Staff Morale and Sense of Inclusiveness

Additional Materials for WASC

October 5, 2009

On 9/15/00 WASC requested the following additional material:

 More information on the lack of inclusiveness that staff felt (as

mentioned in the 2000 report).  We would like some more information on this

topic before the meeting, such as any evidence SCU has collected to indicate

that the environment for staff and their standing within the university has

improved. 

The 2000 Visiting Team Letter described a lack of a sense of “inclusiveness” on the part of staff and recommended that the University address staff concerns. The Commission Action Letter endorsed the recommendations in the Visiting Team Letter although it did not highlight staff morale as one of its primary recommendations. The following issues were explicitly raised in the Visiting Team Letter: 

· In the structural shift to the Provost model, some staff felt that they had not been sufficiently consulted.

· Some staff felt that faculty and administration did not appreciate their skills and did not treat them as partners in the community of scholars.

These issues were described in an Executive Summary of the Visiting Team and Self Study Recommendations, which was discussed with the University Community, including the Trustees on February 11, 2000 (see

http://www.scu.edu/strategicplan/selfstudy/execsumm.htm ).  The Executive Summary noted that “the recent integration of Student Affairs and Academic Affairs has left some staff feeling unappreciated and unsure of their place in the university.”
To follow up on these concerns the university has A) enacted several structural and leadership changes; B) increased programming for staff support; and C) administered surveys and gathered data to evaluate staff morale.

A) Structural and leadership changes: a number of changes have been initiated in the areas involved in the transition associated with the Provost model. A brief historical summary of the structural and leadership changes in these areas is attached to this document as Appendix A. 

B) Programming for staff support, leadership development, and training: the Department of Human Resources has offered an extensive series of programs for leadership development and staff training. A spreadsheet of programs offered during the past four years is Appendix B Staff Workshops 2005-2009.

C) Surveys and data to evaluate staff morale

1. Gender Climate Study
In 2003 a task force of four faculty and two staff, at the request of the Provost and the University Coordinating Committee, developed a Gender Climate Survey to investigate the gender climate among faculty and staff and to make recommendations for improving it. The study involved a series of focus groups (four for staff, three for faculty); a survey of faculty and staff based on the focus group findings as well as the scholarly literature; and an analysis of gender differences in salaries.

In general, male and female staff were more satisfied with the climate than faculty, but staff expressed the view that supervisors, especially department chairs, needed better training in working constructively with office staff. Women among both faculty and staff experienced the working climate at Santa Clara in a less positive light than men (p. 1.1). 

Written responses were invited as part of the survey. Among staff, the largest single category of written response was to “provide training for both diversity and sexual harassment” (p. 4.10).

Among the recommendations of the committee as a whole were the following: improving processes for selection, training, and evaluation of all supervisors, including department chairs (p. 1.2); correcting salary inequities; monitoring pay, retention, and promotion by gender; and instituting policies that are gender fair. 

Each of these recommendations, including the specific recommendation from staff to initiate sexual harassment prevention training, has been instituted. Sexual harassment prevention training has been mandatory since 2003 for all employees every other year. The training can be completed either online or in presentation/discussion. The presentation/discussions, which are quite popular, typically include a productive mix of faculty and staff. In addition, Orientation for new department chairs now includes attention to best practices in supervisory roles. Annual retreats for department chairs also reinforce these skills.

The Study is included as “Appendix C Gender Climate Study”.  A sample New Chair Training Agenda for the College of Arts and Sciences is attached as “Appendix D New Chair Training.”



2. Best Places to Work Survey

The University has participated in a survey of local institutions in a “Best Places to Work in the Bay Area” study since 2005; each year Santa Clara has been ranked in the top group. Santa Clara is the only higher education institution ranked as a “Best Place to Work.” The survey ranks the 100 “Best Places” based on extensive questionnaires regarding benefits, diversity, career development, training and retention. Employees are asked how happy they are with the work climate and culture, management practices and policies, and benefits offerings.

The survey provides some useful information. It is limited, however, in that it does not allow disaggregation of faculty and staff data.

3. HERI Faculty Survey

Results from the HERI Faculty Survey in 2001 and 2007 reveal that, from a faculty perspective, opinions regarding the Student Affairs staff have improved.  In 2007, 72% of full-time undergraduate faculty agree that Student Affairs staff have the support and respect of faculty, up from 64% in 2001.  And 90% faculty holding administrative positions held this same opinion in 2007, up from 46% in 2001. 

4. Organizational Climate Survey

An organizational climate survey was proposed by the Department of Human Resources and drafted in 2008 with the intention of surveying staff in Spring 2009. The goal of the survey was to inquire into and better support a “working environment characterized by effective leadership and management, collaboration with colleagues, opportunity to grow and contribute adequate resources, recognition for accomplishment, and trust between supervisors and employees.” The survey, with approximately 65 questions, was piloted with a few individuals participating in leadership workshops, but, due to budget constraints, has not yet been administered to the target group. We hope to fine tune the questionnaire and administer the survey in the future. 

4. Staff Turnover

The Visiting Team Letter in 2000 noted a 23% staff turnover rate, and asked whether the turnover was due to problems in climate for staff.  Recent data suggest that the climate may have changed (although the economy, of course, is another possible factor): the five year average staff turnover (2003-04 through 2007-08) is now under 10%. See Exhibit 4.4 in the Capacity Report Data Tables.
Conclusion

The University is committed to promoting an inclusive academic community in which faculty and staff work together to support education for competence, conscience, and compassion.  Staff turnover rates have fallen dramatically; the “Best Places” survey indicates general satisfaction with the campus climate; faculty increasingly report support and respect for Student Affairs staff; and training programs and policies enacted in the last few years seem to be effective.  Nevertheless, we hope in the future to gather definitive data that will help us close the feedback loop and to ensure a sense of inclusiveness in the community.

Appendix A: Structural and Leadership Changes

The 2000 Commission Action Letter raised a question related to the lack of inclusiveness that staff felt regarding their standing within the university.  The trigger for staff morale issues, seemed to be the lack of consideration in the decision to move to the Provost model, especially among staff in Student Affairs.

The Provost model of organization at Santa Clara evolved in 1999 from discussions of how Santa Clara’s organizational structure could best advance two key initiatives in our Strategic Plan, Building a Community of Scholars, and Providing an Integrated Education.  The Provost position joins in one administrative area all aspects of a student’s educational experience at Santa Clara. The Provost serves not only as the chief academic officer but also provides leadership and management for all aspects of academic and student life programs, information services, athletics and recreation.

After the WASC site visit, the University addressed staff concerns through a number of structural adjustments (preceded by consultation) that have improved morale within the unit.  One example of progress and improvement in this area is the changing role of the chief student affairs officer within the organizational structure of the University.  

· In the early years of the reorganization, the Dean of Students reported to the Vice Provost for Undergraduate Education.  From 1999-2001, the Dean’s portfolio included: the Benson Memorial Center, Center for Student Leadership, Office of Student Life, and the Military Science (ROTC) Program.

· Beginning in 2001, the Dean of Students began reporting to the Provost, with an expanded portfolio including the Counseling Center, Health Center, and the Wellness Center.  The Dean joined the President’s Cabinet and was also appointed to the Facilities Planning Council.  

· In September 2005, the Dean of Students was promoted to Vice Provost for Student Life and Dean of Students, continuing to report to the Provost.  In addition to the above portfolio, the Vice Provost assumed responsibility for the Career Center, and the Drahmann Advising and Learning Resources Center.  In July 2007, Residence Life was added to the Vice Provost’s portfolio.

These organizational changes have increased the visibility of student affairs, and have resolved the concern about being “leaderless” cited in the Visiting Team Letter. Nevertheless, there remain organizational challenges that keep the University from fully realizing the aspirations of inclusive participation, open and transparent communication, and collaboration between faculty and staff.

The Residential Learning Community (RLC) Program is one example of our efforts at integrated education. The RLC Leadership Teams exemplify efforts to foster collaborative working relationships between student affairs staff and faculty.  However, the organizational structure that supports the RLC program cuts across portfolios of two Vice Provosts and the President.  (Residence Life and RLC Faculty Directors report through the Provost; Housing Services reports through the Vice President for Finance and Administration; and the Resident Ministry Program, which is also part of the RLCs, reports through the President.)  Faculty and staff leaders work hard to maintain open communication as they support students in RLCs, but the process is sometimes challenging. Several RLC surveys have focused on student satisfaction, but we have not administered a survey of RLC faculty and staff. It may be time to initiate such a survey.

***********************

Other Appendices to this section are in pdf or xls files and are separate documents.
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