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HEA Healthy Campus 					Case Study Template 2026

NOTES FOR COMPLETION
Context
· Case studies should relate to your institution's progression of the following policies:
· HEA Healthy Campus Charter and Framework 
· HEA Healthy Campus Self-Evaluation Tool
· National Student Mental Health and Suicide Prevention Framework 
· The Limerick Framework for Action: Advancing the Health Promoting Campus Agenda
· Case studies can include a wide range of work including those relating to governance and oversight, planning, strategy, policy, research, implementation, as well as others. 
· We encourage examples that also showcase the interaction of wellbeing and other areas for example sustainability, belonging, progression, teaching and learning. 
Template
· Please be as concise and clear as possible and consider the use of bullet points to summarise information. 
· All sections must be completed. 
· Case studies should be written in the third person and anonymous when it comes to participants’ names. 
· Case studies will be used as part of HEA communications including email, website, and social media. 
Submission
· Please submit your case study to healthycampus@hea.ie by COB Friday, April 3rd for display at the 2026 Health and Wellbeing Conference. 
















	HEALTHY CAMPUS CASE STUDY

	1. Project Title 
	UCD’s Live Engagement & Attendance Project (LEAP): Using Analytics to Identify At-risk Students and Enable Early Interventions to Improve Engagement and Wellbeing

	2. Institution/ Organisation
	University College Dublin

	3. Who leads/ led the project?
	UCD Student Advisory Service 

	4. Date and timeframe 

	Ongoing since 2018

	5. Population Group (tick all that apply)
	· Students ☒
· Staff ☐
· Wider community ☐
· Other ☐

	6. Health Topic (tick all that apply)
	· Alcohol ☐
· Substance Misuse ☐
· Healthy Eating / Food ☐
· Mental Health & Wellbeing ☒
· Sexual Health & Wellbeing ☐
· Tobacco/ Vape Free Campus ☐ 
· Physical Activity / Active Transport ☐
· Wellbeing and the Curriculum ☐
· Health & Sustainability ☐
· Other ☐








	7. Project Alignment

Use the categories below to highlight the alignment of the project with national policy. Please tick all that apply.


	Limerick Framework for Action - 10 Actions 
LFfA pg. 12
	Healthy Campus Process
HCCF pg. 4
	Whole Campus Approach 
HC Tool pg. 8
	Principles of a Healthy Campus
HC Tool + HCCF
	National Student Mental Health and Suicide Prevention Framework NSMHSPF

	1.Ethos  ☐

	Commit ☐

	Leadership, Strategy & Governance 
(Pillar 1) ☒

	Participation ☐
	Lead  ☒

	2.Act  ☐

	Coordinate ☒

	Campus Environment (Facilities & Services) (Pillar 2) ☐

	Partnership ☒
	Collaborate ☐

	3.Localise  ☒

	Consult ☒

	Campus Culture & Communications (Pillar 3) ☐

	Evidence Based ☒
	Educate  ☐

	4.Leadership ☒

	Create ☒

	Personal & Professional Development 
(Pillar 4)  ☐
	Sustainability (Longevity) ☒



	Engage  ☒

	5.Policies  ☒
	Celebrate & continue  ☐

	Health Focused Area (Pillar 5) ☐
	
	Identify  ☒

	6.Culture ☐

	
	
	
	Support  ☒


	7.Partnership ☐

	

	
	
	Respond  ☒

	8.Students  ☒

	
	
	
	Transition ☐

	9.Research  ☒

	
	
	
	Improve  ☒

	10.Celebrate ☐

	
	
	







	8. Project Rationale 
	UCD’s Live Engagement & Attendance Project (LEAP) was piloted in 2018/19 and has been mainstreamed across the university since 2020. The initiative was developed in direct alignment with the National Student Mental Health & Suicide Prevention Framework for Higher Education, reflecting a strategic commitment to early intervention, prevention, and the promotion of student wellbeing.

LEAP was established in response to the need for a more proactive, data-informed approach to identifying and supporting students who may be at risk of disengagement. Traditional models of student support often rely on self-referral or retrospective intervention, by which point students may already be experiencing significant academic, personal, or wellbeing challenges.

The twin objectives of LEAP are:

1. To identify students at risk of disengagement, enabling Student Advisers to provide timely, proactive support that can improve student outcomes.
2. To deliver early interventions to students at risk, enhancing student engagement, wellbeing, and retention.

By shifting the focus from reactive to preventative support, LEAP contributes to a whole-campus approach to health and wellbeing, ensuring that students are identified and supported at an earlier stage in their university experience.


	9. Aims and Objectives 
	UCD LEAP operationalises its core objectives through the use of real-time Virtual Learning Environment (VLE) data, aggregated at programme level to provide holistic insights into student engagement. This enables Student Advisers to identify and proactively reach out to students who may be at risk of disengagement. In doing so, LEAP delivers a timely, student-centred intervention model that bridges the gap between generic signposting of supports during Orientation and more reactive, retrospective approaches once disengagement has already occurred.

A key aim of LEAP is to embed early intervention within the student experience, particularly during critical transition periods into higher education. This is a time when students may face significant academic, social, and personal adjustment challenges, while also being less aware of available supports.

The project is also informed by national evidence. Findings from the Irish Survey of Student Engagement consistently highlight gaps in students’ perceived support for wellbeing, particularly among underrepresented groups. Similarly, the My World Survey identifies ongoing mental health challenges among young people transitioning into higher education. LEAP aims to address these disparities by enabling equitable, data-informed, and proactive support for all students.


	10. Project Overview/ Summary 


	Planning and Development:
· LEAP was initially piloted in 2018/19 in response to a recognised need for earlier identification of students at risk of disengagement and poorer wellbeing outcomes.
· The project was designed in alignment with national policy, including the National Student Mental Health & Suicide Prevention Framework for Higher Education, and institutional priorities relating to student success, retention, and wellbeing.
· A cross-functional approach was adopted, involving collaboration between academic units, IT services, and student support services to ensure a robust, ethical, and data-informed model.
· Key considerations during planning included data protection, appropriate use of learning analytics, and ensuring that interventions would be supportive, non-intrusive, and student-centred.

Implementation:
· LEAP was rolled out on a phased basis across different Colleges within UCD, allowing for iterative refinement and responsiveness to local contexts.
· The project uses real-time Virtual Learning Environment (VLE) data to monitor student engagement, which is aggregated at programme level to provide a holistic view of student activity.
· Students identified as at risk of disengagement are contacted proactively by Student Advisers, who offer tailored support, guidance, and signposting to relevant services.
· This approach enables early, preventative intervention, particularly during key transition periods, and helps bridge the gap between initial orientation messaging and later-stage crisis support.
· LEAP also contributes to a more integrated support ecosystem, with emerging links identified between VLE engagement and engagement with other campus services such as libraries, careers, and student activities.

Evaluation and Impact:
· The project has enabled the clear identification of students at elevated risk of non-progression, allowing for more targeted and equitable support.
· Quantitative analysis shows that students flagged through LEAP tend to have lower GPA attainment, higher module failure rates, and increased risk of non-progression.
· Qualitative feedback indicates that students value the proactive outreach model.
· Ongoing evaluation, including analysis linked to institutional initiatives such as student success projects, continues to demonstrate the value of LEAP as both an early intervention tool and a mechanism for enhancing student wellbeing and engagement.
· LEAP has been recognised nationally as an exemplar initiative in supporting student progression, highlighting its effectiveness and scalability.

	11. Collaboration
	This project was funded by the HEA from 2019-2022. It has been funded since 2022 by UCD under the Student Success Strategy. UCD LEAP is now mainstreamed under the UCD Student Experience initiative (Breaking Boundaries Strategy to 2030). 


	12. Resource Requirements
	Resources are internal UCD staff - Student Advisers and a Data Analyst.

	13. What are the next steps for the project? 

	Enhancing system automation and scalability:
· Further develop and automate the process of identifying and flagging students at risk of disengagement to ensure timely, consistent, and scalable interventions.
· Continue the planned rollout of LEAP across all undergraduate and graduate-taught programmes to embed the initiative as a core, institution-wide support mechanism.

Deepening data analysis and insight generation:
· Expand analysis of LEAP data to better understand the intersection between disengagement indicators and progression outcomes, including non-progression and academic performance.
· Examine patterns relating to leave of absence and student withdrawal, including timing and contributing factors, to inform earlier and more targeted interventions.
· Explore additional dimensions of student engagement data, such as patterns of VLE access, to better understand links between behaviours (e.g. study patterns, sleep disruption) and student wellbeing.

Strengthening evidence of impact:
· Further develop methodologies to evidence the impact of early intervention, including longitudinal tracking of student outcomes and comparison across cohorts.
· Enhance the integration of qualitative student feedback to better capture the lived experience and perceived value of proactive outreach.

Supporting a whole-campus approach to wellbeing:
· Build on emerging insights into the relationship between LEAP engagement and participation in wider student life, including academic supports, careers services, libraries, and clubs and societies.
· Position LEAP as part of an integrated, whole-system Healthy Campus approach, supporting not only academic success but also student wellbeing, belonging, and engagement.


	14. Key Learning Points

	A critical learning from the development and implementation of UCD LEAP is the importance of meaningful consultation and strong institutional champions. Early and ongoing engagement with key stakeholders, including academic staff, student support services, and students themselves, was essential in building trust, addressing concerns (particularly around data use and data privacy), and ensuring the project was responsive to the needs of its users.

Equally important was the role of champions across the institution. Having committed individuals within Colleges, Schools, and student support services who could advocate for LEAP, translate its value in local contexts, and encourage engagement was key to successful rollout and adoption. These champions helped to embed LEAP within existing structures and foster a shared sense of ownership.

Given the links between VLE engagement and other student engagement indices noted by the LEAP project team, an additional aspect of stakeholder engagement worth pursuing is identifying existing data streams already available to student support teams that can be adapted to enable real-time interventions, as opposed to procuring or creating a new data stream from scratch. 

A key recommendation for others is to invest time in relationship-building and communication from the outset. Transparent processes, clear articulation of purpose, and a strong focus on student benefit are essential to securing buy-in and sustaining momentum. Without this foundation, even well-designed, data-informed initiatives may struggle to achieve meaningful impact.


	15. Images and Links
	
https://www.ucd.ie/institutionalresearch/projects/ucdleap/
See image of logo attached to email.










	16. Evaluation

	How was the project evaluated?
Please check the box(es) that apply regarding the type of evaluation and data collection method

	Type of Evaluation

	Formative Evaluation: X
Conducted during development or early implementation to make improvements to the program design.

	Process Evaluation: X
Assesses how the program is being implemented, including participation rates, quality of delivery, and whether it is reaching its target audience.
	Outcome Evaluation: X
Focuses on the results—the changes in behaviors, attitudes, or conditions—at the end of a project.

	Summative Evaluation: X
Assesses the overall effectiveness of a program after its completion to determine if it achieved its intended goals.


	Data Collection Method

	Survey/Questionnaire X    

Document Review X (project reports, financial data, attendance logs, etc.)                                                                                        

Direct Observations X

	Focus Groups X

Interviews  X

Case Studies ☐

Other____________
                                                                                                                                       
	
	

	High-Level Outcome and Impact

	(see above)





17. Contact Details 
	Contact Name/s
	Dr Niamh Nestor, Director, UCD Student Advisory Service
John Wyatt, UCD Project Manager and Institutional Research Analyst

	Date
	April 8, 2026


	Email Address

	niamh.nestor@ucd.ie and john.wyatt@ucd.ie 



                                                                                             
image1.png
HEA

An tUdaras um Ard-Oideachas
The Higher Education Authority




