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This plan outlines how the Pima Extension Director helps foster collaboration and trust through regular and appropriate communication with personnel within the unit. Good communication helps employees comply with university rules, procedures, and policies, helps them maintain trust in the director’s support and leadership, and provides an avenue to discuss broader University and Cooperative Extension policy and procedural changes. 
All-Staff meetings: At Pima Extension, we hold all staff in-person meetings to communicate policy, safety, and professional development information and to foster the unit’s sense of community.  All-staff meetings held several times a year usually in January, March, May, August, October, and then a holiday potluck party in December.  The meetings are held near the end of the month on a Monday, 3:30 – 5 pm and they are planned in coordination with faculty and leads so that most people are available.  The August meeting is used to go over policy and procedures covering 1) facility elements including signing up for conference rooms and cars, using office resources, phones, etc., and 2) administrative including getting on list serves, using Pcards, how UCAP works, reviews and promotion schedules, and 3) joint projects such as newsletters, annual reports, fliers, etc. Monthly happy birthday emails are sent to all staff for each Month’s birthdays. 
Faculty Lead Meetings: All of these are on Zoom so that everyone is able to attend even if they are traveling or working remotely.  Faculty and program leads are asked to hold Tuesdays from 3:30 -5 pm for these meetings. Keeping the meeting time held on everyone’s calendar ensures that the Director can reach all faculty and leads with information from the university, plan joint projects, or address staff concerns in a timely manner.  This meeting is also used to communicate sensitive information that is not appropriate for a wider audience or should not be communicated via email.  Faculty leads are asked to share information as appropriate with their staff.  Note that these meetings are canceled about half the time because nothing urgent needs to be communicated. 
One-on-one weekly meetings: All faculty and leads have a 30-minute period held for a meeting with the director every week.  These meetings are canceled as needed and can be canceled by either party. Having them scheduled weekly ensures that the director is available if needed.  The day before or the day of, the director texts the employee to ask if they would like to have the meeting and to arrange if it is held on Zoom or in-person.  Having the director make this effort rather than the employee helps build trust that the director is available and values the meetings. Note that the director meets with the business manager and other administrative staff several times a week to handle HR, financial, facilities, issues and 
Open door policy and managing by walking around: The director is available in the office 2 or more days a week so that faculty and staff can drop by. The director intentionally circulates around the office approximately once a week to say hi and connect in a friendly way with staff.  
