Communication Working Group 

Minutes of June 25, 2007 Meeting

President’s Conference Room

Present: VPA Charles Musana, IT Gordon Segal, Instructor Koisimy Rudolph, DCR Joe Saimon, DHS Rencelly Nelson, IRPO Dayle Dannis and Jimmy Hicks.  
The Communication Working Group met in the Board Conference Room on June 25, 2007 from 2:00 PM to 3:30 PM.   Agenda topics included: 
Meeting topics:

· Overview of handouts

· Communications strategies

· Tell what you sell

· Elements of a Strategic Communications Plan

· Matrixes

· Communications process grid

· Decision making grid

· Force Field Analysis

· Review of overview for email and forums at the college.  

· Communications strategy development (presentation of different approaches to strategy development)

· Ways (forms, matrix, tables, etc.) of determining what information is needed, who needs it and who is accountable for its distribution and/or collection
· Handling of phone calls to the college – recommendations for improvement

Communications strategies

An overview was provided of handouts as indicated above.  Key issues raised for the communications strategies were the need for attention given to each major target audience for communications.  Determination of the message and media for each group is critical for an effective communications strategy.  The strategy development should make use of stakeholder analysis previously completed by the working group.  
Tell What you Sell (Steps)
1. Background
Take the time to write down a few lines on what you are doing, offering or selling and why you are doing it. Why is it necessary to do what you want others to do? Is it rational? If yes, is it feasible? 

2. Who…
You need to define clearly who is responsible and accountable for communicating your message. We are not talking about who is doing the actual work, but the person who is accountable for the results. Tony says: "This is the one where the buck stops." In many cases this is the top management of your organization, or of the department which owns the message. 

3. Desired Outcome
What do you want to achieve at the very end? If you are a car manufacturer, you want to increase your sales, obviously. If you are the Revenue Office, you obviously want people to pay their taxes, but your final outcome is better services for the citizens (which can only be rendered if people pay their taxes). In development business we call it development goal or impact. Essentially, it needs to be measurable (otherwise, you can't evaluate effectively). 

4. Target Audience
Who is supposed to buy your product or accept your services or change their behaviour? Tony says: "There is no such thing as everybody". The more specifically you define your client, the more successful your communication strategy will be, and the more efficiently you will use your communication budget. If you have more than a single target audience, you need to repeat step 4-8 for each of them. 

5. Key Message
What is it what you actually want to communicate? If you want people to protect their forests, your key message might be "Trees are life. Planting trees helps the environment for generations to come." Well, it might be a little bit more elaborate, but this is the essence. 

6. Call for Action
Now you need to define what you want other people to do. This might be as simple as "Buy Choco-Loco Cereals!" If you are working in a non-profit, you might also know what you want people to do, such as "Collaborate with your local tax office", or "Plant Trees Now! Every Dollar Plants a Tree!" (taken from http://www.americanforests.org). You might need to revisit your key message if you recognize that you cannot distill a clear call for action. 

7. How this message is delivered
Includes P.A.R.T.s: 

· Players - who needs to be involved 

· Activities - what exactly needs to be done 

· Resources - what do you need to do it (money, persons, information, etc.) 

· Tone of Voice - what should be you style of addressing the issues 

8. Measurement and Monitoring
How will you learn about the success of your campaign? Those who are in private business know that you need specific instruments to measure the impact of a marketing capaign. That is why institutes who want to know whether we have heard about xyz keep calling us. 

9. Evaluation
While Monitoring is constant process, evaluation of the entire campaign includes a financial analysis and a general comment on whether you have reached your desired outcome 

10. Lessons Learned and Evolution 
From your evaluation you might be able to draw lessons and refine your strategy. It is a constant process. 
Communications and decision grids (Ways of determining what information is needed, who needs it and decision making)
For the decision grid, discussion was undertaken as to if the communications WG should do the exercise or provide samples of how to use the decision grid.  An exercise was conducted using the grid for human resources issues (following in the minutes), it was recommended that the WG provide examples, but that each functional area should determine the actual decision grids.  A key is to determine the parties to the decision (including external stakeholders).  It was also recommended that the decision grid be filled out as a group effort to allow individuals to understand their role and the role of others in the decision making process. 
The communications grid is filled out in a similar process.  Both grids provide a simple process for determining roles in decision making and in information dissemination.  

Overview of Email Rules and Etiquette and Forum Guidelines

The attached overview for email rules and etiquette and forum guidelines was discussed by the WG.  Comments will be emailed by Tuesday, June 26, 2007.  The documents will be presented to the planning council on Wednesday, June 27, 2007.  
Force Field Analysis

The use of the force field analysis for determining barriers to implementation was discussed.  The use of the force field analysis was discussed regarding the email rules and forum guidelines, but time prevented actual use of the tool.  The tool is attached as a separate document.  
Handling of phone calls to the college – recommendations for improvement

It was recommended that this issue be dealt with by Internet research and recommendations on how to answer calls, etc.  WG members will email recommendations to IRPO for compilation.  
One recommendation was to have the phone directory for the college in different formats 1) by Name, 2) by office, 3) by function.  

Next meeting

The next meeting of the communications WG will be on Monday, July 2, 2007 at 2:00 PM in the President’s conference room.  

Tentative topics include:

· Developing the college’s communication strategy

· Process for developing communications and decision grids

Decision-Making Responsibly Chart (sample exercise)
	
	Decisions

	Parties to Decision
	Faculty hiring
	Termination (national campus)
	Staff Development (national)
	Staff Development (state campuses)

	President
	D
	D
	D
	D

	VPA
	N
	I/N
	I/N
	R to President

	VPIA
	R
	R
	R to committee
	R to standing committee

	Campus directors
	I/N
	U
	U
	

	IC
	I/N
	U
	U
	R to standing committee

	DAP
	I/N
	R
	R
	R to VPIA

	Division chairs
	I/N
	R
	R
	U

	Staff development committee (standing committee)
	
	
	R
	R to President

	Staff development committee (state campus)
	
	
	
	R to standing committee

	Ad Hoc committee
	R/N
	U
	U
	U

	Supervisor
	
	
	R
	R to staff development & IC

	HR 
	I
	I
	I
	I to Standing Committee


Key: D = Decision Authority; R – Recommend; I = Input; N = Need to Know; U = Uninvolved
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Improvement of Electronic Communications 

An Overview

Background

WASC in its recommendations (2004) to the college in its exit report (2006) noted that improvement of communications was a necessary activity for the college.  In Dr. Marie Smith’s (head of 2006 site visit team) exit report it was indicated that the college had significantly increased the volume of information exchange at the college, but with the increase of information some confusion was also present.  They noted that a communications policy was adopted by the college outlined roles and responsibilities for information and decision making.  

To this end, the college’s communication working group was established to develop processes and procedures to implement the communications policy.  The working group has been looking at ways to make communications at the college more effective and efficient and improve accountability for information collection and dissemination.  What information is needed, who is accountable for it, how is it best collected and disseminated, and how can the improved communications work toward improved understanding of what is happening at the college, the environment in which it is located and result in a more shared process for decision making.  

Email & forums 

Email has become a major source of information exchange at the college.  However, problems have developed in some cases with the large volume of email, effectiveness of email in certain areas, and accessibility of email by state campuses.  The working group has reviewed existing email patterns at the college, conducted extensive research on best practices for email and looked into establishment of forum (s) for the college.  

To assist with electronic communications, IT has established a forum site for college faculty, staff and students.  IT has also negotiated with FSM Telecommunications increased bandwidth allocation for all campuses.  

Research shows that certain types of communication work best with certain types of communication media.  Most organizations are also developing or have developed communication technology guidelines to provide structure to communications at their institutions.    

The college forum has been set up to assist with discussion and dialogue on different topics of interest at the college.  One major purpose of the forum is to open discussion on issues to the college community.  An advantage of a forum is that different threads and different conversations can be carried on at a single time and allow the college community to participate through either reading the entries or directly participating in the discussion treads.  A forum is also nice in that you can drop in at any virtually any time.  
Email is still the popular means of communication among the college community, but as is being found across the world, email is not the most effective or efficient means of communications for certain types of information.  

The attached draft email rules and etiquette and forum guidelines are for review and comment.  The email rules and etiquette and forum guidelines are not intended to restrict free communications at the college, but open up different media to accommodate different types of communication and make communications at the college more effective and efficient.   
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Email Rules and Etiquette
1) Consider the Alternatives:  Rather than using e-mail as the default means of communication, consider whether a telephone call or even a brief, personal visit might be more efficient and effective.  The college has also established a forum section on its web page that may be the appropriate site for extended discussions and developing different discussion threads.  

2) Avoid Unintended Reactions:  Construct your e-mail messages with careful consideration of who will be reading them and how the readers are likely to respond to the messages’ content and tone —indeed, keep in mind that messages can be forwarded and/or photocopied, and shared with others than the intended audience.  Don’t put something in an email you would not say if face to face.  

3) Group email:  Consider carefully what group emails you use.  Do all national faculty or all Pohnpei faculty and staff need access to the email.  Consideration may also be given to using a stepped approach to email.  For example, information is transmitted to Office Heads who are responsible for disseminating the information to their staff.  It may be desired that meetings and discussions take place on the contents of the email at different levels in the organization.  Be certain you have correctly identified the members of the group name you are using.   

4) Be Thorough Yet Concise:  Include sufficient information, but not more than necessary, to allow the readers to use the information you are providing or to respond to your questions.  Many readers lose patience with and interest in long messages; so, when possible, limit them to only a few paragraphs, or open with a summary paragraph that communicates the essential information — i.e., assume all of the readers will not get to the end of any long messages.

5) Limit the Audience:  It is almost always better to send e-mails posing questions to one person at a time; otherwise, each of the multiple recipients opens the message, considers the question, perhaps even researches the answer, and then responds (or even e-mails others to determine the answer) — even after the question has been answered by another recipient(s).  If the desire is to generate discussion, the forum section on the college web site may be appropriate.

6) Reply to sender – Think twice before using the reply to all function.  It may be more efficient to reply only to the sender who may compile votes of committees, comments to a proposal, etc. into a single message for transmission back to a larger group.      

7) Limit Creativity:  Strictly limit the use of color, unusual typeface (including oversized font), and other devices to spice-up your messages; your readers receive many messages each day and expect (and want) to have the information delivered succinctly, simply, and without distraction.  Colors, backgrounds may look nice, but given the bandwidth issues faced by the college they may make it difficult to open emails at different campuses.  

8) Limit attachments:  We still face the problem of bandwidth limitations. If many attachments or large attachments are used, state campuses in particular may have problems with opening the messages.  

9) Include the Original Message:  When replying to a message, click the “include message received from sender” box when appropriate, so that the recipient of your message can understand your reply.   After the passage of time, a reply without the original message can be quite cryptic, requiring the recipient of the reply message to find the original message and consider both messages together. 

10) General formatting and etiquette:
a. Check and respond to email in a timely fashion – Set up a schedule to check email (perhaps twice a day).  If a response is needed, but will be delayed, email a date when the response can be expected.  

b. Double-Space between Paragraphs:  Some “white space” between paragraphs makes it easier for your readers to identify and remember your points of information.

c. Run Spellchecker:  Eliminate misspelled words and other distractions that interfere with the communication of your information.

d. Read the email before sending – Does the email convey what you want it to convey.  

e. Add a signature appropriate to the email – you can set up different long and short email signatures depending on the message and recipient.  

f. Don’t use all caps – Using all caps is the same as shouting.  

g. Answer all the questions in the email – Not answering all the questions may generate additional emails.  

h. Do not forward chain letters
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Forum Use Guidelines
Accessibility

· Sign up for an account

· Try to avoid signing up for multiple accounts

Usability

· Post similar questions together

· Start a new topic in a different thread

· Try not to post duplicate threads

· Use short, concise thread titles

· Try not to double post

· Do not flood a forum

Objectivity

· Within a discussion, try to stay on topic

· Do not spam

· Do not advertise on forum

Personality

· No offensive, insulting , profane, or vulgar remarks are allowed

· Do not impersonate other users

· Do not break forum rules

· Do not help others break forum rules

· Be supportive of new members of forum

Disciplinary Measures:
Violators of forum rules will be given restricted access over a prescribed period of time to be determined by moderator. Second time violators will receive a two-fold disciplinary action. Third time violation is an automatic expulsion from forum.
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