76% 32%

Completed-application rate of those not called 35-38% 21% 66% 14%

1Follow-up email was always sent, whether potential applicant was reached by phone or just left a voicemail. Several potential
applicants who were not reached by phone responded to the email and gained information in that format.

2Target group: Participants from 2 selected Information Sessions who had not completed an application; racial identities unknown

3Target group: Black and Latinx participants from 2 selected Information Sessions or with incomplete applications from prior
semester.

4Target group: Black and Latinx individuals who had begun but not completed applications.

5Target group: Incomplete applicants ~two weeks prior to deadline.

6 Target group: All participants from 3 Information Sessions who indicated a Fall 2023 application (compared to 1 Info Session not
called).
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Appendix D: Select Results from Survey of New EPP Admits in Fall 2022 and Spring 2023
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Appendix E: PDSA for “Black Teachers Matter” Event

Change Idea.
What are you going to try? Why?

Host a mini virtualTeaching Inspires Event with the Black House and Africana Studies. This event will
promote a career in teaching and CSUN"s Teaching Credential Program to Black undergraduates.

What, specifically, are you going to try doing? Who? When? Where?

We will co-host an event with Africana Studies and the Black House. The Black House will add this event to their
activities calendar. Together we will market the event to CSUN undergraduates, focusing on Black student groups.
This event will take place on November 19 on a Zoom Webinar. Dr. LaSonja Flowers-Ivory, an alumna from the
Ed.D. program, will be our keynote speaker. Dr. Flowers-Ivory will talk about the impact Black educators have on the
community. We will also share information about the CSUN teaching credential.

What do you predict will happen when you enact this action? What successes and challenges do you anticipate?

We predict that we will make a connection to Black undergraduates. There are two goals: informing Black
undergraduates about the field of teaching and connecting them to our College so they know where to go if they
have questions. The success that we anticipate is a partnership with COE, Africana Studies, and the Black House.
Challenges: marketing the event; ensuring attendance.

Is there a quick and easy way to know how it went? If so, how? Who can you talk to, or what data can you easily
collect? (optional)

We will have students submit a survey to collect data? It will be a survey about the event and ask for contact
information. Recruitment Specialist will reach out to attendees after event follow up on Teaching Credential
opportunities. Recruitment Specialist will also debrief with Black House Coordinators to get their feedback about
event. Are they willing to do again? Do they think this has benefit to Black undergraduates?
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TRY IT!

What happened when you tried the action?

We had 11-12 participants throughout the event. Although, half was CSUN faculty/staff. The event went over 2
hours. Out of the 11-12 participants, only four filled out survey.

What did you learn?

Event should not be so long and it should be limited to one speaker. This was out of COE control as it was a student
led event. Another student from AS invited another guest speaker. Marketing needs to be better, in both materials
and timeline. This was a first Black Teachers Matter event and it was done virtually; according to AS other CSUN
groups are having trouble getting students to participate in events. Based on the four surveys, students were
engaged with the speakers and thought that COE presentation was clear.

What will you do next as a result of your learning? (adapt, adopt, abandon?)

Adapt and try again, virtually. If it still doesn't give us ideal numbers then adapt one more time but only if it can be an
in-person event. Marketing will be done differently. A more clear flyer with a clearer link to register. COE will take
more responsibility in promoting event (send to CC contacts and other advisors on CSUN campus). Survey should
ask: are you a CSUN student, CC student, Faculty/staff, etc. Will suggest to only having one guest speaker.

2/8/22. The Black House hired a professional staff to lead the organization and has partnered with the Recruitment
Specialist. We haven't organized another Black Teachers Matter event but Recruitment Specialist has continued to
partner with the Black House. Recruitment Specialist was a guest on an Instagram Live event in Fall 2021 and was
invited to present in-person at the Black House in Fall 2021. However, no students showed up at the in-person
event; many students were still participating in virtual learning. The Black House coordinator and the Recruitment
Specialist both agreed for the Recruitment Specialist to make more appearances at the Black House upon students'
return in the Spring 2022. We both believe it's important to continue to host presentations and offer one on one
conversations at the Black House with students interested in a teaching credential. This is an ongoing partnership
that we have adopted to increase awareness about the teaching profession.
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Appendix F: Feedback from “Black Teachers Matter” Event
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Appendix G: High School Visit Slides
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Appendix H: Student Feedback from High School Visits (n = 88; 90% Latinx)
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Appendix I: Staff Feedback from High School Visits
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