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Presenter
Presentation Notes
Good afternoon. My name is Tarrence Robertson. My pronouns are He, Him, and His. I serve as the Project Director for the Office of Equity & Inclusion at the Minnesota State system office. Joining me on the line are a few of my colleagues from our Team. 

Dr. Pickett – our system diversity officer
Dr. Josefina Landrieu: Assistant Diversity Officer
Andriel Dees – Title IX and civil rights coordinator
Priyank Shah – our director of equity assessment

Priyank is monitoring our chat so if you have a question, feel free to unmute yourself or type it in the chat. 
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Agenda

• Key Definitions
• Strategic Planning

 Elements of a strong plan
 Equity-minded focus 
 Keys for Success

• Strategic Diversity Leadership
• Office of Equity & Inclusion Strategic Plan Overview 

 Theory of Change

• Strategic Planning Process / Toolkit

Presenter
Presentation Notes
We will spend some time discussing the following. My intent is for you to be engaged, provide inputs, and ask questions. 
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Key Definitions

• Diversity encompasses acceptance and respect. It is understanding that each individual is unique, and 
our individual differences need to be recognized. These can be along the dimensions of race, ethnicity, 
gender identity, gender expression, sexual orientation, socio-economic status, age, physical/mental ability, 
religious beliefs, political beliefs, or other ideologies.

• Inclusion promotes broad engagement, shared participation and advances authentic sense of belonging  
through safe, positive, and nurturing environments. It is about understanding each other and moving 
beyond simple tolerance to accepting and celebrating the rich dimensions of diversity contained within 
each individual. Inclusion is key to eliminating systemic inequality.

• Equity is the proportional distribution of desirable outcomes across groups. Sometimes confused with 
equality, equity refers to outcomes while equality connotes equal treatment. Where individuals or groups 
are dissimilarly situated, equal treatment may be insufficient for, or even detrimental to, equitable 
outcomes. 

More directly, equity is when an individual’s race, gender, socio-economic status, sexual orientation, etc. do 
not determine their educational, economic, social, or political opportunities.

Presenter
Presentation Notes
If we were to ask 20 different people what their definitions of DEI are, we would get 20 different answers.  Even though diversity is often associated with equal opportunity and affirmative action employment and admissions policies, it is almost limitless in its definition and includes any number of identities. This complexity often confuses or hinders academic leaders, diversity planning committees, student affairs professionals, and others who are unable to reconcile the numerous definitions of diversity on college and university campuses. 

For this reason we have standardized the definitions from our office and are sharing them broadly during every training opportunity. This is a foundation to build common understanding through standard language. 

Diversity is about understanding that each individual is unique and our differences need to be recognized. Diversity encompasses acceptance and respect and can be along the lines of ethnicity, race, socio-economic status, gender identity and expression, sexual orientation, ability status, religious and political beliefs and other ideologies. 

Inclusion. Really gets after the authentic sense of belonging. It moves us beyond tolerance, to accepting and celebrating the rich diversity of every individual, and is key to eliminating systemic inequalities. 

Equity is often confused with equality, where equality is about equal treatment for all. We know that equal treatment for individuals or groups may be insufficient or potentially even detrimental to equitable outcomes, particularly when talking about more marginalized groups. Equity, on the other hand is what gets after outcomes across groups. When a persons race, gender, socio-economic status, or other dimensions mentioned above do not determine their educational, social, economic, or political opportunities or outcomes. 
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Before we begin… 

• Does your institution or division have a strategic plan? 

• What are one or two things that you would like to see your 
organization accomplish by having an equity-minded plan?

Presenter
Presentation Notes
Open for discussion. Unmute or type in responses. 
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Institutional Commitment 

“I think diversity plans are incredibly important. Whether you make 
diversity a focus of your academic plan or do a stand-alone plan, the 
issue is to get something done. You’ve got to approach implementation 
in a way that has accountability, resources, presidential involvement, 
and coordination or the plan is dead on arrival. We have seen lots of 
plans throughout the years; the challenge is to implement in a 
meaningful way [things] that can truly lead to change.”

Professor of Psychology and Associate Vice 
Provost at a public university on the West Coast 

Presenter
Presentation Notes
I want to start out with discussing institutional commitment to this process. 

What is different today? The process of developing diversity plans has become much more inclusive. Campuses now are investing up to a year or more in bringing together various constituencies--including not only administrators, but students, faculty leaders, residence life experts, alumni, and even community members--to provide input into the drafting of recommendations. Diversity planning today is a much more "bottom-up" process and might involve listening sessions and public hearings with a variety of constituencies both on and off campus. Actions like these result in broader commitments, greater senses of shared vision and mission, and changes in emphases in today's strategic and diversity plans.

As we look at this quote from a faculty member at a university on the west coast, you can see that they call attention to accountability, resources, leader involvement, and coordination as necessary components for success. They also highlight the challenge of meaningful implementation which can truly lead to change. What we know is that the research and best practice models tell us that Diversity, Equity, and Inclusion should be a pillar for any college or university strategic plan. 
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Strategic Planning – What is it?
Strategy
Strategic Planning is a deliberate process of determining how (the ways) to 
use capabilities (the means) in time and space to achieve objectives (the 
ends), while considering the associated risks. 

Ends Ways Means Strategy

Presenter
Presentation Notes
Ends+Ways+Means: Think of these like the three legs of a stool. If one becomes out of balance, that = risk. 
The concept of risk resides firmly in the realm of decision-making. At a strategic level, we must be able to articulate risk to senior decision makers within our organizations and find ways to mitigate the likelihood they will occur or reduce the adverse impacts they may have. Considerations for each “leg” of the stool. 


Strategic Planning helps us apply critical and creative thinking to understand, visualize, and describe problems and approaches to solving them. It provides an organized way (or a plan) to think through the complexity of the environment – what’s going on not only within our colleges or universities, but also in the communities around us and how that might impact our campus environments. These approaches require a wider and deeper understanding, and grounds our problem solving approaches using guidance, data, and feedback. 
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Basic Elements of a Strategic Plan

• Vision or Mission Statement
• Values
• Goals / Outcomes 

• Short-term
• Intermediate-term
• Long-term

• Action Plan
• Accountability

Presenter
Presentation Notes
What is a strategic Plan? 
A strategic plan is a document used to communicate with the organization the organizations goals, the actions needed to achieve those goals and all of the other critical elements developed during the planning phase. 

I wont spend time going over what is contained in these areas just yet, because there are a few other components to consider when developing an equity minded plan, which we will discuss later. These are just some foundational elements for strategic plans which can be found across a variety of industries and sectors. 

Who should have a strategic plan? Every major division within your organization. It should be driven from the top town, with bottom-up refinement. Your college or university should have a strategic plan which nests with the broad goals of MinnState. Similarly, each divisions goals should nest with the larger goals of your institution. The key is to not plan in a silo, but rather to work collaboratively which we discuss more later. 
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What makes it Equity-Minded? 

Equity-Mindedness
• Race conscious; institutionally focused; evidence based; systematically 

aware; and action oriented (Bensimone and Malcom, 2012)
• Social and historical contexts 
• Needs assessment
• Accountability for gaps in outcomes 
• Broad engagement and stakeholder involvement

The Center for Urban Education created the concept of “equity-mindedness” to describe actions that 
demonstrate individuals’ capacity to recognize and address racialized structures, policies, and practices 

that produce and sustain racial inequities.  (Bensimon & Malcom, 2012; Dowd & Bensimon, 2015).

Presenter
Presentation Notes
The Center for Urban Education, guided by the work of Dr. Estella Bensimone created the concept of “equity-mindedness” to describe actions that demonstrate individuals’ capacity to recognize and address racialized structures, policies, and practices that produce and sustain racial inequities. 

We must acknowledge the Social/historical context of exclusionary practices in Higher Education. Acknowledging that and assessing what isn’t working. The plain and simple fact is that the systems were build to perpetuate inequities. How has this impacted outcomes and how does it continue to impact accessibility, opportunity, and success? 

Equity-minded plans incorporate needs assessments. These are designed to drive discussion, exploration, and the practice of embedding equity and inclusiveness throughout our institutions. 

Accountability of Gaps. Where do they exist and why? Are they in retention? Persistence? Completion? All of the above? Are there policies creating barriers or does your institution have a habit of diminishing disparities because the “numbers aren’t very large?”, or it doesn’t Seem that bad.  Accountability means acknowledging that disparities exist, working to understand why, and moving to address change to affect outcomes. It isn’t about blame, or pointing fingers. 

Involvement: Who is sitting at the table and what are you doing to ensure your planning is inclusive and reflective of the populations your plan is intended to serve? Equity-minded plans and planning processes take proactive steps to ensure historically underrepresented populations take part in the process and are reflected in the goals/outcomes. 
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Equity-Minded Strategic Planning

What are the outcomes?
• Drives institutional transformation
• Embeds the principals of excellence, equity, and inclusion
• Highlights the importance of diversity to institutional mission
• Communicates commitment to diversity impact
• Institutionalizes programing & initiatives 
• Provides systems of accountability
• Provides clarity in targeted outcomes and institutional practices
• Holistic understanding of inequities for targeted action

Presenter
Presentation Notes
Creating an environment of inclusion and advancing issues of diversity and equity will dynamically enrich our institutions and drive transformation. The research and best practice models to support DEI suggest that your campus should make sure the DEI is a pillar for the college/university strategic plan. 

Placing an emphasis on EI ensures that you embed these values into your institutions mission. In doing so, you solidify your commitment and show that it is a priority for every student and every employee within your organization. It also strengthens our connections with our surrounding communities. 

Institutionalizes programs by creating sustainable actions with the associated means to resource them properly

Accountability. “That which is measured improves.”

Your strategic plan provides clarity in what you expect to achieve and places an emphasis on that for every department, employee, and student. 

Holistic understanding. By going through the process of identifying your institutional needs and having the involvement of numerous stakeholders you will develop a thorough and holistic understanding of the inequities you need to address. 

Are there any other outcomes that you can think of? 



10

Where plans often fail…

• The process requires ongoing commitment
• Lack of Leadership or buy-in 

• Wrong measures or unrealistic objectives 
• Change-resistant Culture
• Poor Communication 
• Lack of Accountability 
• Change Saturation
• Inflexible

“As particular changes are introduced into the 
environment, their ripple effects create new, 

unanticipated issues and opportunities. These in turn 
lead to other adjustments in project direction, 
assumptions, systems, practices, and so on.” 

- Loden, 1996

Presenter
Presentation Notes
A roadmap versus a destination. 

As essential component to success is leadership involvement and buy-in. This isn’t a one and done. Regardless if you are doing this at a department or division level, or for the institution as a whole – leaders need to be involved and provide guidance and a vision, 

Wrong Measures:  I am going to spend some time on this a bit later, but having wrong measures or objectives which sound amazing but aren’t realistic can easily derail even the most thorough plans. 

Change-resistant culture. “This is the way it has always been done” mentality. This is common. We still have people who believe that the gaps and inequities we see in course success, or retention, or persistence etc are the result of a lack of trying and not the result of flawed processes or institutional barriers. 

Poor Communication- Does your plan have a communication plan? Who else needs to know? Message sent, doesn’t mean message received. Communicate what the expectations are, what the implementation plan is, when assessments are due. Etc 

A lack of accountability and review. Your plan should be reviewed at least once per year to ensure you are kept accountable and on track to reach your stated goals and objectives. It happens often and isn’t unique to higher education; plans are developed with the best intentions, but then they are shelved and rarely looked at or updated. Strategic  plans need to drive your work plans, and someone must be designated as the overall party responsible for maintaining your plan. Who is that person? What are the reporting mechanisms for your goals? How often are responsible parties reporting on and evaluating their goals within the plan? 

Change Saturation. What do I mean by that? Are you trying to change too much too quickly? Leading to push back and competing resources for competing priorities. 

Flexibility: QUOTE. The plan also needs to be flexible. Part of the process requires you to develop goals and objectives, but your plan must be adaptable to account for the ever-changing environment in which we operate. It may take longer to achieve a particular goal, or you may realize that the metrics or methods of measurement don’t capture the information your institution needs to make data-informed decisions. 

These are just a few important questions to consider to ensure your plan doesn’t sit on a shelf. 
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Keys for Success 

• Understand the Environment
• Leadership Commitment 
• Collaboration and Stakeholder Involvement

• Use an equity lens
• Assessments are built-in 
• Goals are specific and measurable 
• Plan is Manageable
• Open Communication 
• Adaptive and Iterative 

Strategic Planning is Challenging Work as is Equity-Minded Strategic 
Planning!

Presenter
Presentation Notes
Environments: Question: What do you think I mean by understanding the environment? Planning requires an understanding of the environment as it exists and changes. 

Leader commitment is paramount. What does that commitment look like? Do financial goals line up with equity goals? What is resourced speaks to the commitment to the work. 

Planning must occur in a networked, collaborative environment. Successful planning requires dialogue among senior leaders and collaboration across all levels of the institution. Early planning guidance and frequent interaction between senior leaders and planners promotes a shared understanding of the complex problems, strategic objectives, considerations, risks, and other key planning factors. Furthermore, it is imperative that the engagement and involvement must be intentional and include students, staff, and faculty. 

Assessments – something I will hone in on more later. Just know that they are integral components to successful strategic plans. 

SMART Goals. Specific, Measurable, Achievable, Relevant, and Time-bound. 

Manageable. We all want to change the world. But that isn’t realistic. Ensuring your plan is manageable is an essential component for its success. Thinking back to the ends, ways, means; do you have the ways and the means to accomplish your goals? Will you ever have the means? If not, are there creative solutions or does your goal or outcome need to be adjusted? Is this leading to the change saturation we discussed earlier?

Open communication. Can you over communicate? Sure. But a key to developing a comprehensive and holistic plan is communication. How are you communicating up and out? Who has had the opportunity to provide feedback? Does every stakeholder group know where you are at in the process? Are you being open and transparent? 

Adaptive planning is based on continuous monitoring and understanding of actual conditions affecting the environment such as legislative funding, current political environment, state/federal regulations etc. Adaptive planning accommodates changes aimed at improving probability of success or mitigating risk (e.g., more resources, implementing policy guidance). 

By iterating, we are able to validate our ideals throughout the process because we are able to hear from the people we’re actually designing the plan for. It makes that feedback a critical component for how a solution evolves. Its not likely that you will get it right the first time. Perfection isn’t reality, but by iterating you allow your team to explore, get it wrong, adjust (adapt) and ultimately arrive at solutions which leads to a higher likelihood that the strategies will be embraced. 
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Strategic Diversity Leadership

PRINCIPLE 1

Redefine issues of 
diversity, equity, and 
inclusion as 
fundamental to the 
organizational bottom 
line of mission 
fulfillment and 
institutional excellence.

PRINCIPLE 2

Focus on creating 
systems that enable all 
students, faculty, and 
staff to thrive and 
achieve their maximum 
potential.

PRINCIPLE 3

Achieve a more robust 
and integrated diversity 
approach that builds on 
prior diversity models 
and operates in a 
strategic, evidence-
based, and data-driven 
manner, where 
accountability
is paramount.

PRINCIPLE 4

Focus diversity-related 
efforts to intentionally 
transform the 
institutional culture, 
not just to make 
tactical moves that lead 
to poorly integrated 
efforts and symbolic 
implementation alone.

PRINCIPLE 5

Lead with a high degree 
of cultural intelligence 
and awareness of 
different identities and 
their significance in 
higher education.

Presenter
Presentation Notes
I wanted to hone in on leadership because it is such an important component of buy-in and success. 

Dr. Damon Williams (2013) presents these five principles as part of the Strategic Diversity Leadership Framework, which can help provide new energy for the implementation efforts. Senior leadership (as we’ve already described) must have buy-in to help to launch this process. They will be the ones to create a broad institutional vision, redirect resources necessary to implement that vision, and require plan development and accountability from individuals at multiple levels of the institution. Only the president, provost, and other senior leaders can focus attention and prioritize equity in a manner sufficient for institutional changes to be deep and transformative. 

Go over principles. 
#1 – We hit on this earlier. Ensuring DEI is a pillar within your plan. 
#2 – Focusing on ensuring the systems in place provide equitable opportunities
#3 – Being evidence-based and ensuring systems of accountability are built in
#4 – Diversity Leadership focuses on transforming culture and not temporary fixes
#5 – Leading with cultural intelligence

These efforts must be driven from the top down. If your feel your leaders aren’t here, then consider implementation of a leadership education program to enhance the skills necessary to drive these processes and for implementing the necessary policies or programs that come from your plan. Work with our office to suggest training for the leadership council or through the equity and inclusion council. 

Leadership training and development extends to faculty, staff and administrators. Building capacity at all levels is paramount to ensuring that this process and the outcomes are sustainable and institutionalized. 
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Office of Equity & Inclusion 
Strategic Plan
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Where to begin…..

Presenter
Presentation Notes
So what does strategic diversity planning looks like? How to you develop an equity-minded plan? This is where I would like to spend some time going over the PROCESS portion of this work and sharing some of our Strategic Plan and toolkit from the Office of Equity and Inclusion. 
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Background 

Office of Equity and Inclusion Mission: 
The Minnesota State Office of Equity and Inclusion (OEI) ensures 
students, faculty, and staff across Minnesota State learn and work in 
environments that actively promote equity and inclusion. The values 
that guide this work include access and opportunity, equity and 
inclusion, cultural competency, culturally responsive pedagogy and 
service, and community engagement.

Presenter
Presentation Notes
State mission. 

To realize this mission, we undertook a strategic planning process to better inform our work and align our goals with that of Minnesota State. Our plan draws on the visions of Equity 2030 to address equity education gaps, and prioritizes areas of focus for our division over the next three to five years. 

Our process was collaborative and consultative, having received broad feedback from a range of stakeholders including other divisions, campus leaders, the chancellor’s cabinet, Leadership council, student associations, and bargaining units. 
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OEI’s Long-term Goals 
& Strategic Priority Areas

Long-term Goals
• Educational equity gaps (as 

measured by student 
persistence, completion, and 
graduation) are eliminated at all 
colleges and universities of 
Minnesota State; and

• Minnesota State workforce 
diversity is strengthened through 
equity in recruitment, hiring, 
and retention. 

Strategic Priority Areas

Presenter
Presentation Notes
As you can see here, I’ve laid out our long-term goals and the strategic priority areas that we’ve identified to support achieving these goals. The long term goals include: Eliminating Educational Equity gaps, and strengthening our workforce diversity through focusing on recruitment, hiring, and retention. Our 4 strategic priority areas and those 4 areas are: (List them) 

Each of these areas have their own goals and associated strategies and they all rely on and influence the work in the other areas. 

It is our Division's vision that diversity, equity, and inclusion become woven into the fabric of the operations of Minnesota State and integrated into the work of administrators, faculty and staff, as well as in the experiences of all students across the colleges and universities. 



System Office Equity Strategy

Colleges & Universities Equity Areas of Focus

Develop, review, and shape 
policies with an equity lens.

Guide, influence, and monitor 
Minnesota State equity 
strategies.

Ensure compliance with civil 
rights policies, regulations, 
and laws across the colleges 
and universities..

Consult with Minnesota State 
divisions to inform their 
equity strategy.

Partner with Academic and 
Student Affairs to impact 
equitable academic 
outcomes.

Promote statewide 
community engagement and 
advocacy.

Collaborate with Human 
Resources to address 
workforce diversity and talent 
development.

Identify and support the role 
of CDOs to shape campus 
strategy for Equity and 
Inclusion.

Partner with the Academic 
and Student Affairs Division 
to address disparities and 
ensure equity in academic 
outcomes.

Conduct campus climate 
assessment.

Support the recruitment, 
hiring, and retention of a 
diverse workforce.

Establish partnership with 
CDOs and finance/facilities 
divisions to provide equity in 
budgeting and facilities 
management.

Establish community 
partnerships that are 
culturally responsive to 
students and the workforce.

Apply an Equity Lens to Policy 
Review

Office of Equity & Inclusion
Theory of Change

Presenter
Presentation Notes
To prioritize our work, Dr. Landrieu and Dr. Pickett developed the theory of change model pictured on this slide. This model identifies key change levers for addressing equity and inclusion, and also emphasizes that these priority areas are interwoven and influence one another. You can see our strategic priority areas in the model on the top half of the slide and embedded within that, is our work with Academic Equity by Design, which is an ongoing effort led by our department. You’ll note that we’ve focused our efforts on influencing system strategy, structure, and policy. 

We recognize that change cannot occur when its focused solely on the academic enterprise. The center of the graphic summarizes our mission as a division. The four priorities rely on strong partnerships and collaboration across Minnesota State and are designed to achieve diverse, equitable, and inclusive working and learning environments within the system. 


You can also see on the bottom half of the slide that we’ve laid out the areas of focus for the system office, versus areas of focus for our colleges and universities. Our intent is that changes in MinnState structures and polices, combined with training and support for colleges and universities through their focuses, will increase capacity for this work across the system. We are often asked to delineate what system responsibilities are versus campus responsibilities, which the theory of change accounts for. 
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Reflection Question….

Those of you who have began this process, what does it look like on 
your campus? 

• What were some early successes?
• Who is leading the planning team? Who is part of the planning team?
• Where are you at?

Presenter
Presentation Notes
Before moving on to the process of undergoing equity-minded strategic planning on your campus, I would like to invite some reflection and discussion. 
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Strategic Planning Process

“A Way” 

Presenter
Presentation Notes
As part of our effort to help campuses undergo their own strategic planning process, we developed and published the Diversity & Equity Strategic Planning toolkit. Contained within, we’ve outlined 6 phases to guide your institution or department in developing your plans. The toolkit also contains worksheets, guided processes, and tips to guide your teams through every step. 

Why do I say “A way” – because there are many ways to develop a plan. By using our toolkit and recommendations, however, you can ensure your strategic plan is equity-minded. 
For the purposes of this training, I am going to briefly overview each phase. 
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Convening the RIGHT team

• Inclusive and Interdisciplinary Representation
• Commitment 
• Leadership or Designated Official 

Presenter
Presentation Notes
An initial and important step in this planning process is convening the right team to work on the development and implementation of the institution’s strategic plan. This phase describes how to convene and work with a planning team. You’ll notice that I capitalized the word “RIGHT”. It is important to understand what every member and stakeholder brings to the group and utilize each of their respective strengths and perspectives. 

An interdisciplinary mix of thinkers, makers, and doers is just the right combination to tackle any challenge. 
Convening the team
The team can be organized in a variety of ways. The president may direct the process themselves or appoint another administrator or campus diversity officer to lead the process.
Planning team
The planning team should be broad based and inclusive in its representation, bringing together various constituents, which can include:
Members: Administrators (may include provosts, vice presidents, or deans), faculty, staff (representation from each bargaining unit), students, alumni, student life, institutional research, resident life, foundation, human resources, and community members.
	- It is important to have subject matter experts as well. (CDO, faculty, Diversity Committee/Council members, et al.)
		- Have an advisory to the planning team such which can be made up of people outside of your college or university; which may include the Our system office, a representative from your community Diversity Office, or other community agencies that work in the field of diversity and inclusion.
Internal and external stakeholders should be identified.
 
Many campuses invest up to a year to fully research and hear from constituents in developing their plan, making sure that team members have the time to commit to the process. This is key to sustaining a group that can effectively move the work forward. Furthermore, these individuals should possess the influence, authority, and credibility to implement a high-caliber diversity plan.

Finally, I want to reiterate that having student involvement is paramount to ensure transparency and to embed student perspectives. Afterall, we are trying to become student-ready institutions and they are one of the biggest stakeholders of all. Meet the students where they are at. Their only requirement at your institution is to get an education. Be flexible with meeting times. Have food available at meetings. Consider alternate means of convening meetings (online) or having it at different locations (within the student center). 
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Research and Needs Assessment

• Gather data and information about the current state of affairs.
• Identify areas for improvement, areas of strength, and future steps. 
• Foundation for moving towards a meaningful and impactful plan.

Additional Data Sources
• Annual Equity & Inclusion Assessment 
• MinnState Accountability Dashboard
• Affirmative Action Plan 
• CCSSE and NSSE surveys 
• Campus Climate Surveys 
• Equity by Design Metrics
• External Data (labor statistics, graduation rates for 

diverse students at peer institutions, etc.) 

Williams (2013) states that in order for an 
institution to delve into where it wants to 
go, first it must take into account where it 

is on its diversity journey. 

Presenter
Presentation Notes
A needs assessment is a systematic process for determining and addressing needs, or "gaps" between current conditions and desired conditions or "wants". The discrepancy between the current condition and wanted condition must be measured to appropriately identify the need.

It is helpful to analyze existing data to identify what the pressing issues might be to a particular campus and understand that each campus’ issues and needs will be different. This should include spending time assessing your institutions history, demographics, current offices, policies, initiatives, and priorities related to diversity and equity. What diversity work has been carried out previously or is ongoing? What worked? What didn’t? Were there particular activities, events, or initiatives that made a difference? 

Additional Sources of Data. 
Those of you who have either done this or are in the midst of conducting a needs assessment, what other sources of data have you used? 

Undergoing this phase will set your team and your plan up for success and ensure work can be focused, action oriented, and relative to the context of prior efforts. 

To understand where you want to go – you must understand where you have been. Our toolkit has a fillable sample needs assessment which can guide you through some of the considerations necessary for thorough research to help you understand the impact the findings will have on your plan. 
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Data Analysis and Assessment

Data-Informed Decision Making
• Partner with Institutional Research
• Identify what questions you want to answer
• Analyze themes and trends in your data and evaluate their impact on your goals

Strengths and Improvements
• What are your organization’s strength areas? Where is inclusiveness being practiced? 
• In which areas does your organization need to improve? (Areas where inclusiveness needs to be 

embedded?) 

Alignment to Strategic Priority Areas 

Presenter
Presentation Notes
Partner with institutional research staff and members of the diversity council who are willing to focus some of their time and skills on analyzing the data that was gathered through the Needs Assessment process. It is important to specifically designate a small team of individuals to lead this who are able to bring their findings and recommendations back to the broader planning team.  

Strengths 
How can you maintain or enhance what is going well? 
Can what you’ve identified be replicated? 
Improvements: 
Are there areas that can be quickly changed? Low hanging fruit? 
What resources are available to affect change> 
Are there areas which will take longer to change and why? 
What will have the largest or longest-lasting impact 

From a strategic alignment perspective, institutions should consider categorizing the data from the assessment to align with the Office of Equity and Inclusion’s four strategic priority areas.
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Data Analysis Best Practices

Establish the Team
Define 

Diversity 
Efforts

Collect 
Diversity 

Data

Organize 
and Analyze

Develop a 
Visual Map

1. Establish a research team to evaluate existing diversity policies and 
programs.

2. Define diversity efforts that include both curricular and non-curricular 
programs.

3. Collect diversity data on campus. 
4. Organize and analyze the diversity data.
5. Develop a visual map with data analysis findings.

Presenter
Presentation Notes
Just as it is important to have the right people on the planning team, it is equally important to build your data team as I briefly described previously. 

1. Establish a research team to evaluate existing diversity policies and programs.
2. Define diversity efforts that include both curricular and non-curricular programs.
3. Collect diversity data on campus. Identify clusters or groups within the data. 
4. Organize and analyze the diversity data. Align it with the strategic priority areas. 
5. Develop a visual map with data analysis findings. Begin narrowing down strategic objectives, goals, needs, action steps, targets, and measurements of success. 

Here, your goal is to glean answers to your Needs Assessment questions so that you have as complete a picture as possible of your institution’s state of equity, diversity, and outcomes. 

This process:
Integrates perspectives (when collaborative) 
Helps focus on what needs to be prioritized 
Necessary for building trust among stakeholders 
Findings drive real action steps 
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Frame Your Challenge

What is the problem you are trying to solve or what are you 
trying to sustain?

1) Draft the Challenge
2) Consider Contexts
3) Scope of the Issue
4) Repeat

Presenter
Presentation Notes
So, once your team has all the data – how do you know where to focus? This is what I like to refer to as “Framing Your Challenge.” 

Properly framing your design challenge is critical to your success. Getting the right frame on the challenges your institution faces, enables you to organize how you think about your solution, and at moments of ambiguity, help clarify where you should push your solutions. Framing your challenge is more art than science, but there are a few key things to keep in mind. First, ask yourself: Does my challenge drive toward ultimate impact, allow for a variety of solutions, and take into account context? Dial those in, and then refine it until it’s the challenge which will have the impacts you desire. 

Write the Challenge. It should be short and easy to remember, a single sentence that conveys what you want to do. We often phrase these as questions which set you and your team up to be solution-oriented and to generate lots of ideas along the way. 
Contexts: Properly framed design challenges drive toward ultimate impact, allow for a variety of solutions, and take into account constraints and context. Now try articulating it again with those factors in mind. 
Scope: Another common pitfall when scoping a design challenge is going either too narrow or too broad. A narrowly scoped challenge won’t offer enough room to explore creative solutions. And a broadly scoped challenge won’t give you any idea where to start. 
Repeat: Now that you’ve run your challenge through these filters, do it again. It may seem repetitive, but the right question is key to arriving at a good solution. A quick test we often run on a design challenge is to see if we can come up with five possible 

Example: 
What is the problem you are trying to solve? Food and housing insecurity for students. 

Try framing it as a design question. How might we reduce food and housing insecurity for students? 

Now state the ultimate impact you're trying to have. We want to reduce as many barriers to success for our students as possible to ensure they can focus on education and improve outcomes. 

What are some possible solutions? 

Consider constraints and the context. They could be geographic, technological, or cultural. 

Does the original question need to be altered? 
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Drafting the Plan
Setting Goals, Strategies, and Outcomes

• Goals are broad outcomes expressed in general terms
• Strategies are the methods for achieving a goal
• Outcomes are the changes you expect to happen

• Short Term
• Medium or Intermediate Term 
• Long Term 

Key Partners 
& 

Stakeholders
Strategies Measures Action StepsOBJECTIVE 

/ GOAL OUTCOME

ASSESS

Presenter
Presentation Notes
Goals should provide a framework for determining the more specific objectives of an organizational change and should be consistent with the mission of the institution. A single goal may have many specific subordinate objectives. 

For example, our Strategic Priority Area #1 is Improve Minnesota State capacity, strategy, and stakeholder competency to advance diversity, equity, and inclusion efforts through planning, policy, training, and professional development initiatives. This goal has 7 strategies, each with short term and intermediate term objectives. Each subordinate objective will help us accomplish the overarching goal, while allowing us to focus specific attention in certain areas. 

Improve Minnesota State capacity, strategy, and stakeholder competency to advance diversity, equity, and inclusion efforts through planning, policy, training, and professional development initiatives. 

Strategies: What will you do? Or How will you do it? 

Outcomes: Outcomes are changes that occur in your audiences skills, attitudes, knowledge, behaviors, status, or the organizational change you’d expect – targeted (possibly) at a particular group, subset, or department. 

To get you from goals to outcomes, I’ve outlined the considerations or steps within this process. For every goal, you need to define who the partners and stakeholders are. 
How do you plan on accomplishing this goal? 
What measurements are you going to use to assess the goal? 
What are the data sources for those measurements? 
Are they measures of effectiveness or measures of performance? 
Are there data gaps for being able to get what you need to measure progress? 
What are your targets? 
What is your baseline? 

Action Steps. Different from Strategies. Strategies are like the course you choose to take. Action Steps are the specific things you will do to move your initiative forward. 

Outcome: What are you trying to achieve. If you are able to quantify it, do so. For example, increase the percentage of diverse hires by 2% each year. Important that it is not an arbitrary outcome. Why did you chose that target? What is the basis or foundation? 

Flexibility. Reiterate why your plan must be adaptable and flexible. You will discover things you didn’t know or didn’t account for. Your metrics may not capture what you are trying to analyze or define. 

Refinement: Bottom-up. What does that mean? Think about the end-users of your plan: Who is responsible for carrying it out and who will it affect? Do you have measures or action steps that a particular department is going to be responsible for? If so, have they weighed in on the plan? 

Lastly, throughout this process setting goals and strategies, you need to identify whether your solutions are incremental, evolutionary, or revolutionary and whether your solutions extend, adapt, or create a totally new offering. You’ll also clarify whether your solutions are targeted at at particular group or department, or something entirely new. By seeing your solutions in relation to each other, you’ll quickly ascertain which ones your organization has the means, manpower, and capacity to undertake. 
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Defining Success
Moving Ideas to Outcomes

• What does success look like? 
• Establish Milestones
• Consider Multiple Time Horizons
• What does success look like from different lenses? 

• Your organization versus target population

• External Measures of Success

Presenter
Presentation Notes
I want to call attention to the deliberate process of defining success. This should be done when laying out the outcomes for each goal. Sit down with your team and map out what success looks like. Part of this process includes defining and setting key milestones to keep your goal on track. 

Time Horizons: Think about a variety of time horizons. What is success in the next two months, in the next year, in five years? 

Different Lenses: Imagine success in terms of both your organization and the people you’re designing for. What does success look like in terms of how you’ve affected them? 

External Lenses: Are there any external measures of success that you need to consider? Are funders or partners going to hold you accountable to certain standards? Plan for those as you Define Success. 
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Elements of the Equity-Minded Strategic Plan

STRATEGIC 
PLAN

Vision & Mission

Diversity 
Philosophy 
Statement

Rationale for 
Diversity 

Planning / 
Implementation

Objectives / 
Goals

Outcomes & 
Measures

Budget

Key Terms & 
Definitions

Presenter
Presentation Notes
These are good cornerstone foundations for an equity-minded strategic plan. Notice some of the differences between what was highlighted earlier. There is intentionality here on calling attention to diversity. The campus community (both employees and students) must understand the rationale for change and help shape the goals and implementation strategies of the plan. This demands honest and open communication with campus constituencies. People fear change, but the more they are involved, the greater the likelihood of buy-in and success. 

Vision and Mission. Is Diversity and equity written into the formal mission statement of the institution, or divisional levels? It needs to be if you want to place it front and center, and maintain that broad commitment to inclusive excellence. By making the mission prioritize diversity and equity, institutional leaders create a more permanent, symbolic, and visible context for investing energy, resources, and time in other strategic diversity planning efforts. 

When undergoing this process, we recommend a three, to no more than 5-year planning cycle. In order to facilitate change at deeper institutional levels, institutions should ensure that the diversity plan is a longer-term institutional strategy. Yes, things can happen rapidly which require attention or focus, however, that shouldn’t be the constant state from which your organization operates. Change, especially institutional and systemic change takes time. This is what you are aiming for.

Lastly, I would add that even though it isn’t specifically highlighted here, the assessment framework or process and expectations should also be explicitly laid out. 

Anything Else? And why? 
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Communication Plan

- Helps the committee 
define the approach

- Increases engagement 
during every phase 

- Infused throughout the 
process

- Strategic alignment and 
messaging

State Objective

Target Audience

Develop Key 
Information

Delivery Method

Feedback 
Process

Communication 
Timeline

Budget

Implementation

Review Feedback

Presenter
Presentation Notes
Throughout the process. Be transparent on where you are at and what you hope to achieve. 
This should include, but not be limited to, discussion sessions and letters to all stakeholders to build awareness and buy-in for the process and consequently for the plan itself. 

Alignment and messaging. Letters to the campus from leadership. Lay out how the strategic plan ties into equity efforts. What is the rationale and why is it important? 

What is the objective? Identify what you are hoping to accomplish in this communication plan. What is the purpose of engaging the community 
Choose your target audience. Identify a variety of stakeholder groups who can provide different types of feedback. Try to get engagement with areas who might not see themselves as stakeholders. Use different communication methods to reach different groups. 
Develop the key information to achieve your objective. What do you want your identified group to know? What are some of the questions and concerns people have the plan? What do you hope to learn from the community?
Plan the communication delivery method. Limit to three to four methods to get the message out. Identify the method for communicating to the group and the process for the method to be used. Ex: Flyers, focus groups, etc. What is most effective? What would students or faculty prefer? 
Feedback process. Do some planning around how the departments/units will respond to your sharing and how you will respond to their response. Let them know how you plan to use feedback. 
Timeline. People need to be informed at various stages of the plan development. Identify in the plan when it is important to share information. Plan meetings and dialogues regularly (i.e., monthly). Provide updates on key decisions. 
Costs? Are there any? 
Implementation. Identify who will take the lead for each form of communication—who will be responsible for the development of materials, who will share the message to various groups, and what the time frame is for getting input.
Review feedback, and have a plan for using it. It can be disingenuous to seek feedback only to not incorporate the feedback you are receiving. Be open to criticism and critiques. 
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Sustain the Process

- Continue to build capacity 
- Current capacity and future capacity

- Develop leaders and increase shared understanding
- Highlight and build off what is already happening 
- Provide training and support 

- Assessments
- Mechanisms of accountability 

“ If institutions implement a strong 
accountability system, diversity leadership 
can assume a valued position in ways that 
are similar to financial stewardship, 
research productivity, and other tangible 
examples of leadership.”

- Williams (2013, 293)

Presenter
Presentation Notes
Each three-year cycle should facilitate change at deeper institutional levels, addressing new initiatives and ways to achieve even greater levels of accountability. 

Build capacity. It is critical to build upon existing diversity efforts within the institution. Finding a way to bring together existing and innovative approaches is vital. This can create more visibility for diversity champions whose initiatives may have not been fully embraced in the past because of a lack of institutional support or funding.  

Training for your team: Ensure that the training provided includes both content training and skills development training. Depending on who the members of the planning team are, their backgrounds, and roles within the institution, the training needs might be different. 
Cultural competency 
Data-Informed Decision making 

Assessments: More on the next slide

Accountability. 
The only way to ensure accountability at multiple levels of the institution is to connect campus diversity efforts to budget allocations or the financial systems of the organization.  
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Sustain the Process - Assessments

Monitor and Evaluate

- Bring in Key Partners and Stakeholders
- Assess your team’s capacity – do you need to outsource 

evaluation?
- Balance qualitative and quantitative assessments 
- Tie to Systems of Accountability

Presenter
Presentation Notes
Assessments are one of the most challenging aspects of sustaining this process which is why I wanted to focus some specific attention here. 

Throughout implementation you will be constantly learning, evaluating, and improving your strategies. Part of your plan must account for measuring the impact of what you are trying to acheive. There are lots of ways to undergoing a Monitoring and Evaluation assessment, the key is to understand what kind is right for you. 

Sometimes it’s easy, either your solution increases retention (for example) or it doesn’t. But if you’re trying to change a community’s behavior or increase the adoption of a service, you may need a more nuanced approach. 

Bring in Partners and Stakeholders

Assess your capacity. 

Quant vs Qual: It can paint a more holistic picture. Tracking progress quantitatively through specific indicators can be a powerful complement to qualitative measurements. Not every number or data point will be crucial. What’s most important is that you have a well-defined goal of what data to gather and how you plan to interpret it. 

If your plan lacks an assessment process, it will fail. Furthermore, it should be tied to accountability systems to embed and institutionalize the assessment process. Flexibility in your plan is paramount. Your strategic plan is a living document, intended as a roadman and not a final destination.

Conclude. That concluded the training portion of this webinar. As a reminder, this is being recorded and will be available through the Minnesota state Website, as well as emailed out to participants who registered via ELM. I’ve embedded the link to our strategic plan and toolkit in this powerpoint, as well as included them in the chat for you to access. Those are also housed on our Minnesota State website under the Equity and inclusion page. 

I’d also like to highlight some training that we have coming up. 
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Resources

Minnesota State Office of Equity & Inclusion Strategic Plan: 2020-2023

Minnesota State Diversity and Equity Strategic Planning Toolkit

Williams, D. 2013. Strategic Diversity Leadership: Activating change and transformation in higher 
education. Sterling, VA: Stylus Publishing, LLC. 

Williams, D. A., and Clowney, C. 2007. “Strategic planning for diversity and organizational change: A 
primer for higher education leadership.” Effective Practices for Academic Leaders, 2(3): 1–16. 

E.M. Bensimon & L.E. Malcom (Eds.) Confronting Equity Issues on Campus: Implementing the Equity 
Scorecard in Theory and in Practice. Sterling, VA: Stylus Publishing. 

Loden, M. 1996. Implementing Diversity. Chicago, Illinois: Irwin Professional. 

https://www.minnstate.edu/system/equity/Office-of-Equity-and-Inclusion-Strategic-Plan_2020-2023.pdf
https://www.minnstate.edu/system/equity/Diversity-and-Equity-Strategic-Planning-Toolkit.pdf
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Upcoming Training

Presenter
Presentation Notes
Tomorrow, March 25th ASA will be hosing an online event from 9am – 3pm titled: Keep teaching through COVID-19; The great MN State Disciplinary get together. Information can be found on the ASA webpage. 

On Thursday, March 26 at 8:30am, the Office of Equity and Inclusion will begin a 3-part webinar series focused on inclusive leadership priorities and equity-minded practices to respond to Covid-19. Part 1 of this series will focus on the broad thematic areas campuses should be considering in responding to Covid-19. The team of panelists will discuss critical areas of consideration as we work to respond to the challenges ahead.
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Questions



30 East 7th Street, Suite 350
St. Paul, MN  55101-7804

651-201-1800
888-667-2848

www.MinnState.edu

This document is available in alternative formats to individuals with disabilities. 
To request an alternate format, contact Human Resources at 651-201-1664.

Individuals with hearing or speech disabilities may contact us via their preferred Telecommunications Relay Service.
Minnesota State is an affirmative action, equal opportunity employer and educator.
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