Purposeful Dialogue at COM-FSM
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Summary

Trying to develop a purposeful communications plan for any institution might be equated with an
effort to harness the ocean tides. Such work is invariable complex even in an institution with a high
context communication culture. Institutions of higher education seldom fall into that high context
category, and COM-FSM is no exception. The college has, in recent history at least, operated within
a hierarchical model of governance. That reality has hindered authentic communication in the past.
The evolving model of “participatory governance” presents opportunity for vastly improved
communications, but presents many challenges along the way.

Despite having a Communication Plan in place since 2010, the college had endured two cycles of
review by ACCJC that suggest the plan has not had the desired effect. This analysis occurs in the
context of the college facing a short deadline for finally resolving its accreditation issues. The
approach here was two-pronged: 1) to evaluate the existing Communications Plan as part of an
effort to close that loop; 2) to assess the college’s status in resolving ACCJC Recommendation One.
In both cases the analysis leads to primary and secondary recommendations.

Carrying out the approach involved using Survey Monkey to design instruments that would measure
opinions on the existing Communications Plan, as well as on matters related to the ACCJC
Recommendation. Despite the built-in limitations of such surveys, they yielded a wealth of data for
examination. In addition, a review of the current Communications Plan, supplemented by extensive
on-site interviews and meetings, produced consulting opinions on both matters. This combined
approach resulted in seven primary recommendations and several secondary recommendations.

The primary recommendations appear below:

e After completing the assessment of the current Communications Plan, COM-FSM should
develop the next Communications Plan to run in tandem with the Wasahn Kamarain Strategic
Plan. From the beginning, the new Communications Plan should reflect the values of
“participatory governance” and “purposeful dialogue” and the need for both effective
communication products and effective communication behaviors. The new Communications Plan should
be completed and approved no later than December of 2012.

e At the same time that the new Communications Plan is being developed, the college should
assess and revise the current BOR Policy on Communication to reflect the same values. BOR
approval should occur prior to January 2013.

e The college should designate a participatory governance group with relevant members, including
at least one vice president, to assume primary oversight for all college communications.

e The college should develop communication protocols for a// of its participatory governance
entities. These protocols should describe true feedback loops in which communication is
iterative, focused and well managed. All such entities should include these protocols in their self-
evaluations. This practice should include all department heads and all entities involved in
program review and resource allocation.



e Emerging Terms of Reference for all college committees should define the communication
responsibilities of committee members and chairs. These responsibilities should be reflected in
all committee reports and evaluations, as well as in the conduct of meetings.

e The college should undertake a focused effort to improve both the flow of information and the
participation in governance across the campuses. This effort should result in modes of visual
communication among personnel across the campuses becoming the norm.

e Before October 2012, the college should undertake a capacity-building exercise to revise at least
one major procedure document to reflect best practice in usability design and principles of
localization that may be appropriate in its particular mix of high-context and low-context
cultures. The IAP Handbook would be a good candidate for this work.

A summary table at the end of this narrative contains all the recommendations: both primary and
secondary. Complete data displays for both surveys, including comments, appear as Appendix A at
the end of this report.

This report is meant to serve as a guide. The COM-FSM community is about to embark on an
exploration of life in a new dynamic of participatory governance and purposeful dialogue, all of
which will be linked to the main principles the college itself defines. That discussion soon to begin
may shift these recommendations; but these recommendations are steps that ought to be considered
sooner rather than later.

The Communications Surveys

During the first two weeks of April, 2012, first COM-FSM employees and then COM-FSM students
completed surveys designed to measure opinions about communications at the college. More
specifically, these surveys sought opinion on the college’s published Communications Plan from
2010, as well as on aspects of the ongoing ACCJC Recommendation One, which deals with issues of
communication in the contexts of “purposeful dialogue” and “participatory governance.” Both
surveys had as a major purpose the identification of which items might profit from in-depth
investigation through focus groups or existing governance entities.

The surveys yielded a wealth of information, but carry with them several limitations and
uncertainties.

e At this point the data cannot answer the “compared to what?” question that is vital in
investigations that must drive decision making. There was no baseline of data against which
to compare these results. In fact, this survey may become an ad hoc document if, as
recommended, the college substantially revises its communications plan.

e Fora number of items that might be regarded as sensitive, respondents chose neutral
answers or to skip the item altogether in numbers strikingly higher than they did for other
items. One can only speculate on the possible reasons for this phenomenon.



e Itis not clear whether or not results were shaded by a potential bias against offering negative
responses in public

Nonetheless, there is enough commonality in some responses that they should spark some
meaningful discussion.

The Employees’ Survey

The Employees’ Survey was designed and administered through Survey Monkey. Despite some
slowdowns due to heavy Internet traffic and confusion over the closing deadline, the survey yielded
a respectable return of 63% of employees college-wide. Groups of nine items were designed for
each of the three goals of the current Communications Plan and for the ACCJC Recommendation
One.

Table 1. COM-FSM Employees' Communications Survey: Response Rates

No. of No. Completing % Completing
Campus Employees Survey Survey
National 169 88 52%
Chuuk 53 32 60%
FMI 18 10 55%
Kosrae 35 29 83%
Pohnpei 65 46 70%
Yap 27 26 96%
Combined 367 231 63%

Complete graphical summaries of these data appear in Appendix A.
Findings

Commmunication Plan Goal 1: Improve effectiveness and efficiency of programs and services by
improved access to information.

Item 2. In nearly every survey, substantial majorities of those responding (between 63% and 89%0)
agree or strongly agree with this statement. These numbers seem heartening, but a stubborn one-
third of those responding at most campuses either doesn’t know or disagree with this statement.
One has to wonder if the latter group was simply not much engaged in the work of standing
committees. That would be interesting to discover since it might describe a level of “participatory
governance.”

Item 3. Responses to this item follow a wider and somewhat puzzling spread. Well more than half
agree or strongly agree with the statement, but college-wide more than 40% tilt the other way. The
puzzle comes from the fact that archiving was a point of some activity in the Communications Plan,
and it seems some progress had been made. The college would do well to explore this issue more
deeply since it hardly brings comfort to have such large uncertainty expressed by so many
employees.



Item 4. Substantial majorities of respondents find they can get answers they need from reading the
handbooks. This item also generated 37 comments, some of which suggest there is some confusion
about having the most updated versions of the handbooks. Version control is a problem at many
institutions, and the college would do well to determine the extent of such an issue.

Item 5. While there is some variance among the different campuses, college-wide a healthy majority
of respondents claim to make fairly regular use of college documents and reports to improve their
work. Nonetheless, a substantial minority of respondents who claim to use college documents five
ot fewer times during the year to improve how they do their work. It would be interesting to probe
this issue more deeply and discover which documents or reports get the most use and why that is so.

Item 6. College-wide, one gains the impression that Internet service has improved in recent years.
At a high level of inquiry such as a survey, it would appear that most employees feel that current
Internet service is adequate to provide them with the access to information they need. These
numbers could mask any number of variables (time frames for responses, levels of actual need, the
roles of the roughly 20% who disagree, etc.). Once IT planning is folded into a process of non-
academic program review, these matters should become clearer.

Item 7. The surveys reflect what seems to be widely held belief at the college that the flow of
information among the dispersed campuses needs improvement. Even a majority of respondents at
the National Campus feel that way. This issue hits at the heart of questions of “participatory
governance” and “purposeful dialogue.” The item generated 61 comments, and reading these
provides some insight into the scope of these issues and how they feed into institutional
effectiveness.

Item 8. Strong majorities indicate that the college is indeed using technology to improve delivery of
programs and services.

Item 9. A majority of respondents believe the college has an efficient process for producing the
COM-FSM Catalog. Yet there are some puzzling disparities among different campuses that suggest
further inquiry is needed. The Catalog is perhaps the most important document published by an
institution of higher education, and there should be a clear understanding about how it is produced.

Item 10. Only two campuses (Kosrae and Yap) produced a majority of respondents who agree with
this statement. Clearly this aspect of the Communications Plan has not gained wide understanding.
Transparency in the authorship and origin of documents can be a real aid to “purposeful dialogue.”

Communication Plan Goal 2: Improve image and branding of the college by effective development,
collection and dissemination of information.

Item 11. Again, just under half of the respondents college-wide claim agreement with this statement,
and there is fairly wide variances of opinion among campuses. The college will no doubt determine
whether such a Communications Plan should receive higher numbers. The item generated 36
comments, many of which turn back to lack of awareness of the plan, or of its implementation.



Item 12. A majority of respondents college-wide agree with this statement, but again there is a
substantial minority who either “don’t know” or who disagree. It may be that the revamped
committee structure is so new that not enough employees have been exposed to new standing
committee agendas. In any case, note that the National Campus reports less positive responses than
the other campuses.

Item 13. College-wide the levels of agreement are similar to those in Item 12, which raises similar
concerns. Perhaps there is confusion about whether communication has really improved, or whether
it has sufficiently focused dialogue on students. Oddly, though, there is a sort of three campus split
on positive and negative responses. Kosrae, Chuuk and FMI offer decidedly more positive
responses. National, Pohnpei and Yap are more heavily negative. Perhaps people there can suggest
an explanation.

Item 14. Items 12, 13 and 14 show very similar numbers and a similar split among the campuses.
Most of the 22 comments on this item came from the National Campus. If data reports are indeed
improved (an open question), it may be that the focus has not led to a real dialogue about teaching
and learning. Some of the comment are a bit off point, but clearly impassioned. It may be that these
issues will need to be threshed out within the context of non-academic program reviews.

Item 15. Only at two campuses (Kosrae and FMI) did a majority of respondents agree with this
statement. College-wide, the numbers appear rather discouraging for what is usually considered to
be a signature event. Perhaps previous retreats had other emphases. The 34 comments attached to
this item would suggest as much, but also point a lack of widespread participation and a focus on
talk rather than action.

Item 16. A substantial majority (over 84% college wide) agree that the COM-FSM Web site is their
primary way of learning about news at the college. Slightly higher figures for disagreement appear at
the FMI and Pohnpei campuses. Such figures indicate that the college places enormous importance
on its Web site as a communication tool. It needs to be successful.

Item 17. At least in terms of readership, the Communications Plan does not seem to be guiding a
large number of employees at the college. Nearly 37% of respondents claim never to have read it,
40.9% clam to have read it fewer than five times in the last year. Certainly such numbers on a pivotal
document invite further investigation.

Item 18. A majority of employees across the college and at each campus report reading the COM-
FSM Catalog at least five times in the past year. These are positive numbers, but perhaps not as
positive as one might expect for such a central document. Perhaps much of the information that
once appeared primarily in the Catalog is now available in many other forms or media. If so, that
could increase the need to monitor the content across media for consistency and accuracy.

Item 19. The responses for the COM-FSM Factbook are decidedly negative throughout the college.
It is difficult to determine the reasons or reasons for this lack of readership from the responses
alone. It may be that employees find the information they need in other college documents. It may
be useful to determine which audiences do use the Factbook.



Communication Plan Goal 3: Improve decision making and information dissemination by use of
governance structure.

Item 20. Across the college, a little more than one-third of those employees responding agreed that,
since 2011, they had made positive use of decision grids noted in the Communications Plan. Only at
the Yap campus did even 50% agree with this item. These numbers add to the impression that the
Communication Plans exists almost on an abstract level for most employees. In this case, decision
grids seem to have had little impact on the college.

Item 21. Only in Kosrae did a majority of respondents claim to agree with this statement on e-mail
training. Across the college, over 55% disagreed or strongly disagreed with this item. Those figures
represent one of the strongest negative showings in the survey. It’s possible that people felt that they
didn’t need the training and therefore didn’t receive it. Comments in other parts of the survey
suggest that people feel overwhelmed with e-mail. Since e-mail remains a primary communication
tool at the college, this issue invites further examination.

Item 22. College-wide results indicate that only a little more than one-third of respondents agree
that Student Forum is an effective way to participate in dialogue about the college. FMI seems
something of an outlier, with nearly 78% of respondents agreeing with the statement. The largest
plurality of respondents (nearly 49%) chose “don’t know.” The 33 comments attached to this item
seem to reinforce the latter view. While Student Forum is listed under the Communication Plan
Goal related to governance and decision-making, it appears in actuality to function as a social media
site. The college may wish to examine whether Student Forum is functioning as designed and
whether it has a negative effect on another plan goal related to “brand and image.”

Item 23. A large majority of respondents (73%) across the college agree or strongly agree that
meeting minutes of governance bodies are easy to find and access. National and Pohnpei have
slightly less positive numbers. For some reason 35 respondents chose not to answer this item, one
of the largest such totals in the survey. Unanswered in this survey was whether or not meeting
minutes are the primary way, or perhaps the only way, that employees learn formally of the actions
of governance bodies.

Item 24. As with the preceding item, a healthy majority of respondents (though slightly lower)
college wide believe reading meeting minutes has helped them understand college governance
processes. These numbers suggest that, for the most part, meeting minutes are functioning as they
ought to. As with Item 23, two oddities exist: National and Pohnpei again have greater numbers of
negative responses; a relatively large number (33) of individuals chose not to respond.

Item 25. The trends cited in the previous two items continue here. A majority of respondents (69%)
across the college agree that they have been able to find and understand reports issued by
committees and other governance bodies. Those are encouraging numbers. Yet once again, National
and Pohnpei report lower levels of agreement, and 34 respondents chose not to answer this item.
The 21 comments tend to reinforce the notion of improvement in this area, but also raise some
potential issues about standardizing procedures for posting minutes. For example, individual
committees may have grown comfortable using wiki to post minutes. Will that prevent some
employees who do not know how to use the wiki from viewing them? Are the minutes posted in
multiple modes? Neither the survey nor the comments provide answers.



Item 26. This item provides an interesting shift in the results. Somewhat lower majorities (just over
54%) across the college agree or strongly agree with this item. National stands alone with decidedly
flatter numbers of agreement on this item. Again, 34 individuals chose not to respond. Since this
item deals with the usefulness of the reports and minutes that are easy to “find and access” across
campuses, the results might invite deeper scrutiny. The 19 comments attached to this item don’t
really explain the results, although they may point to concern over a related issue of information
overload.

Item 27. Closing the communication loop always aims to assure that most people can see the link
between college program reviews and assessments. When those links are not widely understood,
both morale and institutional effectiveness will suffer. In that context, the results for this item atre
not comforting. Across the college, only 44% of respondents agree or strongly agree with this item.
Some strange variances persist. Four campuses express majorities in agreement—mot slight, but
Kosrae decidedly so, the larger numbers of respondents at National and Pohnpei were clearly more
negative and weigh down the total results. The college should inquire more deeply into these
differences.

Item 28. This item and Item 27 are essentially capsule assessments of Goal 3 of the Communication
Plan. Slightly more than 35% of respondents across the college agree of strongly agree that
governance bodies do a good job of explaining reasons for resource allocations. This time only
Kosrae and FMI report majorities in agreement. Thirty-one respondents chose not to answer. Since
the Communication Plan does not describe measurable goals or outcomes, it is difficult to qualify
these results in purely statistical terms. Yet given that ACCJC Evaluation Teams continue to cite the
link between communication and governance, these results cannot be heartening.

ACCJC Recommendation One. Improving Institutional Effectiveness and 1 eadership and Governance

To fully meet this standard, the team recommends the college evolve its communication efforts to ensure broad-based
participation and enconrage purposeful dialogue in which all stakeholders participate in the exchange of different points
of view and reflections that lead to gennine communication and participatory governance (1.B.4, IV..A.3).

Item 29. The results for this item are more encouraging. There does seem to be a shared feeling that
broad-based participation in college governance is the new normal at the college. Across the college
over 73% of those responding agree or strongly agree with this item. Not a single respondent
claimed to strongly disagree. Majorities were in agreement at every campus, although once again
National and Pohnpei did lag behind the others. Once again a sizable number of respondents (37)
chose not to offer an opinion.

Item 30. Results for this item echo those of Item 30. Across the college more than 73% of those
responding agree with this statement, although one-fifth of those responding chose the “don’t
know” option. It may be that some respondents are taking a wait and see attitude towards the
changes in governance. The 37 individuals who chose not to respond may play into that dynamic as
well. While not a large number of comments (17) were attached to this item, the ones that were
there do reflect some ranges of ambivalence in considering this item.

Item 31. Across the college, slightly more than half of those responding (53%) report being
involved in governance or communication activities that have improved college operations. Only at
Pohnpei do the numbers tilt towards non-participation. Thirty-nine individuals chose not to address
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this item. This item reflects the unknown that hovers above all these results: “Compared to what?”
Perhaps over time, the college can determine what might be ideal levels of response to such a
question, but slightly more than half does suggest room for improvement exists.

Item 32. Results here suggest that actual participation in producing college publications or reports
falls to a relatively small number of individuals. Less than one-third (28%) of those responding
report such involvement five or more times since 2011. Chuuk reports much higher levels of
participation while Pohnpei and FMI decidedly the least. A very large number of respondents (43)
chose to skip this item.

Item 33. Across the college, 57% of those responding agree or strongly agree that administrators
clearly understand the requirements of accreditation and communicate those requirements to the
broader college community. Thirty-eight respondents chose not to address this item. Yet there are
some ranges of disagreement at the campus level. The 31 comments suggest that the college is in the
midst of a change towards more positive results in this arena. Again, there is no baseline, but still
room for improvement.

Item 34. Across the college, slightly fewer than half (nearly 47%) of those responding agree or
strongly agree with this item. Thirty-eight individuals chose not to respond. Once again National and
Pohnpei present different patterns of results that lower the college-wide totals by virtue of sheer
numbers. These persistent differences invite further investigation.

Item 35. Across the college, a slight majority (51%) of those responding agrees or strongly agrees
with this item. Perhaps it is understandable that the smallest site (FMI) had the most positive results.
The most negative slant on this item occurs at National, and 41 individuals chose not to respond to
this item. Once again, the college lacks a baseline for comparison, but one might imagine significant
room for improvement in developing real communication feedback loops.

Item 36. Across the college, 76% of respondents agree or strongly agree with this item. These
figures suggest that most respondents can indeed locate policies and procedures easily. While all
campuses report majorities in agreement, once again the results at National and Pohnpei contain a
larger proportion of negative results. Thirty-nine individuals chose not to address this item.

Item 37. Across the college, slightly over 65% of those responding agree or strongly agree with this
item—positive figures, but slightly lower than for companion Item 36. Once again, while all
campuses report majorities in agreement, the results are lower at National and Pohnpei. While still
lacking a baseline, the college should not be satisfied with these numbers. They essentially are a vote
on the usability of college policies and procedures. The numbers also suggest further investigation in
needed to determine whether some existing policies and procedures would be viewed more
favorably than others.

The Students’ Survey

The Communications Survey for students was designed in Survey Monkey and administered
manually at each campus. Surveys were collected and results compiled in Excel®. College-wide, 755
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students completed the survey. This total was despite a heavy rainstorm at the National campus that
hindered student participation, but still offers a return rate of about 30%. The survey consisted of 11
items and was designed to be more qualitative than quantitative. The question wording for item H#4 was left
blank due to this anthor’s oversight in editing the final version in Survey Monkey. Nonetheless, the survey
provides some crucial insight into students’ views on communications at the college. Complete
graphical summaries of these data appear in Appendix A.

Findings

Item 2. Note that only 21% of students overall affirm that they are aware that the college has a
formal Communications Plan. The awareness is much lower at the Yap, FMI and Chuuk campuses.
It is not clear that the current Communications Plan was designed to reach the student level of
awareness, so it is hard to know how to qualify these clearly low numbers.

Item 3. Roughly the same percentage of students (23%) responding affirm that they have read at
least part of the plan. As with Item 3, the awareness is much lower at the Yap, FMI and Chuuk
campuses.

Item 5. Use of MyShark varies widely among students, with the National Campus posting the
highest result. Individuals involved need to determine whether these figures indicate a satisfactory
level of usage. Student focus groups might provide more insight as to the explanations for the
responses seen here.

Item 6. These figures seem somewhat surprising. The real purpose of Student Forum as noted in
the Communication Plan seems at odds with its observed usage, functioning more as a social media
site. It may be that the nature of most comments seen in Student Forum does not really improve the
governance of the institution. It is not clear what institutional function is currently being served by
Student Forum in its current structure.

Item 7. It seems that MyShark, Webmail and Student Forum are by far the communication tools
that students perceive as being helpful in meeting educational goals. Yet the responses on Item Six
cast doubt on whether students are using Student Forum in that fashion. A deeper investigation
through a focus group may be necessary to plumb these responses. It may also be interesting to
determine why electronic message boards receive such a relatively low score.

Item 8. While it may seem natural that students rely heavily on one another to learn the use of
communication tools at the college, that situation may not promote the most effective use of these
tools. Again a focus group may help determine whether the numbers reflect natural tendencies or an
absence of convenient opportunities for formal and effective training.

Item 9. The relatively low scores(between 8%-22%) of respondents who think they receive helpful
communication about college issues through the SBA also raises some questions that require further
investigation. Is it perhaps a failing of SBA leadership? Is it that SBA is not really integrated into a
“participatory governance” structure and therefore does not have the information? Is it possibly
some combination of factors?
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Item 10. Again there is quite a range of scores in response to this item. While in relative terms the
percentage of students who see improvement seems heartening (between 31%-60%, it is hard to
determine what would be an ideal percentage. A communication plan ought to have such a
measurable outcome.

Item 11. It’s hard to know whether the college can take comfort in these numbers, but it does
suggest that the “one-stop shopping” ethos for student services is not yet deeply embedded. Perhaps
future non-academic program reviews can define targets for this sort of offering and begin thereby
to assess and improve performance.

Primary Recommendations

e After completing the assessment of the current Communications Plan, COM-FSM should
develop the next Communications Plan to run in tandem with the Wasahn Kamarain Strategic
Plan. From the beginning, the new Communications Plan should reflect the values of
“participatory governance” and “purposeful dialogue” and the need for both effective
communication products and effective communication behaviors. The new Communications Plan should
be completed and approved no later than December of 2012.

e At the same time that the new Communications Plan is being developed, the college should
assess and revise the current BOR Policy on Communication to reflect the same values. BOR
approval should occur prior to January 2013.

e The college should designate a participatory governance group with relevant members, including
at least one vice president, to assume primary oversight for all college communications.

Secondary Recommendations

- COM-FSM should develop a new Communications Plan that Contains measurable goals and
measurable outcomes that are clearly linked to Mission and goals specified within Wasahn
Kamarain.

— Evaluation of the new Communications Plan should occur within the context of the overall
program review process. That process should include a review of what training or professional
development activities might be relevant.

— A subset of the designated group should work with the ALO and president to review all public
communications that may have implications for accreditation.

Consulting Opinions

These consulting opinions derive from reviewing the campus communication surveys, on-campus
meetings with groups of faculty and staff at National and Pohnpei campuses, the Council of Chairs,
the Planning and Resources Committee, Cabinet, President Daisy and numerous individual faculty,
staff and administrators. The opinions also derive from over 20 years of experience dealing with
accreditation matters and nearly 35 years of experience as a technical communicator.

12



Findings

It seems clear after this review why the ACCJC has retained Recommendation One through at least
two cycles of review and why it comes first in the order of recurring recommendations. The
characteristics of “participatory governance,” “purposeful dialogue,” and “institutional
effectiveness” are closely linked in the Commission’s eyes. They have consistently noted over the
years that these characteristics have not been broadly or deeply embedded at COM-FSM.

The two surveys on communications, as well as consulting observations in meetings and in reviews
of college documents affirm the Commission’s historical stance, but also affirm that conditions have
indeed changed for the better. Nonetheless, there are lessons worth considering.

Communications Plan

The current Communications Plan was approved in 2010. Despite noble sentiments expressed in its
front matter, both in its development and in its structure, it was a reflection of the essentially
hierarchical governance in place at the college. As such, it never had broad acceptance at the college,
and it contained a number of characteristics that would limit its effectiveness:

e The Communication Plan appears to have been developed without broad participation and
dialogue. Even the responsibility columns vest an undefined accountability among very few
individual, essentially director or vice-president level lines and whatever direct reports might
be involved.

e None of the three main Plan goals and none of its Outcomes/Objectives atre cast in
measurable terms that could establish specific criteria for evaluation. It would be nearly
impossible to measure whether the Plan had succeeded in achieving those goals even if the
Plan had been embedded in the culture of the institution.

e The box-like reliance on table cells for illustrating the Plan conveys a kind of rational
structure that is completely self-referential. The internal vertical lines work to occlude the
subordinate relationships rather than reveal them. In too many cases the Strategies/Action
Steps appear to be the language of the Outcomes/Objectives just recast in different words.
When the Strategies/Action Steps are different, the reasons for those choices (as opposed to
other possibilities) are not obvious.

e Itappears that the Communications Plan was developed primarily in the IRPO with some
involvement by top-line administrators. Such offices are excellent places for working with
data-oriented reports, but are not natural venues for plumbing the complexities of
communication behaviors as well as communication products. Besides the need for broad-
based participation, some expertise in usability design is needed.

e It will take an extended analysis and evaluation in a participatory governance structure to cull
from the current Plan which features might carry over to a new Communications Plan.

ACCJC Recommendation One
e The emerging governance structure has already changed the dynamic of communication at
COM-FSM to one of broader participation, but the new governance structure is not
complete. Many communication tasks will be required during its evolution. Many others will
take place in the process of making that governance structure work to sustain participation
and purposeful dialogue. Effective communication needs to get embedded in the evaluation
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processes of all governance entities and for the individuals within those entities. Effective
communication is a dynamic process, not static a one. Much of the heavy lifting takes place
in the day-to-day of things, which is especially crucial at COM-FSM where you have a mix of
cultures and ways of doing things.

The challenge of purposeful dialogue across the dispersed campuses remains. The college
faces both short-term and long-term issues related to this matter, particularly in the context
of shrinking resources.

A review of published college documents reveals a real inattention to usability testing and
design. The volume of research in the field, at least since the eatly 80s, overwhelming
demonstrates that inattention to such matters is a recipe for a failed document.

The whole complex of communications issues cannot be resolved overnight, but there are primary
and secondary recommendations that can help carry the institution forward and embed changes in
its fabric.

Primary Recommendations

The college should develop communication protocols for a// of its participatory governance
entities. These protocols should describe true feedback loops in which communication is
iterative, focused and well managed. All such entities should include these protocols in their
self-evaluations. This practice should include all department heads and all entities involved in
program review and resource allocation.

Emerging Terms of Reference for all college committees should define the communication
responsibilities of committee members and chairs. These responsibilities should be reflected
in all committee reports and evaluations, as well as in the conduct of meetings.

The college should undertake a focused effort to improve both the flow of information and
the participation in governance across the campuses. This effort should result in modes of
visual communication among personnel across the campuses becoming the norm.

Before October 2012, the college should undertake a capacity-building exercise to revise at
least one major procedure document to reflect best practice in usability design and principles

of localization that may be appropriate in its particular mix of high-context and low-context
cultures. The IAP Handbook would be a good candidate for this work.

Secondary Recommendations

- Names of report or document authors should appear on the document itself and in the
filenames of stored documents.

- Future organizational charts for governance entities should include not only reporting lines, but
should also accommodate descriptions of the roles of those entities in achieving the college’s
larger purposes and guiding principles.
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