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Provost’s Leadership Team (PLT) Annotations (July 7, 2008)
CETL Conversation:  Communication

June 11, 2008

Notes by Maria Cuzzo, Mary Schoeler and Faith Hensrud (compilation)

Maria Cuzzo welcomed the group and explained that the purpose of this CETL gathering was to provide an opportunity to talk about issues that mattered that we don’t have a chance to discuss during the academic year.  The topic for today is campus communication.  She introduced our guest facilitator.

Pat Miller welcomed the group and provided a brief summary of the retention/recruitment work from June 9, 2008.  She said that today’s conversation was an “unfolding of what’s on your mind” about communication.  The objective was to get a read on how we are doing, identify issues/concerns and what needs attention, hear your ideas and needs and identify what we want more of, less of and the same of.  She invited candor and honesty.  “I statements” were expected and dialogue is important.  She invited people to listen closely and consider what was being said.

She proceeded with having everyone identify what is the positive impact of good communication on campus.  Responses included:

· Allows people to know what is going on

· Helps people understand expectations

· Generates excitement

· If faculty are communicating well, students know it and it is good for everyone

· Language of appreciation and gratitude needs to be developed

· With positive language, people are more able to tackle difficult things and are more excited to come to work

· Isolated units can be creates that create mini-homes that are separate;  we need positive communication to connect us;  students watch and know

· Community

· Leads to increased productivity

· Morale:  feeling heard and understood is important

· Impacts students a great deal

· As respect increases, more productivity and caring is produced

· Open communication is important:  get things on the table leads to better ideas and more respect

· Easier for newcomers to navigate integration when communication is positive

· Modeling is important;  we need to walk our talk

· Trust can be a result

Pat Miller then highlighted three layers of conversation for today:  (1)  general discussion; (2)  specific, in-depth discussion on identified topics and (3)  my part as individual

General Discussion points:

· Who is Cabinet and Provost Leadership Team?

>> PLT Discussion: Chris has asked HR to create campus leadership directory for opening day, both Web and print
· The group processed the anonymous markings made to the following continuum questions:

· How would you rate your own performance as a communicator?  This is related to knowing what needs to be communicated and the methods to se; engaging in honest and direct dialogue and having a positive style of communication.  Most people marked themselves adequate to excellent on a poor to excellent scale.

· Overall, how well do you think administration and faculty communicate?  Most people arrayed on adequate (not poor or excellent).
· How well do you think faculty and administration communicate on dissemination and exchange of information?  Most people marked poor to adequate.  There were no marks for extremely well.

· How well do you think faculty and administration communicate in open and honest dialogue?  Most people marked adequate with a few poor responses.

· There is a perception of a gap between faculty and administration and sometimes people respond on safe side because of the audience present

· Power relationship enters into communication:  academic staff v. faculty; senior v. junior faculty, administration v. faculty;  different for each group and might be fear about responding
· It doesn’t matter if we don’t understand each other;  we need to reach understanding

· Best information is informal;  we don’t “exchange” information

· When look at general, always negative but when look at self, always positive

· Need more faculty at the table and involved in discussions like this one

· Results today = typical:  emphasize building a “culture of communication”

· Hear a lot but not feel heard:  people don’t feel heard

· We are talked to or told a lot but where is the listening?  It takes time to do this and who has time?

· Formal methods exist and informal methods exist:  we trust people we know;  we need to know each other better to have trust

· People who are not here today are a key audience:  what does it take to reach them?

· Can have opportunities but do we take advantage of them?  We need to reach out of our comfort zones, reach out t others and take personal responsibility for the quality and quantity of our communication

· Scheduling is very hard:  things that are valuable are scheduled in the middle of class time

· Conflict is hard:  expressing dissent can be frightening and people are silenced by it

· What about those who are not present or part of the choir?

· What do we expect from each other?

· Communication can be honest/open/effective but if we don’t finish the job or finish what we start, why should it matter?

· Frustration when people are honest/direct sometimes

· Lots of rumor on this campus (often negative and bad);  we have gathering of tribes to fight each other;  not healthy in certain buildings on campus

· Once we form sides, communication breaks down

· We need to reconcile open/honest dialogue with being kind/caring

· Informal leaders exist on campus;  when they say things, they impact (good or bad)

· Is openness and honesty the same thing?  Open may be the problem.  We see m to have honesty.

· Openness is letting people know what’s going on; some people are in the loop and many others are not

· Difficult to be completely open/ honest when facing conflict;  will it turn on me?  So many people are honest only to a point.

· Be self-reflective about how to make changes

· Complexity of communication:  amount of information must be reasonable; transparency in communication is important; power diffential does matter; do we give people opportunity to be mentors to new faculty on campus?  Need support to do this

· Move from scarcity culture to abundance culture:  how can we change our basic conversation?

· Need follow through:  money, time, resources;  when no follow-through, not trust;  our effort doesn’t make a difference when there is no follow-through;  need conversations about competing needs and avoiding turf protection

· Need to celebration things and get publicity for it

· Need to know one is heard:  need some response

· What are barriers to communication?

· Sense of not being heard

· Lack of response

· Fear discomfort with conflict

· Lack of follow through

· Competition for limited resources

· Tribe/silo mentalities

· What do we need to pay attention to today?  (results in voting order):

· Recognizing what needs to be communicated (content) (16 votes)

· Individual responsibility for positive communication (15 votes)

· Techniques for promoting effective conflict resolution (10 votes)

· Electronic communication issues (10 votes)

· How to get more collaboration on campus (7 votes)

· Ways of looking at the positives and celebrating accomplishments (4 votes)

· Forums:  how do we create spaces/places to know each other (0 votes)

· Topics for in-depth discussion in small groups:

· Group 1:  Individual responsibility in good communication:  focusing on the positive

· Group 2:  Defining what needs to be communicated

· Group 3:  Electronic communication

· Group 4:  Techniques for positive communication:  including conflict talk

Report from Group #1:  Individual Responsibility and Positive Communication

· Emphasize and practice more Appreciative Inquiry>>Follow Up CETL Training based on WWHEL Conference last spring 2008
· Create and share more norms of positive communication 

· Even the playing field

· Recognize contexts that we work in

· Decrease territorialism

· Recognize power differentials

· Get together in teaching and collaboration more

· Support New Faculty Orientation>>Will continue in 2008-2009
· Do more intellectual biography work>>Referral to CETL
· Pictures on doors so people see who we are>>Refer to Enrollment Management to include in the Top Ten List of Good Things To Do
· Provide more opportunities to get to know each other

· Provide physical space to do this

· Potlucks with no pressure:  just visiting and talking

· The issues we face:

· Physically separated in space/buildings:  makes it harder

· Class system exists between groups:  how do we perpetuate that or break it down?

· Collaboration is hard given time/money/schedules

· Need to open our hearts to each other more

· Be willing to talk and listen;  need willingness by individuals

· When others open to us, what do we do in response?

· Channels of communication needs to be examined:  how do we share information and how can we change that to be more positive?>>Ongoing subject of communication for 2008-2009 in PLT
· Bring folks together at end of first year across groups on campus to talk about their experiences; don’t split up the constituences (academic staff, faculty, classified, etc.)

PLT discussion>>most of these activities are beyond our purview…require individual action.  We could sponsor the first potluck.  We could create the end of year discussion suggested in the last bullet.  Should there also be a gathering of this group at the beginning of the year, and an introduction to the campus?  We agreed there should and that perhaps governance groups should host.
Report from Group #2:  Defining what needs to be communicated

· Know more about who works for particular departments (website; registrar’s list of who does what)>>Already Requested from HR:  will be available Opening Week
· List on who is part of Provost Leadership Team and what they do; at least to department chairs>>Already requested from HR:  will be available Opening Week
· Access to data;  need simpler ways to get information we need>>Will improve with hiring of Policy and Planning Analyst and Institutional Research staff
· Discussion about Summer School and how decisions get made;  need clarification of this process>>Referred to Faculty Senate for discussion and review
· Staff Digest:  a lot of information that needs to be better categorized and organized and sorted>>Will be addressed as IT Department completes hiring process this coming year
· Communication between faculty and administration:  is there a way to allow more interaction between individual faculty and Provost/Chancellor?>>New Open Office Hours will be created;  Provost considering having open forums at least once per semester
· Better understanding of what different administrators do (e.g. Chancellor)>>Will be part of HR Leadership Directory
· Financial aid:  need more information about it and disseminate this better>>Refer to Anne Podgorak of Financial Aid
· Foundation:  need better communication to campus about scholarships, their work, how we fit in>>Refer to Jill Schoer of Foundation
Report from Group #3:  Electronic communication

· Less of:  less reply to all and cc’s (be conscious of who you are sending things to)

· More of:

· Staff Digest:  can it be more effective?

· Embrace electronic communication more like Facebook and social networking opportunities
>>PLT discussion: Chris will discuss with Vicki Hajewski having Campus Life provide leadership on raising campus use and modeling effective use of Facebook
· More training needed on manners/methods of electronic communication

>>PLT discussion: having Communicating Arts faculty provide campus training on this

· Department webpages:  need more training on this and how to maximize this opportunity>>May trainings were provided and more will be offered this Fall by IT
· Need more resources to support technology needs on campus>>Continuing project
· Need more information on how to access chain of command>>Will be addressed via Leadership Directory
· Need campus electronic calendar with deadlines/activities/events>>Under development currently;  will be discussed more this coming year
· Post celebrations so we can all enjoy>>Departmental webpages will automatically load together to create this kind of News and Events information page
· Parents may need access to Digest information>>Referred to Vicki Hajewski for consideration;  perhaps a subscription service or other information for parents about how to keep in touch with UW-Superior events
· Beware of too much reliance on electronic communication vs. face to face

>>PLT discussion: Chris is exploring open sessions once per term for faculty, academic staff, classified staff, students; for Jan, Vicki, Chris.
It was suggested the Chancellor’s presence would be beneficial.
Report from Group #4:  conflict approaches

· What was important to this group about values/approaches to conflict talk?

· Fear and power exist

· Need more equipping/competence about conflict resolution

· Need to support empowerment of people:  giving them tools to do this work

>>PLT discussion: we created the structure for this several years ago, but the effort was not sustained.  Chris suggests Employee Assistance Program is now providing resources for this.

· Kindness in communication is an important value

· We need to have a goal of seeking mutual understanding (not agreement necessarily)

· Don’t say what’s on your mind without being mindful of how the way you say it affects people

· Trust is important but not necessary as a pre-requisite (it is a good by-product of good talk)

· Informal leaders have a lot of power around here:  no position but their viewpoints and opinions can be dangerous or helpful

· Respect is important

· Techniques to aid good conflict skills:

· Equip a team of faciltiators on campus to assist others/groups to address conflict>>Follow up with HR to determine current options available
· Equip our chairs/supervisors in basic facilitation skills and conflict resolution skills>>Follow up with HR to determine current options available;  pending development of Chairs Education Series
· Create an outside cadre of people that can be called in when someone has conflict issues and needs outside help>>Follow up with HR to determine pending options available
· Always acknowledge strengths/weaknesses in balance

· Have conversations about “respect” so there are mutual understandings about what we say/do and how we do it

· Develop a campus ethic of communication that all new hires/authority positions would have communicated from the beginning:  ideas might include:

· Communication values:  what matters to us?

· Preferred communication patterns such as balancing positive and negative, practicing direct communication, embrace constructive communication (vs. destructive), assume best intentions vs. worst, if fearing worst intentions, check them out before act on them

>>PLT discussion: consider adopting Civil Discourse (SpeakYourPeace.org) materials provided by Duluth-Superior Community Foundation.  Judy will bring samples to our next meeting.
· Get some training in how to give and receive criticisms:  notice, intent, set the terms of communication, have a method/manner to do it, understand assessment and evaluation processes better in advance

>>PLT discussion: is this a broader HR training issue?  Are there some resources that can be distributed?  Can we have faculty provide training?

· Foster/develop personal authority and confidence to our talk:  be self reflective about your intentions and your words;  do the homework before you launch;  if come with a problem, come with a solution or suggestion

· Start with acknowledgment of mutual value

The group then adjourned for lunch.
