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Background.  In the fall of 1999, the Division of Student Affairs and the Campus Y Advisory Board decided that the vacancy in the Director’s position presented an opportunity for the Y to reexamine its strategic direction and set a course for the future.  The Advisory Board appointed a Strategic Planning Committee and the Division of Student Affairs hired a team of reviewers to support a strategic planning process.   The process included data gathering from students, alumni, faculty board members, present and former staff, university administrators and community agencies.  The reviewers shared this information with the planning committee which discussed key issues and formulated recommendations for review by the entire Advisory Board.



Findings. While the data is rich in detail and diverse points of view, several common themes emerged.  First, the Campus Y is generally appreciated for its important contributions to campus life and to the community.  Second, most stakeholders view the Y’s mission as a combination of community service and social justice activism.  Third, a general consensus emerged regarding the things the Y is doing well (at this time) and the places were it is falling short. 

 Everyone agreed that the tradition of community service is alive and well, and while there is room for improvement, the Y generally does a good job of getting volunteers into the community.  While most do not know the details of the Y’s history, there is a general sense that, in the past, the Y has had the image and role of being a center, and sometimes the center of student activism, but that it no longer has that role or that image. The gap between various stakeholders’ ideas of the Y’s historical mission and role and their perception of current programs and activities leads to the sense that the Y is “falling short” of being all that it has been, could be, and should be. 


Conclusions.   Based on this input, and its own deliberations, the Advisory Board affirmed its interest in seeing the Y fulfill its historical mission. It will undertake a full year of planning and discussion designed to engage all the constituencies around the challenge of restoring the activist role of the Y. It will also take a number of other specific steps: hiring a new director committed to restoring the Y’s historical activist role, involving alumni and faculty more effectively with students interested in addressing social concerns, developing a written agreement among the various constituencies to support the independence of the Y, and renewed efforts at fund raising.  Student leaders of the Y have also committed to do more through new initiatives at education and information sharing among Y committees, partnerships and liaison with other activist organizations, and through a process of reviewing and revising the Y’s mission so it more clearly reflects the activist commitment. 
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A. Background and Project Plan

In the fall of 1999, the Student Affairs Division and the Campus Y Advisory Board agreed that the vacancy in the Director’s position presented an opportunity for the Y to reexamine its strategic direction and set a course for the future.  While the Advisory Board itself had some ideas on the issues relevant to the Y’s direction, it determined that a data-gathering process including a variety of stakeholder groups would be the best foundation for good planning decisions.  A team of experienced organizational consultants (David Kiel, Susan Fowler, and Collin Rustin) was engaged to serve as external reviewers, and a Strategic Planning Committee with representatives from the Division of Student Affairs, the students, the faculty, and the community was formed to review the data and explore the issues. The reviewers and the Board agreed to the following project plan (Table 1) to be carried out during the period January-April 2000.

Table 1. Campus Y Strategic Planning Process

1. Identify stakeholders and stakeholder groups

2. Develop questions for each group

3. Conduct interviews and focus groups

4. Send out surveys and compile survey data

5. Reviewers analyze data

6. Reviewers report data and conclusions to strategic planning committee

7. Strategic planning committee develops recommendations

8. Advisory board discusses, revises, and adopts the strategic planning report

Advisory Board members Yonni Chapman (Community Representative), Ann Dunbar (Faculty Representative), Emily Howard (Student Representative), and Cindy Wolf Johnson (Administration Representative) served on the strategic planning committee.

B. Data Gathering



The data-gathering phase of the project comprised five focus groups, ten interviews, and two surveys.  The reviewer team conducted focus groups with the following stakeholder groups:
· Student leaders who are active in the Y

· Student leaders who are not active in the Y

· Community agencies representatives who work with student volunteers from the Y

· Former Y board members and administrators

· Y Advisory Board

The team also interviewed the following key individuals:

1.
Donald Bolton, former Vice Chancellor for Student Affairs


2.
Chimi Boyd, Acting-Associate Director of the Campus Y


3.
Nick Didow, Director of Carolina Center for Public Service


4.
Mary Morrison, Director of A.P.P.L.E.S.


5.
Zenobia Hatcher -Wilson, Former Director of the Campus Y


6.
Sue Kitchen, Vice Chancellor for Student Affairs


7.
Cindy Wolf-Johnson, Associate Vice Chancellor for Student Learning


8.
Dick Richardson, Provost of UNC-CH


9.
Kesha Tysor, Secretary to the Campus Y


10.
Edith Wiggins, Former Associate Vice Chancellor for Student Affairs

Cindy Wolf Johnson and students from the Campus Y sent out surveys to the Y membership and a sample of Y alumni from the last ten graduating classes.

In preparing the data summary and conclusions for the Strategic Planning Committee, the reviewer team considered all of the above data except the Campus Y membership survey, which was not yet compiled.  

C.  Data summary  

While the data is rich in detail and diverse points of view, common themes emerged.  First, the Campus Y is generally appreciated for its important contributions to campus life and to the community.  Despite concerns about its current status and activities, the Y has a legacy that holds firm.  


Second, most stakeholders (with the exception of some of the community agency representatives) view the Y’s mission as a combination of community service and social justice activism. 



Third, a general consensus emerged regarding the things the Y is doing well (at this time) and the places where it is falling short.  The chart below summarizes these themes.  Everyone agrees that the tradition of community service is alive and well, and while there is room for improvement, the Y generally does a good job of getting volunteers into the community.  While most do not know the details of the Y’s history, there is a general sense that, in the past, the Y has had the image and role of being a center, and sometimes the center of student activism, but that it no longer has that role or that image.

Table 2. Evaluation of the Y's current programs based on the information collected

	WHAT THE Y DOES WELL CURRENTLY
	WHAT THE Y DOES LESS WELL OR POORLY (but may have done better in the past)



	Provide service opportunities for students


	Empower students in social activism

	Meet community needs for volunteers


	Foster activist organizations

	Provide leadership and involvement opportunities for emerging campus leaders, especially during their first two years


	Take on major social justice issues in society

	Provide opportunities to learn about current issues of social concern


	Address social justice issues/student needs in the university

	Provide an excellent orientation and effective recruitment program through the summer camp
	Involve, engage faculty

	
	Involve, engage alumni



	
	Raise funds



	
	Act independently of the administration




The Campus Y has a tradition of addressing unmet human needs and advocating for social justice on campus, in the community, and in society as a whole.  The Y has done this through:


1.
Programs that place students as community volunteers


2.
Programs of education and dialogue about social issues


3.
Fostering and spinning off activist organizations


4.
Policies and leadership that promote student empowerment


5.
Taking stands on social issues as an organization


6.
Mobilizing concern on social issues

According to the assessments made, the Y is doing a really good job in only two of its six traditional functions (1 and 2, above).  However, it has impressive results within those realms.  It is the largest student organization on campus outside of Student Government, has nearly 20 active committees, and provides volunteers to many community organizations.


  Nonetheless, the data indicate a pervasive concern about the gap between the historic mission and the current reality.  The gap between various stakeholders’ ideas of the Y’s historical mission and role and their perception of current programs and activities leads to the sense that the Y is “falling short” of being all that it has been, could be, and should be.

D.  Analysis of Causes


The perception of a gap between the Y’s history and its current status begs the question, “Why is this so?”  Some stakeholders shared insights about changes in the environment that may be contributing factors:


1.
There are many more activist student organizations than before, some of which were started through the Y.


2.
UNC is making a major investment in volunteerism through the Center for Public Service and the APPLES program.


3.
More students hold income-producing jobs, reducing their time for activist involvements.


4.
There is more complacency in society as a whole.

In addition to these external factors, many stakeholders mentioned that the Y’s position within the Division of Student Affairs and its limited funding may be inhibiting its ability to fulfill its historical role as a center for student activism and the struggle for social justice.


In discussing the results presented by the reviewers, the Y planning committee added the following analysis (Table 3) of some of the reasons why the Campus Y has lost its historical place as the center of campus activism.

Table 3.  Potential Causes for the Decline of the Y's Role in Social Justice Activism on Campus-- (Developed by the Planning Committee)

· Social justice activism rises and falls based on what other groups are doing

· Assessment and planning functions relative to social action have been weak

· Since the Y has come under the umbrella of the Student Affairs Division, there has sometimes been a feeling that the activism function of the Y has not been always supported, and at times directly discouraged

· Many students are unaware of the activist part of the Y’s history, but the leaders are aware and interested in preserving that part of the mission

· Fear of conflict within the diverse student groups that make up the Y may also be work against activism.  Members may not want to confront their differing political views.

· The resources simply aren’t there to sustain the social justice aspect of the Y.  

· There hasn’t been enough emphasis put on integrating the learning that comes from volunteer work with social justice actions and activities.

· There is a lack of clarity about the role of the Director in relationship to social activism (e.g., leader, facilitator, role model, neutral observer, etc)

· Social justice work isn’t institutionalized; there is no way to carry on from year to year and student leader to student leader.  

· There is a lack of cohesion and connectedness between committees, which makes it hard for the Y to define a clear social activism agenda and get a large portion of the membership to follow-through on that agenda.

E. Setting the Strategic Direction  


Most of those consulted in this process want to see the Y do more to fulfill its historical mission as a center of student activism and creativity on the UNC Campus.  In light of the information gathered and our own deliberations on the issues, the Campus Y Advisory Board affirms the following points:

1.
We intend to help the Y do more to fulfill its historical mission as a center of student activism on the UNC Campus (without diminishing the strength of the volunteerism component of the program). 

2.
We will develop a full strategic plan over the next year in a process that will be led by students and staff with input and feedback from the Advisory Board.   

3.
While a full plan is being developed, we will take the steps outlined below to move the Campus Y closer to its historical mission.

F.  Action Steps

We believe that the actions detailed below will help the Campus Y move toward fulfilling its historical mission.  We commit ourselves to accomplishing these steps during the next school year.   

In formulating these steps the Advisory Board considered eight important organizational dimensions of implementation: mission, program, governance, partnerships, faculty relations, alumni relations, funding, and leadership.  It started its discussion by formulating a broad question in relationship to each category. It then developed a recommendation that clarified the direction of policy in relationship to each area.  Finally it set out specific strategies or action steps that could be taken in the coming year.
1. Mission: What is a mission statement that captures the essence of what today's Y should be?

Recommendation:  

The Campus Y needs to make its mission statement more concrete, as its current wording is abstract to some.  The mission statement also needs to be more inclusive; it could include ideas such as “equality of opportunity” and “solidarity,” for example.  Finally, the mission needs to explain the meanings of both “pluralism” and “social justice.”

Strategies:


1.
Revise/draft the current mission statement and include an explanation of pluralism and social justice below it on all documents.


2.
To be more inclusive, a statement should follow the mission that summarizes the principles that guide the Campus Y; providing information about the integration of social justice and volunteerism is one example.  


3.
The mission statement should remain flexible so that a wide variety of people can still embrace it.    

B.
Program: If the Y truly became a more respected center of campus activism and social justice, what would its programs look like, how would they be different than they are now?

Recommendations:

1.
Promote education within the cabinet and among the membership in order to strengthen the internal awareness of the Campus Y.  This will in turn facilitate external awareness, or the education of the larger campus community. 


2.
Make social justice a bigger part of the Campus Y program. 


3.
The executive committee and co-chairs should develop concrete plans to incorporate activism into their work for the year.  They should be held accountable for incorporating this activism into their work. 


4.
The development of a more intentional educational process around volunteer work will not only help the Y achieve its mission but will also empower members to go above and beyond Y programs to eliminate social injustices.  


Strategies:


1.
Connect students to existing social justice organizations in the community and state. 


2.
The Y should sponsor educational forums for members about the issues that it chooses to address for the year.  The more information members have about the issues the more empowered they will feel to address those issues.


3.
To foster more of an intentional educational process around volunteer work, sponsor such activities as orientations, reflective learning, and assessment in connection with volunteer work.


4.
Encourage more collaboration between social justice committees and service-oriented committees in order to expose the interconnectedness of issues and also to educate service-oriented committees about organizing and awareness strategies.


5.
Require all cabinet members to attend workshops that provide education related to the integration of volunteerism and social justice.

C.
Governance:  How should the Y be governed to assure both the support and autonomy necessary to carry out a renewed mission?


Recommendations:


The Y Advisory Board Affirms the following principles:


1.  The Campus Y is an autonomous student organization, and, as such, all decisions concerning student programs, student resources, student organization, and student activities are to be made by the students.


2.
The Campus Y is also a department within the Division of Student Affairs whose personnel operate under the leadership of the Associate Vice Chancellor for Student Learning.  The Division commits itself to support the strengthening of the Y’s social justice mission, and to financially support the Y and maintain the Y building for use by the Campus Y at levels that support the students’ initiatives to carry out the historical mission of the Y.  In return, the students, staff, and Advisory Board commit the Y to supporting Division's mission to assure that the out-of-classroom campus community constitutes a positive environment for student learning.


3.
It is acknowledged that the historical mission of the Campus Y to integrate the pursuit of social justice with community service, in conjunction with its dual identity as a student organization and a department within the Division of Student Affairs, involves a creative tension.  This tension is best managed by negotiating agreements between the members of the Y family which insure the rights of the Y as a student organization as well as its responsibilities to the Division of Student Affairs.


4.  The primary responsibility of the Directors is to guide and support the students in developing and implementing the historical mission of the Campus Y.  Y Directors should be passionate activists in the development of social justice leadership among students and the promotion of the Y’s mission throughout the community.  The Y Directors are also responsible to the Division of Student Affairs for capable and responsible administration of the Campus Y, and they serve as liaisons and intermediaries between the Division of Student Affairs and the Campus Y students.


5.  The Campus Y Advisory Board acts as a guide and resource for the students and staff of the Campus Y.  Its role is to use its powers of persuasion and resources to safeguard the historical mission of the Campus Y and to support the students and staff of the Campus Y.  The Board makes recommendations and may appeal administrative decisions of the Division of Student Affairs on behalf of the students and staff.


Strategies:

1.
Write a clear statement about the Y's independence and governance that will be signed by administration, faculty and students.  Make sure this statement is widely distributed so it becomes part of the Y's culture and is a force for empowerment.


2.
As far as programming is concerned, the Y should function with the autonomy of any recognized student organization.  The highest authority being the highest student decision-making body, (i.e., executive committee of the Y cabinet.)  Y staff members who report through the Division of Student Affairs serve in an advisory capacity to students much as advisors to any other student organization, even though they also provide services to Y and to the Dept. of Student Affairs.


3.
The Y leaders and staff should be informed of and monitor the decisions related to the use of the Y building and to advocate for the Y's interest in the building.


4.
The role of the Advisory Board is to provide assistance to the staff and executive committee of the Y and to advocate for the Y at the request of any of its constituent members.

D.
Partnerships: How can the Y link to and differentiate itself from other activist student organizations as well as the new university programs that promote volunteerism, service learning, etc.?


Recommendation: 

The Campus Y should seek to establish more effective partnerships for both service and activism components of its mission,

Strategies:


1.
The student leadership of the Y is currently undertaking or considering a variety of activities that will strengthen the Y's partnerships with other service and activist organizations, such as exploring possible connection between the Y and the Carolina Center for Public Service (CCPS) such as having a representative on the Advisory Committee of the Center, seeking representation on the CCPS grant making committee, and inviting the CCPS to send a representative to serve on the Y Advisory Board.


2.
The Y has recently established a position for a student within the Y to act as liaison with activist groups on campus, hopefully this will result in more effective partnerships between the Y and activist groups.


3.
The executive committee, under the new co-chairs, is reviewing the ways in which the Y coordinates and implements specific activities with other groups.


These are all steps in the direction of establishing more effective partnerships for both the service and activism components of the Y mission.

E.
Faculty Relationships:  What kind of strengthened ties with the faculty would renew the Y's capability to carry out its historical mission?


Recommendation: 


The Y should seek to build in more opportunities for faculty to be involved with Campus Y members in ways that will further strengthen the Y's effectiveness in providing opportunities for meaningful service and social justice activism.


Strategies:


1.
A "meet the faculty" discussion series:  each of the Y committees might invite a faculty person with interest and expertise in issues related to the work of the committee to facilitate a discussion—with the committee itself, or with a larger audience;


2.
Each of the Y committees might invite a faculty person with interest and expertise in issues related to the work of the committee to be an ad hoc consultant with the committee;


3.
The Y committees as a whole might put on an annual poster-board display of the activities of each committee as a forum for discussion among faculty consultants and students; or as a way of engaging the interest of new faculty members.

F.
Alumni Relationships: What kind of strengthened ties with alumni would renew the Y' capacity to carry out its historical mission?


Recommendation:


The Campus Y should strengthen its ties with Campus Y alumni not only to carry out its historical mission but also to enhance the commitment of alumni to the current Campus Y programs and facilities.


Strategies:


1.
Establish a formal network among Campus Y alumni and current Y students.


2.
Request alumni assistance in connecting the Campus Y to state wide social justice organizations.


3.
Capitalize on the Campus Y Building campaign to establish and maintain connections to alumni.


4.
Design one alumni/student function a year around a social justice issue. 


5.
Occasionally place notices in the alumni bulletin about Y events and/or issues; write occasional articles in the Alumni Journal.


6.
Explore the possibility of a board of visitors for the Y.

G.
Funding: What kind of fundraising effort or approaches will be required to support a renewed vision of the Y?


Recommendation:

The Campus Y should strengthen its funding base to support a renewed vision of the Campus Y.


Strategies:

1.
Cultivate relations with Campus Y alumni through the Campus Y Building campaign for the possibility of future program funding.


2.
Involve alumni in the Campus Y strategic planning process during the next year.


3.
Have the Director work closely with the fundraising officer in the Development Office.


4.
Design the Director position to include grant writing as a part of the position’s responsibility.


5. 
Seek ways to enhance student fund raising efforts, including grant writing in areas of student interest, but avoid burdening students with routine fund raising tasks.


6. 
Explore the possibility of a board of visitors for the Y.

H.
Leadership: What kind of administrative leadership does the Y need now in terms of leadership qualities and skills?   How should those leadership resources be recruited, selected, and supported?


Recommendations:

1.  The Campus Y should recruit a Director who possesses the qualities and skills needed to lead the Y in renewing and promoting its social justice mission.  These include the ability to strengthen social justice activism and pluralism at the Y, maintain the strength of community service work, strengthen the integration of community service and social justice activism at the Y, and promote the work of the Campus Y throughout the larger community.


2.  Recruitment for the new Campus Y Director should be conducted among social justice activists, not only through traditional Student Affairs channels, and the primary hiring criteria should include a strong history of leadership in social justice activism.  Campus Y students and the Y Advisory Board should advise the Division of Student Affairs in the hiring decision.   Most Board members active in the strategic planning process urge that the new Director should be supported by additional staff so that the Director can devote more time for developing and implementing the social justice mission of the Y.


Strategies:

1.  Hire a Director whose heart is in social justice and the Campus Y:  



•
with a strong track record in social justice activism, community service, the empowerment of youth, and the strengthening of pluralism;



•
with a history of community involvement and a proven ability to relate well to a broad diversity of social justice and community service organizations;



•
who has a good understanding of the interrelationship of community service, social justice activism, and pluralism, and who has the ability to help develop the Campus Y as a model of this approach;



•
with the temperament, experience, stature, and diplomacy to take risks and tolerate the tension inherent in the position; 



•
who has demonstrated a strong interest in and understanding of students and student life, and who can relate well to students, Y staff, and the broad diversity of Campus Y constituencies;



•
who has demonstrated a love of facilitating student learning and the development of social justice leadership among youths.

2. Recruitment for the new Director’s position should be conducted among networks of social justice activists.

3. Students and the Y Advisory Board should have a consultative role in the hiring of a new Director or other additional staff.

4. The Administration should issue a formal expression of support for the strengthening of social justice activism at the Campus Y and for the responsibility of the staff, including the Director to support the social justice activism of the Campus Y students.

5. Most of those advisory board members active in the strategic planning process urge that the Director should be empowered to hire two Associate Directors, an Administrative Assistant, and a Secretary. One Associate Director might emphasize technology, publicity, and fundraising. The other Associate Director might emphasize support for student programs and Campus Y togetherness and institution building.  Then the Director might focus on  internal education and training programs, community relations, and promoting the Y model, as well as administrative duties.  

G.  Conclusion


The Y Advisory Board has undertaken an extensive process of consultation and deliberation during the late winter and spring of 2000.   This process has brought into focus a clear direction for the Y's future for the next five years: to re-establish the Y as a center of social justice activism on campus and to maintain and improve its effective volunteer programs in the community.   In the coming year the Advisory Board will work to support the Y in a further process of planning and dialogue that will engage all of its constituencies. At the end of the year a more detailed 5-year strategy and action plan will be developed.  The long-term goal of this process is clear:  A Campus Y that once again is fulfilling all aspects of its historical mission.

