
Leading	
  a	
  process	
  to	
  use	
  learning	
  
outcomes	
  for	
  program	
  improvement	
  

“…excellent	
  teaching	
  …is	
  not	
  simply	
  a	
  ma3er	
  of	
  knowing	
  
the	
  latest	
  techniques	
  and	
  technologies.	
  Excellence	
  also	
  
entails	
  an	
  ethical	
  and	
  moral	
  commitment…[to]	
  inquire	
  into	
  
the	
  consequences	
  of	
  their	
  work	
  with	
  students…”	
  	
  
	
   	
  -­‐	
  L.	
  Shulman	
  



Learning	
  outcomes	
  are	
  not	
  new…	
  

They	
  are	
  embedded	
  in:	
  
Ontario’s	
  college	
  sector	
  
Professional	
  programs	
  in	
  Canada	
  (medicine,	
  
business)	
  
AccreditaNon	
  requirements	
  in	
  the	
  US	
  
Provincial	
  IQAPs	
  from	
  COU	
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…but	
  using	
  learning	
  outcomes	
  is…	
  

“`Closing	
  the	
  loop’—using	
  assessment	
  evidence	
  
to	
  improve	
  student	
  learning	
  and	
  inform	
  
curriculum	
  decisions—is	
  more	
  difficult.	
  In	
  fact,	
  
among	
  the	
  146	
  profiles	
  of	
  good	
  pracNce	
  
submi3ed	
  …only	
  six	
  percent	
  contained	
  evidence	
  
that	
  student	
  learning	
  had	
  improved	
  (Banta	
  &	
  
Blaich,	
  2011).”	
  	
  

3	
  

Baker,	
  G.	
  R.,	
  Jankowski,	
  N.	
  A.,	
  Provezis,	
  S.,	
  &	
  Kinzie,	
  J.	
  (2012).	
  Using	
  Assessment	
  Results:	
  
Promising	
  PracNces	
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Wabash	
  Study	
  

“…our	
  assumpNons	
  concerning	
  the	
  importance	
  
of	
  gathering	
  addiNonal	
  high-­‐quality	
  data;	
  of	
  
creaNng	
  long,	
  detailed	
  reports;	
  and	
  of	
  engaging	
  
the	
  scholarly	
  energies	
  of	
  faculty	
  and	
  staff	
  proved	
  
to	
  be	
  completely	
  wrong.	
  	
  
We	
  had	
  focused	
  too	
  much	
  on	
  gathering,	
  
analyzing,	
  and	
  reporNng	
  assessment	
  evidence	
  
and	
  not	
  enough	
  on	
  helping	
  insNtuNons	
  use	
  it.”	
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NILOA:	
  Wabash	
  study	
  lessons	
  (2011)	
  

1.  Perform	
  thorough	
  audits	
  of	
  useful	
  informaNon	
  about	
  
student	
  	
  learning	
  and	
  experience	
  that	
  your	
  insNtuNon	
  has	
  
already	
  collected.	
  	
  

2.  Set	
  aside	
  resources	
  for	
  faculty,	
  student,	
  and	
  staff	
  responses	
  
to	
  the	
  assessment	
  informaNon	
  before	
  assessment	
  evidence	
  
is	
  distributed	
  around	
  campus.	
  

3.  Develop	
  careful	
  communicaNon	
  plans	
  so	
  that	
  a	
  wide	
  range	
  	
  
of	
  campus	
  representaNves	
  have	
  an	
  opportunity	
  to	
  engage	
  
in	
  discussions	
  about	
  the	
  data.	
  

4.  Use	
  these	
  conversaNons	
  to	
  idenNfy	
  one,	
  or	
  at	
  most	
  two,	
  
outcomes	
  on	
  which	
  to	
  focus	
  improvement	
  efforts.	
  

5.  Be	
  sure	
  to	
  engage	
  students	
  in	
  helping	
  you	
  make	
  sense	
  of	
  
and	
  form	
  responses	
  to	
  assessment	
  evidence.	
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Objec=ves	
  

•  Apply	
  three	
  principles	
  to	
  effecNvely	
  “closing	
  
the	
  loop”	
  

•  Sonware	
  tools	
  to	
  support	
  change	
  
management	
  process	
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Program	
  objec=ves	
  
and	
  outcomes	
  

Mapping	
  the	
  
curriculum	
  

Collec=ng	
  evidence	
  Analyze	
  and	
  
interpret	
  

1	
   2	
  

3	
  4	
  

Learning	
  outcomes	
  in	
  a	
  program	
  



Program	
  objec=ves	
  
and	
  outcomes	
  

Mapping	
  the	
  
curriculum	
  

Collec=ng	
  evidence	
  Analyze	
  and	
  
interpret	
  

Curriculum	
  &	
  
process	
  
improvement	
  

What	
  do	
  you	
  want	
  
to	
  know	
  about	
  the	
  

program?	
  

1	
   2	
  

3	
  4	
  5	
  

Challenge:	
  Closing	
  the	
  loop	
  effec=vely	
  



Learning	
  outcome	
  collec=ons	
  

•  OCAV	
  UDLEs	
  
•  AAC&U	
  EssenNal	
  learning	
  outcomes	
  and	
  
VALUE	
  rubrics	
  

•  HEQCO	
  Tuning	
  Sector-­‐wide	
  outcomes	
  
•  Disciplinary	
  requirements	
  (nursing,	
  
engineering,	
  business,	
  medicine,	
  …)	
  

•  University	
  wide	
  outcomes	
  (e.g.	
  Guelph)	
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Tiered	
  outcomes	
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Autonomy	
  &	
  
Professional	
  
Capacity	
  

Professional	
  
&	
  Ethical	
  
Behaviour	
  
An	
  ethical	
  

pracNNoner	
  who	
  
values	
  diversity	
  
of	
  opinions	
  &	
  
perspecNves	
  

Will	
  uNlize	
  
Canada’s	
  Charter	
  
of	
  Rights	
  and	
  
Freedom	
  in	
  
determining	
  

resoluNon	
  to	
  case	
  
studies	
  

OCAV	
  DLE	
  

University	
  
Outcome	
  

Degree	
  	
  
Outcome	
  

Course	
  	
  
Outcome	
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Developing	
  or	
  adap=ng	
  outcomes	
  
Tool:	
  Learning	
  outcomes	
  

Aligning	
  outcomes	
  within	
  a	
  course	
  
Tool:	
  Course	
  planning	
  table	
  

Aligning	
  outcomes	
  and	
  curriculum	
  
Tool:	
  Curriculum	
  mapping	
  

Scoring	
  performance	
  
Tool:	
  Rubrics	
  

Course	
  1	
   Course	
  2	
   Course	
  3	
  

Outcome	
  1	
   X	
   X	
  

Outcome	
  2	
   X	
  

Outcome	
  3	
   X	
  

PHYS101	
  Course	
  Outcomes:	
  	
  Students	
  will:	
  
1.	
  Describe	
  moNon	
  of…	
  
2.	
  Predict	
  the	
  behaviour…	
  

Teaching	
   Ac=vity	
   Assess	
  

Week	
  1	
   …	
   …	
  

Week	
  2	
   …	
   …	
  

Week	
  3	
   …	
   …	
  

Diploma	
   Bachelor	
   Masters	
  

Knowledge	
   …	
   …	
   …	
  

Cri=cal	
  think	
   …	
   …	
   …	
  

Wri=ng	
   …	
   …	
   …	
  

Interpersonal	
   …	
   …	
   …	
  

Marginal	
   Meets	
   Exceeds	
  

Outcome	
  1	
   …	
   …	
  

Outcome	
  2	
   …	
   …	
  

Outcome	
  3	
   …	
   …	
  



DETERMINE	
  WHAT	
  INFORMATION	
  YOU	
  HAVE,	
  
DETERMINE	
  WHAT	
  QUESTIONS	
  YOU	
  HAVE	
  
DETERMINE	
  WHAT	
  INFORMATION	
  YOU	
  NEED	
  

Principle	
  1	
  

Engineering	
  Graduate	
  A3ribute	
  
Development	
  (EGAD)	
  Project	
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“We	
  learned	
  that	
  most	
  insNtuNons	
  already	
  had	
  more	
  than	
  enough	
  acNonable	
  
assessment	
  evidence—not	
  only	
  in	
  terms	
  of	
  naNonal	
  surveys	
  and	
  standardized	
  
outcome	
  measures	
  but	
  also	
  from	
  informaNon	
  in	
  insNtuNonal	
  databases,	
  
student	
  interviews,	
  reports	
  from	
  external	
  reviewers,	
  and	
  many	
  other	
  sources	
  

of	
  informaNon	
  about	
  student	
  learning.“	
  
	
  



What	
  informa=on	
  do	
  you	
  have	
  

•  NSSE	
  
•  Exit	
  surveys,	
  employer	
  surveys,	
  alumni	
  surveys…	
  
•  Innovators	
  who	
  embed	
  concept	
  inventories,	
  
outcomes	
  in	
  programs	
  

•  Research	
  iniNaNves	
  
E.g.	
  Wabash	
  Study	
  Assessment	
  Portolio	
  Survey	
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What	
  do	
  you	
  want	
  
to	
  know	
  about	
  the	
  

program?	
  	
  

Differences	
  between	
  
program	
  op=ons?	
  

Impact	
  of	
  coop/
internship?	
  

Impact	
  of	
  par=cular	
  
stream	
  of	
  courses?	
  

Longitudinal	
  
development	
  over	
  4	
  

years?	
  

Par=cular	
  skill?	
  

What	
  ques=ons	
  do	
  you	
  have?	
  	
  

Special	
  students	
  
(transfer/twinning)?	
  



Ques=ons	
  a	
  program	
  could	
  ask	
  

How	
  are	
  students’	
  design	
  skills	
  developing	
  over	
  
the	
  4-­‐year	
  program?	
  
	
  
or	
  
	
  
There	
  is	
  a	
  feeling	
  among	
  our	
  faculty	
  that	
  
students	
  aren’t	
  able	
  to	
  use	
  {some	
  specific	
  
measurement	
  equipment}.	
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Breakout	
  
At	
  your	
  table	
  
1.  IdenNfy	
  exisNng	
  informa=on	
  
2.  IdenNfy	
  ques=ons	
  you	
  would	
  like	
  to	
  answer	
  in	
  an	
  outcomes	
  

assessment	
  process	
  
	
  
Discuss	
  with	
  your	
  table.	
  May	
  consider:	
  
•  InsNtuNon-­‐wide	
  efforts	
  
•  Faculty/department-­‐wide	
  efforts	
  in	
  physical	
  science/

professions	
  
•  Faculty/department-­‐wide	
  efforts	
  in	
  social	
  science	
  
•  Faculty/department-­‐wide	
  efforts	
  in	
  humaniNes/fine	
  arts	
  

science	
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INTERESTING	
  THEMES	
  EMERGING?	
  

Engineering	
  Graduate	
  A3ribute	
  
Development	
  (EGAD)	
  Project	
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RECOGNIZE	
  THIS	
  IS	
  A	
  LONG	
  TERM	
  PROCESS	
  OF	
  CHANGE	
  
Principle	
  2	
  

Engineering	
  Graduate	
  A3ribute	
  
Development	
  (EGAD)	
  Project	
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“Culture	
  eats	
  strategy	
  for	
  breakfast”	
  	
  
-­‐	
  Peter	
  Druker	
  



Wabash	
  study	
  (2011)	
  

“The	
  research	
  on	
  insNtuNonal	
  change	
  suggests	
  
that	
  ‘insNtuNonal	
  	
  transformaNon’	
  is	
  rare	
  and	
  
that,	
  if	
  anything,	
  incremental	
  change	
  is	
  what	
  is	
  
best	
  and	
  what	
  is	
  possible	
  (Kezar,	
  2001).”	
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4	
  approaches	
  to	
  facilita=ng	
  change	
  

Dissemina=ng	
  
(good	
  for	
  knowledge,	
  poor	
  for	
  

long	
  term	
  change)	
  
	
  

Suppor=ng	
  individual	
  
innovators	
  

	
  

Enac=ng	
  Policy	
  
	
  

Developing	
  shared	
  
vision	
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  C.,	
  Beach,	
  A.,	
  &	
  Finkelstein,	
  N.	
  (2011).	
  FacilitaNng	
  change	
  in	
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  STEM	
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EffecNve	
  strategies:	
  are	
  aligned	
  with	
  or	
  seek	
  to	
  change	
  beliefs,	
  long-­‐term	
  
intervenNons,	
  understand	
  university	
  as	
  a	
  complex	
  system,	
  honest	
  about	
  issues	
  and	
  
problems.	
  

prescribed	
   emergent	
  

in
di
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al
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l	
  



Change…	
  

People	
  
Culture	
  Shin	
  

Hiring	
  	
  
RecogniNon	
  &	
  Rewards	
  

Infrastructure	
  
Teaching	
  Space	
  
Scheduling	
  	
  

Tools	
  

Curriculum	
  
Courses	
  

Assessment	
  
Methods	
  



Our	
  experience	
  

Guelph:	
  Outcomes	
  for	
  several	
  decades	
  
Queen’s:	
  Engineering	
  planning	
  started	
  planning	
  
to	
  use	
  learning	
  outcomes	
  in	
  all	
  programs	
  around	
  
2008	
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Breakout:	
  Think	
  early	
  about	
  
organizaNonal	
  change!	
  
Introduce	
  yourself.	
  
Based	
  on	
  culture	
  change	
  or	
  iniNaNve	
  you	
  have	
  
led	
  or	
  been	
  part	
  of,	
  keys	
  to	
  developing	
  sustained	
  
shared	
  vision	
  re:	
  conNnuous	
  improvement	
  process	
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Key	
  inhibitors	
  	
   Drivers/resolu=ons	
  



LONG	
  TERM	
  LEADERSHIP	
  REQUIRED	
  
Principle	
  3	
  

Engineering	
  Graduate	
  A3ribute	
  
Development	
  (EGAD)	
  Project	
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“The	
  next	
  step	
  in	
  developing	
  the	
  necessary	
  scholarship	
  and	
  
experNse	
  for	
  assessment	
  is	
  to	
  create	
  mechanisms	
  to	
  systema=cally	
  
train	
  campus	
  assessment	
  leaders	
  in	
  the	
  poliNcal	
  skills	
  and	
  
organizaNonal	
  knowledge	
  they	
  need	
  to	
  more	
  fully	
  uNlize	
  their	
  
assessment	
  data.”	
  
-­‐Blaich	
  &	
  Wise	
  (2011)	
  



People	
  directly	
  involved	
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Administra=on	
  
	
  
Provost	
  
Dean	
  
Chair	
  

Researchers	
  
	
  
Ins=tu=onal	
  research	
  office	
  
Assessment	
  &	
  evalua=on	
  
specialist	
  

	
  

Opera=ons	
  
	
  
Educa=onal	
  developers	
  
eLearning	
  
Instructors	
  
Support	
  staff	
  
	
  
	
  

Students	
  
	
  
Graduate	
  
Undergraduate	
  
Student	
  government	
  

stakeholders	
  



FACULTY	
  

CIVL	
   ENPH	
  

GEOE	
   MINE	
  

ECE	
  CHEE/ENCH	
  

MECH	
   MTHE	
  

Agents	
  of	
  change	
  



Leadership	
  drivers	
  
•  Focus	
  on	
  conNnuous	
  improvement	
  of	
  sustainable	
  
pracNces.	
  	
  

•  Outcomes	
  achievement	
  is	
  a	
  responsibility	
  shared	
  by	
  
faculty	
  and	
  students.	
  	
  

•  Embed	
  a	
  culture	
  of	
  autonomy	
  and	
  academic	
  freedom	
  
within	
  courses	
  and	
  curriculum	
  in	
  higher	
  educaNon.	
  	
  

•  A	
  scholarly	
  approach	
  to	
  curriculum	
  development	
  
includes	
  processes	
  that	
  are	
  faculty-­‐driven,	
  data-­‐
informed	
  and	
  literature-­‐supported.	
  The	
  process	
  is	
  
further	
  supported	
  by	
  a	
  scholarly	
  approach	
  to	
  analysis,	
  
applicaNon,	
  teaching	
  and	
  assessment.	
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SOFTWARE	
  TOOLS	
  

Engineering	
  Graduate	
  A3ribute	
  
Development	
  (EGAD)	
  Project	
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Engineering	
  Graduate	
  A3ribute	
  
Development	
  (EGAD)	
  Project	
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Engineering	
  Graduate	
  A3ribute	
  
Development	
  (EGAD)	
  Project	
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Engineering	
  Graduate	
  A3ribute	
  
Development	
  (EGAD)	
  Project	
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Assessment	
  AnalyNcs	
  



Engineering	
  Graduate	
  A3ribute	
  
Development	
  (EGAD)	
  Project	
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Soeware	
  summary	
  

•  Desire2Learn	
  is	
  the	
  closest	
  to	
  a	
  complete	
  
package	
  to	
  manage	
  courses,	
  learning	
  
outcomes,	
  rubrics,	
  and	
  reporNng;	
  AnalyNcs	
  
tool	
  in	
  early	
  stages	
  

•  eLumen	
  outstanding	
  at	
  analysis,	
  but	
  poor	
  
integraNon	
  into	
  general	
  LMS	
  

•  Waypoint	
  Outcomes/LiveText	
  outstanding	
  at	
  
managing	
  outcomes,	
  rubrics,	
  and	
  feedback	
  

Engineering	
  Graduate	
  A3ribute	
  
Development	
  (EGAD)	
  Project	
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Engineering	
  Graduate	
  A3ribute	
  
Development	
  (EGAD)	
  Project	
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CONCLUSIONS	
  

Engineering	
  Graduate	
  A3ribute	
  
Development	
  (EGAD)	
  Project	
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1.  IdenNfy	
  exisNng	
  data	
  and	
  quesNons	
  
2.  Recognize	
  it	
  is	
  involves	
  long	
  term	
  change	
  
3.  Requires	
  leadership	
  and	
  collaboraNon	
  
	
  
•  Data-­‐informed	
  
•  Faculty-­‐driven,	
  student-­‐engaged,	
  stakeholder-­‐
informed	
  

•  Culture-­‐	
  &	
  context-­‐specific	
  
•  Rigorous	
  &	
  authenNc	
  
•  Resourced	
  &	
  recognized	
  
•  Look	
  for	
  supporNng	
  tools	
  and	
  peers	
  
	
  
	
  

	
  
	
  	
  

A	
  	
  Guide	
  to	
  Developing	
  and	
  Assessing	
  Learning	
  Outcomes	
  at	
  the	
  University	
  of	
  Guelph	
  -­‐	
  h3p://www.uoguelph.ca/vpacademic/avpa/pdf/LearningOutcomes.pdf	
  

Recommended	
  Prac=ces	
  for	
  sustainable	
  improvement	
  
process	
  


