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Executive Summary 

Background
In spring 2011, the University participated in the Chronicle of Higher Education’s “Great Places to Work For” survey for the first time. Participation in the survey allowed for a better understanding of current faculty and staff perceptions of the workplace in relation to other similar sized universities and the establishment of benchmarks for comparison in the future. The survey had two components: an institutional questionnaire on University wide initiatives and 60 questions that rated faculty and staff responses in fifteen broad categories:
Job satisfaction            

Teaching environment    
Facilities
Professional development      

Shared governance        
Pride    
Supervisors/Chairs            

Senior Leadership        
Communications
Policies, resources, and efficiency    
Collaboration            

Fairness
Respect and Appreciation        
Compensation, benefits, and work/life balance
Faculty, Administration, and Staff relations    

Survey Results
A summary of the survey results can be found in Appendix A.  Overall, there was a 49% response rate with 41% of the responses being faculty, 23% administrative faculty, 21% classified, and 12% wage or non-exempt staff.
Top categorical ratings were received in University PRIDE (75%) and good ratings (above 65%) in 10 of the 15 categories. Top ratings on individual responses suggest UMW faculty and staff understand how their job contributes to the University, are supportive of diversity, acknowledge the University’s contribution to the community, and feel safe and secure in the campus environment. Survey comments from faculty and staff across job classifications demonstrate that employees appreciate the sense of community and collaboration among colleagues, the shared values, the work/life balance, and the beautiful campus.
Survey responses with a rating of less than 54% suggest possible areas of improvement. For UMW, individual responses in the categorical areas of compensation, staffing and resources, recognition, orientation, cooperation, and communication had the lowest ratings with the lowest individual ratings in the statements, “I am paid fairly for my work” and “my department has adequate faculty/staff to achieve our goals.”

Survey Process and Next Steps 
Survey results were received in fall 2011 and then shared with the Cabinet and the University community. In the beginning of 2012, cabinet areas were encouraged to have discussions within their area to determine what survey issues were still relevant and to help establish University priorities. In addition, the Staff Advisory Council reviewed the survey results and met with the President to further prioritize the most pressing issues. A conference committee consisting of representatives from each employee classification (Faculty, Administrative Faculty, Classified, and wage) was then convened to create recommendations for the Cabinet based on the survey results and follow up feedback from discussion groups. 
The plan is for approved recommendations to be implemented throughout the end of this year and in the beginning of 2013. Throughout 2013, recommendation action steps will be revised and adjusted as needed with the hopes that these recommendations become a normal part of operations by the beginning of 2014. This plan sets the stage for re-assessment in spring 2014 by taking part in the Chronicle survey once again or another similar survey.
Steps Already Taken
Between the time the survey was initiated and the creation of the conference committee, the University has already taken some steps to address issues raised in the survey. In terms of communication and collaboration, the University announced the existence of a University ombudsman to direct faculty and staff to appropriate resources and services on campus, has started posting Cabinet meeting minutes in the EagleEye faculty and staff newsletter, has included the S.A.C. President as a member of the Leadership Council, and is welcoming new employees in EagleEye. 
To enhance the recognition program, a yearly spring awards ceremony was established to give greater emphasis on recognition, with the S.A.C introducing three University awards to be presented along with the Hurley and Coleman awards. Faculty members are also now included in service award recognition and the program has been altered to include higher quality awards and monthly departmental recognition of recipients rather than just a yearly celebration. Shortly after initiation of the Chronicle survey, an Administrative Faculty compensation study took place that began to address compensation concerns for this facet of University staff.
Compelling Reasons to Act
The primary objective of the committee recommendations is to introduce University initiatives that begin to address the main issues raised by faculty and staff in the survey and further supported through discussion groups, University exit surveys, and data from the annual ARMICS university wide survey conducted by the Finance area.
In addition, we believe that there are compelling operational reasons for action. A number of the recommended strategies are designed to maximize current resources and increase communication and awareness of specific departmental services and projects so ongoing inter-departmental collaboration and resource sharing becomes a routine part of the UMW culture. We hope that the adoption of the following recommendations will not only improve faculty and staff satisfaction but also strengthen the efficiency and effectiveness of operations. 
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   Chronicle Conference Committee Recommendations



Compensation

GOAL 1:         Expand faculty and staff understanding of current compensation packages.
GOAL 2: 
Assess faculty/staff compensation in comparison to market standards and top competitors.
GOAL 3:    
Improve the overall compensation package offered to faculty and staff to better reflect the market in an attempt to recruit and retain top tier candidates at all levels of the University.
Staffing and Resources

GOAL 1:     
Orient and engage highly qualified faculty, staff, and administrators who will assist the University in furthering its mission and vision for the future.
GOAL 2:
Develop and promote highly qualified employees through strategic use of EWPs and work plans as key tools to connect individual jobs and employees with the University mission and vision for the future.

GOAL 3:    
Utilize the University’s resources including human, financial, and capital in the most effective and efficient way possible in order to maximize strengths and take advantage of opportunities while minimizing weaknesses and avoiding threats.
Collaboration

GOAL:  
Create and sustain a strong sense of institutional community among UMW faculty, staff, and administrators, and provide the infrastructure to advance our mission, ensuring a productive and supportive University work environment (from the UMW Strategic Plan, goal 5).

Communication
GOAL:  
 Improve communication among all levels of faculty and staff through focused dissemination of pertinent information.
Compensation



Questions on the Chronicle survey dealing with compensation returned some of the lowest scores. Indeed, only 24% of faculty feels they are paid fairly for their work. For staff, that same statistic is about 35%. It was very clear to the committee that the area of compensation continues to be one of the largest contributors to faculty/staff morale problems and deserves significant attention by the administration.

The primary goal in this category must be for the University to make concerted efforts to focus on faculty and staff compensation needs. Cost of living changes in the last 10 years coupled with a disastrous economy have left many employees feeling helplessly underpaid and overworked.  While we acknowledge the university’s efforts to avoid layoffs, we emphasize that greater concentration on assessing our current compensation packages, making faculty and staff more aware of current benefits, and increasing compensation wherever possible are truly the best ways to increase morale on campus
Goal 1:  Expand faculty and staff understanding of current compensation packages.
Strategy 1: Educate employees on available benefits including; financial resources, scholarships, community discounts, child care subsidy, and educational discounts/opportunities.

Action Step 1: Include a compensation package calculator on the HR website to help employees understand the value of their entire benefits package.
Action Step 2: Initiate an internal promotional blitz that details benefits such as the Verizon discount for state employees, community vendors that use Eagle One cards, and other benefits to state employees: http://www.dhrm.virginia.gov/employeediscounts.html
Goal 2: Assess faculty/staff compensation in comparison to market standards and top competitors.
Strategy 1: Expand the assessment of pay structure that was conducted for faculty to other areas of the workforce.
Action Step 1: Revisit industry standard used to assess administrative faculty pay structure (20% versus 30%). 
Action Step 2: Conduct a compensation study on classified/wage position classifications.
Action Step 3: Assess compensation for chairs who take on additional administrative work.
Strategy 2: Be cognizant of changes in workload and responsibilities for employees.
Action Step 1: Evaluate turnover quarterly to assess the effect of compensation and workload on separations. 

Action Step 2: Have supervisors review workload annually as part of the evaluation process in order to determine when workloads have significantly changed.

Goal 3: Improve the overall compensation package offered to faculty and staff to better reflect the market in an attempt to recruit and retain top tier candidates at all levels of the University.

Strategy 1: Find ways to enhance and expand the current compensation package for employees, while being mindful of the economic situation.
Action Step 1: Institute and promote options for more flexible work arrangements.
Action Step 2: Partner with various third party providers (such as CommonHealth) to develop training series including: budgeting for the home and family (VACU), meal planning, meal prep and shopping on a budget (Drema Apperson), etc.
Action Step 3: Increase awareness of the 20 hour part-time classified employment option which includes leave and retirement benefits and the 32 hour/week with benefits option for State employees found at: http://www.dhrm.state.va.us/hrpolicy/policyguides/EmployeeStatusandBenefits.pdf. 
Action Step 4: Work with supervisors on the best use of the part-time and quasi full-time work options for classified employees listed in Action Step 3.
Staffing and Resources



According to question 28 on the Great Colleges to work for survey, employees at the University of Mary Washington feel strongly that the University does not have adequate faculty/staff to achieve its departmental goals. Of the 240 participants that answered question 28, 45.4 % strongly disagreed or disagreed with the statement, “My department has adequate faculty/staff to achieve our goals.” Additionally, of the 243 participants that answered question 4 on the survey, only 48.1 % either strongly agreed or agreed with the following statement, “I am provided the resources I need to be effective in my job.”  

Upon further employee discussions, it was noted that more attention needed to be placed on acquainting and engaging new employees in the UMW culture within their department and for a longer period than the first few days of work. It was also shared that supervisors often do not know how to effectively re-adjust human and financial resources in difficult times. Another area of improvement suggested is the use of EWPs and/or the administrative faculty work plans as a true means to tie the University mission and goals with employee’s individual work. This includes stressing to supervisors the vital importance of looking at positions annually to see how they can be improved to best meet with current priorities of the area. 

As a result of this data the strategies in this section focus on orienting, engaging, developing and promoting highly qualified faculty, staff, and administrators as well as managing human, financial and capital resources in the most effective and efficient way possible to meet the University’s goals.
Goal 1: Orient and engage highly qualified faculty, staff and administrators who will assist the University in furthering its mission and vision for the future.

Strategy 1:  Develop and implement a comprehensive, year long, on-boarding and acculturation program for new faculty, staff, and administrators including ongoing training and development through online modules in the knowledge center and peer mentoring based on the Virginia Department of Human Resources Management Talent Management Program.
Action Step 1:  Establish a task force charged with developing a comprehensive, year long, on-boarding and acculturation program for new faculty, staff, and administrators.
Action Step 2:  Conduct a review of the current new employee orientation program to determine what is working, what needs improvement, and what could be incorporated into the new on-boarding program.
    
Action Step 3:  Use the results of the employee development needs assessment, being launched by the Office of Human Resources in August, to inform the design, development, and implementation of the on-boarding program.
Action Step 4:  Utilize current training modules available in the knowledge center and various other campus resources (TESS, IT, etc.) to meet the training needs identified during the assessment.
Action Step 5:  Coordinate with on campus experts and/or third party vendors to generate training modules to supplement current offerings also in response to assessment feedback.
Action Step 6:  Assess and expand upon the peer mentoring program being started in the Office of Human Resources to make available at various levels of the University.

Goal 2: Develop and promote highly qualified employees through strategic use of 
EWPs and work plans as key tools to connect individual jobs and employees with the University mission and vision for the future.

Strategy 1: Expand upon the current careers training to provide training at the time of hire or promotion and on an annual basis through online modules in the knowledge center, for supervisors on how to add/adjust employee work profiles and plans in careers.
Action Step 1:  Work with on-boarding task force to incorporate careers training into the comprehensive, year long, on-boarding program for new faculty, staff and administrators.
Action Step 2:  Coordinate with the Office of Human Resources to generate interactive training modules to address how to add/adjust employee work profiles and plans in careers.
Strategy 2: Train supervisors and employees at the time of hire or promotion and on an annual basis on the value of employee work profiles and how these tie into the University mission, values, and goals.
Action Step 1:  Work with on-boarding task force to incorporate training on the value of employee work profiles and how these tie into the University mission, values, and goals, and into the comprehensive, year long, on-boarding program for new faculty, staff, and administrators.

Action Step 2:  Coordinate with on campus experts and/or third party vendors to generate training modules to address the value of employee work profiles and how these tie into the University mission, values, and goals.

Strategy 3:  Empower employees and supervisors to actively participate in the process of creating and revising position descriptions annually to ensure accurate reflection of job responsibilities.
Action Step 1:  Work with on-boarding task force to incorporate careers training into the comprehensive, year long, on-boarding program for new faculty, staff, and administrators.
Action Step 2:  Provide a mechanism for employees to have greater input in the annual employee work profile and plan update process.

Goal 3:  Utilize the University’s resources including human, financial, and capital in the most effective and efficient way possible in order to maximize strengths to take advantage of opportunities while minimizing weaknesses and threats.

Strategy 1:  Conduct a systematic review of financial and human resource management and allocation to ensure the goal above is being met.
Action Step 1:  Establish a task force charged with identifying a system for reviewing resource management and allocation across campus.
Action Step 2:  Establish “process coaches” who will be trained to implement the system for reviewing resource management and allocation across campus. In addition, utilize area process coaches to:
a)  Assess efficiency of current process and the most effective flow of resources.

b) Review breakdown of part-time, full-time, wage, classified, administrative faculty, adjunct faculty, full-time faculty, and student staff to ensure an effective mix within each department or office.
c) Initiate a process to re-assess positions that were not filled for budget reasons.
Strategy 2:  Provide education and training for supervisors and managers on strategies for effective resource management and allocation including human and financial through online modules in the knowledge center at the time of hire or promotion and on an annual basis.
Action Step 1:  Work with the on-boarding task force to incorporate resource management and allocation training into the comprehensive, year long, on-boarding program for new supervisors and managers.
Action Step 2:  Coordinate with on campus experts and/or third party vendors to generate training modules to address resource management and allocation across campus. 

Action Step 3: Educate supervisors on options available when employees within the office take on additional duties due to limited positions.

Strategy 3:  Make departments aware of work study and internship programs that currently exist and provide online training modules related to how to utilize these programs.
Action Step 1:  Coordinate with on campus experts and/or third party vendors to generate training modules on the process for employing student staff and interns.
Collaboration


Collaboration became one of the key areas of concentration for the committee because of the fair to mediocre ratings in the survey related to employees being able to count on cooperation across departments and the sense that we are all on the same team at UMW. 

Follow up discussions revealed that often faculty and staff do not know enough about the functions across University departments to be able to effectively refer others and/or to combine and share resources when needed.

The priorities of this section center around re-igniting the emphasis on “teamwork” within the University and establishing mechanisms to ensure a continuous teamwork culture. 
Goal 1: Create and sustain a strong sense of institutional community among UMW 
faculty, staff, and administrators, and provide the infrastructure to advance our mission, ensuring a productive and supportive University work environment (from the UMW Strategic Plan, Goal 5).

Strategy 1: Establish and maintain a culture of teamwork and collaboration throughout the entire University.

Action Step 1: Convene the existing website administrators group consisting of representatives from each area quarterly to discuss consistent means for communicating staff functions throughout the website. Provide refresher training on webpage maintenance.

Action Step 2:  Require each website page administrator to have a ‘meet the staff’ page with a brief description of functional areas. 

Action Step 3: Research options for employee to employee recognition, collaborating with the Staff Advisory Council on recognition initiatives underway. 

Action Step 4: Develop a system for sharing resources across departments.

a) Create a quick directory or reference guide available online for referring people who call on campus. This would benefit new as well as experienced employees.

Strategy 2: Include a teamwork component in the onboarding and acculturation program.
Action Step 1: Have a video from President Hurley and VPs discussing and encouraging teamwork, specifically showcasing examples of teamwork between and within offices (also see Communications). 
Action Step 2: Share video with UMW community and continue showing at new employee orientation and make available on president’s website. 
Action Step 3: Encourage VPs to include the teamwork component in the WOW recognition requirements. 

Action Step 4: Establish orientation passports (also see Staffing and Resources section) to include visiting Stafford and Dahlgren campuses as part of the orientation process.

Communication


According to the survey data, UMW employees do not strongly agree that there is regular and open communication among faculty, administration, and staff and changes affecting employees are discussed prior to being implemented. As a priority, we should make EagleEye the primary source of information for the entire UMW campus community with the purpose of keeping faculty and staff informed in the best manner possible. 

Goal 1:  Improve communication among all levels of faculty and staff through focused dissemination of information.

Strategy 1:  Make EagleEye the primary mode of campus information.
Acton Step 1: Educate the campus community on using EagleEye to post relevant information and make EagleEye more user friendly for those posting information. 
Action Step 2: Designate and train “Communications Experts” in each division who post relevant and timely information on EagleEye about the news and events in their areas. 
Action Step 3: Look into overhauling all news sources into one website resource. Currently, information is sent to faculty and staff through EagleEye, University Relations sends a newsletter to the local community, Students Activities sends a weekly newsletter to students, and the provost and deans each send a regular online newsletter. EagleEye could serve as the “one-stop-shop” for all of these different sources of information. 
Action Step 4: The Provost should require the Deans to write and post regular updates in EagleEye and the President should require cabinet members to post regular updates in EagleEye. 
Action Step 5: Revisit the timing of the weekly release of EagleEye to ensure maximum accessibility. 
Strategy 2:  Continue direct communication from the President.
Action Step 1: Have the president film short videos two to three times per year or as major events take place. This could also be posted and disseminated through EagleEye.  
Action Step 2: Continue the “State of the University” addresses.
Action Step 3: Continue “lunch with the President” for randomly selected faculty and staff. 
Action Step 4: Have a message from the President in EagleEye at least once a month.
Strategy 3: Ensure major University decisions trickle down to all levels of the University. 
    
Action Step 1: Continue to make Cabinet meeting minutes available through EagleEye.

Action Step 2: Require Cabinet VPs to disseminate consistent information across their divisions through quarterly divisional meetings or other effective means.  

Appendix A: Survey Highlights


The survey had two components: and institutional questionnaire on University wide initiatives and 60 questions that rated responses in fifteen broad categories:

Job satisfaction                


Teaching environment
Professional development            

Compensation, benefits, and work/life balance
Facilities                    



Policies, resources, and efficiency
Shared governance                


Pride
Supervisors/Department Chairs        

Senior Leadership
Faculty, Administration, and Staff relations   Communication
Collaboration                    


Fairness
Respect and appreciation

RATING SCALE
There is some variation by theme/dimension in what makes a “good” score. For example, most schools tend to score lower on Compensation and Benefits as well as Fairness. Even with those differences, the following guidelines help in interpreting scores:

Percent Positive                    


Percent Negative 

	SCORE
	INTERPRETATION
	
	SCORE
	INTERPRETATION

	75% +
	Very Good to Excellent
	
	<10%
	Excellent – Very Good

	65%-74%
	Good
	
	10% - 14%
	Fair – Good

	55%-64%
	Fair to Mediocre
	
	15% - 19%
	Yellow Flag

	45%-54%
	Yellow Flag
	
	20% - 29%
	Red Flag

	<45%
	Red Flag
	
	30% <
	Acute




SUCCESSES
We are proud to announce the following positive information from the survey results. 75% of employees surveyed expressed great PRIDE in working at UMW
On a 100% rating scale, UMW received GOOD ratings (above 65%) in 10 of the 15 question categories including:
Job satisfaction/support            
Teaching environment
Professional development            
Facilities
Shared Governance                

Pride
Supervisors/Department Chairs       
Senior Leadership
Fairness                    


Respect and Appreciation

Individual statements with the highest positive responses throughout the University included: 

· I understand how my job contributes to this institution’s mission (89%)

· At this institution, people are supportive of their colleagues regardless of their heritage or background (86%)

· This institution actively contributes to the community (85%)

· This institution takes reasonable steps to provide a safe and secure environment for the campus (82%)

· Teaching is appropriately recognized in the evaluation and promotion process (82%)

Employee comments suggest that across all job classifications, UMW employees appreciate the following in our work environment: 
· Sense of community and collaboration among colleagues
· Shared University values
· Flexibility and the work/life balance
· The beautiful campus

AREAS OF POSSIBLE IMPROVEMENT
Questions related to the below topic areas received the lowest positive responses (below 54%) from UMW faculty and staff:

Compensation 
· I am paid fairly for my work (34%)

Staffing and resources 
· My department has adequate faculty/staff to achieve our goals (24%)
· I am provided the resources I need to be effective in my job (48%)
· Issues of low performance are addressed in my department (54%)

Recognition 
· I am regularly recognized for my contributions (53%)
· Our recognition and awards programs are meaningful to me (45%)
Orientation 
· Our orientation program prepares new faculty, administration, and staff to be effective (48%)
Cooperation across departments 
· I can count on people to cooperate across departments (52%)
· There’s a sense that we are all on the same team at this institution (54%)
Communication 
· There is regular and open communication among faculty, administration, and staff (54%)
· Changes that affect me are discussed prior to being implemented (54%)
