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Abstract

This project focused on the development of project management related knowledge and
skills in a cohort of graduate students working in student affairs at the University of West
Florida. It is argued that student employment on campus can be a meaningful co-curricular
experience and that many peer-education opportunities exist. This project focused on learning
outcomes of graduate students through their participation in planning, implementing, and
assessing a one-day Leadership Symposium for a primarily undergraduate cohort of student
organization leaders at UWF. The project was designed to increase knowledge and promote skill
development in two groups: graduate student planners and undergraduate symposium attendees.
Unexpectedly, the project coordinators also gained valuable knowledge about graduate student

perceptions of their roles as paraprofessionals.
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History of the Symposium

A one-day leadership symposium was produced in 2004 by the staff of the University
Commons and Student Activities (UCSA) in cooperation with the Career Center. The event was
well-organized and promoted, but attendance did not meet expectations. The staff of the UCSA
subsequently diverted their leadership training efforts in an alternative direction and, while they
did not abandon the idea of the symposium, they did not attempt to produce the event in the two

years that followed.

Project Overview

Examining the University of West Florida Quality Enhancement Plan (QEP) project
guidelines, a team from UCSA and the Career Center determined that the experience of planning
and producing a leadership symposium or similar multi-faceted program would provide an
opportunity for graduate students from the College Student Personnel (CSP) Masters program to
develop project management skills. It was also determined that the activity could provide
undergraduate campus leaders with a variety of workshops and information sessions designed to
strengthen their leadership skills. While the undergraduate experience was an important
component of this project, the major goal of the project was to provide an opportunity for CSP

students to experience project management from conception to assessment.

Graduate student planners were given a copy of the QEP proposal for a Leadership
Symposium and charged with producing a one-day program similar in scope and focus to the
2004 event. Project coordinators provided a minimum of direction while observing the planning
group at each meeting and offering suggestions when asked. For the most part, coordinators

attempted to allow the planners the maximum freedom to take ownership of the project.
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Planning began in the summer of 2006 with a nine member group made up of CSP
students from Housing and Residence Life, UCSA, and Career Services. The Leadership
Symposium, “Attitude, Aptitude, Action” was produced as an all-day event on November 3,

2006.

Relationship of Project to QEP Goals

The Leadership Symposium project was directly related to the project management
domain of the QEP. To produce the event, graduate assistant planners first needed to come
together as a team and develop a concept for their finished product. Planners were required to
construct a budget plan for the event, allocate QEP grant funds and develop strategies for
acquiring additional funding as needed. To produce a successful event they needed to develop
timelines and check lists, recruit presenters and additional volunteers, make facility and technical
arrangements, formulate promotional strategies and include assessment at each stage of planning.
In their proposal, the QEP project coordinators identified specific outcomes that graduate student
planners were expected to achieve through their work and interaction on the project. These

outcomes, all related to the project management domain, included:

e Project conceptualization

Graduate students were responsible for developing a concept for the symposium. This
process included examining similar events held previously at UWF and at other institutions and
deciding which format could be produced with the resources available. Planners were
responsible for identifying the criteria for successful completion of the event including the
identification and assessment of learning outcomes for themselves as well as for participants.

Production details included identification of speakers and presenters, recruitment of community
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partners and additional volunteers, production of handouts, construction of timelines and

schedules, and arrangement for physical and technical requirements for the event.

e Self-Regulation

The graduate student planners were required to journal their experiences. They were
expected to understand and be able to articulate the value of their involvement in the project as it
related to their forthcoming job search. Student planners were expected to practice effective

meeting management through the use of agendas and minutes.

e Team-work Skills
Graduate students from different departments were expected to work collaboratively and
cooperatively. The group was responsible for assuring that each individual had a valuable role to
play in the development of the symposium. It was expected that the group would develop
cohesiveness and learn to communicate effectively while discovering ways to interact and
cooperate.

e Project Delivery

The graduate student planners were responsible for producing the Leadership Symposium
in the fall, 2006. The symposium was the graduate students’ project from concept to delivery

including promotion and production.

Specific Student Learning Outcomes for Graduate Student Planners

As part of their project experience, graduate student planners were responsible for
identifying relevant student learning outcomes for themselves as well as for symposium

participants. Most students on the symposium planning committee were second year CSP
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students who had completed or were enrolled in the assessment class that is part of the

curriculum. It was envisioned that the set of outcomes and corresponding assessment measures,

identified by the project coordinators, would also appear on the list prepared by student planners.

These outcomes are contained in Table 1 below.

Table 1.

Outcome

Assessment Measure

1. Collect appropriate benchmarks and
standards for undergraduate leadership
training

Compare to Council for the Advancement of
Standards (CAS) Standards for Leadership
Programs.

2. Choose developmentally appropriate
leadership development content material
for the anticipated program audience

1. Compare to CAS Standards for Leadership
Development Programs

2. Program participant feedback from event
evaluation

3. Construct instructional/learning strategy
appropriate to the audience and the venue

1. External review by faculty or senior
student affairs observer
2. Program participant feedback from event

evaluation
4. Use an effective event planning and 1. Rubric
implementation strategy 2. Internal review by senior student affairs
professional
5. Demonstrate effective team behaviors Rubric
6. Demonstrate effective communication Rubric
sills
7. Reflect on how the specific skills and Rubric
knowledge gained from the experience
relate to their professional preparation
8. Create measurable student learning Rubric

outcomes for the symposium

Project Results and Interpretation

On November 3, 2006, featured speaker, Elaine Penn delivered the opening address for the

QEP Leadership Symposium, “Attitude, Aptitude, Action,” to approximately 50 students.
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Following the opening address, 12 sessions were presented by 11 contributors in three tracks:

e Identifying your leadership style/attitude towards leadership
¢ Building/developing leadership competencies

e Using your leadership skills to lead others/affect change

A panel discussion, “Making the Most of Your Involvement,” featured a group of alumni student
leaders in a round table discussion while participants ate lunch. Dr. Debbie Ford, Vice President
for Student Affairs, conducted the final session consisting of a wrap up discussion and

participant survey.

Overview of Assessment Methods

Rubrics previously developed by the staff of UCSA were used to measure growth or
improvement in planners’ work habits, including initiative, positive attitude, time management
and customer service; creativity; teamwork; communication; leadership, including decision
making, integrity, and motivation; skills and knowledge; and aspects of professional
development including career possibilities, interview technique, and resume preparation from the
beginning of the project to its conclusion. Planners envisioned using the rubrics to compare both
self assessments and supervisor ratings at the beginning of the project and again at its conclusion.
Results from the rubrics were inconclusive for two reasons: 1.) Some planners did not complete
the forms, and 2.) Project coordinators were unable to use the rubrics effectively during the GA
reflection session because some areas in the rubrics were not addressed by the prepared
questions. Even when a question related directly to a particular learning outcome addressed by a

rubric, project coordinators scoring multiple planners experienced difficulty because some
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planners spoke often, others hardly at all. Ratings could not be assigned to non-speaking planners

and were therefore, incomplete. Copies of the rubrics are included in Appendix A.

The main lessons identified in planner comments, made during the first reflection session
and in their journals, related to group dynamics and teambuilding. Most of the group realized
that they had not worked as a team on the project, and that they had experienced serious
communication problems. Similar comments were made during a second reflection session held

the following week with Dr. Ford.

Only one of the eight planners rated himself or herself higher in professional
development at the conclusion of the project. Six planners did not rate themselves, and one gave
himself or herself a higher rating at the beginning of the project than at the end. Results from the
problem-solving rubric indicate that three planners felt they had improved, three felt they had
regressed and two did not indicate any change in skill level. Creativity ratings were similar.
Three planners identified some improvement, three indicated their skill levels had declined, and
ratings from the last two show no change. Project coordinators attribute decreases in scores to the

planners’ increased awareness of skill deficiencies, and not to any actual decrease in ability.

Journaling was used to capture graduate students’ observations of their own progress as
the project moved forward. From the fifth week until the conclusion of the project, the
assessment sub-committee supplied the planners with journal prompts designed to collect
information about the development of targeted skills. Table 2. on page 9, contains a list of the
prompts, the weeks they were provided, and the student learning outcome (SLO) each was
designed to measure. Four prompts could not be directly related to SLO’s. Instead, they seemed

to be designed to collect information about time management and stress reduction techniques.
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Table 2.

Week Journal Prompt SLO #

June 19-July 14 No prompts- Planners were asked to reflect on the project in | 7.
general

July 15-July 21 Do you have initiative? Are you using it on this project? 5.

July 24-July 28 Positive or Negative...How powerful is a positive attitude? | 5.

July 31-August 4 | Be aware of your communication this week. Is it effective? | 6.

Aug7-Aug 11 Job, school, work, QEP...how do you balance it all?

Aug 14-Aug 18 What was a difficult task you have encountered so far? 4.

Aug 21-Aug 25 Fall is coming. Students are arriving. Are you anxious?

Aug 28-Sept. 1 First week of school...how is this going to affect the QEP?

Sept. 4-Sept. 8 How do you use downtime to recharge?

Sept. 11-Sept. 15 What still needs to be done? How are you going to do it? 4.

Sept. 18-Sept. 22 | What have you struggled with on this project? 7.

Oct. 16-Oct. 20 Are you a team player? 5.

Oct. 23-Oct. 27 The home stretch...what would you have done differently? | 7.

Oct. 30-Nov. 3 What have you gained from this experience? 7.

Seven of the eight students who finished the project submitted their journals. Reflections

were generally brief, and it did not appear that the planners, with the exception of one or two,

gave the questions a particularly thorough examination.
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Results related to specific outcomes

Learning Outcome 1. — The graduate students participating in this project will collect

appropriate benchmarks and standards for undergraduate training.

Planner journals, assessment pieces developed for participants and group discussions
contained no evidence of effective use of CAS standards for developing leadership programs. It
does not appear that planners were able to connect standards and assessment theory with actual
practice. Limited benchmarking was conducted, and what was done consisted mainly of
comparing planned program structure to models with which students were already familiar. The

search for innovative program design did not occur.

Learning Outcome 2. — Choose developmentally appropriate leadership development content

material for the anticipated program audience.

Although planners were given access to the CAS standards, there is no evidence that
standards were used by the group to select program content or measure its effectiveness. Once
the theme was selected, program content was left to individual presenters and no learning
outcomes were identified for individual sessions. A short participant survey was conducted
following the final session, but because participants were not required to attend all sessions,
many had already left when the surveys were distributed. The resulting number of responses
represents a very small sample size, 12-14 participants; so the results, although favorable, have
very little meaning. Planners became aware that their assessment measures for participants were

incomplete and unsatisfactory as they compiled survey results.

Learning Outcome 3. — Construct instructional/learning strategy appropriate to the audience and

the venue.
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External review of learning strategy by faculty or senior student affairs observer was
conducted in concert with the periodic review of internship work produced by two of the
planners. While the students engaged in internship activities benefited from the counsel of

faculty advisors, the product of their discussions was not routinely shared with the group.

Learning Outcome 4. —Use an effective event planning and implementation strategy.

Event planning was monitored by the project coordinators. Agendas were developed for
each meeting; timelines were constructed, and the progress of each sub-committee was
monitored by the whole group. Work moved ahead steadily through most of the sub-committees,
but coordination was awkward due to the lack of team identity and poor communication between
meetings. Assessment committee work was intermittent. Following delivery of the journal
prompts little additional work was accomplished until just prior to the symposium. Planners were
encouraged to work on project sub-committees that offered them new experiences.
Consequently, there were no experienced event marketers on the marketing sub-committee. Low
attendance, communication problems and difficulty working together were in part the result of
the silos that developed within the planning body. A copy of the flyer for the event is included in

Appendix B.

Learning Outcome 5. — Demonstrate effective team behaviors.

The importance of this outcome was universally recognized at the conclusion of the
project. Lack of team cohesiveness, combined with poor communication, was credited by the
planners with having the largest negative impact on the project. Remarks from the GA reflection
session indicated that everyone acknowledged poor group dynamics. Several journal entries refer

to communication problems. At one point, project coordinators called a special meeting to help
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the group work through some of its problems, but the effect did not last. Although the group

contained both first-year and second-year students, little mentoring was performed.

In the final journal entry, several of the planners theorized that their project might have
been more satisfying and successful if team building activities had been included at group

meetings.

Learning Outcome 6. — Demonstrate effective communication skills.

Several journal entries refer to communication problems. Project coordinators observed that
some student planners withdrew from group discussions rather than express opinions counter to

those held by more vocal members.

Learning Outcome 7. — Reflect on how the specific skills and knowledge gained from the

experience relate to their professional preparation.

This lesson was difficult for planners, and it presented coordinators with an interesting
and surprising lesson. Several planners came to the project unwillingly. These students saw
themselves as already overcommitted with class assignments and the regular responsibilities of
part time Graduate Assistant positions. This group viewed the project as just one more thing to
fit into their already overbooked schedules. Coordinators had difficulty at first understanding the
resentment they encountered, and until the source was identified, they were unable to address the
problem. Finally, project coordinators determined that planners were reacting to the project as if
it were a class assignment. Even at the conclusion of the project, some did not equate their work
on the project with an exercise in professional practice. Because they viewed the project as just
another assignment, they never accepted ownership. Their work was satisfactory, but not

exceptional or innovative. When problems were encountered, planners waited for project
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coordinators to step in and offer direction or present a solution. Planners did not ask the project
coordinators for help, even though it was clearly offered at the beginning of the project. Planners
did not consult each other as colleagues. Viewing the project as an assignment, they finished it.
Most planners did not realize the implications of their work until they participated in casual

discussions with project coordinators in the months following the symposium.

Learning Outcome 8 — Create measurable student learning outcomes for the symposium.

Student planners did not seem to apply classroom lessons to this project. There is no
evidence that they identified outcomes for themselves or the undergraduate participants early in
the planning process, or that they envisioned specific outcomes as they designed the assessment
instrument used by participants at the conclusion of the symposium. Rubrics used by planners to
measure the outcomes coordinators had identified in their project proposal were not a good fit,
but the assessment sub-committee did not look any further. Student planners did not use a

circular planning process to guide their project.

Members of the assessment sub-committee designed a survey to capture undergraduates’
evaluations of their learning experiences, and a focus group was held to provide additional
assessment data from undergraduate participants. As previously, stated, undergraduate
participation was very low, so results from these measures were inconclusive. A sample of the

undergraduate survey is included in Appendix C.

Dissemination of Results and Institutionalization

Project coordinators shared their observations with the University community at the QEP
Symposium held April 9, 2007, and at the Student Affairs Symposium on May 2, 2007. Christine

Haley prepared a version of their PowerPoint for the NASPA Florida Drive-In Conference held
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in Lakeland, FL in October, 2007, but the session was not selected for presentation. Dr. Jim Hurd
and Dr. Tammy McGuckin presented a session at the Southern Association of Schools and
Colleges Annual Conference in New Orleans in 2007 about QEP initiatives including this
project. Information about the symposium appeared in the 2006-2007 annual reports for the
University Commons and Student Activities and the Career Center. This monograph will be
shared with the current group of graduate student Leadership Symposium planners, and a copy,
in addition to the PowerPoint presentations, will be available on the University Commons and

Student Activities website: www.uwf.edu/ucommons/resources.

Recommendations and Implications

Project coordinators made five recommendations for the future of the Leadership

Symposium event:

1. Institutionalize the conference and establish student, faculty and staff buy-in
2. Expand the conference in future years to include other schools

3. Continue to target Academic Foundation Seminar classes

4. Establish an annual source of funding

5. Continue benchmarking

The symposium has been institutionalized and is now part of annual program offerings co-
sponsored by the University Commons and Student Activities and Career Services. Recently
graduate students from Housing and Residence Life and Recreation and Sports Services have
indicated interest in participating in the project and will join the planning staff at the beginning

of the fall semester 2008.


http://www.uwf.edu/ucommons/resources
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Academic Foundation Seminar classes participated as volunteers during the 2007

Symposium, and students from these classes will be encouraged to attend the 2008 program.

Funding for the Leadership Symposium projects in 2007 and 2008 was provided by the
Vice President for Student Affairs, Dr. Debbie Ford and by the University Commons and Student
Activities. As part of the 2008-09 budget process, Voyages Leadership Program received
funding from Student Government Association. The introductory event for reinstating Voyages

will take place during the 2008 symposium.

Conclusions

The first Leadership Symposium project management exercise was an important tool for
preparing University of West Florida CSP students for professional work, and subsequent
projects have proved equally valuable. Articulating and conceptualizing how project
management relates to course work and professional preparation is vital to the success of UWF
graduates. Project coordinators, while noting the need for more graduate student projects of a
similar nature, also identified the importance of additional preparation for themselves and their

colleagues engaged in similar activities.
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Appendix B.

Ar ’, UWF LEADERSHIP SYMPOSIUM

For years, Elaine Penn
has been motivating Speaker: Elaine Penn:

and inspiring college 9:00 - 10:35 am
students to excel. Asa

former college athlete, -
Elaine went on to work Session I: ATTITUDE:

in higher education 10:45 - 11:35 am
in a variety of high- Theme: ldentity yvour leadership

impact positions. First : -
sk s st Eronsl s style/attitude towards leadership
leamed the art of motivating
students to be their best. Lunch
Later she worked as a Director 11:40 — 1:00 pm
of Campus Recreation and became

committed to health and wellness. She

then worked as the Director of Special S e AT

Projects and was the Executive Producer L00 - 1:50 pm
and Chief Fund Raiser for five award-winning Theme: Building/developing
fedewsiion RHNTNES Tndajr, she spmks to leadership competencies

college students and professionals across the
country on topics such as leadership, diversity, <
personal success and wellness. Pulling from Session [1l: ACTION:
her experiences as a college athlete_ coach, | Z:00 — 2:50 pm

campus professional and musician, Theme: Using your leadership
Elaine weaves discussion, stornes skills to lead othet//affect
and original music into her ’
; L TS change.
g presentations to inspire and
This is a great

empower all who hear her
opportunity speak. Wrap up Discussion: Dr. Ford
for students d 3:00 - 4:00 pm

to learn, grow
and perfect ‘

their "‘-""e"-"‘*l’o Friday, November 3rd, 2006
skills.

SN M

All registration forms are
due October 27th, ‘06

To armange accommodations for the disabled or
hearing impeired, call Catherine Powedl &t (850)| [1 FOCUS GROUP - As part of the Focus Group, you will
ﬁﬁmmmamm automatically be regisiered in a drowing for prizes.
{woisce) at Ieast five deys in achance. For more info: Victor Teschel, 474-3155
Retumn registration form to UCSA Service Desk

E-MAIL:
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Appendix C.

2006 Leadership Sympaosivemn Eyaluation
Artiude. Aptitude. Lesdership.
Plense cirele ane of the options Elow:

I, Mreshian sophomors jomior BEQIOr gradrirte: stnderd

Please circle ull that apply:
3. sudent athiete orpaniztion imember Acadendc Foundatlons siedeini

orpaniation presidenlivice presddent ohier
1. How did wou hear about the Leadership Sympsosiom?

4, Why did you attend the Leadership Sympesinm?

Plenise rate the followine scssions
I= wxtreenely below expestations
2=below expectalions

31— met expectalions

4= above cxpectations
5= thoroughly exceeds expectalions
ofa= cid min aliemd
Opeting presemstion Spepher: Elaine Pean,, ... ... | X 3 4 3 wa
Session 1- Atimde
Blaine Penn (Open discussion)... ............. 1 2 3 4 ] i
Dr. Metcall-Turner (Diversiy].. a 2 3 4 5 na
D, Hurd T eodorg) o | 1 3 1 3 W
Mathan Ford (Follow the leader). ... 1 2 k| 4 i i
Lunch and Abpmni Bamel .. ..o e 1 2 3 1 3 v
Bessiva 2: Aptiude
D, DuPre (Leading from (he inside)... ... ... 1 2 ) 4 A LUF]
D, Deshotels (Melegationd ... 1 2 3 4 3 A
Dr. Hurd (Tools tor leadershipy. .......... .. 1 2 3 4 ] L]
Katchyn Whitty { Time managemend).... ... ... | . 3 4 3 wa
Bession 3: Action
benni Brian (Social metworking). . ... 1 2 3 4 ] i
Dawe Scott [Rewarding team members)., ... 1 2 3 4 5 s
D¢, Hurd {Infcgrative work) ... | 2 3 4 x] na
Lauren Loeffler and Christine Haley
(Things your marna mever taopht vow).. .. L 1 3 4 5 nfa

5. Owverall, what was the besd session you allended? Why?

. Would youo attend a sympasium like this aguin?

T, Aury suppestions (o mmbes the progmon betler?



Leadership 27.

Acknowledgements

The project coordinators wish to thank Dr. Hurd and Dr. Ford for their interest in
and support of this project. Funding provided through the Quality Enhancement Plan
allowed us to take a valuable program idea and give it an expanded focus, and a chance to
become an important training exercise for our Graduate Assistants. We are encouraged
that the Symposium will be presented again in 2008, and that it will provide a showcase for
the reintroduction of the Voyages Leadership Program.

We are grateful to the Graduate Assistants who worked diligently on this project
and persevered in spite of their doubts. We firmly believe they will make better
professionals because of this experience. Finally, we would like to thank the GA’s, Julie
Cantor, Johnathan Cellon, Cassandra Rodriguez, Reynaldo Soares, Victor Teschel, Dee
Dee Wyckoff, Katelyn Whitty, and Jackie Wiley for all the things they taught us about
coaching and advising.



