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COACHE COMMUNICATION MODELS & MILESTONES 

Consistent and effective communication from the administration to your faculty, chairs, and deans helps to 
secure a successful survey administration. Even becoming a COACHE member is a step—a meaningful, 
symbolic gesture—that the administration is concerned with the satisfaction and success of its faculty. You 
need to spread the word,—but not without a plan.  
 
Your COACHE Member Toolkit provides models, milestones, and templates for the communication and 
engagement aspects of your participation in COACHE.  This information is provided to help you consider 
where your campus (or your leadership style) fits now on the range of transparency and shared governance, 
and perhaps where it should be in the future. Of course, this framework is not designed to suggest that one 
approach is always better than another, but instead, to assist in your determination of which approach is best 
given your institution’s culture—and given also what your faculty want from you, their leaders, as expressed 
through the COACHE survey. 

Consider the models and milestones on the following pages, as well as these steps as you build a strategy for 
communicating about COACHE to your faculty: 

• Form a task force or ad hoc committee. If you choose to do so, you should designate its members as 
the conduit for all information about COACHE and mention this group in all communication with 
eligible faculty. 

• Review the campus calendar for the most effective venues to discuss COACHE participation, such as 
faculty senate meetings, faculty collective bargaining group meetings, opening convocations and/or 
retreats (for deans, chairs, and/or faculty),  and new faculty orientations.1  

• Consider print and electronic media outlets for communicating your COACHE enrollment, for 
example, campus newspapers, newsletters (HR, Provost’s Office), and faculty job postings (e.g., “We are 
a COACHE member institution.”). 

• Send a letter to your faculty. A template, based on an actual message sent from a COACHE provost to 
his faculty, is provided below. 

                                                 
1 Although COACHE does not survey new hires, these faculty are likely to communicate with their colleagues. 
Additionally, even though they will not participate in the survey, they will benefit from your responses to the findings. 
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COMMUNICATION MODELS 

 

Goal What faculty hear 
How is initial 
information 

shared? 

How will the 
findings be 
prioritized? 

How will 
decisions be 

made and 
communicated? 

IN
FO

R
M

 

To provide 
stakeholders with 
balanced and 
objective 
information to 
assist them in 
understanding the 
problem, 
alternatives, or 
solutions 

We will keep you 
informed. 

The results will be 
posted on the 
faculty intranet. 

We will share 
information on 
how findings will 
be prioritized. 

We will share 
information on 
the decision-
making process. 

C
O

N
SU

LT
 

To obtain feedback 
on analysis, 
alternatives, or 
decisions 

We will keep you 
informed, and we will 
listen to and 
acknowledge your 
concerns, and provide 
feedback on how your 
input influenced the 
final decision… 

… and we will host 
a town hall meeting 
for all faculty to 
hear your thoughts 
and insights. 

We will seek 
feedback on 
priority-setting 
and will share 
information on 
how findings will 
be prioritized. 

Your feedback 
will help guide 
how we address 
specific issues and 
will inform 
decision-making. 

C
O

LL
A

B
O

R
A

T
E

 

To work directly 
with stakeholders 
throughout the 
process to ensure 
that mutual 
concerns are 
understood and 
considered 

We will work with you 
to ensure that your 
concerns and issues 
are directly reflected in 
the alternatives 
developed and 
provide feedback on 
how your input 
influenced decision-
making… 

… and we will have 
small group 
meetings to inform 
our approach to 
specific issues that 
have been 
identified. 

Feedback from town hall and small 
group discussions will be directly 
reflected in priority-setting and 
decision-making. 

C
O

-C
R

E
A

T
E

 

To partner with 
stakeholders in each 
aspect of the 
decision-making 
process, including 
development of 
alternatives and 
identification of the 
preferred solution 

We will look to you 
for direct advice and 
innovation in 
formulating solutions 
and we will 
incorporate your 
advice and 
recommendations into 
decisions to the 
maximum extent 
possible… 

... and each small 
group will focus on 
a major area to 
make 
recommendations 
on how to prioritize 
and approach 
specific issues that 
have been 
identified.  

We will incorporate small group 
recommendations into priority-setting 
and decision-making to the maximum 
extent possible. 

D
E

LE
G

A
T

E
 To place final 

decision-making in 
the hands of the 
others 

We will place final 
decision-making in 
your hands… 

... and those groups will decide how to prioritize and approach 
specific issues that have been identified. 

Adapted by COACHE and AAMC's Faculty Forward from IAP2: International Association for Public Participation 2007  
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COMMUNICATION MILESTONES 

 INVOLVED PARTY MILESTONE EXAMPLES TOOLS 
Prior to 
receipt of 
results 

Chief academic officer, 
COACHE key contact 
(e..g, vice provost, dean 
of faculty, associate dean) 

CAO's communication 
on how findings will be 
shared and prioritized 

Letter or email from the 
CAO, newsletter blurb, 
announcement at faculty 
senate or equivalent  

COACHE member 
toolkit, including 
communication templates 

Initial 
weeks 
following 
receipt of 
results 

CAO, COACHE key 
contact, relevant officers 
in faculty development, 
diversity,  IR, news/ PR, 
HR, board of trustees, 
accreditation team, et al. 

Large-scale sharing of 
results 

Posting full results, 
executive summary, or 
snapshot of results on 
intranet. Highlight 
institution’s strengths and 
demonstrate 
commitment. 

COACHE Institutional 
Report, formatted to 
maximize flexibility in 
how much detail to 
disclose at this stage, and 
to vary level of detail by 
audience. 

  Large-scale discussions 
regarding results 

Town Hall meeting (or 
other forum) to discuss 
results 

List of members' websites 
describing data 
deployment strategies and 
results 

  Discussions with peer 
institutions about ideas 
for action 

Regular contact with peer 
institutions in COACHE 
to share ideas, challenges, 
and strategies to address 
the challenges 

COACHE listserv, 
workshops and structured 
interactions; Consortium 
or system meetings 

Months 
following 
receipt of 
results 

Chief academic officer, 
COACHE key contact, 
other involved parties 

Smaller-scale discussions 
of results by stakeholder 
or affinity group. Sharing 
information with larger 
audience on aspects of 
the report identified as 
priorities  

Results discussion with 
department chairs, 
committee on the status 
of women, search 
committee chairs, et al. 

COACHE Institutional 
Report includes, by 
benchmark category, 
example actions by 
members 

Ongoing Chief academic officer, 
COACHE key contact, 
other involved parties 

Sharing information on 
action toward addressing 
priority items 

Keep progress reports as 
recurring items in the 
faculty newsletter and 
faculty senate meetings 

Search the Web for 
"COACHE" to see how 
members are keeping 
stakeholders apprised 

  Organize and catalyze 
conversations around 
results 

Create task forces, ad hoc 
committees, and blue 
ribbon panels around the 
issues brought to light 

See, for example, 
Governance as Leadership for 
possible questions to 
catalyze discussion 
around results 

  Conversations with 
COACHE institutions 

Regular communication 
with peer institutions in 
COACHE to share ideas, 
challenges, and strategies 
to address the challenges 

COACHE listserv; annual 
Leaders Workshop at 
Harvard; events at APLU 
and AAC&U; consortium 
and system convenings 

Adapted by COACHE from AAMC's Faculty Forward Workbook, GFA Meeting, August 2009 
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Sample letter from administration upon receipt of COACHE results 

 
FROM:   [PROVOST EMAIL] 
FROM_NAME:  [PROVOST NAME] 
SUBJECT_LINE:  Update on [INSTITUTION]’s response to the COACHE Survey Results 
 
Dear Colleagues, 
 
One of my overarching priorities is to foster a workplace that is valued by our faculty, students and staff. 
There is no doubting that the pressures of an academic career are significant – especially during periods of 
constraint such as those as we have experienced in recent times. Nonetheless it is important that we 
continuously strive to do more to support our community and, periodically, assess how we are performing 
and what further might be done at the department, school, or university-wide level.  
 
Earlier this year, [INSTITUTION] was one of many institutions to join the Collaborative on Academic 
Careers in Higher Education (COACHE), based at the Harvard Graduate School of Education, in a pilot 
administration of a survey of the job satisfaction of our tenured faculty. In this effort, locally coordinated by 
[LOCAL COACHE LIAISON], [TITLE], surveys were sent to XXX individuals, and responses were 
received from XXX (XXX%).  
 
Thank you to everyone who responded. Your time is a precious resource, and I am committed to making 
your contribution to this effort be worth every minute. 
 
Survey responses are grouped into several themes, including the nature of the teaching, research, and service 
aspects of faculty work; institutional governance and promotion processes; satisfaction with personal and 
family supports; levels of climate and collegiality; and other aspects of your work-life. 
 
COACHE has just delivered to us a comprehensive report of the findings, including results at a cohort of six 
similar institutions. Included in that document is an executive summary of the top-level findings for 
[INSTITUTION]. Please see the attached document to view these broad-brush results. 
 
I think it is best to consider these results as global trends, not as the detailed picture of faculty work-life on 
our campus. However, they do provide an opportunity to inform with data the campus conversation about 
the faculty experience here at [INSTITUTION]. They also give us a chance to plan for the activities that will 
follow our analysis of the complete report. 
 
To that end, I will be convening a task force responsible for assisting me in interpreting and responding to 
the detailed findings. In the meantime, I welcome all comments on this executive summary and your 
suggestions on how we can organize the campus community around disseminating, discussing, and acting 
upon the complete results toward keeping [INSTITUTION] a great place to advance the work and happiness 
of all faculty. 
 
Sincerely, 
 
[PROVOST SIGNATURE] 
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