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Section I: Guidelines for the MSU ADP Organizational Structure

MSU ADP Components
· The National American Democracy Project (ADP): A network of participating campuses that is maintained by the American Association of State Colleges and Universities (AASCU).

· The Montclair State University (MSU) ADP Steering Committee: A body of representatives from throughout the campus community, which strives to implement programs and projects that prepare undergraduate students for participatory democratic citizenship.

· ADP Steering Committee Standing Sub-committees: By definition, “standing” bodies exist permanently in order to manage ongoing issues. The ADP Steering Committee’s standing sub-committees are typically composed of Steering Committee members, with possible consultation of others. Depending upon circumstances, standing sub-committee chairs may be named by the ADP Coordinator, the general Steering Committee, or sub-committee members. Sub-committee chairs are expected to provide reports at the monthly Steering Committee meetings. The following is a list of recommended standing sub-committees:

· Assessment (conducts project assessment research)
· Curriculum Monitoring (audits ADP-relevant coursework and advances curricular initiatives)
· Events and Programming (provides coordination among task forces and partners)

· Mission and Goals Maintenance (typically meets once annually to update the Mission and Goals statement if necessary)

· Outreach and Communications (coordinates public relations; maintains the MSU ADP web presence; maintains document archives)

· Sponsorship and Partnerships (including approval of projects in the ADP name)
· ADP Steering Committee Ad Hoc Committees: By definition, “ad hoc” bodies exist to conduct finite tasks, such as specific research projects. The ADP Steering Committee’s ad hoc sub-committees are created at the discretion of the general Steering Committee. These groups are typically composed of Steering Committee members, with possible consultation of others. Depending upon circumstances, ad hoc sub-committee chairs may be named by the ADP Coordinator, the general Steering Committee, or sub-committee members. In the MSU ADP’s start-up year, ad hoc sub-committees included:

· First-year Audit (to become the standing Assessment Sub-committee)
· Mission and Goals (to become the standing Mission and Goals Maintenance Sub-committee)

· Kickoff

· Procedural Guidelines
· Web-presence (to become the standing Outreach and Communications Sub-committee)
· Task Forces: In the lexicon of the MSU ADP Steering Committee, “task forces” are ad hoc bodies that are composed primarily of non-Steering Committee members, and which are created (at the Steering Committee’s discretion) to implement specific programs, projects, or events in the ADP name. Task forces are typically chaired by ADP Steering Committee members but are otherwise composed of non-Steering Committee members from throughout the MSU and regional communities (depending upon a given task force’s purpose). The function of a given task force is to take charge of a specific project. Ideally, all MSU ADP projects are to be implemented by task forces, thus fostering engagement of stakeholders throughout the campus and regional communities. Task forces are coordinated and logistically supported by the standing Events and Programming Sub-committee.
MSU ADP Steering Committee Membership
· Committee composition: The Steering Committee is composed of at least the following 16 members:

· The MSU Provost (See “designated roles and responsibilities” below.)

· A designated MSU ADP Coordinator (See “designated roles and responsibilities” below.)

· 6 members: One representative from each School/College

· College of Education and Human Services

· College of Humanities and Social Science

· College of Science and Mathematics

· School of the Arts

· School of Business

· The Graduate School

· 7 members: One representative from each administrative division

· Academic Affairs

· Administration

· Human Resources

· Institutional Research

· The President’s office

· Student Development and Campus Life

· University Advancement

· At least one student representative

· Appointment to the ADP Steering Committee: Steering Committee members are invited according to the following process:

1. Committee members may recommend prospective members to the ADP Coordinator.

2. The ADP Coordinator recommends prospective members to the Provost.

3. The Provost invites the prospective members to join the Steering Committee.

4. The MSU ADP Steering Committee appointment term is 3 years.

· Members’ Meeting Attendance Requirement: Members are encouraged to resign if they miss three consecutive meetings during the academic year (September through June), excepting special circumstances.

· Expectations of Members’ Participation: Members are strongly encouraged to serve on at least one sub-committee or task force.

· Attendance of Non-members at ADP Steering Committee Meetings: Each Steering Committee meeting features a designated “public inclusion” period, during which non-members may ask questions and provide comments. To attend meetings beyond the public inclusion segment, though, guests must be invited by informal approval of Steering Committee members.

· Designated Roles and Responsibilities Within the MSU ADP Steering Committee:

· MSU Provost: The Provost has administrative oversight of the Steering Committee and all projects conducted in the name of the ADP.

· MSU ADP Coordinator: This position is designated by the Provost. Responsibilities include:

· Coordinating all endeavors of the ADP Steering Committee

· Serving as a liaison between the national ADP and the campus ADP
· Serving as a liaison between the Provost and the ADP Steering Committee
· Overseeing expenditures
· Maintaining a clearinghouse of records and relevant documents (in coordination with the Web-presence and Document Archives Sub-committee)

· Scheduling ADP Steering Committee meetings on the MSU administrative meeting calendar
· Chairing ADP Steering Committee meetings, with the following responsibilities:

· Creating and distributing (via email) the meeting’s agenda at least one week in advance. (See guidelines for agenda creation, formatting, and distribution.) The distribution should include a request for members’ amendments.
· Distributing in advance (via email, if possible) any materials that pertain to the meeting’s agenda. The meeting chair should also provide “hard” versions of materials (including the agenda) at the meeting.
· Facilitating the meeting. (See meeting procedures guidelines.)

· Rotating Recorder: The responsibilities of meeting record-keeping are to be distributed as evenly as possible throughout the Steering Committee membership. A recording schedule is to be created at the first meeting of each academic year. Responsibilities include:

· Making written notes during the meeting.

· Transcribing notes into formal minutes and distributing them via email to Steering Committee members within two weeks following the meeting (See guidelines for minute creation, formatting, and distribution.). Distribution should be accompanied by a request for proposed amendments. At the subsequent meeting, minutes and any proposed amendments are to be approved by majority vote of the Steering Committee. The author is responsible for amending and re-distributing the minutes accordingly.
· Designated Representatives: The Outreach and Communications Sub-committee is responsible for designating representatives (typically from within the sub-committee) to speak for the Steering Committee and task forces in public contexts. Representatives issue press releases, speak with news reporters, and generally promote ADP projects. The explicit identification of representatives ensures that the public does not receive contradictory or confusing information from multiple sources.

· Designated External Liaisons: The Sponsorship and Partnership Sub-committee is responsible for designating liaisons (typically from within the sub-committee) to maintain communication and relationships with off-campus logistical and financial partners. The explicit identification of external liaisons ensures that project partners have recognizable “go-to” people who may facilitate interaction and coordination of resources.

· Designated Project Coordinators: The Events and Programming Sub-committee is responsible for designating coordinators (typically from within the sub-committee) to maintain communication among various bodies (typically task forces) that are working separately on different aspects of complex projects. The explicit identification of such coordinators ensures that various ADP project contributors work cooperatively and effectively, with awareness of the “big picture” of complicated projects.
Section II: Guidelines for Conducting MSU ADP Steering Committee Meetings

Mechanics

· Agenda Creation, Formatting, and Distribution: As the chair for Steering Committee meetings, the MSU ADP Coordinator is responsible for agenda creation and distribution (via email, no later than one week before the meeting). Included in the distribution should be a call for additional items, which must be integrated into the final draft (to be distributed in printed form at the meeting). An agenda’s basic format is:
· A heading that includes the group name (“ADP Steering Committee”); the meeting date and start/end times; the meeting location; and the word, “agenda.”

· The following bulleted or numbered items:

· Approval of prior meeting’s minutes

· ADP Coordinator’s report

· Sub-committee reports (itemized with the sub-committee chairs’ names)

· Old business (itemized)

· New business (itemized)

· “Public inclusion” segment

An agenda template, in electronic document form, is to be made available on the MSU ADP website.
· Minutes Recording, Formatting, and Distribution: A given meeting’s minutes are to be authored and distributed via email (no later than two weeks after the meeting) by its designated recorder. At the subsequent meeting, the minutes will be amended and approved; the author is responsible for any revision and redistribution. The basic format for minutes is:
· A heading that includes the group name (“ADP Steering Committee”); the meeting date and start/end times; the meeting location; and the word, “minutes.”

· A list of all Steering Committee members in attendance.

· A list of all invited guests in attendance.

· A list of all visitors for the “public inclusion” segment.

· The following bulleted or numbered items:

· The status of the prior meeting’s minutes (approval or approved with revisions). If revisions are made, briefly specify the approved corrections.
· Any general announcements.

· A concise summation of the ADP Coordinator’s report.

· Concise, itemized summations of all sub-committee chairs’ reports.

· A concise summary of discussion/progress pertaining to old business. (Report on general topics and concrete decisions, but not individual members’ comments.)
· A concise summary of discussion/progress pertaining to new business. (Report on general topics and concrete decisions, but not individual members’ comments.)

· A statement of the subsequent meeting’s date/time/location.

A template for minutes, in electronic document form, is to be made available on the MSU ADP website.

Meeting Procedures
· Meeting Frequency/Regularity: During the ten-month period spanning September and June, the Steering Committee meets once monthly, on a regular date that does not conflict with other scheduled MSU meeting times (e.g., University Senate, NAL, School/College meetings, etc.). During July and August, the Steering Committee may convene with the understanding that some members might be unable to attend. Meetings typically require two hours.
· Turn-taking/Discussion Procedures: The MSU ADP Coordinator, as meeting chair, is responsible for guiding the meeting’s progress in accordance with the agenda. In managing discussion, the chair serves as “gatekeeper” by ensuring that participants have equal and adequate opportunity to speak, without interruption. In instances of complex discussion, the chair should recognize participants’ raised hands and explicate their speaking order to prevent interruptions and to guarantee an inclusive process. Participants should be reflective of their contributions to various modes of deliberative discourse, including:
· Heresthetic (bringing issues of fact, value, and policy to the committee’s attention)

· Rhetoric (framing issues of fact, value, and policy in ways that reflect personal attitudes)

· Debate (using rational argument to advocate/oppose particular attitudes; manifests competition and “either/or” outcomes; often ends in majority-rule voting)

· Dialogue (collaboratively listening and responding in empathic ways in order to forge common ground; manifests collaboration and “both/and,” synthetic outcomes; often ends in consensus)

· Problem-solving and Decision-making: Particular problem-solving and decision-making tasks should be informed and structured by relevant sub-committees’ recommendations. The general committee should strive for consensus whenever possible, as enabled by synthetic discussion of matters to be decided. When consensus is not possible and when time constraints warrant speedy decisions, members may call for voting (typically executed in a majority-rule manner).
 A recommended procedure
 to keep in mind when problem-solving is:

1. Ensure that all participants understand the charge.
2. Ensure that all participants understand the problem.

3. Ensure sufficient fact-finding.
4. Define criteria and limitations for an effective decision.
5. Brainstorm solution proposals, without evaluating (“There are no bad ideas” at this point.). Make a list for reference.
6. Evaluate brainstormed solution proposals according to the criteria and limitations; narrow the list to viable options.

7. Select an option, either through consensus or majority-rule voting methods.

8. Prepare for implementation.

· Managing Conflicts: Substantive and procedural conflicts are inevitable and necessary in the context of careful decision making. Steps should be taken not to minimize conflicts, but to manage them productively and in a manner that prevents them from becoming affective (personal/emotional). Toward productive management, it is important for participants to be open-minded and responsive in their listening and speaking,
 and for the chair to efficiently and effectively manage divergent (open-ended) and convergent (towards closure) discussion phases.

· The “Public Inclusion” Meeting Segment: Each meeting has a 15-minute, regularly scheduled period during which non-Steering Committee members may join the assembly to ask questions, provide comments, and propose projects and partnerships. This open forum is intended to ensure connection with (and means of including) stakeholders beyond the Steering Committee. The chair is responsible for managing this segment in ways that allow adequate inclusion in light of the time constraints.
Section III: Implementing ADP Activities

Categories of ADP Activities (Programs and Projects)
In identifying and planning programs (longitudinal series) and projects (singular events), the ADP Steering Committee should be careful to maintain balance among four general categories of activity:

· Category #1: Activities that originate (and/or are implemented in coordination) with the national ADP.
· Category #2: Activities that originate with the MSU ADP and that are specifically targeted with regard to needs identified in the first-year audit.
· Category #3: Activities that originate with the MSU ADP and that are not specifically targeted with regard to needs identified in the first-year audit.

· Category #4: Activities that originate with on-campus or off-campus organizations, for which the MSU ADP serves in a supportive/affiliated capacity.

Forms of ADP Activities
All ADP activities must pertain explicitly to the Steering Committee’s approved Mission and Goals statement, and strive toward the institutionalization and sustainability of values and practices related to civic engagement. Activities are typically implemented by task forces (with exceptions such as the maintenance of a document clearinghouse, which is done by a standing sub-committee.) Forms that such activities may take include:
· Events: These include programs (longitudinal series) and projects (singular events), and may include (but not be limited to):
· Workshops

· Brown-bag sessions

· Films

· Lectures

· Symposia and forums

· Conferences

· Scholarship and Professional Development: These include (but are not limited to):

· Conference participation (for both presentation and general attendance)
· Building a collection of textual resources (in print, on-line, and multi-media forms)

· Training programs

· Periodical readership programs

· Document Archives/Clearinghouse: Using the MSU ADP website, committee/project documents (such as meeting minutes) and textual resources may be made available in a clearinghouse manner. This is the responsibility of the Outreach and Communications Sub-committee.
· Curricular Infusion: With guidance from the Curriculum Monitoring Sub-committee, civic engagement-related pedagogy may be inserted into coursework in conjunction with MSU faculty/departments. Initiatives include:
· Full courses that are devoted to issues of democracy and civic engagement (in either service-learning, experiential-learning, or traditional formats)

· Specific components (exercises/applications, e.g.) that concern issues of democracy and civic engagement
Implementation Procedures
· Approval of Activities in the Name of the ADP: All proposed activities that do not originate with the Steering Committee must be directed to the Sponsorship and Partnership Sub-committee, which has authority/discretion to decide on the project’s merit, feasibility, and ADP-appropriateness. For a given activity to be publicly affiliated with the MSU ADP, it must be approved. Proposed activities that have overt political/ideological bearings must be referred to the full Steering Committee for consensus approval.
· Assessment of Activities: The Assessment Sub-committee is responsible for devising and executing methods of project assessment. Assessment is reflected in an annual report (due in September) that summarizes and evaluates the year’s activities.
· Identification and Ongoing Revision of Mission and Goals: The Mission and Goals Maintenance Sub-committee typically meets once annually to review the year’s activities in light of the Mission and Goals statement, and to make recommendations for updating the statement. Any proposed revision should be issued in September for consideration and approval of the Steering Committee.
· Solicitation and Management of Funds for Activity Implementation: In coordination with the MSU ADP Coordinator (who oversees all financial matters), the Sponsorship and Partnerships Sub-committee is in charge of soliciting and managing funding partnerships. This guarantees that any development and management/dispersion of finances is not conducted in a rogue manner.
� See Gastil, J. (1993). Democracy in small groups. Philadelphia: New Society Publishers.


� See Young, K. S., Wood, Julia T., Phillips, G. M. & Pedersen, D. J. (2001). Group discussion: A practical guide to participation and leadership (3rd ed.). Long Grove, IL: Waveland Press.


� See Chasin, R., Herzig, M., Roth, S., Chasin, L., Becker, C. & Stains Jr., R. R. (1996). From diatribe to dialogue on divisive public issues: Approaches drawn from family therapy. Mediation Quarterly, 13(4), 323-344.


� See Kaner, S., Lind, L., Toldi, C., Fisk, S. & Berger, D. (1996). Facilitator’s guide to participatory decision-making. Gabriola Island, BC, Canada: New Society Publishers.
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