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COMMUNICATION
Section 1: Problem Statement

There are fragmented communication silos and systems across the university, resulting in
inconsistent, delayed, or conflicting messaging. There is a reliance on trickle down
communication through hierarchical channels that results in inconsistent and often less
effective communication across siloes and units. This lack of coordinated outreach affects
multiple areas, from emergency notifications to the roll-out of new initiatives, creating
confusion and uncertainty among faculty, staff, and students. For instance, critical alerts may
not reach all relevant parties, and guidance for responding to situations can vary or be absent
between departments and facilities. Similarly, announcements of latest programs or processes
often lack accompanying action plans, progress updates, or explanations for delays, leaving
stakeholders with unanswered questions and diminished trust in organizational transparency.

These challenges are not limited to isolated incidents but reflect broader issues in internal
communication infrastructure and practices. They disrupt the flow of information needed for
effective decision-making, impact safety procedures, and hinder the university’s ability to foster
a cohesive and well-informed campus community. They also impact on our institution’s brand
when potential students, faculty and staff hear about these issues. Addressing these problems
will require intentional efforts to bridge communication gaps, clarify expectations, and to
ensure timely, consistent, and transparent messaging throughout all levels of the institution.

Example: In Jan 2026, a threat necessitated evacuation of all UofL libraries. One of the seven
libraries did not receive a communication to evacuate. Facilities adjacent to libraries received
no instructions (I.E., to evacuate or to shelter in-place).

Example: Initiatives are announced with lack of overall action plans, progress updates, or
communication of delays in implementation (I.E., roll out of career ladders).

Example: During the roll-out of results of the compensation study many employees received
notification either before their supervisor, or their supervisor was not notified at all.

Example: ADA requirements and compliance are being pushed to be accomplished by units by
the end of April. The lack of a framework, central authority, administrative guidance, oversight,
approved guides, and messaging and communications streams is contributing to this
compliance being accomplished in silos by units.

Data
2026 UofL Campus Climate Survey
Full Quantitative Report Communications and Transparency
e FEighty percent of respondents indicated agree or strongly agree, with (20%) indicating
neutral, disagree, or strongly agree that they receive consistent, timely information



regarding emergency protocols. Fourteen respondents chose not to answer the
question.

e The (20%) neutral, disagree, or strongly agree, equates to four hundred respondents not
believing they receive timely, consistent information regarding emergency protocols.

2.1 receive consistent, timely information regarding emergency protocols (e.g., weather, safety threats) across all units.

1 Strongly disagree 71 356% [

2 Disagree 131 657% [

3 Neither agree nor disagree 193 9&7% [

4 Agree 1013 s078% (S

5 Strongly agree 587 29.42%

Total 1,995 0% 50% 100%

In 2023 three industry standard “climate” surveys were administered at UofL.
1. Collaborative on Academic Careers in Higher Education (COACHE)
2. Higher Education Research Institute (HERI)
3. Great Colleges to Work For (GCTWF)

Areas of Intersection Overlapping Results Across the Three Surveys
Negatives: Salary/Compensation ® Communication ® Recognition

GCTWEF Areas of Concern Compared to Carnegie Peers
Confidence in Senior Leadership UofL scored meaningfully* less positive than peers:
e Senior leadership has the knowledge, skills, and experience necessary for institutional
success (UofL = 47%, Peers = 65%)
e | believe what | am told by senior leadership (UofL = 40%, Peers = 60%)
e Senior leadership communicates openly about important matters (UofL = 33%, Peers =
55%)
e This institution is well run (UofL = 33%, Peers = 55%)
e *Modern Think determined that a 10% difference indicates areas that should be
addressed.

Communication UofL scored meaningfully* less positive than peers:
e In my department, we communicate openly about issues that impact each other’s work
(UofL = 54%, Peers = 71%)
e Changes that affect me are discussed prior to being implemented (UofL = 40%, Peers =
53%)
e *Modern Think determined that a 10% difference indicates areas that should be
addressed.

Additionally in 2023 (Becky F. Antle, PhD, MSSW, LMFTi and Lesley Harris, PhD) administered
Culture and climate Lessons from a Research Study on Organizational Trust in Higher
Education. This study featured Trust Culture and Climate Focus Groups.



Most Frequent Themes from Trust Culture and Climate Focus Groups

University Administration: Specific issues that pertain to University-level leadership/
administration, which include students, staff, and faculty being unable to trust them
Distrust of Administration: When employees' confidence level or faith lowers in their
colleagues or the university, this shows a lack of trust in the workplace. Several factors,
including poor communication, lack of transparency, micromanagement, inconsistent
leadership, and favoritism.

Section 2: Root Cause Analysis
Identify underlying drivers of the problem (policies, processes, behaviors).
Leadership

Overreliance on trickle down communications across units.

Lack of accountability for administrators in institutional operations roles (HR and OCM).
University policies and processes roll out on a case-by-case basis.

Lack of centralized support for roles which are distributed across the university, but
which have a VP for the role (I.E. HR and OCM roles spread across the campus)
Adherence to approved policies varies/version control issues with approved policies.

Communications and Personnel

There has been a lack of holistic assessment about what the university communicates,
and how it is communicated (what do people want communicated, how do they want it
communicated, is their feedback and follow-through).

Capacity and qualifications in HR and OCM workforce.

The speed and depth of communication from the university is lacking.

Lack of a crisis communications framework for; risk communications, crisis
communications (safety/emergency vs. public relations/outreach), and HR
communications.

Policies governing risk/crisis communications mechanisms are often generated in silos.
Lack of setting expectations with community for how communications are going to flow.
Lack of formal assessment of the quality of outreach to faculty, staff, and students.

Not clearly defined roles and responsibilities for people performing communications
functions who might not be OCM professionals.

Section 2: Recommended Actions

Short-Term: Quick Wins (60-120 days)

These recommended actions support the 2026-2030 Strategic Plan

Work Goal #1: Cultivate a high-performing, inclusive and well-supported workforce, and culture.
Strategy 2: Champion Well-being.

1. The President will mandate that administrators provide the campus community with

semesterly updates on university initiatives (I.E., status of career ladders) in which
employees have cooperated and invested. Employees frequently express appreciating



updates even if there is not an outcome or conclusion to an initiative. (Cardinal
Principle(s): Integrity and Transparency, Community of Care, Respect, Accountability,
Leadership)

Assessment: Campus updates on university wide initiatives are housed on President’s
dashboard. Visits to the site are tracked. Annual climate survey includes specific
guestions about nature of, and timing of campus updated on university wide initiatives.
Do results improve year upon year.

The Vice President for Communications and Marketing and the Vice Provost for
Assessment and University Decision Support/Analytics will implement a university-wide
internal communication assessment plan. The plan includes methodology to evaluate
effectiveness of communication channels and messaging for transparent and authentic
information-sharing. Unit and Division leadership will be responsible for ensuring they
have mechanisms for dissemination and communication of information, without relying
on a sole source of reliable information. (Cardinal Principle(s): Integrity and
Transparency, Accountability, Leadership)

Assessment: Annual climate survey includes specific questions about perceptions about
the effectiveness of campus communications. Do results improve year upon year?

The Vice President for Communications and Marketing will provide centralized guidance
and standard operating procedures and tools for communication specialists and those
who are assisting with communication responsibilities which are distributed across the
university. Employees filling communication roles attend mandatory on-boarding and
orientation with OCM. (Cardinal Principle(s): Community of Care, Respect,
Accountability, Leadership).

Assessment: Existence of standard operating procedures, OCM mandatory six-month
check-in with new employees filling communication roles to ascertain effectiveness of
OCM on-boarding and orientation.

Mid-Term: Build Systems (120 days to one year)

These recommended actions support the 2026-2030 Strategic Plan

Work Goal #1: Cultivate a high-performing, inclusive and well-supported workforce, and culture.
Strategy 2: Champion Well-being.

1.

2.

The Vice President for Human Resources will incorporate effective internal and external
communications into performance evaluations for any role leading employees. (Cardinal
Principle(s): Integrity and Transparency, Community of Care, Accountability, Leadership)
Assessment: Employee engagement survey with questions about leaders’ transparency
and authenticity, and an annual climate survey with comparable questions. Do results
improve year upon year. Employee turnover rates, with exit survey indicating departure
related to issue of senior leader communication, empathy, and transparency.

The Vice President for Communications and Marketing will create a structure that
strategically supports all unit level communications across the university. (Cardinal



Principle(s): Integrity and Transparency, Community of Care, Accountability, Leadership)
Assessment: Survey developed and fielded to determine how supported employees feel
who are filling communication roles across the institution.

3. The Vice President for Communications and Marketing will develop and publish
communications Key Performance Indicators (KPI). The KPIs identify what the university
values from communication and marketing. (Cardinal Principle(s): Integrity and
Transparency, Respect, Accountability, Leadership)

Assessment: Annual climate survey includes specific questions about perceptions about
the effectiveness of campus communications. Do results improve year upon year.

4. The Vice President for Communications and Marketing, the Vice Provost for Assessment
and University Decision Support/Analytics, and the Chief Information Officer will
conduct a campus wide needs assessment to evaluate enterprise-wide communications
solutions and existing channels of communication. (I.E., each unit using different
methods for their newsletters). Cardinal Principle(s): Integrity and Transparency,
Accountability, Leadership)

Assessment: Every three years conduct a needs assessment survey and take inventory
of outreach mechanisms.

5. The Vice President for Communications and Marketing will develop materials to
socialize strategic communications or initiatives with the campus communications team.
(structure, budget, impacts, key priority areas). (Cardinal Principle(s): Integrity and
Transparency, Community of Care, Respect, Accountability, Leadership)

Assessment: OCM works collaboratively with executive leadership (Dean/VP) to
disseminate executive level decision making and initiatives which are relevant to the
campus constituents.

Long-Term: Institutionalize (Three years to five years)

These recommended actions support the 2026-2030 Strategic Plan

Work Goal #1: Cultivate a high-performing, inclusive and well-supported workforce, and culture.
Strategy 2: Champion Well-being.

1. The Vice President for Communications and Marketing will annually audit the university
wide communications strategy. (Cardinal Principle(s): Integrity and Transparency,
Accountability, Leadership)

Assessment: Annual climate survey includes specific questions about perceptions about
the effectiveness of campus communications. Do results improve year upon year.

Section 5: Metrics & Success Indicators
See recommendations above.



Section 6: Timeline, Dependencies, Resource Estimates
Outline timeline assumptions (if known), any dependencies or risks, and resource estimates (if
attainable)

Timeline Assumptions
e Quick wins: 60-120 days from implementation
e Mid-Range: 120 days to a year
e Long Range: A year to three years.

Dependencies/Risks
e Staffing
e Training (employees, etc.,)
e Support from service units (I.E., for assessment and evaluations)
e Negative employee morale and engagement.
e Lack of buy-in from administrators and campus community.
e Continued lack of trust, enduring organizational trauma.

Resource Estimates
e VPHR workload to incorporate effective internal and external communications into
performance evaluations for any role leading employees.
e VP OCM workload to:

o Provide centralized guidance and standard operating procedures and tools for
communication specialists and those who are assisting with communication
responsibilities which are distributed across the university.

o To onboard and provide orientation for employees filling communication roles.

o To develop and publish communications Key Performance Indicators (KPI).

o To assess existing communication channels for transparent and authentic
communication.

o To conduct annual audits of university wide communications strategy.

o To develop materials to socialize strategic communications or initiatives
(structure, budget, impacts, key priority areas).

e OCM and Vice Provost for Assessment and University Decision Support/Analytics
workload to implement a university-wide internal communication assessment plan.
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TRANSPARENCY

Section 1: Problem Statement

There is a lack of transparency when it comes to administration decision-making
process, which manifests across various critical university operations. On a broad scale,
there is frequently a substantial gap between stated university principles (e.g.,
community of care, accountability, transparency) and the administration's approach to
decision-making and communication. Unclear communication and lack of context
regarding important matters—such as budgetary changes, compensation practices, and
administrative hires—often leave the campus community reliant on informal and
inconsistent channels for information, fostering uncertainty and confusion. Additionally,
when decisions are made about resource allocation or key personnel appointments, the
rationale behind these choices is frequently not shared in sufficient detail, fueling
perceptions that input from stakeholders is overlooked which erodes trust in
leadership’s intentions and processes.

e Example: On Feb. 16, without any prior campuswide communication, context, or
discussion on the issue, the university sent an email to the campus community
stating that due to “budget considerations” the university is choosing to
“conclude its management of the ELC on June 30, 2026”. See Addendum 1 for an
Al Co-Pilot revised version of the email.

e Example: On Feb. 20, without any prior campuswide communication about the
issue, and lacking proper context, an email went out about “GTA reductions in
the College of Arts & Sciences”. For most in the community who had no
knowledge of the issue, or of what misinformation the email was attempting to
counter, the email raised more questions than it answered.

e Example: Without context, an email went to an entire division notifying them
that the next afternoon at 4 p.m. there will be a mandatory, divisionwide
meeting with the Executive Vice President and Provost. The fact that this
meeting is taking place is immediately known widely across the university and
misleading information is shared about the purpose of the meeting. During the
meeting, employees expressed that they thought the meeting was called to
notify employees they were being fired.

e Example: When conducting senior administration hires (VP/Dean and above)
little is shared about what specific skills, experiences, and qualifications led to
the chosen candidate being hired.

e Example: Flock license plate camera readers are installed across the campus
without follow-up explanation through shared governance bodies.



e Example: Administrators widely shared that in fall 2025 we obtained record
enrollment, retention, and graduation rates. Then during his Feb 2026
Presidential Town Hall, the President emphasized that UofL “is financially
stable”. At the same time the university is limiting one-time pay, continuing
selective hiring practices, and all units have been asked to identify 10% of the
unit’s FY2026 adopted general fund budget for strategic reallocation in support
of university strategic priorities. These themes are incongruent. We acknowledge
that in fall 2025 the President did not have fidelity on potential state legislature
cuts to higher education. During the Mar 2026 Presidential Town Hall, the
President provided good context around these incongruent themes.

Data

2026 UofL Campus Climate Survey (NOTE: Language is this section is verbatim from
the source documents)

Executive Qualitative Summary of Question #1: Employee Well Being

Communication: Transparency, Timing, and Meaningful Engagement
Communication emerged as a critical factor shaping trust during change. Respondents
consistently requested clearer explanations of why decisions are made, not solely
announcements of outcomes. Communication among units/divisions was often
described as delayed, fragmented, or filtered through multiple layers, leaving frontline
employees underinformed.

While listening sessions and forums were acknowledged, many respondents reported
limited evidence that feedback influenced decisions. Inconsistent follow-up under-
minded perceived authenticity. Ambiguity around policy implications—particularly
related to external political or legislative pressures—heightened anxiety, especially
among faculty, staff, and marginalized groups.

Tone also mattered. Impersonal or abrupt messaging during moments of loss or
disruption was described as damaging to morale and institutional goodwill.

Full Qualitative Summary of Question #1: Employee Well Being

Management
Feedback from respondents referred to leadership at all levels and revealed consistent,
institution-wide concerns regarding leadership practices, decision-making, and
employee trust. These themes reflect systemic issues rather than isolated incidents.
e Leadership Accountability Gaps
o A dominant concern was the perceived lack of accountability for
managers/supervisors, deans, and senior administrators.



o Respondents reported inconsistent consequences for underperformance
or misconduct, with senior leadership often viewed as insulated from
scrutiny.

o This perceived imbalance undermines confidence in leadership credibility
and institutional fairness.

Insufficient Management and Leadership Training

o Many supervisors were perceived as ill-prepared for people management
responsibilities.

o Respondents cited deficiencies in training related to communication,
performance management, conflict resolutions, and equitable decision-
making.

o Absence of structured leadership development was linked to avoidant
management behaviors and harmful workplace dynamics.

Hiring and Leadership Selection

o Hiring practices were frequently characterized as opaque, delayed, or
misaligned with operational needs.

o Concerns included limited stakeholder input, favoritism, and prolonged
vacancies that exacerbated workload pressures.

Executive Quantitative Report: Communications and Transparency

Employees expressed mixed views about the transparency of senior leadership,
with (38%) disagreeing and (38%) agreeing.

However, of note, a significant percentage of respondents (24%) neither agreed
nor disagreed.

While research indicates a “neutral” response is not purely negative, research
supports that a “neutral” response is different from being satisfied.

Research supports that a high proportion of neutrals frequently means
respondents are not ready to endorse the statement, which many leaders
interpret as a soft red flag.

III

Communication & Transparency

1. Senior leadership provides clear rationales for major decisions, as appropriate.

1 Strongly disagree 315  15.77% D

2 Disagree 451 22.58% (D

3 Neither agree nor disagree 477 23.89% _

4 Agree 611 30.60% [

5 Strongly agree 143 7.16%

Total 1,997 0% 50% 100%

Workload & Morale

A high percentage (31%) of employees expressed strong disagreement or
disagreement, with a further (32%) expressing “neutral” responses that
university leadership holds supervisors accountable for maintaining a positive
work environment, of which communications is an important part.

While research indicates a “neutral” response is not purely negative, research
supports that a “neutral” response is different from being satisfied.



e Research supports that a high proportion of neutrals frequently means
respondents are not ready to endorse the statement, which many leaders
interpret as a soft red flag.

2. University leadership holds supervisors accountable for maintaining a positive, productive work environment.

1 Strongly disagree 262 13.17% |1

2 Disagree 394 19.80% (D

3 Meither agree nor disagree 643 32.31% ([

4 Agree 562 2829% [

5 Strongly agree 128 6.43%

Total 1,990 0% 50% 100%

In 2023 three industry standard “climate” surveys were administered at UofL.
1. Collaborative on Academic Careers in Higher Education (COACHE)
2. Higher Education Research Institute (HERI)
3. Great Colleges to Work For (GCTWF)

Areas of Intersection Overlapping Results Across the Three Surveys
Negatives: Salary/Compensation ® Communication ¢ Recognition

GCTWEF Areas of Concern Compared to Carnegie Peers
Confidence in Senior Leadership UofL scored meaningfully* less positive than peers:
e Senior leadership has the knowledge, skills, and experience necessary for
institutional success (UofL = 47%, Peers = 65%)
e | believe what | am told by senior leadership (UofL = 40%, Peers = 60%)
e Senior leadership communicates openly about important matters (UofL = 33%,
Peers = 55%)
e This institution is well run (UofL = 33%, Peers = 55%)
e *Modern Think determined that a 10% difference indicates areas that should be
addressed.

Communication UofL scored meaningfully* less positive than peers:

e |In my department, we communicate openly about issues that impact each
other’s work (UofL = 54%, Peers = 71%)

e Changes that affect me are discussed prior to being implemented (UofL = 40%,
Peers = 53%)

e At this institution, we discuss and debate issues respectfully to get better results
(UofL = 37%, Peers = 56%)

e *Modern Think determined that a 10% difference indicates areas that should be
addressed.

Additionally in 2023 (Becky F. Antle, PhD, MSSW, LMFTi and Lesley Harris, PhD)
administered Culture and climate Lessons from a Research Study on Organizational
Trust in Higher Education. This study featured Trust Culture and Climate Focus Groups.



Most Frequent Themes from Trust Culture and Climate Focus Groups

University Administration: Specific issues that pertain to University-level
leadership/ administration, which include students, staff, and faculty being
unable to trust them

Distrust of Administration: When employees' confidence level or faith lowers in
their colleagues or the university, this shows a lack of trust in the workplace.
Numerous factors, including poor communication, lack of transparency,
micromanagement, inconsistent leadership, and favoritism.

Administration is Out of Touch: Administration makes changes they see as
productive but are received as less-than-helpful for others. This can include the
departmental or university admin.

"Lip Service”: support for someone or something that is expressed in words but
that is not shown in that person's or organization's actions.

Section 2: Root Cause Analysis
Identify underlying drivers of the problem (policies, processes, behaviors).
Administration

The history of public leadership failures at UofL has led to significant
organizational trauma. Senior administrators must acknowledge this trauma
before many in the campus community are willing/able to begin “buying in.”

An overreliance on trickle-down information flow, managed in very uneven ways
by VPs, across campus.

Administrators are risk averse in what they are willing to communicate, and
when they are willing to communicate it.

Initiatives are announced without clear implementation plans, progress updates,
or explanations for delays, complicating effective operations and eroding morale
and trust.

Lack of campus understanding of who the Board of Trustees (BOT) are, what
they are charged with, and what they do not do.

Lack of communication from the BOT when contentious decisions are made.

Processes

Legal restrictions governing what can and cannot be shared in certain situations
(I.E., senior personnel changes, etc.). However, there is always something that
can be shared and in that communication these restrictions should be
acknowledged.

The institution lacks a consistent process to ensure policy or practice changes are
communicated before implementation and followed through after initial
consultation. Shared governance bodies are informed early, but updates stop.
Roles and responsibilities are not clearly defined for people performing
communications functions who might not be OCM professionals.

Potential lack of coordination and consistent messaging/policy between
centralized unit HR and OCM workforces.



Section

2: Recommended Actions

Short-Term: Quick Wins (60-120 days)

Theser

ecommended actions directly support the 2026-2030 Strategic Plan.

Work Goal #1: Cultivate a high-performing, inclusive and well-supported workforce, and

culture.

Strategy 2: Champion Well-being

1.

The President will openly acknowledge to the campus community the challenges
(HB-4, budget headwinds, etc.,) impacting higher education in general and
specifically to UofL. When sharing the results from the 2026 campus climate
survey, the President will share the poor results from the 2023 climate surveys
compared to peer institutions. We acknowledge there was a different president
in 2023. However, numerous administrators were here then and are still serving
in the same leadership roles or are still here serving in different leadership roles.
Without this acknowledgement, employees are unsure where they have agency,
they feel disconnected, and feel forgotten. (Cardinal Principle(s): Integrity and
Transparency, Community of Care, Respect, Accountability, Leadership)
Assessment: Employee engagement survey with questions about leaders’
transparency and authenticity, and an annual climate survey with comparable
guestions. Do results improve year over year? Employee turnover rates, with exit
survey indicating departure related to issue of senior leader communication,
empathy, and transparency. Track open rates of presidential communications as
a Key Performance Indicator. Create a feedback mechanism where faculty, staff
and students can submit anonymous questions in response to presidential
communications.

The President and senior administrators will mandate that before decisions are
made which directly impact employees, and which may be controversial (I.E.
closure or reduction of services for units serving employees, pay, benefits, or
issues impacting families) shared governance bodies will be invited to help
administrators understand how these potential decisions will impact the
workforce and to help shape communications to ensure the communication is
empathetic and that it addresses potential ways in which the impact on the
workforce and the campus community can be mitigated. (Cardinal Principle(s):
Integrity and Transparency, Community of Care, Respect, Accountability,
Leadership)

Assessment: Employee engagement survey with questions about leaders’
transparency and authenticity, and an annual climate survey with comparable
guestions. Do results improve year over year? mployee turnover rates, with exit
survey indicating departure related to issue of senior leader communication and
transparency. Track number of complaints the Faculty and Staff Senates receive
related to lack of transparency in decision making.



3. The President will hold senior administrators accountable through established
goals and merit-based performance evaluation for acknowledging and
addressing issues identified in the 2026 climate survey. (Cardinal Principle(s):
Integrity and Transparency, Community of Care, Respect, Accountability,
Leadership) Assessment: Employee engagement survey with questions about
leaders’ transparency and authenticity, and an annual climate survey with
comparable questions. Do results improve year over year? Consider some type
of scorecard that is disseminated to the campus community on the number of
goals achieved.

4. The President and senior administrators will routinely share information about
how decisions are made (I.E., before inclement weather season, a note goes out
to the campus community about the process to decide delays/closures, who is
involved, what they are looking at, and who makes the decision. For decisions
regarding strategic reallocation of the unit’s 10% pullback in support of
university strategic priorities, who is involved in the decision to reallocate
resources, what is the rubric for deciding who receives the funding, and then
sharing why the decision was made). (Cardinal Principle(s): Integrity and
Transparency, Community of Care, Respect, Accountability, Leadership)
Assessment: Employee engagement survey with questions about leaders’
transparency and authenticity, and an annual climate survey with comparable
guestions. Do results improve year over year? Employee turnover rates, with exit
survey indicating departure related to issue of senior leader communication and
transparency.

5. The President and senior administrators will share information with the campus
community in a timely fashion, including important context, even if the
perception is that it might be “bad news” (I.E. enrollment projections trending
toward not being met, budgetary issues, conversations about the ELC potentially
having to close, etc.,) (Cardinal Principle(s): Integrity and Transparency,
Community of Care, Respect, Accountability, Leadership)

Assessment: Employee engagement survey with questions about leaders’
transparency and authenticity, and an annual climate survey with comparable
guestions. Do results improve year over year? Employee turnover rates, with exit
survey indicating departure related to issue of senior leader communication and
transparency.

6. The Vice President for Human Resources will collaborate with the Assistant Vice
President for Employee Success to develop a standard rubric, identifying key
characteristics required for effectively leading UofL employees, to be used in
searches for senior administrators (VP/Dean and above). The rubric will be
mandatory to be used by search committees for these roles, and the rubric will
be shared with the campus community. (Cardinal Principle(s): Integrity and
Transparency, Community of Care, Respect, Accountability, Leadership)



Assessment: Employee turnover rates, with exit survey indicating departure
related to issue of poor leadership. Senior leader performance evaluation
metrics with respect to effectiveness in communication are tracked and reported
to the administration.

7. The Chief Information Officer will create a Presidential dashboard that provides
updates on critical initiatives at the university, updates on presidential priorities,
and is a repository for presidential communications. (Cardinal Principle(s):
Integrity and Transparency, Accountability, Leadership)

Assessment: Dashboard usage data and number of complaints faculty and staff
senate receive related to lack of updates on presidential priorities.

Mid-Term: Build Systems (120 days to one year)

These recommended actions directly support the 2026-2030 Strategic Plan

Work Goal #1: Cultivate a high-performing, inclusive and well-supported workforce, and
culture.

Strategy 2: Champion Well-being

Work Goal #2: Achieve operational excellence and financial stability through workforce
optimization and digital transformation.

Strategy 1: Systematically audit all core administrative functions to eliminate
redundancies, enhance efficiency, and provide real-time data for decision-making.

1. Onan annual basis the Executive Vice President for Finance and
Administration/CFO will develop a Budget “101” video to be presented at a
Presidential Town Hall and to be shared on the presidential dashboard website.
At a minimum, it should outline the process of where revenue comes from,
where it goes, and updates on the status of issues impacting the budget.
(Cardinal Principle(s): Integrity and Transparency, Accountability, Leadership)
Assessment: Track Town Hall attendance and dashboard usage data, specifically
downloads of the budget presentation. Track number of complaints faculty and
staff senate receive related to lack of transparency in budget process.

2. The Vice President for Human Resources will prioritize recruitment and selection
of leaders with strong and emphatic leadership skills over strong technical skills
or academic pedigree. This will be accomplished by using standardized, situation-
based questions in interviews designed to elicit behavior driven responses. A
representative of the Employee Success Center will be on hiring committees for
VP/Dean and above roles. (Cardinal Principle(s): Integrity and Transparency,
Community of Care, Respect, Accountability, Leadership)

Assessment: Employee engagement survey with questions about leaders’
transparency and authenticity, and an annual climate survey with comparable
guestions. Do results improve year over year? Employee turnover rates, with exit



survey indicating departure related to issue of senior leader communication and
transparency. Track number of complaints the Faculty and Staff Senate receive
relates to empathy in decision making.

The Vice President for Human Resources will modify performance evaluations
for VP/Deans and any roles which supervise employees to a) to indicate that
leading their workforce effectively is the most important part of the role, and b)
add metric to evaluate their effectiveness in communication. Employees they
supervise are offered the opportunity to provide formal, 360-degree feedback on
the supervisor’s performance. (Cardinal Principle(s): Integrity and Transparency,
Community of Care, Respect, Accountability, Leadership)

Assessment: Employee engagement survey with questions about leaders’
transparency and authenticity, and an annual climate survey with comparable
guestions. Do results improve year over year? Employee turnover rates, with exit
survey indicating departure related to issue of senior leader communication and
transparency. Track number of complaints the Faculty and Staff Senates receive
which are related to lack of communication, or poor communication.

The Assistant Vice President Employee Success Center will add information at
New Employee Orientation which provides new employees with an overview of
the Board of Trustees (BOT); who they are, what do they do, what do they not
do. (Cardinal Principle(s): Integrity and Transparency, Accountability, Leadership)
Assessment: Number of complaints Faculty and Staff senates receive related to
lack of understanding of the BoT.

. The Assistant Vice President Employee Success will collaborate with appropriate
campus partners to create a standalone, mandatory onboarding session for any
employee hired to supervise employees. The session will include how to
effectively communicate at UofL.

Assessment: Per recommendation #8 above, quantitative data from evaluations
of employees who supervise employees. Employee engagement survey with
guestions about leaders’ communications. Track the number of complaints the
Faculty and Staff Senates receive related to supervisor communication.

The Vice President for Communications and Marketing will create a formal
mechanism for the campus community to recommend topics for Presidential
townhalls, to submit questions in advance, and for the campus community to
submit feedback following a Town Hall. (Cardinal Principle(s): Integrity and
Transparency, Community of Care, Respect, Accountability, Leadership)
Assessment: Dashboard usage data and number of complaints Faculty and Staff
Senates receive related to lack of updates on presidential priorities.

The Vice President for Communications and Marketing will develop strategic
internal communications materials around the institution’s priorities (structure,



budget, impacts, key priority areas). (Cardinal Principle(s): Integrity and
Transparency, Community of Care, Respect, Accountability, Leadership)
Assessment: Reports on usage rates of the tools, and effectiveness of these
marketing materials. Annual climate survey includes questions evaluating the
tools, use of these tools, and effectiveness of these marketing materials.

Long-Term: Institutionalize (3-5 years)

These recommended actions directly support the 2026-2030 Strategic Plan

Work Goal #1: Cultivate a high-performing, inclusive and well-supported workforce, and
culture.

Strategy 2: Champion Well-being

1. The President will promote and retain leaders who demonstrate strong and
empathetic leadership skills, and communication skills over leaders who
demonstrate only strong technical skills. (Cardinal Principle(s): Integrity and
Transparency, Community of Care, Respect, Accountability, Leadership)
Assessment: Employee engagement survey with questions about leaders’
transparency and authenticity, and an annual climate survey with comparable
guestions. Do results improve year over year? Employee turnover rates, with exit
survey indicating departure related to issue of senior leader communication and
transparency. Track number of complaints the Faculty and Staff Senates receive
which are related to lack of communication, or poor communication.

Section 5: Metrics & Success Indicators
Define how success will be measured (leading and lagging indicators).
See recommendations above.

Section 6: Timeline, Dependencies, Resource Estimates
Outline timeline assumptions (if known), any dependencies or risks, and resource
estimates (if attainable)

Timeline Assumptions
e Quick wins: 60-120 days from implementation
e Mid-Range: 120 days to a year
e Long Range: A year to three years.

Dependencies/Risks
e Staffing
e Training (employees, etc.,)
e Support from service units (I.E., for assessment and evaluations)
e Negative employee morale and engagement.
e Lack of buy-in from administrators and campus community.
e Continued lack of trust, enduring organizational trauma.

10



Resource Estimates
e 1 x Full-time Employee staff increase in Employee Success Center for a trainer,
with communications training being a key component of curriculum.
e (IO staff to develop Presidential dashboard.
e VPHR staff to revise performance evaluation for VP/Dean and above, (and all
roles which supervise employees) to add metric used to evaluate effectiveness in
communication.

Addendum 1 Original ELC email and Al revised to include context and empathy

On Feb. 16, without any prior campus wide communication or discussion on the issue,
the university sent an email to the campus community stating that due to “budget
considerations” the university is choosing to “conclude its management of the ELC on
June 30, 2026”. Below is the original email, and a Co-Pilot Al revised version for clarity,
succinctness, empathy, and including resources.

Original Email
Dear University of Louisville Community:

For more than 17 years, the University of Louisville, in partnership with Family Scholar
House, has managed the Early Learning Campus (ELC), offering an exceptional early
childhood education experience for children of UofL faculty, staff, students and
residents of Louisville.

Unfortunately, budgetary considerations no longer allow UofL to sustain this
partnership, and the university has made the difficult decision to conclude its
management of the ELC on June 30, 2026. UofL remains committed to providing high-
quality care through June 30, 2026, contingent upon sufficient and appropriate staffing
that maintains ratios and meets the needs of enrolled children.

This decision was not made lightly. UofL and Family Scholar House have enjoyed a
strong partnership that has resulted in extraordinary childhood education and care for
many area families over the period of nearly two decades.

Family Scholar House remains steadfast in its mission to serve low-income families and
is working to secure a new partner to carry this important work forward in its current
space. The university is deeply supportive of this effort.

“The first Family Scholar House children that were enrolled at the ELC in 2008 are now
college students,” said CEO Cathe Dykstra. “We appreciate the partnership with UofL
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that laid the foundation for our children to succeed in education and become life-long
learners.”

UofL is grateful for the years of collaboration and impact, and we wish Family Scholar
House every success as it embarks on this next chapter — one built on a solid
foundation of care, community, and possibility. While we can no longer operate the ELC,
we will continue our collaboration with Family Scholar House in other areas.

Co-Pilot Al revised version

Dear University of Louisville Community,

For more than 17 years, the University of Louisville, in partnership with Family Scholar
House, has managed the Early Learning Campus (ELC), providing exceptional early
childhood education for the children of UofL faculty, staff, students, and families
throughout Louisville.

For many years ELC has been losing significantly more revenue than it generates. Over
the course of the past twelve months the administration has attempted to find ways to
ensure the continued operations of the ELC. These efforts included exploring the
following options:

Options listed and reasons explain why they are not tenable.

Unfortunately, current budget conditions no longer allow the university to sustain this
partnership. After thorough review and careful consideration, UofL has made the
difficult decision to conclude its management of the ELC on June 30, 2026. We remain
fully committed to providing high-quality care through this date, contingent upon
maintaining the staffing levels necessary to meet required ratios and support the needs
of enrolled children.

This decision was not made lightly. Our partnership with Family Scholar House has been
deeply meaningful, resulting in thousands of children receiving outstanding early
learning experiences over nearly two decades.

We recognize that this transition creates uncertainty for families and staff, and we are
committed to assisting during this period of change. We encourage leaders at all levels
to exercise grace and compassion with impacted employees. The following are among
resources which are available:
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e UofL Employee Dependent Care Resources — Support in identifying alternative
childcare options and navigating community providers.

e UofL Employee Assistance Program (EAP) — Confidential counseling and support
services for employees affected by the transition.

e UofL Student Care Services — Assistance for student-parents exploring new
childcare arrangements or academic accommodations.

e Family Scholar House Family Services Team — Support for low-income families
and guidance during program transitions.

e Louisville Metro Early Childhood Resource Network — Community referrals to
licensed childcare providers and early learning programs.

Family Scholar House remains committed to its mission of supporting low-income
families and is working to secure a new partner to continue operating the ELC in its
current space. The university is fully supportive of this effort.

“The first Family Scholar House children enrolled at the ELC in 2008 are now college
students,” said CEO Cathe Dykstra. “We appreciate the partnership with UofL that laid
the foundation for our children to succeed in education and become life-long learners.”

We are grateful for the years of collaboration and the powerful impact of this shared
work. While UofL will no longer operate the ELC, we look forward to continuing our
collaboration with Family Scholar House in other areas that advance our shared
commitment to educational access and family support.

We will continue to communicate updates and provide guidance as the ELC transitions
to new operational leadership. Thank you for your understanding, partnership, and care
for the children and families who are at the heart of this work.
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