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2004 Employee Communication Survey Report

The Community College of Baltimore County
Strategic Internal Communications Task Force
I.
Task Force Context

The Community College of Baltimore County (CCBC) continues to face significant organizational culture challenges that came to the fore with the legislative merger of Catonsville Community College, Dundalk Community College and Essex Community College in 1998. Some of the more recalcitrant cultural issues resulting from that merger have manifested themselves in some people’s views that internal communications at CCBC need to be improved.

The organizational cultural challenges created by the merger cannot be overstated. Many long-serving employees remember a time when campus community and social ties to their colleagues seemed stronger. The legislative merger of the three community colleges severed some of these social ties and new ties have been slow to build. But they are building, and positive open internal communication is essential to their progress.

Losing social connectivity to positive elements of the past has created rifts in the organizational culture between what the chairman of the Board of Trustees publicly described (at the February 9, 2005 Board meeting) as those who “still labor with the misconception that Essex is still a single college, that Dundalk is a single college, and that Catonsville is a single college” and those who have embraced the Irving Presley McPhail administration’s vision that “CCBC is a premier learning-centered, single college, multi-campus institution.” The varying depths and breadths of the rift are often bridged with charges of poor communication and misunderstanding between the opposing cliffs. 

Repeatedly communicating the CCBC vision is a vital component of leadership’s efforts to rally everyone toward the envisioned future. However, that progress is slowed by those convinced that the past is good enough (Kotter, 1996). It will take considerable effort to get the majority, including the neutral “agnostics” and those “dead set against” LearningFirst to be supportive of what comes next (McPhail interview, December 2, 2003).

In an effort to improve internal communication, and to be responsive to the faculty’s request for “fairness, input and respect” vocalized by a faculty demonstration at the December 10, 2003 Board of Trustees meeting, Dr. McPhail created a Strategic Internal Communications Task Force (SICTF) to “explore ways in which we can improve our channels of communication here at CCBC.” Individuals representing shared governance, faculty, collective bargaining units, administration, classified staff and students were invited to serve on this important college-wide team (McPhail e-mail, March 12, 2004).

In his March 12, 2004 “Message from the Chancellor,” Dr. McPhail said: 

… The transition from three separate colleges to a single college that is geographically separated and organizationally complex is not an easy one. Nor is it one that happens without significant impact on college climate and communication. That’s why the college-wide team that worked on the development of our 2004-2008 Strategic Plan added a new strategic direction: Strategic Communication. LearningFirst 2.0 recognizes the importance of effective internal and external communications, emphasizing the need for “assuring effective, timely, accurate and comprehensive communication as an essential component of a successful learning college.”  

To ensure the success of that strategic direction, I have named Dr. Carol Kefalas, executive advisor for Community Outreach, Board Relations and Special Initiatives, to head up a Strategic Communications Team that will explore ways in which we can improve our channels of communication here at CCBC. I am extending an invitation to individuals representing shared governance, faculty, Communications Workers of America (CWA), American Federation of State, County and Municipal Employees (AFSCME), administration, classified staff and students to serve on this important college-wide team. I am also inviting each of you to share with Dr. Kefalas any and all ideas you have to assist us in sharing information so that everyone feels involved and included in the realization of the college’s mission, goals and objectives and possesses a widespread sense of ownership in the future of the college ...

… To “jumpstart” the work of our Strategic Communications Team, I am meeting this spring with faculty in each of the six college-wide academic divisions as well as with the staff in each of the campus-based Learning and Student Development divisions... I’m quite hopeful that after having these initial meetings with each of the college’s schools and divisions and supporting the early and continued efforts of our Strategic Communications Team, we at CCBC will be well on our way to opening and improving the channels of communication among members of our college community …”

II.
Summary of Major Findings

During October 2004, two internal communication surveys were distributed:  one to students -- and one to administrators, staff and faculty to elicit their views, attitudes and suggestions toward the communication process at CCBC. 

A total of 1571 surveys from students were returned and 275 surveys were returned from the employee group. The survey responses were subjected to both quantitative and qualitative statistical analyses led by Dr. Sandra L. Neumann, assistant professor of Psychology, and assisted by Angela Breno from Towson University. The analyses were discussed by the SICTF members to develop a consensus on key findings and resultant recommendations.  

After extensive analysis and discussion, members of the Task Force are pleased to present the following summary of major findings and recommendations regarding possible ways to improve internal communication at CCBC.
III.
Administrator, Staff and Faculty Survey Findings

· Direct Communications

· Responses indicated a need to improve and increase direct communication, specifically a desire for more face-to-face meetings.

· A need for improved communication exists among organizational levels (vertically) and across departments, divisions, schools etc. (horizontally).

· Electronic Communication

· Respondents preferred, and felt the college could do a better job of utilizing, technology in communication.

· Responses indicated a need for a simple, effective and well-managed electronic communication system.

· Organizational Structure

· Responses indicated a lack of clarity regarding the organizational structure and chain of command.

· CCBC’s structure was perceived by some as complicated and cumbersome.

· Leadership Skills

· Responses from a variety of questions indicate a need for more consistently effective communication practices at all levels of supervision.

· A need for consistent, coherent, open communication seems to stem from insufficient leadership communication training, unwillingness to model effective communication behavior, or both.

· Nearly half of the respondents felt that their opinions were somewhat undervalued or not valued at all. This suggests a need for improved communication practices.

· Chancellor’s Cabinet Communication

· Respondents generally expressed a desire for improved and more frequent communications from the Chancellor’s Cabinet.

· Identified communication needs were frequency, openness and timeliness of meeting minutes and agendas.

· Faculty Tenure and Communication

· Some faculty respondents felt that the lack of tenure negatively impacts their willingness to openly express their views and opinions. 

· Perceived fear of retribution was a frequently identified cause of their  reluctance to communicate ideas and opinions.
IV.
Student Survey Findings
· Student Communication Preferences

· Students at all campuses prefer to receive information directly from faculty.

· Students generally value the college Web site as a source of useful information.

· Registration Information

· Students were most satisfied with the availability of information regarding registration.

· Campus Parking Information

· Survey results indicate campus parking information had the lowest satisfaction rating across all campuses.
· The results indicate an important customer service issue that should be addressed.

· Student Newspapers

· Survey results indicated that student newspapers are rated the least important as a source of information.

V.
Task Force recommendations (unranked) for improving strategic internal communication with and among CCBC employees

The results of the Task Force’s work are contained in the following pages of this report. The findings from the analyses for both survey samples serve as the basis for the recommendations that accompany this summary.  We urge the Chancellor to identify specific individuals who would be charged with implementing the following unranked recommendations:

1. All future hiring at the college should include a strong emphasis on communication and leadership skills as appropriate to the position. A training and development program should be developed to focus on the same set of skills for the entire organization. Accountability for communication needs to be a key ingredient of the performance evaluation process.

2. In an effort to eliminate internal communication barriers, the CCBC organizational structure should be reviewed. For example, have communication problems resulted from having deans report to different supervisors, or from having individuals with multiple reporting lines?

3. Throughout the organization, both vertically and horizontally, all supervisory employees should be periodically assessed by those with whom they interact; people at the college need an institutionalized method of communicating their perceptions of their supervisors’ performance.

4. The Chancellor should hold regular meetings with each campus community, at least one forum at each campus each semester. At these meetings, there should be open, two-way communication.

5. The Chancellor’s Cabinet should make more use of the Daily Post to regularly communicate with the college community about key issues. It is suggested that the communications should be sent out at least biweekly.

6. The Daily Post should establish an editorial board consisting of a diverse, representative group in order to assure freedom of access.

7. Minutes from the Chancellor's Cabinet meetings should be posted on the Daily Post in a timely manner.

8. In order for the InnerLoop to achieve acceptance as an effective communication system, InnerLoop training should become a part of new employee orientation and ongoing staff development.

9. The college should explore ways to make the CCBC Web site a more effective communication channel.

10. In an effort to keep constituents aware of Senate activities, highlights from Senate and subcommittee meetings and agendas should be promptly published in the Daily Post. Once approved, minutes should be published as well.

11. Members of the CCBC community should strive to establish habits of good communication. To that end, CCBC should publish a brief guide describing effective communication practices based, in part, on the findings of this Task Force report. Once identified, they should become a part of the organizational culture.

12. The importance of productive face-to-face interaction should be acknowledged and its frequency increased at all levels. However, increased use of video conferencing should be explored as an alternative in those cases where face-to-face interaction is impractical. 

13. CCBC should publish, both in hard copy and electronically, an official, up-to-date employee handbook. Hard copies should be made available at convenient locations. All college employees should be informed of these official locations. When changes are officially enacted, these changes should be communicated to all college employees (e.g., via the Daily Post or other appropriate manner) and inserted in the existing hard copies.

14. CCBC should encourage and foster expanded opportunities for employee recognition and appreciation, both professionally and personally (e.g., team building, opportunities for special recognition and the acknowledgment of significant life events).  A protocol should be established to accomplish this.

VI.
Task Force recommendations (unranked) for improving strategic internal communication with and among CCBC students

1. To communicate most effectively with students, CCBC should use the students’ currently preferred modes of information dissemination: faculty, the CCBC Web site, U.S. mail from CCBC and the college catalog.

2. Some specific questions regarding campus services (e.g., course cancellation, campus parking and campus events) should be included in the annual Student Satisfaction Survey. 

3. All areas that serve students (e.g., cafeteria, tutoring, child care facilities) should use the data from diverse constituent student groups (e.g., day versus evening students) to tailor services to better meet the needs of those groups.

4. CCBC should take steps to strengthen student newspapers so that they become effective means of communication.  Such efforts should include assuring expert advisement, sufficient fiscal resources, and a consistent and frequent publication schedule.

5. Public Relations and Enrollment Management should use the data gathered from diverse  constituent student groups to tailor marketing, enrollment management, and recruitment and retention strategies directed toward current CCBC students. 

VII.
Conclusion

Members of the Strategic Internal Communications Task Force appreciate the opportunity to have spent the past year analyzing and investigating the rich data provided by the two surveys distributed to CCBC’s students, faculty, staff and administrators regarding internal communication at CCBC.  We have learned that while certain aspects of internal communication at the college are successful, there are other aspects that need further attention, as outlined in this report’s findings.

We consider it critical that recent improvements in communication be continued and augmented by ongoing work to further improve internal communications.  We strongly suggest that some of the individuals who are currently members of the Task Force be asked to continue this work in the upcoming academic year, to ensure the successful implementation of the recommendations of the Task Force.

VIII.
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Ms. Chris Mirbaha, Assistant Professor, Mathematics

Mr. Jarreau Moulden, Student
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