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Administrative Unit
Assessment:
A Campus-Wide Approach
Katherine G. H. Reichley, CEOE
Academic Assessment & Accreditation Specialist
Otterbein University, Westerville, Ohio

Otterbein University
 Located in Westerville, Ohio; northeast corner of Columbus
 Approximately 3,000 students
 74 undergraduate majors and 8 graduate programs
 Higher Learning Commission site visit February 2015 (Open Pathway)
 United Methodist Church Senate site visit September 2015
 Ohio Department of Higher Education re-authorization October 2016
 Fall 2016 – opened the STEAM (Science, Technology, Engineering,
Arts & Mathematics) Innovation Center
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Before Continuous Quality Improvement
(CQI) Project
 Academic annual and long range reports had been a regular part of
doing business
 Suspended during conversion to semesters
 Re-imagined and re-instituted as part of our CQI Project
 Assessment to promote growth and understanding not punishment

 Accreditation Steering Committee (ASC) felt strongly there needed to
be regular assessment of administrative units
 One vice president required annual reports
 Others gathered information through the annual personnel review process
Improving ourselves
improves the University

 No standard assessment which was shared in any campus-wide method

During CQI
 Accreditation Steering Committee (ASC) functioned with three work
groups
 Degree Qualifications Profile (DQP)
 Academic Program Review
 Administrative Program Review

 The review processes were developed across two years

ASC committed to
moving administrative
assessment forward

Staff changes
almost
brought the
process to a
halt more
than once
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Since CQI
 Began with three pilot groups
 Graduate School
 Center for Career & Professional Development

Getting VPs
to decide
on their
divisions was
difficult

 Environmental Health & Safety

 Created a schedule of reviews with the guidance of the Vice Presidents

Adjustments made in
schedule based on
unit changes

Administrative Review Pieces
 Organizational Profile
What are you currently doing?

Determining
effectiveness
is difficult for
units who are
unfamiliar with
assessment

 Excellence & Effectiveness
Is what you are doing effective?
 Continuous Improvement & Strategic Plan
What will you do next?
 Resource Review
What do you need to accomplish your goals?
Units appreciate the
opportunity to tell their stories

Having an external measure was
met with varying responses
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Administrative Review Process
External
Reviewer
can
impact the
timeline

External Reviewer is a
useful part of the process

Administrative
Review
Product
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Administrative
Review Product

Items all entered by the
unit; nothing gets lost

Review Support Features
 Six months before report is due – approximately April

Attendance

 Monthly one hour meetings
 Some include guests who previously completed reviews
 Discuss aspects of the review process
 Digication ePortfolio
 External Reviewer
 Difference between “telling your story” and “evaluating your
effectiveness”
 How much is enough?
Allows for learning
from each other
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Additional Support Features
 Individual consultations
 Surveys
 Digication ePortfolio

 Review of completed sections
 External reviewer communication
 Meeting with external reviewer

Three person IE leadership
team available to assist

Overall Issues

Issues

 Example offices did not always rise to the occasion
 Unclear if the Vice President part is happening as planned
 Planning Committee does not provide a written response to units
 Units who get out of sync during the process can be repeatedly
delayed
 Institutional Effectiveness Subcommittee has no authority
 Timeline may need adjusted
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Overall Benefits

Benefits

 External Reviewer has inspired and encouraged changes
 Communication within a unit becomes critical and more effective
 There is documentation to pursue changes
 Units become more grounded in standards related to their work
 More people on campus know about the functions of the units
 Everyone is grounded in the mission, vision, and strategic goals of
the University

Questions
Contact Information:
Katherine G. H. Reichley, CEOE
kreichley@Otterbein.edu
Office of Academic Affairs
1 S. Grove St.
Westerville, OH 43081
614-823-1173
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ADMINISTRATIVE PROGRAM REVIEW
Department Self Review Process
OVERVIEW
Principles, Objectives, and Process
GOAL
Administrative Review provides Otterbein with a process for systematic assessment, planning, and
improvements across all administrative departments. The process supports the University mission by
helping each department align itself to the University’s strategic plan. The program benefits
administrative departments by providing managers and employees regular opportunities to examine their
operations, make adjustments, and establish plans for continuous improvements. Departments are
encouraged to recognize their existing best practices and to identify and implement practices that
exemplify the highest quality, productivity, and relevance in their operation.
PRINCIPLES
The Administrative Review process will:
 ensure the continuation of high quality programs and services.
 emphasize planning as much as assurance. The intention is to encourage forward-looking
strategic and aspirational thinking and, therefore, the process is designed to be developmental and
encouraging a climate for self-study, inquiry, and creative solutions.
 include broad participation of faculty, students, and staff. Since the university contributes to the
work of each division, the review process includes the broadest reaches of the office.
 complement and coordinate with other reviews or reporting requirements (external audits,
accreditation, annual reports, budget processes, etc.) so as not to be duplicative. The process will
primarily consist of activities that should be routinely performed by proactive management.
OBJECTIVES
CONTINUING IMPROVEMENT AND ASSURANCE
Continuing Improvement
 Define ways, primarily within existing resources, that a unit can continue to improve in the
quality of its programs, services, activities, and operations. Identify obstacles that inhibit a unit
from achieving its desired goals and develop ways in which these obstacles can be managed.
 Develop 1-year, 3-year, and 5-year measureable action plans that include an assessment schedule
to assure a unit’s goals are achieved.
 Encourage strategic thinking about a unit’s plans through the process of updating or developing a
unit’s plan that assures alignment with the University Plan and strategic initiatives.
Assurance
 Provide evidence of the excellence and effectiveness of a unit’s programs, activities, services and
operations. Determine the extent to which a unit manages resources in an efficient and effective
manner.
 Assess a unit’s performance in relation to its objectives, university priorities, and
strategic initiatives.
 Evaluate the extent to which a unit has successfully addressed student learning and
development and/or business and service outcomes.
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PROCESS & TIMELINE
Review Cycle: Administrative Reviews will be conducted on a seven-year cycle in each division.
Process: Each division should determine an appropriate process for completing the self-study. However,
it is assumed that each unit will establish a self-study team composed primarily of staff from within the
unit to complete Section I of the self-study. Once Section I (see Appendix A) is complete, it is
recommended that a small ad-hoc group assembled to review the self-study and assist with formulating
Section II. This group should be external to the unit (and division) but internal to the University. Other
members may be included representatives from the external community (when appropriate), students,
faculty, and staff. (See Appendix A for an example of a detailed process outline to conduct the self-study)
Timeline:
October of year prior – September: Unit conducts self-study (Sections I and II)
September: Unit completes self-study report, selects external reviewer and submits report to external
reviewer *
October: External evaluator visits campus
November – December: Unit receives report from evaluator and writes rejoinder (rejoinder optional)
January – February: Report reviewed by the Institutional Effectiveness Committee
February: Unit submits rejoinder to IE committee review (rejoinder optional)
March: Vice-President/Executive Director review (VP/ED will provide feedback and begin working with
unit to develop action plan)
Late March-April: IE Committee finalizes materials and prepares presentation for Planning Committee
April: Presentation to Planning Committee
* External Reviewer Process
An external review should be scheduled as part of the self-study process after section II has been
completed, but before the IE Committee review. The departmental findings and report should be sent to
the reviewer at least two weeks prior to scheduled campus visit. Funds are available to compensate
external reviewers for a visit and report review as well as submission of their findings in report form.
Katherine Reichley coordinates the contract and payment processes, which may be comprised of two
separate installments, one for report review, the other for a report of findings, as well as mileage and
meals. The evaluator should spend at least one day on campus with a full schedule of interviews and/or
focus groups with various constituencies, including department staff, students, clientele, external
stakeholders, members of the self-study team, and the division V.P. This schedule should be created by
the unit under review.
After the external review process is completed, the unit will submit their self-study report to the
Institutional Effectiveness Committee. The IE Committee with conduct a review primarily focused upon
offering both insights into the character of the review and suggestions to help the unit as it contemplates
action planning in Section III.
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Appendix A:
SELF-STUDY REPORT
The self-study team’s self-study report should follow this outline and will be posted in e-portfolio
(template is currently in development) for review by other constituencies. Feel free to add sections where
appropriate. If a section does not pertain to your department, note in the report that it is not applicable
and why. Use Appendices to display forms, manuals, contracts, other primary sources, publications, and
raw data.

EXECUTIVE SUMMARY

Provide a brief one-page executive summary of your report that includes key findings, strengths,
opportunities, priorities, and recommendations.

SECTION I. ORGANIZATIONAL PROFILE (What are you currently doing?)
A. Environmental Scan
1. Note trends in higher education and the unit’s field of expertise affecting the
organization’s work
2. Describe the current landscape of the organization’s work

B. Mission, vision, goals, core values, learning outcomes, strategic plans
1. State the unit’s mission
2. List organizational learning outcomes for students and show alignment with KMERI
(where appropriate)
3. Discuss the Unit’s commitment to diversity and inclusion
4. University & divisional goals; strategic plans as related to the unit (discuss current
progress on action steps, learning gained to date, etc)
C. Core programs and services
1. Describe clientele (e.g., students, faculty, parents, offices, community)
2. Summarize current programs and services
3. Note outreach and engagement activities
D. Professional, legal, and ethical responsibilities
1. Describe professional standards that ground the organization’s work
2. Summarize any accreditation requirements (link to HLC criteria where appropriate)
3. Note risk management procedures
E. Structure
1. Note reporting relationships (diagram is helpful)
2. Define the distribution of responsibilities
3. Describe lines of communication
4. Note use of management and/or cross functional work teams
5. Note key internal and external collaborative relationships and who these partnerships
strengthen (e.g., the capacity to advance learning, quality, programs and improve
organizational efficiencies)
F. Human Resources
1. Describe the leadership of the department, style and vision
2. Provide a staff profile (job descriptions, employee vitae) Note the structural diversity of
staff
3. Note on-going human resource development
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4. Summarize succession planning within the department
5. Describe staff involvement in University Governance and service committees and
processes.
(NOTE: please maintain confidentiality – refrain from providing information that can identify
specific individuals)
G. Forms, policy manuals, and other tools
1. List all forms used by the department and their function (place in Appendix)
2. Describe departmental policies and include examples from policy manuals in Appendix
H. Technology, equipment, and facilities
1. Describe the technology, equipment, and software utilized by the department
2. Note facility usage
I.

Measurement, Analysis, and Information Management
1. Describe the department’s evaluation and assessment portfolio
2. List surveys and other tools used for the collection of data used for evaluation and
measurement of outcomes. Include internally designed tools as well as national
instruments. (Consider making a chart to note how often the instrument is administered
and the target audience)
3. Summarize the department’s information management system (e.g. where is data
housed).
4. Define the process for analyzing data
5. Describe how the results of assessment are used for decision-making
6. Describe how the results of assessment are disseminated
7. OR conduct a study designed for this project (might include surveys, focus groups,
document analysis, etc)

J.

Financial Resources
1. Describe funding sources (e.g., internal budgets, grants, gifts, etc.)
2. Provide a budget narrative outlining use of funds in the department (e.g. specific
percentages of allocations for specific needs)
3. Describe budgeting process

SECTION II. EXCELLENCE & EFFECTIVENESS (Is what you are doing effective?)

In this section, share the results of evaluations and assessments to provide evidence of the department’s
success, effectiveness, and impact on strategic priorities. The Unit should consider convening an ad-hoc
group of colleagues external to the Unit (and division) but internal to the University to assist with an
initial review of the self-study. The self-study team should select a set of standards against which you
will review your department. These standards may be different across divisions and should emerge from
national standards (e.g., CAS Standards, Accreditation Criteria, Audits, professional organizations, etc.).
These standards should align with elements of the Organizational Profile in Section I.
A.

Departmental Standards
1. Define the standards against which the department is being reviewed for each of the core
components of the Organizational Profile. Standards should consist of a set of goals and
measurable outcomes. Departments must include standards that align to HLC
accreditation criteria that are pertinent to their department.
a. Environmental Scan
b. Mission, vision, goals, core values, learning outcomes
i. Note alignment with university vision, mission, core values, guiding
principles, and brand pillars
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ii. Note alignment with division mission and goals
iii. Note alignment with campus-wide strategic directives
c. Core programs and services
d. Professional, legal, and ethical responsibilities
e. Structure
f. Human Resources
g. Forms, policy manuals, and other tools
h. Technology, equipment, and facilities
i. Measurement, Analysis, and Information Management
j. Financial Resources
For each core component, describe the data you are using to provide evidence of the
department’s effectiveness and excellence in this area. How was the data collected? Is it
reliable and valid data? A data chart that notes the assessment cycle and tools used can be
helpful here. Use existing data, new data from current studies, and/or national
benchmarking data. Contact the IR office if institutional data is needed. Provide summary
tables of results in an Appendix.
For each core component, summarize your findings. What are the department’s strengths
in the area? What are the opportunities?
Identify obstacles that have inhibited the unit from reaching goals.
What new priorities have emerged as the result of this study? Where is improvement
necessary?
The internal group should create a report commenting upon the above study, as well as
begin to help the unit craft questions for the external reviewer.

B. OPTIONAL: Some divisions may also choose to include special focused-studies, reviews across
departments, or CQI projects in this section, but they must also make assurances for all of the
core self-study components as listed above.
After completion of Section II, units should engage their external reviewer (please consult with Katherine
Reichley to make honorarium arrangements for the reviewer). The external reviewer will consider the
self-study, the internal group feedback and arrange (with the assistance of the unit) to interview
stakeholders, visit facilities, review materials, etc. The external reviewer should produce a report of their
findings that also answers any questions the unit and internal group posed. The external reviewer should
make recommendation to help the unit develop an action plan.

SECTION III. CONTINUOUS IMPROVEMENT & THE STRATEGIC PLAN
(What will you do next?)

In this section of the report, develop a strategic action plan for the department that includes measurable
goals and objectives for 1yr, 3yrs, and 5yrs. The departmental strategic plan should have a direct line of
sight to current campus-wide and division-based strategic plans, incorporating agreed upon core values
and key strategies. Plans should include:
A. Department-level vision and mission statements
B. A detailed operational plan that includes measurable goals, S.M.A.R.T. objectives, benchmarks,
and key performance indicators. Goals should be prioritized and sequenced based on findings
from the review process.
C. An evaluation plan (should feed into annual reports for continuous improvement)
D. If the unit is already in progress with a strategic plan, use this opportunity to evaluate that plan
given the review assurances and findings.
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SECTION IV. RESOURCE REVIEW (What do you need to accomplish your goals?)

In this section, identify resources necessary to accomplish the goals set out in the strategic plan. Include:
A. Alignment of current staffing competencies with goals
B. Alignment of current non-staffing resources with goals
C. Resource recommendations
1. Recommended efficiencies that could be gained by re-organizing resources within the
office and across university areas.
2. Identify resource gaps.
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Appendix B:
Proposed Process for Completing the Self-Study

(Example from Student Affairs)

The following is an example of a self-study process provided by Student Affairs. Before beginning a selfstudy, departments should establish a self-study team which would include members from the
department; other members of the division outside of your department; and representatives from faculty
and staff.
STEP 1

Conduct an independent assessment of each strategy and operation of your area.
(What you do and how well you perform what you do)
One way to approach this task is to make a list of program components and give each a
rating based on a pre-determined scale. The CAS standards can be a helpful guideline.
Another approach is to review all relevant program documentation to provide a baseline
understanding of your current program. Typical documentation might include:
Mission statement
Handbook references
Policy/Procedure manuals
External program reviews

Annual reports
Publications
Job descriptions Calendars
Flow charts
Budget
Learning Outcomes

Data collected from NSSE, Core, CIRP, and any other relevant instruments should also
be used to gain an understanding of your current program.
Be sure to determine if your program will be adequately evaluated with this
documentation. Does it represent the true depth and scope of the program? What might
you need to add?
STEP 2

Identify all clientele, then, define the needs of clients, customers, and stakeholders.
Assess their needs and expectations.
You may want to use:
Surveys
Focus groups
Interviews
Documented complaints Field research

STEP 3

Conduct a S.W.O.T. analysis.
Determine the Strengths of your program; the Weaknesses of your program; the
Opportunities for building, expanding, or transforming your program; and the future
Threats or challenges you can identify, both internally and externally. If you have
conducted STEP 1 thoroughly and have rated each component of your program, the
synopsis will not be difficult.

STEP 4

Define the critical issues, problems, and trends by reviewing, integrating, and
summarizing the previous three steps. Pay special attention to these questions:
 Are professional practices, staff roles, and policies aligned with your
mission?
 Are your clients’/stakeholders’ issues and needs being met?
 How are appropriate/necessary linkages and relationships being established
and cultivated?
 Is the program productive, effective, and efficient?
 Are there organizational and structural issues that need to be addressed?
 Are information needs being met?
 Is there adequate support in terms of financial/staff resources?
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Are there systematic evaluation mechanisms in place?
Are external forces and changes being acknowledged and are necessary
changes being implemented?
Are staff competencies evaluated and staff development strategies developed
and implemented?

STEP 5

Define your core values.
What are your guiding principles and bottom-line commitments?

STEP 6

Create a vision statement. It should:
 articulate a compelling common purpose (incorporate multiple and personal
visions)
 define a better, different organization (interesting, active, exciting)
 present the best view of the future
 embrace continuous learning and improvement
Focus on one year, three years, and five years in the future; envision the ideal. Be
prepared for “creative tension”, the difference between the vision and reality.

STEP 7

Conduct a gap analysis.
 compare your vision with reality
 compare core values with actual operations
 clearly define program performance gaps and critical issues
 use gaps to formulate strategies, program goals, and operational objectives

STEP 8

Reformulate mission statement and program goals to reflect a tangible extension of the
vision statement.
The mission statement should describe principle products, services, and clients and
represent your ideal view of your area in your institution. It should also describe the
primary purposes and functions of your area and help define its boundaries within the
institution.

STEP 9

Define SMART objectives.
(Specific, Measurable, Attainable, Realistic and Time bound)
These should flow from the mission statement and broader program goals, reflect
program priorities, and address problems and critical issues.

STEP 10

Develop an operational plan to implement your objectives.
What will be accomplished, when will it be accomplished, who will accomplish it, and
what resources will be needed? Troubleshoot your plan before implementing it by
determining potential problems and defining preventive actions, estimating probable risks
and contingency plans, and trying to identify unintended consequences or resulting new
problems.
Define Key Performance Indicators (KPI) that will accurately measure the results you
seek to attain.

STEP 11

Evaluation
Regular progress reports and control systems should be used to make sure
implementation stays on track. Regular “review and plan” meetings are helpful. Yearend and/or five-year reviews should be built into the process.
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Measure and evaluate the outputs and outcomes.
Possible types of performance indicators:
 results against objectives
 results against learning outcomes
 output measures of productivity (numbers served in various ways)
 outcome measures of effectiveness (client satisfaction, behavior or attitude
change)
 trend analysis over time
 cost/benefit analysis of various program components
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Appendix C:
Assessment Measures Overview
The following are examples of measure that can be employed to assess program effectiveness. It is not
meant to be an exhaustive list, but to encourage your thinking around assessing the outcomes your unit.
Types of Goals
• Administrative (completing a project, initiated a new service, etc.)
• Efficiency
• Accuracy
• Effectiveness (program assessment, policy assessment)
• Client Satisfaction
• Quality (quality control procedures, measure of quality)
• Comprehensiveness (breadth and depth of services, reaching all clients, consistency, etc.)
• Compliance with Standards
• Employee learning outcomes
Direct Measures
• Key Performance Indicators
• Published Benchmarks
• Analysis of Reports
• Utilization/Participation Rates
• Project Completion
Indirect Measures
• Alumni and Student Surveys
• Focus Groups
• Exit Interviews
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Appendix D:
External Reviewer Information
•
•

•

•

•

•

Important Dates
o Unit reports are due September 15, 2015
o Reviewer reports are due October 30, 2015
Securing a reviewer
o Who makes a good reviewer?
 Understands programs like Otterbein’s
 Expert in the field or specialization
 Someone who represents where you want your program to be
o Units can make the first contact
o Katherine will follow-up with the person
o We must issue a contract for the reviewer which can take up to a month
Visit schedule (who do they see?)
o Unit director/immediate supervisor visit required
o Vice President/Executive Director visit required
o Unit members, faculty, advisory committees, students, etc. (who are the people important
to the unit’s program?)
o Tour of facilities (residence halls, office spaces, etc.)
o Assessment Process representative (Sean or Katherine) to answer questions about the
review process and report
Extra questions
o Units can include extra questions
o Limit the number of questions to no more than five or six
o Should be ready when your report is done
o If you do this, make sure you address items related to the questions in your report and/or
include appropriate contacts in your visit schedule
Report access
o Digication report can be published to the web or we can get a password for your reviewer
o After the reviewer report is submitted we can un-publish
o Review schedule, extra questions, and reviewer template will be posted in Digication
Other items
o Units can submit a response to the external reviewer’s report; this is due December
15
o Katherine will assist with overnight and lunch arrangements as follows:
 If lodging is needed, it will be at the Fairfield Inn and Suites, Polaris; the cost is
just over $100/night; they direct bill to Otterbein
 Lunch should be at the Otterbein Campus Center and can be for up to four people
and your reviewer based on your budget; you will need to sign in as directed
o Budget is $1,500 per Unit
 $500visiting campus
 $500writing the report
 $500travel expenses (hotel, mileage, lunch, etc.)
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