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• Please keep your mic muted when not 
speaking

• Use the “raise hand” feature when 
asking a question

Session Reminders
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Session Overview
• University Engagement Survey
• Digging into the data
• Making a plan
• Working the plan

Come back next year to see how we did!
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Employee Engagement 
Survey

• Bi-annual survey to all staff and faculty
• Partnership with Korn Ferry and 

Qualtrics to administer the survey and 
complete analysis

• Confidential responses
• Survey open for 3 weeks
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Does your institution conduct any staff 
surveys?

Please mention them in the chat!
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Employee Engagement 
Survey

• 40 questions total; 2 open-ended
– What is one thing that has been done to help you to be more 

successful in your work?
– What one thing, if changed, would enable you to be more 

successful in your work?

• Completion time 10 minutes
• 2021 survey includes new section on 

sense of belonging
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Employee Engagement 
Survey

● Clear and promising direction
● Commitment to Excellence
● Confidence in Leaders
● Development Opportunities
● Respect and Recognition

● Authority and Empowerment
● Clear Expectations and Feedback
● Collaboration
● Support and Resources
● Work, Structure, and Process
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Survey Results
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Survey Results
● Survey was conducted in October 2019 

and results were received in early 2020

● At this time, staff were working in a 
traditional office environment
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What Does This Mean?
• Effective environment ratings fell 

significantly (84% to 66%)

• Percentage of staff in the frustrated 
quadrant was over 3 times larger (from 
9% to 33%)
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Where Do We Start?
• Where is the greatest opportunity for 

improvement?

• Where can we make an immediate impact?
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Survey Results
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Items with the highest ‘unfavorable’ score
• Equitable distribution of 

workload
• Opportunities to 

achieve my career 
objectives

• Resources I need to do 
my job effectively

• Commitment to 
supporting my overall 
wellbeing

• Recognition when I do 
a good job

• Making full use of my 
skills and abilities

• Conditions allowing me 
to be about as 
productive as I can be

• Understanding how to 
support my 
department’s strategy 
and goals
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ASR Engagement team

● Focused on ‘quick wins’ in early 2020
○ Facilitated presentation on ergonomics
○ Instituted bi-weekly staff survey
○ Mentoring program (on-going)

● How can we utilize survey results in 
2021?
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Moving Into Action
(Summer 2021)

We have the data...now what?
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High-level Plan
• Get at actionable items as defined by 

the people
• Prioritize it alongside all other work
• Continue to evaluate objectives
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Brief staff survey: Where should we focus?
• Equitable distribution of 

workload
• Opportunities to 

achieve my career 
objectives

• Resources I need to do 
my job effectively

• Commitment to 
supporting my overall 
wellbeing

• Recognition when I do 
a good job

• Making full use of my 
skills and abilities

• Conditions allowing me 
to be about as 
productive as I can be

• Understanding how to 
support my 
department’s strategy 
and goals
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From-To-Challenge

From your perspective 
and experience, add 
what you would like to 
move “from” 
(current state) into a 
different and better 
future state.

Then write, the challenges. 

There is an inequitable distribution of workload within my department

FROM TO

Unclear prioritization of what’s most 
important

Clarity about what I should be working on

(your thoughts here) (your thoughts here)

Challenges: Lack of documentation, no process for prioritization



Office of Undergraduate Education
ACADEMIC SUPPORT RESOURCES

Voting at the end

There is an inequitable distribution of workload within my department

FROM TO

Unclear prioritization of what’s most 
important

Clarity about what I should be working on

Not enough cross-training More people who can help when I need it

Challenges: Lack of documentation, no process for prioritization
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Prep work
• Scheduled a 1.5 hr workshop, 

communicated in advance
• Identified teams (pre-assigned)
• Built out Jamboards for each team
• Planned to wrap-up in one meeting

– From-To
– Voting
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Bringing it all together
• Each team presented their from/to 

statements and challenges
• Created a consolidated voting 

document 
– Voting plans changed during the 

workshop
• Followed up, set a deadline for votes
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Voting!

•
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Meetings & Chat Working Group

● Determine scope and approach:
○ Moving from excess unnecessary meetings to 

effective meeting planning and scheduling
○ Moving from ineffective use of chat to better 

practices around communication methods

Started Mid-August
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Framework for organizing our work
Accomplishment: The big change we want to see that will take some time to put into place 
(more than three months of work).

Features: A defined body of work we can get done in about three months, give or take. 

Benefit Hypothesis: The value we expect when we are done with our feature.

Acceptance Criteria: What conditions must be met in order for us to say we are successful?

Stories: The smallest “chunk” of work. Think of these as tasks--these are tied to a feature and 
make sure we deliver on our acceptance criteria and validate our hypothesis. These can take 
1-2 weeks to complete.
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Framework in action
Accomplishment: Moving from ineffective use of chat to better practices around communication 
methods.

Feature: Creation and sharing of best practices for chat that promotes "teamness." We had 
multiple features, but are focusing on this one first

Benefit Hypothesis: Flexibility to promote both best practices and personal preferences (use of 
statuses) that support "deep work" and "community work" in a remote and hybrid workplace.

Acceptance Criteria: Clear guidance for when to/not to use chat that reflects both best 
practices, accessibility, and a security mindset (one example).

Stories: Create and share OTR best practices for use of Chat (group and individual) vs. 
meetings vs. email vs. quick check-in. Include FERPA/privacy considerations (one example).
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Meetings & Chat Working Group

● Focus on topics individually
○ Started with chats to have more immediate 

impact
○ Created spreadsheet to determine benefits, 

acceptance criteria, stories and to track 
accomplishments
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Meetings & Chat Working Group

● The group researched best practices online
○ Asynchronous communication
○ Chat etiquette
○ “Deep” work
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Meetings & Chat Working Group

● Determined we needed to know how we were 
already using our chat communication tools

● 5-minute, 16-question Google Survey
○ How are we using our chat tools currently?
○ What are our preferences?
○ Do we know we are using tools appropriately and 

within compliance (FERPA, etc)?
End of September
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Communication Tools
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Google Survey Results Mid-October
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Next Steps
• Define and promote definitions and value of both 

"deep work" and "community work"
• Contextualize the use of chat to privacy and legal 

considerations (FERPA and more)
• Provide templates/Examples of signature entries for 

chat preferences available for staff to reference
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You can do this too!
• Start with data--if you don’t have it, get it 

(surveys are one option, there are others)
• Define the work (specifically) and prioritize it
• It’s not a linear process, and that’s OK
• This is not “top down” work
• You may uncover big things that can’t be 

changed easily, and that’s also OK
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