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Presenter
Presentation Notes
Welcome
Thank them for their time.
Describe what we’ll do today.
Make this about a dialogue


HOW MIGHT YOU WORK
WITH THIS FACULTY MEMBER?

A faculty member enters your office a few minutes
before your scheduled meeting. She says she feels a
bit like Sisyphus when it comes to assessment. Every
semester she has to complete a new report only to
have that report forgotten and a new report
submitted next semester. She is, as a result, very
resistant to doing anything new with assessment as she

prefers to “copy and paste,” her report to complete
it
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Presentation Notes
What is the main issue here.  This person is tired of having to do the same thing over and over again..  Yet, she is the one choosing to just copy and paste.  She is the one choosing to provide information wherein the only natural choice is for an administrator to not use it because it is old, rote, and copied.  You might consider soft language that empower her to break free from this cycle.  But if you do that, will your institutional timeline be tinkered with?  Will she have the time to do this right.”  

Faculty here SACS makes us do this and they naturally think, in my experience, “do they” or “Show me.”  if you are going to use accreditation as a stick, you better make sure you have a handle on that stick.  Often, what I’ve seen is an administrator says, the accreditor makes us do this, but they don’t own up to the flexibility that accreditors give us to set internal timelines, develop our own processes, etc.  Faculty often see this as being a sell out or not siding with faculty.  That accreditors needs come before faculty and students.  As a leader how can you resolve this divide?


OR THIS ONE?

A faculty member enters your office a few
minutes before your scheduled meeting. He
says he is excited to begin the cycle of
improvement but that he is still a little
confused about how fo do his "LiveTask20,”
which is your campus’ chosen technology and
data management solution for assessment
data collection. He is, as a result, hesitant to
begin the process of data submission
because he is concerned he will “get it
wrong.” He indicates he will likely copy and

paste what has been done in the past by the
deadline.
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Presentation Notes
Here is a classic situation many faculty have shown me.  They come to me ready to do, in our case “their Tk20.”  Why might this be a challenge?

On the one hand, you might just be glad they are coming to you to do anything.  oN the other, they seemed focused on the process, the clicking of the buttons, the forms associated with your technology solution.  The technology solution has become the reason for doing assessment.  I’d hate to see a day when a faculty member is proficient for and known for their ability to navigate our technology solution moreso than being know for their ability  to help students.


OR THIS ONE?

A faculty member enters your office a few
minutes before your scheduled meeting. She
says she refuses to participate in the
institution’s assessment effort because “it is a
[explicative, explicative] fad that
administrators foist off on faculty in order to
justify their jobs and it sucks the soul out of
the curriculum.” She is, as a result, resistant
to engage in assessment because she
believes it may do damage to her curriculum.



Presenter
Presentation Notes
We’ve never had any of those, right?  Many of your responses to the pre-webinar survey indicated that you have experienced this sort of negativity to varying degrees.

Of course the emotion you see here is anger, but if you dig a little deeper and ask a few more calm questions, you might also find regret, a lack of trust, or jealousy.  I often have faculty come to me saying they refuse to do assessment because last year they did an assessment and they did not get the funds, faculty line, or resources that their assessment showed they needed.  They will ask me “how come the other department got the resources and we didn’t?”  There is that jealousy part I was talking about.  I remind them of how resource strapped higher education is today and then let them know that it was through assessment that the other department got the resources.

You don’t have to take this kind of abuse.  But you can.  It takes a rare breed of person to yell for a very long time.  And bright fires burn themselves out the fastest.  So I usually reflect back to this person a sense of humor but diligence in their concern.


IMPLIED IN EACH CONVERSATION ARE...

Metaphors and hidden messages about past experiences

Indicators about what faculty value

Opportunities to refine approaches to assessment

Opportunities for precisely what these faculty desire from assessment

Opportunities to fulfill accountability pressures

The Balancing Act of Assessment

Thoughts about the Current Needs of the Assessment Profession
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Presentation Notes
If you read between the lines on these cases, you’ll see what really worries faculty about assessment.
They see it as a time suck.
If you did a qualitative study, I think you’d be appalled at what faculty tell you they have had done to them with assessment.  We conducted a study a few years back like this through the Survey of assessment culture and found that faculty had mostly an attitude of apathy of assessment, roughly 60% of the time.  Roughly a 30 had outright disdain for assessment and upon probing more, we our research team concluded about half of these folks were warranted, meaning about 15% of faculty had some really bad stuff happen to them in the name of assessment.  Only about 10 % had a warranted, justifiably positive perspective on assessment.

So you have to be able to scan the assessment environment.  What all is done on your campus in the name of assessment?  That might be a good weekend thought provoker to think about.


They are afraid it will result in no changes
They are afraid it will strip them of their autonomy and authority as experts.
They are afraid it might put them as subservient to someone’s needs whom they don’t trust.

But if you reframe each of these scenarios you can also redirect the faculty member to accomplish the very things the aren’t telling you they want, but they do want them, as well as what you want out of assessment.

For these reasons, I think the current sate of the assessment profession has advanced to a point where assessment leaders not only have to know statistics, data collection, effective reporting, they have to know leadership skills, and specifically skills for leadership in higher education.  Of these, dialogue is important.  

But how does one do dialogue yet still accomplish accreditation or accountability directives?
How do you empower faculty yet still lead a group in a collective direction, particularly since academe has only rarely been known for its prowess in collective direction.
How does an assessment leader deal with the multiplicity of thought and involvement that is truly inherent in the idea of faculty buy in, yet still move in a concereted direction toward a goal, or a task completion.  
How does one involve a lot of people but still exert the basal modicum of control?

I think dialogue and a mentality of servanthood is critical.  If you will be attending ASHE in a few weeks Angelo Letizia and I will be offering a session on assessment reconceptualized under Greenleaf’s notion of servant leadership.  How do you situate yourself as a guide to faculty, not their director?

This is tough.  I once supervised a young man who was desparate for faculty to know his authority over assessment.  He was the institution’s director of assessment, and ultimately completion of assessment tasks was his responsibility.  After about a year of letting him do the “I am director, hear me roar” approach.  I offered the feedback to him that he had to work in softer ways.  He couldn’t direct faculty any more.  He had to guide them.  We changed is operating title to Lead Assessment Consultant.  I allowed him to choose the title. He told me that after first he thought I was crazy and that this little change did not matter, but after about 2 years he told me he was able to accomplish more under the servant leadership mindset than under his former one.  

What you say and how you say it along with the messages and symbols you send about assessment serving learning matters.  

In four slides ahead we will see a chart that will ask you to consider much like Neil Postman does in his book the end of education, what master does your assessment effort serve and how do faculty know?  How you know the answer to this question is important, but how faculty know the answer to this questions more important.  In many of your pre-survey responses you’ve indicated that your faculty talk about assessment serving accreditation needs.  How can you reinforce that these needs are not mutually exclusive of theirs?

One tactic is to show faculty that accredited status matters to students…story about summer survey.


OUR RESEARCH

Survey of Assessment Culture
Faculty Survey of Assessment Culture
Administrators Survey of Assessment Culture

g’r(l)Jdgn’r Affairs Survey of Assessment Culture- Starting
]

Nation-wide, nested samples
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We sample administrators first and then invite them to participate in the faculty survey.  This allows them to invite all faculty teaching a credit-generating course.  This is actually very difficult to do because most faculty see themselves as the best of the best. And including faculty in a survey that might also include a few folks who teach first year experience or study skills courses always generates a few conversations.  To this I say to the institutional coordinators, don’t miss an opportunity to discuss learning in all of its forms and collegiality.

Roughly 40 institutions participated in the last survey we did, which the data for today are drawn from.

You can find more about these surveys and our conceptual framework online at our website.

http://www.shsu.edu/assessmentculture

A FEW FINDINGS

Five factors that seem to influence an institution’s culture of assessment

Use of data
Sharing of data
Structures
Messages
Normative Factors

Leadership appears to be a higher order factor across all of these

Fuller, M. B., & Skidmore, S. T. (2014). An exploration of factors influencing institutional cultures of assessment. ,65,9-21. doi:10.1016/

j-ijer.2014.01.001

Fuller, M. B., Skidmore, S. T., Bustamante, R. M., and Holzweiss, P. (in press). Empirically Exploring Cultures of Assessment in Higher Education.
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Presentation Notes
Use of data= faculty want to know how data are used, who will see these. Answering these are basic matters of collegiality.
Sharing data- is data shared in a two way street.  If you have a regularly recurring report faculty have to submit, can you provide the data to them beforehand rather than asking them to provide it to you in a rush?  This allows them time to reflect, value, and provide their expertise. Example of 18 characteristics.  Sharing is a two way street.  The rhetoric of charring as the 1 way flow of information, faculty see through that.
Structures- Who will help me?  Who will serve as a boundary spanning unit?  Are faculty familiar with the office leading student learning assessment?  Accreditation?  Together?  IR vs. IE vs. assessment?
Messages- Who provides messages?  Content, tone, underlying message, values?  I once heard a provost in his state of the university address provide all of right words about assessment supporting student learning.  But her tone and the fact that she first mentioned the accreditation visitors outweighed all of the content of what she said.
Normative factors-  how do faculty know what is good and appropriate for them and their discipline?  How do they know that assessment is good for them?  Will or will not lead to promotion and tenure or merit raises?  How do they know it is good for their department?  

Often these are interrelated.  For example, faculty know assessment is good for their department because their department took assessment to the full extent and made a change. 

The key is to let them have the energy


http://www.sciencedirect.com/science/article/pii/S0883035514000032

MORE ON OUR RESEARCH

Focus on learning.

Focus on assessment processes.

Concern themselves with aggregated data.

Love leading institutional assessment efforts.

Be more positive regarding assessment
processes.

Focus on learning.

Focus on teaching.

Concern themselves with individual (i.e. single
student or “anecdotal’’) evidence.

Love leading course assessment efforts (and
dislike “wrapping up’’ course based-efforis into
institutional reviews).

See assessment as a waste of time, detached
from curricula, stifling discourse, or damaging

learning on campus


Presenter
Presentation Notes
What are the strengths of each here.

How can you preserve faculty energy for change making periods instead of data collection periods?
While accreditors or accountability agents may not value “anecdotal evidence” realize this may be a source of pride for faculty so, showing faculty in reports where anecdotal evidence or allowing the individual experience of students to confirm the quantitative scope noted in data might be useful for both seeking accreditation support and involving faculty. 


LESS OF A CULTURAL CHASM THAN WE THOUGHT. ..

When asked to fill in the blank with the single most appropriate
response to the question * is the reason
assessment is conducted at my institution.”

Accountability
Accreditation

Compliance with Government Mandates

Improving student learning

Tradition

Access to financial resources
Other

But still some challenges.



METAPHORS ARE POWERFUL

“The essence of metaphor is understanding and

experiencing one kind of thing in terms of
another” (Lakoff & Johnson, 1980, p. 5).

Concepts that structure your institution’s approach
fo assessment

Strong indicators of a culture of assessment

Different groups on campus have differing
approaches to assessment

There are folks and disciplines that denounce or
question metaphorical concepts. Metaphors are
limited.




FACULTY'S METAPHORS

Bureaucratic Metaphors

Meaning and Value Metaphors
Vehement Metaphors (a.k.a. curse words)
Burden Metaphors

Agriculture Metaphors

Technology Metaphors

Motion Metaphors

Tangible Item Metaphors

Manipulation Metaphors

See Data at


http://tinyurl.com/2015-Faculty-Metaphors-2015

PROMISING METAPHORS

How does one balance assessment and accreditation needs?

Accreditation should support learning but does it2 What do your faculty
think?
You may find it helpful to clarify that rhetoric because faculty may not be

buying into the idea that regulation, even self-regulation, increases
learning.



HOW CAN METAPHORS BE USED AS AN INITIAL GUIDE
INTO ANALYZING THE RHETORIC OF ASSESSMENT AND
YOUR INSTITUTION'S CULTURE OF ASSESSMENT?



THREE KEY FACTORS

Use of data

"l am not afraid to participate in assessment if | know it will do anything of value for my students...as of yet,
our assessment system has done more harm than good."

Messages

Is the central message of your assessment system doing the technology, "getting through accreditation,”
"getting someone off your backs," "avoiding dings," or are there messages focused on helping students.

This also extends to accreditation and accountability organizations. |s there a discourse of seeking
penalties or highlighting strengths?

What is said, posted, printed, or done that reinforces your office's service orientation?

Structures

Is it feasible to separate assessment support offices



WHAT DO FACULTY VALUE?
HOW DO YOU KNOW?

WHAT CAN YOU DO TO SUPPORT THOSE VALUES
THROUGH ASSESSMENT?



QUESTIONS?
DIALOGUE

Matthew B. Fuller, Ph. D.

Assistant Dean of Assessment, College of
Education

Assistant Professor, Higher Education
Administration

Sam Houston State University
mfuller@shsu.edu
Phone: 936.294.3399
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