GROTON BOARD OF EDUCATION
SPECIAL COMMUNICATIONS COMMITTEE MEETING
MARCH 17, 2022 @ 12:30 P.M.
CENTRAL OFFICE, ROOM 4

Mission Statement: Our mission is teaching and learning,

Board Goals: In tichness of cultures and with a respect for all, (1) Provide Dynamic Rigorous Curticulum,
(2) Ensure Effective and Engaging Instruction, and (3) Embrace Excellent Learning Envitonment

AGENDA
1. Set Regular Meeting Date/Time
2. Develop the Statement of Purpose
3. Review Minutes from Previous Communications Committee Meetings (Attachment #1)
4. Review “Groton Public Schools Community Communications Plan 2014 - 2016” (Attachment #2)
5. Communications Plan Development (Attachment #3)

6. Next Steps




Attachment #1

GROTON BOARD OF BDUCATION
SPECIAL MEITING MINUTES
AD HOC COMMUNICATIONS COMMI'T' 'Lk
FRIDAY, APRIL 29, 2016
#:30 AM,
CENTRAL QFIFICE, ROOM §

Mumhers Prosent:  Susun Austin, Gury Buker, Roboocn Buyuy, Murk Russell, Marihes Vhorndlke,
Loe White

Mombers Absent:  Karon Bryer, Dennls Cololough, Gretehon Nowsoniw

Chalrman White called the meeting to order ot 8:30 nm,

Lo Purpose of the GPS BOL Ad Hoe Communicatons Sub Commitie - the purpose of the
commitiee is (o ereate o Communications Aetion Plan for Groton Publie Schools, Susun Austin
shared o deaft of whut huy been done to date ulong with guldelines entitlod, “How Duvelop o
Communieations Plun" (utachod),

20 Procwss, Pluspdng, Rusulty

*  Diseusslon ensued rogardlng what wo ure alreudy dolng, Reboecn suggestod thal we do on
Internnl nuddit of communfontions,

o WIih the clurge of eronting an wotion plun, we newd w dad out what our short- il fongelorm
ohjeetives would be,

e Whaoir (he wudivnee? (Purents, Community, Sl wel Board of Tidueation): What 1 the
purpuse? (Publle relutlony to promote the sehools, lellitate two=wuy communicoton, promole
learning, munage salety and erlsis),

¢ Means of communication (such ay print, electranie, social media, video, TV, news, forums,
ete,), und methods ol communication (owned media, curned media, advertisement or
sponsorship),

e The committeo discussed magnet competition and how to keep our studonts haro und provide
cholees In Groton Public Schools; new schools project; end-ofsyear communieatlons from (he
schools/Superintendent,

o It way deelded to udd teacher and ndministrator repragentatives to the committeo for the next
Ad Hoe Communications meeting,

*  Review surveys that have been done to dats; noed for teedback and loous groups,

The commilles's next meoting iy scheduled for Wadnesduy, Muy 4", at 8:00 w.m. 1 room § ut Central
Offics, Agenda topies ure: (1) review shorts and long-term objoctives wnd (2) review koy
slakeholders,

The niseting adfoumed at $:30 am,




Groton Board of Education
Communications Committee

Meeting Minutes

Organizational Meeting
January 31, 2000
6:00 p.m., Central Office Room 10

Attendees:
Beth Gianacopolos, BOE member & Committee Chair
Stan Dziurzynski, BOE member
Karin Greene, Personnel Manager
Larry Hurley BOE member
Chuck Muncatchy, Superintendent
Bob Zuliani BOE member

The first topic was to determine whether this committee would be a standing committee or
an Ad hoc committee. It was unanimous that the issues of communications and public
relations are high priorities and that, therefore, the committee must be a standing
committee of the Groton Board of Education.

Bob Zuliani distributed the June 1998 report of the Community Information Services
Committee and briefly discussed the work undertaken by that group. The combined group
of public relations professionals and GPS employees laid the ground work for this
committee.

Karin Greene reviewed the current monthly newsletter, “Groton Advantage,” and handed
out a draft mockup of the “Town of Groton Quarterly” which is in progress. The quarterly
is a collaborative effort among the school district, the town, and Pfizer’s. Anticipated
publication date is February - March 2000,

Chair Beth Gianacopolos led the group through the Agenda:

Agenda item #1 - Statement of Purpose
After reviewing the BOE policy book for format, the group worked to develop a statement of

purpose:
“The Communications Committee shall be responsible for increasing and improving
community awareness of education isswesfacinethe Groton Public Schools.”

G POP Aonitfres Avee e bl i~
“Communications” was chosen over “Public Relations” as the name of the committee.
Archie Swindell will deliver the statement to the BOE policy committee.

Much discussion focussed on “how” the committee would operate. Although the committee
will “respond” to BOE referrals, it is important to insure that the committee can also
initiate action. Once a plan is in place the committee will monitor its effectiveness. It was
decided that the statement of purpose defined above would be all that was needed for the

Policy manual.



Agenda item #2 —~ Goals for the year
A brainstorming session brought many ideas.
identify resources, personnel, funding, target audiences
identify effective communication vehicles
identify issues and ideas that we must communicate, i.e., the subjects
consider expanding scope of Groton Advantage, perhaps to all residents
Facilities - The group agreed that the number one Goal for this year must be community
awareness in the Facilities Initiative.

Agenda item #3 - Where do we go from here?

Once it was agreed that facilities must be the focus, the group discussed many issues and
questions regarding what the BOE can and cannot do, and the time frame from now until
the hoped for referendum.

A key issue will be development of a program to be presented to various community groups,
e.g., Senior Center members, Kiwanias.

Next meeting’s agenda was decided upon: Develop the Communications Program.
Issues and focus of meeting

-what do we want in our plan

-identify target groups

-identify specific subjects

-brainstorm on other communication vehicles

-discuss the tax impact to the community

-review facilities facts supplied by administration

-fire houses are better than schools, perhaps a photo comparison

Next meeting: Thursday, February 24, 2000 — 6:00 p.m., Central Office Room 10



Attachment #2
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How to Develop
a Communications Plan

What |s & communication pian? When should It be
developed? Where does the Informatlon in the plan come
from? How do you write one, and why should you bother?

Home

How to Develop
a Communlostlens Plan

Attachment #3

Overworked and underfunded communicators (Are there
any other kind?) have a right to ask whether the work

W‘l Involved In developing & plan ls worth It The answer Is yes
becausa a written communication plan wlll

Sample Plan.2

from ARA « glve your day-to-day work a foous,

— . . holpléfou set p‘rlﬁrltln.

sample Plan 3 » provide you with » sense of order and oontrol

Wunwmm + halp get the chief staff exacutive and sta to

support your program,
New! Bample Plan 4 » protect you against last-minute, seat-of-the-pants

from "Any County" Sehool
Systam

demands from staff and members, and
prevent you from feeling overwhelmed, offering

Instead peace of mind.
Grials Communication Quilck
Raference

What Is a Communlcation Plan?
A communication plan Is a written document that desoribes

« what you want to accomplish with your assoclation
communloations (your ob|ectives),

» ways In which those objectives can be
accomplished (your goals or program of work),

+ to whem your assoclation communications will be
addressed (your audlences),

+ how you will acoomplish your objectives (the toois
end timetable), and

» hew you will measure the resuite of your program
(evaluation),

Communieations Inclucle all written, spoken, and electronic
interaction with assoclation audiences, A communioation
plan encompasses objectives, gosls, and toole for all
communioations, Including but not limited to:

« periedle print publioations;
« online scemmunications;
+ meeting and confereance materials;




media relations and publlc relations materlals;
marketing and sales tools;

legal and legislative documents;

incoming communications, including reception
procedures and voice mail content;

» committee and board communigues;
corporate identity materials, including letterhead,
logo, and envelopes;

surveys;

certificates and awards;

annual reports;

signage;

speeches; and

invoices.

" =T & @ 8

When to Develop the Plan

The best time to develop your pian Is In conjunction with
your annual budgeting or organizational planning process.

Where to Get Information
Grist for the plan generally comes from five sources:

your association mission statement,

a communication audit,

membership surveys and focus groups,
committee and leadership Input, and
discussions with other staff and departments.

ohwN=

How to Develop the Plan

Take the following steps to develop an effective
communication plan:

Conduct a research-communlcation audlt. Evaluate
your current communications. Some associations hire
firms to do this, but the price for the objectlvity of an
outside auditor can be high. To conduct your own audlt,
find out

« what every staff parson is doing In the way of
communication,

« what each communication activity Is designed to
achleve, and




» how effective sach activity is.
To get the answers you need,

brainstorm with communication staff,

talk to other departments,

interview the chief staff executive,

Interview the board,

talk to communication committee members,
survey the membership,

host focus groups, and

query nonmembers.

Define objectives. Armed with information from your
audit, define your overall communication objectives-the
results you want to achieve. These might Include

excellent service to members,

member loyality,

centralization of the communicatlon effort,
increased employee teamwork,

improved product delivery,

visibllity for the association and the industry or
profession it represents, and

« Influence on government, media, consumers, and
other audisnces.

Define audiences. List all the audiences that your
assoclation might contact, attempt to influence, or serve.
Included on your list may be

members;

nonmembers;

consumers;

related associations;

adversarlal associations:

educators;

federal, regional, and local governments;
related industries; and

the media.

Define goals. With stated objectives, and considering
available human and financial resources, define goals-in
other words, a program of work for each objective. Goals
include general programs, products, or services that you
will use to achieve stated objectives, For example, If the




objective is to improve member service, goals might
include improved training for the member-service function,
special communications directed at first-time members, a
reference manual for handling complaints, and ongolng
information for members.

Identify tools. Dacide what tools will be used to
accomplish stated goals, These tools can be anything from
a simple flyer to a glossy magazine, Don't overlook less
obvious tools such as posters, report covers, Rolodex
cards, and Web sites, Brainstorm Ideas with your staff,

Establish a timetable. Once objectives, goals, audiences,
and tools have been identified, quantify the results in a
calendar grid that outlines roughly what projects will be
accomplished and when, Separate objectives into logical
time periods (monthly, weekly, etc.).

Evaluate the result. Build into your plan a method for
measuring results, Your evaluation might take the form of

» amonthly report on work In progress,

« formalized department reports for presentation at
staff meetings,

» periodic briefings of the chief staff executive and the
department heads, and

* ayear-end summary for the annual report,

Developing a written communication plan will take effort,
Plan on three or four days the first time you do It. Once In
place, the written plan will smooth your job all year long,
earn you respect from the CEO and other staff, help set
work priorities, protect you from last-minute demands, and
bring a semblance of order to your chaotic job.

Back to top
Queations or comments? Emall Robin Mayhall
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Setting the Stage

1. A vislon of what a high-school graduate should look like
2. Key questlons to guide school improvement
3. Vision and mission statements that actually Inspire

The Plan

4. Making the mlsslon statement rea!
5. Maklng the shift from annual to embedded improvement planning
6. Developlng theories of action

Making the Plan Compelling

7. The importance of a clear, concise strategy statement

8. A formula for transformatlonal change in hospitals and schools
Implementation

9. Eight steps to high-achleving schools
10. Avolding common mistakes {n strateglc planning
11, 'Pre=mortems' are better than post-mortems



As the country moves into its third year of a global pandemic, superintendents continue to face
significant headwinds as they lead their districts with skill and resolve, despite having to deal with an
array of political cross-currents, nationally and locally. During difficult times, beyond character and
judgment, communicatlon Is perhaps the most essential component of leadership, particularly when
dealing with sensitive, or controversial matters, Leaders who are able to communicate effectively have
a greater chance of having their motivations understood and thelr decislons respected,

Realities

The dangers and disruptlons Intrinsic to the pandemic have contributed to an unstable and, at times,
turbulent environment. Yet, despite our polarized political environment, the overwhelming number of
interactions in school districts are civil and productive., Most people, regardless of thelr bellefs are open
to listening, and avallable for dialogue,

There are some indlviduals who are mare Interested In promoting thelir points of view, or proving group
alleglance, than considering reason or facts. Working with this reality becomes part of the challenge,
which involves being realistic about what is possible, even with the best approach to communication,

School districts have unique needs, histories, and cultures. Likewise, Connecticut’s superintendents
manifest a range of experiences, skills, and leadership styles. In leading thelr districts and responding to
their communities, superintendents calibrate communication approaches with thelir districts in mind, in
a manner that is congruent with their beliefs, and avallable resources — including time.

Communication Strategies

Ideally, developing a comprehenslve(dls unication plan’ \Nhere goals are clear, roles
throughout the district are well-defined, and sufficlent resources are allocated, serves as a powerful ally.

Informing the community on a conslstent basls with essentlal Information, along with Inspiring Images
and stories, creates a positive narrative = one that educates the public and bolsters the district from
negative forces. Special care should be taken so that images from all segments of the school community
are included,




The district’s crisis plan should be readlly available and contain a communication section, which could

be reinforced when conducting “table top” or practice sessions, Knowing who speaks for the district
during a crisis is imperative,

Tell the truth as best you can in as complete a manner as possible. Truth and integrity build up over
time. Conduct yourself in a manner that will fill the reservoir of good will, Tap into the reservolr during
difficult circumstances.

During difficult times leaders need to have a greater sense of “audlence”, i.e., to whom is your
communication directed. The internal audience, which includes staff, students, parents, and board of
education members, are important recipients as well as contributors to the network,

External publics include elected officials, town departments, the news media, community advocacy
groups, social service agencies, business groups, and Individual “Influencers”.

Customizing messaging Is key, particularly with respect to those that might be directly Impacted by an
event or declsion, Reaching out to traditionally marginalized communities such as racial and lingulstle
minorities, those with disabllities, and the LGBTQ community, Is fundamental to creating a unifled
school district. To the extent practicable, provide correspondence in a language(s) beyond English that Is
pertinent to your school community. Simllarly, the technology exlsts for board meetings to be translated
into a second language during broadcasts.

The superintendent’s entire leadership team Is central to
any communication plan. During a crisis or controversy,
administrators must have a constant flow of information, be
on the same page, and understand their roles. Union leaders
should be involved through communication from the
superintendent or designee. A superintendent visit to a
school faculty meeting is an effective way of generating
support.

Communilcating with board of education members should take place within the context of an agreed
upon system for providing timely information. Within thelr roles, well-informed board members can
play a powerful part in providing the community, including town bodies, with accurate information
about the work of the district. Board of Education meetings must be conducted In a civil and respectful
environment, At meetings, boards can deal with controverslal topics through the board chalr’s report,
superintendent’s report, discussions, staff presentations, and speclal board meetings organized to
ensure public dlalogue. Orientation sessions for new board members and board retreats can
strengthen the board/superintendent communication syster,

Establishing a relationship with members of the press can reap important dividends, Reach out te
reporters regarding new programs and initlatlves. Contact reporters to explain the district position and
your actions with respect to controversial Issues, Be aware that your press relationship involves an
educational component — particularly given the turnover in reporters and media sltes. When dealing
with the press be available, straight forward, err on the side of repeating and over explaining. If
possible, prepare for phone calis or interactions. Be wary of sharing information off the record and
cognizant about what information cannot be shared. Try not to react emotionally to an inaccurate or
disappointing article; however, it is important to correct significant mistakes via a phone call or email.




Be clear about who speaks for the district during a crisis. Holding a press conference where you have
the opportunity to explain, for example, the superintendent’s budget can save time by reducing
reporter errors and increase the likelihood of telling your story. Well-written press releases help. If the
information includes police involvement, be sure to share with the police the content of your press
release in advance of issuing it.

Anchoring the justification for a controverslal decislon in board of educatlon policy can serve as a way
to focus discussion. Boards of education frequently have policies and regulations that address:
controversial issues, challenged material, complaints, curriculum development, equity, diversity,
inclusion, social justice, and LGBTQ rights. Emphasizing the need to conslder district mission
statements, strategic plans, established law, negotlated contracts, executive orders, state board of
educatlon policles, state department of education directives and public health guidance, can serve as
guardralls in discussions or presentations.

When a particular decision has been arrived at, it can be helpful to explain one’s reasoning through the
use of gulding princlples. Example: 1. The health and safety of students, staff and visitors. 2. BOE Goals
and priorities 3. The educatlonal Impact, Including social and emotional learning, that it will have on

students. 4...,, 5...

While addressing controverslal Issues tied to teaching and
learning It would be best for all to be as specific and district-
based as possible, and for educators to use concrete examples
when speaking of the taught curriculum, texts, and
instructional goals.

Settled topics such as those that are the subjects of executive
orders or established law don’t require much discussion or
debate. Every concern should be listened to respectfully;
however, each point of view does not have to be given equal
time or weight.

A letter from the superintendent Is a powerful and effective method of communicating, particularly
when heading off or dealing with a controversy, When formulating a letter consider the following
questions: What am | trying to achleve? Who Is my audience? What Is the hest way to communicate
with this particular audlence? What s essentlal to explain? How can | write this |etter In an accurate,
clear, grammatically correct manner = free of Jargon and acronyms? How can | convey that | understand
the problem or concern? What Is the best way of knocking down a false narrative? Did | promise
something that will be hard to dellver? Who has proaf-read my letter?

Developing a bank of sample letters in anticipation of specific events and controversial Issues is a time-
saver. What are the most likely high frequency or high stakes Incidents that can accur? Who on my team
can help with research or writing?

Social media platforms such as Twitter, Facebook and Instagram can be a quick way of sending out a
message to counter an unfounded rumor. An interactive district website, with a superintendent
section, is a vital source of timely and ongoing information = much in evidence during the pandemic.
Video blogs are being used more frequently by superintendents as a way of personalizing their
messages.




Respond to emails in a timely fashion — within 24-48 hours, Unless an emergency, the response
doesn’t have to be immediate. If, however, the volume is overwhelming it will take more than 48
hours to respond. In those instances, develop a standard email response to the most frequent theme
and, if necessary, customize it. Also, consider asking another administrator or administrative assistant
to help respond. Most people are appreciative of a response even if they disagree with your position,
In the event of a rude email wait at least 24 hours before responding and respond professlonally.
Depending on the content of the message, you might let the writer know that there are distrlet
expectations regarding civility and respect that need to be adhered to. There Is probably speciflc
language to that effect in a board policy, district handbook, or acceptable use policy. Questlon: Wha
responds to emails that are addressed to the superintendent and entire board?

R T I T
And Finally

Listening is a vital and underemphasized communication skill. Listening patiently and intently In a

1-1 or group setting can be an especially valuable tool for developing trust and strengthening
relationships. After listening to a complaint, good listeners clarify that they understand the nature of
the complaint before responding. Developing a reputation as a good listener often comes with the
added benefits of being known as fair and respectful. Listening and respect go two ways. If hecessary,
point that out in a professional manner. If appropriate, set ground rules during a discussion or
meeting.

When an apology is warranted offer it. CAPSS is aware of superintendents who sent out “oops emails”
to the staff when they felt that the expectations for district initiatives were unclear or unrealistic.
Likewise, a letter of apology to members of the school community can have a salutary effect, One
caveat: Be judicious about apologizing. Take into account the massive number of decisions, often high
stakes, that you make on a relentless basis — and the great job that you typically do in making them.

How you project yourself is critical. Carry yourself in a positive manner. Convey enthusiasm for the
mission, empathy for constituents, and appreciation and support for the staff’s work.

Keep a file of thank you cards, laudatory letters and emalls that you recelve — detailing the
outstanding job that you do each and every day. Take time to read them from time to tima. You'll be
surprised how quickly you forget “the good stuff.” When someone praises you don’t downplay what
you have done - thank them, You deserve itl




