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WHY THIS SESSION?

*Past NI’s 2 Challenges

TOOLKIT #1: Determining Your Project’s Focus
CRITERIA TEAM

DISCUSSION
1. Data 5

? | There are data sources to support the
Pro ject’s implementation and results.

2. Limited engagement | |informedyour project focus e
Ieaders > Med Ed ? | It can be implemented — with

measurements — over the course of the 18-
month Initiative

Win-Win Strategy addresses both gaps!




OBIJECTIVES

1.Explain when key stakeholders are key
element of educational evaluation and QI
project E
2.Use key stakeholder approach to:
o Help ensure credible and useful information E

o Improve engagement
3.Get to know other NI-Xers!! E




WHAT 1s Evaruation? [X] RESEARCH

* Evaluation is a systematic inquiry process that focuses on
the|value or worth of an object, program or initiative for

CIN

o Summative decisions (d/c; funding) ()

o Formative decisions (improvement)

* Make evaluation decisions every day!!

ﬁ DA (I'\‘I? National SEESCH

NI |nitiative

American Evaluation Association (AEA)



https://www.eval.org/

SYSTEMATIC PROCESS

N )

Evaluation . Stakeholder Design,
Standards & Foculsmg. the Blueprints=> Implement, & Results >
Models Evaluation Q x Key Stakeholders Analysis Present

& Evidence

N _

Evaluation Series Rip Outs ﬁiﬁ?ﬁ;ﬁgg&;ﬁ?ﬁf https://meridian.allenpress.com/jgme/pages/ripouts


https://meridian.allenpress.com/jgme/article/12/3/345/441975/Program-Evaluation-Getting-Started-and-Standards?searchresult=1
https://meridian.allenpress.com/jgme/article/12/4/499/445480/Getting-the-Evaluation-Focus-Clear-A-Shared?searchresult=1
https://meridian.allenpress.com/jgme/articlehttps:/meridian.allenpress.com/jgme/article/12/5/629/447145/Blueprinting-Program-Evaluation-Evidence-Through?searchresult=1
https://meridian.allenpress.com/jgme/pages/ripouts

GUIDED BY EVALUATION STANDARDS

American Evaluation Association (AEA)

O PROCESS: Evaluation involves assessing the strengths and weaknesses of
programs, policies, personnel, products, and organizations to improve their
effectiveness

O Member of Joint Committee on Standards for Educational Evaluation
1) Utility: Evaluation processes & products meet stakeholder needs
2) Feasibility: Can do it within budget/resources
3) Propriety: Proper, fair, legal, right, and just (Ethical)

4) Accuracy: Can you trust it - based decisions on it...

Focusing the Stakeholder Design, Implement, &
- Evaluation Blueprints->. Analysis Results > Present
L Q x Key Stakeholders & Evidence



https://www.eval.org/
https://meridian.allenpress.com/jgme/article/12/3/345/441975/Program-Evaluation-Getting-Started-and-Standards?searchresult=1
https://meridian.allenpress.com/jgme/article/12/4/499/445480/Getting-the-Evaluation-Focus-Clear-A-Shared?searchresult=1
https://meridian.allenpress.com/jgme/articlehttps:/meridian.allenpress.com/jgme/article/12/5/629/447145/Blueprinting-Program-Evaluation-Evidence-Through?searchresult=1

EVALUATION MODELS

* Each provides a different vantage point
- Process: to inform development & implementation of NI
- Outcome: to judge the value or effectiveness of an NI

* Models Galore: 3P, Appreciative Inquiry, Logic, utilization-focused evaluation,
developmental evaluation, CIPP, realist evaluation, Kirkpatrick, etc.

ACTIVITIES AUDIENCE

CIPP Component Stakeholder Role

Context Define needs, goals,
Inputs are the Activities are what  Audience refers to Outcomes are the results of your H H
resources used by the programdoes  the participants, program. They are the changes that take an d p riori t | eS
the program. with its inputs to clients, or customers place during or after the program for
fulfill it's mission. reached by the individuals, groups, communities, or
program. organizations. These changes can take S h a pe pla nS, assess

place over the short, intermediate, or I n put
long-term. Long-term outcomes are

sometimes referred to as Impacts.

resources, suggest alternatives

Examples: program Examples: events, Examples: number

staff, funding, time, inforn}ational of people attending Examples of short/intermediate-term M on |t0 rmm p I eme ntat| on ’
external partners, materials, products, an event, workshop, Outcomes: knowledge, attitudes, awareness, .

volunteers, workshops, training, and/or training opinions, skills, behavior p rovi d e feed ba C k

materials, conferences,

equipment, exhibits, curricula Examples of Impacts: educational

technology

Evaluate outcomes, interpret
results, guide decisions

improvements, environmental quality,
human health PrOd U Ct

Focusing the i Design, Implement, &
g. Stakeholder BIueprlpts—) gn, Imp : ’ Results > Present
Evaluation Q x Key Stakeholders & Evidence Analys|s



https://meridian.allenpress.com/jgme/article/12/3/345/441975/Program-Evaluation-Getting-Started-and-Standards?searchresult=1
https://meridian.allenpress.com/jgme/article/12/4/499/445480/Getting-the-Evaluation-Focus-Clear-A-Shared?searchresult=1
https://meridian.allenpress.com/jgme/articlehttps:/meridian.allenpress.com/jgme/article/12/5/629/447145/Blueprinting-Program-Evaluation-Evidence-Through?searchresult=1

Overview of Kirkpatrick’s Four-Level Training
Evaluation Model

training and the support and
accountability packagg -

The degree to which partlcifpam apply
what they learned during_trgi ning

Level 4

Level 3 A

Level 2

acquire the intendedr
| attitude, confidence ar

based on their pamcipaﬂby;!@;._
Ltlaining

Level 1

Source: Donald Kirkpatrick




So How DOES THIS HELP You?

e®e%
*Past NI’s 2 Challenges
KEY
1. Data STAKEHOLDERS / Primed for Results!
2. Limited engagement e

leaders > Med Ed

! Identify Key
. Performance

Indicators (KPI)

/ Refine Project
Objectives
Evaluation Design, Implement, &

AR S 7

How Do You Get RIGHT DATA?



https://meridian.allenpress.com/jgme/article/12/3/345/441975/Program-Evaluation-Getting-Started-and-Standards?searchresult=1
https://meridian.allenpress.com/jgme/article/12/4/499/445480/Getting-the-Evaluation-Focus-Clear-A-Shared?searchresult=1
https://meridian.allenpress.com/jgme/articlehttps:/meridian.allenpress.com/jgme/article/12/5/629/447145/Blueprinting-Program-Evaluation-Evidence-Through?searchresult=1

EX: IDENTIFY NI X STAKEHOLDERS

Kelly/Kimberly: |dentify Key Stakeholders for Optimizing the
Clinical Learning Environment for the Future — 3 levels

1. Think Internal to Med Ed
2. Health Care System (from those on ground floor to the C-Suite)

3. External

Stakeholders = INTERNAL TO MED ED HEALTH CARE SYSTEM EXTERNAL
Faculty | Learners Dir | Enrollees | Clin Unit| Clin Org | DE&I | Leader VPs | Med Grp Com/Pt | School | Accred
Students | UME- Staff Leaders CMOsHR, | Acad Com Bodies
Res/Fell CME QuIPs

Kelly/Kimberly: Pick a stakeholder role and identify the KPI
(the key evidence that would convince you this project was a success)



YOUR TURN — Work as Table
Evaluation Blueprint Worksheet

Key Stakeholders!!!

Focusing the St keholder Blueprints-> Design, Implement, & Results > Present

Evaluat
Standards & Models Evaluation Analysis


https://meridian.allenpress.com/jgme/article/12/3/345/441975/Program-Evaluation-Getting-Started-and-Standards?searchresult=1
https://meridian.allenpress.com/jgme/article/12/4/499/445480/Getting-the-Evaluation-Focus-Clear-A-Shared?searchresult=1
https://meridian.allenpress.com/jgme/articlehttps:/meridian.allenpress.com/jgme/article/12/5/629/447145/Blueprinting-Program-Evaluation-Evidence-Through?searchresult=1

Kev STAKEHOLDER ROLES

ROUND TABLE TASKsS!!

+ Residents/Fellows (in your program or * Patients
rotators e Family
CHANNEL KELLY & KIMBERLY
+ Other Learners (RN, PA, NPs, Pharm) e Faith-Based Groups
* Program Director/APD e Payers (Insurance, Medicare,
s Program Staff Medicaid)
« Faculty (in your program or rotators) « Local, State, Federal Leaders

DIO * ACGME Accreditors

Work with several project teams to draft - R - Hospital Accediors
1. Pick 1 Project to Work On First [ S e :

o Give 90 sec project pitch / elevator speech about project .
2. Table Members InYour Heatth e System

+ Clinical Staff in Your Clinic/on Your

o Pick a ‘stakeholder role’ from sheet on table Hosa el Sarvice (og. Pharmasists

o If don’t see key role -fill itin . Oter St Houmekseping Tanspor
3. Starting to right of Project Pitch Person
Each stakeholder in < 90 sec

o Explains why they (in that role) are a KEY stakeholder

NI-VIII EvALUATION DATA BLUEPRINT WORKSHEET

Project Title: NI-VIII Project Team:

o What evidence would convince you (in your ety Yo Projc T T - s S e
stakeholder role) that this NI project was @ SUCCESS? |, ..eoor s

4. Project Pitch — Take notes on Stakeholder Worksheet
o Project team should take notes too

m

XAMPEE—D




EXAMPLE: PROFESSIONALISM

NI Evaluation Blueprint Key Stakeholder — Evidence - (Data Sources)

Project Title:
#1: Identify Your Project’s Stakeholders = INTERNAL MED ED YOUR HEALTH CARE SYSTEM EXTERNAL
Reside | Faculty | Staff Prog Clinic Service | Leaderin C-5uite B3R Pt Com | PayerssS

nts Dir Hosp Line Target Lead | Accredita
MS's Staff Leader | Areaeg er tion

#2: Evidence W “X” by Stakeholder N Recruit (Quirs) ACGME

Reaction Data from Fac & Residents X X X X

# of Incident Reports X .

| Notes:



Key STAKEHOLDER ROLES

RoOUND TABLE TAsks!! s coamoromn

* Residents/Fellows (in your program or « Patients
rotators * Family
« Medical Students *  Community
HANNEL KELLY IMBERLY  :&ifhmmmn [ 2.
* Program Director/APD * Payers (Insurance, Medicare,
* Program Staff Medicaid)
+ Faculty (in your program or rotators) # Local, State, Federal Leaders
° ° e DIO * ACGME Accreditors
Work with several project teams to draft = . GEOftce - HospalAccreirs
* Statistical Support .
-

1. Pick 1 Project to Work On First
o Give 90 sec elevator speech about project

In Your Health Care System

2- Table Mem bers . Clinic_aLStaff'{nYourClinicfon_Your
o  Pick a ‘stakeholder role’ card from the table e oty

* Other Staff - Housekeeping / Transport

o If don’t see key role - use a blank card
3. Start to right of Project Pitch Person and each stakeholder in < 90 seconds

o Explain why they (in that role) are a KEY stakeholder
o What evidence would convince you (in stakeholder role) that this NI project was a success?

4. Project Pitch — Take notes on Stakeholder Worksheet

NI-VIII EVALUATION

o Project team should take notes too —
5. Repeat steps 1-4 with another NI Project s BN |
6. Debrief Surprises? Lessons? Take Homes




Evaluation Focusing the Stakeholder Blueprints=> Design, Implement, &

Standards & Models Evaluation Q x Key Stakeholders & Evidence Analysis Results > Present

Welcome Back!!
Let’s Hear from Some Tables

1. 90 sec project ‘elevator’
2. Examples of Key Stakeholders x KPI’s
3. Anything Surprise you/your table?

** Normally actually talk with Key Stakeholders & probe for what data/evidence




Stakeholders =2 INTERNAL TO MED ED HEALTH CARE SYSTEM EXTERNAL
Faculty | Learners Dir | Enrollees | Clin Unit| Clin Org | DE&I | Leaderwvps | Med Grp Com/Pt | School | Accred
Students | UME- Staff Leaders CMOs HR, Acad Com Bodies
Evidence ¥ Res/Fell CME QUIPS
Inclusive Learning
Environment —
ratings (respect,
ideas heard, psych X X X X X X %
safety)
Upstand .
v;i:; s are * Once filled out- see where there
X X X X X are priorities — lots of x’s..
* Eval Value - Feasible
Unprof Incident
reports
(microaggression; X X
exclusion; rude;
demeaning)
Align w Accred
Req ®
Align with system
priorities A X x
Decrease
Disparities Gap
Approach Sustain X X




Consider Utility, Feasibility, Propriety (Ethical), Accuracy

Stakeholders 2 INTERNAL TO MED ED HEALTH CARE SYSTEM EXTERNAL DaTA SOURCES [wW BENCHMARK, COMPARISON]
Faculty | Learners Dir | Enrollees | Clin Unit| Clin Org | DE&I | Leader vPs | Med Grp Com/Pt | School | Accred Educ System Team Accred Stature | Clinic
Students UME- Staff Leaders CMOs HR, Acad Com Bodies Data Members | Standards
Evidence ¥ Res/Fell | CME Quips
Inclusive Learning Learning ltems: CLEQS ACGME =0rgor
Environment — Eval Ratings | SOPS, Survey Nat Mean
i Rotati
lratmgs (respect, « « . < « " " (Rotation) Engage
ideas heard, psych DE&| Fac
safety) Competence
o . Self Assess
Upstanders are Frame by a model Organize the Evidence by Debrief
valued . Trained
x « | * Logic Model? (Input, Outputs, Outcomes) e ot
5 see
e Kirkpatrick Level? training
Unprof Incident . PDs, “Midas"
reports * |HI Process, Outcome, Balancing Measures Directors,
(microaggression; X Rotation
exclusion; rude; * Another Model Leaders
demeaning)
Align w Accred AAMC
Req . i ACGME
A model = more options/evidence!! CME Part 1v
Align with system DE&! Com Recog
priorities X X X leaders External
Awards
Decrease X
Disparities Gap
Approach Sustain X ® Eval ltems
Learners Req «
Letters of Rec
Evaluation Focusing the Stakeholder Blueprints-> Design, Implement, &

Standards & Models

Evaluation

Q x Key Stakeholders & Evidence

Analysis

Results = Present



https://meridian.allenpress.com/jgme/article/12/3/345/441975/Program-Evaluation-Getting-Started-and-Standards?searchresult=1
https://meridian.allenpress.com/jgme/article/12/4/499/445480/Getting-the-Evaluation-Focus-Clear-A-Shared?searchresult=1
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STRONG EVALUATIONS THAT MIAKE A DIFFERENCE

Evaluation Design, Implement &

Evaluations are strengthened when they are s ®

1. Systematically conducted v

o Get stakeholder input now (continue to update them)
o ldentify cross-cutting evidence -- high priority

2. Informed by an evaluation model T

3. Consistent with accepted standards of accuracy, utility,
integrity and feasibility (AEA)



https://meridian.allenpress.com/jgme/article/12/3/345/441975/Program-Evaluation-Getting-Started-and-Standards?searchresult=1
https://meridian.allenpress.com/jgme/article/12/4/499/445480/Getting-the-Evaluation-Focus-Clear-A-Shared?searchresult=1
https://meridian.allenpress.com/jgme/articlehttps:/meridian.allenpress.com/jgme/article/12/5/629/447145/Blueprinting-Program-Evaluation-Evidence-Through?searchresult=1

@ Journal of Graduate
Medical Education

Program Evaluation: Getting Started and Standards

Getting the Evaluation Focus Clear: A Shared Understanding of
What Is Being Evaluated

Blueprinting Program Evaluation Through the Lens of Key
Stakeholders

Blueprinting Evaluation Evidence: Data Sources and Methods

Implementing the Evaluation Plan and Analysis: Who, What, When,
and How

Effective Presentation of Your Evaluation Results: What, So What,
Now What

https://meridian.allenpress.com/jgme/pages/ripouts



https://meridian.allenpress.com/jgme/pages/ripouts

“:“ AIAMC

Alliance of Independent
Academic Medical Centers

KEY
STAKEHOLDERS

2 Identify Key

Performance

Final Comments

START WITH THE END IN MIND
THANK You!!

National Initiative X: Optimizing the Clinical Learning Environment for the Future

Thurs October 16, 2025

&2 Aurora Health Care StLllké‘JV}S

Now part of ¥§s ADVOCATEHEALTH UNIVERSITY HEALTH NETWORK
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