DEIA Task Force Meeting 2/1/2021 
 

Present:
· Jessica Ballard
· Francisco Juarez 
· Chris Prom 
· Zoe Revell 
· Erik Chapman 
· Lauren Phegley 
· Elisabeth Paulus 
· DoMonique Arnold 
· JJ Pionke  
· Jen-chien Yu 
· Heather Murphy 
· George Gottschalk 
· Norris Purdy 
· Jake MacGregor
· Joe Lenkart 

Missing:
· None


Agenda

1. Starting off
a. Joe wanted to emphasize that everyone’s voice is important and on the same footing with sharing thoughts and ideas, regardless of what roles or employee groups we are in
b. Jessica noted if there is anything a member wanted to share with Jessica or Joe individually, don’t hesitate to reach out.  Also this helps because if one person is seeking clarification, others may too
c. Agendas will have opportunity for people to weigh in
d. Heather to clarify about the A in DEIA (should be ‘accessibility’ not ‘access’)

2. Review the charge together, floor open to discuss goals and tasks.  
a. Joe: met with Jessica together to discuss the Year 1 tasks in particular.  Wants to know what you think about the charge, especially Year 1?  Do you think it’s doable? 
b. Chris: observed some goals are more tangible and doable than others, such as drafting a vision, while others are broader and more open ended.  We’ll want to give some consideration to the right order to do things in.  
c. DoMonique: item around measuring impact jumped out.  May need to be done first to make sure we’re clear about our goals 
d. JJ: I've said in our last two meetings, the charge is doable, but it depends on how much time you want to put in AND do you want the job done or done right?  Those are all different things.
e. Zoe: seems the part about investigating a consultant would help us with a number of things if we did that first, including developing the vision, how we want to proceed, how we want to facilitate input from library employees
f. Jake: confirmed the charge indicates having a consultant involved early would be critical to creating a safe environment for employees to participate in sharing their experiences and providing input, see footnote in charge: “Because topics of race, power, and privilege can become emotionally charged, it is very important to begin by creating a safe and healthy environment for dialog and learning. The specific intent for bringing a consultant who specializes in DEIA work into the Library is to leverage their professional expertise in helping us create this environment and help employees work through the discomfort that accompanies recognizing and combatting internal bias, unlearning stereotypes, and changing attitudes and behavior without defensiveness—which is critical to creating a more inclusive and welcoming organizational climate.  In addition to this primary facilitation and training role, the consultant may be able to provide insight into other needs, challenges or opportunities for improving DEIA at the Library.”
g. DoMonique: important to make sure we find the right consultant, has unfortunately seen times when trainers or consultants do more harm than good
h. Jake: yes, absolutely; the charge does say ‘vet’ the consultants so opportunity to carefully review and make sure we get a consultant right for us
i. Jessica: important to make sure there’s clarity around the consultant and what they do. Sometimes the consultants are not transparent, had an experience where the consultant’s final report caught people offguard because it didn’t align with their sense how things went and what the outcomes are.  Challenge is that this is a somewhat daunting task force and work before us, some things will unfold through our work. 
j. Jake: the consultant could potential help with broader ‘building block’ skills like helping employees learn how to handle discomfort or conflict in a healthy way, reduce defensiveness, provide feedback effectively, etc. 
k. Zoe: Important to set standards for ourselves on how we do that ourselves, have shared agreements
l. Chris: agree a good starting point with any group is shared agreements, and this one in particular
m. DoMonique: whatever ground rules or guidelines we come up with could be a living document in Box that we continue to develop as we go forward
n. Chris: we might want to even become a model for the library in how to do this. One of the problems is that groups often don’t determine these shared agreements upfront, and then when things go haywire later, there’s no organizing set of agreements to fall back on to be able to resolve the issue.  Shared agreements don’t have to be complicated, it can be a set of simple things that build trust and respect.
o. DoMonique: do we have time to do working agreements now or should we keep looking at charge (agenda)?
p. Jessica: could we discuss the structure of the teams first?  Just wondering, maybe people want to have time to think first about shared agreements?  But if people want to do shared agreements first, I’m open to that.
q. Joe: there are many parts of charge, and there are pieces we can tackle.  In some ways we are operating in the dark with what employees actually think about DEIA and their needs, and we need to incorporate employee input and get that into our process. 
r. Jessica: are there example models of shared agreements? Jake sent some to Joe and me, but might be nice to collect more from task force members
s. DoMonique: has some examples too, and fine waiting on creating the shared agreements
t. Jake: I can send the ones I shared with Joe & Jessica to the group after the meeting
u. Chris: I like the idea of crowdsourcing the shared agreements after this meeting and then discussing next time. I think that could work well, since it would all give us time to consider what to include. let’s get thru the agenda you put together for the meeting


3. The draft plan describing 3 initial teams and suggested membership
a. Joe shared the draft plan and talked about wanting to get input from us
b. Jake: can you talk a little about what you specifically had in mind for the Salon discussions team, as I see there’s the potential for those to go off the rails especially if they are not well-defined and facilitated
c. Joe: We thought they salons would be structured conversations, perhaps around themes. Goal is to get the thoughts of colleagues; listen.
d. Jessica: One difference with our Task Force from prior salons, is that they would be led by colleagues instead of Administration.  And we would find a way to structure discussions.  If we try this, we may find out that salons is not the best format, and if so, we can try something else.
e. Domonique: likes the idea of getting people to jump in and be uncomfortable as that might actually be good for this topic
f. Elisabeth: Has noticed at the Dean Hangout and the Annual Event, people really want to talk about diversity and inclusion. Also there is value in having administrators there. Gets Jessica’s point about when Administrators lead the conversation, it creates a certain dynamic.  With this topic, people may want to be heard and find a colleague-led space more comfortable.
g. JJ in chat: expressed surprise about being voluntold into teams. 
h. Jessica: it’s ok for people to say this [draft plan] doesn’t work for them. The document is there to get some ideas out there for discussion/debate.  It’s ok for people to say no, I think this needs to be done differently.
i. George: took it to mean “here’s how it *could* look, but you’re welcome to express preference for a team”
j. Joe: yes, the draft plan is just suggestions
k. Lauren in chat: I'm new to the idea of salons, what do we intend to accomplish/learn from them? Do we intend to take the feedback from the sessions and put it into action, or is it just a safe space for people to discuss?
l. Joe: yes that’s what the idea is. We want to incorporate ideas from every group. Note that it is a group hosting, not just one individual
m. DoMonique: what about anonymity?
n. Joe: in these conversations, people are very guarded. What we want to do, in order to be even able to look at year 2, is we need to have feedback in a variety of different formats.  So the feedback we get from salons could be anonymously added to recommendations our task force generates
o. Jen: Would like to differentiate what type of data or information we’re trying to get via the Survey Group team and the Salon Group-- and to be careful not to over-tax people with surveys.  Jen would remove the word survey as it is very quantitative method of assessment, and it’s hard to get the qualitative from surveys.  And would also like to agree that it would be helpful to have a consultant to help us strategize and focus. Finally is “salon” a meaningful and accessible word for library employees?  Does it have certain connotations? It makes her think of a poetry reading. 
p. Joe: terminology can easily be changed as needed
q. Francisco in chat: i had no idea what Salon suggested at first. But the idea of creating a name for it is interesting. Recently i looked into JEDI (justice, equity, diversity, inclusion) book club suggested by KeAndra Cylear Dodds. And who doesn't like jedi. But the name is crucial for how users see these sort of events
r. Chris: Great points people are bringing up, think very carefully about salons and events and what our objective is and what we want to accomplish.  A more basic question: looking at the team structure, how do the specific action items we are charged with factor in?  What’s the relationship between the teams and the charge?  The teams are fairly open-ended and don’t necessarily directly relate back to the charge and our action items.
s. Joe: likes to have different communication models etc. to compare against. in order to figure out what types of models there are, Joe thinks we need to look at other institutions and see what they are doing.  We need to fill a gap in order be able to make recommendations to leadership.  
t. Chris: yes we should look at what’s out there
u. JJ in chat: I do think it would be useful to have a standing spot on the dean's hangout as a place to get feedback and ideas
v. Zoe: likes Chris’s idea of tying each team to a specific action. If we pick out which actions are the building blocks we need to do first, then each team could be responsible for one of those building blocks. And within each team, they can do the research for what others have done in addressing that goal, such as did they bring in a consultant, how did they go about it, what outcomes. Of course not to have three different consultants, but just to know how they did it.
w. Chris: confirms that knowing how our purchasing works, having more than one consultant would be complicated and difficult to navigate
x. Jessica: looking at the chat comments, want to clarify that the names for the Teams are suggestions only.  Would people prefer a document to give suggestions about teams and we could discuss that in the next meeting as well as shared agreements?
y. DoMonique: to clarify, remaking both the type [focus] of the teams *and* who is on the teams?
z. Jessica: yes, both.  The original doc was just a rough thought of what the teams could be and who could be on them, we weren’t trying to dictate anything.  Feedback welcome!
aa. Chris: Could see 2 ways of forming teams. Either form the teams upfront and then assign the tasks from the charge to the teams.  The other is to look at the tasks that need to be done from the charge, and then cycle from task to task to form teams ad hoc as we need them.  So we could take the 3 teams we have and assign tasks, or take the charge tasks and have people self-select. So basically we could consider either team-based vs task-based approach.  Personally, thinks Jessica and Joe hit on 3 basic areas that make sense and then just a matter of keying those teams over to the charge tasks. 
ab. Joe: yes, we could have a follow up discussion to determine teams and the individuals on them.  If you are good with being on a team, then we can come up with task for that team from the charge.
ac. Elisabeth: inquired about what may be rubbing people the wrong way
ad. Jen: seeking to clarify
ae. JJ: issue for me is that we had talked about in a prior meeting that we would put our names next to the items in the charge, but then all the sudden there were these teams created.  No definition of what the team is really supposed to be doing. But also worried about the lift of cultural change in the library—this is a massive lift, if one of our findings is to change how we communicate with each other in the Library, that will be a huge challenge.
af. Elisabeth: assumed there would be more discussion as part of this getting these teams started to define what they do 
ag. Jake: one thing Jake liked about Joe and Jessica’s plan was the size of the teams (5 people) and having it be 3 total at once, which helps with focus. Had also been under similar impression as JJ from earlier meeting that we would all mark our names next to different tasks on the charge, and wondered if it'd result in 8+ teams tiny teams, like 1-2 people, which would be hard to coordinate.  So, maybe a path forward is a combination of both Elisabeth AND Chris’s suggestion.  We map the teams to the charge action items like Chris talked about, and then we discuss and clarify as needed like Elisabeth mentioned. Also, regarding what teams we have and to Elisabeth’s question about what our concerns are, just want to reiterate that my concern is how do we in a safe and healthy way get feedback; again have prior experience with [a very tightly knit] group blowing up in a group listening session format when discussing DEIA topics without strong/professional facilitation.
ah. Zoe: we could have a facilitated conversation about the teams. Jake did something similar for the Staff Development & Training committee to identify teams and priorities.
ai. Jake: yes, that’s a Consensus Workshop facilitation, aka Blue Wall exercise.  And it’s not everyone’s favorite thing but it does allow everyone to have a voice in determining a short list of priorities/direction.
aj. JJ: That Blue Wall exercise was fine-- but would like clarity around how we are communicating now.  Are we using Teams, email, Box, Box notes?  Would like to see a communication covenant explicit about how we are communicating and the safety level of this space.  Would like it to be a safe space to call out when we do something not ok—but that’s just me.  
ak. Chris: my hope is this is a place to share freely with each other and also if needed talk to each other about issues and concerns. And a communication covenant is a very essential baseline from which everyone can operate in a way that builds trust and respect, including how we communicate in together in an open way and keep everyone in the loop
al. Jake: communication covenants can be a part of Shared Agreements
am. Lauren: asked to see some examples (Jake will share some)
an. [bookmark: _GoBack]Joe: we are over time but noted not everyone had a chance to weigh in yet. invite anyone who hasn’t spoken yet to share their thoughts.  And let me reiterate you can reach out to Jessica and myself any time with questions or concerns.

