STAFF VISIONING SUMMIT #1
@ Gallo Gymnasium — March 8, 2016

Over 225 staff gathered in Gallo Gym, joined by another 175 or so on-line for a full day summit looking at the vision and change challenges of UC Merced as it heads into it growth
goal of 10,000 student by 2020. This report contains digital photographs of the charts, Covision questions and themes, and various presenters at the Summit. The project is being
supported by The Grove Consultants International, an organization consulting firm from San Francisco that worked successful with the SoE in their recent organization effectiveness,
Top 100, process. They were joined by Covision, experts in electronic brainstorming and virtual meetings, and Kevin Wright, who provided the video streaming infrastructure. In this
picture Chancellor Leland and her extended Cabinet and Change Alignment Team gather with administration and staff for the opening session on Tuesday morning.
CONFIDENTIAL Report by:
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PREPARATIONS and SUPPORT TEAMS
Michael Reese, Vice Chancellor for Business & Admin Services and Erik Rolland, faculty for management , were tasked by Chancellor Leland to help coordinate
and align the 2020 Change process. They organized a Change Alignment Team of key project leaders. This group helped design the summit, and were copresenters throughout. Here they are shown with Gisela Wendling, the summit lead facilitation, getting ready for the event.

A big stage allowed for panoramic graphic representation, and Kevin
and his crew zoomed in on David’s graphic facilitation to show it on the
large screen above. These same images were amplified by two large LCD
screen, one which is shown above.

THE GROVE CONSULTANTS INTERNATIONAL
Gisela Wendling and David Sibbet from The Grove facilitated the design, facilitation,
and graphic documentation the event.
The Grove and Covision have been working with kind of large scale meeting technology
for more than 20 years, with clients like the eight state environmental collaborative in
the upper Midwest called RE-AMP, The California Independent System Operators that
run the electrical grid, Nike, America Speaks, Yosemite National Park, and the Presidio
of San Francisco to name a few.
The Grove worked with UC Merced’s School of Engineering in 2015 on a Visioning and
Organizational effectiveness project under the leadership of interim dean Erik Rolland,
and was introduced to this recent process by him.
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COVISION
Lenny Lind provided a in-room server and iPads for every three people. Questions
designed by the Change Alignment Team (CAT) and reviewed with the Chancellor and
Provost went out in three rounds of input . A “theme team” from the University helped
find the patterns in the input.

Kevin assembled a three man video crew and his lead video producer
Tim, to orchestrate both the in-room media and the streaming on-line
media. Anyone who wanted to link into the Summit could participate
real time and see all the presentations.
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WELCOME AND ORIENTATION

Chancellor Dorothy Leland opened the Summit with a warm welcome and invitation to people in Gallo and on-line to participate fully. She then introduced Gisela Wendling and David
Sibbet from The Grove Consultants International, as co-facilitators of the Summit. Those person attending on line were able to orient by seeing the agenda and links to key question
pages as shown to the left here.
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OUTCOMES AGENDA ROLES AND RULES

Participants in Gallo were able to see the entire outcomes and agenda on a big one-page poster shown here. After
David reviewed the overall logic of the agenda, Gisela took people through a review of the ground rules, illustrated
above, and on the next page. Throughout as different people presented David would record on the large graphic
displays.
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WHY ARE WE HAVING THIS PROCESS?

After Gisela finished reviewing the ground rules, Chancellor Leland returned to the stage and shared her perspective on the reasons this Visioning & Change Alignment Process
are necessary. She has been listening to everyone since she arrived five years ago, and knows that through passion, commitment, and community the campus survived the 2009
financial crises. UCM is now entering a growth phase, with attendant turbulence. Ten thousand students are needed for self sufficiency. But beyond that UCM needs real claims to
fame in distinguished programs, research, sustainability, big data, and connection with valley-related problems. “Plans must be enhanced by your vision!” she invited.
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PROVOST TOM PETERSON’S PERSPECTIVE

Provost Tom Peterson, as leader of the academic side of the campus, spoke to his perspective on why a change is needed. He analogized to a football game, explaining how different kinds of degree granting
institutions can be mapped on the various yard lines. Ones granting associate degrees are on the 38 yard line. Those with bachelors are at the 20 yard line. Those with Masters are at the six yard line and
doctoral programs at the four yard line. UC Merced is already at the two yard line with its research and Carnegie designations. “How can we go all the way to the goal,” he asked? He also reviewed his commitment
to the academic pillars identified last year and strong core disciplines needed to support them. Then Michael Reese, Jason Martin, and Erik Rolland (see picture next page) came on to explain the specific change
process. Michael emphasized the need for a broad strategic framework and the creation of the Change Alignment Team (CAT). Erik talked about the transition from startup to a growth organization.
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VISION & CHANGE ALIGNMENT PROCESS OVERVIEW

Erik Rolland provide a macro view of the change
UC Merced is going through as it transitions from a
startup phase to a growth phase. These transitions
are commonly marked by turbulence, uncertainty, and
change. This period is one such, and a kind of crucible
in which things can realign and get ready for growth.

Michael next provided an overview of the 2016 Vision & Change Alignment Process and its tracks of activities. The yellow
circles represent the different meetings. He asked Jason Martin, an analyst he had tasked with identifying the different
change projects to share how he found 68-70 different initiatives underway. These clearly needed a strong mission and
vision in order to determine priorities, so the project was expanded to include a visioning element.
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COVISION QUESTIONS
After the orientation, the Summit began the first of three rounds of input on
Covision iPads. Lenny Lind explained the “virtuous Engagement Cycle” that
would drive the process, with input on the questions below to teams of three at
the round tables and on-line. Then a “Theme Team” seated around Lenny below,
would find patterns in the in-room and on-line input, and present themes to the
whole group. At this point Gisela would facilitate a town hall style conversation.
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WHAT SEEMED SPECIAL? — WHAT NEEDS TO CHANGE?
After reviewing the themes shown to the right, the
group as a whole was asked to look at which they
wanted to explore further in a town hall setting.

Here are the themes identified from the first two questions asked of those at Gallo and those on-line.
Answers were combined for by the theme team. (All responses are available on the ucmerced.com web
site). Gisela had everyone review the instructions for the town hall part of the process, and then began
to field observations from across the room.
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WHY CHANGE? — WHAT DO WE NEED TO UNDERSTAND AND EXPLORE?

These graphic notes reflect the various comments made in the town hall part of the Summit. Jason Martin represented those on-line by occasionally interjecting comments entered in during the conversation
by people participating on-line. Initial comments focused on what some perceive as a top heavy organization with a need for more transparency. Everyone had multiple hats and bandwidth issues. More
communication, collaboration and prioritization is needed. How can we close the gap between a stodgy university system and a cutting edge research institution? What about workforce planning. Let’s insure
our role in student success continued. There are also a number of grateful, positive statements.
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WHY CHANGE? Continued

Here are additional comments. People talked about the work environment and about fears they have in expressing themselves fully. Some want to sustain the family sense and said they don’t feel
it all the time. Student affairs got a commendation for having things work there. “We’ve been through visioning, what about follow through,” another asked. As the first town hall session came to a
close, Michael, Erik, and Brian Gresham introduced the Change Alignment Team and their commitment to leading an iterative process, in which the “early DRAFT” vision and change alignment map
are a symbol. It will change and evolve as more and more people provide input.
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EARLY DRAFT VISION & CHANGE ALIGNMENT MAP

The second part of the Summit turned toward visioning, beginning with a review of the DRAFT vision created by the Chancellor, Provost and Extended
Cabinet. Provost Tom Peterson, Charles Nies, Veronica Mendes & Gregg Camfield came to the stage to explain the right hand, vision part of this
mural. Here Veronica Mendes is explaining how the University would like to “Partner with the Emerging California.”
As the different parts of the vision were explain, David redrew it on the chart on the following page.
The large arrow represents an early DRAFT of the change alignment part of the map. This will evolve into a depiction of the phasing and milestones of
the largest change projects happening on campus, organized into logical”work streams.” This version does not yet have any of the specific dates and
timing. Consideration of this part of the change will be the focus of the combined Faculty/Staff Summit II on April 17.
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UCM VISION EXPLANATIONS

Gregg Camfield concluded the vision review with a spirited evocation of UC Merced being a Culture of Inquiry,
Discovery and Learning, underlining the challenge straddling being a medieval institution that is also involved in
transforming the world.
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HOW DO SYSTEMS CHANGE?

GUIDED IMAGERY VISIONING
GUIDED IMAGERY

1. Anchor in a past experience of stepping up to a challenge and really succeeding. Stay with this feeling as
you imagine.
2. Imagine walking through the campus to a special big meeting celebrating UC Merced having truly
succeeded in growing to 10,00 students.
3. Imagine where you are heading for this meeting that you are looking forward to attending.
4. Imagine passing through a part of campus with a lot of students. Feel the “vibe.” What are you noticing?
Who is there? Reflect on the kinds of results UCM is achieving with its students now? What makes you feel
especially proud.”
5. Imagine arriving at the meeting. Where is it being held? Look around? What captures your attention about
the facility? Who is at this celebration?
RUBBER BAND METAPHOR
As a lead-in to the staff doing visioning,
David explained that it is useful to think of
institutions as systems, that like the rubber
molecules in a rubber band, want to pull back
into shape when stretched. The stretch is
a pull between aspirations and visions and
current reality. A basic principle is that systems
resist structural tension of this sort, and will
move tor resolve it, just like the rubber band.
There are three ways:
1. Lower the vision
2. Don’t connect the two. Go to Summits and
never do anything afterward to examine
progress.
3. Bring current realities up toward the vision.
It has to be strong to has this result.
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6. Imagine picking up a program? It lists the well-known successes being celebrated. What are they? Which
accomplishments are being featured? The program was well planned to acknowledge everyone. What
are people saying about the faculty now? What have been some of the big accomplishments of the
administration? What is now well known and attractive about the undergraduate experience? What are the
graduate programs known for? What kinds of research is being done that is getting attention?
7. Special guests have been invited who are going to acknowledge the success of the school. Who are they?
What are they saying about the school? One of these is from the Merced community and is talking about
the relationship between the campus and the city. What are they saying?
8. The culture of the school has evolved. A special video has been created to tell the story of several big
challenges that rallied the campus and resulted in some surprising achievements. What is the video
featuring? What were the challenges? What was so effective about the way people responded?
9. After the meeting you take a little visit to your favorite part of the campus. Think about the contribution
you made to all this success.
10. Open you eyes and take notes without judging or editing.

Gisela next led the
group in a guided
visioning exercise,
reproduced here as
she read it. When a
person hears general
questions like this,
something arises
that is worth paying
attention to. Everyone
was encouraged to not
work at this but just
accept the ideas and
images that came.
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COVER STORY VISION ACTIVITY

After the guided imagery activity, group of 3-4 at each table shared their visions from 2020 and recorded their ideas on
this Graphic Template indicating elements that would be included in a magazine cover story. Shown here are several of the
tables at work. Examples of the 33 Cover Story visions completed are on the following page. On-line each elements shown
above was a separate text-entry box on the Covision platform. All of this input will be available for review on the UCM change
website.
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EXAMPLES OF COVER STORY VISIONS

Here are four Cover Story graphic templates chosen at random from the 33 completed. All are observable at the UC Merced change website.
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COVER STORY COMMENTS

Before lunch Gisela invited the entire group to share some of their visions. Here are some of the magazines, headlines, and stories identified by the table groups.
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SECOND INPUT QUESTION “What vision themes would ignite our SHARED attention and engagement?”

LUNCH
Box lunches provided everyone a
chance to visit informally at the
various tables, and to review the many
charts now placed around the room.

After lunch a second round of input asked everyone to think about the vision presentation earlier in the
morning, think about their cover story conversations and the theme raised in the town hall session, and out
of these identify potential SHARED vision themes.
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POTENTIAL SHARED VISION THEMES

Jason Martin review the themes shown here identified by the Theme
Team. After this review the group as a whole was asked to talk a bit
at the tables and identify those vision headlines that might provide
the most clear and compelling direction for the University.
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VISION THEMES AND TALKING POINTS

Tables were encouraged at this point to look at the results of the Covision input, and pick the most compelling themes and flesh out some of the talking points. Gisela then pulled
these from the group as a whole as David recorded this chart. The circled items received the post votes in a subsequent poll of which of these 16 items on this and the following
page were the best candidates for being shared vision themes.
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VISION THEMES AND TALKING POINTS, Continued

Here are nine more vision themes and talking points. The three circled items had the most attention in the poll.
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VISION THEMES POLLS RESULTS

Here are the results from the in-room poll of potential shared vision themes and the on-line results. Each person in the room voted for five of the items listed on
the iPad shown here.
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HOW TO PROBLEM SOLVE WICKED PROBLEMS
As a transition to the third part of the Summit and looking
at how the process will move forward, Gisela asked David
to share the story he told at one of the CAT meetings about
how to solve wicked problems.
Traditional problems solving assumed that one can step
through in a waterfall fashion, starting with learning and
moving to solving in a stair step approach (shown on top of
the chart.
Wicked problems are those that have new players entering,
have new information and assumptions, and are inherently
complex and difficult to find patterns. Here the approach
is to BOTH learn and solve in a continuous process of
iterating and prototyping, until the process funnels down
on a “satisficing” solution. This process is behind the
approaches called “agile planning” and “design thinking.”
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HOW ARE WE GOING FORWARD?

Susan Sims, Jason Martin, and Brian Powell next provided a look at the different tracks on the vision map, re-recorded here. These will be revisited after this initial summit and addressed more
thoroughly in the second. Andy Boyd and Gregg Camfield then provided an overview of how the CAT works. It will convene after the Summit I to dive in on the phasing and deadlines of the initial major
projects, and work to identify potential challenges and system changes needed to succeed during the growth phase. Gregg pointed out that it was important that they called themselves the “alignment”
team since their role isn’t to determine the changes but to make sure they work together in the interest of the whole campus.
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SUPPORT NEEDED? WHAT SHOULD WE ALL DO DIFFERENTLY?

A third round of input
addressed the going
forward question by
asking everyone what
support they needed to
do a good job, and what
does everyone need to do
differently in the next five
years to actually achieve
the vision.
Here are some of the
table groups talking
and making input to the
Covision system, and the
Theme Team sharing its
observations.
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WHAT WILL MAKE THE BIGGEST DIFFERENCE IN HELPING US SUCCEED?

Gisela invited everyone after seeing the themes in the
final Covision round to have a general conversation
about what would make the biggest difference in
helping UC Merced to succeed. The results are
recorded on the following page.

In every town hall session on-line participants
had a chance to participate by entering
comments on screens like the one above. All
these comments will be available to review
on the UC Merced change website. In the
conference comments were shared by Jason.
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SUCCESS FACTOR CONVERSATION

These general principles were sharing by the assembled staff participants as being crucial for the overall success of UC Merced’s change process.
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NEXT STEPS

The Chancellor, Richard Cummings, Michael and Erik all spoke about next steps. There will be an on-line summit in two weeks for students and others who weren’t able to participate in this initial one.
We have a lot of commonality,” the Chancellor reflected. “Once we have our vision we will own it!” She has consistently insisted that this process reach out to everyone possible. The chart above graphically
shown the next sequence of steps.
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TAKEAWAYS

As a finale Gisela invited people to share
takeaways from the summit at their tables, and
then with the group as a whole. Here are some
of those who shared.
At the very end the CAT team and Cabinet
members shared their takeaways, many of which
were expressions of appreciation at all the ideas
and input..
The Chancellor concluded the Summit at
5:00 with a big expression of thanks and
encouragement to tell others to join the virtual
summit in two weeks.

Page 29

