
Benchmarking Approaches at MasterBenchmarking Approaches at Master’’s s 

InstitutionsInstitutions::
Promoting Best Promoting Best 

Practices in Graduate Practices in Graduate 
EducationEducation

Priscilla J. Kimboko, Ph.D.Priscilla J. Kimboko, Ph.D.
Dean of Graduate Studies & Grants AdministrationDean of Graduate Studies & Grants Administration

Grand Valley State University7Grand Valley State University7
2007 CGS Annual Conference2007 CGS Annual Conference

Seattle WASeattle WA



‘‘BenchmarkBenchmark’’ DefinitionsDefinitions

Determining whether manner in which your Determining whether manner in which your 
organization performs particular functions and organization performs particular functions and 
activities represents activities represents ‘‘best practicesbest practices’’
Use of comprehensive comparative data as a Use of comprehensive comparative data as a 
tool for evaluating performancetool for evaluating performance
Process of identifying performance or Process of identifying performance or 
reputational data on the reputational data on the ‘‘bestbest’’ practices, for practices, for 
purposes of future efforts.purposes of future efforts.



Purpose of BenchmarkingPurpose of Benchmarking

Assess performance in areas critical to the Assess performance in areas critical to the 
organizationorganization’’s missions mission
Inform decisions to shift resources and/or Inform decisions to shift resources and/or 
improve performanceimprove performance
Challenge beliefs and rethink problems and Challenge beliefs and rethink problems and 
opportunities, strengths and weaknessesopportunities, strengths and weaknesses
Clarify where changes are needed in order to Clarify where changes are needed in order to 
improve performanceimprove performance



‘‘PeerPeer’’ InstitutionsInstitutions

Comparable Comparable –– Institutions like yours on core Institutions like yours on core 
and critical dimensionsand critical dimensions
Aspirant Aspirant –– Similar but higher performing on Similar but higher performing on 
critical dimensionscritical dimensions
Example:  GVSU is a Public MasterExample:  GVSU is a Public Master’’s I s I 
regional comprehensive university, with a total regional comprehensive university, with a total 
enrollment of 24,000 students, two main enrollment of 24,000 students, two main 
campuses, one campuses, one ‘‘ruralrural’’, one , one ‘‘urbanurban’’



GVSUGVSU’’s Benchmarking Needss Benchmarking Needs

Creating a Graduate Education Administrative Creating a Graduate Education Administrative 
InfrastructureInfrastructure
Improving MasterImproving Master’’s Program Qualitys Program Quality
Graduate Outcomes AssessmentGraduate Outcomes Assessment
Graduate Enrollment ManagementGraduate Enrollment Management



Selection of GVSU PeersSelection of GVSU Peers

Carnegie Public MasterCarnegie Public Master’’s I, with a s I, with a 
proportionately large undergraduate liberal proportionately large undergraduate liberal 
education missioneducation mission
Relatively young institutions (GVSU was Relatively young institutions (GVSU was 
created in 1960created in 1960’’s); strong regional identitys); strong regional identity
High portion of partHigh portion of part--time graduate students time graduate students 
and growing residential undergraduatesand growing residential undergraduates
Rapidly growing university (1990 ~8,000, Rapidly growing university (1990 ~8,000, 
2007 ~24,000). 2007 ~24,000). 



About GVSU PeersAbout GVSU Peers

Initially chose much smaller schools as Initially chose much smaller schools as ‘‘peerspeers’’
(small liberal arts colleges)(small liberal arts colleges)
Settled on list of about 10 masterSettled on list of about 10 master’’s s ––focused focused 
universitiesuniversities––

Peers are used for all sorts of purposes beyond Peers are used for all sorts of purposes beyond 
graduate education, including strategic positioning graduate education, including strategic positioning 
Most are much more Most are much more ‘‘developeddeveloped’’ in terms of in terms of 
graduate infrastructure; graduate infrastructure; 
GVSU graduate programs tend to be large in terms GVSU graduate programs tend to be large in terms 
of enrollments compared to peersof enrollments compared to peers



Actual Peers/Factors ConsideredActual Peers/Factors Considered



Benchmarking to Create a Graduate Benchmarking to Create a Graduate 
InfrastructureInfrastructure

Graduate Program Directors Graduate Program Directors –– already in place already in place 
(originally very autonomous)(originally very autonomous)
Graduate Dean Graduate Dean –– new in 2000new in 2000
Graduate Council Graduate Council –– new in 2003new in 2003
Graduate Student Association Graduate Student Association –– new in 2004new in 2004
Graduate Faculty Graduate Faculty –– now under discussionnow under discussion



Benchmarking Process FollowedBenchmarking Process Followed

Identify structure or issue of concernIdentify structure or issue of concern
Review CGS Policy guides, if availableReview CGS Policy guides, if available
Collect information on each peer (web search Collect information on each peer (web search 
process)process)
Summarize key elements/best practicesSummarize key elements/best practices
Develop proposal to adopt structure or address Develop proposal to adopt structure or address 
issue, respectful of GVSU cultureissue, respectful of GVSU culture
Follow appropriate governance processesFollow appropriate governance processes……



Benchmarking for MasterBenchmarking for Master’’s s 
Program QualityProgram Quality

Review of CGS Review of CGS MasterMaster’’s Educations Education policy guidepolicy guide
Review of external accrediting standards, if anyReview of external accrediting standards, if any
Establish written guidelines for graduate courses and Establish written guidelines for graduate courses and 
programs, distinguishing them from u/gradprograms, distinguishing them from u/grad
Review/develop university standards for Review/develop university standards for graduate graduate 
capstonecapstone courses, with peer benchmarks (in process)courses, with peer benchmarks (in process)
Update  admissions policies, standards, practices, Update  admissions policies, standards, practices, 
after review of those of peers (in process)after review of those of peers (in process)
Revisit graduate faculty standards and workloadRevisit graduate faculty standards and workload



Benchmarking for Graduate Benchmarking for Graduate 
Outcomes AssessmentOutcomes Assessment

Review all existing graduate program assessment Review all existing graduate program assessment 
plans (focus is on student learning outcomes)plans (focus is on student learning outcomes)
Review  peer graduate program assessment plans, Review  peer graduate program assessment plans, 
each program finding own peerseach program finding own peers
Develop common core set of universityDevelop common core set of university--wide wide 
graduate program learning outcomes (in process)graduate program learning outcomes (in process)
Include outcomes measures on faculty scholarly Include outcomes measures on faculty scholarly 
productivityproductivity



Benchmarking for Benchmarking for 
Graduate Enrollment ManagementGraduate Enrollment Management
Admissions standards and procedures Admissions standards and procedures ––
communications with/to studentcommunications with/to student
Program progress standards and review Program progress standards and review 
proceduresprocedures
Retention and completion rates and barriers to Retention and completion rates and barriers to 
completioncompletion
Data needed to assess quality and ensure best Data needed to assess quality and ensure best 
practices in graduate educationpractices in graduate education



Summary of Graduate Summary of Graduate 
Benchmarking at GVSUBenchmarking at GVSU

Need to quickly develop or update a wide range of best Need to quickly develop or update a wide range of best 
practices in administration, standards, and procedurespractices in administration, standards, and procedures
Look to like/comparable peers, and aspirants, and to CGS Look to like/comparable peers, and aspirants, and to CGS 
policy/practice guidancepolicy/practice guidance
Establish internal benchmarks against which graduate Establish internal benchmarks against which graduate 
programs will be measured (until now, most were pegged to programs will be measured (until now, most were pegged to 
external accreditation only)external accreditation only)
Develop data sets to permit more transparency about our Develop data sets to permit more transparency about our 
graduate programs and their quality graduate programs and their quality 
Use quality benchmarks to challenge for higher performance Use quality benchmarks to challenge for higher performance 
and rigor, to allocate limited resources/reward and rigor, to allocate limited resources/reward 
accomplishments, and justify requests for more resourcesaccomplishments, and justify requests for more resources
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