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Presentation Notes
Hello, my name is Kirstin Moreno and I work at Oregon Health & Science University in the Provost Office. OHSU is about a 2 minute drive from the heart of downtown Portland, sitting mostly on top of a hill overlooking downtown. You can see the campus in the picture on the left with a 600 foot long suspension bridge connecting the VA hospital to the OHSU hospital, and our famous aerial tram and Mt. Hood on the right.  Just thought you’d like to see a few photos of what our campus looks like since we are so far from Mississippi.  OHSU is Oregon’s only academic health center, and we are not connected to a typical four year university.  We have five Schools – Medicine, Nursing, Dentistry, Public Health, and Pharmacy and most of our students are graduate or professional students. We have only a few undergraduate programs are in nursing and radiation therapy. Most of our faculty are therefore either clinicians or basic science researchers.OHSU runs pretty lean as far as central university administration goes – we don’t have anyone in leadership dedicated to student affairs, for example, and we also don’t have an institutional researcher. Someone in the registrar’s office pulls together a fact book every year and that seems to be the extent of it.  So it feels a bit weird for me to be talking to a group of institutional researchers! So why am I here?I am relatively new to assessment work, having been at OHSU for 2.5 years and my graduate background is in educational linguistics, so this career is a pivot from my initial career goals when I was in graduate school.  My supervisor  at OHSU chairs the Assessment Council and I do a lot of work behind the scenes on our institutional assessment processes. I am here because I spent the last year working on one of the AALHE Grand Challenges groups that was run by Dr. Carley Dear and she thought some of the work we’ve done at OHSU related to stakeholder engagement would be interesting to you all.  I hope it is!



The context
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This is probably pretty standard, but just for context, we have, depending on how you count, 80-100 programs that report up to the Assessment Council on an annual basis about how well they are meeting their stated SLOs. Ultimately the Assessment Council then reports up through the Provost and Board to our regional accreditor, NWCCU. The work we’ve done on re-thinking how we collect data on assessment stakeholder engagement has been done in the Assessment Council.  The current iteration of the Council started in 2017 and we’ve re-thought how we gather data and promote stakeholder engagement as an important part of the process each year since. I probably should start this presentation with a description of why stakeholder engagement is important in assessment work, but I will come back to that at the end of the presentation when we talk more about how and why to empower stakeholders. Before we continue, I want you take just 20 seconds and think to yourselves: How do you collect data on stakeholder engagement in your role?  [wait 20 seconds]. Now that you’ve reminded yourself about that, I will show you some of our earlier, partially-effective, maybe semi-failed attempts at doing just that.



Previous approaches to stakeholder 
engagement data collection

2017-2018:

Element Goal Level 4: Highly Developed Level 3: Developed Level 2: Emerging Level 1: Not Evident

Culture All members of the faculty, 
staff, and students are 
involved in assessment 
activities.

Program provides opportunity for all
faculty, staff, and students to 
engage in assessment, planning data 
collection, and/or review of data.

Program provides opportunities for 
all faculty, staff, and students in 
some aspect of assessment, 
planning data collection, and/or 
review of data

Program provides opportunities for 
some faculty, staff, and students 
in assessment planning and 
collection and review of data.

Assessment, if occurring, is 
done by lone individuals 
charged with assessment 
responsibilities.

2018-2019:

Element Goal Level 4: Mastered Level 3: Developed Level 2: Emerging Level 1: Not Evident

Engagement of 
Stakeholders in 

Program 
Assessment 
Planning & 

Review

All members of the faculty, 
staff, and students are 
involved in assessment 
process.

Members of each stakeholder group 
(faculty, staff, and students) are 
engaged in some aspect of 
assessment process (planning, 
collecting, reviewing data).

Program provides opportunities for 
all faculty and staff (and possibly 
students) in some aspect of 
assessment process (planning, 
collecting, reviewing data).

Only one group (faculty, staff, or 
students) are involved in 
assessment responsibilities.

Assessment, if occurring, is 
done by lone individuals 
charged with assessment 
responsibilities.

2018:
•Please describe how your program assessment process is conducted and reviewed regularly (i.e., frequency of meetings).
•How did faculty engage in assessment?
•How did staff engage in assessment?
•How did students engage in assessment?

2017:
•Please describe your program’s assessment process and specific assessment activities during this cycle.
•When and how did the faculty discuss the assessment findings? Who attended?
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Presentation Notes
I went back and looked over our rubrics that the Assessment Council has used the last few years to score our programs’ annual student learning outcomes plans and reports.  This slide shows the first two years where we attempted to capture stakeholder engagement data from programs.In 2017 we asked for programs to report to us on the idea of [assessment] “culture”. We wanted to know how faculty, staff, and students were involved in the assessment activities. Evidence we asked for was in the form of a brief narrative which you can see below the green row of our rubric. As you can imagine, the answers to these questions ran the gamut and it was hard for us to know how to provide specific feedback on their answers and how programs compared to each other. Our questions were not kind of vague and not especially focused.In 2018, we fiddled around with the rubric scoring descriptions a bit, but the biggest change was in the questions we actually asked programs to report on which you can see underneath the blue row of our rubric on this slide. We specifically called out staff and students separately to find out how they are engaged, so that was an improvement. Note that we assumed in our wording that “meetings” were the only way that stakeholders might be engaged.While the range of answers was quite broad in 2018, and some programs did provide good insight, others gave us either way too much or way too little information that helped us understand what stakeholder engagement really meant. In general, the sense we got from the data was this: generic reports from programs that data were presented, reviewed, or discussed, processes were discussed, meetings were attended, and ongoing issues were discussed, mainly by faculty and staff.  So we know data is being discussed but that’s about it. Many of the answers we got indicated that students, (and also other stakeholders that we didn’t explicitly ask about - alumni, employers, and admissions folks) were not really involved in assessment work, though it was hard to get a good feel for the extent. 



Searching for a framework

https://www.anmac.org.au/sites/default/files/documents/stakeholder_engagement_framework.pdf
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The Assessment Council debriefed after our reviews in 2018 and expressed that we felt unsatisfied with how well we could provide feedback to programs on stakeholder engagement given quality of the data we were collecting.  So I started poking around to see how we could improve this part of our data collection process and found this fantastic guide put out by the Australian Nursing & Midwifery Accreditation Council. The link to this document is in the references at the end of the slides (add to chat if I can: https://www.anmac.org.au/sites/default/files/documents/stakeholder_engagement_framework.pdf and I recommend looking it over as I’m only showing you one of a dozen pages in the report and it is all really helpful.I took this framework from Australia to the Assessment Council to get their feedback on it. You can see that it categorizes stakeholder engagement into five categories based on purpose: to inform, to consult, to involve, to collaborate, and to empower. It describes the characteristics associated with each category of engagement, and then, specifies both what the goals are for the engagements (to provide information, to obtain input, to understand concerns throughout process, to partner with stakeholders in a more collaborative way, or to place final decision making into the stakeholders’ hands.)  A nice touch is it lists the promise that we make to stakeholders and that promise changes based on the level of engagement. And then it lists tools that might be used in certain levels.  The Assessment Council was enthusiastic but wanted to make some changes. First, they thought faculty might chafe at the term “empower” in the final column so they wanted me to change that to Enable. We also decided to collapse two of the columns, Involve and Collaborate, into just one to simplify it. And then their final request was that overall it looked too much like yet another rubric and they didn’t want faculty to think that all engagement should be as far right as possible. So I took these suggestions to someone who has graphic design experience in our Teaching and Learning Center.
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And here is what we came up with. From reading through the Australian Nursing & Midwifery document, it became clear that intentional engagement is key, so we put that in the center. We also decided to call out the six stakeholder groups that we most want our programs to focus on in the blue, center circle. And the shape being more circular attempts to evoke the idea that we should pick the proper level of engagement depending on the goals and each of the types of engagement are valid and helpful, even if they are at a “lower level”.  We’ve used this framework to help us decide how to collect data over the last two years.So the first brief discussion that I wanted to have is this: Think about one or two ways you engage stakeholders at your school when making decisions or looking at data. Do those ways fit into this chart? Is there anything missing or that you would tweak about this chart?



Current approach to stakeholder engagement data collection

Dimension Definition of Excellence Bonus Questions Scoring Instructions

Engagement of 
Stakeholders 
in Program 
Assessment 
Planning & 

Review

Groups and individuals engaging regularly 
include representatives from a) faculty; b) 
staff; c) students; d) alumni; e) external 
stakeholders; f) employers

Enter the number of 
stakeholder groups 

engaged at the level of 
Consult, Collaborate, or 

Enable: (max: 6)

5 = engaged 5-6 stakeholder groups at least once/year
4 = engaged 4 stakeholder groups at least once/year
3 = engaged 3 stakeholder groups at least once/year
2 = engaged 2 stakeholder groups at least once/year
1 = engaged 1 stakeholder group at least once/year
0 = did not engage any stakeholder groups
0 = N/A (e.g., no students enrolled)

2019-2021:
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So next I want to show you the current way that we collect this data from our programs. Here you can see our revised rubric row, which is now aligned with our stakeholder engagement framework.  So we score programs based on how many stakeholder groups they engage and then they get bonus points for each one they engage at a level that is more than just Inform. (Though inform is obviously important, we want to encourage programs to do more than just inform.) And then below you can see the questions on the report that programs fill out for us each November. They actually fill out a matrix for how they engage each type of stakeholder, at what level, and with what method. And then they tell us how many times/year that specific type of engagement happens.  There is a blank box under this which I didn’t paste into the slide which asks them to clarify or expand upon anything else they want us to know.



What our data looks like now
Example of more typical data we get now from a single program:

Faculty The program directorship routinely asks all faculty for feedback on student progress in an ongoing basis. Additionally, 
faculty are included in curriculum and admissions committee meetings, at which time they are asked to help assess any 
ways in which the programs’ processes or content can be improved.

Staff The program directorship routinely includes our administrative coordinator in meetings (both 1:1 and program 
committees) and includes that person in all discussions regarding changes/improvements to the program.

Students The program directorship routinely meets with all students in the program, and allows them to openly and honestly 
provide input as to their experiences, both positive and negative. In case of negative feedback, the students are asked to 
help come up with ideas on how to improve these areas moving forward.

Alumni The program director asks recent graduates directly for feedback regarding all aspects of the program, with an emphasis on 
any issues that they have experienced that could be improved for future classes, and things that they felt were strengths of 
the program in particular.

If you would like to clarify anything about your Stakeholder Engagement responses for the 
Assessment Council, you may use this space:
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And this what the data looks like that we get from programs now.  When we do our reviews as an Assessment Council every January we can quickly see whether some stakeholder groups are being engaged at all, the frequency, and get a general sense for the types of engagements that are happening.  Because we also provide space for them to clarify or tell us more, we get additional data like you see in the table at the bottom of the slide. They are primed to give us the type of information that we want in the more free-form response now that they have the framework to refer to. And overall, the data is more organized and easy to understand and give feedback on.



Which allows us to look at the institutional level
2019

2020
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At the institutional level we now have a much more clear idea of how stakeholders are engaged in assessment work.  So I just created these charts for 2020 last week. I can see that in the green charts for what level stakeholders were engaged at, we had some movement toward more collaboration with staff over the last year compared to 2019, that our most common way of engaging students moved from “consult” to “collaborate” and the dark green “inform” got a lot smaller for students this year as they because engaged at a higher level. I also see that for external stakeholders that our most common engagement was to not engage them at all, but now the most common is collaboration.  The blue charts on the right side, which are about the types of engagement (meetings/surveys/focus groups/interviews) didn’t have as much of a change but it looks like more programs surveyed alumni than in 2019.  We have looked at this data in the green chart to determine what some additional assessment-related trainings are that we can provide to the educators on campus. We are offering a session in May on engaging alumni because that’s where we see a drop-off (a chunk of programs just don’t engage alumni at all). And from the blue chart I wonder if we should offer a training on writing good surveys to help support the additional programs that are moving that direction. There also appear to be more focus groups being run with employers, so that is another training we could provide – how to run effective focus groups for assessment purposes.Discussion 2: So I want to pause for a minute and ask: how could using a stakeholder engagement framework inform what you do, or the work of your institution?  If you want to put thoughts about that in chat please do, but I’d also like to hear from a few people who don’t mind speaking to the group.  If you already do something like this, we’d love to hear how that’s working out too.  So again, “how could using a stakeholder engagement framework inform what you do at your institution?”



What the programs say

It was helpful because previously I think I had a rather myopic view of what 
stakeholder engagement looked like and who the stakeholders actually were.
Having it spelled out into categories like this helped me to realize how much we 
are actually engaging stakeholders on multiple levels. 

I found this to be helpful in assessing our interactions. I can see how it will be 
helpful in creating our plans in the future as well. Specifically, the definitions 
and examples of the types of engagement activities helped us see that we were 
actually much more diverse in our activities than we thought. 

It has provided language to talk about how we engage stakeholders and led to 
conversations about who is invited to be on committees and to make 
decisions.  One area that has been challenging is thinking through the legal 
issues. We have wanted to engage with community members but have run into 
issues with FERPA.
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We’ve gotten good feedback from people on campus who have to report on stakeholder engagement. [read key phrases above]. One problem that programs have with the way we collect the data is that we only ask them to fill out the “primary” or “most substantial” way they engage each stakeholder group and some of them like to be more thorough in what they report.  We’re currently thinking through if we should allow them to report on more than just the primary way they engage their stakeholders according to the framework, or if that will be an overwhelming amount of information for us to respond to as an Assessment Council.  I’m leaning toward not asking for more data, and instead helping them get used to the idea that we’re really just looking for snapshots at the institutional level.
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I just want to add as a tangential aside that we have also started giving out Assessment Awards this year. One of those awards is for excellent stakeholder and data engagement. Programs can apply for these awards by answering 4-5 questions and then we have a committee who decides the winners.  The winners are provided with these badges to put on their websites if they want.  Some of the questions in the award application for the Stakeholder and Data Engagement Award include:What is your program’s overall philosophy on engaging stakeholders?What are the 1-2 most important things you do as you engage stakeholders?�What is your program’s overall philosophy on using assessment data?What are the 1-2 most important things you do as you examine assessment data?Describe an innovative approach you’ve taken to engaging stakeholders or making decisions based on data.�How have you empowered or enabled a stakeholder group to fully participate in or guide decision-making?We’re getting some good feedback that these awards are really appreciated and make our assessment folks feel valued.  And the programs so far have been super excited to win them.  This slide you’re looking at is actually copied from a set I just created which will be shown at our annual Symposium on Educational Excellence at the end of May as part of our awards ceremony.  So we are acknowledging good assessment work publicly.



Empowering Stakeholders
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Okay, whew.  Take a breath.   This is an image from Forest Park in Portland, and it really does look this green most of the year.I am done talking about the framework that we use and how we can see patterns in the data better at the institutional level.  I want to end by talking a bit about how to create empowering environments for stakeholders, regardless of which level they are being engaged.  My interest in this came out of the AALHE Grand Challenge I mentioned that I participated in this year. Our group focused on how we can “produce visible and actionable findings that drive innovation”, specifically with regards to how we engage with stakeholders.  I’ll repeat that “how we produce visible and actionable findings that drive innovation.”  As we discussed readings and our experiences, the idea of really being careful to create welcoming and empowering spaces for stakeholders to engage floated to the top. If we don’t create these spaces, it will be difficult to get the kind of authentic insight and brainstorming partnership with stakeholders that can lead to impactful changes to our curricula, programs, and educational outcomes. Faculty cannot see the whole picture of learning from their position alone, and it is critical that we rely on all sorts of stakeholders to ask questions faculty haven’t thought to ask and bring their unique perspectives to our assessment work. Careful selection of an engagement interaction with stakeholders can also elevate voices that have not been amplified and result in productive conversations about power and transparency.  In a time when many universities, OHSU included, are working toward creating anti-racist learning environments, having additional stakeholder involvement can be really helpful.



Attending to Power 

Be Patient

Be CuriousBe Equitable

Be Prepared
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Here are our initial thoughts about how to attend to power and create empowering environments for stakeholders. They were developed in conjunction with a few other folks from my AALHE Grand Challenges group. As I develop these thoughts further I plan to create a training for our faculty specifically on this topic.Be patient: Some stakeholders will require more assurances, conversations, or deeper relationship before they are willing to provide feedback and act as partners in the assessment process. Be open to the idea that engaging some folks will not happen immediately, and assume that some will opt-out.Be prepared: Do not waste stakeholders’ time. This includes providing clear instructions; having a defined purpose; making sure everyone knows what to expect from the interaction and why they specifically were invited at this point in the assessment cycle. And also ask yourself “do the people at the table have a reasonable way to impact the findings?” Be equitable: There may be complex power dynamics among the various stakeholders you engage, possibly due to identities, hierarchies, previous interactions, competing goals, and/or structural inequities that impact people in different ways. Consider setting group norms for the interaction; using tools or signals which ensure everyone’s voice is heard; provide interpreters if needed and address any other accessibility needs; and consider using under-represented or student facilitators to help balance out the power. WestEd (2017) suggested taking time to uncover beliefs and biases at the beginning of stakeholder engagement interactions, and provided a set of activities to help all involved create shared assumptions to ground their work in their resource Grounding Assumptions which is linked in the references at the end of the slides. Making these sometimes hidden or unrealized assumptions visible to all at the table can help facilitate more equitable engagement as well.Be curious: The engagement is not over once everyone goes on to their next task. The facilitators can support relationship-building by evaluating afterwards how the interaction went. This includes reflecting on the authenticity, respectfulness, and effectiveness of the interaction, and whether there was an opportunity for collaborative meaning-making. This can be done by informally talking with stakeholders about how the engagement went or collecting that information more formally via a survey. Reflect on whether all voices were heard and were able to guide the conversation – this is a core part of being curious – really wanting to hear what stakeholders have to say even if they go in a direction you don’t expect. , Finally, we can assess if the goal was to pass some of the decision-making power to the stakeholders, whether that was accomplished. The Australian Midwifery framework (2017) also mentions the value of robust review and evaluation of interactions with stakeholders and the importance of being willing to adjust going forward based on evaluation findings. Activity 3: So the final brief discussion I wanted to have is this: What else would you add to my check list of ways to empower stakeholders and create comfortable and productive engagement interactions? What is missing?Ideas:- Data visualization, meaningful data- Pay them for them for their time- Use checklist before and after to reflect on how it wentTrain educators on campus in this and ask them to share what is going well and lessons learned with other departmentsHave students run focus groups and interviews with other studentsI have included one additional resource in the references which is a different take on creating a stakeholder engagement “checklist” that I found helpful.  https://oese.ed.gov/files/2020/10/effectcommsstakeengag-508.pdf 



Questions? ¿Preguntas?

Email: morenok@ohsu.edu
Linked In: Kirstin Moreno, PhD
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We have a few minutes for questions or comments.  And if you want to chat further you can email me or connect with me on Linked In.  Thank you for engaging with me this afternoon!

https://www.linkedin.com/in/kirstin-moreno-phd-625aa5b1
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