Certification as an Ai Facilitator - Practicum/Supervised Experience Report

Broward College Academic Excellence Council Faculty Development Committee

The Team

All team members are employees of Broward College, Fort Lauderdale, Florida.

· Donna Henderson, Dean, Partnership Centers

· Teresa Justice, Dean, Academic  Resources & Instructional TechnologyKevin Keating, Associate Dean, Social & Behavioral Sciences
· Patricia Senior, Associate Vice President, Human Resources
· Karen Wollard, Certifications Coordinator, Continuing Education
Training

AIFT Dates/Location:  September 22-25, 2010 at Broward College’s Central Campus, Davie, Florida.  Funding for this experience was provided by a Title V CO-OP Grant.
Organization

Broward College is the county’s oldest and largest institution of higher learning.  The college has three campuses and five center s serving a diverse community of over 65,000 credit and non-credit students. BC offers educational programs geared toward transfer, workforce development, economic development, international education, Bachelor degree programs and personal enrichment. 
Stakeholders and Topic Identification

During the college’s planning process for the 2011-11 academic year, the president of Broward College, J. David Armstrong, charged Russ Adkins, Interim Vice President of Academic Affairs, to put together a committee to address the training needs of the college’s adjunct faculty.   Adkins chose the Faculty Development Committee of the Academic Excellence Council to facilitate the request.

Just prior to the Ai Training Session, Terri Justice and Kevin Keating were asked by Vice President Adkins, to Co-Chair the Faculty Development Committee of the Academic Excellence Council.  The committee’s purpose was to address “The Adjunct Experience at Broward College.”  In many disciplines, over 60% of classes are taught by adjunct faculty.  Consequently this inquiry was intended to ensure that adjunct faculty at Broward College participate in an enriched Professional Development experience. 
The team actually began its work during the Friday and Saturday sessions of the AIFT training.   The pending charge to create an adjunct Professional Development program was brought up during the morning session on Friday as a workable topic for discussion during the “Practicing” sessions on Day 3. Conducting an Appreciative Inquiry into the experience of adjunct faculty could yield more insights and perhaps create broader opportunities to enrich their experience.  The topic was initially discussed in terms of problems and issues.  Then, the group created a customized interview that probed memorable learning experiences and the best times at Broward College.  As a result of the Ai process, the focus shifted from problems to life-giving forces.  The outcome of these sessions was a focus on autonomy, room to learn, supportive ideas, empowerment and fun.  

The provocative statement created by the team during the training was:  Our learner centered environment evokes the passion to dive deeply, explore fully and discover the relevance and impact of learning.  
Prior to the initial meeting of the team, co-chairs Justice and Keating met with the newly appointed Vice President of Academic Affairs, Dr. Linda Howdyshell and received support in continuing the project, as well as to add both adjunct and full-time faculty to the Faculty Development Committee.  The team met on October 7, 13, and 25 and November 1 to prepare for the full committee meeting on Friday, November 5th.  The focus of the inquiry was:  Creating an Exceptional Adjunct Experience at Broward College.
The Ai Experience

On November 5th, the newly created Faculty Development Committee met for the first time.  Additional members of the committee were:

4 – full-time faculty members                                                                                                                                     3 – adjunct faculty                                                                                                                                               Campus Provost                                                                                                                                                    District Director, Instructional; Technology                                                                                                    Associate Dean, Student Services                                                                                                               Counselor, Student Services
Here is part of the invitation that helped set the stage for the positive inquiry meeting:
We look forward to presenting a System Wide Collaborative Experience for building organizational capacity to move all aspects of our “Adjunct” experience from Good to Great. Schools, like all organizations, thrive when they respond as an aligned system to accomplish what 
is right, positive and possible. Discovering our common and higher ground is the beginning of the process that focuses us on the future we seek to build for ourselves. 

The Focus of Ai and the Interviews

The team chose to use face-to-face paired interviews.  Kevin Keating introduced the interviews with the following statement:
Before we start, I would like to explain a little bit about what we are going to do.  It may be a little different from what you are used to.  This is going to be an “Appreciative Interview”.  I am going to ask you questions about times when you see things working at their best.  Many times, we try to ask questions about things that aren’t working well so that we can fix them.  In this case, we try to find out about things at their best so that we can find ways to infuse more of what works into the organization’s performance.  It is also like what we do with children or athletes when we affirm their smallest successes and triumphs so that they will hold a positive image of themselves and then envision even greater possibility.  The end result of the interview will help us to understand those “life-giving forces” that provide vitality and distinctive competence to your organization.

Do you have any questions??

The committee was first placed through a practice mini-Ai paired interview.  Since this was their first meeting, this was used to allow the committee to introduce their partners.  The question posed was: “Tell your partner about a time in your life when you have felt particularly creative or successful – a real high point.  Be the Hero. “
After a brief break, the committee entered into a full Ai process.

The Interview Questions
1.) BEST EXPERIENCE

Describe an exceptional learning experience when you were the most engaged …

 

      In each of our lives there is a time when we just know that we have experienced a perfect moment – a moment when we feel really good about the work we are doing and what we are contributing.  As you think back on your learning experiences, tell me about one of the most exceptional learning moments in your life.

1) Who was involved?

2) What about that experience made you feel most involved and most excited ?

2.) VALUES 

What did you value about the experience?

            1) Without being humble, what do you value most about yourself as a learner, instructor, or 

                 colleague at Broward College?      


      2) When you are feeling best about your work, what do you value?
      3) What is it about Broward College that you value?  What is the single most important thing 

                 that Broward College has contributed to your life?

3.) CORE VALUE

After you hear the story, encourage the interviewee to generalize. ...

1) What is it about Broward College’s – structures, systems, processes, policies, staff, leaders, or strategies – that if they did exist, would transform Broward College or make it different than it is today?  

 2) What specifically at Broward College allows for exceptional learning experiences?   

4.) THREE WISHES  

                   1)  If you had three wishes for Broward College, what would they be?  
Please share things that would enable the college to become even more vibrant and truly the sort of 

 place in which great learning and teaching take place on a daily basis.

The Life Giving Forces  
The committee identified their themes:

· Teaching is bi-directional & create lifelong learning  (4 votes)
· Find passion=Empowerment (4 votes)
· Active learning/collaboration = “By in”  improves accountability (3 votes)

· Passionate professors (3 votes)

· Teaching is a learning experience (1 vote)
· Activity based learning

· Project based learning

· Student engagement

· Students share knowledge

· Applied learning =change

· Create a community for adjuncts to access resources, communicate & interact (virtual/actual)

· More incentive for faculty teaching excellence

· Encourage creative/new ideas

· Take advantage of the diverse talents of faculty, staff & students

· Better compensation package

· Training for all adjuncts 

· Accomplished SLS adjunct training

· Excite faculty with technology to enhance student learning in the classroom  

The Provocative Statement

Placed in groups of four, each group composed their own provocative statement.  The committee was then challenged to take their best ideas and construct a provocative statement that was challenging, grounded, desired, and affirmative and provide a shared vision for the destiny of the adjunct faculty at Broward College.  The culminating statement driving the committee’s work is:
“Broward College adjunct faculty are valued members of the college community with full institutional support empowering the creation of engaging environments that foster lifelong learning and student success.”  

Strategic Intentions

Committee members were assigned the task of using an Appreciative approach to interviewing adjunct faculty.  Each committee member was to interview 5 to 6 adjunct faculty and post the interview notes to a common drive by November 24.  The Ai questions developed for adjunct faculty were:   

· Tell me about your best adjunct faculty experience (does not have to be specific to BC)  

· What 3 things would you tell a new adjunct faculty before they go into their first class?

· What 3 things do you value most about your adjunct faculty experience?  

· What 3 things would you add to enhance your experience as an adjunct faculty?                                         

The team committed to doing approximately 10 interviews each, including such college personnel as the president, vice-presidents, other executive staff members, administrative staff, support staff, security, operations, student affairs and more.  At least 30 interviews had been conducted with adjunct faculty and 40 with other College staff prior to the November 29 meeting.  

The team met November 24 to review the surveys and to plan the meeting agenda.  The agenda began with a review and recap, then included the following:
1.) Review Surveys

· Demographics

· Common Threads

2.) Visualization 

· Individually think …what would the perfect first day for an adjunct faculty member be?

· Have small groups share that vision.

· Have tables share their unique experiences.

3.) Identify Success Factors that Lead to an Exceptional Adjunct Experience:  

· Work in groups of four or less. 

· One Success Factor on each post-it (phrase, word, statement) - stated in positive terms (Ex:  Problem Statement: Adjunct faculty lose library privileges between terms due to ending PR.  Positive Statement: Enhance library services for adjunct faculty to include off times between terms.

· Unveil the categories/functions  (Categorize by function)

1.) Resources

2.) Policy & Procedures

3.) Technology

4.) Teaching Techniques  (Discipline/Management- Classroom/Student, Plagiarism)

5.) Training

6.) Benefits

7.) Institutional Knowledge

8.) Services

9.) Classroom Environment

· Have all committee members place their success factor on the appropriate easel at the same time

· Re-evaluate where facts may fit (may be in more than one location?)

4.) Review the Provocative Statement one more time.

5.) Using the Provocative Statement, what would an “exceptional Experience of the Broward College Adjunct Faculty look like?

The Future

The committee has agreed to meet monthly through the Winter (January-May) Term, and to continue its effort to determine what can be done to create an exceptional Experience of the Adjunct faculty.  The various facets that may be included are shown graphically in a separate document.  These include departmental information and support being delivered by: electronic handbooks and references; a formal structured certification program and ongoing workshops with sequenced certification levels; and revisions of the orientations to include both classroom topics and administrative issues.
The team will continue to meet prior to each full Committee session to ensure that the positive momentum of the Ai process is part of the fabric of progress.  The process has already touched a wide range of people across the College, and has support from the President and new VPAA, and we have been assured that the recommendations of this Committee will be acted upon swiftly.
Recently the decision has been made to pilot an Adjunct Faculty Summer Institute for 24 adjuncts.  The Institute will be scheduled as four, six hour face-to-face sessions (eight three hour modules) in June.   Topics will include Broward College history, policy & procedures as well as teaching and student success sessions.   The intent is to expand this experience into a blended format in the future. 

Currently, the college, in partnership with Valencia Community College, is exploring a Title V grant to focus on the development of an Adjunct Faculty Institute which incorporates Ai principles. 
In addition, the Broward College Ai team was called upon by the college wide Advisement Department, Enrollment Services Department, and Operations Division to lead these departmental employees through Ai sessions culminating in their new mission statements.  These three retreats were held on February 4th, February 18th, and March 31st, 2011.
Finally, the team has been accepted to present "Designing an Adjunct Faculty Experience Using Appreciative Inquiry" at the upcoming National Institute of Staff and Organizational Development (NISOD) conference in May 2011 at Austin, Texas.
Presentation Content: Through the use of PowerPoint, interactive dialogue, and guided imagery, participants will be introduced to the Appreciative Inquiry (Ai) process.   In order to experience the positive dynamics behind Ai, attendees will work in pairs and be led through an abbreviated appreciative inquiry.   Bridging from that shared experience, the team will describe the visual and word images used to create an exceptional adjunct experience at Broward College. This includes affirming the college’s past and present strengths, successes and potentials including adjunct orientations, annual Adjunct Professor of the Year Awards, and details of the new Adjunct Experience at the college.
The team will highlight their research from over 150 adjunct interviews which began with the question, “What are three things you wish you had been told before you walked into the classroom for the first time?”   This Ai experience led  to  our provocative statement – “Broward College adjunct faculty are valued members of the college community with full institutional support empowering the creation of engaging environments that fosters lifelong learning and student success.”  

Participants will be provided a bibliography of materials used for the creation of the Ai process and the development of the adjunct faculty experience.  

Permission to Share Our Story

The Broward College Vice President of Academic Affairs, Dr. Linda Howdyshell has given permission to Company of Experts to share this experience. Pictures are included and releases are on file with the college.
The Team’s Reflections & Wishes  
Donna Henderson:
I am the Dean at The Partnership Centers where over 90% of the classes are taught by adjuncts.  The culture at the centers is one of sharing, helping and “getting things done.” As I reflect on many of the positive responses from the adjuncts the fact that they feel connected to the centers is the most important aspect, but they need to feel more connected to the College and particularly to South Campus.  I hope that the Core Group and the Committee will create an Adjunct professional development experience that will connect the adjuncts to the college. Adjuncts want become more creative and innovative on an on-going basis and the Adjunct Experience will help them achieve that goal.  The adjuncts want to help students to become life-long successful learners.
I have been at Broward College 31 years and the AI approach has re-energized me and helped me to look at things in a more positive way.  I have enjoyed working with a Core Group of individuals from diverse backgrounds who are inspirational.  This has been a collaborative approach to facilitate organizational change that hopefully will be sustainable and transformative.
Teresa Justice:
The entire process has been very intriguing.  I have had the opportunity to work with wonderful colleagues, all of whom, myself included, struggled when addressing the construct of our first Ai session, and after several planning meetings, learned that all we had to do was “trust the process”.   Once the first meeting with the full committee began, I witnessed the excitement of the participants in the room when asked to share “best experiences”, and later that afternoon, the calculative “wordsmithing” that took place when creating the provocative statement which now guides the rest of their work.  I also had the opportunity to listen to life changing stories and heartfelt wishes for the college during the individual interview process that followed that first meeting.  Because of all of these experiences, subsequent meetings and the dedication of the core Ai team, I have no doubt that the culminating experience will result in adjunct faculty finally being viewed as “valued members of the Broward College community”.  That being said, my overall wish for this Ai experience is that it becomes bigger than the immediate task at hand.   Hopefully, the growing excitement of the few who have now experienced the power of looking with a positive eye, looking at what we do best and building on that to move forward will spill over and become a major thread in the culture of the institution.
Kevin Keating:
My wish from my AI experience is to contribute to a lasting legacy of a nationally recognized “best practices” Adjunct Academy at Broward College.  I feel my career has come full circle – I began as an adjunct at Broward College thirty-five years ago.  Now, I am deeply involved in creating and passing on opportunities to improve that process through my AI training. Throughout our efforts, from initial training in September to our most recent meeting today, we have kept a single mantra in mind – “Trust the process”!  Challenging and empowering a group of people to bring out the best in themselves is an awesome undertaking that when properly accomplished results in lasting success. Our challenge is to inspire others to continually refresh and sustain what we are attempting to build.  

Patricia Senior:
As a long time Broward College employee and an on again/off again adjunct at the college I experience first-hand how difficult it has been for the BC adjunct to become part of the BC culture and family. Enhancing the ‘adjunct experience’ has been a topic of interest and a focus of studies and surveys at this college for as many years as I can remember and also a long-time wish of mine. As a part of the legacy I leave when I retire from Broward College I wish to see this great team of Ai facilitators not only make ‘The Adjunct Experience’ an official program at the college that will live on beyond our tenure, but also infuse the appreciative inquiry process into all aspects of training and professional development at the college. This ‘certification experience’ has been a very positive and enlightening one for me, and I have particularly appreciated working with this group of hard-working and positive colleagues whom I know will make this happen. 
Karen Wollard:

My greatest wish for the inquiry was to help find ways to empower adjunct faculty to feel successful and significant.  The transient nature of the adjunct experience can result in fear and frustration.  The Ai process sought to look for the strengths and potential, and will result in positive understanding and organizational changes that will enhance the classroom experience and student success.  The team experience of working through the preparation of the session, then running it and debriefing it has given me confidence to go on and work with a separate group to prepare a short session on Ai for Professional Development Day.  The experience has taught me that the College has amazing strength and talent.  Having an opportunity to work with four individuals who have 30+ years each in service to the College has exposed me to so many people, issues, challenges and past experiences that my view of the College as a system has been a revelation.  This effort will make a difference in both the educational experience and in the lives it touches.
